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A: INTRODUCTION TC "INTRODUCTION" \f C \l "1" 
The OPR was carried out between 12th and 23rd March 2007. The Terms of Reference and programme are attached at Annex A. We met over 100 stakeholders from national and local government, civil society and traditional leadership as well as official donors. The team divided and made field visits to Bonthe and to Kabala/Bombali. By agreement with ENCISS we replaced the SWOT analysis in our terms of reference with a strategic planning/visioning exercise conducted on 22nd March. 
The OPR Report as reviewed and agreed by the Review Team, ENCISS and DFID on 23rd March 2007 is attached at Annex B.  An overall score of 2/3 was agreed.
We would like to thank DFID, CARE and ENCISS and all the Sierra Leone official and civil society representatives who gave their views to us during the course of the visit.
B: EXECUTIVE SUMMARY  TC "BALANCE SHEET TO DATE" \f C \l "1"  
Recommendations – Immediate (2007)

1 The project agreement should be amended through an MOU between DFID, CARE and ENCISS which formalises the decision-making and performance management policy role of the Project Advisory Group (PAG). The PAG should consider setting up an Executive group of 4-5 members.
2 As a matter of urgency and by 1st July 2007 ENCISS should take over direct responsibility for procurement and financial administration for all payments up to $10,000 and relevant guidelines be amended by agreement of CARE-SL and DFID as appropriate. Meanwhile, the continued involvement of top management in CARE-SL in troubleshooting payments and approvals be kept in place until this system is ready

3 ENCISS should move as quickly as possible to develop a staff organogram and put all staff onto the same employment scheme.  The PIT as a programme entity be phased out by 31st December 2007.
4 ENCISS needs to put greater emphasis on making its core work more strategic and more closely aligned to reaching project goals.  In practice this means that ENCISS needs to concentrate on supporting:
a) citizen engagement in PRSP development and monitoring

b) citizen-state engagement at local government level especially through Ward and Village development Committees (WDCs and VDCs)
c) Strengthening partnership programmes with key operating departments of government (e.g. MODEP, MYS, DECSEC, DACO).
d) take-up of obligations, accountability and transparency

e) full concentration on approaches and methods which will ensure participation of poorer and more marginalised people

5 ENCISS needs to strengthen an issue-based approach which strongly links initiatives at local level with efforts for policy development at all levels (local, district and central), and which can demonstrate early tangible benefits in poor people’s lives, especially women’s and young people’s, in rural areas. ENCISS needs to extend the number of women facilitating at field level, and to adopt a more participatory approach, including broad analysis of power relations at local levels.  

6 DFID and the EC begin discussions with ENCISS and the Government of Sierra Leone about joint support to ENCISS towards the end of the current ENCISS programme phase (December 2007).

7 DFID supports ENCISS development of a mini-business plan by October 2007 addressing 

7.1 Timetable for development of ENCISS Financial and Management Information Systems (MIS, Personnel, Corporate Governance and Internal Audit and Compliance) 
7.2 the legal model for independent status (with which the Government has offered to assist), and look at best options for grant making and decentralisation 

7.3 a revised logframe and initial M&E simplification, linked to the business plan, in the last quarter of 2007, to reflect the intention to become an independent organisation and to ensure that outputs and indicators are more strategically related to achievement of the project purpose
Terms of Reference for this work are attached at Annexures C and D.
8 ENCISS should ensure that it is fully equipped for its media outreach and information programme. It also needs to set out the media products which it would like Search for Common Ground (SFCG) to produce in the period to March 2008 for discussion and agreement at a special meeting of the SFCG project Core Review Committee. 

Recommendations – Medium Term (2008-9) 

9 ENCISS should become an independent organisation as soon as possible with planning to start immediately. Planning should take into account the importance of not interfering with programme delivery.
10 ENCISS should open an office in the Eastern region as soon as possible, with the medium term goal to reach border areas and the most deprived “development blind spots” in 2008 and with the eventual goal of a presence in all 12 districts.

11 A review of funding needs and grant operating procedures be carried out to explore the feasibility of a major expansion of grant-making within the ENCISS programme.
12 When the current contract arrangements end on 31st December 2007, an extension of CARE’s role should be renegotiated with the aim of supporting ENCISS to become an independent institution at the earliest possible date.  In this phase, CARE should provide financial and technical services to provide:

12.1 necessary technical and professional services for the financial and budgeting management system, legal arrangements, MIS, personnel and corporate governance 

12.2 Set up and operate the internal audit system for at least two years until end 2009, with a schedule of reporting planned in advance 

12.3 The financial structure of the contract should be revised so that CARE makes payments based to a consolidated annual budget of ENCISS, replacing the system whereby CARE costs are factored into staff consultancy rates. 

13 Simplify the ENCISS monitoring and evaluation framework and develop an M&E system which will enable it demonstrate impacts in terms of increased human security – that is, increase in assets and decrease in vulnerability 

14 ENCISS to invite Manusher Jonno Foundation to visit ENCISS and CARE-SL to provide the benefit of its experience of graduating to independence as a DFID/CARE project.  

C: FINDINGS
2006 was a difficult year for ENCISS.  
Strong consensus remains within Government and civil society that ENCISS mission and mandate are critical.  They recognise that a real change in capacity and relationships is required between citizens and the state so as to deliver development; but all want quicker results from, and more participation in, ENCISS’ work.   

Belief in the integrity of ENCISS professional leadership, and confidence in ENCISS abilities, is also widely shared. But in critical respects, the core of the programme stalled in 2006 due to the failure to fuel the project pipeline and programme activities.  This has inevitably had a cost in terms of slowing delivery against project purpose and outputs, and has eroded the high level of confidence, noted last year, that all partners had in ENCISS.  It has had an effect on morale within ENCISS, and induced caution towards new opportunities, for fear of being unable to meet expectations. 
The central task of the Annual Review has therefore been to identify the causes of the problems experienced in 2006 and the steps required to put ENCISS firmly back on track.

The 2006 Annual Review noted that there was tension in the project design.  It noted that this tension between the legal character of ENCISS as a programme (without its own administrative and financial systems and operating under the contracting agency CARE-UK) and the perception that ENCISS as a “new” organisation would loom larger as operational programmes developed. The tension has led to real problems in 2006.
The specific difficulties have been twofold. First: making the new funding guidelines work and ensuring that they were consistent with CARE-SL regulations. Funding approvals procedures have been far too slow, with the result that there has been a de facto freeze of all key programmes with principal civil society and government partners.  This includes work on decentralisation, PRS, and Youth as well as the development of partnerships in other key areas with almost all the partners with whom ENCISS has worked in Freetown since its inception, and with whom it sought to develop cooperative working relationships.  ENCISS has also not felt confident to develop its role in relation to new areas of national importance, such the 2007 Elections. Second: procurement rules for all levels of budgeted expenditure are more suited to a traditional project delivery model, where patterns of expenditure are predictable and better known, than to ENCISS which has to be able to respond swiftly to emerging needs.   
Remedial ad hoc action has now been taken by CARE and PIT to fast track funding and improve payments.  The continued involvement of top management in CARE-SL in troubleshooting payments and approvals remains critical if project activities are to maintain momentum.  Some real success has been achieved in the past two months with a speed up in disbursement which has unblocked funding for 19 projects.

.
Although the roll-out of ENCISS programmes has been hampered by these administrative difficulties, there has been some progress over the last year.  There have been achievements at local, district and central levels. There are early indications of:

a) 
changes in communication between communities/CSOs and authorities; 
b 
improved conflict resolution between government, civil society and citizens 
c) 
contributions to national policy implementation, and 
d) 
policy development. ENCISS has continued to help to build an environment for citizen-state engagement.
Whilst ENCISS has given some specific focus to the participation of poor and marginalised people within its programmes, there is a need to ensure that more participatory methods are used.  This would encourage wider citizen participation in programme and project planning, implementation, monitoring and evaluation. Greater attention needs to be given to ensuring that people who are especially marginalised, within recognised marginalised groups, are able to participate.  
Two new district offices opened in 2006. Developing a national presence remains important and there is ample evidence that local offices improve sustainability and reach.  

Despite the delays in 2006, ENCISS has now developed institutional grant-making capacity.  The value of funding to the achievement of its purposes is clear, and civil society and local government expressed strong support for this.  It remains important to develop funding in a manner that avoids ENCISS being seen primarily as a funding body. 
For all areas of its work, ENCISS needs to simplify and refine it project structure and M&E framework.  At present, it is not able to collect and assess information in ways which allow it to demonstrate its contribution to increasing human security and alleviating poverty.  In line with the development of a new business plan and project logical framework, the MIS and M&E system will need to be developed and operationalised.
The ENCISS programme is a pioneering example of the White Paper 3 (2006) Making Governance Work for the Poor through an integrated approach to promoting stability in a fragile state and encouraging greater state capability, accountability, and responsiveness. Support to ENCISS is enhancing the effectiveness and coherency of DFID’s overall programme in country.
To date, insufficient lesson learning has been undertaken because major programmes have been delayed. As a result, the recommendations of the 2006 Annual Review have only been implemented in a limited way. 

In summary, ENCISS remains on course to meet project goal and purpose but progress in 2006 was slow. Overall, the management system skewed decision-making in favour of financial risk mitigation, at the expense of rolling out an innovative and experimental programme. This reflects a more fundamental and serious problem - the failure to correct problems within a reasonable timeframe.   We believe this is due to the project structure where authority and accountability are too diffused between the Executive Director, PIT, CARE and the PAG.  Through improved internal and external communication and adoption of a more powerful and dynamic management approach, ENCISS can make a highly valuable contribution to development and stability in Sierra Leone, in particular to improving the lives of the poorest and most marginalised in society. 
D: ASSESSMENT OF GOVERNANCE AND MANAGEMENT
Project Management Structure TC "ASSESSMENT OF GOVERNANCE AND MANAGEMENT" \f C \l "1" 
The experience of the past twelve months has exposed the complex project design. The current arrangements divorce authority from responsibility for implementation, and conflicts between flexible implementation and risk management/compliance in implementation have been unresolved over a long period.  The key message is that:
A radical and rapid simplification of project design is needed to assist achievement of project purpose and goal over the next three years.

The Project design has CARE-UK as the contractor, implementing via both CARE-UK and CARE-SL.  As a programme, ENCISS is driven by a team of professionals, the PIT, which includes the Executive Director (ED). Overall, the staff also includes administrative support.  A number of agencies were designated to deliver services as part of a technical pool; two organisations were identified as strategic partners. An organisation working in communications, Search for Common Ground, was contracted directly by DFID, via CARE, to work under the programme. This has meant that, for communications work, ENCISS relates to it main partner SFCG indirectly through CARE-SL. During 2006, the final inputs from the Technical Pool were delivered, largely in the terms in which they were conceived at the time of the 2004 bid. These inputs have taken up much time of the ED/PIT without always being clearly linked to priority work plans.  For example, a huge M&E planning study was carried out despite the lack of any MIS, or M&E staff, to operationalise it.  

To date, all decisions on spending and all disbursements are physically approved within CARE-SL offices. For the first 18 months, the Grant Manager, who also carried a substantial amount of program support functions (admin, finance, etc.) reported directly to the CARE SL Country Director.  There is general agreement that this was confusing and not appropriate.  The problem was recognised in November 2006 and has been phased out. A new position, Program Manager Operations and Planning has been established and the officer will be in place in early June, reporting directly to the ED.
The ED executes her responsibilities through a reporting line to the CARE-SL Deputy Director. Staff members are formally contracted to CARE but in practice report to the ED, and the ED has limited signing authorities for approving budget allocation or spending. 
A Project Advisory Group (PAG) was included in the project design. The ED is also the Chair of the PAG, which is composed of very senior government and civil society representatives, and to which she is in a general sense most answerable in terms of ENCISS performance. However, the PAG has no decision-making authority in the project. 
On strategy and substance, PAG, the ED and the ENCISS staff should be constantly monitoring and assessing priorities, and be able to engage with and influence key stakeholders. Instead, as a result of overlapping roles and unclear responsibilities, the gap between programme planning and the power to implement decisions has resulted in fuzzy lines of accountability. The ability to manage performance, especially when things go wrong – as in the case of delayed grant and contract payments – has not been present.  The effects have been felt in late approval of projects, slow disbursements against activities, and also delayed development of activities at all levels of the programme.  We examine some issues in several areas:  policy and oversight; finance and administration, funding procedures and priorities; and communications. 
Policy and Oversight
The mandate of the Project Advisory Group (PAG) was loosely defined in the Project Memorandum as: to “advise and inform”.  The PAG as met three times since April 2007, although here has been no real continuity of discussion as, in several meetings, members have delegated attendance to representatives.  It was expressed to us that papers could usefully be circulated more in advance. The PAG is large and highly qualified and a number of new members have joined over the past year, including donor representatives.  The important role which the PAG fulfils as a channel of communication to key stakeholders was underlined to us.
In our view, the role of the PAG needs to become central to ENCISS.  As noted in last year’s Annual Review, PAG should be seen by ENCISS and CARE as the key governance instrument in helping ENCISS refine its mandate and programme. We repeat the recommendation that the ENCISS Director should not be its chair, but, rather, its principal adviser or Secretary. We also repeat that PAG roles and responsibilities should be properly defined. In the next phase of the project, PAG should be the main reference point for policies and budget – a shadow Board.  

There is a danger that the PAG could become too large. The value to ENCISS, of a widely based forum such as PAG, can be high and it can act as a programme oversight/development mechanism.  While the broad representivity of the PAG is important, members’ personal qualifications as individuals should be the primary criteria. When replacements are made, this should have precedence and the vacant position not be seen as automatically belonging to an institution .i.e. members are not delegates of organisations, but serve more as trustees for the ENCISS goals and objectives. In addition to meeting regularly, the PAG should consider designating a smaller group of 4-5 members to meet more frequently as an Executive. 
Recommendation: The project agreements should be amended through an MOU between DFID, CARE and ENCISS which formalises the decision-making and performance management policy role of the PAG. The PAG should consider setting up an Executive group of 4-5 members.

Finance and Administration 
The Review Team did not include a financial specialist, and we have not conducted a detailed review of financial regulations and procedures.  However, the operation and impact of financial regulations and procedures were discussed with CARE and ENCIS. The project had undoubtedly benefited from the umbrella provided by CARE’s reputation for good corporate governance and project management, and the ability of the project to use existing regulations.  This was always seen as an indispensable factor in getting ENCISS underway.  

Initially, internal financial management (FM) was constrained by lack of personnel, and the grants manager (who reported direct to the CARE-SL Director) effectively doubled as the financial manager.  The ENCISS office only operates with a cash float of some $1,000, and most approvals and payments are carried out in CARE-SL. This was recognised as a problem in late 2006 and since then the ED “authorizes” all ENCISS payment requests and then they are sent over to CARE to make payment.  The ED is found on CARE’s Authorized Signatory List.
The procedures used are designed mainly to handle projects of a more conventional format and type.  They are perhaps less suited to the kind of experimental and fast moving programme ENCISS has been handling.  Existing procurement rules require three bids for expenditure over $1,000, two for $250. In general this is reasonable. But, for example, funding for a press conference may be required at a day’s notice, and compliance difficult under the existing arrangements.  On occasions, important opportunities have been lost. The extensive paperwork required for all disbursement is not always appropriate or necessary.  In some cases, the outcomes lack common sense – a Minister’s expectation that his petrol would be paid for travel to an ENCISS meeting could not be met under the rules. Instead, rules permitted the hiring of a private vehicle for him, at far greater cost.  In fact, CARE advised that no written rule prohibits such a derogation; but in practice ENCISS has tended to feel bound by rules, and this illustrates well the importance of refining rules and developing them to suit ENCISS needs. The physical separation of field offices/ENCISS/CARE-SL exacerbates the situation and adds to the time taken, and difficulties, for payments to be made.  As the DAI consultancy report described the problem, the ENCISS programme has come up against a finance system which is a “plodding, but reliable, compliance mechanism”

As noted above, the Review Team did not include a financial management specialist, but it is evident that procedures have been a contributor to project delays. We are pleased that there agreement on all sides that there is a need to devolve authority to ENCISS and align systems/policy and procedures to fit the context within which ENCISS operates.  It will be important, while thus improving flexibility, not to compromise on high standards of good corporate governance which are required to maintain ENCISS’s reputation.     

ENCISS now has a small finance, procurement and administration department headed by a qualified Chartered Accountant (CA). We believe that ENCISS, by 1st July 2007, must as a matter of priority, take over direct responsibility for procurement and financial administration for all payments up to $10,000. In this way the ED would be able to take action on, and also be held accountable for, delivery.  The appointment of an Operations and Planning Manager is welcome and will help bolster ENCISS capacity to manage financial disbursal.

Where ENCISS operating procedures may require a different policy from the existing CARE-SL regulations (for example, where ENCISS projects may require payment of costs of officials and current regulations do not allow this), these should amended by agreement with CARE-SL and DFID.  CARE-SL already operates a devolved FM system in its regional offices, with local accounts, financial reporting using SCALA and with appropriate signing authority for local managers. This is a ready model for developing the administrative systems of ENCISS, and it has already been successfully carried out in the similar CARE-managed foundation DFID project in Bangladesh.  This recommendation needs to be seen in the context of the overall recommendations we make which also address the sequencing of changes, the risks involved and the necessary internal audit procedures. 
Funding Procedures and Priorities
The 2006 review recommended that grant money be reprofiled for activities linked to ENCISS’ own interventions.  At March 2006 adequate draft grant guidelines were ready, but there have been serious delays in the intervening 12 months, and this meant that not one single, major sub-grant was approved.  There is, therefore, underspend in all areas.  Key government partners such as the Cabinet Monitoring and Implementation Unit, MODEP, MOYS, DECSEC, DACO, and the National Advisory Committee have waited up to a year for answers on proposals, and the same applies to leading umbrella partners in civil society.
Within the original project design, £1.44m was budgeted for activities and at 31st December 2006, only 19% of these funds had been expended:

Table:  Budget and Disbursements by Activity at 31st December 2006

	ACTIVITY
	BUDGET

2004-2007
	EXP AT DEC 06
	DISBURSEMENT LEVEL

	Workshops
	£80,000
	£52,925
	66%

	National Influencing Strategy
	£75,000
	£35,768
	48%

	Baseline Survey
	£120,000
	£34,235
	29%

	MOYS/MODEP
	£161,000
	£37,768
	23%

	Communications
	£115,000
	£18,201
	16%

	OD/ICS Strategy/Sub-grants
	£740,000
	£94,584
	13%

	Training
	£30,000
	£2,080
	7%

	Research
	£120,000
	£3,203
	3%

	
	
	
	

	Total
	£1,441,000
	£278,764
	19%


There is no single explanation for the delays. The factors which have been responsible include poor project presentation, slow assessment within ENCISS, fussy compliance in CARE-SL, lack of communication with projects, and to-and-fro negotiations between ENCISS and CARE-SL.  Overall, procedures have overemphasised risk avoidance at the expense of delivery, resulting in damage to ENCISS and delaying progress on outputs.  
In August 2006, ENCISS established a Project Committee made up of the PIT and supplemented by two independent individuals.  This was a good innovation, but it did not succeed in overcoming the delays.  In February 2007, the ENCISS ED and the Head and Deputy Head of CARE-SL set up an ad hoc committee to unblock the project funding pipeline. This has had success, with 19 projects approved in the first quarter of 2007 valued at £323,000 and £74,000 actually disbursed. Included in these sums is the approval and first payments to DACO and MOYS.  We believe that the problem can now be resolved as the system is bedded in, and if other recommendations we make, on decentralising implementation, are followed.
Looking ahead, we think that a careful assessment of the long term place of grant- making might be conducted later this year.  There is a clear need for small grants to facilitate public participation.  There is a policy decision to be taken on whether ENCISS should expand its role as a grant-maker. In general, there seems to be a view that the country needs more consolidation, not more organisations which would suggest ENCISS should. But to develop a serious grant making function within ENCISS would require a big expansion of professional and administrative skills and would not be worth the investment, unless the scale of finding was itself significant. In addition, there would be a need to insulate grant giving from other functions of ENCISS.  It might be possible that grant-making could be made through a separate, but related, part of a wide ENCISS organisation.  Technical advice and assessment of proposed projects could then be made through the existing ENCISS structure, whilst grant funds and management a handled by a “sister” structure.
Recommendations: As a matter of urgency and by 1st July 2007 ENCISS should take over direct responsibility for procurement and financial administration for all payments up to $10,000 and relevant guidelines be amended by agreement of CARE-SL and DFID as appropriate. Meanwhile, the continued involvement of top management in CARE-SL in troubleshooting payments and approvals be kept in place until this system is ready
A review of funding needs and grant operating procedures be carried out to explore the feasibility of a major expansion of this aspect of the ENCISS programme in 2008.

The ENCISS Staff Structure 

The ENCISS staff is composed of a Programme Implementation Team (PIT) hired by CARE-UK to deliver the main five outputs.  They are employed on a daily rate consulting contract.  Other staff members are employed on CARE-SL contracts, terms and conditions.
ENCISS should move as quickly as possible to put all staff onto the same employment scheme.  We realise that this will require time, and that in order to avoid unnecessary staff turnover, a competitive employment scheme needs to be developed. This may well differ from that of CARE-SL.

Recommendation: ENCISS should move as quickly as possible to develop a staff organogram and put all staff onto the same employment scheme.  The PIT as a programme entity be phased out by 31st December 2007.

Communications Work

The original project design included a separate contract agreement on communications via support of ENCISS through the Search for Common Ground (SFCG) through its public information and capacity building work. SFCG is well-known and its radio title “Talking Drum Studios” is well respected. DFID provided £800,000 funding for SFCG which was contracted through CARE. This was included in the ENCISS programme to enable SFCG to support ENCISS Media work over the two year period to 31st March 2008.  The ENCISS Communication Adviser works part-time from the SFCG office.  ENCISS also has a press officer.

The relationship has not worked optimally, in part because both organisations tend to plan independently and share the results, rather than to plan together.  SFCG is an established organisation with its own priorities and modus operandi, which is part of its strength.  In retrospect, it would have been preferable if a joint ENCISS/SFCG plan and TORS had been agreed before financing was approved, not afterwards.
We noted that in Bonthe, SFCG had organised a community consultation process of its own, which cut across ENCISS work from its office there.  Such duplication should be avoided.

An effort should be made to improve cooperation and joint work.  We suggest that the most practical goal would be for ENCISS to request a set of topics/programmes which it would like SFCG to produce up to March 2008, and that this be discussed at a special meeting of the SFCG project Core Review Committee, to be held as soon as practically possible. ENCISS should also develop an internal communications plan.  
Recommendation:  ENCISS should ensure that it is fully equipped for its media outreach and information programme. It also needs to set out the media products which it would like Search for Common Ground (SFCG) to produce in the period to March 2008 for discussion and agreement at a special meeting of the SFCG project Core Review Committee.
Next Steps
The project purpose and goal require a long term perspective, as changing the governance culture is a long term task.  Government and civil society want ENCISS to become an independent Sierra Leone institution, to improve accountability and transparency, and build a sustainable organisation.

We consider it essential that ENCISS development is now focussed on creating this independent organisation in 2008, and that this be communicated widely as an agreed goal. Interim work can proceed with decentralisation of financial administration to the ENCISS office as proposed above. Developing full systems cannot be completed overnight but must be phased in to avoid disrupting programme implementation. 

Some of this work has already begun. The crash programme to speed up project implementation should remain in place, and the first phase of devolved financial management should be put in place by 1st July, by which time the financial management system can begin to be brought “in-house”.

The eventual date for complete independence is hard to anticipate since it is contingent on factors which are hard to predict, such as hiring of staff, consensus on the legal model, and the degree to which senior management time is prioritised for this rather than for programme activities.  In practice, ENCISS cannot become fully independent until at least 6 months after it is legally incorporated.  This is because ENCISS would need back up and support for its independent operational system while these are tested and quality assured.  The six months would also allow for the transfer of contracts, balances and closure of accounts.  

We recommend that there be a more detailed business planning exercise conducted in the final quarter of 2007 to set out a plan for independence.  As a guide, we recommend that the framework for planning enable ENCISS to achieve independence in 2008. The CARE contract provides for an extension to 2009 and can provide the support, including for the separate function of internal audit.
ENCISS can however, assume greater autonomy progressively, with the PAG playing an immediately enhanced role in policy, and the progressive decentralisation of operations. 
Recommendations: ENCISS should become and independent organisation as soon as possible with planning to start immediately. Planning should take into account the importance of not interfering with programme delivery causing any further delays

DFID supports the development of a mini-business plan by October 2007 addressing :
a) Timetable for development of Financial and Management Information Systems (MIS, Personnel, Corporate Governance and Internal Audit and Compliance) for independence
b) This business plan should include work on the legal model for which the Government has offered to assist, and look at best options for grant making and decentralisation 
c) Revised logframe and initial M&E simplification, linked to the business plan, in the last quarter of 2007, to reflect the intention to become an independent organisation and to ensure that outputs and indicators are more strategically related to achievement of the project purpose

Terms of Reference for this work are attached at Annexures C and D.

CARE Contract 

The current CARE contract ends 31st December 2007, with the option of a two year extension.  In 2008, CARE’s role as the managing agent should be renegotiated to establish ENCISS as a Sierra Leone institution at the earliest possible date.  The arrangements in the new contract should:
· Formalise the decision-making policy role of PAG within the project 
· Revise the financial basis of the contract, so that CARE makes payments based on a consolidated annual budget of ENCISS.  It should not include the current system whereby CARE costs are factored into UK consultancy rates. 
· Enable CARE to provide necessary technical services relating to the implementation of a financial and management system, corporate services and all other policies and systems required to become independent, including backstopping the necessary legal arrangements (as set out above)

· Set up and operate the internal audit system for at least two years until 31st December 2009, with a schedule of reporting planned in advance

Recommendation:  When the current arrangement expires on 31st December 2007, CARE’s role should be renegotiated with the aim of supporting ENCISS to become an independent institution at the earliest possible date.  CARE should provide financial and technical services:

a) necessary technical and professional services for the financial and budgeting management system, legal arrangements, MIS, personnel and corporate governance 
b) Set up and operating of the internal audit system for at least two years until end 2009, with a schedule of reporting planned in advance 
c) The financial structure of the contract should be revised so that CARE makes payments based to a consolidated annual budget of ENCISS, replacing the system whereby CARE costs are factored into staff consultancy rates. 

E: PROGRAMME DEVELOPMENT: ASSURING IMPACT

A full paper on the Programme with case studies is attached at Annex E
Positive Achievements to Date
Although the roll-out of ENCISS programmes has been severely hampered by administrative difficulties, there has been considerable progress over the last year in four areas: 

1. Changes in relationships between communities and authorities.  Key Finding: Presence in the Districts has raised awareness on the PRS and decentralisation, and is encouraging demand for accountability:

Establishment of the offices in Bombali, Bonthe and, recently, the Western Area has given ENCISS a strong presence in these districts. The effects are most marked in the Bombali district, where work has been going on longest.  District teams, with community facilitators who can reach out into the chiefdom communities and spread awareness on PRS and decentralisation issues, are now well established and beginning to work well.  In itself, awareness-raising seems to have encouraged people, at both district and local level, to feel more confident in challenging local leaders and government, if they feel that public money may be being mis-spent.  
At the request of the Government, we also held discussions in the town of Kabala, Koinadugu, where there is no ENCISS presence.  Here, people from town government and local CSOs highlighted the difficulties of challenging public spending in any way.  They drew particular attention to the corrupt processes which lead to awards of construction contracts and to people’s powerlessness in challenging these.  They stated that, without facilitation, people have no protection if they raise their voices, and are frightened of being sent to jail or punished in some other way.  In contrast, some people in ENCISS-facilitated areas said that they feel confident that they could make challenges with impunity.

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

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

3. Contribution to specific aspects of national policy implementation, and policy development. Key Finding: Addressing national issues at central level has contributed to building links between central and district governments and civil society organisations

There have been good beginnings in several areas of work which are supporting central government in the development and implementation of policy.  Successes to date include the Draft Directory of Umbrella and District CSOs, and the Youth-Led National Development Conference on “Engaging Young People in State Planning”.  However, all these initiatives have been blocked in some way.  This is either because proposals for have yet to be approved, or budgets have yet to be approved and released through CARE.  The proposals include support to government on monitoring public sector spending and dissemination of information, translated into different local languages, on PRS and decentralisation. 
4.  Contribution to building an environment for citizen-state engagement. Key Finding:  Working with government and civil society partners to produce the Organisational Development, and Information and Communication Strategies has opened the way for integrated and participatory planning, in relation to PRS, at different levels.
All successes outlined above have contributed to the development of a favourable environment for citizen-state engagement aimed at benefiting poor people.  In addition to this, completion of the Organisational Development Strategy (ODS): “Learning by Doing – Together”, and roll-out of national programmes to spread awareness on PRS issues etc., have led to piloting, in Bombali, of participatory planning.  As in other areas, achievement has been limited by inability to secure budgets.  However, achievements form the basis for future intensive work to support government and civil society in implementation of the PRS.  

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

Overall Recommendation:  Focus of Work 
Throughout its work, ENCISS needs to put greater emphasis on making its core work more strategic and more closely aligned to reaching project goals.  In practice this means that ENCISS needs to build on the successes outlined above to promote:
a) citizen engagement in PRSP development and monitoring

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

c) Strengthening partnership programmes with key operating departments including MODEP, MYS, DECSEC and DACO.

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

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

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

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

At Central Level:

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

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

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

In the Districts:

· Establishment of offices in the pilot districts has been successful 

· Resource Centres are beginning to function in Bombali and Bonthe

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

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

It is not possible to judge the potential future impact of much of this work as so much has been delayed, or is still pending, because of delays in approval of grants and release of funds.  Some of these bottlenecks are now being removed, with funding being released since the Review Mission began.  However, inability to act on requests from government to support programmes to increase people’s participation in accountability processes and improve fulfilment of government obligations, has undoubtedly undermined ENCISS’ reputation and credibility.  
ENCISS does not yet have a properly strategic approach to encouragement of citizen-state engagement.  What needs to be developed is a programme to encourage engagement which will, eventually, ensure that citizens are more strongly involved, and participating, in all aspects of service management for poverty reduction.   Furthermore, greater efforts are necessary to ensure that people who are normally marginalised from decision-making processes are able to participate.  Currently, not enough emphasis is placed on use of the participatory methods which could bring a wider range of people on board.  Also, the project does not systematically collect the kind of baseline information needed if power and powerlessness amongst citizens is to be fully understood.  This means that issues of social exclusion are not analysed sufficiently.  Without a full understanding of social exclusion issues, it will not be possible to develop approaches which can reach greater numbers of the poorest and most marginalised people.
Flexible Response

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

To date, Flexible Response work has been severely limited by cumbersome processes for budget release (see sections above).  Ability to release small budgets quickly, is essential for flexible responses.  Response work is, by nature, innovative and requires flexibility in approach and work scheduling.   It also requires flexibility in use of office systems and a willingness to take certain kinds of risk. Because ENCISS has not always been able to respond in this way, a number of opportunities have been lost.  For example the opportunity to respond to a Cabinet invitation to conduct rapid feedback on the impact of girls’ education programmes, and food security, have been missed due to a 9 month delay in approving an $18,000 budget.
Unless innovative solutions can be found, bottlenecks of this nature will arise throughout CSO support work.  In supporting poor and marginalised people to organise, raise claims and secure solutions to poverty-related issues, there is continuous need for mentoring as part of capacity-building assistance.

Focus on Strategic Issues and Follow Through

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

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

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

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

Participation and Inclusion

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

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

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

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

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

On an operational level, ENCISS needs a simple M&E framework which is focused on showing whether, and how, interventions are achieving impacts and outcomes in relation to improvements in poor people’s lives.  ENCISS aims to improve the enabling environment for improved human security:
· Increasing access to assets (economic, political, social, environmental, physical, etc.) ;

· Decreasing vulnerability to social exclusion and extreme poverty and,

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

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

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

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

F: POLICY CONSIDERATIONS 
DFID’s White Paper 3 (2006) Making Governance Work for the Poor emphasises the importance of strengthening the demand-side of governance, alongside more traditional support for supply-side state capability. Based on evidence from across DFID’s country offices, the White Paper demonstrates that development and poverty reduction depend on good governance, characterised by a capable, accountable and responsive state. These three characteristics depend upon sustained and meaningful engagement of citizens and state – ‘the thing we know as politics’
. 

DFID Sierra Leone’s support to the development of the ENCISS programme is a pioneering example of precisely such an integrated approach to governance and transparency in a fragile state.  By working to strengthen the interface between citizens and state at all levels, ENCISS has the potential to create opportunity and capacity for dialogue, contestation and debate that could ultimately bring about a shift in power and resources with very real impact on poor people’s lives. Reviews from DFID work in other governance programmes in Sierra Leone has emphasised that demand-side accountability and transparency regarding the PRS and decentralisation is critical to getting these initiatives to function effectively. Given that these two initiatives are core parts of DFID’s country programme, support to ENCISS should enhance the effectiveness and coherency of DFID’s overall programme in country.

In our terms of reference we were asked to examine the need, feasibility and desirability of expanding ENCISS’s work on improving accountability and transparency.  We met with the anti corruption coalition and in this area believe it would be premature to consider bolting-on an additional component to the core work of ENCISS. The nature of ENCISS’ work is, in any case, focused on accountability and transparency, and once the obstacles of 2006 have been tackled (in particular internal management arrangements and funding blockages) it is envisaged that the work itself will be able to contribute more meaningfully to the accountability agenda. At that stage, a review of the need to scale-up or even add to existing approaches will be more fruitful. One possibility is that if EC contributions to the programme (see below) are forthcoming for the period 2008-2010, particular ‘new’ activities around corruption etc could be built into the next phase of the programme. However, for the remaining period of phase 1 (till end 2007), the team recommends that ENCISS be allowed to focus in on their core business and workplan in order to achieve maximum focused impact and to repair the damage to their credibility sustained during 2006.

Donor Coordination  TC "Policy Issues for DFID" \f C \l "1" 
Harmonising donor support to civil society is increasingly recognised as good practice: it is both an important mechanism for reducing transaction costs on all sides, and of improving coherence of demand-side interventions. It is also a means of avoiding duplication of structures and functions, and improving transparency towards stakeholders. DFID itself is engaged in dozens of basket funding programmes across the world, and has often led the way in establishing these pooling schemes. A review of lessons learnt from multi-donor support to civil society is currently being conducted by the Nordic plus group, including DFID.

In Sierra Leone, DFID and EC have a joint agreement for overall country support (draft currently under review). There is now an opportunity for the European Commission to harmonise its approach to governance in SL further by providing support to ENCISS via a delegation agreement with DFID. The EC funds in question are intended to support good governance, in particular to strengthen capacity building for civil society local accountability mechanisms. The funds are not earmarked, and are suitable for basket funding.

We have carefully considered the problem of the absorptive capacity of ENCISS at present which EC funding would pose, the review team feels that the strategic benefit to the country of a harmonised approach would be very significant:  
· The EC priorities of civil society capacity building to strengthen local accountability fit well with ENCISS’ plans to open new district level offices, increase grant-making and focus on capacity building. 
· ENCISS is already established as a credible stakeholder responsible for strengthening citizen-state dialogue, with considerable ‘brand-name recognition’. A parallel structure is liable to cause confusion amongst stakeholders, duplicate efforts and transaction costs, and compete for business with ENCISS to some extent. Moreover, Government has expressed strong support for a pooled approach.
· Lesson learning in the first two years of the ENCISS programme has been crucial in getting the organisation to where it is now. In six months time, ENCISS should be well placed to expand the reach of the district offices and scale up grants, so EC funds would be opportune. In contrast, a new organisation is likely to take more time to get through similar teething issues and absorptive challenges. There is evidence that the Government and civil society are also sceptical about the value of setting up yet more new organisations.
We were not able to do any serious financial modelling to assess absorption capacity.  However, the available additional funding from the EC constitutes an addition of about 62% over currently approved (undisbursed) DFID commitments to ENCISS over the three year cycle to 2010.  Given the needs to expand capacity building, decentralisation and grant making, we consider that this amount can be effectively used.  

The team therefore recommends that the EC begin discussions with DFID, CARE and ENCISS about its support to the programme (priorities, timing, etc) towards the end of the current ENCISS programme phase (December 2007), including discussions in late 2007 concerning the re-design of the programme for the period 2008- 2010. 
Recommendation: DFID and the EC begin discussions with ENCISS and the Government of Sierra Leone about joint support to ENCISS towards the end of the current ENCISS programme phase (December 2007).
On a final note, Manusher Jonno (For the People) project in Bangladesh graduated to independence in January 2007. The project closely modelled that of ENCISS, with DFID funding CARE Bangladesh as the managing agent for MJ until its independence.  ENCISS and CARE-SL could benefit from studying this experience.
Recommendation: that ENCISS invite MJ to visit ENCISS and CARE-SL to provide the benefit of this experience, and share the systems developed to enable it to happen.  This should be funded from the ENCISS budget.
Annual Review Team

April 2007
















































�   ENCISS Organisational Development Strategy, DAI September 2006


�  Discussion of the possibilities for CGE goes beyond the scope of the current mission but would require familiarisation with examples from other countries and development of a suitable system for Sierra Leone. There is an increasing number of examples of how this has been developed and implemented in other countries e.g., in Malawi and Yemen


� Foreword by Secretary of State in Making Governance Work for the Poor, DFID 2006.
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