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Disclaimer:

The views expressed in this report do not necessarily reflect the views of the United Nations Development Program or the Afghanistan Sub-National Governance Program..
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EXECUTIVE SUMMARY: KEY FINDINGS AND RECOMMENDATIONS
Recognizing that the environment for sub-national governance (SNG) reform and development in Afghanistan has significantly evolved since the Afghanistan Sub-National Governance Program (ASGP) was initiated in late 2006, the UNDP has commissioned this mid-term review (MTR) to provide a current perspective to ensure efficient and effective implementation of the next phase of the project.

The purpose for this Mid-Term Review of the ASGP, as per the Terms of Reference of the assignment, is to assess progress to date and provide recommendations to UNDP and the ASGP Project Board on modifications in the structure and objectives of ASGP and its future programmatic design.

At the start of the project in 2007 SNG suffered from a weak policy and legal enabling environment and extremely limited SNG core public administration and participatory governance capacities. There has been significant progress standing-up these basic capacities at national (IDLG and IARCSC), provincial and municipal levels of government. 

Questions have been raised as to lack of detailed baseline data and a comprehensive monitoring and evaluation plan to measure performance. ASGP reporting has largely been focused on outputs (i.e., 100 PGO staff trained in financial management) as opposed to outcomes (100 PGO staff can now perform X,Y,Z functions in an efficient and transparent manner).There are concerns about the management capacity of ASGP, particularly the deliberate bureaucratic pace in the negotiation and initial mobilization of Task Orders.

The National Policies and Institutional Development component of ASGP has included substantial effort to create a coherent enabling policy and legal environment for SNG, assistance to stand up IDLG’s capacities to guide and manage the strengthening of SNG capacities, and advisory and other assistance to the IARCSC to implement PAR reforms and mobilize the national training program for civil servants. 

The ASGP supported efforts to strengthen the SNG enabling environment have been characterized by clients and stakeholders as responsive, critically important and timely. Several issues have been raised as to the political will to implement the draft policy, and the level of resources that will allocated to strengthen SNG, without which the policies and laws will be essentially inoperative.

ASGP efforts to strengthen the institutional capacities of IDLG and IARCSC have built an institutional architecture and individual skill sets to enhance internal management practices, facilitate and provide technical support for the implementation of the SNG policy, and monitor and strengthen the performance of SNG in the delivery of critically needed public services. Concerns have surfaced as to the level and sustainability of capacity development assistance.

Provincial Governance and Development assistance has targeted provincial and district governors’ offices (PGOs and DGOs) and provincial councils, and CSC training centers and offices to develop capacity and systems to ensure effective implementation of governance responsibilities to foster social and economic development in local communities in a transparent, effective and participatory manner. 
PGO/DGO assistance has resulted in a strengthened financial management capacity, the development and institutionalization of PGO/DGO operations manuals which provide guidelines, procedures and processes  to better manage PGO/DGO activities, and improved capacities of to plan and direct local development. Concerns have surfaced as to how assistance is designed/targeted, the varied level of GIRoA ownership across provinces, and other operational issues
Provincial councils assistance has help to build organizational, operational and participatory governance capacities. As new councils are elected this year, there will be considerable need to orient new councilors and further build governance capacities.

To develop a cadre of professional, well trained, well motivated, and well managed civil servants ASGP’s has helped to operationalize the IARCSC’s regional and provincial offices and training centers, and to strengthen IARCSC capacity to extend public administration reform and restructuring to the sub-national level. ASGP’s assistance has been critically important in addressing GIRoA’s goal of providing every SNG civil servant with a minimum level of understanding and skill in democratic governance and public administration. Lacking baseline assessments there is an issue as to the processes for targeting assistance, and the level of effectiveness of the training.

ASGP’s Municipal Governance and Development program grows out of the unique position of municipal government within the spectrum of sub-national governance in Afghanistan. Unlike provincial and district levels of SNG, municipalities are empowered to collect revenues and prepare their own budgets. As well, they are mandated to deliver essential public services. Thus, ASGP assistance to municipalities has been focused on enhancing revenues which in turn are targeted to provide services responsive to local needs and priorities. Pilot programs in northern Afghanistan municipalities have demonstrated significant success (i.e., average annual revenue increases of 40%, considerable progress in instituting community-based solid waste services). ASGP support for PAR reforms focus on organizational restructuring, a critical first step in institutionalizing capacity improvements. 

While recognizing the significant efforts made to date to mobilize ASGP and operate a comprehensive SNG program in Afghanistan, inevitably, issues have surfaced as to the management structure and bureaucratic requirements of both UNDP and ASGP itself including the Kabul-centric management structure, program assistance preparation, communications with stakeholders, and the monitoring and evaluation and performance management approach.

Across the board, all SNG clients interviewed during this assessment reported sincere appreciation for ASGP’s assistance their individual directorates/offices/departments received. Most clients reported a “general-to-high” level of satisfaction for the assistance provided. High levels of satisfaction were registered for the type of assistance targeted to critical needs and structured to achieve pivotal reform results that are building a foundation for significant impacts, i.e., revenue enhancement in Mazar-e-Sharif, or standing up IDLG’s policy and basic management capacities to implement its 5 year strategic SNG workplan. Clients expressed “general satisfaction with qualifications” in terms of (a) partnerships and (b) flexibility of ASGP assistance; and all clients called for (c) increased “Afghanization”. As noted earlier, the level of satisfaction is qualified due to the lack of performance monitoring and insufficient communication about, and responsiveness to, donors concerns.

Going forward, there is a need to define a set of reasonable strategic objectives and realistic expected results for future ASGP assistance Recommendations are provided on criteria and structured processes to guide ASGP, SNG clients, UNDP and partnering donors’ deliberations.
The MTR recommends that the successful ASGP policy development program continue. If/when the SNG policy is approved by the Cabinet, considerable work, already begun, will be required to draft, disseminate and support the dialogue required to adopt and introduce into practice the associated laws (new and amended), regulations and administrative codes and procedures without which the policy would be inoperative.
While IDLG has developed a base level of management capacity to oversee SNG development and capacity assistance, much more work is required to institutionalize gains and take IDLG to the next level in individual skill sets (leadership and management), information management systems and governance structures (i.e., performance management unit). This effort has already begun with the creation of an institutional architecture (policies, structures, systems, guides, manuals, etc.) of SNG governance. Building on this foundation must be an integral component of ASGP II program design. Prerequisite to all future IDLG and CSC targeted capacity building assistance via ASGP II should be an early, rapid but comprehensive stocktaking of all alternative ongoing and planned donor assistance. There are many shards of assistance which without better coordination will result  in lessened aid effectiveness.
Discussions with PGO officials suggest that there is interest in and need for higher level capacity building across a variety of administrative, management and technical areas. Future ASGP assistance should address this need. As well, higher level training to analyze the budget, incorporate citizens views into provincial development plans, prioritize investments, monitor implementation, communicate via the media, etc., is required in future PC assistance design.

ASGP’s very successful municipal governance and development program will be continued and rolled out to more/all provinces. Core revenue enhancement and service delivery activities are well developed and can be readily introduced in many municipalities. They represent core ASGP competencies where ASGP holds the comparative advantage. There are questions as to how these activities will be implemented in areas of high security concerns which must be directly addressed in the program expansion proposal.

Future ASGP program delivery in the provinces and municipalities should be managed out of the newly established regional offices. The regional offices have been structured to include a team of ASGP experts, international and national consultants and project component staff. Regional offices can help to build relationships with development partners operating in the area and, through the Regional Governance Advisor, can advise and provide technical assistance to support SNG in undertaking their basic functions and responsibilities for a more cost-effective delivery of services to the people.
Capacity development is a significant cross-cutting theme in almost all donor programs in Afghanistan. An approach is needed to coordinate capacity development objectives and activities (ongoing and/or planned) to optimize project implementation and make the most efficient and effective uses of the various delivery modalities, financial resources, and expertise related to capacity building. ASGP engagement in such an approach for various elements of its capacity development arsenal – particularly in developing competencies in policy formulation, organizational development, and SNG management – could prove invaluable in synergizing ASGP capacity building assistance.

Through ASGP, UNDP has established a flagship sub-national governance capacity development program that, in less than two years, has gained wide spread recognition across Government and the donor community for being responsive and valuable in meeting clearly unmet SNG capacity building needs across Afghanistan.
Future ASGP assistance must be designed within this context of an improved environment for SNG support. ASGP itself must grow and evolve. ASGP’s experience on the ground has provided significant lessons learned on which to based future assistance. ASGP focus on core SNG public administration represents a strong comparative advantage. With an increased attention to performance management (via organization assessments, performance baselines, improved M&E capacities), careful stocktaking and coordination to avoid assistance duplication, and strengthened commitments to assistance partnerships with GIRoA/SNG, ASGP II holds enormous potential to achieve the primary goal of SNG assistance: Enabling SNG to have the authority and capacity to engage citizens and effectively deliver critical public services in an accountable and transparent manner in ALL provinces. 

II.
INTRODUCTION AND BACKGROUND
Purpose and Methodology of the Review

Recognizing that the environment for sub-national governance (SNG) reform and development in Afghanistan has significantly evolved since the Afghanistan Sub-National Governance Program (ASGP) was initiated in late 2006, the UNDP has commissioned this mid-term review (MTR) to provide a current perspective to ensure efficient and effective implementation of the next phase of the project.

Thus, the purpose for this Mid-Term Review of the ASGP, as per the Terms of Reference of the assignment, is to assess progress to date and provide recommendations to UNDP and the ASGP Project Board on modifications in the structure and objectives of ASGP and its future programmatic design.
Relevant to the UNDP Country Program, the MTR will, where relevant to ASGP, further elaborate the findings of the Country Program Action Plan Outcome 2 Evaluation.

The MTR does not address an underlying concern of some donors as to the level of comparative cost-effectiveness of ASGP assistance and whether the assistance is sufficiently aligned to Government of the Islamic Republic of Afghanistan (GIRoA) and donor priorities as represented by the funding and review process of the Afghanistan Reconstruction Trust Fund (ARTF), i.e., whether SNG funding assistance is balanced against sectoral needs in education, health, transport, energy, etc. That would require a thorough assessment of all donor assistance which is beyond the scope of this review.
Rather, the MTR starts with the premise ASGP was initiated to advocate and  provide support for effective, transparent and accountable SNG in Afghanistan, and as a platform for multi-donor funding of SNG capacity building assistance. The MTR will review the design of the assistance as to its alignment with clients needs, assess accomplishments including tangible and intangible benefits of the assistance, identify factors hindering implementation, clarify concerns of stakeholders, strategize the way forward, and communicate a consistent perspective for the dialogue among donors required for future funding of the ASGP.
The importance of, and interest in, streamlining, strengthening and modernizing the technical and administrative functions of SNG in support of more effective development decision-making and public service delivery has been clear to UNDP and the GIRoA for some time. ASGP was designed to build capacities of SNG officials, managers and key technical staff, introduce modern management systems, foster an enabling environment for SNG authority via informed policy making, and improve outreach to and participation of the public and civil society. Going forward, several concerns need to be addressed: 

· Which SNG functions can most effectively benefit from future assistance?

· How can assistance effect sustainable SNG capacity building and reform?

· What are the capacities for reform in SNG, and how can they be advanced?

· What are the overall, realistic objectives and strategies for future assistance?

The methodology employed by the author has included: a review of information presented in various written documents, i.e., program descriptions, quarterly reports, project outputs, etc.; interviews and discussions with more than 80 people, including client officials, managers and technical staff, various donor implementing partners, and other stakeholders and observers inside and outside of government; and observations on-the-ground by the author of the circumstances and conditions in Afghanistan with respect to the functioning capacities of SNG from site visits to Balkh and Nangahar provinces. Within this context, the MTR attempts to identify and articulate existing and emerging issues, including opportunities and constraints, affecting the structure, personnel capacities, systems, and ultimately the effectiveness of the assistance with the purpose of outlining a set of recommended results-oriented activities for the future program based on lessons learned, current need and realistic expectations.
Overview of UNDP and Partner Interests/Objectives in Afghanistan SNG

The UNDP Country Program Assistance Plan (CPAP) has the primary national goal of:

 “Continued development of a system of governance based on the rule of law and the promotion and protection of the human rights of the Afghan people in order to reinforce national unity, as laid down in the Afghan Constitution; the government is committed to strengthening the institutional and organizational mechanisms that will translate these rights into practice (consistent with the Afghanistan Compact).”

Towards this goal., UNDP assistance has been focused on two outputs: 

· Output 2.1: Public sector capacity strengthened through the development of civil service at the central and sub-national levels, the establishment of accountability mechanisms and the enhancement of information management for better service delivery.

· Output 2.2: Law and order institutions at national and sub-national levels strengthened and security of the population improved.

UNDP and supporting ASGP donors interests related to sub-national governance (SNG) can be summarized as follows: Enabling SNG to have the authority and capacity to engage citizens and effectively deliver critical public services in an accountable and transparent manner in ALL provinces. 

ASGP assistance to date has been structured to develop and test programming assistance addressing a variety of capacity building needs on a pilot basis with the intent to roll-out practices when proven effective. The next phase of ASGP is being designed to “go national” and deploy core public administration and service delivery assistance throughout Afghanistan.

Extending ASGP assistance to all provinces will be a considerable challenge. Nonetheless, if GIRoA, UNDP and donor interests concerning SNG are to be seriously pursued, an aggressive, ambitious and comprehensive ASGP assistance program building on comparative advantage and lessons learned from prior work will be essential.
III.
 RESULTS BASED ACHIEVEMENTS OF ASGP ACTIVITIES
An assessment of ASGP capacity building assistance for SNG in Afghanistan must be grounded in the reality of the development and political environment in which sub-national governance has been established and in which it now operates. Many factors are in play. Certainly the broad development challenges in Afghanistan – security issues, ethnic and sectarian divisions, the high rates of poverty and illiteracy, geographic isolation, endemic corruption – also challenge the development of a progressive, democratic, responsive, transparent and accountable SNG. Yet, for all the aforementioned problems, there is evidence of important achievements relative to context. 

Annex A summarizes general baseline conditions at the start of the project in 2007 and key achievements to date resulting from ASGP assistance. The baseline documents the lack of clarity for SNG authority and the extremely limited SNG core public administration and participatory governance capacities. There has been significant progress standing-up these basic capacities at national (IDLG and IARCSC), provincial and municipal levels of government. 

ASGP assistance has significantly contributed to the creation of a coherent, comprehensive policy and legal framework for SNG. Established by Presidential decree in 2007 out of a disinterested Ministry of Interior, the Independent Directorate of Local Government (IDLG) has developed a basic capacity to prepare and implement a strategic SNG workplan, ASGP’s role in standing-up IDLG and the Provincial Affairs Department of the Independent Administrative Reform and Civil Service Commission (IARCSC) has been vital. ASGP support to mobilize provincial civil service training centers has been extensive. Basic financial management training for provincial and district governors’ staff has provided a good first step forward towards improved transparency and accountability. ASGP has provided provincial and district councils an initial orientation and helped them to network to share experiences. Perhaps most successful of the primary ASGP components has been the support to municipal government first developed as a pilot in Mazar-e-Sharif, resulting in significant revenue enhancement and the development of a first round of community based services (solid waste collection).

Questions have been raised as to lack of detailed baseline data and a comprehensive monitoring and evaluation plan to measure performance. ASGP reporting has largely been focused on outputs (i.e., 100 PGO staff trained in financial management) as opposed to outcomes (100 PGO staff can now perform X,Y,Z functions in an efficient and transparent manner).There are concerns about the management capacity of ASGP, particularly the deliberate bureaucratic pace in the negotiation and initial mobilization of Task Orders. The response time in setting up operations in Kandahar for instance was very slow. Some have suggested that ASGP management has not been sufficiently responsive to, and communicative with, supporting donors.

Overall, the ASGP capacity building program has shown notable progress towards the achievement of targeted outputs and primary objectives. For each component and major activity areas, program objectives, results, and issues and opportunities are examined following.

A. National Policies and Institutional Development

The national level component of ASGP activities includes substantial effort to create a coherent enabling policy and legal environment for SNG, assistance to stand up IDLG’s capacities to guide and manage the strengthening of SNG capacities, and advisory and other assistance to the Provincial Affairs Department and Civil Service Institute of the IARCSC to implement PAR reforms and mobilize the national training program for civil servants.

Sub-National Governance Policies, Laws and Regulations

Assistance Objectives and Key Activities
The comprehensive draft Policy for Sub-National Governance (SNG) in Afghanistan, supported in part by ASGP, presents the vision of a strong and strategic SNG institutional framework to achieve a broad set of critical governance objectives, including:

· fulfilling the Constitutional and Presidential mandates on sub-national governance

· fulfilling the commitments made by the Cabinet and the President in the Governance, Public Administration Reform and Human Rights Sector Strategy of the Afghanistan National Development Strategy (ANDS) to ensure:

· openness/transparency

· accountability to the people

· participation of the people

· effectiveness-efficiency

· equity and inclusiveness

· gender justice

· coherence

· rule based systems

· improved the delivery of public services

· the promotion local development 

· poverty reduction

· fulfilling the commitments made by the Independent Directorate of Local Governance (IDLG) in its Strategic Framework and the Strategic Work Plan to take decision-making closer to the people and make decision-makers accountable to the people

The core principle of the draft policy is that service delivery is most effective and most efficient when done by government levels closest to citizens. The draft policy presents detailed guidelines on:
· the authority and function of the IDLG
· the institutional framework for sub-national governance
· responsibilities of provincial, district and village administrations
· roles of provincial and district governors
· roles of provincial councils and district councils
· roles of ministry line departments and district offices
· roles of PDCs, PAAs, DDAs and DAAs, CDCs
· code of conduct and code of ethics
· sub-national jurisdictions
· sub-national planning and sub-national finance
· municipal governance
· gender in sub national governance
· right to information
· participation of civil society and media in sub-national governance
· public administration reform and capacity development in sub-national government
· performance measurement in sub-national governance
· public service standards and customer service orientation in public service
· local economic development
· community-based natural resources management including land administration
The proposed SNG policy does not solve all issues raised by stakeholders. Rather it represents a first tranche of sub-national governance reform and reflects an important convergence of thought and agreement on key issues and directions for SNG authority. On the expectation that the Cabinet will adopt the draft policy before the August elections, ASGP has assisted IDLG in the preparation of a set of new and amended laws, regulations and procedures to implement the draft policy and enable a strong and effective SNG in Afghanistan. The policy will be implemented through a sequenced, gradual implementation process during the period 2010-2013. The government intends to undertake a comprehensive review of the implementation of the policy in the year 2013. In this review, the government will examine whether the policy has achieved its intended objectives. In the year 2013, the Policy Drafting Committee and Policy Review Committee will be reconvened to further amend the policy and by so doing continue the effort to reform and improve sub-national governance in Afghanistan.
Results and Benefits
The development of the SNG policy and the drafting of implementing laws and regulations has been an extensive, collaborative process spanning almost two years. The 400 page draft policy document represents an impressive effort to modernize and make coherent within an Afghan context the structure for local governance. A significant aspect of the work has been the attention to harmonizing the roles, responsibilities and relationships of the different levels and entities within SNG and their relationship back to the center. Throughout the document there is an emphasis on transparency, openness, participation, accountability, effectiveness and efficiency. Prior SNG laws emphasized accountability upwards to the center and the President, the draft policy encourages downward accountability to the people. 

Afghanistan is highly centralized – politically, fiscally and administratively. As noted in the draft policy, “Delegating authority to the sub-national level, if carefully planned, effectively implemented and appropriately managed can lead to significant improvements in the welfare of the people throughout the country.”

ASGP assistance has led to several critical achievements:

· the development of a strategic institutional framework for sub-national governance 
· establishment of an IDLG Policy Unit capable of leading the implementation of the sub-national governance policy
· the preparation of an extensive revised legal framework for sub-national governance
· a process to conduct Inter-Ministerial deliberations to guide the drafting of the policy and implementing laws and regulations (Law Reform Technical Working Group - LRTWG)
· a consultation process with relevant Permanent Commissions of both the Houses of the National Assembly i.e. the Meshrano Jirga and the Wolesi Jirga
· international training and study tours for key SNG officials resulting in greater awareness of required future SNG capacities
· an international exchange for MoF and IDLG with foreign counterparts to better understand issues related to intergovernmental fiscal transfers
· preparation and dissemination of Dari and Pashto versions of the draft policy 
· Afghanistan Local Governance Academy Feasibility Report prepared
Specific benefits, tangible and intangible, have resulted from ASGP assistance:
Benefits of Policy and Legal Assistance
	Tangible Benefits
	Intangible Benefits

	· A management capacity and structured consultation process to guide the development/implementation of a coherent SNG policy.
· A strong comprehensive initial concept/vision of, and practical guidelines for, SNG roles, responsibilities and relationships within IRoA.
· First round draft laws, regulations and administrative codes required to implement SNG policy. 
· The development and institutionalization of guidelines, procedures and processes within the IARCSC PAD to implement PAR reforms and introduce merit based hiring/promotion within SNG. 
	· Significant understand across the government of the need for and direction of a coherent SNG policy and set of enabling laws and regulations developed from extensive consultations of IDLG with key IRoA ministries and other stakeholders.

· Increasing understanding of SNG roles and responsibilities within the unitary centralized IRoA.

· An understanding of the practices of democratic governance which is key to developing a democratic ethos of government.

· Identification of the gaps in IDLG capacities to oversee SNG development.
· IARCSC recognition of the critical importance of a sustained national SNG capacity building program .


Issues and Opportunities

The ASGP supported efforts to strengthen the SNG enabling environment have been characterized by clients and stakeholders as responsive, critically important and timely. Several issues have been raised as to the political will to implement the draft policy, and the level of resources that will allocated to strengthen SNG, without which the policies and laws will be essentially inoperative. Opportunities for future assistance are noted below.
Issue: Approval, Buy-in/Ownership and the Political Will to Implement
Preliminary indications are that the Cabinet will discuss and approve the draft SNG policy before the August elections for President, thus ensuring the institutionalization of the roles and responsibilities of SNG despite whatever may be the outcome of the elections. Without approval, there will be cause for concern as to the buy-in of the IRoA for a strengthened SNG function in Afghanistan. Even if approved, an assessment must be made as to the political will to implement the policy via adoption of follow-up laws, regulations and administrative codes. If there is no early progress after the elections in enacting the legal requirements for SNG reform, future assistance should be reconsidered. SNG capacity development assistance must be based on a clear, coherent, explicit legal foundation for SNG functions.
Issue: Available Fiscal Resources
The draft policy outlines procedural and capacity requirements for sub-national fiscal planning and finance, but does not guarantee any specific level of resources for either SNG capacities or for public services to be managed by SNG. Service delivery funding will evolve as ANDS budgets become localized. What is unclear is whether IRoA can sustain minimum support budgets for SNG administrative and technical functions. 
Opportunity: Capacity Building Assistance
Continued assistance for the policy and legal work of the IDLG will be critical if/once the draft policy is approved. Significant effort will be required to develop a full legal structure via laws, regulations and administrative codes to implement the policy and harmonize the various levels of SNG. Research to monitor and evaluate the policy/legal such to refresh/amend the legal structure as needed will be required. 
IDLG and IARCSC Program Development and Management Capacities
Assistance Objectives and Key Activities
ASGP efforts to strengthen IDLG and IARCSC program development and management capacities are designed to build the institutional architecture and working skill sets required to advance a national dialogue on sub-national governance, enhance internal management practices, facilitate and provide technical support for the implementation of the SNG policy, and monitor and strengthen the performance of SNG in the delivery of critically needed public services.

The focus of assistance to the IDLG has been the development of a SNG strategic framework and corollary 5 year workplan to guide IRoA and donor initiatives to operationalize SNG on the ground in all 34 provinces such that development decision-making is closer and more accountable to the people. Beyond the policy/legal assistance noted earlier in this report, ASGP is assisting in the strengthening of IDLG’s financial management (budgeting/auditing), performance management (M&E), and program development capacities. These efforts have helped to create a solid foundation to sustain long term SNG capacity development.

ASGP assistance to the IARCSC has been targeted to the Provincial Affairs Department (PAD) which operates 7 Regional Offices and 23 Provincial training centers and 34 liaison offices.  A Project Management Unit (PMU) has been established in Kabul to manage the day-to-day operations of these activities. The primary objective of the PAD is to implement PAR reforms and merit based recruitment/hiring/promotion policies and practices for SNG, and to roll-out an capacity development activities for  key SNG staff.

Results and Benefits
The establishment of the IDLG, via Presidential decree, is evidence of a growing recognition of the importance and the potential of local government to engage the Afghan citizenry in the planning and building of their future. Similarly, there has been increasing pressure to extend IARCSC’s public administration reform initiatives, initially targeted to key ministries and other central government agencies/entities, to SNG. Though no one would claim that either IDLG or IARCSC have reached their full potential as agents of change and reform within the IRoA, there have been significant achievements in standing-up critical IDLG and IARCSC/PAD capacities via assistance on organizational development, staff training, strategic planning and workplan development, management skills and strategic communications and public outreach. Specific results of ASGP assistance include: 

·  IDLG Policy Unit established to implement the SNG draft policy

· IDLG Audit Unit established, Audit Manual developed, initial training for 20 auditors completed 

· IDLG program budget prototype developed/inaugurated 

· IDLG Capacity Building Unit (CBU) established, strategy/workplan approved by IDLG 
· IDLG Provincial Council Working Group (PCWG) operational

· IDLG Department of Municipalities operational

· IARCSC PAD SNG program development/implementation capacities strengthened

· IARCSC PMU and capacity building working groups operationalized

· IARCSC Communications Office, PAR communication strategy  and website developed

· IDLG M&E unit operationalized, M&E methodology introduced

· IARCSC/PAD M&E unit operationalized, methodology introduced, data collected
· IDLG financial administration operational in budget and expenditure management, financial management and procurement guides are designed and approved, new expenditure ceilings introduced as per programme budget structure

· Performance measurement system is designed and approved, performance measurement teams organized

· a process to conduct Inter-Ministerial deliberations on SNG policies/laws is in place and functioning

· initial strategies developed for an Afghanistan Local Governance Academy 

Specific benefits, tangible and intangible, have resulted from ASGP assistance:
Benefits of Assistance to IDLG/IARCSC
	Tangible Benefits
	Intangible Benefits

	· A strengthened management capacity and a detailed strategic workplan to implement the SNG policy.
· The establishment of new institutional structures (CBU, PAD, etc.) which can sustain SNG capacity development
· The development and institutionalization of guidelines, procedures and processes within the IARCSC PAD to implement PAR reforms and introduce merit based hiring/promotion within SNG. 

· Critical base level of financial management capacity in IDLG to ensure transparent budgeting, accounting, performance auditing.

· Short, mid and long term strategies to guide capacity building assistance in place and approved.
	· Increased confidence and clarity of direction to pursue SNG policy implementation.

· Increasing understanding of IDLG/IARCSC roles and responsibilities in developing SNG capacities..

· An understanding of the practices of democratic governance which is key to developing a democratic ethos of government.
· Increased understanding of desired goals of SNG capacity development from exposure visits abroad.
· IARCSC recognition of the critical importance of a sustained national SNG capacity building program .


Issues and Opportunities

ASGP support to strengthen basic IDLG and IARCSC capacities required to advance the cause of SNG in Afghanistan have been designed and sequenced in a rational and relatively effective manner. Nonetheless, concerns have surfaced as to the level and sustainability of future capacity development assistance.
Issue: Introduction of a Change Management Culture 
A “business as usual” approach at IDLG and IARCSC even with strengthened management capacities will not be sufficient to deal with the significant challenges confronting SNG in Afghanistan. Effectively managing change and reform requires an organizational commitment to encourage learning and feedback on performance, structural, cultural, and political strategies which reward risk-taking, and above all else, leadership. Critical to the management of change is a leader's ability to define mission and values that are "owned" by organization members (culture), set goals, objectives, and strategies, procedures, and role definitions (structural), and manage people (human resources). Managing change through leadership will require assistance to develop the vision, influence, management style of key IDLG and IARCSC officials. The UNDP Civil Service Leadership Development (CSLD) program operating out of IARCSC’s Civil Service Institute provides an initial 15 day training on leadership to Grade 1 and 2 administrators. Such training needs to be reinforced and sustained if a change management culture is to be institutionalized in IDLG and IARCSC. IDLG staff are currently participating in the CSLD and that a very similar program is scheduled to start on the sub-national level by October 2009.
Issue: Political Will to Sustain Reform/Performance Management
There is a concern that much of the work to strategize and prepare policies, laws, structures and systems for strong SNG in Afghanistan looks good on paper but lacks the political will to be fully and properly implemented. Neither has there been sufficient attention given to performance management and assessment. PAR reforms and merit-based recruiting/hiring/promotion have been ongoing for some time. The processes to do so have been designed to be transparent and accountable. But what is the reality on the ground? Lacking quality baseline data, it is not possible to measure the actual performance achieved by IRoA and donor initiatives. Future capacity development assistance must be structured to provide significantly improved M&E capacities.

B. Provincial Governance and Development
Provincial/District Governors’ Offices
Assistance Objectives and Key Activities
The primary objective of the ASGP assistance to PGOs and DGOs is to develop capacity and systems to ensure effective implementation of PGO/DGO governance responsibilities to foster social and economic development in and of local communities in a transparent, effective and participatory manner. 

The focus of current and future efforts to achieve this objective is provincial strategic planning and implementation. ASGP support measures are designed to ensure that a locally-owned and locally-driven Provincial Strategic Plan (PSP), including a Local Economic Development Strategy is developed, and provincial institutions are provided with adequate capacities (including institutional systems and individual skills) to achieve PSP implementation. PSP will operationalize the Millennium Development Goals and ANDS targets at the provincial level and will serve to provide guidance for ASGP capacity building initiatives in the province and outlines activities and resources required for implementation.    
ASGP support targets several critical PGO/DGO areas of responsibility including:

· Public Financial Management (PFM) which is strengthened by via job-specific PFM training related to MoF introduced reforms on provincial budgeting and expenditure management.
· Provision of Public Services through planning, management and monitoring assistance to help ensure the delivery of quality services at the provincial and district levels based on participatory strategic and annual development budgeting and performance evaluation. 
· Development Management through assistance to the Provincial Development Councils chaired by the Governor. 

·  Public Administration and Work Process reform implementing the Public Administration Reform (PAR) strategy to build institutional and individuals’ administrative capacities in provincial and district administrations to manage basic service delivery through strengthened organizational structures, streamlined work processes, procedures and management processes, and improved essential skills and knowledge of civil servants.

· Human Resources Management and Learning supported through the introduction of effective and efficient Human Resources Management and Human Resources Development and Learning systems tailored to provide a customer service orientation and necessary technical and administrative skills to deliver measurable improvement in public service.

· Information Management Systems by helping to eestablish standard information exchange protocols within the Governor’s Office and improved management of data by provincial institutions.
ASGP support to PGOs/DGOs comes in a package of assistance which can include:


· Development of the PSP and the Local Economic Development Strategy and piloting of the provincial annual planning process

· Building capacity of Provincial Development Councils (PDCs, chaired by the Governor) on programming, budgeting and planning

· Socio-economic information collection for the Provincial Yearbook

· Completion of PAR reforms

· Introduction of HR and registry databases

· Introduction of Results Based Management (RBM) operational planning

· Conduct of the GOFORGOLD governance survey

· Introduction of Provincial and District Operating Manuals ((POM/DOM)

· Introduction of gender-sensitive public grievances system

· Introduction of Financial Management and Internal Audit Guides

· Launching of a Provincial Public Communication Strategy (PPCS)

· Piloting of the provincial annual planning process as per the SNGP

Results and Benefits
ASGP assistance has helped to operationalize the new organizational structures in a number of PGOs and DGOs and to introduce modern administration and coordination practices at the provincial and district levels of government that are designed to strengthen the management of public service delivery and improve service delivery access, quality and inclusiveness.  Local authorities are learning how to develop a customer orientated service culture. Integrated development takes place in participating provinces through regional technical assistance coordination centers operated by ASGP.
Specific results of ASGP assistance include: 

· Understanding of the principles and systems of good governance at the local level improved through training completed for 7 provincial governors and 364 district governors

· Training in Public Financial Management (PFM) delivered to 34 provincial governors’ offices and 130 district governors

· The newly established PGO structures in 12 provincial governors offices improved their efficiency due to the technical advice, training and coaching provided by ASGP 

· GOFORGOLD governance measurement system developed and piloted in 6 provinces

· Restructuring of PGO offices based on merit-based competitive recruitment completed by 80% in 12 provinces covered by ASGP in 2007-2008 
· Internal administrative procedures in 130 district governor’s offices streamlined and more effective public grievances systems introduced with the introduction of the District Operating Manual. 
· Modern office management systems based on the Provincial Operating Manual introduced in 5 PGO and their practical application has begun     

· Provincial Strategic Planning (PSP) begun in 5 pilot provinces with preparation of MDG and ANDS based provincial profiles                   

· Availability of essential socio-economic information necessary for development planning approved with the collection and consolidation of relevant information in the form of yearbooks in six provinces. 

· Analysis of information management systems in 6 PGO completed and proposals developed for installation of modern ICT infrastructure to be implemented in 2009 

· Concept for the provincial information and service center researched and developed and preparations made to implement this concept in 6 provinces in 2009 

· Availability of on the spot technical advice and support to provincial and district officials improved with the establishment of five UNDP/ASGP Regional Offices (Kabul, Mazar-i-Sharif, Kunduz, Jalalabad, Kandahar). Six international Regional Governance Advisors and a number of national staff have been placed in the Regional Offices to support strategic planning and development in 5 regions. 

Specific benefits, tangible and intangible, have resulted from ASGP assistance:
Benefits of Assistance to PGOs/DGOs
	Tangible Benefits
	Intangible Benefits

	· A strengthened PGO/DGO financial management capacity which is beginning to enhance the transparency and accountability of PGO/DGO operations.
· Improved operational efficiency of restructured PGO offices 

· The development and institutionalization of PGO/DGO operations manuals which provide guidelines, procedures and processes  to better manage PGO/DGO activities. 

· Improved capacities of PGO to plan and direct local development due to improved management of development information

· Foundations for a governance measurement system at the provincial level in place 

· Short, mid and long term operational and development plans to be used as a basis for investment decision making.

· Skills and knowledge of civil servants to manage basic services upgraded.
	· Increased confidence of PGO/DGO staff in administering their responsibilities.

· Increased understanding of PGO/DGO roles and responsibilities in delivering public services in a customer responsive manner.

· Good governance orientation has provided a greater understanding of the practices of democratic governance which is key to developing a democratic ethos of government.
· Increased understanding of citizens rights to public information, a major prerequisite to strengthening SNG accountability.
· Increased awareness of the need for and benefits of development planning. .


Issues and Opportunities

ASGP support to strengthen basic PGO/DGO capacities are addressing critical needs on the ground and are beginning to realize synergistic benefits in provinces where/when combined with other regional and municipal capacity development assistance. Nonetheless, concerns have surfaced as to how assistance is designed/targeted, the varied level of IRoA ownership across provinces, and other operational issues.
Issue: Partnerships/Targeting Assistance/Needs Assessment/Stocktaking/Coordination
There is a concern that the process of developing a PGO/DGO capacity building workplan is not always done in full partnership with the client. The issue relates to the standard package of assistance offered to provinces as part of a negotiated Memorandum of Understanding which includes the terms of reference and budget for assistance. There is little evidence that the workplans are based on a prioritized needs assessment or articulated individual PGOs/DGOS interests. Stocktaking of alternative assistance programs that might better serve the specific interests of an individual PGO/DGO is not systematically pursued. Coordination of potentially overlapping assistance programs has been left to worked out in the field, if at all. Part of the rationale for offering a standard package is to speed and simplify the mobilization of assistance, and the fact that IDLG desire to “standardize” basic capacities across all provinces takes precedence over the interests of individual PGO/DGOs. This approach can result a lower level of local buy-in which can reduce the effectiveness of the assistance. Given the variation in the existing capacities of the 34 provinces, future assistance could/should be better targeted to local needs and interests via an efficient but full partnership approach with the clients that incorporates a rapid needs assessment and stocktaking of options for assistance. 
Issue: Political Will 
Lack of local political support is a significant risk to program implementation. Impacts of capacity building programs are by nature slow to materialize. Local officials have commented on the timeliness and responsiveness of assistance. ASGP is beginning conduct a series of consultations with the provincial authorities through it new regional governance offices. The discussions focus on the nature of the planned interventions and expected results. Furthermore, ASGP is committed to engage the provincial leadership to build ownership and strengthen the political will to advance the assistance program. ASGP will share results from its monitoring and evaluation of the assistance to keep local clients regularly informed about ASGP progress (or lack thereof).

Issue: Security
In a number of provinces, security is a significant risk to effective program implementation. It may negatively affect mobilization of qualified staff and hamper operations due to restrictions on movement. To mitigate this risk, ASGP will involve representatives in capacity building events at the regional and national level. ASGP intends to use government resources to improve its access to less secure areas.
Issue: Holistic Assistance
PGOs have complained that capacity building alone will not sufficiently enable them to achieve the desired outcome of improved local service delivery. Lacking support for facility renovations, transportation, systems development and the cost of operations can significantly impact the delivery of the projects and execution of PGO/DGO responsibilities. IDLG is pursuing a Governor’s Fund to supplement capacity building assistance. Integration of these programs could prove critical. 
Provincial and District Councils

Assistance Objectives and Key Activities
The primary objective in this activity area is to build basic capacities of the Provincial Council (PC) and, when elected in 2010, District Council (DC), members, collectively and individually, to apply skills and resources to perform their functions as defined in law, and under the guidance of the Independent Directorate of Local Government (IDLG) as part of IDLG’s mandate to provide oversight to all levels of sub-national governance in Afghanistan. 

As noted under the National Policy and Institutional Development component, ASGP has been working to enable provincial councils’ authorities/abilities by strengthening sub-national governance policy and laws related to councils and by developing PC support structures and institutions within the IDLG – the Provincial Councils Relations and Coordination Department (PCRCD) and the Provincial Council Working Group (PCWG). 

Simultaneously, and within the Provincial Governance and Development component, ASGP has had the objective of standing-up Afghanistan’s first ever elected PCs (elected in September 2005), i.e. helping PCs to organize to meet their basic responsibilities of conferring with citizens on the social, economic and physical development of Afghanistan.

Currently, PCs hold little fiscal authority, they have no official role in the approval of the budget envelope or individual sectoral/project allocations for provincial development. PCs are responsible for representing citizens views and advocating their concerns within government via participatory processes. Thus, ASGP’s first round of assistance has focused on PCs engagement with citizens and with representative local government (governor offices and line ministries provincial staff) and has included activities to assist PCs to:
· convene/conduct public meetings

· develop council workplans and operational capacities 

· identify, find, obtain and use development information from governmental sources

· represent the public in Provincial Development Plan (PDP) meetings/workshops/trainings

· meet with local shuras, elders and tribal leaders to understand their concerns

· visit ongoing projects to observe/report back to citizens progress or problems

· engage with PRTs, governor offices, and provincial directors

· travel throughout their areas to meet with citizens and assess needs

· advise governmental agencies in regards to security, development, and people’s/community’s issues

The pending new SNG policy (on a timeframe to be approved by the Cabinet before the August elections) and related enabling legislation (drafted and scheduled to be introduced in Parliament after the elections) will provide PCs with budget approval authority and the responsibility to identify, evaluate and prioritized discretionary community development funding recommended (in the SNG policy) at 25% of the total provincial development budget. To support this significantly heightened level of PC responsibility, ASGP has developed and begun to test a much more substantial assistance program comprising 6 modules as noted following:

Module 1: Orientation/reorientation on PC functions and rules of procedure

Module 2: PC performance assessment and identification of capacity development needs

Module 3: Provincial development planning and the PC/DC role in the PDP process

Module 4: Participatory results based monitoring and evaluation

Module 5: Project identification and analysis, and community assembly/problem solving
Module 6: Resource mobilization and investment promotion
The sequence of these trainings has been designed with intermittent breaks of from one to three months to provide on-the-job coaching/mentoring as councilors attempt to apply principles and skills learned in the modules to situations on the ground in real time. Taken altogether, this package of assistance is meant to create, strengthen, adapt and maintain key PC/DC capacities:

· Organizational Capacity - the ability to apply its skills and resources to accomplish its goals and satisfy stakeholders’ expectations 

· Operational Capacity – the ability to carry out functions and day-to-day activities

· Adaptive Capacity – the dynamic capacity to learn and change in response to new circumstances

Ultimately, ASGP assistance is designed to enable PCs/DCs to develop the leadership, management and technical skills and systems required to carry out their responsibilities to work with development partners/stakeholders to improve government service delivery and implement the Provincial Development Plan (PDP). 

Results and Benefits
Given the nascent status of PCs (inaugurated after the elections of September 2005), their lack of fiscal authority, and the ongoing and significant challenges on the ground in regard to operational, organizational, management, and financial requirements and security concerns, ASGP assistance to PCs must be assessed as to realistic expectations. In discussions with IDLG leadership and the PCRCD, PC Chairmen and councilors in Balkh and Nangahar, and donor and other stakeholders, there is a general understanding that initial ASGP assistance has helped to create a basic working environment such that councilors are engaging the public and advocating for their interest. Capacities differ significantly by province, many individual councilors do not yet understand their role and/or do not have the basic skills or incentives to work transparently and effectively for the public good. However, there have been notable achievements and both tangible and intangible benefits of the assistance to date. Key results include:

· development of a structured relationship between the central government (primarily IDLG) and the PCs 

· establishment of the PC Network and Resource Center that conducts national and regional fora to foster networking among PCs and generate learning of successful practices 

· PC led efforts to engage the public and advocate on their behalf in the preparation of provincial development plans (PDP) 

· initial organization of PC offices and secretariats 

· explicit (if limited/insufficient) IRoA budget support 

· a basic level of skill in development related investment programming/budgeting

· development of basic skill sets in conflict resolution

· PC led involvement of stakeholders in planning and service delivery monitoring and evaluation activities focused on providing inputs to decision-makers

Though modest in scope and inconsistent across the provinces, this initial base of progress does represent a solid foundation to support future programming and long term capacity development. Specific important benefits associated with the PC assistance initiatives include: 

Benefits of Provincial/District Councils Capacity Development

	Tangible Benefits
	Intangible Benefits

	· Orientation on the PC operating environment (sub-national governance systems and processes) has helped to clarify the roles and responsibilities of PCs.
· The formulation of guidebooks for process management, including meeting management, strategic planning, and related management processes has helped to institutionalize PC capacities.
· The development of a platform for PC-provincial administration engagement in local governance has helped to open the required dialogue between the executive and legislative functions.
· General management course for PC Boards (composed of the PC Chairman, Deputy and the Secretary) has provided basic management skill sets to key PC officials to better organize and implement PC functions. 
· The production of manuals of procedure or guidebooks for conducting consultations, M&E, and conflict resolution, and other development managements processes have begun to institutionalize negotiation and networking skill sets

· Initial assistance on local development management has, where introduced, strengthened the PC oversight function. 
· The development of a provincial development database and the techniques for data gathering and processing from public consultations and assemblies have helped to create a shared base of understanding of critical development issues.
· The training of PCs in local financial management, including the local budgeting process and local resource mobilization, has begun to build the knowledge and expertise required to take on the added responsibilities for PCs in the SNG policy framework.
	· IDLG, donor and PC recognition of the inadequacies in the current policy/legal environment for PC involvement in the allocation and management of public resources.
· Increased PC confidence that capacity building assistance focused on a modern approach to participatory governance can provide them with needed governance skills.

· PC members have indicated significant interest and buy-in for a new round of higher level training.

· Generic courses in governance have provided an introductory understanding of the practices of democratic governance which is key to developing a democratic ethos of government.

· Exposure visits have open the eyes of PC members to their future, and will over time, generate new ideas and new interest for improving PC leadership and oversight functions.

· An understanding has been gained of the gaps in current assistance in terms of holistic support (i.e., IT systems matched to IT training, operational support) and modality of assistance delivery (i.e., need for increased follow-up coaching).

· PC leadership has developed situational awareness of the possibilities for strengthening management capacities, which will be increasingly critical as PCs expand their responsibilities.


Issues and Opportunities

Discussions with stakeholders have identified a number of concerns/issues and potential opportunities which need to be addressed in future programming.
Issue: PC Operations Support
PC members interviewed have requested modest support to supplement limited IRoA operations budgets for fuel and/or provision of transportation for district visits/community consultations, and for office maintenance, repairs and utility expenses. Recognizing that capacity building via training without support for vital operations is less than fully effective, IDLG is negotiating with donors for start-up operations support subsidies for various SNG offices. ASGP has set a precedent with its support of IARCSC regional training centers which includes funding for facility renovations and fuel for transport. Other donor programs have provided limited operational support in terms of equipment/furniture/renovations, including USAID’s Local Governance Development Program (LGCD). PC capacity building assistance should be contingent on the provision of a recurrent budget (with or without donor supplements) sufficient for a PC to carry out its basic responsibilities. 

Issue: Orientation of Councilors 

Though ASGP provides orientation via Module 1 on PC functions and rules of procedure, a concern has been raised that many councilors still do not understand their basic roles and responsibilities. Several councilors interviewed for this review expressed frustration at their inability to implement projects, demonstrating a lack of awareness of either the PC authorities under current Afghan law on the typical functions of councilors in most societies. More continuous orientation and follow-up coaching/mentoring will be required after the elections to ensure that the next group of councilors better understand their responsibilities.

Issue: Development and Support of PC Technical/Administrative Staff 

On paper, PCs are supposed to be provided with up to six administrative/technical staff to assist in the conduct of PC operations and functions. In practice, PCs are generally budgeted for one assistant who may work only part time. As PCs take on added responsibilities under the proposed new SNG policy/laws, professional technical staff capacities must be developed and supported.

Opportunity: Assistance Coordination 
Enhancing PC responsibilities as proposed will require significantly more and better capacity building assistance, which is turn will require that assistance is better managed and coordinated. Coordination should be led by the IDLG PC Relations and Coordination Department (PCRCD), be strategically focused, and encourage demand-driven approaches to capability development. 

Opportunity: Coaching/Mentoring 

In assessing whether ASGP has delivered the “right” interventions (assistance scope/level/delivery mechanism), one has to note comments from councilors interviewed that there has been insufficient follow-up mentoring and coaching that could help ensure the successful application of principles presented in trainings. Officials have noted that conferences, resource centers, classroom presentations and training “experts” have provided exposure to the concept of the role of PCs within a democracy, but left without a sustained mentoring program, the level of understanding of the goals, benefits and practices of democratic councils has not been adequately advanced. Now is the time to develop stronger, more direct and lasting assistance. The model discussed was one of mentoring and learn-by-doing, where individual advisors are essentially “on-call” to PCs who have the interest and capacity to make use of the assistance. PCs want help solving day-to-day problems, but also very much want to better understand in a realistic way how democratic representative governance works. They want to build their capacities to function as the voice of the people. One-on workshops and group training can be very useful, but lessons learned can quickly fade if there is no follow-up and reinforcement. 
ASGP’s “Modules” package of capacity building assistance to be implemented after the elections for the second generation of PCs and first time elected DCs does incorporate significantly more on-the-job assistance. The question will be whether ASGP staff/advisors can get out of the “blue box” (UN security requirements) in at-risk provinces to work with PCs on the ground in a timely and responsive manner. The “blue box” issue is discussed later in this report.
IARCSC Regional Offices, Provincial Liaison Offices and Provincial Training Centers
Overview of Assistance Objectives and Key Activities
The development of a cadre of professional, well trained, well motivated, and well managed civil servants is the responsibility of the Independent Administrative Reform and Civil Service Commission (IARCSC). Acting through the national Afghanistan Civil Service Institute in Kabul and 7 regional offices and 23 provincial training centers, IARCSC provides a variety of basic, intermediate and advance trainings focused on core public administration. 

One of ASGP’s assistance objectives is to operationalize the regional offices and provincial centers, and thus ASGP support includes initial start-up funding for office renovations/repairs, equipment (computers, AC, photocopiers etc), stationary, transportation, internet, and transport and equipment maintenance. 

ASGP’s primary objective is, of course, the strengthening of IARCSC’s capacity to extend public administration reform and restructuring to the sub-national level. ASGP’s standard package of assistance to training centers focuses on the development/dissemination training materials, providing trainers for the IARCSC 6 month basic civil servant training program (English, IT and management), and supporting key advisory staff in the regional offices including:

· M&E Advisor – who works with the central M&E office assessing the ministries that have gone through reform to assess their progress against their plans and identify any obstacles and solutions.

· Database Officer – collects information collected by M&E Advisor and Provincial Liaison Officer and enters it into the HR database that was created with ASGP support. This database contains personnel information for all ministries that are going through the reform.

· Communications Officer – communicates to all civil servants and the general public what PAR is and provides feedback on progress back to the CSC.

· Capacity Building Officer – coordinates all capacity building activities, specifically training carried out in the region.

· Book keeper – helps support the finance officer to set up financial management systems.

· Provincial Liaison Officers –represents CSC in each province, acts as the secretariat for the provincial recruitment committee and collects information on the progress of PAR in all ministries who are implementing PAR reforms at the local level.

All the advisors receive training from ASGP. Each advisor has a point of contact in Kabul to liaise with ASGP and CSC. All the advisors are CSC staff which means CSC is responsible for directing their work content and schedules. As well advisors report to ASGP monthly to keep ASGP abreast of ongoing concerns, issues, and progress or lack thereof.

Results and Benefits
Discussions with stakeholders and site visits to CSC raining centers in Jalalabad and prior in Mazar-e-Sharif, make it clear that ASGP’s assistance is critically important in achieving IRoA’s goal of providing every SNG civil servant with a minimum level of understanding and skill in democratic governance and public administration. Though the training program is at a very basic level, the processes, training materials/techniques, and training management developed in partnership with IARCSC and funded largely by ASGP is making a difference. Classes appear to be well run, with active engagement by civil servants and much talk about more and higher level trainings, an indication of buy-in to the need for and provision of capacity building assistance. CSC ownership of SNG capacity development is significant.

Key results of the assistance to date includes:

· standing-up of 7 regional IARCSC regional offices, 34 provincial offices and 17 provincial training centers 

· a focused first-level training program in-place which is providing ongoing governance capacity building for several thousand SNG civil servants

· an initial management capacity in the regional IARCSC offices to direct and oversee the PAR implementation in the provinces
· an initial management capacity in the regional IARCSC offices to direct and oversee the training program and on which can be built future, higher level capacity development programming
Concerns have been raised about various aspects of the capacity building program, these are address in the following section on Issues and Opportunities. However, significant benefits, tangible and intangible, have accrued as a result of ASGP assistance:
Benefits of Regional Training Centers Assistance
	Tangible Benefits
	Intangible Benefits

	· An operationalized structure (regional offices and training centers) to deliver SNG training.
· An institutionalized approach (cadre of trainers and standardized training materials) to SNG capacity building on the ground in 23 provinces.
· On-the-job learning in partnership with ASGP advisors for IARCSC regional managers in critical administrative functions including M&E, basic financial management and strategic communication. 
· The production of guidebooks, procedures, processes to manage the delivery of SNG capacity building assistance.

· The standardization of training materials.
· The development of a regional training database and the techniques for data gathering and processing .
· Development of assessment capacities to begin to document baseline conditions and evaluate the requirements for future capacity building programs and assistance..
	· Increased confidence of SNG civil servants who have completed basic training and received the relevant certification.

· Successful first round of training have induced significant interest and buy-in for a second round of higher level training.

· Generic courses have provided an introductory understanding of the practices of democratic governance which is key to developing a democratic ethos of government.

· An understanding has been gained of the need for increased follow-up coaching to sustain progress in the classroom, civil servants want help in applying lessons learned in the classroom to real situations in the workplace.

· IARCSC and SNG awareness of the need to package training with holistic support for SNG operations.


Issues and Opportunities

Several concerns have been raised by donors and stakeholders as to the processes for targeting assistance, and the level of effectiveness of the training. At the same time, the initial successes of trainings delivered via the training centers has whetted an interest for a second generation of capacity development and thus created opportunities for future assistance. 
Issue: Selection Criteria/Needs Assessment
The rush to start-up the training program and the minimal level of skills held by almost all SNG civil servants prior to training led to a decision not to conduct individual needs assessments nor to develop selection criteria to nominate training candidates. ASGP has commented that the primary reason for this decision was  lack of resources and lack of IARCSC capacity to manage specialized training programs. This is a weak excuse, funding should have been targeted to this very critical activity in order to establish a baseline against which specific progress could be measured, and to inform the design of training materials and programming. IARCSC management support could have been included together with the bookkeeping, M&E and communications support. Lacking needs assessments, coursework has been designed at a very basic standard one-size-fits-all level, and/or provided without a substantial performance-driven purpose as in the case with IT training where staff are given IT training and then return to offices which do not have/use computers. Lacking selection criteria, candidates are simply selected by the heads of the respective offices (PGO Executive Director or sectoral department chiefs) as they see fit, a process prone to favoritism. As capacity development is deepened to higher levels of core public administration, more effort will have to be made to target training to match needs in order to ensure aid effectiveness.
Issue: Holistic Capacity Development

At issue is the situation where many civil servants receiving 2 months of IT training go back to an office with no IT systems. Concern has been expressed that ASGP capacity building initiatives should work to provide/coordinate the timely development of required IT systems, and/or modify training such that the IT component is delivered only where/when there is a specific need. An alternative argument is that by providing an initial level of IT awareness and skill, civil servants will be more receptive to the introduction of IT systems whenever that might actually occur, and whatever skill is lost in the interim can be quickly made up in refresher courses or through on-the-job coaching.

Issue: Follow-up Coaching
AS noted by one IARCSC official, group training can be very useful, but lessons learned can quickly fade if there is no follow-up and reinforcement. When asked whether ASGP was supporting any on-the-job coaching, the official noted that work situations were allowed to be raised in the classroom when there is a break, but there is no sustained effort to follow-up classroom training with coaching/mentoring in the field. Some programs including ASGP’s program budgeting and municipal revenue enhancement initiatives, do provide such assistance, but in general there is considerable interest and need for longer term sustainable assistance in this area. ASGP’s program in Mazar-e-Sharif is experimenting with peer coaching, providing the first round of trained staff with additional training-of-trainers capacity development and then networking them to other civil servants in their region as mentors. This program has achieved some success and could be expanded in the future.
Opportunity: Higher Level Second Generation Capacity Development
All stakeholders – ASGP advisors, IARCSC and IDLG officials, SNG managers, donor coordinators – have spoken of the need for more and better (higher level) capacity development programming for SNG civil servants. Future public administration programs should include a fuller package/wider choice of capacity development that addresses system-wide, organizational performance issues. Integrated and comprehensive capacity development, across systems, structures and skill sets, can have synergistic effects that enhance aid effectiveness. Areas mentioned for future SNG capacity development include:

· Strategic Planning and Workplan Development. Government organizations are often unsure about their core purpose, their authority to take action, or even the beneficiaries they are meant to serve. Strategic planning and workplan development training can help SNG entities think through and better define their mission, and better understand and develop the workplan activities needed to deliver public services.

· Financial Management. The Ministry of Finance has led IRoA efforts to achieve significant upgrading in systems and professional skill sets in all aspects of financial management, including budgeting/accounting/auditing. ASGP contributions at SNG levels in program budgeting, accounting, and internal audit assistance are critical to this effort and should be continued and expanded.

· Procurement/Contracting and Project Planning/Design/Management/M&E. ANDS implementation when localized will required increasing assistance to develop on a variety of implementation skill sets.
· Strategic Communications. An area of growing importance to Afghan SNG is how to develop and disseminate messages relating to ongoing development and progress towards reconstruction and democratization. It is generally recognized that the interests of the media and the general public awareness of development progress demand increased attention to communication, both on a day-to-day basis and in planning for larger initiatives and events. As well, there is a growing understanding that communication is a specialized discipline which requires specialized support to be incorporated in training for key officials. 
C. Municipal Governance and Development
Revenue Enhancement, Service Delivery and Organizational Development
Assistance Objectives and Key Activities
ASGP’s municipal governance and development program grows out of the unique position of municipal government within the spectrum of sub-national governance in Afghanistan. Unlike provincial and district levels of SNG, municipalities are empowered to collect revenues and prepare their own budgets. As well, they are mandated to deliver essential public services. Thus, ASGP assistance to municipalities has been focused on enhancing revenues which in turn are targeted to provide services responsive to local needs and priorities. Improving services to urban citizens, the fastest growing cohort in Afghanistan, is fundamentally important to the overarching objectives of donor assistance of community stabilization and the advancement of government legitimacy.

Revenue enhancement assistance was first introduced Mazar-e-Sharif via a revenue improvement action planning (RIAP) methodology in 2007. The resulting increased revenues have been largely deployed on a community-based solid waste collection program, the priority of which was determined in through a municipality-citizen dialogue supported by ASGP.

Recognizing that the sustainability of improvements in public service delivery would required strengthened municipal organization, ASGP has introduced financial management capacity development and sequenced structural reorganization technical assistance to define/develop/implement municipal organization prototypes for three levels of municipalities classified by size, followed by PAR reforms based on the new structures. ASGP is also extending a peer learning initiative to other nearby municipalities whereby the expertise gained in the Mazar pilot is used to coach and mentor municipal colleagues.

The pilot programs in Mazar-e-Sharif and other municipalities in northern Afghanistan have been properly documented and the lessons learned have provided feedback in ASGP efforts to draft the SNG policy such to reflect the reality of municipal governance opportunities and constraints on the ground.

Results and Benefits
Among other achievements, the ASGP municipal governance and development component can claim the significant result of an average 40% per year increased in municipal revenues in the 7 municipalities which have had the revenue enhancement assistance. Other key results include:

· Modern organizational models developed and in the process of implementation based on clear delineation of functions among the different levels of provincial and district/rural municipalities.

· Sustainable and affordable revenue administration practices established in line with the centrally determined municipal fiscal framework and introduced in  provincial municipalities.

· Transparent and accountable financial management and financial performance reporting practices are adopted and installed in provincial municipalities.

· Procedures for determining the priority of public services and minimum standards and for delivery of infrastructure and administrative services are established and implemented in provincial municipalities.

· Participatory strategic planning, budgeting, implementation, and monitoring and evaluation of municipal development are in place in provincial municipalities.

· PAR reforms are introduced via consultative workshops with IARCSC regional offices.

Specific benefits, tangible and intangible, have resulted from ASGP assistance:
Benefits of Assistance to Municipal Governments
	Tangible Benefits
	Intangible Benefits

	· The definition and application of preconditions and guidelines for establishing municipalities and the legal recognition of classification of municipalities based on established criteria and guidelines as well as organizational model consisting of minimum range of functions and organization structure as proposed in the draft SNG policy have significantly clarified current ambiguity and confusion.

· Legal recognition of a full range of functions of municipalities based in the draft SNG policy have provided an enabling environment for a sustainable municipal service delivery program.

· Institutionalization of the methodology for the preparation, implementation, and monitoring and evaluation of revenue improvement action plans has provided for significant and continuing revenue growth. 
· Improvement of Safayi/property tax management system has created a healthy and buoyant revenue base.

· Implementation of financial management systems and enhanced skill sets have fostered transparent and accountable revenue administration systems and procedures which are compliant with national MoF standards.

· The institution of a meaningful and regular reporting of municipal financial performance fosters local government legitimacy..
· Clear statement of mission/goal and key expected results of each municipal infrastructure and administrative service have helped to hold municipal government accountable.

· Establishment of minimum service delivery standard and the streamlining of procedures for the delivery of municipal infrastructure and administrative services have led to a more responsive local government.

· Establishment of appropriate performance measures/indicators as well as performance-measurement methodology and reporting for each municipal infrastructure and administrative service has fostered a more accountable municipal government.

· Institutionalization of a forum and mechanism for participatory strategic development planning, including delineation of institutional and individual roles and responsibilities, has helped to engage the citizenry in planning their future.
	· Increased confidence of municipal staff in administering their responsibilities.

· Increased understanding of MGs roles and responsibilities in delivering public services in a customer responsive manner.

· Good governance orientation has provided a greater understanding of the practices of democratic governance which is key to developing a democratic ethos of government.
· Increased understanding of citizens rights to participate in the planning and building of their future..
· Increased awareness of the need for and benefits of development planning. 


Issues and Opportunities

ASGP’s municipal governance and development assistance has achieved significant positive results. The design and sequencing of program activities serves as a model for such assistance. support to strengthen basic PGO/DGO capacities are addressing critical needs on the ground and are beginning to realize synergistic benefits in provinces where/when combined with other regional and municipal capacity development assistance. Nonetheless, concerns have surfaced as to how assistance is designed/targeted, the varied level of IRoA ownership across provinces, and other operational issues.

Issue: Security

In a number of provinces, security is a significant risk to effective program implementation. It may negatively affect mobilization of qualified staff and hamper operations due to restrictions on movement. The Mazar-e-Sharif pilot program has been largely successful in part because ASGP staff has been able to function out of the “blue box” and be actively engaged in all aspects of development and implementation. It is unclear whether circumstances in other provinces will permit the same level of engagement, which in turn raises the issue of whether assistance programs in those areas can be as effective. ASGP is actively deliberating how to address these issues.


Opportunity: Additional Service Delivery Activities

An opportunity exists to extend ASGP service delivery assistance beyond solid waste management. Initial discussions have been ongoing to introduce urban planning, local economic development and roadway design/construction/maintenance service models. Other municipal officials have asked for assistance in housing and settlement. Before such assistance is provide, careful stocktaking is required to identified which programs can best fulfill such needs. ASGP has succeeded best when it has focused on core public administration assistance, therein lies its comparative advantage. Others may be better suited at road constriction of housing development.
D. ASGP Management Structure/Capacities – Issues and Concerns 

While recognizing the significant efforts made to date to mobilize ASGP and operate a comprehensive SNG program in Afghanistan, inevitably, issues have surfaced as to the management structure and bureaucratic requirements of both UNDP and ASGP itself. A number of factors are at play.

Project Scope. A significant management issue and challenge for ASGP is one of an ambitious, rolling design program in which client and donors interests evolve frequently and pressures to achieve immediate and sustainable progress are constant. This program has targeted an almost unmanageable number of activities, including interventions requiring significant mobilization at sub-national levels. The broad scope affects several aspects of implementation management:

· Kabul Centric Management. ASGP management has been, until very recently, Kabul centric. Many decisions on staffing, procurement and other operations have had to go through a lengthy UNDP Kabul process. Donors and clients have noted delays in negotiating agreement on and mobilizing Task Orders (TOs), on staff selection, and on contracting for services. In the last few months ASGP has begun to introduced regional offices which in time will have authority to make more decisions in the field. As well, UNDP is working to devolve basic operational decision making to an ASGP “Business Center”. 

· Program Assistance Preparation. To meet unrealistic demands for quick and substantive start-ups across the various program components, ASGP neither conducted critical “gap analyses” across the donor community, nor thorough institutional assessments of SNG entities – steps required to define an objective, clear, rational path for its interventions. More typically, decisions on initial interventions were based upon discussions with client decision-makers (IDLG, IARCSC), who identified their top priority capacity development requirements. There has been narrowly-focused, pre-design analyses of very discrete intervention proposals. But, these do not constitute a base of objective data to substantiate selection of ASGP investments over other, potentially equal or more valuable investments, much less a baseline of data on which to measure performance. This approach was not an unreasonable one at ASGP’s inception given the crisis mode of donor assistance in Afghanistan. However, as ASGP proceeds to introduce new initiatives (PSP, LED, CSO) careful stocktaking and institutional assessment should be conducted. This is discussed further under the “New Directions” section later in this report.

· One Size Fits All Programming. ASGP has attempted to field a technically broad; face paced and streamlined assistance program, but in offering standard assistance packages (i.e., CSC basic civil servants 6 months training in IT, English, management 101), it may have missed opportunities to tailored assistance to specific needs. Officials in the field have asked for more custom tailored assistance. This would require a different management approach as per the ASGP initiative to mobilize activities through new regional governance offices.

· Management Structure. ASGP has had an management structure focused on broad functional categories (policy development, capacity building, democratic governance, development management) that some believe lacks articulation as to how to cut across program categories on the ground to implement the holistic support required. The issue is how line staff can effectively manage their activities to achieve desired levels of effective implementation and cross-fertilization. The recently proposed new management structure reflects a more complex, multi-sectoral and expansive nature of ASGP field operations, and will provide increased supervision in the province via the regional governance offices.

· UNDP’s Role in Management. Delays in hiring, procurement of services, and TO approvals and mobilization have been attributed to overly bureaucratic UNDP processes. UNDP has played an effective donor coordination role and also helped to crystallize and bridge discussion of high level issues between the donors and SNG clients. As well, UNDP has played a valuable fiduciary role to blend donor funding into a competitively selected/negotiated contract. Discussions are underway to transition more decision making authority to ASGP. This is discussed later in the Directions for Future Programming section on this report.
Communication with and Guidance of Stakeholders. Many comments have been noted concerning a perceived insufficient level of communication with supporting donors, and/or unresponsiveness to donor concerns and proffered guidance via the two relevant SNG oversight councils:

· Sun-National Governance Task Force (SNG TF). The SNG TF was recently organized to facilitate cross-cutting dialogs among its various implementing donors and GIRoA entities. ASGP is represented by UNDP on the SNG TF. Donors have expressed a concern that as the ASGP program has grown, more activities have been internally approved and launched which target development issues which may either be tangential to its core public administration focus (i.e., Local Economic Development or Civil Society), too thinly addressed (in various technical domains) or inconsistent with broader SNG TF purposes. The absence of an appropriate process to decide the relative allocation of work at sub-national levels opens the door for potentially decreased effectiveness of aid. It has been suggested that ASGP represents itself on select informal steering sub-committees related to critical activity areas (i.e., provincial council or municipal governance capacity development) to plan and negotiated to avoid program overlaps. Other SNG TF member concerns relate to whether the proposed costly (estimated at $250 million) expansion of ASGP is balanced against other sectoral priorities, and have suggest that ASGP be programmed through the ARTF. All of these concerns point to a lack of management attention or inability to communicate sufficiently to stakeholders about the purposes, achievements and benefits of ASGP.

· ASGP Board. The absence of Board working groups or sub-committees to identify and address pivotal issues that need to be resolved at higher levels has lessened the effectiveness and utility of the Board. Minutes of prior meetings suggest its performs principally a ‘show and tell’ function, with no substantive decision-making. This is fine if this serves the valid purpose of informing and explaining ASGP activities at some level of detail. However, there is much missing or misunderstood information/understanding by Board members about fundamental aspects of ASGP programming and operations. It has been suggested that the Board develop sub-committees or convene ad hoc presentations to improve dialogue, particularly as ASGP moves forward on its expansion proposal.

Reporting Requirements. As will be discussed further in the following section on performance management, ASGP has neither developed a comprehensive set of baseline data on which to evaluate performance as measured in outcomes as opposed to outputs, nor has it implemented a credible monitoring and evaluation effort. As well, donors have noted the lack of program cost information and would like to see tables which document the direct and indirect costs of all the various ASGP activities (i.e., total program costs to implement revenue enhancement assistance in Mazar-e-Sharif or core CSC training for 120 staff in Nangahar). Pieces of the puzzle including various sets of potential indicators have been drafted, but there is no management approach yet to conducting streamlined, concise, accurate, timely and informative performance review. This is a serious issue given the complex nature of the program. 

SNG Partnerships. Several clients have spoken of the need for stronger partnerships with greater emphasis on shared management of responsibilities, and more responsive program design. There is a sense that too often ASGP dictates assistance offerings, or ignores client priorities. This is a difficult balance to achieve, often clients may not have the experience to demand best practices, and client wish lists too often start with things, i.e., vehicles, buildings, furniture that while important are not part of the core capacity building assistance being offered.

Afghanization. There is an increasing desire to quicken the pace of Afghanization of ASGP’s staff. This has to be carefully managed to avoid the problem of hiring/promoting Afghans who do not possess the full complement of requisite skills. Yet, it is a valid concern of GIRoA that Afghans continue to assume responsible positions within aid programs. Understandably this will require, inter alia, increased need for staff development and closer levels of supervision. Staff qualifications are critical to achieving implementation success of a program that itself provides high level capacity development support nationwide to key agencies of Government. Therefore, the need for high-level expatriate skills must be carefully balanced with the desire for Afghanization of the staff. Moreover, staff Afghanization should be driven by the demonstrable application of the same kinds of modern HRM protocols that ASGP itself is proffering to its clients. Anything less than this will trigger unnecessary and detrimental "back firing" from among the program staff, across the beneficiary community, and possibly beyond the program. In response, ASGP management can increase (a) the intensity of supervision provided by remaining expatriate managers, (b) in-staff training and mentoring activities for Afghan professional staff; and (c) coaching and mentoring interactions between line supervisors and senior expatriate managers.

Future Program Management. Many of the issues noted above would be addressed with a streamlined, re-focused and more efficiently ASGP management structure and commitment. The Directions for Future Programming section provides several recommendations on a new management approach.

E. 
Review of Program Performance Monitoring – Outputs and Outcomes

ASGP performance monitoring and evaluation is inadequate. As noted earlier, there has been no effort to date to develop a comprehensive set of baseline data on program performance measured in outcomes specific to individual capacity building activities. Lacking a proper baseline, program evaluation cannot quantify progress. Neither has there been an effort to measure capacity levels after ASGP interventions other than indirectly attesting that outputs have been achieved, i.e., 120 SNG staff completed basic CSC coursework and have been certified as achieving a basic level of skills. Whether these skills are being used in the workplace to improve governance is unknown. While there is some truth to ASGP and other Afghanistan capacity building programs’ claims that SNG capacities were very low at project initiation, the lack of baseline development and performance tracking efforts documenting performance make it difficult to determine the level of aid and/or cost effectiveness.

UNDP/ASGP’s “Go-For-Gold” survey, recently be implemented in several provinces of northern Afghanistan, but not yet reported, has been designed to monitor the environment of governance in the provinces, districts, municipalities, and villages in Afghanistan against benchmarks and governance indicators required by the Independent Directorate of Local Government (IDLG). The indicators focus on processes, institutions and relationships at the sub-national level of government, and are in fact a good representation of the environment within which a governance capacity building agenda would be implemented. However, while “Go-For-Gold” represents a good approach to assessing the broader governance environment within a province or district, it does not substitute for the kind of performance management plan ASGP must deploy if program expansion is to be justified.

A proper PMP should include indicators which attempt to capture higher level impact results from a set of activities, with data to be collected quarterly or semi-annually. These include institutional score cards of perceived improvements in operational capacity; a performance index for task completion by the various programs; an index on SNG financial management capacity and project implementation capability; and specific program activities descriptions/costs. 

ASGP’s approach to M&E seems to reflect a low/no-data approach. In essence, with relatively little evaluative and impact analysis planned for such an expansive program, the current M&E approach may be more of a monitoring unit that formally and principally reports output bean-counting from technical units. This suggests missed opportunities to achieve a more holistic, concerted and meaningful performance monitoring and evaluation system. For example, ASGP’s approach misses the opportunity to:

· integrate more relevant, higher-value, “M&E thinking” and planning into the design phase of activities in lieu of relegating M&E to a post-design afterthought; and

· help establish or strengthen within key beneficiary/stakeholder agencies a foundation for building an increased awareness of, and capability to manage performance monitoring and evaluation. 

As part of the planning for the proposed program expansion, ASGP should strengthen and showcase PMP reporting. For example, given the depth of capacity development assistance being provided, and the success generated, for municipal governance, this program warrants an appropriate level of impact measurement which will both inform and facilitate marketing of this enhanced capacity to GIRoA and supporting donors..

F. 
Program Design: Lessons Learned, Factors That Have Hindered Aid Effectiveness

In general, the initial design of ASGP assistance is recognized as being appropriate to the circumstance, properly targeted to key SNG development objectives, highly reflective of client interests, effectively balanced as to assistance to the center (IDLG/IARCSC) and to the provinces/municipalities, well sequenced to pilot initiatives and ramp-up successful practices, and ambitious in the comprehensive nature of the assistance to be delivered. 

However, the environment for SNG reform and development is a rapidly changing one. Many of the concerns expressed by clients/donors as to the design of the program relate to the perceived difficulty in getting ASGP to be more responsive to the challenges on the ground – challenges in developing true partnerships with SNG clients, challenges in delivery assistance that achieves real improved SNG performance not just ASGP outputs, and challenges in communicating in real time ongoing issues and plans to address those issues. The belief is that the design of the program lacked a sufficiently robust feedback function to constantly inform and revitalize program activities. A constant refrain has been the call for more consistent reality checks by ASGP as to what is really happening on the ground.

Performance Management. While ASGP’s quarterly/annual reports dutifully discuss challenges and issues, there appears to be no systematic summary of key lessons learned, in accordance with usual practice. Such summaries would provide the evidence that technical staff are indeed reviewing program performance and building lessons learned into their management approaches and systems; and would also build a solid base for sharing these lessons more broadly (e.g., with Government and other donors in-country). A statement of lessons learned included in a mid-term review and culled from onetime perceptions of people interviewed is not a substitute for a serious, on-going ingrained performance management ethos.

Certainly ASGP staff discuss and are constantly making decisions on program direction reflecting their views of current realities and client needs. But as noted earlier, due diligence is lacking in terms of performance baselines, follow-up performance data collection/monitoring, serious client-driven interactive institutional assessments of priority needs, and a lessons learned evaluation capacity drawn from performance measurement. Suggestions that a detailed review of project history would show a trail of wise decisions is invalid, decisions have been made to ensure that assistance has been delivered to meet program objectives and that targeted outputs have on the whole been achieved. But the qualitative set of results and tangible/intangible benefits listed in the earlier sections is only indicative of possible success. No one has documented whether financial management training has resulted in minimum, modest or significant on-the-job performance, much less whether any improved performance is sustainable or cost-effective. The process is flawed and represents a significant and fundamental factor in hindering the implementation of the program if implementation is taken to mean achieving measurable performance improvements. 

What can be said going forward is that current ASGP management is aware that the initial design of ASGP assistance was and is not an end-state design, and that future expansion must be based on more informed and responsive performance management processes if ASGP is to remain relevant and effective and achieve real impact on the ground. 
Stocktaking and Coordination. A key factor which at times hinders effective implementation has been the lack of a thorough stocktaking of alternatives programs/solutions to SNG challenges. There are a number of existing and potential ASGP program overlaps/duplications with USAID (PCs assistance via NDI/IRI, LED for municipalities, LGCD for PGO assistance, etc.), DFID, World Bank and even other UN agency (i.e., UN Habitat urban planning efforts) initiatives. It is well beyond the scope of this review to document the list, this should be an ongoing responsibility of ASGP performance management staff. Further, where duplications are known, there is no formal process to mediate and coordinate activities to avoid overlaps and share success. The absence of an appropriate process to decide the relative allocation of work at sub-national levels opens the door for potentially decreased effectiveness of aid. IDLG believes it lacks the management capacity to oversee the coordination needed. It has been suggested that SNG TF sub-committees could help resolved some of the issues, or at least proactively host/induce bi-lateral discussions to better coordinated assistance. 

Quick Fixes. There are concerns that ASGP program activities are spread too thin, that training is not fully needs based, and that capacity development assistance has not yet grown beyond the first very basic and too general orientation to a higher technical level (in public administration) to substantially improve work performance. These concerns are expressed as a view that pressed by donors for immediate results, ASGP focused on quick fixes that could demonstrate immediate results in terms of outputs, i.e., 120 SNG officials completed CSC basic training. A longer term performance management approach may have better balanced such important initial training with significantly more follow-up coaching/mentoring as desired and requested by SNG officials. There are ongoing discussions as to how ASGP can transition to a higher level of capacity building. 

Synergy. Addressing sub-national capacity development, ASGP’s balance between a national (policy, IDLG and IARCSC capacity development) and sub-national (provincial/municipal governance development) focus has been well articulated, and fits within a well defined framework for capacity development that is synergistically reinforcing. This is a critical lesson for future programming, simultaneous and carefully sequenced national/local capacity development instituted step-by-step adds up to more than the sum of the parts. 

Partnership/Buy-in. Potential opportunities to enhance ASGP’s aid effectiveness may have been missed as a result of inadequate Afghanization of the program, in this instance, related to a broader consideration of Afghanization, i.e., direct funding of assistance via NIM modalities, or in transition, a greater role by clients in assistance budget and programming development, performance management and client (SNG) relations. Several interviewees have suggested that ASGP does not always work in real partnership with SNG clients but rather comes to the table with a preconceived package of assistance that may not be responsive to local circumstances. In Nangahar, the initial ASGP proposed workplan included the stock introduction of its PGO/DGO operating manuals with corresponding training, but these very manuals were introduced and staff trained almost a year ago by LGCD. The Nangahar PGO has grown beyond this assistance and discussions highlighted a number of others areas of need that could be addressed in partnership if given the opportunity. To develop a working relationship rather than being pushed to prematurely sign a MOU. Stronger partnerships will lead to stronger client ownership and thus improved implementation. This is discussed further in the Directions for Future Programming section later in this report. 

Holistic Support. As noted earlier, there is the example of SNG staff being trained in IT systems and returning to their workplace where there are no computers and no systems with which to make use of their newly developed skills. ASGP is meant to achieve improved governance, not merely improved individual skill sets. A more holistic approach is required.

Counterpart Shortages. In some areas, ASGP is proceeding with “capacity development” work in the absence or shortage of local counterparts, e.g., support to IARCSC includes a number of “advisors” who are doing the work, and have no counterparts to be trained and who could assume the responsibility when the advisors depart when donor positions/salaries are transition to the tashkeel and GIRoA budgets. Such situations may be grounds for activity re-design.

Program Integration. The area of integration across domains or components would no doubt represent a major implementation challenge in any institutional reform project in which technical needs were very deep on both the vertical (within office and departmental) and horizontal (across office and departmental) levels, as with SNG in Afghanistan. Planned cross-fertilization efforts have often been hampered by absorptive capacity issues; lack of or late executive level approvals to engage; non-availability of staff during crisis periods, etc. The proposed new regional offices have been created in part to address such issues.

Institutional “Architecture”. A success and critical lesson learned from ASGP assistance to date has been the development of what can be referred to as an institutional architecture on which to continue capacity development assistance. New organizational structures, operating manuals, enabling policies/laws/regulations, program activity materials, all have helped to create an institutional foundation on which future assistance and future progress can be built. This is a major accomplishment and a major comparative advantage of the ASGP.
G. 
Assessment of the Level of Satisfaction of the Clients and Supporting Donors 

Across the board, all SNG clients interviewed during this assessment reported sincere appreciation for ASGP’s assistance their individual directorates/offices/departments received.
While appreciating ASGP’s specific and general support, most clients reported a “general-to-high” level of satisfaction for the assistance provided. High levels of satisfaction were registered for the type of assistance targeted to critical needs and structured to achieve pivotal reform results that are building a foundation for significant impacts, i.e., revenue enhancement in Mazar-e-Sharif, or standing up IDLG’s policy and basic management capacities to implement its 5 year strategic SNG workplan. Clients expressed “general satisfaction with qualifications” in terms of (a) partnerships and (b) flexibility of ASGP assistance; and all clients called for (c) increased “Afghanization”. 

While supporting donors recognize the critical importance of ASGP assistance to stand-up basic SNG capacities, and are generally appreciative of the level of effort and achievement resulting in the tangible and intangible benefits noted earlier in this report, their level of satisfaction is qualified due to the problems noted earlier about lack of performance monitoring and insufficient communication about, and responsiveness to, donors concerns.

Partnership. SNG clients at IARCSC and in the provinces have noted a lack of full partnership, expressing concern about their inability to be heard when they have requested different support from what has been offered. Lacking a structured assessment of need, a discussion of what should be offered is difficult. Suggestions have been made that ASGP develop a demand driven menu of assistance from which SNG clients can choose based in part on supporting rapid interactive client needs assessment.
Flexibility. Within the context of “emerging government institutions” with constantly evolving program needs, and balanced against the requirement to be specific about the terms and conditions of specific assistance via TOs, clients expressed dissatisfaction with the lack of flexibility in modifying assistance in response to field circumstances. In particular, clients feel there is inadequate participation in budget management (beyond approval via the MOU). They would like to see mid-term amendments to TOs negotiated with in good faith to meet real and reasonably unanticipated needs.
Based upon feedback, it appears that there is no clear-cut, documented procedure for handling extra-budgetary requests. If SNG client middle level managers (both within central IDLG and IARCSC as well as LG offices in the provinces/municipalities) are not privy to work plan budgets, they will lack the budget dimension of their technical contributions to the work plan. Moreover, the fact that senior executives also expressed similar concerns, in spite of their reported approval of work plans and budgets, is informative. It is also informative that reported extra-budgetary requests were often for more “tangibles”.

Managers at all levels of long-term, complex development projects should be substantively engaged in the integrated management of work plans and related budgets. This increases their levels of effective responsibility in helping to achieve approved, targeted results. Clear and respected procedures should document the extent or limits of managers’ line-management flexibility; and outline steps for exceeding these limits, while assuring achievement of approved targets or modifying targets, as necessary. Effective budget oversight and audit requirements should help to ensure responsible budget implementation. Segregating budget management from program management may invite irresponsible behavior, and may miss important opportunities to build and transfer key management skills.
 “Afghanization”. In line with the above comments, SNG clients in the provinces are not fully satisfied with their level of substantive involvement in program design, budget decisions; or the specific technical assistance provided.
There have been increasing calls for the donor community to delegate more program and budget authority over resources allocated to Afghanistan’s reconstruction. Concurrently, under ANDS, the donor community has negotiated and increasing and varied set of audits to satisfy donor concerns that resources are being verifiably applied as agreed. 

There are several ways to respect such calls, including (the extreme scenario) direct bilateral resource transfer; substantive engagement in program management; co-development, approval and implementation of joint work plans and budgets; and pre-agreement on select, targeted project and budget elements in which substantive engagement is desired. The latter is useful wherein counterpart agencies lack staff and audit resources to engage more fully. 

ASGP has made considerable efforts to identify and engage qualified Afghans. However, “Afghanization” comes with a price. Increasing demands for the relatively small pool of qualified Afghans to engage in donor programs is (a) producing a considerable inflationary effect on local salaries, (b) putting an undue strain on Government to attract and retain qualified Afghan talent, while (c) creating unusual opportunities for qualified individuals to zigzag their way quickly up the salary ladder via short-term engagements.

Counterpart requests for substantive engagements are valid, but require careful assessments to determine where/how such calls can be respected. An “all-or-nothing” approach may not be valid, so careful articulation of target areas may be indicated. Moreover, irrespective of what approach is embraced, appropriate management oversight structures need to be established to assess performance over time, and determine if and how agreed-to approaches and policies may need to be adjusted. 

The issue of engaging more Afghans (individuals and businesses) in future projects and the resulting inflationary effects of increasing demands, is a major one for Government and donors to address, and is beyond the scope of this review. However, the issue of working internships for young Afghans introduced as a component activity where feasible, may be an appropriate response. This is discussed later in the recommendations section of this review.

H. 
Sustainability of the Assistance

The ASGP program includes a tripartite focus on capacity development: (i) building near-term capacity; (ii) strengthening capacity for long-term, sustained capacity building; and (iii) developing a critical mass of trained Afghans. While contributions from the first and third areas are “sustainable,” per se, in the persons being trained, the primary emphasis on sustainability should be sustainable, institutional capabilities to build capacity. Without a clear vision and set of clear sustainability objectives, it may be difficult to “draw the line” between the first and second focus areas, thus, the distinctions between building near-term training and developing sustainable capacity to build capacity are often blurred among ASGP’s interventions. 

Often, donor capacity development initiatives are launched, targeting individuals within an organization, listing the “institutional leave behinds” (i.e., what the institution plans to do with its enhanced capacity) in the “assumption column” of activity designs. More often the case, a donor capacity development initiative will end with a quick transfer of all training materials to an authorized, responsible capacity development entity (e.g., ACSI) which itself was not directly involved in the initiative, either at the planning, execution, monitoring and assessment phases, yet it is expected to “do something with” all of the materials received. While such an ex post facto link to a capacity building institution sounds like sustainability, it is clearly not, but rather building near-term capacity with an attached “data dump” at the end of the activity. 

As a part of the sustainability mix, ASGP is actively pursuing “Afghanization.” References to Afghanization relate primarily, but not exclusively, to allocating more responsibilities, across the board, to its Afghan staff. While these are laudable and “necessary” steps towards achieving some levels of sustainability, they may not exclusively be “sufficient” to achieve the sustainability of complex development interventions, especially those in a severe capacity-constrained environment such as Afghanistan. 

In this context, Afghanization typically refers to the human resource elements of interventions – putting Afghans in decision-making, management roles. Sustainability of such interventions, however, embraces this, plus a wide range of other critical factors supportive of continuing an institution’s capacity-building functions. Other factors address the “enabling environment,” and include financial/revenue streams supportive of capacity building; inter-organizational structure; lines of reporting and communication; roles and responsibilities; intra-organizational relationships; the legal and regulatory framework for continuity; and systems to ensure access to a stream of capable human resources; and more. 

ASGP assistance has been provided for many of these interventions, and thus represents an unarticulated sustainability efforts. But, there is a need to incorporate explicit sustainability plans and strategies in all capacity development implementation plans. As well, ASGP could/should work to develop an implementation plan for ASCI’s proposed Institutional Development Strategy. Training materials, and their accompanying assessments/follow-up reports should be designed in conjunction with ASCI should it begin to show a capacity to absorb and make use of the materials. Assistance as well will be needed to: promote intra- and inter-organizationally coordination across government; support champions of reform; better prepare trainers; address lines of communication and authority; identify lead and focal point counterparts; establish forms/templates; apply comprehensive training methodologies; and offer refresher training and mentoring/coaching services.
Other issues raised by stakeholders interviewed include:
Staff Retention. A more difficult challenge is how to retain key staff members who have been trained in new systems and processes, who are motivated to perform at higher levels, and who are comfortable with the change management ethos required for continual reform and improvement. For the long-term, a set of career path incentives must be developed and implemented which provides a level of reward and satisfaction to make work in the public sector competitive with other sectors. Merit promotion/pay, hardship post bonus pay, and/or “Superscale” pay upgrades are a must, as is the provision of a full menu of education offerings and initiatives to speed the career ladder. These could involve retrenchment and the establishment of new positions as an element of restructuring. 

Institutionalizing Training Capacities. Sustaining education/training capacities in the long-term requires an institutional home, the Afghanistan Civil Service Institute (ACSI), and/or the Academy of Local Governance as proposed by IDLG. As well, it may be necessary to establish linkages with private service providers, a number of which provide training.

DIM/NIM Transition. ASGP is committed to advancing the certification of select agencies to take on more responsibility in program management as part of the its “Afghanization” initiative. ASGP is soon to contract for an auditing of the capacities of IDLG and IARCSC to perform payroll and procurement functions. Auditing/certification reviews of partners for such agreements may identify the need for targeted institutional strengthening in areas tangential to ASGP’s core functional areas. Assistance may be required to upgrade minimum capacities in financial management and procurement targeted to specific UN requirements. 
ICT Systems. In regard to the design, installation and staff training for new ICT systems, there requests from various user departments to provide for longer term maintenance and to build upon initial success and develop/introduce new and better (more robust, more integrated) applications to enhance knowledge management capacities. HR departments are considering the need to amend recruiting criteria to require basic computer literacy in all positions, but without systems maintenance/development, the training will be for naught.

Change Management Structure. A new structure for change management is needed in SNG to sustain current and future assistance Objectives. IARCSC has introduced the concept of a Program Management Unit (PMU) which could be a focal point to (a) help ensure the identification and follow-up on issues related to the current phase of assistance, (b) lay a foundation for more effective and efficient liaison with the follow-on assistance from all donors, and (c) help promote more cross departmental communications, knowledge and integration, where warranted, on continuing reform matters. It could also help take some of the pressure off managers who do not demonstrate the requisite level of buy-in to embrace reform by providing a central and forceful agent for change.

Sustainable Budgets. A significant challenge is how to develop fiscally sustainable recurrent budgets that transition away from current reliance upon high levels of donor support, yet retain a skilled and motivated, public sector workforce in the face of stiff and rising competition from the private sector, and provide sustainable systems and capacities? Much progress has been made in the SNG budget development process during the past year and both IDLG and IARCSC are beginning to understand and better perform program budgeting. In earlier years, few if any supporting documents were provided to justify expensive initiatives/programs/projects. This is starting to change as SNG budget centers develop their capabilities to articulate and justify their budget requests. Mid-term expenditure budgets, if properly developed, can prioritize limited GIRoA resources to help sustain efficiencies introduced under ASGP capacity building initiatives. 

IV.
DIRECTIONS FOR FUTURE PROGRAMMING

As per the TOR of this MTR following are “recommendations on the future design of ASGP to ensure efficient and effective implementation during the remaining of the project duration”. The recommendations recognize the ongoing development of an ASGP II proposal and relate both to questions and concerns raised by stakeholders about the activities in the significant ASGP expansion proposal as currently drafted, and to other outstanding issues. As currently envisioned, ASGP will “go national” and roll out major program elements to all 34 provinces, and a large number of districts and municipalities. As well, ASGP intends to deepen program content, adding additional activities such as Local Economic Development, and strengthening the delivery modalities, i.e., more coaching and mentoring. The expansion will challenge program management. Careful design will be required ensure aid effectiveness. 
A. 
Strategic Objectives, Expected Results, Program Design Approach

Defining a set of reasonable strategic objectives and realistic expected results for the next round of ASGP assistance is well beyond the scope of this MTR. Rather, the recommendations following suggest criteria and structured processes to guide ASGP, SNG clients, UNDP and partnering donors’ deliberations to develop specific future goals, objectives, required results and desired achievements.

Alignment to GIRoA Interests, Needs, Goals, Priorities and Absorption Capacity. It is critically important that future assistance be closely aligned to GIRoA interests and priorities via IDLG, IARCSC and SNG workplans. To identify specific needs, assistance should be preceded by an objective assessment of the organizational, administrative and managerial framework of the institution. The assessment should serve as the basis for discussion, common understanding, and agreement between ASGP and the targeted organization as to the specifics of the program of assistance, that is to say, the assessment should be designed to identify specific needs that could be addressed by one or another of the components of the ASGP assistance. 

The assessment must be rapid and focused in order to avoid “assessment fatigue syndrome”, yet be comprehensive in nature. It should evaluate at a general level the capacities of an institution to: develop strategies for reform based on the its vision, mission, goals and objectives; lead the implementation of reforms; develop/operate an organizational structure in line with core functions; produce baseline performance information; monitor and evaluate improvements; and ensure quality control of all activities. 

This approach is more proactive that generally used by ASGP to date, but it is critical if the more comprehensive expanded assistance proposed is to be executed effectively.

The process of crafting realistic objections and results should be an iterative one between ASGP and its SNG client (national and local) partners. As institutional assessments are conducted, workplans and Task Orders negotiated, and quarterly reports prepared,  expectations of what can reasonably be accomplished with the assistance provided must be updated in order to reflect the reality on the ground and to inform the design and implementation of the assistance.
On paper, the template used for recently developed Kandahar and Nangahar workplans and TOs is illustrative of a deliberate and useful process to design site specific assistance. It includes sections on plan history, purpose, plan description, results and deliverables, resources and responsibilities, schedule, expected costs, quality control plan, known risks, and review and reporting requirements. However, lacking an institutional assessment, baseline performance data and more open partnership negotiations, the resulting workplans are thin on realistic expectations for progress in improving SNG performance. 
The expected results listed in the component results matrix are largely focused on ASGP outputs, i.e., “Orientation training delivered to TC trainees”, or “Municipal staff trained on municipal laws”. Where there is reference to performance, it is very general, “Improved M&E in sub-national government ”. A scorecard baseline including more detailed indicators of improved M&E and periodic surveys and/or focus group interviews to monitor SNG M&E performance would help to address the significant donor concern that ASGP is uninterested in performance management.
The concern with the partnership process noted by the Nangahar PGO was that ASGP requested the PGO sign an MOU with attached workplan confirming co-operation in implementing the assistance before there had been an opportunity to negotiated the activities listed in the workplan. The Nangahar PGO was willing to sign a general MOU, but wanted to hold off including the workplan until they better understood and fully agreed to its terms. 

In briefly scanning the workplan, the Nangahar PGO noticed, for example, that ASGP intended to introduce and train PGO staff  in the ASGP provincial operations manual, but USAID’s LGCD program had provided this training (using borrowed ASGP materials) less than a year earlier. Nangahar PGO had a number of ideas on higher priority capacity building assistance (i.e., more coaching, higher level technical assistance, more project management capacity building, etc.) not included in the workplan. As well, they commented on the need to do a rapid institutional assessment that could guide discussions on the content, timing and sequencing of workplan assistance, and they requested a workplan budget listing costs by activity so they can negotiate assistance with an informed understanding of budget limitations.
Developing a workplan which advances the IDLG SNG reform agenda, incorporates ASGP expertise in best practices, and encourages active participation in its design and implementation by the local client will take more time and effort but will create the kind of genuine working partnership necessary to achieve and sustain progress. While it is understandable that ASGP does not want to stall program mobilization until all workplan activities are fully vetted and approved, there is a need to move forward in full partnership with the local client. A. MOU, though general, could outline the process of working together to design the assistance, and  include a set of first phase activities on which there is already agreement, i.e., revenue enhancement training for Jalalabad. A flexible MOU which focuses on process and which includes only those activities approved could result in timely assistance with full buy-in by the client. Such ownership is critically important for successful implementation.
ASGP has begun to assess internally how future assistance can align with IDLG’s proposed list of priority interventions, identifying assistance within current ASGP capacity, within reasonable extension of ASGP capacity, or not appropriate for ASGP assistance. In part, such decisions are based on management objectives of maintaining focus. This is discussed further under the section on comparative advantage below.

Reality Check – Accounting for Development, Political, and Security Challenges. The determination of program objectives and expected results must account for the wide variances in the development, political and security environments across Afghanistan. Future assistance needs to be more explicit about the approach in the south. What are the realistic opportunities? How can ASGP staff work out of the “blue box” of strict UN security protection? Are local officials committed to change and reform?

The report of the field visit to Uruzgan in early May noted the significant ongoing conflict and security situation and the severely low level of existing governance skill sets of local officials, yet recommended as the top assistance priorities the preparation of a Provincial Strategic Plan (PSP, discussed later in the MTR) and the conduct of provincial sector-oriented local economic development (LED) planning. Donors have commented that these recommendations do not pass the reality check of what can/should be done on the ground in a first phase of assistance within an extremely challenging environment. There is a perception that ASGP too often advances activities that do not reflect priority client needs or situational awareness, i.e., ASGP has PSP and LED assistance packages ready to go and wants to implement (some have used the word “impose”) them in places like Uruzgan whose local officials may not be ready for and/or interested in such assistance, and where the assistance may not be at the most appropriate level. A more effective approach may be to consider  more basic (literacy, public administration 101, etc.), more direct and immediately relevant (how to help farmers access available micro-finance programs, or petition PRTs/military for road improvement funding) and more sustained (resident coaches/mentors) assistance. Longer term visioning exercises and research oriented sector analyses may be too the most critically needed assistance at this time.  
Understandably, ASGP is trying to standardize and simplify the assistance it offers as it prepares to roll-out assistance to all provinces. At issue is whether ASGP can develop a menu of assistance options tailored to varying circumstance and which can be negotiated with local officials. In fact, ASGP is developing such assistance models, as for instance with its municipal organizational restructuring program which has designed three packages appropriate to three sizes of municipalities. 
Building on ASGP Core Competencies and Comparative Advantage. Phase II assistance should be built on ASGP core competencies and comparative advantage. The chart following portrays the spheres of relative comparative advantage in governance capacity development of the CSC (basic civil servants skill sets in management, IT and English), IDLG (core SNG public administration and participatory governance) and the sectoral ministries (technical skill sets). Overlapping areas designated L (leadership) and T (technology) between CSC and IDLG refers to ACSI provided basic leadership courses (15 day training for Grades 1 and 2)  and basic IT training, 
IDLG can/should provide via ASGP a higher level of such capacity building (leadership in practice through coaching/mentoring/exposure tours, financial management information systems development, etc. The HR overlap between CSC and the sectoral ministries relates to PAR reforms and merit based recruiting/hiring/promotion, CSC sets the standard, but increasing line ministries have a role. The IDLG/line ministries overlap “P/B” refers to planning/budgeting. ASGP is proposing to involved several line ministry provincial staff in joint planning/budgeting workshops. While in general the MoF is supposed to provide training and coaching to line ministries on program budgeting, internal auditing and accounting, ASGP efforts to include provincial/district line ministries officials in PGO/DGO workshops can help to develop/strengthen relationships and open channels of communication that are important development decision making.
Chart A: Relative Comparative Advantage
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A concern with the future design of program activities is the question of where/when/how to draw the line on providing technical assistance that crosses the divide of core public administration into the technical responsibilities of sectoral ministries. Where an activity is technical in nature or relates to an important underlying policy, process or technical concern that is the purview of one of the sectoral ministries, ASGP assistance should either not be provided or be carefully designed with full line ministry engagement to address from a SNG perspective gaps in other more technically focused assistance programs.
For instance, IDLG has an interest in ensuring that provincial government understands and has expertise in economic development. Economic growth is critically important for stability, poverty alleviation and  the development of alternative livelihoods to poppy production.  IDLG also wants to build SNG capacities to localize ANDS budgets in part by introducing Millennium Development Goals indicators in provincial development planning. ASGP has responded to IDLG concerns with a proposed Local Economic Development (LED) initiative, a sector focused economic development planning process to be lead by the Provincial Governor, and the Provincial Strategic Plan concept to better define and connect development objectives, outcomes and outputs.
In an interview with the head of provincial planning for the Ministry of Economy, it was noted that MoE is responsible for sector analyses but that provincial economic development planning capacities are weak, particularly in engaging with private sector business interests. Clearly there is a need for LED assistance. However, to date there has been no stocktaking by ASGP of other ongoing or proposed economic development assistance programs such to identify an appropriate niche for ASGP assistance. 

The MoE official commented that sector analyses may not be the most critical or immediate need in many provinces, that assistance to develop more informal participatory approaches and more direct institutional capacities (to promote/market a province, or seek funding for economic growth oriented infrastructure) might be more useful , that other donor programs might be better positioned to strengthen SNG ED capacities (USAID’s new municipal governance project calls for a substantial LED initiative) and that ASGP’s approach to providing assistance directly to the provinces via the PGO without including a component to train/coach MoE staff so that there will be a “left-behind” of increased MoE capacity to do modern sector analyses and planning would be a lost opportunity. All of these concerns relate to the issue of whether ASGP is going beyond its core comparative advantage in public administration into a technical area without sufficient preparation and justification. The LED proposal is from a technical viewpoint well designed. It  would be useful for ASGP to establish a dialogue with MoE to explain the ASGP LED initiative, how it can/will supplement other assistance and support SNG in a way that does not conflict with MoE responsibilities. As well, the LED program should be designed to sustain economic development planning capacities wherever they may be housed, and the design and implementation must be better coordinated with other assistance programs.
The ANDS implementation unit within the MoF and the ANDS monitoring and evaluation unit of the MoE (both supported by various donor assistance programs) claim to have the primary responsibility for ensuring that ANDS budgets are localized based on MDG and ANDS indicators, and thus have questioned the need for a PGO driven PSP process. However, PGOs play a critical role in the Provincial Development Planning process which the PSP will supplement. Strategic planning is in fact a core and critically important public administration activity and thus while MoF and MoE might feel that such planning comes under their technical responsibilities, it also is a fundamental SNG responsibility. PSP assistance is a legitimate and useful tool for PGOs to better understand the development and service priorities of citizens. To ensure that MoF, MoE, and IDLG via ASGP are not working at cross purposes, coordination need to be more explicitly addressed. Such coordination issues should be on a future SNG TF agenda for discussion.
Focus on Results Oriented Activities. It is critical that any proposal defines a set of targeted objectives with appropriate milestones, towards which a number of relatively flexible activities are designed to lead to a series of expected outcomes and a full set of clear and measurable results. Performance matters. Workplans must begin to incorporate indicators of outcomes/performance not just outputs.

Addressing Scale and Complexity of Program Expansion. Several aspects of future program design require attention.
· Points of Entry. It is important to identify points of entry for assistance: functional units at a point of readiness to change; staff who are receptive to improvements; and/or managers who are willing to take risk and support new ideas and new ways of doing business. 

· Approach. A twofold approach is suggested. The first is to identify activities which can result in early successes in SNG service delivery capacities. The second is to identify critical gaps or vacuums in current functions, i.e., policy development, ANDS implementation, knowledge management, etc., that require longer term and more sustained action.

· Demand-Driven Menu of Activities. Given the vast differences in SNG circumstances and capacities, future program design should provide a menu of assistance activities/packages that can be better tailored to client needs. The challenge is balancing the concerns/needs/interest of IDLG, CSC, donors, and SNG local clients. Institutional assessments are required to establish baseline conditions, identify readiness to change opportunities, and clarify stakeholder priorities. Tri-partite discussions should focused on forging agreement on realistic goals and objectives. Negotiating formal, structured but flexible Task Orders (i.e., allowing for mid-term amendments) is necessary to ensure effective assistance.
New Program Activity Protocols. Any proposed new activities (i.e., Local Economic Development) should go through a rigorous screening process to ensure an appropriate fit with ASGP’s core mission and capacities. Is ASGP the best and/or only provider of such assistance? Does the activity fill a gap? Is it the best use of ASGP resources (time, funds, management capacity)? Does the activity have a reasonable chance of success? Is it aligned to critical SNG needs? Can SNG absorb the assistance? Is it cost-effective? ASGP is already considered by many to be too thinly spread. Due diligence is vital.

 B. 
A Focused Agenda for an Expanded ASGP Program

This brief outlines an approach and possible new directions for future technical assistance for SNG capacity development. Several considerations require attention in the preparation of a ASGP II proposal/workplan:

· Vision: Capacity building assistance should be driven by a vision of an Afghanistan SNG that can make informed decisions, that engages its citizens in the planning and building of their future, that manages resources in an accountable and transparent manner, and that delivers critical public services effectively and efficiently. The vision must be communicated by SNG leadership to all stakeholders and be strong enough to guide a reform agenda. IDLG speaks of transparent and effective SNG governance, IARCSC foresees a skilled SNG workforce. Such visions, if properly orchestrated, can induce the commitment, support and coordination required to induce change and reform.

· Justification for Expanded Assistance: Clients and donors have strongly suggested that future assistance builds upon lessons learned, the recommendations of this and other performance-oriented assessments, a desire for greater client ownership, and when/where appropriate more direct management control. Advancing a timely and well developed future assistance program will require detailed arguments to justify the level of expansion proposed. 
· Timeframe/Phasing for Assistance Delivery: Assistance to SNG should be seen as the long-term institutional strengthening project that it needs to be, and structure follow-on assistance for a minimum of a five year period. This will allow adequate time for joint design; effective relationship-building; transfer and building a solid base of skills; and implementation of relevant integration activities. A breakout of discrete, manageable actions, realistically phased and appropriately sequenced will be critical to effective implementation. In particular, assistance phasing should reflect the concerns of introducing program activities in provinces with challenging developmental, political and security situations.

National Policy and Institutional Development

The successful ASGP policy development program must continue. If/when the SNG policy is approved by the Cabinet, considerable work, already begun, will be required to draft, disseminate and support the dialogue required to adopt and introduce into practice the associated laws (new and amended), regulations and administrative codes and procedures without which the policy would be inoperative. ASGP support via research, a knowledge base of best practices, on-the-ground experience from Phase I ASGP assistance, exposure visits to successful models of governance devolution within an Islamic context, and close working relationships with key stakeholders will be invaluable. It will also be important for ASGP to continuously monitor and evaluate problems, challenges and successes with the implementation of SNG policy as IDLG intends a full scale revisiting of the legal environment within the next five years .

While IDLG has developed a base level of management capacity to oversee SNG development and capacity assistance, much more work is required to institutionalize gains and take IDLG to the next level in individual skill sets (leadership and management), information management systems and governance structures (i.e., performance management unit). The current IDLG leadership has demonstrated significant commitment and ownership of ASGP capacity development assistance. It is unclear whether the new administration coming after the August Presidential elections will continue this level of commitment, which makes it all the more important to institutionalize fundamental capacities. As noted elsewhere in the MTR, this effort has already begun with the creation of an institutional architecture (policies, structures, systems, guides, manuals, etc.) of SNG governance. Building on this foundation must be an integral component of ASGP II program design.

IDLG is proposing the establishment of an Academy of Local Governance (ALG) to house and build long term sustainable capacity development programs that are specific to SNG needs. IDLG believes that ACSI cannot provide the training SNG will need to become effective. ALG could be mobilized initially simply as a dedicated classroom at the ACSI facility with materials developed and deployed via ASGP and other SNG assistance programs. One critical component of an ALG would be a continuous program of orientation on SNG authorities and responsibilities. ALG could serve as a network and/or association of local government officials and staff and provide a clearinghouse of information on SNG best practices disseminated through ALG websites and ALG hosted conferences, workshops and seminars. Essentially, ALG represents the kind of Capacity Building Units (CBUs) being developed in sectoral ministries. 

IARCSC capacity development targeted for the PAD, PMU and ACSI has been critically important in advancing first level PAR reforms to SNG, introducing new and better processes for merit based recruiting/hiring and promotion, and institutionalizing capacity development assistance via the ACSI. However, further progress is at risk due to an inconsistent high level commitment to fundamental reform.PAR and merit based HR policies while well designed on paper continued to be plagued with less than fully effective implementation which can only be improved if supported at the highest levels. For instance, ACSI developed almost a year ago a strong innovative strategic plan to significantly strengthen its capacity to serve as the primary vehicle for governance capacity development in Afghanistan, but internal divisions have stalled implementation of the plan. Possible ASGP assistance to implement parts of the plan related to SNG capacity development should be contingent on resolution of these internal conflicts..

Prerequisite to all future IDLG and CSC targeted capacity building assistance via ASGP II should be an early, rapid but comprehensive stocktaking of all alternative ongoing and planned donor assistance. There are many shards of assistance which without better coordination will result  in lessened aid effectiveness. There is almost unlimited need for capacity development assistance in Afghanistan, lost opportunities created by duplicating competitive assistance programs should not be tolerated. This is discussed further under the section on donor synergies later in this report.
Provincial Governance and Development

Assistance to date for PGO/DGO governance development has been piloted via a standard package which includes the introduction of a well developed operations manual and associated training, access to IARCSC basic training program for civil servants, and basic good governance training. Discussions with PGO officials suggest that there is interest in and need for higher level capacity building across a variety of administrative, management and technical areas. 

ASGP is proposing several new/expanded initiatives. Provincial Strategic Plans (PSPs) are meant to: localize (provincialize) Millennium Development Goals (MDGs); connect provincial results to the MDGs and ANDS targets; add a strategic dimension to the provincial planning process; ensure continuity of provincial development; harmonize sub-national planning with international best practices; upgrade capacities of provincial institutions in strategic planning; policy development and strategy-making; and increase transparency and accountability of the provincial government. PSPs are designed to be outcome focused (though general in the nature of the outcomes identified), interactive and iterative, data driven and serve as a feedback mechanism for long term evaluation of progress. PSPs will not be disciplined by budget envelops, which may detract from their usefulness. Where appropriate (PGO is committed, ready and capable to participate), PSPs can be both a useful process and tool for SNG capacity building. 

There is increasing recognition of the need to strengthen SNG economic development capacities. The role of local government in economic development is misunderstood if understood at all. ASGP proposes an ambitious provincial based, sector-oriented planning process to target future investments in support of identified economic growth opportunities. The LED manual is thorough and well developed. However, there are concerns that ASGP is proceeding without the engagement of key GIRoA stakeholders (Ministries of Finance and Economy and ANDS implementing agencies), that ASGP proposes to do the work without necessarily working through local officials and without a skills transitioning component, indeed civil servant  are not yet identified suggesting leave-behinds are not a major objective of the assistance. There is also concern that the data required does not exist which could jeopardize the quality of the recommendations. As well, LED is the subject of several other ongoing and planned donor programs, careful coordination is mandatory before ASGP launches this new initiative.

The Executive Director of the Nangahar PGO expressed a strong desire to develop a closer working relationship with ASGP based on mutual interests and respect. He has many ideas for assistance, some relate to “things” (vehicles, facilities), but others related to specific needs addressing problems encountered in the day-to-day operations of the PGO. There is a significant opportunity to conduct a rapid institutional assessment to use as a basis for discussion to address issues of organizational development, work process streamlining, the introduction and/or expansion of information management systems including GIS, new and more innovative means of participatory governance, and modern strategic communications capacities. These potential areas of intervention and assistance are clearly within ASGP core public administration focused, are highly sought by PGO officials, are targeted to strengthen the underpinnings of a service delivery focus for SNG and could/should become major elements of the standard AGSP provincial assistance package. 

Assistance to provincial councils has included a basic orientation and “how to a be councilperson” training, and the establishment and support of a provincial council network. There is some effort to begin to provide training in monitoring and evaluation as a preview to the expanded role of provincial councils envisioned in the SNG policy. A new round of training is scheduled for two weeks after the August elections. ASGP will roll-out the basic orientation to all provinces and update the materials to include a thorough indoctrination in their new roles and responsibilities. Higher level training to analyze the budget, incorporate citizens views into provincial development plans, prioritize investments, monitor implementation, communicate via the media, etc., is included in future PC assistance design.

As noted earlier in the report, ASGP’s extensive assistance to IARCSC regional offices and provincial training centers has included support for the delivery of CSC’s basic 6 month course in IT/management/English for mid level civil servants. There is a desire to add higher levels of training, and to use the centers as a base of operations to provide follow-up coaching and mentoring and where appropriate via peer learning (by conducting training-of-trainers programs). Concerns that current training is not based on individual needs assessments, that there is no policy to determine or guide selection of participants, that training is not always relevant to workplace requirements, and that there is no performance monitoring and evaluation should be explicitly addressed before new programs are designed/introduced.
Municipal Governance and Development

ASGP’s very successful municipal governance and development program will be continued and rolled out to more/all provinces. Core revenue enhancement and service delivery activities are well developed and can be readily introduced in many municipalities. They represent core ASGP competencies where ASGP holds the comparative advantage. There are questions as to how these activities will be implemented in areas of high security concerns which must be directly addressed in the program expansion proposal.

Recently, ASGP has begun to implement organizational restructuring in municipalities in northern Afghanistan as per the three models designed for different sized municipalities. The restructuring will sequence PAR reforms and the Pay and Grade upgrades.

ASGP is also evaluating additional service delivery capacity development. Current pilot activities have been targeted on community-based solid waste collection. Mayors in various cities have requested assistance for urban planning, road construction, local economic development and small scale water or energy supply. If properly conceived and matched to citizen identified priorities, such assistance can/should be pursued.

C. 
A Strengthened Management Approach 

ASGP II program expansion will necessitate significant changes in management. ASGP has already begun to restructure, the mobilization of the new regional governance offices and the new ASGP organization chart being clear evidence of ASGP’s commitment to stronger management systems. In addition to these initiatives, ASGP and UNDP are implementing the “business center” concept where UNDP has devolved most responsibilities for HR management and procurement to the project. This should avoid some of the bottleneck problems that have consistently plagued the mobilization of ASGP Task Orders and implementation activities.

ASGP is currently in the process of procuring audit services to assess IDLG and IARCSC capacities to assume greater management responsibilities including payroll and service contracting. Transitioning from UN DIM modalities to NIM will require specific capacity development and a specific terms of reference defining continuing ASGP monitoring, evaluation and auditing functions.

Several stakeholders have suggested that where feasible, ASGP consider alternative capacity building delivery mechanisms. A number of NGOs have developed training capabilities and could serve to mitigate the problem of working outside the blue box that challenges ASGP efforts in provinces with security problems. As well, ASGP addresses this problem through task orders with the government so that government employees are empowered and develop the capacity to deliver the services directly.
Going forward, ASGP program delivery in the provinces and municipalities will be managed out of the newly established regional offices. The regional offices have been structured to include a team of ASGP experts, international and national consultants and project component staff. Regional offices will build relationship with development partners operating in the area and, through the Regional Governance Advisor, will advise and provide technical assistance to support SNG in undertaking their basic functions and responsibilities for a more cost-effective delivery of services to the people. As well, the regional offices will serve to advocate and promote UNDP’s mandate and mission in the region. Interviews with local clients in Nangahar confirm the importance of having an ASGP presence outside of Kabul and suggest that having regional advisors in the field can substantially improve communications and program responsiveness.
ASGP must strengthen its Performance Management Plan. A set of  measured outcomes matched to “acceptance quality level” standards is required. The measures can be relatively straightforward, and can be monitored via simple surveys. The PAP should pose a baseline of a limited number of key factors, essentially a scorecard, which shows that assistance has improved specific governance institutional and individual capacities X, Y, Z on a scale of 1- X. Such performance measurement can be supplemented with costs by activities to provide the data for future cost-effectiveness assessment.
D. 
Sustainability and Afghanization of Program Assistance 

Sustaining the progress achieved in program assistance and the related issue of increasing Afghanization of program responsibilities was discussed in some detail earlier in this report, and will not be repeated here. One additional suggested recommendation to advance both simultaneously is the effort to develop a significant youth internship program in the provinces which would target the next generation of governance leaders in Afghanistan. The Mayor of Jalalabad expressed it best, “youth leadership is key to the long term development of Afghanistan”. Recruited in the provinces to work “at home”, paid a modest stipend, and provided appropriate training, an internship initiative can build a cadre of young leaders with governance interests and abilities as a shinning legacy of ASGP efforts in Afghanistan. ASGP has begun to implement an internship program in southern Afghanistan and if successful, should replicated the program in all provinces.
E. 
Coordination and Synergies with other Donor Activities

Capacity development is a significant cross-cutting theme in almost all donor programs in Afghanistan. An approach is needed to coordinate capacity development objectives and activities (ongoing and/or planned) to optimize project implementation and make the most efficient and effective uses of the various delivery modalities, financial resources, and expertise related to capacity building. ASGP engagement in such an approach for various elements of its capacity development arsenal – particularly in developing competencies in policy formulation, organizational development, and SNG management – could prove invaluable in synergizing ASGP capacity building assistance.

It has been suggested that the SNG TF create select sub-committees or working groups to minimize duplication of technical assistance and training by the various donors. Assignments should be made to conduct “gap analyses” – informal surveys of who is doing what – which would be used in discussions with donors to clarify respective roles. Going forward, a potentially more valuable approach would be to coordinate for synergy. Gaps may not be "as evident" with this approach. The point should not be for ASGP to find a gap and fill it, but to do organizational assessments to identify skills competency deficits that constrain organizational performance and productivity, and then develop, in partnership with relevant stakeholders a responsive SNG capacity development plan, accentuating skills development. It has been suggested that IARCSC is developing such a  plan, but other stakeholders have discounted the viability of that effort. "Synergy" accentuates making a contribution that improves the whole of the organization, including support being received from other donors. 

IDLG and IARCSC have neither the capacity nor interest to lead such an initiative. UNDP itself should consider taking on this responsibility.
There are a number of specific programs where closer cooperation and coordination could avoid duplications and improve aid effectiveness as following:

USAID-funded Programs

Municipal Governance Support Program (MGSP). The purpose of the Municipal Governance Support Program for Afghanistan (MGSPA), currently being bid,  is to create effective, responsive, democratic, transparent, accountable and gender sensitive municipal governance in select municipalities throughout the country.  The MGSPA will: (1) clarify the local governance framework; (2) provide responsive policy guidance and assistance to sub-national entities; (3) strengthen the legal, fiscal, economic and service delivery functions of select municipalities; and (4) foster greater citizen participation in municipal governance.  As a result of the MGSPA, Afghan citizens will know where to turn to for better delivery of services, will understand the responsibilities of local governance leaders, will play an active role in the decision making process and will see local governance structures as legitimate. Proposals for MGSP are due to USAID August 11, 2009.

There are significant overlaps between ASGP and MGSP. A protocol is required to ensure active coordination. The SNG Task Force should convene an IDLG chaired working group to address key coordination issues in order to avoid duplication of assistance. 
The Afghanistan Municipal Strengthening Program (AMSP) provides technical assistance and capacity-building to provincial municipalities to improve capacities to deliver essential public services such as water, power, sanitation, safe roads, parks, solid waste management, ditch cleaning and youth activities.  This program trains municipal staff and mayors in the areas of governance (leadership, management and administration); public finance (budgeting procurement and cash management); urban planning (master plan and strategic municipal action plan development); and economic development.  AMSP operates in the following municipalities:  Jalalabad (Nangarhar), Khost (Khost), Tirin Kot (Uruzgan), Bazarak (Panjshir), Charakar (Parwan), and Sharana (Paktika), Qalat (Zabul), Ghazni (Ghazni), Gardez (Paktia), Kandahar (Kandahar), Asadabad (Kunar) and Nili (Dai Kundi).

ASGP and AMSP has begun to clarify respective roles for assistance in Dai Kundi where both programs are active. 
Capacity Development Program (CDP). CDP is the largest and most comprehensive of USAID’s core public administration capacity building efforts. Assistance in financial and human resource management is provided to central ministries and agencies, and through IDLG to local government. Training, coaching and technical assistance are provided in program budgeting, procurement, and internal auditing. New initiatives in expenditure management will soon be underway. The potential for expanding into external auditing is being considered. Assistance for ANDS implementation in the form of project design/management and monitoring and evaluation skills development are planned. Strengthening the strategic communications capacities of will be offered to GIRoA. NGO capacity development efforts have supported start-up civil society advocacy and social auditing initiatives. CDP is in the process of incorporating the governance component of the Local Governance and Community Development Program (LGCD) which implements sub-national program components that provide linkages to governance and public administration reform.   LGCD provides training and technical assistance to Provincial and District Governors and line ministries to build management capacity, service delivery and outreach to communities.  LGCD is currently active in all provinces except 4 (which may be added in the near future to program coverage): Nimroz, Wardak, Kabul and Dai Kundi. 

There is significant opportunity for ASGP-CDP cooperation. CDP programs at both the national and SNG levels are closely associated with IDLG and IARCSC intended reforms.
Support for the Center of Government (OoP/SCoG). The program administered by The Asia Foundation (TAF) is currently providing support for policy and core public administration capacity development throughout the Office of the President (OoP). SCoG has provided advisory assistance to IDLG which is an office within the OoP.
OoP assistance from USAID aims to strengthen the policy capacity of OoP and its sub-offices including IDLG, and the Cabinet which is responsible for SNG policy approval. Long term policy capacity development should be coordinated between ASGP and SCoG.
The CEPPS Support to Sub-national Governance Institutions in Regional Command East and Regional Command South (CEPPS SNG Program) provides training and support to 20 provincial councils to conduct oversight and contribute to the provincial development process, as well as to 20 governors’ offices to understand and meet constituent needs. Program components include budget/fiscal responsibility, public opinion polling, town hall meetings, and development of media strategies. The CEPPS SNG Program operates in the following provinces:  Dai Kundi, Helmand, Kandahar, Nimroz, Uruzgan, Zabul, Bamiyan, Ghazni, Laghman, Logar, Kapisa, Khost, Kunar, Nangahar, Niristan, Paktia, Paktika, Panjshir, Parwan and Wardak.
CEPPS implementing partner NDI provides specific training assistance to provincial councils at a claimed deeper level than ASGP’s basic orientation training. There is the possibility of complementary programming where each organization can bring comparative advantage and experience to bear for PC development.
The Economic Growth and Private Sector Strengthening (EGPSS) project has focused on economic reform, financial sector strengthening, and creation of an enabling environment for trade and business development in Afghanistan.  Since 2005, EGPSS has been USAID’s primary economic governance activity, working with the Central Bank, the Parliament, the President’s Office, the Ministries of Finance, Economy, Commerce and Industry, Energy, and Communications and Information Technology, among others.  The project has provided technical assistance and support on economic policy and coordination across key governmental institutions. A new round of EGPSS is currently being bid.

Future EGPSS assistance will build on the current program and may incorporate economic development policy work that extends to the provincial level. EGPSS extensive contacts with all of the key GIRoA economic stakeholders is a significant comparative advantage. 
The Afghanistan Small and Medium-Sized Enterprise Development (ASMED) project provides a full range of business development services to small- and medium-sized enterprises (SMEs) and their supporting private sector institutions, such as business associations, which seek to remove non-governmental barriers to establishing and running successful businesses and support the development of local business infrastructure.  
This project provides an entrée into local economic development related to small business development. ASMED field expertise could inform ASGP’s LED initiative.
The Land Titling and Economic Restructuring of Afghanistan (LTERA) project aims at resolving land rights issues to ensure clear transfer and documentation of ownership, and supports privatization of state-owned companies to create a viable market economy.  
ASGP’s modest land community dialogue supplements LTERA activities and could be extended.
The Youth Empowerment Program (YEP) was awarded in September 2006 to the UN-Habitat and funded by the Office of Social Sector Development (OSSD) (through April 2009) to increase the participation of young Afghan women and men in the reconstruction and advancement of their country.  The project is the first USAID activity to target youth, and was designed as a pilot to demonstrate ways of effectively engaging and targeting youth across the democracy, health, education, economic growth, and agriculture Mission Strategic Objectives.  The pilot was also intended for replication by UN-Habitat and the Ministry of Information, Culture and Youth Affairs (MICYA).

YEP initiatives in the provinces could be a model for possible ASGP youth efforts.

Initiative to Promote Afghan Civil Society (I-PACS). I-PACS supports a variety of capacity development initiatives for civil society organizations (CSOs) in Afghanistan.
I-PACS is a significant CSO capacity development project. I-PACS has developed a network of CSOs in the provinces interested in governance issues. ASGP nascent CSO component could benefit from discussions with I-PACS.
Other Donor-Funded Programs

Making Budgets and Aid Work (MBAW). The main components of UNDP’s MBAW aims to ensure: 1) A budget that is comprehensive, policy based, prepared in an orderly manner and supportive of the National Development Strategy, 2) Piloting of programme budgeting in the line ministries for budgets to be prepared in accordance with national sector strategies under the ANDS and the Afghan Compound and the piloting of provincial budgeting in the provinces to ensure that budgets are prepared in consultation with the provinces and in line with provincial needs and that resources are distributed in an equitable manner across the country, 3) Alignment of external assistance and improved aid effectiveness to support Afghanistan’s Development Goals and Strategy, and 4) Implementation of an Exit Strategy to build sustainable capacity within the GoA and gradually out-phase projects staff while ensuring that positions are filled with civil servants and new graduates, duly providing them with the needed training to take over the work tasks.

Coordination between MBAW and ASGP has been established in terms of training provided to the provincial level administrations from the two projects.

Capacity for the Afghan Public Service (CAP). UNDP’s CAP is focusing on three service components, namely, (1) providing coaching and advisory services to senior civil servants and other all line functionaries (2) providing basic management and administration services at the provincial and district levels, and (3) developing a national market of capacity builders through provision of international, regional and Afghan national coaching/advisory services on a large scale and at reduced cost.

CAP has sent 2 UNV coaches under ASGP auspices to Mazar for six months to one of the line departments to provide training in the same training material as developed by ASGP. Additionally, a CAP coach provided coaching to IDLG on internal audit and contributed to establishing the audit unit in close collaboration with ASGP. Based on discussion between the two projects, CAP is also considering dedicating a coach full time to IDLG. Discussion between ASGP and CAP on the assignment of CAP coaches at the sub-national level has also been ongoing and coaches for the sub-national level is planned.

The UN Commission for Human Settlement (UN-Habitat) has undertaken city profiling and municipal strategic action planning in Mazar-i-Sharif, Kandahar, Jalalabad, Herat and Faryab.  In addition, UN-Habitat is improving governance and providing support to Kandahar:  
ASGP’s urban planning activities are based in part on the model developed by UN-Habitat.
Strengthening National and Provincial Tax Administration in Afghanistan was initiated in 2004 and is funded by the Department for International Development (DFID).  The goal of the program is to support the Government of Afghanistan to significantly improve domestic revenue mobilization rates. This will help to finance Afghanistan’s medium term reconstruction and development priorities, assist the financing and delivery of basic services, strengthen the social contract between the Government and ordinary citizens and reduce the country’s over-reliance on aid. The goal and purpose will be delivered through the following outputs a) implementation of institutional and organizational reform in MoF, b) development of sustainable professional capacity in MoF;  c) implementation of tax legislation reforms and d) improved tax-payer awareness and revenue transparency. 
National standards on tax revenue policy can help guide SNG municipal revenue policies. Coordination is required.

The World Bank is developing the following projects: 

Stimulating and Sustaining Private Sector Based Economic Growth is intended to be a broad “umbrella” project that will sponsor policy-oriented analysis – including sectoral studies and feasibility assessments – leading to practical recommendations for prioritizing and carrying out significant aspects of the economic growth/private sector development agenda.  Among other things, this project may update the Afghanistan Investment Climate Survey published in 2005.  The main tasks are to: develop a sound information base for policymaking; and advance concrete recommendations for strengthening private sector development and enhancing prospects for sustained rapid economic growth.  
Financial Sector Strengthening Project (a joint IBRD-IFC effort) will focus on supporting the DAB in the areas of accounting and auditing, information technology systems, human resources and training.  It also plans to facilitate businesses’ access to finance and build capacity of the banks to process sound business loans, through assistance in establishing a credit information bureau, a collateral registry, and a banker training institute.  
Taken together, these two initiatives could significantly overlap with ASGP’s LED initiative. Careful design and coordination of specific activities in the field is critical.

F.
Conclusions – The Way Forward

Through ASGP, UNDP has established a flagship sub-national governance capacity development program that, in less than two years, has gained wide spread recognition across Government and the donor community for being responsive and valuable in meeting clearly unmet SNG capacity building needs across Afghanistan. Developmentally, a lot has occurred in the fast-paced months since UNDP launched ASGP. For example: 

· Government generally has demonstrated a much tighter grip on its commitment to lead and has:

· Completed its five-year development strategy (ANDS) and attracted impressive donor commitments for its implementation

· Launched an ambitious local development initiative

· IDLG has strengthened its capacity and commitment to oversee SNG development:

· Prepared a five year strategic workplan

· Completed a comprehensive SNG enabling policy, now before the Cabinet for approval

· Overseen significant increased in on-budget SNG funding

· Restructured to focus management attention on critical capacity building initiatives

· Pilot governance development programs at the provincial, district and municipal levels of government are showing some initial success

· IARCSC, demonstrating its commitment to serve, has:

· Launched its Provincial Affairs Department (PAD) and Program Management Unit (PMU) to strengthen PAR reform initiatives at SNG levels

· Activated a new Pay and Grade scale across the entire civil service, in recognition of the need to streamline the grading structure and increase salaries in order to attract and retain skilled civil servants

· Established ACSI and its provincial training centers as Government’s “primary engine” of capacity development

· The Donor Community has responded to these and other developments and has:

· Increased the magnitude and breadth of its program and resource commitments to SNG capacity development

· Preliminarily embraced Government’s moves to lead donor coordination, initially in SNG capacity development programs and, potentially broader NIM responsibilities for assistance management and delivery.

Future ASGP assistance must be designed within this context of an improved environment for SNG support. ASGP itself must grow and evolve. ASGP’s experience on the ground has provided significant lessons learned on which to based future assistance. ASGP focus on core SNG public administration represents a strong comparative advantage. With an increased attention to performance management (via organization assessments, performance baselines, improved M&E capacities), careful stocktaking and coordination to avoid assistance duplication, and strengthened commitments to assistance partnerships with GIRoA/SNG, ASGP II holds enormous potential to achieve the primary goal of SNG assistance: Enabling SNG to have the authority and capacity to engage citizens and effectively deliver critical public services in an accountable and transparent manner in ALL provinces. 

There are several risks which may reduce this potential. It is unclear whether the next President and his administration will give priority to SNG and find the political will to support the reforms needed to realize an effective SNG capacity. SNG governance development is significantly at risk in the those provinces where the security situation has worsened. 

One risk factor that can be directly addressed by ASGP’s supporting partners is the risk of inadequate resources and level of SNG assistance. Donors are encouraged to work closely with ASGP to resolve concerns noted in the MTR so that ASGP II can be designed to be an effective vehicle for critically needed SNG institutional development and capacity building assistance.

ANNEX A: ASGP RESULTS MATRIX

	Key Areas
	2007 Baseline
	2007-2008 Key Achievements
	2009 Planned Key Results

	National Policies and Institutional Development

	a) Policy
	No national agency responsible for sub national governance reform
	Independent Directorate of Local Governance was established by the GoA and ASGP assisted in development of its strategic framework, strategic work plan and establishment of the IDLG policy unit 
	IDLG will be further strengthened with human resources and technical expertise to develop internal capacities to formulate, implement, monitor and evaluate interventions in sub national governance reform

	
	No Sub-national Governance Policy
	Draft Sub-national Governance Policy and its implementation framework developed with 44 government ministries/agencies
	The legal framework for sub-national governance will be reviewed and new laws, regulations, rules of procedure and codes will be drafted

	
	No nation-wide performance measurement system for sub- national governance
	Performance monitoring system (GOFORGOLD) was developed to measure the quality of governance at the provincial level 
	GOFORGOLD will be expanded to 22 provinces, and quarterly and annual GOFORGOLD reports made available

	b) Public Financial Management
	No costing or strategic planning of overall sub national activities 
	IDLG’s strategic work plan with a proposed $610 million budget for five years (1387-91) submitted to MoF (completed with assistance ASGP)
	Actual costing of all activities in IDLG’s strategic work plan  

	
	No identification of capacity development needs 
	PFM capacity need assessment conducted for national office of IDLG and training provided
	Programme based budgeting introduced. Project document and budget proposal developed with local participation 

	
	No expenditure management tool in place 
	Afghanistan Financial Management Information System (AFMIS) tool was established for expenditure analysis at SNG level
	Proper Integrated Financial Information Management System (IFIMS) in place to analyze budget efficiency and waste 

	
	Internal audit function at the central level inoperative
	Manual on Internal Audit was developed

Internal Audit Unit in IDLG established
	75% of sub-national government entities will be audited

	
	Internal audit structures in Provincial Governor’s Offices non-existent; 

no local expertise in internal audit procedures
	Internal auditors were appointed in 70% of PGOs Training programme on Manual on Internal Audit was initiated for internal auditors (22 auditors trained)
	Internal auditors will be appointed in all 34 provinces and assisted in execution of their functions through training, technical advice and provision of equipment 

All 85 internal auditors will know and be able to apply the Manual on Internal Audit

	
	Financial management expertise in sub-national government entities assessed at 2 on a 5-point scale
	PFM tools developed and distributed to PGO staff in 34 provinces


	FM expertise and performance will reach level 4 at the central level and level 3 at the sub-national level, with 65 IDLG staff and 400 officials from sub-national government entities trained in financial management. All 13 IDLG departments will be able to independently budget their programs, sub-programs and activities

	
	Sub-national financial planning and reporting late, incomplete and inconsistent 
	Quarterly revenue forecasting and expenditure methodology based on AFMIS generated reports was developed; regular financial reporting from sub-national government entities to IDLG was introduced
	

	c) Human Resource Management
	No internal capacity-building capacity in IDLG
	IDLG capacity development assessment delivered to central office

IDLG capacity development strategy developed and approved

IDLG capacity-building unit was designed
	IDLG CBU will be established and enabled to independently develop and implemented capacity-building interventions with regard to sub - national government entities
34 provincial capacity building working groups established and operational

	Provincial Governance and Development

	PGOs and DGOs 
	No ANDS-based strategic planning exists at the provincial level
	Provincial Strategic Planning (PSP) and Local Economic Development (LED) concept developed and approved by IDLG. IDLG Strategic Planning Team established
	PSPs (including LED strategies) will be completed in 12 provinces as the basis for annual provincial planning

	
	No operating manuals exist for Provincial and District Governor’s Offices
	Provincial and District Operating Manuals developed and approved by IDLG and IARCSC; DGO manual introduced in 12 provinces
	Provincial operating manual will be introduced in 12 provinces and the district operating manual will be introduced in another 10 provinces. At least 50% of POM/DOM provisions will be applied in practice in PGO/DGO.

	
	No capacity assessment and capacity needs identification available for PGO/DGO
	
	Capacity assessment methodology was developed and approved by IARCSC 
Capacity development assessment will be conducted  in 14 PGO/DGOs to allow development of capacity-building programs

	
	Clear and uniform HR management procedures do not exist  
	HR procedures in the Provincial Operating Manual and HR Management Manual was developed
	Procedures in accordance with the POM and HR Management Manual will be introduced and applied in 12 PGO. PGO HR management database will be introduced in 12 provinces.
34 HR officers from PGOs will be trained in HR management

TNA delivered for 22 PGOs and learning development plans produced. 

	
	None of the Provincial Governor’s Offices has an integrated ICT architecture
	ICT assessments were carried out in 6 provinces and proposals developed for establishment of an integrated ICT architecture
	Integrated ICT architecture will be established and made operational in 6 Provincial Governor’s Offices

	
	10% of PGO and 0% of DGO restructured; new PGO structures are only partially functional
	50% of PGO restructured; functionality of the new PGO structures evaluated through two in-country study tours (Mazar-i-Sharif and Herat), and proposals developed for streamlining PGO operations
	70% of PGO and 40% of DGO will be  restructured; TOR of PGO units and individual posts will be amended to eliminate duplication of functions and streamline PGO operations

	
	No results-based operational work planning exists in PGO/DGO
	PGO/DGO Results-Based Planning Guide developed and introduced in 12 provinces
	Results-based annual, quarterly and monthly operational planning will be applied in PGO/DGO in 12 provinces

	
	Civil servants at the provincial and district level lack basic knowledge and skills in management and IT
	1866 civil servants (incl. 10% women) underwent induction training in management, English and IT in 15 provincial Training Centers. Internship programme was designed to increase the number of qualified candidates for permanent positions in the regional civil service
	3000 civil servants will be trained in management, English and IT. 180 interns will complete the internships programme, most of them joining the regional civil service



	Provincial Councils 
	Provincial Council are operationally ineffective
	PC Rules of Procedures developed, approved and introduced in all 34 provinces. PC Information and Network Center was designed
	New PCs will know the Rules of Procedures and will be able to follow them in practice. PC Information and Network Center will be made operational to allow continuous exchange of information and best practices between PCs. All PC will fully apply the Rules of Procedures

	
	Civil society is underdeveloped or non-existent
	CSO grant programme was designed
	CSO grant programme will be implemented in all 34 provinces to promote civil society development

	Municipal Governance and Development

	Municipalities
	Municipal revenue generation is low and unsustainable (depending on exhaustive resources, such as land sales)
	Municipal revenue improvement action planning was introduced and implemented in 6 provincial municipalities (Aybak, Mazar-i-Sharif, Maimana, Sheberghan, Sari Pul, Puli Khumri), with municipal revenues showing an increase of 30-40% during 1388
	Revenue improvement action planning will be expanded to another 5 provincial municipalities (Taloqan, Faizabad, Charikar, Mahmood Raqi and Maidan Wardak ) and 6 district municipalities Andkhoy (Faryab), Aqcha ( Jawzjan), Balkh and Kholm (Balkh), Baghlan-e-Jadid (Baghlan) and Emam Saheb (Kunduz)

	
	Quality of basic municipal services (particularly waste management) is very low (1.5 on a 5-point scale in Maimana, 2007)
	Solid Waste Management (SWM) commissions established in 6 pilot municipalities and door-to-door waste collection introduced
	SWM programme extended to another 5 provincial municipalities and 6 district municipalities; public satisfaction with municipal services increases to 3 on a 5-point scale

	
	Municipal organizational structures are outdated and do not provide for effective and efficient services delivery
	Modern organizational models were developed for municipalities based on clear delineation of functions among different government levels and approved by IDLG/IARCSC
	New organizational models will be introduced in three provincial municipalities
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ANNEX D:
ILLUSTRATIVE INTERVIEW QUESTIONNAIRE 
Public Sector (Ministries/Agencies, LG Offices)

1.
In order of effectiveness (e.g., funding, duration, technical focus, etc.), which international donors are currently supporting capacity development within your organization? What unique attributes of assistance from these donors makes their assistance an effective and critical capacity development provider? 
2.
How is ASGP assisting your organization to identify capacity building needs and to plan initiatives and coordinated capacity development assistance? How effective has ASGP been in their approach? 
3.
What have been the most valuable (3 – 5) contributions of ASGP to your capacity development, including direct and indirect assistance, and what, in particular, makes these contributions stand out?

4.
How does ASGP assistance compare to other capacity development activities in terms of, responsiveness to your needs, approach to management, and contribution to improved performance in your organization?

5.
What are the most prominent, general measures of improved performance within your organization that demonstrate sustainable benefits from capacity development initiatives? 
6.
What are the priority (3 – 5) but unmet capacity development needs in your organization and what are your plans for addressing these needs?

7.
How will addressing these priority needs impact the performance of your organization?

8. 
What are the programmatic and operational factors which may hinder the effectiveness of capacity development assistance to your organization?

9.
How can the overall role and attributes of UNDP management in ASGP implementation be strengthened to manage an expanded program in the future?

 10. 
How can progress achieved in ASGP provided capacity development to your organization be sustained?
Donors/Other Stakeholders 

1. To what extent is the design of ASGP valid and appropriate in the current SNG environment ?
2. How well is ASGP aligned to strategic plans of national institutions of IDLG, IARCSC and other relevant government stakeholders? 

3. To what extent has ASGP contributed to strengthening the role of sub-national governance institutions in service delivery to Afghans?

4. To what extent is there sufficient political will to take the reform process further at the sub-national level?

5. To what extent ASGP components and outputs are addressing the sub-national priorities?

6. To what extent has ASGP’s components and outputs resulted in change at sub-national level?

7. To what extent has ASGP Gender Integration Strategy been implemented by ASGP at sub-national level?

8. To what extent has ASGP been successful in achieving planned outputs to-date?

9. What are the major external as well as internal issues influencing implementation of components and outputs and how can risks mitigating procedures further be strengthened?

10. To what extent do ASGP activities complement, duplicate or compete with other international initiatives at sub-national level?

11. What are ASGP comparative advantages in providing SNG assistance?

12. What efforts/synergies have been developed/or are possible between ASGP and other UNDP/International community initiatives at sub-national level?

13. How can the overall role and attributes of UNDP management in the program implementation, as well as in building the national capacity of IRoA, be strengthened to manage the program on its own in the future?
ANNEX E: MID-TERM REVIEW TERMS OF REFERENCE
The MTR Terms of Reference presented below specified a team comprised of an international Team Leader (this consultant) and three National Experts. In the end, the Team Leader time was reduced from 45 working days to 35 days, and the three national experts never materialized. Thus, it should be recognized that the scope of the assignment has had to be adjusted in the field.
UNDP Afghanistan 
Mid-Term Review (MTR )

Afghanistan Sub-national Governance Project

Terms of Reference
1. Context 

The Afghanistan Sub-national Governance Project (ASGP) plays a central role in developing capacity and systems to ensure effective implementation of the governance strategies outlined in the Afghan National Development Strategy (ANDS) and the Afghanistan Compact addressing the challenges identified for sub-national governance. ASGP is directly implemented by the United Nations Development Programme (UNDP) in partnership with the Independent Administrative Reform and Civil Service Commission (IARCSC) and the Independent Directorate for Local Governance (IDLG) for the duration five years with a total budget of USD 43.2 million.
ASGP is aligned to the United Nations Development Assistance Framework (UNDAF) to achieve: “By 2008, an effective more accountable and more representative public administration is established at national and sub-national levels, with improved delivery of services in an equitable, efficient and effective manner.”

ASGP is further aligned to UNDP’s Country Programme Action Plan (CPAP) Outcome 2 to achieve: “The Democratic state and government institutions strengthened at national and sub-national levels to govern and ensure the delivery of quality services including security with special attention to marginalized groups” and CPAP Output 2.1: “Public sector capacity strengthened through the development of civil service at the central and sub-national levels, the establishment of accountability mechanisms and the enhancement of information management for better service delivery.” 
The ASGP aims to strengthen the drivers of development effectiveness through developing national capacities, enhancing national ownership in the process, advocating and fostering an enabling policy environment, promoting gender equality and fostering partnerships. The goal of ASGP is to establish sub-national governance in the districts and provinces through a well sequenced and coordinated intervention that focuses on public services and governance.
To address these challenges, the ASGP has been structured into three major components and one support component:

Component One: (Policy)

Provide support to central government agencies responsible for formulating and implementing sub-national governance policy and developing the legal and regulatory framework. This support will focus on developing capacity and awareness of the functions of the central government, facilitating national dialogue on sub-national governance and technical support to key ministries.

Component Two: (Capacity Building)

Provide support to the government’s public administration reform strategy to build institutional and administrative capacities in provincial and district administrations to manage basic service delivery through reforming organizational structures, streamlining management processes, developing essential skills and knowledge of civil servants and improving management of public service delivery. 

Component Three: (Representative Democracy)

Support for the development of representation and participation in sub-national governance by strengthening the capacity of Provincial councils, supporting knowledge sharing and exchange among provincial councils and conducting awareness-raising and civic education campaigns to help citizens participate in conflict-sensitive governance.

Component Four: (Management)

Provide support on strengthening national capacities in programming, administrative management, financial management, systems design to enable the Government of Afghanistan (GOA) counterparts in transition to full national implementation of the project within three years.

The above four above components are implemented through the following outputs: 

1.1 The capacity in IDLG o design and regulate a new sub-national governance framework is developed 

1.2 A broad-based understanding of the current sub-national governance system is created

1.3 The design of a revised strategic institutional framework for sub-national governance is in place

2.1 A sub-national PAR strategy is finalised and participating Provincial Governor’s offices, district administrations, municipalities are strengthened

2.2 Skills and knowledge of civil servants to manage basic services are upgraded

2.3 Management of public service delivery in participating provinces and municipalities is improved

3.1 The capacity of elected sub-national bodies to undertake their roles in citizen representation, public service monitoring and conflict resolution is strengthened

3.2 A platform to facilitate coalition building and networking among subnational elected representatives is created 

3.3 Citizen Awareness and understanding of Sub-national Governance is deepened

3.4 Capacity to undertake conflict sensitive sub-national governance is enhanced

4.1 Capacity for national programme implementation within the life of the programme is established

2. Purpose of the MTR (Objectives)

The implementing environment of the ASGP has been changing rapidly since the design phase and initiation of the project in late 2006. ASGP has started year three of implementation and, as envisaged in the Project Document a mid-term review (MTR), will be conducted to ensure and provide further guidance for the project. The MTR will assess progress to date vis-à-vis the project document and, where appropriate, provide recommendations to UNDP and ASGP Project Board on the future modifications in the structure and objectives of ASGP. 
In late 2008, the UNDP commissioned an independent and external evaluation of CPAP Outcome 2 to evaluate the results achieved to date and likely to be achieved by end 2009 and to provide information, recommendations and lessons learnt for the next Country Programme, drafting of which will start in January 2009. The MTR team will, where relevant to ASGP, further elaborate and confirm the findings of the Outcome 2 evaluation team.

The MTR will furthermore provide detailed recommendations on the future design of ASGP to ensure efficient and effective implementation during the remaining of the project duration.

The specific objective of the MTR is as follows:
1 From a results-based perspective, assess the achievements to date and those likely to be achieved by the end of the project duration;
A. To what extent are ASGP interventions attaining the intended outputs (RELEVANCE AND EFFECTIVENESS)

· To what extent is the current design of ASGP valid and appropriate in the current environment, particularly to reach out to the sub-national level?
· The extent to which ASGP contributed to strengthening the role of sub-national governance institutions in service delivery to Afghans
· To what extent ASGP components and outputs are addressing the sub-national priorities?
· The impact of the programme in influencing and shaping major national policies related to sub-national governance 
· To what extent has ASGP’s components and outputs resulted in change at sub-national level?

· To what extent has ASGP Gender Integration Strategy been implemented by ASGP at sub-national level?
· To what extent has ASGP been successful in achieving planned outputs to-date?

B.  How efficient is the project approach to meet the expected outputs (EFFICIENCY and SUSTAINABILITY)
· What are the major external as well as internal issues influencing implementation of components and outputs and how can risks mitigating procedures further be strengthened?
· How can the overall role and attributes of UNDP management in the programme implementation, as well as in building the national capacity of Government of Afghanistan, be strengthened to manage the programme on its own in the future
2 Assess the design of ASGP and recommend changes to the project design and objectives to be in line with the current environment (developmental, political and security);

A Co-ordination and institutional arrangements

· How well is ASGP aligned to strategic plans of national institutions of IDLG, IARCSC and other relevant government stakeholders? 

· To what extent have political initiative and the room for manoevre policy-makers have to move forward with sub-national governance reforms been present to take the reform process further at the sub-national level?

· To what extent do ASGP activities complement, duplicate or compete with other international initiatives at sub-national level?
· To what extent has the ASGP positioning enabled the optimal use of the comparative advantages of UNDP and donor’s contribution to the programme
· What efforts/synergies have been developed/or are possible between ASGP and other UNDP/International community initiatives at sub-national level?
· Provide recommendation on required changes to the project design to address the current implementation environment
3  Document lessons learned and best practices to further improve project implementation;

A What are the chances that the accomplishments and outputs will be sustained in the future?
· How strong is the level of ownership of the outputs by IARCSC and IDLG?

· What is the level of commitment from IARCSC and IDLG to ensure sustainability of the results achieved?

· Are IARCSC and IDLG likely to have the capacity to mobilize resources (human, financial) to pursue/secure the outputs in the future?

· Assess mechanisms that are being put in place by ASGP to ensure that the outputs of the project are likely to be sustained or to continue after donor funding (exit strategies).

For each question, the “How?” and the “Why/Why not?” should be analyzed and reported. Specific attention should be given to the positive/negative changes affecting women, youth and other marginalized groups. This includes but not limited to looking into the participation of women in policy-formulation as part of Component 1; the opportunities for capacity development given to women as part of Component 2; and role of the programme in nurturing women leadership and developing their capacity as part of Component 3.
ASGP will be reviewed by an independent and external team from approximately 01 April 2009- 30 May 2009, including a field mission in Afghanistan lasting from 05 April 2009-30 April 2008. 
3. Scope and focus 

The MTR will cover ASGP activities at Kabul and provincial levels, therefore the MTR team should include in their work plan suggestions on how they would sample ASGP provinces to ensure representation of the geographic areas that ASGP covers. The MTR will cover the project period from beginning of the project in November 2006 until the end of the first quarter of 2009.
The MTR will study the achievements of ASGP in terms of its contribution to the overall objective providing good governance in the districts and provinces of Afghanistan. As well, the MTR should make specific recommendations on adjustments to be made in the programme to reflect the changes that may have occurred (i.e. creation of the Independent Directorate for Local Governance) or may occur in the future (i.e. election of district, village and municipal leaders) in the overall operating environment in Afghanistan since the inception of the project. 
4. Existing information sources 

Detailed information can be found in project annual, quarter and monthly reports, CPAP and outcome MTR and also some external documents such as USAID report, etc. As soon as possible after the selection process the team will be provided with copies of:

· UNDAF 

· CPAP

· ASGP Project Document;

· ASGP Programme Implementation Framework

· The Financing Agreements between GOA and donors;

· The Start up Phase report;

· Annual Project Reports;

· All available quarterly progress reports;

· All available Monthly reports;

· All other reports, presentations, booklets etc. so far produced in the project.

5. MTR process and methods 

The MTR will be based on a stakeholder approach where all groups and individuals, who affect and/or are affected by the project activities, deliverables and outputs, are involved in the analysis. Furthermore, the MTR will take into consideration the social, political and economic context, which affects the overall performance of the project outputs.

The MTR will be carried out in an objective, sensitive and independent manner with varied and balanced consideration of both positive/negative aspects and areas in which significant improvement are required.
Data Collection: 

In terms of data collection the MTR team should use multiple methods that could include desk review, workshops, group and individual interviews; survey and project/field visits. The MTR team should include in their proposal suggestions on how they would sample ASGP provinces to visit to make it more representative of the geographic scope of ASGP. The appropriate set of methods would be determined in the work plan, which the selected MTR team should submit prior to their arrival in the country. 
Validation:

The MTR team should use a variety of methods to ensure that the data is valid, including triangulation. Precise methods of validation will be detailed in the work plan. 

Stakeholder Participation:

The involvement of a broad range of stakeholders should be applied. The identification of the stakeholder, including government representation of IDLG-IARCSC ministries/agencies, civil society organizations, UN agencies, multilateral organizations and bilateral donors will take place with support of ASGP Project Board, UNDP/ASGP programme manager and respective UNDP country office programme unit. 

MTR progress:

The MTR consists of the following three stages/phases: 

A. Preliminary phase: MTR approach and work plan

1 The MTR team should provide a detailed MTR approach and work plan in response to the terms of reference. 
2 This document should detail the conceptual framework and the proposed methodology (data collection, validation, stakeholders’ participation, presentations/workshops).

B. Assessment Phase: MTR field Activities
3 Desk Review: The MTR team will conduct their review of available reports, project reviews etc prior to the arrival in Afghanistan
4 Updated Work Plan: After desk review the MTR team will update its work plan to include detailed fieldwork schedule. The plan will be approved by UNDP. If applicable, the MTR TOR will be adapted on the basis of desk review findings. 

5 Bilateral meetings/consultations: the preliminary findings from the desk review will serve as point of departure for in-depth interviews/meetings/consultations with representative of key stakeholders and selected implementing organizations. Upon arrival of the MTR team in Kabul, a meeting will take place among all concerned parties to review and finalize the proposed work plan and methodology. The mission will meet with UNDP, ASGP project management, IDLG and IARCSC staff and Project Board to receive answers to possible particular questions that the mission would like to look into prior to field visits.

6 Field Visits: The MTR team should suggest a sampling method that would representative of the provinces in which ASGP is working on. Field visits will be planned and organized so as to get the optimal inputs from the stakeholders and not to duplicate existing and ongoing survey and studies.

7 An Interim MTR Report: This will be submitted mid-way through the MTR period. It will outline the findings based on desk review and interviews/field visits to date. If applicable, the work plan would be revised for the second part of the mission. This report will be presented to UNDP in a meeting. There should be a debriefing to UNDP and ASGP management before the MTR team leader leaves Afghanistan to write his first draft report.

C Report writing phase
8 Draft MTR report: A presentation of the key findings and recommendations of the Team will be made at the end of the MTR period in Afghanistan. This report will be presented in a stakeholders’ meeting/workshop in Kabul prior to the Team Leader’s departure 
9 Final MTR Report: Comments from the stakeholders’ workshop and as well as individual stakeholders will be consolidated and electronically sent by the Team Leader. The final MTR report will integrate the comments and observations, and will be submitted to UNDP/ASGP for approval. The MTR report should be presented in a solid, concise and readable form and be structured around the project components and outputs of ASGP and issues listed under part 3 in the present TOR. The final report should clearly distinguish the important findings and conclusions, recommendations and lessons learnt. The approval of the final report by UNDP is the condition for full payment of the contract. 
6. Deliverables 

The consultancy will produce the following deliverables:

· A detailed MTR Approach and work plan: (07 April 2009) presenting the methodology and approach that will be used for the MTR. This will include tentative questions to be asked and corresponding respondents.
· An interim report: [20 April 2009] this report will outline the preliminary findings. It would be submitted and presented to UNDP/ ASGP mid-way through the MTR period. 

· A Draft report: [30 April 2009] will presented as a Powerpoint to UNDP at the end of the mission. The highlights of the presentation will be discussed within UNDP and the partners involved. An Executive Summary of the draft MTR report (5 pages) will be submitted prior to the presentation. UNDP will communicate the comments to the Team Leader made on this presentation within two weeks

· The Final MTR Report: The Team Leader will submit a final report within two weeks of receipt of comments from UNDP (31 May 2009). This report is subject to UNDP approval. 

All documents, materials, questionnaires, surveys or intermediate reports that might be established for the purpose of the mission should be submitted to UNDP. 
All the deliverables are owned by UNDP; therefore, the security of their content is critical.
Documents will be in the English language and will be submitted in MS office format (Word, Excel and PowerPoint).
7. Team composition 

The MTR team should include international and national experts:

1 Team Leader: One (1) International Development Expert, with experience in local governance, capacity building and programme monitoring and evaluation [45 working days]
3 National experts: One (1) with experience in training and development (30 working days), one (1) with experience in public administrative development (30 working days and one (1) translator for the duration of the MTR phase 2 (25 working days).
The team members should be familiar with the Millennium Development Goals and Results Based Management.

The team members should be able to analyze Gender and Marginalized Groups’ issues.

The Team Leader must have international experience outside his home country, preferably in post conflict countries. Knowledge of the South Asian Region is considered an asset.

All team members must be fluent in the English language. 
Team Leader should have:

· 15 years related experience;

· Masters level in one or more of the following:

Social sciences with specialization within local governance, public administration, social economy or development evaluation

The National experts should have:

· Bachelor’s degree in a related field

· a minimum of 5 years of relevant experience 
8. Duration, Procedures and logistics 

Duration

The total duration of the mission should be approximately 8 calendar weeks, starting from 01 April - 31 May 2009
The MTR work will be conducted in three phases.

The first phase of Desk Review will start as soon as the MTR team is assigned. During this 5 days phase the MTR team will review the relevant documents and reports from their home bases, and the Team Leader will prepare a draft work plan. 

The second phase will start from the day following the MTR Team Leader’s arrival in Kabul [approximately 05-30 April 2008].

During this period, the MTR team will work six days per week; Friday is a day-off. 
The third phase will consist of the period allotted to the Team Leader at an outside location to prepare his final report.
Logistic and Administrative Arrangements

While the Team Leaders will be responsible for delivery of quality outputs, UNDP/ASGP will be responsible for organizing and facilitating the MTR. Project staff will also assist the MTR team in performing all of their tasks. 

UNDP/ASGP will arrange the logistic and administrative support upon requisition from the Team Leader. 
Transportation will be provided by UNDP/ASGP.

Printing facilities and presentation facilities for workshops/meetings will be provided by UNDP/ASGP during the period in country. Internet access will be provided by UNDP/ASGP (In locations where UNDP/ASGP is present). 
Visa/Security Requirements:

The MTR Team Leader is responsible to obtain visa for entry and work permission for the duration of the mission. UNDP will provide a letter to facilitate issuance of visa. 

The MTR team will be subject to UN security rules and procedures in Afghanistan, all field visits will be subject to security clearance. 
ANNEX F: MID-TERM REVIEW APPROVED CONSULTANT WORKPLAN
The assessment team proposes the following workplan for the Mid-Term Review of the ASGP.

A. SCHEDULE:

May 16: Arrive Kabul, review program documents

May 17: Initial discussions with ASGP and UNDP CO leadership.
May 18-26: Discussions with various stakeholders/partners

May 27-30: Travel to Mazar/Maimana, discussions with local officials
May 31-June1: Discussions of preliminary findings, preparation of brief to ASGP
June 2: Presentation of Preliminary Recommendations to ASGP leadership 

June 3-4: Travel to Nangahar, discussions with local officials

June 18: Draft Report 
June 21: Comments from AGSP
June 24: Final Report with revisions as needed in response to ASGP comments
B. INTERVIEWS:

The assessment team proposes to meet with individuals from the following organizations: 

UNDP ASGP

· ASGP Leadership

· ASGP Program Teams – Policy, Capacity Building, LDM, Provincial Councils

· ASGP Operations and Management

United Nations

· UNDP Country Office

· UNAMA

· ANBP

· UN Habitat

ASGP Donor Partners 

· DFID

· SDC
· CIDA

· EU/EC

· Netherlands

· Italy

· Norway
Islamic Republic of Afghanistan (IRoA)
· Independent Directorate of Local Government (IDLG)

· Independent Administrative Reform and Civil Service Commission (IARCSC)

· Afghanistan Civil Service Institute (ASCI)

· SNG Officials in Mazar-e-Sharif, Maimana, Jalalabad

· Ministry of Finance

· Ministry of Justice

· Other ministries as appropriate

USAID and its Implementing Partners
· USAID Office of Democracy and Governance
· Capacity Development Program (CDP)

· Local Governance and Community Development Program (LGCD)

· Afghanistan Municipal Support Program (AMSP)

· Consortium on Elections and Political Processes (CEPPS)
· Support for the Center of Government (SCoG-Asia Foundation)

Other Stakeholders as appropriate

· NGOs 

· Private Sector 

· Media
C.
METHODOLOGY, ORGANIZATION AND ANALYSIS PLAN

The assessment team will collect information through written documents (workplans, annual/quarterly reports, background documents, the ANDS, and UNDP/Afghanistan programs descriptions, etc.), interviews and discussions with IRoA officials, donor representatives, implementers, participants, partners and stakeholders; and observations by the assessment team of the circumstances and conditions of sub-national governance in Afghanistan.

D.
PRELIMINARY REPORT OUTLINE

I.
Executive Summary: Findings, Conclusions and Key Recommendations (2 pages)

II.
Introduction and Background (3 pages)

1. Purpose and Methodology of the Review
2. Overview of UNDP and Partner Interests/Efforts re: Afghanistan SNG

III.
 Results Based Achievements to Date of ASGP Activities (10-15 pages) 
1. National Policies and Institutional Development

a. Develop/Update SNG Laws, Policies, Regulations
b. Modernize SNG Institutional Architecture 

c. Build IDLG Program Implementation and Management Capacities

d. Strengthen IARCSC/ACSI SNG Training Programs

2. Provincial Governance and Development

a. PGOs – Systems and Skill Sets

b. PCs – Capacity Development

c. Training Centers Support 

3. Municipal Governance and Development

a. Structural Reorganization

b. Financial Management and Revenue Enhancement

c. Service Delivery

4. ASGP Management Structure/Capacities – Issues and Concerns 
a. ASGP Business Center 
b. Capacities Required for Program Expansion
c. DIM/NIM Transitions
5. Review of Program Performance Monitoring – Outputs and Outcomes

a. GOFORGOLD

b. Program Reporting
6. Program Design, Lessons Learned, Factors That Have Hindered Implementation
7. Assessment of the Level of Satisfaction of the Clients

8. Sustainability of the Assistance
IV.
Recommendations for Future Programming (5-10 pages)

1. Strategic Objectives, the Environment (developmental, political and security), and Desired/Expected Results
2. Strategies Towards A Focused Agenda for an Expanded ASGP Program
a. National Program
b. Provincial Program
c. Municipal Program
3. A Strengthen Management Approach

4. Advancing Afghanization of the Program

5. Coordination and Synergies with other Donor Activities

6. Conclusions

Annex A: List of Persons Interviewed

Annex B: List of Reference Materials
Annex C: List of Questions Used in the Interviews
Annex C: Mid-Term Review Scope of Work
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