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"Environment is where we live, development is what we do to change that environment"
Qur Common Future, Report of the World Commission on Environment and Development,
(1987)

"We, the participants of TICAD, confirm that United Nations
Conference on Environment and Development (UNCED) agreamants
should ba steadfastly implemented with a special amphasis on
balanced relationships among agriculture, population and
snvironment policies" "Towards the 21st Century” Tokyo
Declaration on African Development from the Tokyo International
Conference on African Development, 5-6 October 1893



EXECUTIVE SUMMARY AND ABRIDGED CONCLUSIONS

1. This mission was carried within the context of the present process for the
renewal and restructuring of ECA. In this process, serious though was given to
reviewing the role of the Multinational Programming and Operational Centres
(MULPOCs) and how to strengthen them, and tec assist the CIC/Niamey MULPOC in
further developing a programme to enhance the environmental component for member
States in that subregion. The conclusions are also guided by resolutions 809 (XXXI)

and BlO(XXXI) adopted by the ECA conference of Ministers on 8 May 1996.

2. Discussions were held with senior government 6fficials in Niamey, Niger and
various locally based IGOs. In addition, the various evaluation exercises for the
MULPOCs were reviewed including the 6ne for the Niamey MULPOC itself. Many
recommendations had been made many of which were not consisfent with the initial
ideas for the MULPOCs. This may explain why they were never fully implemented. It
was alsoc evident that ECA headquarters at the time was not decided on how
addressing the bottlenecks and making the MULPOCs the decentralized programme of
the Commission and a representational outfit of the main structure, as the initial

idea implied.

3. ‘There was an evident situation of impasse where the MULPOCs were nearly
brought to a stand still. There is an underlying problem in the structural
arrangement between ECA Headquarters and the MULPOCs which has causéd inadequate
institutional harmony between them. This structural problem has given cause to
equally poor programme synergy from ECA to the MULPOCs at the moment. The feedback

has, therefore, not been at the level expected. This impasse needed tc be broken.

4, Another issue which did not exactly fall within the terms of reference of the
mission but which could not be avoided because it would significantly affecﬁ the
interaction of the environment component of the nexus, the subregional programme
profile and impact, was the representational responsibilities of the MULPOCs. The
closer ECA gets to the subregional and national levels, interactions become more
and more fregquent with government officials at the up to the highest level, not
only on political issues but also on programme matters. In other words the MULPOCs
find two roles imposed on them, that of subregiocnal programme managers and that of
the personal representative of tﬁe Executive Secretary of ECA. Due to this aspect

of interaction, member States expect this dual responsibility to exist and be

conspicuous.
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5. Discussions with senior officials of the Ministries of Finance and Plan, and
of Rural Development, Hydrology and the Environment provided insights into areas
of support which were identified as capacity for programme and project formulation
and implementation management. Information and data collection and analysis was
alsc an area for support. Most useful period for intervention was indicated as
during the second half of the year before the budget year began which for most

countries is in January.

6. Consultations with locally based IGOs, notably the African Centre of
Meteorological Applications for Development (ACMAD), the Agro-hydrometeorological
Centre (AGRHYMET) of CILSS, the International Centre Research in the Semi-Arid
Tropics (ICRISAT}, the Autorité du Bassin du Niger and HYDRONIGER, were focussed
on coordination, joint programming and information sharing with the MULPOC and data

and information sharing.
A: Conclusions
(1) Gensral state of the MULPOCS

7. The mission confirmed the conclusions of earlier review exercises that the
- MULPOCs are still necessary as vital vehicles fof the decentralization of ECA to
member States. Consequently, the initial objectives of the MULPOCs are still
justifiable. However, their structure and programme development and implementation
.procedures must be revieﬁed, if they are to serve as a strong impetus for promoting

the new programme directions of ECA at the national level.

8. Programme development, implementation, monitoring and follow-up was not
adequately coordinated from ECA Headquarters, consequently, there was poor synergy
from ECA through the MULPOCs to the IGOs. The trickle-down effect to member States

was therefore minimal.

9. To address the above short-~falls, subregional institutional structures and
programme frameworks of the MULPOCs must be coherent components of the regional
structure and programme in which ECA, in the area of its mandate and comparative
advantage. This is not so at the moment ahd ECA is not playing a central role it
should be playing in cross-sectoral programmes at the subregional and national

level as well as the required delegation of authority.

XCA renewal -~ the MULPOCE:



i10. Since by definition, ECA's action at the national level is highly limited to
the advisory service activities of the Commission, on request, and that the
effectiveness and impact of the other activities depend on what may be called a
"trickle-down™ process, this has not been well managed in the past. This is the

challenge for the ECA Headquarters and the MULPOCs to address.

11. The above concerns have been a dormant aspect of policy and decision making
at ECA towards the MULPOCs. They need to be revived and aggressively promoted to
gsettle in the new programme directions of the Commission.

{ii) Environment and sustainable development as a ccuponent of the MULPOC
programmas: example of the West African MULPOC.

i1z. Contrary te the impression concerning the environment and sustainable
development programme thrust, it is not an aspect of the programmes of any of the
MULPOCs, including the West African MULPOC. This is an unfortunate omission, in
view of the post-UNCED momentum as a major global driving force for regional and
subregional integration for achieving collective self-reliance and sustainable
develcpment. Most imoportantly, nearly all of the subregional IGOs and NGOs are
environment oriented. The absence of activities deriving from Agenda 21 contributes
in marginalizing the MULPOCs from the IGOs and NGO activities which is the common

denominator problem area that can be used to enhance cooperatiion and integreation.

13. At the national level nearly most of the inter-ministerial working groups are
environment related either for the country strategic notes (CSN),
Minister/Commissions/Committee for sustainable development, Cormittees for National
Environmental Action Plans or Committees for Agenda 21 all include activities of
the nexus. This, most 1likely, provides some of the explanation for the

disillusionment of the IGOs with -the MULPCCs.

14. Arising from the above, the nexus apprcach demands a strong central
environment and development programme capable of acting as a key motive force in

infusing cross-sectoral and multidisciplinary approach teo activities of that group.
{iii) Harnessing information for development: The nexus issues.

15. One of the weakness of member States is clear problem definitions for which
the different levels of information could be collected. The relevant capacity to
collect and analyze such information could then be build or strengthened. With the

new programme area on harnessing informatien for develcpment, integrated
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information generating and analyzing mechanisms could be developed at the level of
the MULPOCs for quick reference and use both by ECA and African countries at their

different levels.

16. The challenge is to work out a system of programme development information
flow from ECA Headquarters to the MULPOC that will be consistent with activities
at the national. Since resources do not allow the MULPOCs to be as operational as
they were initially intended to be, it is necessary to study the wvarious
possibilities of strengthening ECA/MULPOC programme development. In so doing a
review of the interaction process between the MULPOCs and the major subregional
organizations, particularly those promoting subregional economic integration on the
one hand and those specialized in activities of the nexus is pertinent. For the
furtherance of the spirit of the nexus, information is therefore vital. This should
be a key part of the process of strengthening the MULPOCs.

{iv) ECA environment programme activities as a major component for ragional
and subregional economic cooparation and integration

17. B distinctive feature of the UNCED preparations in Africa was the active
participation of the continent's major groups in the various stages of the
preparatory process, in which ECA played the key coordinating role. The IGOs,
particularly African Ministerial Conference on the Environment (AMCEN), NGOs,
women's organizations, major groups commendably complemented and supported the
efforts of African countries in the preparation of Africa's contributions and
committal document - Africa's Common Position on Environment and Development - to
the Earth Summit. They significantly contributed to the development, in the
context of the negotiations for the various conventions, of the continent‘®s common
perspectives. They provide a firm basis for promoting regional cooperation and

integration through rationalized subregional groupings.

{v) Strengthening and utilization of ECA-sponsoraed institutions at the MULPOC
level

is. The ECA-sponsored institutions which were established and run by -member
States to enhance their capacities in the different sectors buttress. their
collective effort for soclio-economic development should be fully used by the
MULPOCs "as allies in the transmission of ideas collected and generated by ECA",

go well put in the Strategic Directions document.

B: Racommandations




CATEGORY I:
Institution strengthening, including representational issues

RECOMMENDATION 1: Programme and representaticnal responsibilities of the
MULPOCS .

18. For the MULPOCs to be effective as the outreach arm of ECA and enhance the
guality of interaction with seﬁior policy makers in government and the private
sector, they must be both programmatic and representational, falling under the
direct supervision of the Executive Secretary in the "Executive Management"

component of the activities of the Commission.
RECOMMENDATION 2: {a) Programme and institutional arrangamsnts.

19, To promote ECA's visibility at the subregional and national levels, with the
MULPOCs being able to respond more rapidly to the needs of various subregiocnal
organizations and member States, and overcoming the perception of remcteness at the
country level, a new paradigm of structural interaction is recommended. This will
involve the ECA-MULPOC-Subregion~member State and "same path return process"™ in

programme action.

20. In this "same path return process,” the MULPOCs are central. Apart from the
mandateory support from ECA, the MULPOCs should build on the capacities of the ECA-
sponsored institutions located in their subregion irrespective of their scope of

activities ~ regional or subregional.

21. The flow of actions under this institution interaction paradigm suggests
three levels of action that should, at all times, be under control by the central
programme manager, ECA Headquarters. The "return path model" would begin at ECA
through the MULPOCs‘to subregicnal IGOs and naticnal level. A disfunction of one
of the links, it is being postulated will cause a breakdown and hamper deliver and

impact.

{(b) Barmonization of programme interventions with national programming
cycles.

22. For effective joint programming, harmonization and coordination at the IGO
and national levels, ECA should intensify its assistance activity services during
the last half of the year preceding the next financial year. Flexibility of
programme orientation is usually difficult after the general and investment budgets

have been approved by the various national structures.
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(b} Advisory services

23. Since by definition, ECA's action at the national level is highly limited to
the advisory service activities of the Commission, on reqguest, and that the
effectiveness and impact of the other activities depend on may be called a
"trickle-down" process, this is a critical aréa to manage in closer harmonization

with the substantive activities than before.

24. In view of the partnership drive, to reap its full benefits, partners should
be encouraged to be part of this service. Mission teams should include, as much as
possible, one from ECA, one from partners in the area concerned, a MULPOC staff,
a subregional IGO0 and a relevant national expert/focal point. The ECA component
must be of commensurate experience in the issues of the nexus and level and of the

level to act as team-leader.

25. Their draft reports and recommendations must be review by all before they

leave the country benefiting from the service to ensure consensus and follow-up.

RECOMMENDATION 3: Reinstatement of the subregional Conferences of Ministers

26. In response to the request to undertake, in concert with regional
intergovernmental organizations, the necessary consultations with a view to
reinstating the subregional conferences of ministers of the Centres to enable them
to focus more on specific subregional priorities and enhance the Commissions
"presence at the subregicnal and country levels, it is recommended that the
consultations should include MULPOC policy process at two levels, namely,

(a) jointly with that of the regular session of the leading subregional
economic grouping, to review and endorse programme priorities;

(b} annual programme development and harmonization expert meetings with the
ECA-sponsored institutions based in the subregicn, subregicnal IG0Os and NGOs.

CATEGORY iI:
The MULPOCs as Centres of programme axcellence for the exchange

of experience, information and provision of support, particularly
' for the nexus

RECOMMENDATION 4: Programme harmonization

27, Considering the need for the identification programme gaps between the

ECA renewal - the MULPOCS:
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central activities and those of the subregions and harmonization with suggested
"same return path" paradigm, all programme managers at ECA are requested to carry

out the same exercise in order to enhance programme synergy within ECA and between

ECA and the MULPOCs.

RECOMMEMDATION 5: (a) Environment and sustainable develcpment as an
integrative component of the nexus activities at the
regional level

28, Within the UNCED global framework and African Environment and Development
Agenda as presented in the African Strategies for Agenda 21, three areas are

recommended to compose the regional environment and sustainable development

framework, namely,

(1) participation in promoting the regional capacity building implementation
of the cross-sectoral aspects of Agenda 21 and other UNCED outcomes;

(1i) policy and programme coordination and harmonization in-house at ECA,
with UN/DPCSD, UNEP and other UN agencies, regional IGOs (the OAU and AMCEN)
and NGOs as well as IGOs and NGOs at the subregional level to ensure the
significant permeation of ECA ideas and presence to the naticnal level; and
(iii) environmental geographic information systems {GIS) management. '

(b) The regional environment programme framework as a spring board
for MULPOC actions within the nexus

29. The environment component of the MULPOC activities within the nexus should

be focused on the:

(a) Establishment of naticnal sustainable development indicators, in
collaboration with Headquarters, UNDP and DPCSD focal peints at the national
level; )

{b} National sustainable development profiles highlighting the c¢ontribution
of each of the activities, and others as the case may be;

{(¢) Needs profiles {subregional and national

(d) capacity building: the nexus areas

RECOMMENDATION 6: Harnessing information for development: The environment in
the nexus issues.

{a) MULPOC Integrated Information System and Database (MIISYSD)

30. In furthering the spirit of the nexus, information is vital as a key aspect
of strengthening the MULPOCs and making them more effective as the outreach organs
of ECA. The development of a subregional information database, including an
environmental geographic information system (GIS} and a MULPOC Integrated
Information System and Database (MIISYSD) should be established to support a
network linking ECA Headquarters and the MULPOC to subregional organizations and

focal national institutions.
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{b) ‘BCA~sponsorsd institutions information database and network

31. The ECA-sponsored institutions should be encouraged and possibilities made
for them to establish a database on their area of work. Those that have one should
be strengthened. The ACMAD Meteorclogical and Environmental Diagnosis System
{AMEDIS) should be strengthened as a key information catalyst for activities of the

nexus.
(c) Software developmant

32. Appropriate integrated development data analysis software should be developed

or adapted by ECA.

{c) Information networking with iGOs and national focal points

33. A data base network should be developed with the IGOS and ECA national focal
points through the proposed MULPOC Integrated Information System and Database

(MIISYSD)

RECOMMENDATICON 7: Framawork of outputs for the activities of the nexus

34, It is recommended that major programme areas should be agreed upon to provide
the framework for activities and outputs so that the areas are familiar to the IGOs
at the subregional level and they can also contribute to them. This will facilitate
joint programming, programme coordination, harmenization, monitoring, evaluation

and reporting.
RECOMMENDATION 8: Qutput delivery

35. A study should be carried out on how to integrate the regular MULPOC meetings
into those of the major subregional economic grouping so¢ that reports of MULPGC
activities are part of the agenda of those meetings at the highest level that they
are held. This will enhance ECA's drive for its visibility to reach member States.
Programme ideas for the subregional component of ECA regional programmes will be
discussed at such meeting. This will mean cost sharing which should be part of the

discussion.
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States through subregional intergovernmental institutions as the new crientations

take the Commission into the 21st century.
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Preface

This mission was carried out within the context of the present process for
the renewal and restructuring of ECA. It was to examine how to strengthen the
role of the Multinational Programming and Operational Centres (MULPOCs) and to
assist the OIC/Niamey MULPOC in further developing a programme to enhance the

environmental component for member States in that subregion.
The mission lasted from 6 April 1996 to 15 May 1996.

The first task of the mission was to formulate an Issues Paper covering
the key questions to be examined. The Issues Paper was submitted on 19 April 19%6
for a preliminary review at headquarters. It was developed in three parts. The

first part dealt with such issues as:

(i) a brief description of the ECA renewal process;
{ii) environmental management: the African perspective;
(iii) ECA and its environment programme within the nexus with a focus on

programme development, regional and subregicnal priorities.
The second part looked at the concept and the realities of the MULPOCS,
their strengths and weaknesses. Third section looked at the Niamey-based MULPOC

itself:-

(a} its peculiarities;

() development of the ECA environment programme within the nexus;

(c) coordination, harmonization, monitoring, evaluation and reporting;
{d)  the rocle of information and database; and

(e) institutional implications.

The fourth section was a work plan to visit a selected number of
subregional institutions which could be the MULPOC's potential'subregibnal focal
point for developing a comprehensive data base for monitoring, evaluating and
reporting on progress being made in achieving the objectives of the activities
of the nexus. These institutions were CILSS, ECOWAS, the Federal Environment

Protection Agency of Nigeria and the Environmental Protection Council of Ghana.

The outcome of the mission would help in proposing medalities for the: -




{(a) adaptation of the ECA environment programme within the nexus with the
major outputs of a joint institutional nature;

{b) interagency (UN) and inter-institutional coordination, harmonization,
monitoring, evaluation and reporting; ‘

(c) establishment of an information and database and Haia and information
sharing mechanisms in the subregion; and o

{(d) modalities for establishing institutional relationships.

Although it was not possible to undertake the proposed consultations with
the key IGOs in the subregion, the mission was able to improve on the ideas which
were earlier formulated in the Issues Paper through consultation with local

goevernment officials and IGOs.

The various evaluation exercises for the MULPOCs were reviewed including
the one for the Niamey MULPOC itself, Meny recommendations had been made many
of which were not consistent with the initial ideas for the MULPOCs. This may
explain why the;, were never fully implemented. It was alsc evident that ECA
headquarters at the time was not decided on how to address the bottlenecks and
making the MULPOCs the decentralized components of the Commission‘ and a

representational outfit of the main structure, as the initial idea implied.

‘335 regards the environment component of the programme, except for the
Centrai African where there was initially an element of it but later dropped,
there was none as an integral part of the MULPOC programme. This was in
contradiction to the priorities of nearly all the.national programmes and the
majority of the subregional IGOs, NGOs and community-based organizations-(CBOS)
for whom environmental considerations were aﬁ integral part of development
programming. Every country has an inter-ministerial mechanism on sustainable
development of which the Minister responsible for the Environment is either its

Chairman, Vice-Chairman or Secretary.

It became clear that there had been a significant drift in operations from
the 1n1tlal spirit ‘and purpose of the MULPOC concept. There was an evident
31tuat10n of an 1mpasse where the MULPOCs have nearly been brought to a stand
still There is an- underlylng problem in the structural arrangement between ECA
Headquarters and the MULPOCs which has caused inadequate institutional harmony
between them. This structural problem has given cause to a poor programme synergy

from ECA to the MULPOCs at the moment. The feedback has, equally, not been at

[

TNNE pemmsmurad o dha MITEDAAY S



the level expected.

Another issue which did not exactly fall within the terms of reference of
the mission but which could not be avoided because it significantly affects the
interaction of the environment component of the nexus, the subregional programme
profile and impéct, were the representational responsibilities of the MULPOCs.
The closer ECA gets to the subregional and national levels, interactions become
more and more frequent with government officials at the highest level, not only
on policy issues but also on programme matters. In other words the MULPOCs find
two roles imposed on them, that of subregional programme managers and that of
the personal representative of the Executive Secretary of ECA. Due to this aspect
of interaction, member States expect this dual responsibility to exist and be

conspicuous.

This is the perspective of programme and institutional relationships
between ECA headquarters and the MULPOCs on the one hand and the MULPOCs and the
subregicnal intergovernmental, nongovernmental organization and national

governments on the other, that guided the mission.
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I. INTRODUCTION

"The strategic narrowing of ECA's agenda is
basaed on clear priorities and on its
comparative advantages: its regional focus,
its commitment as an organisation in and of
Africa; in analysing regional issues,
fostering regional cooperation, identifying
role models, comparing and harmonising
policas, compiling and networking development
information and data."!

"Encourages the Executive Saecretary to

continue to strengthen the process of renewal

and reform of the Commission in consultation

with mamber States." ECA Conference of

Minister resolution 8089 (XXXI), 8 May 1986.
1. The strengthening of the MULPOCs in the renewal and restructuring process
at ECA is an integral part of the revitalization exercise being undertaken by
the Secretary-General of the UN in response to the evolving needs and
clircumstances through which the system is going. Enhancing the environment
programme component of any of the MULPOCs imposes a situation where its
relationship with the other programmes must be examined since, as it is clear
from the nexus, it is cross-sectoral and consequently cross-programme, This

presupposes that the structure and functioning of those arms of the Commission,

lend themselves to this type of integrated review,.

2. A key objective of the MULPOCs is to carry ECA programme presence to its
member States. The evaluation report is very explicit that there are serious
deficiencies here. Consequently, in proposing the enhancement of a programme
activity such as the environment, which in its present spirit and purpose as one
¢f the determining dimensions of sustainable development, its cuﬁrent dynami sm
as one of the important elements of international development, care must be taken
to register this ECA presence in its strong comparative advantage and strength

to handle multidimensional programmes.

1_/ Sserving Africa better: Strategic directions for the Econom;c
Commission for Africa (Doc. E/ECA/CM.22/2 of March 1996)

IECA reanewal - the MULPOCs:
-1 - Environment and the nexus






























































































































































































































































































































