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A.  Overview

Transparency International Kenya (TI Kenya, TI), a renowned organization with over 12 years of experience in governance work at both national and local levels in Kenya, submitted its project proposal to Partnership for Transparency Fund (PTF) to support its commitment to citizen participation as a means to improve transparency and governance. One of TI’s strategic plan priorities is to “have stronger community networks to develop the capacity of citizens to demand and monitor transparency and accountability in governance processes.”  Programmatically, it wished to focus on “activities that strengthen the capacity of citizens to demand for and monitor integrity in public policy processes and public service delivery.”

The approach embodied in TI’s project proposal targeted public service delivery in Mombasa, Kenya’s second largest city, due to its reported misappropriation of public funds by senior officials
 and its misuse of funds for public service delivery.  Mombasa citizens are aware of the corruption but have minimal knowledge of available solutions.  The TI project sought to fill this gap, relying on the expertise in its Nairobi headquarters (citizen demand programs, monitoring and evaluation) and the local level knowledge of its professionals staffing its Advocacy and Legal Advisory Centre (ALAC) in Mombasa. Moreover, TI had successfully pioneered the establishment of a development pact, an instrument developed by TI International, between the Mombasa Water Services Company (MOWASCO) and the citizens of Old Town Mombasa for the management of drinking water.
The project had three inter-related objectives and anticipated outcomes:

· To develop the capacity of local stakeholders in identifying and preventing corruption to enhance good governance, with the expected outcome of improved performance and accountability of local government relevant to citizens’ priorities; 

· To develop the capacity of the Municipal Council of Mombasa (MCM) leaders and organized groups of citizens related to anti-corruption strategies to promote transparency and accountability, with the expected outcome of reduced corruption through transparent resource utilization and meaningful citizen participation in decision-making; and 

· To conclude and monitor development pacts between the MCM and local citizens, with the expected outcome of increased accountability by Council members and improved service delivery.
Each subsequent objective and associated activities and players was to benefit from earlier project activities, with the ultimate objective of the project to agree on at least one development pact.
B.  Approach and Project Design

The project design was acknowledged by both TI and PTF to be very ambitious, but presented a logical sequencing since each consecutive activity would build on priorities articulated in previous forums.  

· Under objective one, two public forums were to be held to raise awareness on corruption risk, empower citizenry on procedures for reporting corruption cases within their locality and solicit citizens’ local governance concerns.   
· Under objective two, training forums for MCM officials and members of citizen groups identified at either the above public forums or by a CSO umbrella coalition would come together for training on anti-corruption strategies, role and operations of the MCM and monitoring procurement procedures.  
· Based on knowledge gained and trust developed through the trainings and forums, a workshop targeting Mombasa municipal leaders and organized groups of citizens would be held to be trained on and conceive one or more development pacts envisaged under objective 3.  
It was expected that the final quarter of the project would allow for monitoring of the pact.
Appropriateness of objectives.  The objectives were very general but were appropriate to the extent that they built on one another to strengthen citizen engagement to improve transparency and accountability in service delivery.
Realism of components and likelihood of achieving objectives.  The components were deemed to be realistic because TI believed that it had a strong relationship with the local government and that there existed a dynamic set of citizen groups through a loose umbrella organization of Mombasa CSOs called the Pwani Coalition which TI believed would play a key partnership role. On the basis of these factors and its previous experience in developing a pact, TI believed that new opportunities for identifying and creating development pact agreements would be forthcoming. Notwithstanding the logic of this framework, the wide range of training events risked being unrelated to one another and therefore difficult to weave into a coherent whole to achieve the objectives within the small scope and funding of the PTF project.
Clarity and appropriateness of measurable indicators. The set of indicators (means of verification) for each component was extensive and, again, very ambitious.  These included a rapid opinion survey, client feedback mechanisms, forum feedback and evaluations, plans of action to emanate from the procurement/governance trainings, postings on the TI website, minutes of municipal meetings, and monitoring reports. TI reported that its experience in conducting surveys and professional strength in monitoring and evaluation would make these achievable.
Identification of project risks. None was identified in the project plan.
Rating: Based on the written submission and extensive discussions with the TI project manager, PTF judged the approach and project design to have targeted a relevant problem satisfactorily and identified applicable cause-and-effect design relatively satisfactorily.

Rating:   3 (satisfactory)
C.  Project Implementation

Implementation timeline. The project took much longer than anticipated to get off the ground. In the first quarter (September-November 2011), the two public forums were held, albeit with only a quarter of the anticipated number of participants.  In the second quarter (December 2011-February 2012), no scheduled project events took place.  The third quarter (March-May 2012) finally saw the fruition of TI’s efforts in the holding of 3 training workshops and an associated monitoring meeting, a public forum, and one development pact workshop. In June 2012, a further development pact meeting was held at which time an agreement was reached to focus the development pact on solid waste management, and a draft document was subsequently drawn up.   Throughout this period, a number of formal bilateral meetings were held with the MCM town clerk or deputy town clerk and other MCM officials.
From July 2012 to September 2012, the project suffered a hiatus in momentum.
  There was renewed impetus in October-November 2012, with meetings on a development pact held among interested parties.   On January 18, 2013, amid a strike by MCM workers, TI Kenya managed to secure signature of the development pact by the town clerk, representatives of three local organizations and the Elder of Old Town Mombasa.  Given that the project had gone past its one-year timeframe, TI Kenya concluded the project January 31, 2013. 
Enabling environment challenge: MCM willingness to collaborate. The most serious constraint to TI’s ability to implement the project was probably the difficult working relationship with the MCM. Although a strong relationship was reported to exist at project inception, changes in the posture of the MCM in December 2011 created a more unsettled environment for working with the MCM.
 Unanticipated PTF expenditures for hotel meeting space suggest that the MCM required that meetings be held on hotel premises.  The MCM also pushed for (and TI resisted) holding training at off-site locations on a residential basis, for large amount of training of MCM officials prior to working with CSOs, and for trainings for MCM officials to be held separately from those for CSOs. 
Most significant, the MCM insisted that a Memorandum of Understanding (MOU) be established before the MCM would formally commit to collaborating with TI on a development pact. While they subsequently participated in some trainings as well as in a development pact workshop before finally signing an MOU in September 2012, all of these forced TI to spend a large amount of time and energy building trust with the MCM and negotiating the MOU, thereby contributing to delays and additional expenditures.
Associated with the difficult posture the MCM presented was the apparent top down leadership style of the town clerk: TI found that they needed his blessing before being able to proceed with working with professional sector services that would be instrumental in implementing a development pact. In PTF’s experience, while it is important that the municipal head be on board for an initiative, or at least not blocking it, strong commitment and enthusiasm by the sector organization head is instrumental to mobilizing the government staff who will be working with citizen groups in implementing an initiative. It does not appear that the Director of Waste Management was a driving force in moving the development pact forward, and he ultimately declined to sign the development pact fearing it may negatively impact his job prospects following the March 4 elections. 

Identifying local citizen partners. The project plan cited that the Pwani Coalition was an umbrella organization that could provide Mombasa-based leadership, for which TI Kenya would provide technical backstopping (e.g., TI would “facilitate the processes and provide guidance on key procedures”). However no specific CSOs were identified early on to carry the banner and be the “front” organization in dialogue with the MCM, and to identify a viable area for a development pact. Instead, TI carried out bilateral dialogues with the MCM and CSOs separately to move forward the project agenda. This not only created delays but put TI in the more dominant role of leader and convener rather than behind-the-scenes facilitator/enabler.
Implementation of major components.  

· Public forums. The public forums (two were envisaged to be held early in the project, targeted to reach 1000 citizens; instead three were held up through mid-May 2012, reaching 650 citizens
) were supposed to provide information on “burning issues of the municipality,” based on forum feedback forms and scorecards, that would influence public policy and the content of proposed trainings.  They were also intended to “largely advise the development of the pacts and customization of training content.”  The forums appear instead to have been freestanding public awareness sessions, including showing of a film on the history of corruption in Kenya and its negative effects on society. 
· Training on procurement and anticorruption. Three two-day trainings were to be held, targeting 105 participants. The project plan (and second quarterly report) indicated that these three trainings would train trainers and would produce an action plan and improved complaint mechanisms. Participants were to have included heads of department of the MCM.  It is not clear what level of MCM officials ultimately attended nor does it appear that specific actions or plans of action were agreed
.  Topics tended to provide general knowledge about the council; public procurement procedures; anti-corruption; integrity and oversight; and mechanisms for citizen participation. The project design included 3 follow-up meetings to “monitor and evaluate success of the trainings.” One of these was held and general comments were provided.

· Development pact training, conception, signing and monitoring.  The project plan had indicated an intensive three-day development pact training for 35 people, suggesting that it would target government officials and CSO members who were willing and ready to move forward on articulating a pact in a propitious area of collaboration.  Two trainings were instead held.  A one-day development pact training was held in March 2012 for 57 participants from nearly 20 NGOs; no MCM officials attended in the absence of an MOU with TI. The content was a broad introduction to development pacts, the first of a 7-step process (as articulated in the training) to getting a development pact created and signed. It does not appear to have been targeted to specific NGOs working in a targeted geographic or thematic area.  A subsequent training was held in June for 16 participants including a mix of MCM and CSO representatives. A list of these, described as people negotiating the development pact, did not appear to include any government official working on solid waste management, despite this topic becoming the focus of the development pact.  And since the development pact was only signed two weeks before project completion, no monitoring meeting has yet occurred, but is envisaged in the future. 
· IEC materials.  The project plan targeted the IEC materials to the participants at the public forums. However these materials were produced subsequent to both the forums and trainings and distributed more generally in the municipality as part of TI activities unrelated directly to PTF-financed events. They included a TI Kenya T-shirt and a highly informative brochure targeted to citizens on the role of the MCM, the anticipated changes with the new county government structure, and the rights and responsibilities of citizens.
Implementation of means of verification.  Almost none of the monitoring tools envisaged in the project matrix as cited above was implemented. Citizens attending the public forums were reluctant to register or fill out citizen response cards.  The general nature of the trainings precluded the development or monitoring of targeted action plans and associated follow-up meetings on implementation of the plans. A rapid opinion survey that was to have accompanied the development pact monitoring was not pursued. It is not clear whether forum feedback/evaluations were undertaken at the end of trainings. The TI website does not post any information on the program or on development pacts. And no monitoring reports have been produced on the development pact given that it was signed so recently. 
The project did however produce workshop reports and minutes of some meetings with municipal authorities. In addition it produced an insightful report in June 2012 entitled “Anti Corruption and Procurement Training Monitoring Report” extracting some lessons from the anti-corruption trainings. Its key findings are summarized in section D below.
Achievement of intended outputs and objectives. The project was designed so that each consecutive forum or training was to build on priorities articulated or engagements reached at prior events. This does not appear to have happened as the events were cast as freestanding forums/workshops.  In addition, they were to include parties and partners identified through these earlier forums, to focus jointly on specific areas for development of a development pact so as to learn together and hear the concerns of the other party. However, throughout much of the project, TI mediated separately between the government and the NGO community, including planning separate trainings for MCM and NGOs for identification of development pact priorities. Moreover, different CSOs and individuals attended the subsequent trainings, which was not conducive to developing shared commitment or to propelling strategically identified CSO representatives to provide leadership and voice for the articulation and signing of a development pact.
At the same time, in terms of outputs, public forums and trainings occurred, an informative brochure was produced and a development pact was developed and signed. And awareness and capacities of MCM and CSO members related to integrity, accountability and anti-corruption were no doubt strengthened.  

Management of finances.  TI revised the project budget and shifted financial resources among categories due to the need to spend funds on the MOU negotiation process with MCM, the reduction in expenditures needed for the public forums, the dropping of monitoring meetings for the trainings and development pact, and a number of other adjustments.  TI charged for administrative costs amounting to 10% of project costs; it is likely that it expended more funds of its own for staff given delays in project implementation and need to negotiate an MOU with MCM (which presumably built a stronger base of cooperation between the two parties beyond the PTF project).

TI advanced its own funds for some or all of the trainings (held March-June), and submitted a request for release of the second tranche of the PTF grant in early August 2012 to cover these expenses. As a result of PTF concerns about project implementation after receipt of the third quarterly report, PTF, TI and ACT carried out discussions by telephone in July and August, and PTF received further documentation in September that justified, in the view of PTF, release of half the second tranche.  PTF released the balance of the second tranche in November following discussions in Nairobi between TI staff and the PTF adviser. 
Rating.  Given the challenges TI faced in getting MCM buy-in, enlisting CSO leadership early on and using each component as a platform for further work, PTF deems that the project was implemented partially satisfactorily regarding outputs created and cost-benefit-time considerations.


Rating: 2
(partially satisfactory)
D.  Outcomes, Impact and Sustainability

Accomplishments.  Viewed as part of TI Kenya’s broader mandate to galvanize citizen engagement in holding government accountable, the PTF project contributed to TI Kenya’s program of strengthening awareness by a range of Mombasa citizens and CSO leaders to fight corruption.  In many respects, the general training provided by TI and its local ALAC office resembled the first year of a multi-year local governance program of the kind supported by a number of bilateral donors.  
The path to identifying and elaborating a development pact proved to be more circuitous.  Indeed, the requirement by the MCM for an MOU brought into question whether a project for creating and monitoring a development pact was feasible at this point in time. The fact that no locally based NGO or CSO emerged as a champion to “front” the development pact was also a deterrent to developing a citizen-driven pact or to allowing TI to play a “leading from behind” role. It is to TI’s credit—and a demonstration of its sheer determination and will—that the development pact was ultimately signed, given the strike by MCM workers and the very few days left in office for the town clerk whose position was to no longer exist under the new county government structure that came into effect with the March 4 election.  However, the Director of Waste Management did not sign the pact. The annex that was to have provided the specifics of engagements was out-of-date by the time of signature. Moreover, it focused largely on a number of steps for consultation and sensitization rather than targeted milestones for improved services, and had an unrealistically short time-frame (one month following citizen briefing/training session) for assessing service improvements.
Sustainability of outcomes.  The new county structure dissolved the MCM, abolished the position of the government official who signed the development pact, and required the new government to re-appoint the professional cadre of local government staff, including the Director of Waste Management. As such, the new government may not be invested in implementing the development pact.  It is therefore not possible to ensure its sustainability. 
Nonetheless, promising signs for moving forward emerged in March 2013.  TI convened a meeting of involved parties
 in mid-March to discuss an updated implementation plan and updated the pact’s annex.  In addition, Tulizza, an umbrella organization that brings together several youth groups that work on issues of solid waste management and that had participated in earlier TI trainings, contacted TI to indicate that they plan to carry forward with a community sensitization session on solid waste management, as envisaged in the annex to the development pact. TI’s executive director has pledged some TI funding to help facilitate the session.  And the new Mombasa Governor, Hassan Joho, just announced that one of his top priorities would be to clean up the corruption or mismanagement by the previous council, and specifically cited the issue of waste management.

Long-term impact. Moreover, since citizen forums are envisaged by the Constitution to take effect under the new county government structure, the awareness building spurred by the project may well bear fruit in future years.  Since TI Kenya is a firmly established and well respected organization, its own strong prospects of sustainability mean that it can confidently carry forward its support for furthering the empowerment of citizens to demand accountability from government.  TI reports that “there is an increased sense among participating organizations of being part of a Movement . . . and new relationships have developed between MCM and CSOs that will serve other projects and Movement initiatives.” 

 Lessons learned.  The lessons below emanate from TI Kenya’s June 2012 assessment quoted in the previous paragraph, the TI project completion report and PTF’s observations on the project:
· General sensitization and training about citizen engagement are best handled under multi-year projects. TI Kenya’s strong reputation and institutional depth make it well suited to carry out this kind of training and awareness building.

· Short term projects such as those generally financed by PTF are most manageable when tackling a pre-defined issue or problem area and mobilizing local organizations to address it. This calls for identifying viable partners in both government and CSOs very early—or even prior to—implementation.
· Creation of a development pact needs to be preceded by a certain amount of knowledge of tools of accountability by local government and CSOs, development of trust and relationship building and recognition of complementarities between the two parties. 
· PTF and partners should seek means to ensure more exchange of information on the status of project implementation in “real-time,” particularly if external factors are impeding progress, without imposing undue reporting burden on implementing partners.
 

Rating for outcome/sustainability.  In the final analysis, elections and changes in government structures put sustainability of outcomes at risk in any country; these events are beyond the control of the implementing agency. However, due to the strength of TI-Kenya as an organization and anticipation that it will stay the course in fighting corruption, the prospects for achieving overall objectives of increased capacities among local stakeholders (including municipal leaders to the extent that they are re-appointed to positions in the new county governments) to promote transparency and accountability are actually higher than the sum of the individual project components.  Sustainability of specific improvements in waste management specifically through the development pact is somewhat more uncertain. 

Rating: 3 
(satisfactory)
Replicability.  Given the multi-faceted nature and multiple component character of the project, it does not lend itself to replication within the context of a short-term project.  However the lessons learned can be applied on a larger scale. In addition, a development pact toolkit and brochure on municipal government merit sharing elsewhere in Kenya and beyond.

Rating: 2
(partially satisfactory)
Composite rating:  Ratings related to outcomes, sustainability and replicability are determined in relation to PTF project parameters—namely that of being appropriate to relatively modest funding and for a project of relatively short duration.  In addition, in the case of this project, they had to be tempered in light of the change of government which was beyond the control of TI Kenya. They are therefore largely not a reflection of TI Kenya’s capabilities, which in fact have pushed upward the sustainability prospects for the overall goals of the program.  
PTF commends TI-Kenya’s leadership and professional staff, and salutes the dedication of the staff of its Mombasa ALAC office for their continued commitment to using citizen engagement to improve accountability, integrity and service delivery.
 
Composite rating: 2.6 
_________________________________________________________________________________________________________________



 Endnote:  A Comment on Communications. . .





In its PCR, TI Kenya states that delays in funds disbursement by PTF and “communications failures” between TI-Kenya and PTF unintentionally slowed implementation progress and may have impinged upon local ownership of the outputs of the project by TI Kenya. 





As reported in the body of the report, TI already implemented project workshops with its own funds before requesting disbursement of funds by PTF. PTF’s delay in release of the second tranche, described in the body of the report could not therefore have delayed implementation of workshop activities which had already taken place, although it may have dampened momentum for dialogue on the development pact.





While PTF is not clear what constituted a communication failure, PTF reiterates the critical importance it attaches to open communication.  Inability to have face-to-face conversations and inevitable lags between implementation of activities and receipt of quarterly reports (reports normally came in 6 weeks or more following the end of the quarter) meant that a dialogue could not ensue until late in the subsequent quarter when more activities would have been undertaken and a project trajectory on which there may be genuine differences of opinion would have already moved forward.  





PTF’s concerns about the project’s viability at various points of implementation, based on its experience, in no way sought to undermine local ownership, but sought to strengthen its understanding of the project’s course of implementation and engage with TI based on its experience. PTF initiated communication via teleconferencing at various times, both at project inception and in April, May, July and August 2012. In addition, the PTF adviser very much appreciated the opportunity to discuss the project in person with TI colleagues in Nairobi in November 2012, and was especially honored by the presence of TI’s Executive Director for the majority of the meeting. 




















� The TI project plan noted that in February 2011, the Town Clerk, the senior administrative officer of the Municipal Council of Mombasa (MCM), had been accused and arraigned in court in February 2011 charged with flouting procurement procedures.  PTF subsequently learned that in March 2011, he was asked to temporarily step down by the Ministry of Local Government Permanent Secretary as a result of the corruption allegation.  And in September 2011, just as the PTF project was being launched, he was taken to court by the National Environmental Management Authority for failing to comply with environmental laws and, ironically given the ultimate focus of the development pact, operating several illegal waste disposal sites.


� No quarterly report was submitted for the period June-August 2012. The final quarterly report covered the 5 month period September 2012-January 2013.


� PTF only became aware of this challenge during a telephone conversation with TI colleagues in late April 2012.


� The PCR cites that 3000 citizens were reached; the quarterly reports cite 113, 133 and about 400 in attendance at the three forums respectively.


� Workshop reports indicated gender and age of participants and organization of the CSO participants but not the departmental affiliation of MCM participants or the organizational title of either MCM or CSO participants.


� It is not known if these included county officials or departmental staff.


� “We want the department to start functioning properly as there are piles of garbage in most areas of town,” Daily Nation, 19 April 2013. http://www.nation.co.ke/News/Joho-wields-broom-in-bid-to-clean-rot/-/1056/1746924/-/rcu8smz/-/index.html


� “Anti-Corruption and Procurement Training Monitoring Report,” TI Kenya, June 2012.


� PTF’s observations on a lesson on communications cited in TI’s PCR are conveyed at the end of this assessment.





PAGE  
1

