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Summary of the Results of the Evaluation Study

I. Outline of the Project

Name of Country: Project Title:
Republic of Sierra Leone Capacity Development for Comprehensive District Development

in the Northern Region of Sierra Leone (CDCD Project)

Issue/Sector: Local Governance Cooperation Scheme: Technical Cooperation Project

Office In-Charge: Office for Total Cost: 220 million yen
Peacebuilding and Reconstruction

Infrastructure and Peacebuilding

Department

Project Period: Partner Country’s Implementing Organization:

November 2009-October 2014 [five | Ministry of Local Government and Rural Development
(5) years] (MLGRD), Target Councils (Kambia, Port Loko, Bombali,

Koinadugu, and Tonkolili)

Related Institutions (Japan): None

1-1. Background of the Project
Since the peace agreement was made in 2002, Sierra Leone gradually and steadily has been moving
forwards to consolidate a foundation for development through a period of humanitarian aid, a transitional

period to consolidate peace, then, to a development period.

As a result of a series of discussions with concerned officials of the government of Sierra Leone
(hereinafter GoSL) and other stakeholders, and with a reference to the Act and policy of local government
and rural development of the Ministry of Local Government and Rural Development (hereinafter MLGRD),
it was envisaged that capacity building of local council and Ward Committee (hereinafter referred to as
“WC”) was one of crucial needs for realizing development in localities in more efficient and effective way
along with policy of the GoSL. In this context, JICA and the GoSL reached an agreement that a new project
“The Project for Capacity Development for Comprehensive District Development in the Northern Region of
Sierra Leone (hereinafter the “Project)” would assist in strengthening service delivery from the local council
and self-help development management of WC along with present due structure and function in the Local
Government Act (hereinafter “LGA™) 2004.

The Project launched within that context in November 2009, supposed to be completed in October 2014.
Because of epidemic of Ebola Virus Disease (EVD), it came to a halt from August 2014 to December 2015.
The Project re-started in April 2016 in order to implement the remaining activity and new activity for the

post EVD and development of community affected by EVD'.

A conference with the the GoSL was held on December 2015, when the Team was dispatched, to discuss the extension of the project. It came to
a decision to add a statement that assistance will be made in form of Ebola recovery during the extension period. The aim was not to resume
the remaining tasks, which were interrupted by the outbreak of Ebola and then completing the project, but to work on the recovery of
communities which were seriously damaged by Ebola despite communal improvements they had achieved until then.

In order to take prompt action, the Japanese government decided that modifying the existing project would provide a quicker solution in terms



Since its restart, the project has been implementing the activity on post EVD activities for recovery of
community in Sierra Leone to be back to development process?. In order to achieve this purpose, the activity
of the Project is to strengthen abilities of District Councils’ officers / District Councils in their development
work processes of planning, implementation and maintenance through the EVD Recovery Pilot Project
(hereinafter, ‘the Pilot Project’) (construction/rehabilitation of community infrastructures). Capacity

Development of the Counterparts through the project activity is most essential purpose of this project.

1-2.Project Overview
(1) Overall Goal: Strengthen the structure and function to manage district/rural development more
effectively and efficiently overall districts in Sierra Leone
(2) Project Purpose: Strengthen the structure and function of District Councils and Ward Committees to
manage district/rural development more effectively and efficiently in Kambia and
Port Loko districts
(3) Outputs:
1) The District/Rural Development Method in Kambia and Port Loko districts is established through pilot
and model projects.
2) Capacities of District Councils and Ward Committees in Kambia and Port Loko districts are developed
for more effective and efficient District/Rural Development Management.
3) The system to disseminate District/Rural Development Model to each district is established by
MLGRD, and related acts/policies are modified.
4) Ebola Recovery is accelerated in the five districts in the northern region’.
(4) Target Areas: Kambia District, Port Loko District, Bombali District, Koinadugu District, and Tonkolili
District

(5) Implementing Agency: Ministry of Local Government and Rural Development (MLGRD)

)

w

of Ebola recovery rather than launching a new project. Ebola recovery was to be accelerated through the District Councils which had been
advancing their services, also in order to further develop the skills of C/Ps that were targeted for capacity development before the
project-suspension caused by Ebola. At the same time, it was anticipated that the present handbook would be finalized as the Guideline, and
that it would be disseminated through holding state-wide forums. The discussion with the GoSL about the project’s framework began on
December 2015 as JICA dispatched the Team. An agreement on the detailed level was not reached, however, since the GoSL strongly
requested support on Ebola recovery not only in Kambia and Port Loko, where the project had been present before the suspension, but also in
other districts.

Yet, there was a difficulty in running the project in the additional eastern and southern regions because that was not included in the R/D, and
JICA discussed whether it should advice the GoSL to make a renewed request. The impact of Ebola on local communities and the economy
was serious, and it was unclear to what extent the District Councils’ functionality had recovered. Under these circumstances, JICA and the
LoGL agreed on a plan through the M/M of February and April 2016, to provide sound support to Kambia and Port Loko in the first year of the
extension period, and to further discuss the support to other northern districts in the second year (Source: M/M February 23™ and April 15%
2016).

Although the Piolot Project also covers the three northern districts (Bombali, Tonkolili and Koinadugu), a large number of the implementors are

former and current officials of Kambia and Port Loko’s District Council, as well as members of the Guidline’s editing committee who are
familiar with this project and the Guidline.
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(6) Inputs:

Japanese Side

Japanese Side: 2 million Yen
Experts: 15 persons, Equipment: 41 million yen, Local Operation Cost: 49 million yen
Training in Japan for Counterpart Personnel: 12 participants

Sierra Leonean Side

Counterpart Personnel: Deputy Minister (Project Director), Permanent Secretary (Project Manager),
Deputy Secretary, Senior Assistant Secretary, DECSEC, officers of Kambia, Port Loko, Bombali,
Koinadugu, and Tonkolili district councils (Counterparts) (a total of 38 officers)

Office and facilities were provided as Project Office in MLGRD at Freetown, as well as in Kambia and

Port Loko district offices in the 1% project year, and Bombali district council in the 2" project year.

I1. Evaluation Team

Sierra Leonean Side Mr. Haroun Kehturay, former Senior Assistant Secretary, MLGRD
Mr. Dandeson Smith, DECSEC, MLGRD
Japanese Side Mr. Atsutoshi Hirabayashi, Senior Advisor, JICA HQs

Mr. Hirofumi Goto, Special Advisor, Office for Peacebuilding and Reconstruction
Infrastructure and Peacebuilding Department, JICA HQs

Mr. Masashi Yamamoto, Representative, JICA Ghana Office

Mr. Toshihide Kanaya, Representative, JICA Sierra Leone Field Office

Ms. Kazuko Shirai, Consultant, Kaihatsu Management Consulting, Inc.

Period of Evaluation November 23 — December 12, | Type of Evaluation: Terminal Evaluation
2017

II1. Results of Evaluation

1. Project Performance
1-1. Achievement of Outputs
(1) Output 1: This Output was achieved before the Ebola outbreak in 2014.
(2) Output 2: Already Achieved

By using the Capacity Assessment Check Sheet, it was identified that the capacities of staff of Kambia District
Council (KDC) and Port Loko District Council(PLDC) improved in terms of 1) planning for development
projects, 2) Designing for constructions of facilities, 3) monitoring during and after the construction, and 4) core
capacities for administration of Local Council(LC).

In addition, there were former Counter Parts (CPs) with skills and knowledge about the essence or specific parts
of the Guidelines.
(3) Output 3: Almost Achieved

MLGRD organized the Guidelines Launching Forum in September 2017. It is also formulating the

dissemination plan aimed at implementing the guidelines®.

I

As of today, the following four points are expected to be in the plan. 1) The implementation system: the Model will be disseminated by the
Minister and other officials in the MLGRD, and, in District Councils, mainly by former and current C/Ps as well as former and current
Officials of the Pork Loko District Council (especially the DPOs and the MEOs ). 2) The budget for this fiscal year is specially being requested
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(4) Output 4: Almost Achieved

KDC and PLDC formulated the EVD recovery plan as an addendum to the District Development Plan (DDP) in
2016. They selected 3 sectors (health, education, and agriculture) and 3 Pilot Projects for each sector (a total of 6
Pilot Projects). Most indicators of the Pilot Projects, such a large number of beneficiaries and improvement of
accessibility to market were successfully achieved. The six Pilot Projects in the three target districts are expected

to complete in 2018.

1-2. Achievement of the Project Purpose: Almost Achieved

In addition to assessment of the services delivered by KDC and PLDC, the Team collected the budget and
disbursement details to measure the institutional ability of KDC and PLDC. The Ministries, Department and
Agencies (MDAs) concerned conveyed that the Pilot Projects had been implemented in collaboration with them.
The Pilot Projects were conducted in a people-centered manner, ensuring transparency and accountability. There
were some staff who did not have a copy of the Guidelines, and many of them expressed difficulty in following
the Guidelines without the equipment provided by the Project.

Councils of both Kambia and Port Loko disbursed nearly 100% of their budget in FY2015 and FY2016 which is

an indication of their high service delivery levels’.

1-3. Implementation Process

So far, four meetings of the Joint Coordination Committee (JCC), the highest decision-making body of the
Project, had been held since the restart of the Project, which included the latest meeting for approval of the results
of the Terminal Evaluation Survey held on 12 December 2017. Moreover, the JICA HQs had dispatched the
Consultation Mission to attend the JCC meeting to approve the target districts for the 2™ project year and to
provide advice to improve Project implementation.

The Project has taken actions to improve their activities in accordance with the recommendations made in June
2014 by the previous Terminal Evaluation Team, leading to improvement in service delivery of staff of KDC and

PLDC.

2. Summary of Evaluation by Five Criteria
(1) Relevance: High

The Project is in line with the LGA (2004) and relevant to the developmental priorities of Sierra Leone as
described in the Agenda for Prosperity (2013-2017) as well as in the EDV Recovery Plan.

The objectives of the Project have taken into consideration the needs of every level of local government in

Sierra Leone in the MLGRD, staff at District Councils (DCs), WC members, and community people.

3

by the Ministry of Internal Affairs to the President Office. 3) The plan is expected to be approved after January 2018. 4) The implementation
methods include: workshops by each District Council and trainings by northern district officials in western and southern districts.

The expenditure rate includes operations such as the establishment of a DDP based on the District Councils’ Guideline which was formulated
through the project, or a transparent and fair selection of suppliers.
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(2) Effectiveness: Relatively High

The Team identified that the Project has almost achieved its Project purpose as indicated in the current PDM.
Output2 directly contributed to the enhancement of their service delivery. Output3 is under process by MLGRD
as a component to achieve the Overall Goal rather than the Project Purpose. As for Output 4°, some of the staff of
KDC and PLDC strengthened their capacity by sharing their skills and knowledge with staff of 3 LCs in the
northern region.

(3) Efficiency: Medium

The Japanese experts had been dispatched as planned and they had duly transferred their skills and knowledge.
Machineries and equipment too, had been provided from the Japanese side as planned. However, some of the
machineries and equipment were missing.

As Sierra Leonean side, MLGRD and target district councils (PLDC, KDC and BDC) provided the office space
for project execution. There were frequent staff transfers which sometimes affected smooth Project
implementation in collaboration with MDAs.

(4) Impact: Relatively High

MLGRD held the Guidelines Launching Forum at the ministry level inviting representatives from the President
Office, donors, Implementing Partners (IPs) and key officials from all the LCs in September 2017. MLGRD
officially kicked off nationwide dissemination of the Guidelines to be used as a working document for all LCs,
donors, and IPs. Under the ““One Family National Framework,” IPs are expected to implement their projects in
accordance with the Guidelines. Incumbent and former CPs can act as key facilitators in disseminating the
Guidelines to other districts.

Although CPs enhanced their capacities as facilitators, the budget is necessary for the dissemination
nationwide to be secured every year’.

The implementation of the EVD Pilot Projects had several impacts on the target sectors. In the health sector,
services are delivered round the clock, and maternal deaths have significantly decreased. In education sector,
awareness for cleanliness of children has been enhanced and new school buildings have freshly motivated
teachers. In the agriculture sector, accessibility to the market has improved.

(5) Sustainability: Medium
1) Policy and Institutional Aspect

MLGRD had the plan to legitimize the Guidelines as a working document for all LCs in the amended LGA

after the forthcoming election 2018. Under ‘One Family National Framework’, all the IPs are expected to

implement their projects in accordance with the Guidelines.

=N

-

As mentioned previously, through Output 4, the CPs of this project who had also been in charge until the project suspension due to Ebola,
delivered public services using the skills and knowledge they had acquired, in accordance with the Guideline. As a result, the CPs’ capacity of
service delivery improved.

As mentioned, the MLGRD has requested additional 5 million SLL in order to strengthen the structure and functionality of the nationwide
District/Rural Development plan based on the Guideline.

The JICA’s rule, that the Overall Goal needs to be achieved within approximately 3 years after the completion of the Project, had not been
shared among those involved in this project. As a result of a consultation with the CP, based on the feasibility of this project and the degree of
accomplishment, the Overall Goal’s target districts were decided to be cut down to from all districts to the northern, eastern, and southern
regions (at least 1 district in each region).
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2) Organizational and Financial Aspect

As for the organizational aspect, MLGRD required more personnel with substantial term to serve. At the
local level, present and former CPs of the Project can be effective potential key facilitators to disseminate
the Guidelines. Although MLGRD is going to submit a special request to the Presidential State House for an
additional provision of 500 million SLL in the budget for FY2018 for dissemination of the Guidelines,
long-term financial sustainability of the Project is not secured. While tax collection is envisaged by LCs, it
is not easy to realize due to election and stagnant coordination with chiefdom which is obliged to share the
tax revenue with LCs.
3) Technical Aspect

Staff members at LCs were fully committed to using the Guidelines, which is in line with LGA (2004), and
were motivated to use it even after the completion of the Project. Since the contents of the Guidelines were
very much clear for LC staff to implement their development projects in a people-centered manner, they
could fully apply it for efficient and effective local development projects to ensure the quality of their

services.

3. Factors Promoting Better Sustainability and Impact
(1) Factors Concerning to Planning
Output 3 was originally set as a component in the achievement of the Overall Goal. MLGRD has taken strong
initiatives to formulate the dissemination plan for the Guidelines.
(2) Factors Concerning the Implementation Process
®  Sharing experiences among CPs was effective in upgrading their skills and knowledge about the Guidelines.

®  Traditional leaders such as Town/Village chiefs contributed to mobilization of the community.

4. Factors Inhibiting Better Sustainability and Impact
(1) Factors Concerning to Planning

The causal chain from Output 4 to Project Purpose has been a challange since its restart. This is because
the PDM was not altered largely, as described in “Background of the Project”, owing to the decision that
immediate action on Ebola Recovery through the existing project was desirable. The resumption of the
project was not only a simple ‘restart’, but also an Ebola countermeasure which had to be carried out
immediately. In a situation where Ebola has caused serious damage to society and the economy, the need to
start the project was strong, and the GoSL also had high expectations. Yet, the consistency between the
project goals and the actual achievements in target districts remains an issue. Although an immediate
countermeasure was required, there should have been sufficient consultation on the PDM logic.
(2) Factors Concerning to the Implementation Process

Since the IPs and DPs have their own modalities of implementing their development projects, it is confusing and

inexpedient for the staff of target LCs to enforce the use the Guidelines in those organizations.

5. Conclusion

It is the significant achievement that the two Handbooks were integrated into the Guidelines in the 1% year
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of the extended period. While the Guidelines enable LC staff to deliver their services to communities in a
people-centered manner, MLGRD needs to disseminate the Guidelines to donors and IPs.

Although MLGRD already organized the Guidelines Launching Forum in September 2017, further measures for
human resource allocation should be taken even after the Project completion in 2018.

Compared to the early stage of the Project, capacity of LC staff of KDC and PLDC for better local development
project operations was strengthened towards the later stage. However, frequent staff transfer without proper
handover of duties (including imparting knowledge on the use of the Guidelines) led to inefficient operations and
ineffective collaborations with MDAs. Staff in both the LCs need to be aware of the Guidelines and their usage to
sustain better service delivery.

Most of the EVD recovery Pilot Projects were successfully completed in KDC and PLDC in accordance with
the Guidelines, with full transparency and accountability.

Thus, it is concluded that the Project has almost achieved all its objectives and will be completed as planned.

6. Recommendations
(1) Revision of PDM
PDM was recommended to be revised as ANNEX1.
(2) For MLGRD
* To integrate the Guidelines as a working document into the amended LGA 2004 soon after the election
* To formulate a more detailed plan for the Guidelines dissemination including budget and human resources
allocation in close collaboration with LC representatives
* To disseminate the Guidelines to donors and other MDAs
(3) For Local Councils
* To ensure budget for monitoring and evaluation / O &M and to strengthen their activities
* To share lessons learnt about development activities among LC staff
» To report good practices of their development activities to central government
(4) For Project
To facilitate the MLGRD to disseminate the Guidelines to donors and other MDAs.

7. Lessons learned
(1) Establishment of network to disseminate the Guidelines
*  When formulating a guideline/model with an aim to disseminate it nationwide, it is recommended that
not only stakeholders in target areas, but all the stakeholders nationwide participate in the process.
Experience of participation promotes their initiative and ownership in future.
+ A dissemination forum which will be conducted at the national level will be a platform to establish a
dissemination system for the future.
+ Former CP and/or participants in Training in Japan will be valuable resource persons for dissemination of
skills and knowledge of the project.
+ Appointment of long term experts is an effective measure to follow the present status of related laws and
policies, budget and human resources of related ministries, as well as development plan of donors. The

information obtained thus can be utilized in project implementation.
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(2) Concerning Project Planning

* It is important for local government projects to clarify the indicators at the planning stage to measure the
capacity of individual staff and organizations.

* Careful consideration of logicality between Output and Project Purpose is required when planning a project.

* It is recommended to discuss the feasibility of Overall Goal at the early stage of project implementation.
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