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I. INTRODUCTION

The Intergovernmental Authority on Drought and Development

(IGADD) is the main regional organization in the Horn of Africa

comprising Djibouti, Ethiopia, Eritrea, Kenya, Somalia, Sudan and

Uganda. It was established in January 1986 in response to the on

set of the serious drought of 1974 in the subregion and following

a call by the United Nations General Assembly for East African

States to take the appropriate measures at the national and

regional levels to combat drought and desertification and for the

international community to provide the necessary assistance and

support to the efforts of the countries of the subregion. Since

its establishment, the authority has developed into the main body

for addressing the issues of drought, desertification and

development in the subregion as well as an important forum,

comprising decision makers at the highest level, for addressing

critical political, social and economic issues of interest to the

countries of the sub-region.

The IGADD sub-region has been particularly eventful since the

creation of the Authority. In addition to recurrent drought, there

have been a number of local as well as global, political, social,

and economic developments which have affected almost all of the

countries of the sub-region. In response to these developments, a

number of initiatives have been taken or are being contemplated by

both the IGADD member states themselves and by the authority's

development partners. As would be expected, the changing

circumstances and conditions in the subregion are prompting debate

about IGADD's future direction and role. It is these concerns that

prompted the Twelfth Session of its Council of Ministers held in

Djibouti from 13-15 January 1995 to call for a comprehensive review

of the Authority's activities and accomplishments as well as a

critical assessment of its on-going and planned programmes and

activities. In this regard, the Council of Ministers specifically

requested UNECA to provide the technical support and backstopping

to IGADD in the planning and conduct of the review. In pursuit of

the directives of the Council of Ministers, the Executive Secretary

of IGADD sent a request to the Executive Secretary of the UNECA to

assist the Secretariat in drawing up the terms of reference for a

comprehensive study of IGADD as well as its Five-Year Programme.
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In response to this request, a two-man delegation of the

United Nations Economic Commission for Africa (UNECA) comprising

Mr. George Abalu, Senior Regional Adviser, and Mr. Daniel Tanoe,

Economic Affairs Officer, undertook a mission to IGADD, Djibouti,

from 12 to 16 February 1995. Specifically the task of the mission

was to assist the IGADD Secretariat in drawing up the terms of

reference and programme of work for a technical task force that

would review the performance of IGADD as a whole over the last 10

years including the coverage, priority, and focus of its five year

programme and assess the need or otherwise for extending the

mandate of the Authority in light of the changing needs of the

subregion as well as in response to on-going and proposed new

initiatives of relevance to the subregion.

This report is based on the result of the mission to IGADD. It

is divided into five sections. Following this introductory section,

Section II examines the present situation at IGADD and the

challenges that lie ahead. Section III makes the case for an

overall review of IGADD while Section IV draws the attention of the

prospective review team to a number of critical issues to be

examined in more detail. The final section of the report outlines

the terms of reference and the procedures to guide the review team

in its work.

II. IGADD AND THE CHALLENGES AHEAD

The importance of a regional framework in finding lasting

solutions to Africa's social, political and economic problems is

now widely recognized. Indeed, the very creation of IGADD in 1986

was prompted by a recognition by the countries of the sub-region

that working alone and individually, they would find it difficult

to tackle their urgent problems of drought, desertification, and

development. Today, IGADD stands out as one of the few cases of a

sustained and reasonably successful effort at regional cooperation

in Africa. This is in sharp contrast to other regional experiments

in the continent where, despite the recognition of the importance

of regional cooperation in solving common development problems and,

in deed, the existence of a variety of institutional arrangements

for this purpose, old traditions and the absence of long-term

political commitment have prevented the translation of these noble

objectives and agreements into beneficial actions.
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The call by the Council of Ministers of IGADD for a review of

the Authority and for an evaluation of how its effectiveness can be

enhanced, is clear indication of the desire of Member States of the

Authority to ensure that IGADD can continue to respond effectively

to the challenges ahead. The member states recognize that the

opportunities that await an effective IGADD are exciting and that

the Authority has considerable potential. Indeed, IGADD is now

generally recognized as the appropriate regional framework for a

meaningful future effort at regional cooperation in the sub-region.

An effective IGADD, therefore, lends itself as a ready system into

which proposed new initiatives can be successfully inserted. The

opportunities and possibilities open to a rejuvenated IGADD derive

logically from the "emergency to long-term development continuum"

which has always underscored the Authority's basic strategy as

defined in its original Plan of Action which charged the authority
with:

1. The undertaking of emergency measures to provide

immediate relief to the victims of drought and other

natural disasters and the provision of assistance to

affected member states to: assess the magnitude of the

problem, appeal for assistance and coordinate relief

measures at the sub-regional level, including

mobilization and distribution of food aid, animal feed

and emergency water supplies,- the provision of health

care, and the rehabilitation of agricultural production;

2. The putting in place of short and medium-term efforts

directed towards the recovery from drought and its

effects, and towards establishing a new base for

development in the IGADD Member states, especially action

to improve food security, increase food production,

rehabilitate range lands, develop fisheries, water

resources and energy systems, control desertification,

and develop infrastructures and training programmes; and

3. The implementation of long-term programmes for regional

development, aimed at establishing a productive and

sustainable ecological balance in the region through the

integrated development of agriculture and the rural

economy so as to achieve sustained increases in food and
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agricultural production, the optimal use of soil, water,

and other natural resources, and the development of

physical infrastructure and human resources.

These founding principles are still as valid today as they

were when they were first proposed 10 years ago. The fact that they

are identical to the "relief to development continuum" approach

currently being proposed by all the major initiatives for the sub-

region, is clear indication of IGADD's continued relevance provided

steps are taken to make the Authority more effective.

III. WHY AN OVERALL REVIEW OF IGADD IS NEEDED

A review of the performance of IGADD over the last 10 years of

its existence as called for by the Twelfth session of the Council

of Ministers has become necessary for three major reasons. First,

a number of major changes have taken place in the development

priorities of the member countries of the sub-region since the

inception of IGADD. Second, there are emerging concerns relating to

the conceptualization, formulation, implementation and achievements

of the Authority's programmes and activities over the years. Third,

there is some difference of opinion concerning the appropriate role

that a reinvigorated IGADD should rightfully play in the future.

These reasons are elaborated upon below.

Changing Priorities and Strategies

The original priority and strategy of IGADD were to assist its

member States' efforts in combating drought, desertification,

natural disasters and other problems of the environment with a view

to achieving national and sub-regional development. In this

context, it was expected to play the catalytic role of

coordination, sensitization of the international community,

development of strategies and action plans, identification of

project ideas of regional interest and assistance in the

preparation of related full-fledged project documents, mobilization

of resources for both regional and national activities, emergency

operations as well as for medium and long-term programmes within a

subregional framework.
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Between 1987 and 1992, IGADD went through a soul-searching

process of developing and refining a set of programmes that could

be considered as a medium-term plan intended to respond to the

needs of member States within the framework of the mandate provided

to the Authority. The climax of this effort was the formal adoption

of the IGADD Five-Year Programme in September 1993 by the Fourth

Summit of Heads of State and Government of the Authority.

However, in endorsing the five-year programme, the Heads of

State and Government, the highest legislative and political

authority of IGADD, also declared their commitment to regional

cooperation in the areas of transport and communications as well as

their determination to promote subregional integration in the

spirit of African Unity. The Summit, therefore, directed the

secretariat to investigate the options of expanding the mandate of

the Authority so as to make it more relevant to economic

cooperation and development in the sub-region.

The Summit further adopted an important resolution on the

International Convention to combat desertification in which IGADD

is expected to play an active role and to assist its member States

in the follow-up activities both at the national and subregional

levels. The framework for implementing the urgent action for Africa

during the interim period prior to the entry into force of the

Convention calls, among other things, for assistance in the

preparation and implementation of national and subregional action

programmes. The process of establishing the latter programmes would

involve the creation of regional organizational frameworks in the

five broad political/geographical areas viz: Western, Eastern,

Central, Northern and Southern Africa. The Eastern Africa regional

framework would have profound implication for IGADD as a

subregional organization with a mandate on drought and

desertification.

Finally, the IGADD subregion is currently witnessing the

emergence of a number of development initiatives by donors and

development partners such as the ones being mounted by the USAID,

UNDP and the OECD. To the extent that these initiatives have a

significant bearing on the mandate, programmes and objectives of

IGADD, the role of the Authority in their design and implementation

cannot be overlooked. Both the member States and the proponents
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recognize the need for IGADD to be closely associated with the

development and implementation of these initiatives so that they

would be consistent with the needs of the subregion.

Emerging Concerns Regarding Future IGADD Programmes and Activities

IGADD's original Plan of Action was meant to serve as a

reference point for future IGADD activities in the sub-region. It

contained 63 sub-regional and 154 national projects. The national

projects which were prepared and submitted by the individual Member

States were to be implemented in the concerned Member States, while

the sub-regional projects conceptualized and prepared by the

Secretariat had sub-regional coverage. In most cases, the national

projects also had regional dimensions and implications.

A Donor's Conference organized in 1987 attempted to refine and

further develop the project proposals as well as to solicit for the

necessary funding and technical support for their implementation.

A subsequent Food Security and Early Warning Workshop held in

Djibouti from 24 to 28 April 1988 and attended by senior Government

Officials from the member states as well as by donor

representatives finally recommended a set of projects to form the

basis of the project portfolio of the Authority.

Articles 7 and 16 of the Agreements establishing IGADD foresee

the Authority as a coordinating Agency with little in-house

executing and implementation capacity. In this regard, it would

appear that the present structure of the Secretariat with skeleton

technical personnel was by choice and design to focus on the

Authority's coordinating role. What this implies is that the bulk

of the work of the Secretariat was to be carried out by member

States themselves. Is this perceived role of IGADD still valid

today given the changing needs of the Member States and in the face

of the new initiatives being proposed for the sub-region?

Another area of concern relates the different strategies

presently being followed in implementing the Authority's projects.

On the one hand, there are projects located in various member

countries which can be seen as forming a logical and coherent

network of national projects in pursuit of a central sub-regional

goal. On the other hand, there are national projects with purely
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national objectives but with sub-regional implications, the

implementation of which IGADD is coordinating. Then, there are the

purely sub-regional projects the implications of which cut across

national boundaries. Each of these programme thrust and approach

has different implications for planning, coordination, training,

information exchange, and resource mobilization. The Authority does

not appear to be decided on which strategy or combination of

strategies to promote.

Furthermore, an examination of the status of the various

programmes and projects of IGADD reveal that in a number of cases,

implementation is constrained by lack of funding. At the last

consultative meeting held in January 1995, development

partners/donors commonly expressed the need for IGADD to revisit

these programmes in terms of priorities, effectiveness and

relevance so as to increase their chances of support. In this

regard, the findings of a GTZ evaluation of its technical

assistance projects to IGADD completed in December 1994 also

revealed some shortcomings in project implementation. Significant

among these are the lack of sustainability of projects after the

assistance of the donor has phased out; the lack of coordination

among various components of project activities as well as of

project work plans. The evaluation further pointed out that IGADD

seemed to be devoting time and resources in implementing grassroots

micro projects rather than activities of pilot or subregional

dimension. It also identified the lack of clear indicators which

made it difficult to measure the results of projects, thus

suggesting difficulties in the initial conceptualization and design

of projects.

The Role of IGADD

The expectations of the appropriate role an invigorated IGADD

should play in the future differs markedly among and between the

member States and the donor community. For example, while in the

past donors have stressed the coordinating role of the Authority,

Member States appeared to be more interested in its capacity to

mobilize resources. There are others who would like to see IGADD

serve as a "think tank" for the sub-region. To add to this

confusion, the financial situation facing the Authority continues

to be precarious and uncertain.
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The Future of IGADD

It is now generally agreed that for IGADD to be effective in

fulfilling its existing objectives and in meeting the challenges

that lie ahead, it would need to: clarify its mandate, define a

vision for the 1990's and beyond and identify the appropriate

strategies, plans, programmes, projects and activities to realize

the vision; and agree effective and efficient organizational,

management, institutional, and financial arrangements that will

carry it successfully into the next century. This transformation

is particularly important now in view of the changing needs of the

sub-region and in the face of the new initiatives on offer in the

sub-region. These new challenges call for a formal review of

IGADD.

IV. CRITICAL ISSUES TO BE EXAMINED BY THE REVIEW

The are a number of critical issues that should inform the

review exercise. These include:

1. The performance of IGADD vis-a-vis the expectations of

its Member States, Donors and other development partners;

2. The appropriateness or otherwise of the Authority's

founding objectives and mandate and the desirability or

otherwise for adjustments;

3. The relevance, effectiveness, and impact of past,

present, and proposed IGADD strategies, programmes,

projects, and activities;

4. The success and failure elements affecting the

Authority's capacity to achieve its intended objectives;

5. The relevance of the strategic focus, thrust, and

orientation of IGADD programmes, projects and

activities;

6. The effectiveness of the Authority's programmes of work,

including the institutional mechanisms for its

implementation, monitoring and evaluation;
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7. The nature of the relationship of the Authority with the

donor community and its institutional linkages with

international organizations and other development

partners; and

8. The effectiveness or otherwise of its resource

mobilization efforts, mechanisms, and capacity.

By focusing on the above issues the review will provide an

analytical assessment of IGADD's:

1. Mandate, in order to determine whether it is consistent

with the present and future needs and priorities of the

subregion;

2. Performance, with a view to measuring accomplishments

against the original obj ectives set, revealing the

reasons for any significant deviation, the quality of the

results achieved and how they have been utilized, and

determining where the efforts involved have been wasted

and where they have been fruitful; and

3. Programmes and proj ects in order to determine their

linkage with the founding mandate and objectives, as well

as their relevance, effectiveness and impact.

Furthermore, the review should draw conclusions and lessons

on the extent to which:

1. IGADD's mandate, objectives and related strategy as

originally formulated will have remained relevant at the

time of the evaluation in the light of more current

information and greater knowledge about the problems

addressed or in the context of any changes or shift of

intergovernmental priorities;

2. The current structure and organization of the secretariat

are relevant, adequate, effective and efficient in

relation to its original and/or future mandate and

objectives;
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3 . The various activities designed and implemented responded

or contributed to the objectives of IGADD; and

4. Remedial actions or modifications are necessary to

modify, expand and/or clarify IGADD's mandate and

objectives, adjust and/or strengthen strategies, the

structure and organization of the secretariat, as well as

the design, formulation, implementation and management of

programmes and projects.

The issues raised above are examined below in detail.

Achievements of IGADD So Far

The review should start by examining the achievements of IGADD

so far from both the perspective of the member states and the donor

community. In carrying out this evaluation it should examine the

following:

1. How member States and donors/development partners

perceive IGADD in relation to its achievements.

2. How these perceptions differ, conflict or relate to one

another and to the founding objectives of IGADD, as well

as to the changing needs and possibilities within the

subregion.

Questions should also be posed on a number of subjects so as

to be able to identify the factors that could help explain the

Authority's achievements or lack of them. Additional areas to be

examined include:

1. Structure and organization: Whether or not the IGADD

secretariat is equipped with the right quantity and mix

of skills, as well as adequate facilities and resources

to fulfil its mandate and objectives; how present

assignments under conditions of limited staff and

capacities, if any, affected the performance of the

secretariat.
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Personnel issues: Analysis of the efficiency or otherwise

of recruitment procedures and their impact on the

efficiency and effectiveness of IGADD; the extent to

which motivation of personnel or the lack of it (through

factors including benefits and allowances, immunities,

job security and job satisfaction, and the working

environment) have contributed to the success or failures.

3. Management capacity: The extent to which the lack or non-

exercise of management and administrative autonomy and

impartiality in taking initiatives and making decisions

(including the hiring and termination of personnel and

the enforcement of accountability of staff) affected the

organizational performance; how past and present role of

management affected organizational performance.

5. Support and Role of member States and donors: How the

support and role of member States and donors/development

partners vis a vis IGADD contributed to success or

failures and the fulfilment of the Authority's mandate

and objectives. Analysis of the financial sustainability

of IGADD in the light of past and current experiences and

prospects for the future.

6. Host Country Agreement: The role and support of the host

country in relation to the host agreement, if any.

Whether or not there is a need to modify the

responsibilities and obligations of the host country in

the light of changing circumstances.

Conflicting Perceptions of the Mandate and Role of IGADD

As stated earlier on, the expectations and perceptions of the

Members States and the Donor Community of the exact role that IGADD

should play in the sub-region appear to be inconsistent with one

another. The review should examine these in relation to past and

changing problems, needs and priorities of the subregion.
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Areas of Focus

The review should focus on the following areas:

1. Whether the problems that IGADD was established to

address were specific and clear or too general and

abstract, and whether IGADD has developed the right

approach to address these problems vis a vis the

increasing preference for NGOs by donors to implement

development assistance in Africa in particular and the

developing world at large.

2. The changes that have occurred in the intergovernmental

needs and priorities and whether or not these have

implications for the revision of the mandate, objectives,

strategy, structure and organization of IGADD; whether or

not IGADD has the capability, experience, and resources

to carry out the recommended mandate.

3. Whether the interpretation currently being given to the

mandate of the Authority is not overly liberal; Should

the Authority focus itself on issues relating directly or

indirectly to drought or should it interpret its mandate

widely as relating to everything that has to do with

development in the sub-region?

4. What is the critical minimum resources needed to perform

the recommended role?; and

5. The extent of overlap of IGADD's mandate with the

mandates of other regional organizations to which IGADD

member States also belong.

The Five Year Programme

By 1989 it had become obvious that IGADD should come up with

an explicit strategy to guide it in the choice of projects and

activities to'successfully fulfil its mandate. The Member States

and the Authority's principal donors began to demand for a fully

articulated set of strategies with logic, coherence, and

consistency.
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After a number of assessments, the decision was taken to focus

the Authority's thrusts on two main areas: environmental protection

and desertification control; and food security. The two areas were

chosen to give "priority to increasing sub-regional food production

through improved agricultural practices and improved food

production based on a wise use of the land, and supplemented by

targeting marketing measures to ensure equitable access to food."

The IGADD food security strategy was adopted at the Kampala

Conference in September 1990. The strategy was developed from the

Food Security Strategy Study commissioned by IGADD in September

1989, and undertaken by a team of international and member States

consultants. The overall objective of the strategy "is to provide

food security thereby ensuring that every person in the IGADD

subregion has sufficient food at all times for an active and

healthy life." The objective entails the provision of food of

acceptable quality and quantity at the household as well as at the

national levels.

In order to achieve the obj ective set out, the Kampala

conference proposed specific actions to be undertaken at the

national and subregional levels including boosting food and

livestock production, improving the efficiency of marketing

systems, protecting and increasing food consumption as well as

improving national and subregional food policy management.

The Kampala conference proposed 20 project ideas which were

classified into core and non-core. The core projects relate to

agricultural research and extension, grain marketing, storage and

reserve stocking, liberalization of food trade, while the non-core

projects included livestock development, management of labour

intensive public works, drought, relief, dissemination of results,

etc.

The Environmental Protection Strategy was adopted in October

1990 at the Nairobi Forum, having been developed from a study

commissioned by IGADD in December 1989 and undertaken by a team of

both subregional and foreign consultants.
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The objectives of the strategy are to achieve optimal and

sustainable use of natural resources of the subregion aimed at wise

land use practices, protection of vulnerable ecosystems, public

awareness and institution building and to maximize the use of the

resources allocated for the subregion through subregional

cooperation.

The two strategies outlined above formed the basis of IGADD's

Five-Year Programme for the period 1992-1996. The programme

identifies a list of activities to be carried out during the

programming period. These include the following:

1. The establishment of the IGADD Documentation and

Information Centre (IDIC) Programme;

2. The IGADD Disaster/Drought preparedness, Early warning,

Food Information and Remote Sensing Programme;

3. Improving the Efficiency of Agricultural and Food

Production Programme;

4. The IGADD Environment Assessment Monitoring and

Information Systems for Environment Management Programme;

5. The Household Energy Programme;

6. The Rangeland Management Programme;

7. The Agricultural Research Training and Extension

Programme;

8. The Water resources Programme;

9. The Biodiversity and Quarantine Programme;

10. The Fisheries Programme.
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Programmes 1-8 have been rated as having high priority and are

either operational or are likely to be financed by donors.

The criteria prioritizing the above list of projects include:

1. Subregional relevance;

2. National government involvement and support;

3. Popular participation and acceptance;

4. Poverty alleviation aims;

5. Wise use of natural resources;

6. Acceptable socio-economic return and a potential of

sustainability after donor funds have ceased.

Areas of Focus

Strategic Focus of the Programme

1. How well were the needs and priorities of member States

identified in designing past, present and proposed

strategies, programmes and projects of IGADD; what would

be the criteria for determining whether or not programmes

and projects fit into the strategic areas defined by

IGADD?

2. The effectiveness of IGADD's current two strategies in

responding to a refocused and streamlined IGADD mandate

or the extent to which IGADD's strategies and planned

activities are justified under a new mandate.

3. The extent to which planned programmes and projects have

been implemented and meet their stated objectives.

4. Deviations from plans or modifications made, if any, and

why.
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5. Results of programmes and projects in terms of quantity

and quality and their impact on Member States,

highlighting any contributions made to overall national

and subregional development goals including: capacity

building and human resources development; the development

and transfer of technology; the promotion of private

investments in member States; regional cooperation;

poverty alleviation and the generation of employment; and

the protection of the environment.

6. The impact of these results on vulnerable groups such as

displaced persons, refugees, women and children as direct

or indirect beneficiaries.

7. What are the combination of activities that IGADD should

focus on among the following:

a. Sub-regional problem identification

b. Preparation of studies

c. Preparation of policy papers

d. Workshops and Conferences

e. Data Documentation and Dissemination

f. Provision of Technical Advisory Services

g. Provision of consultancy services.

h. Projects formulation:

Identification

Solicitation for donor funding

Preparation of terms of reference for

consultants

Supervision of consultants

Supervision of Implementation of project

proposals

Monitoring and evaluation of projects

Coverage

IGADD acknowledges that the proposed programme content may be

too ambitious and that it would be difficult to implement during

the plan period. Three reasons are provided for this foreseen

difficulty namely, donor fatigue, the secretariat's incapacity, as
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well as the nature of the programmes themselves. An analysis of

the individual programmes of the Environmental Protection strategy

and the Food Security Strategy on the one hand and the ten

programmes described in the 5-Year Programme shows clearly that

nearly all the programmes of the environmental protection strategy

as well as those of the "Core "projects of the food security

strategy have been included in the 5-Year Programme, There may be

need for streamlining the programmes if the secretariat is to be

able to cope with their implementation.

Overlap

A number of project elements listed in the Five-Year Programme

particularly those relating to trade in agricultural commodities

are similar to those on the agenda of the PTA. In view of the fact

that IGADD member States belong to PTA, there is a likelihood of

overlap between the programmes of the two organizations.

Mechanisms for Implementing IGADD's Programmes/Activities

The Agreement establishing IGADD does not explicitly describe

the mechanisms that would be used by the authority to implement its

programmes/activities except in article 21 which calls for: "the

member States to notify the Authority of their national

institutions to which the Authority shall address all

correspondence on all matters related to IGADD; and for the member

States to endeavour to render all possible assistance.

There is, therefore, need to revisit the issue of the principal

responsibilities of each of the Authority's Divisions and Units.

For example, the 5-Year Programme envisages that project

preparation will largely be the responsibility of the Member States

but with the technical assistance of the Secretariat. Prospective

donors are also expected to be involved in project preparation as

necessary. The strategy is to get member States to identify the

Government Ministries, departments or institutions which will be

responsible for the work envisaged under each of the programmes.

A similar activity was carried out by the Secretariat based on the

217 first generation projects from the First Donors Conference.

The intention is to repeat this approach in implementing the 5 Year

Programme.
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But what can be learnt from IGADD's experiences in this area?

So far, the operation has involved consultation between the

Secretariat and the Member States regarding project design and the

identification of appropriate national "host centres" to carry out

the work. In this regard, IGADD is expected to assist Member States

in enhancing the capacity of these "host centres" in carrying out

their regional responsibilities. Capacity building is, therefore,

one of the Secretariat's responsibilities with respect to the

implementation of the projects and activities of the 5-Year

Programme. The Secretariat is also responsible for appraising the

international community of the existence and operation of such

projects as well as in mobilizing financial resources to support

their implementation.

IGADD' first line of action when it was established was to

pursue an active agenda of establishing links and contacts with

appropriate institutions in its member States as well as with the

donor community. The successful organization of the First Donors

Conference in 1987 marked the beginning of the establishment of

contacts between IGADD and its member States and the donor

community. IGADD has also, since its inception, spent considerable

resources in conducting a series of studies and producing a wide

range of reports on a number of areas of action to be pursued by

the authority. The authority has also conducted a number of

workshops and conferences to discuss issues of concern to the

implementation of its mandate. However, as declared by the Heads

of State and government during the Third Summit., "the time for

studies has ended, IGADD should now concentrate on implementing

projects." IGADD has accordingly attached considerable importance

to the implementation of projects since the directive of the Third

Summit. There is need to critically examine the Authority's

performance in this area over the years. Useful questions to raise

here include: the effectiveness and efficiency of IGADD's

mechanisms for coordination, harmonization and regional cooperation

within the authority's mandate; the experience gained with respect

to these mechanisms and arrangements; use of national/local

consultants versus international/expatriate experts; programme and

project management; manageability of programmes and projects

(large-scale versus small-scale activities).



ECA/MRAG/95/25/MR

Page 19

Co-ordination

IGADD staff has remained relatively small since its inception

because of the nature of its perceived mandate, which is to co

ordinate activities of member States. From the available evidence

it is quite clear that IGADD requires additional staff to

strengthen its capacity and capability in co-ordinating all phases

of the cycles of its projects. In fact, paragraph 17 of the 5-Year

Programme calls for an increase in scientific staff strength by 4-5

high calibre persons. With the present skeleton of staff, it is

most doubtful whether IGADD would be able to cope with its co

ordination role if sufficient funds became available for its

programmes. For IGADD to be able to effectively execute its

obligations, it will require additional experts in the various

sectors described in the 5-Year Programme. On the other hand, one

cannot advocate a sudden and massive increase of the IGADD

Secretariat unless there is work to be done, including project co

ordination within member States.

Another relevant issue regarding coordination pertains to the

need to strengthen the national IGADD points of contact. This

action will enable the organization to play its rightful role of

co-ordination within member States. Critical questions to be raised

here include those relating to the precise limits of IGADD's

authority in coordinating its basic strategies and in designing,

supervising and evaluating the projects and programmes that are

justified by these strategies?

Strengthening of Programmes

The IGADD mandate spells out the objectives and functions of

the organization. The objectives and functions of the organization

relate to the provision of assistance to member States in their

effort to combat desertification and the impacts of drought. It is

probable that usage of the word "development" in the

organizations's name refers to economic and social activities

undertaken on the judicious use of dryland resources for the

improvement of the livelihoods of the inhabitants. This would then

exclude development efforts undertaken in the high rainfall areas

using financial resources negotiated through IGADD. It may,

therefore, be necessary for IGADD to streamline its activities
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focusing on those programmes which would confer a comparative

advantage to the organization, and thus, make it a unique centre of

excellence in the subregion. The 1987 Donor's Conference Synthesis

asserts that unlike CILSS and SADC "IGADD's distinctiveness derives

from the fact that it is concerned with both drought and

development." The Statement also adds that IGADD is "firmly rooted

in the need to overcome drought and enhance development," and

consequently the development of natural resources is its central

concern.

Programme Rationalization

In addition to streamlining of programmes, it would be prudent

to re-examine programme profiles of IGADD in relation to those of

sister institutions in the sub-region to determine the extent of

overlap, if any, and how these can be removed to ensure

complementarity. Also of importance is the consistency in the

delineation between national and sub-regional projects. National

projects or those that are implemented wholly within a member

State, while sub-regional projects may involve two or more States

directly. The latter include the Lome IV Convention projects to be

funded by EEC in the sectors of transport and communications, as

well as the conservation and development of natural resources, eg.

food security. Projects consisting of support services such as

research, monitoring, technical back-stopping and training as well

as the management of shared resources (eg. River basins), and the

control of animal diseases also fall under the category of sub-

regional projects. The important question to pose is whether

mechanisms exist for coordination of these sub-regional projects.

and Technical Support

in a nutshell, an examination of the status of the various

programmes and projects of IGADD reveal that in a number of cases,

implementation is constrained by lack of funding. In view of the

scarcity of external funds, the new IGADD must find a way of

becoming self-reliant in financing its programmes. There is

increasing realization that IGADD like other developing

institutions would have to raise most of its own resources.
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One of the responsibilities of the new IGADD ought, therefore, to

be to create an atmosphere of confidence and self-reliance amongst

member States. Member States need to play a primary role in

financing their own national programmes within the spirit of self-

help and self-reliance.

Moreover, at the last consultative meeting held in January

1995, development partners/donors commonly expressed the need for

IGADD to revisit its programmes in terms of priorities,

effectiveness and relevance so as to increase their chances of

support.

V. TERMS OF REFERENCE OF THE REVIEW

The Terms of Reference

The attention of the Team should be focused on the critical

issues raised above. The team should identify factual findings

relating to the above issues and provide analytical, logical and

coherent answers to them. It should come up with a clear vision and

precise and practical recommendations and guidelines to IGADD and

its policy organs for decision and implementation.

Based on the issues raised and discussed above, the terms of

reference of the review are summarized below. The Review Team

should:

1. Assess and analyze the achievements of IGADD in relation

to Donors/Development Partners perceptions, highlighting

the variances and discrepancies among these perceptions

and their consistency or otherwise with the original

mandate and objectives of IGADD;

2. Determine the extent to which different perceptions

influenced the achievements positively or negatively;

3. Examine the relevance and interpretation of the mandate

and founding objectives of IGADD vis a vis the needs of

member States at the time of the organization's

establishment and current and future needs, priorities

and initiatives within the subregion;
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4. Determine the extent to which the mandate and objectives

overlap or duplicate those of other subregional

organizations to which IGADD member States belong and

assess the adequacy of the operational structure and

resources of IGADD in fulfilling them;

5. In the light of (1) to (4) above , recommend whether or

not there is a need to revise the mandate and objectives

of IGADD, and if a revision is required, propose a new

mandate and objectives for IGADD by order of priority to

guide the current and future activities of the

organization;

6. Identify appropriate areas for coordination and

cooperation, harmonization and regional cooperation among

the member states of IGADD within the recommended mandate

focus;

7. Identify and analyze all the factors (both internal and

external) associated with the success or failure of IGADD

in fulfilling its mandate and objectives and make

recommendations for improving on the positive factors and

eliminating, avoiding or minimizing the negative factors,-

8. Determine the relevance and effectiveness of past,

present and proposed IGADD Strategies, Programmes,

Projects and Activities including the 5-Year Programme

and Projects in relation to the stated mandate, and

assess their results vis a vis the immediate objectives,

highlighting all necessary bottlenecks in the

identification, formulation, implementation, monitoring,

management and evaluation of the programmes and projects

both at the level of member States and IGADD secretariat;

9. Propose mechanisms for removing bottlenecks identified in

(8) above and ensuring successful programme and project

de s ign, implementat ion, moni toring, management and

evaluation;

10. Determine the minimum financial and human resources and

the operational structure for a more effective
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implementation of the proposed new mandate, strategies

and programmes/projects during the 1990's and beyond.

The Review Process

The main purpose for the exhaustive discussions on the

critical issues to which the review should focus on is to ensure

that the review process that eventually emerges is objective,

unbiased, based on factual findings and professionally carried out.

The review process should, therefore, create the necessary

environment for the review team to carry out its work in a

scientific, effective and professional manner by focusing its

attention on the critical issues relating to the effectiveness or

otherwise of IGADD. The process should, therefore, facilitate the

raising and addressing of all the pertinent issues and questions

resulting in a clear appreciation of the tasks involved and precise

understanding of the individual and collective roles of the members

of the review team.

Strategy and Methodology

The aim is to follow a bottom-up approach which is

sufficiently flexible to respond to the changing political

realities in the Member States and which actively solicits and

utilizes the views from the various national, sub-regional, and

regional bodies that are concerned with and interested in an

effective and viable IGADD. The strategy, therefore, is to follow

an all-inclusive interactive process which taps on all pertinent

experiences and views available in the sub-region and even

elsewhere and which consults all the relevant institutions,

agencies and organizations that are operating in the sub-region or

are planning to do so in the near future. The strategy and

methodology followed will, however, be guided by two important

considerations: the need to ensure independence and neutrality in

conducting the review, and the need to ensure that Member States

assume ownership of the report of the review team.

The Imperative for an Independent Review

The importance of having an independent review cannot be

overstated. As mentioned earlier, the expectations from IGADD are
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varied and often contradictory depending on the vantage point under

consideration. Member States perceive a different role for IGADD,

and hence, their expectations are different from those of the

donors. Even among Member States and across donors, one finds an

array of what IGADD should have been or should become. There are

also a number of controversial issues confronting the Authority

regarding its management and funding, its mandate, orientation,

structure and organisation, just to name a few areas. In most cases

there are as many different views as there are individuals, or

institutions with vested interests. There is, therefore, the need

to ensure that individuals who already have a vested interest or a

vested position on a number of the critical issues are not included

in the Review Team. In other words, the Review Team must adopt a

framework which is Logical, coherent and, above all, objective.

Hence the need for an independently minded team to undertake the

review.

The Need for Member States Ownership of the Review

The review must take place with the active participation of

those who later will have to implement its recommendations. There

is, therefore, no doubt that the participation of the Member States

in the review process is essential and a prerequisite to Member

States ownership of the report that eventually emerges. Member

states participation in the review process must, however, be

carefully arranged so as not to compromise the independence of the

Team as required above.

Participation will take political and technical form.

Political participation and a minimum of consensus from the Member

States is essential if the final review report is to have

legitimacy and become a blueprint for the future reinvigoration or

even transformation of IGADD. Technical participation, in the form

of participation by nationals of the Member States as consultants

or technical members of the Review Team is essential because it

provides unique insights which only the nationals of the Member

States can bring to bear on the issues facing their countries and

their sub-region.
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Participation by Donors and International Organizations

Given the wide and intense interest in the sub-region by

several donors, some of them may wish to be associated with the

review exercise. They should be included in the process in such a

way that will neither compromise the independence of the Team nor

overwhelm its initiative and activities.

Procedures for the Review

With regard to the procedures for actually carrying out the

review, the following guidelines are proposed:

Briefing and Desk Study at the IGADD Secretariat

The evaluation Team will pay an initial visit to the IGADD

secretariat for briefing and to familiarize itself with

documentation and information relating to IGADD and its mission.

The IGADD secretariat, in collaboration with national focal points,

donors/development partners and other implementing agencies, will

assist the Team in gathering and reviewing all available

information as background material for the exercise.

Field missions

The Team will undertake field missions to all member States of

IGADD to consult with end-users, collaborating agencies/development

partners, individuals and organizations and other relevant parties,

to review additional information about IGADD, and to review

programmes and projects based in the member States.

Oral Debriefing

After the field visits, the Team will return to IGADD for

debriefing and to obtain any further clarifications relating to the

findings and results of the field missions.

Report Writing

The Team will prepare the evaluation report within 14 working

days of the end of its field work. The leader or Coordinator of the
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team will ensure its completion. The report will present the major

findings, conclusions and recommendations of the evaluation

according to the different issues identified in this report and

make a clear distinction between country-specific lessons learned

and lessons which would be applicable at the subregional or

regional level.

Dissemination of Report to Member States for Comments

The evaluation report will be officially transmitted by IGADD

to its member States through the focal ministries for comments.

These comments will be submitted to IGADD which will compile them

for circulation to each of the member States so that they would be

apprized of one another's observations. Alternatively, an expert

group meeting representing member States could be organized to

discuss the report and make comments. These processes are to ensure

that member States take ownership of the evaluation report.

Finalization of the Evaluation Report

The leader of the Evaluation Team will finalize the report

based on the above two scenarios and submit the final version to

the IGADD secretariat for presentation to the Council of Ministers.

Criteria for selection and Composition of the Evaluation Team

Selection Criteria

Objectivity and independence, competence in the field of

evaluation as well as in the technical areas of IGADD (in

particular, agriculture, natural resources/environment, remote

sensing/meteorology) and management, are the principal factors that

should guide the selection of the evaluation team. An effort should

be made to identify team members from the member States who meet

these criteria. To ensure objectivity and independence, it will be

desirable that the people to be selected, in addition to their

technical competence and experience in evaluation exercises, should

not have been involved in the conceptualization, identification,

formulation, approval and implementation of policies and

strategies, plans, programmes, projects and activities of IGADD.
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In this regard, a complete detachment from IGADD should be the

guiding principle.

Composition of the Team

In the light of the above factors, the evaluation team should

be composed of the following:

1. One Environmental Specialist with experience in issues

related to drought and desertification and biodiversity.

2. One Agricultural Specialist with experience in issues

related to food security, agricultural production and

productivity, and post-harvest food losses.

3. One Specialist in remote sensing applications and

meteorology.

4. One Management Specialist with experience in

institutional reforms and restructuring and preferably

with some legal background.

One of the four specialists will be selected by IGADD as Team

Leader or Coordinator based on consultations, willingness to assume

the role, and previous proven experience.

Time Schedule

The review exercise is proposed to take 51 working days to

complete according to the following schedule:

Briefing at IGADD secretariat - 5 days

Field Missions - 30 days

Debriefing at IGADD secretariat ~ 2 days

Writing of Report - 14 days.




