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AFRICAN DEVELOPMENT BANK RESPONSE TO THE MOPAN SURVEY

Background

Since the launching of its Strategic Plan in 2003, the Bank has gone through a series of four different but complementary evaluations. These include, one internal,
 and three external and independent, namely: (i) the Multilateral Effectiveness Framework assessment (MEFF), mainly focused on three dimensions of effectiveness (internal performance, country-level results and partnership); (ii) the Multilateral Organisations Performance Assessment Network (MOPAN) which was also carried out in 2004 by a group of seven OECD countries
, mainly with the aim to discuss possible cooperation on the monitoring of multilateral organisations, including UNDP, FAO, the African Development Bank and the European Commission; and (iii) the independent evaluation of ADF-VII, VIII, and IX (thereafter ADF-VII-IX), carried out in 2003-2004 at the request of the ADF Deputies. This note briefly presents the main findings of the MOPAN survey and the Bank’s responses to it in the context of its overall strategic and operational thrust to build a stronger regional development bank and to become the first development finance institution in Africa by 2020. 

The Multilateral Organizations Performance Assessment Network (MOPAN) 

The Multilateral Organizations Performance Assessment Network (MOPAN) was designed and implemented to respond to the increasing demand in all donor countries for evidence of the performance and effectiveness of multilateral development organizations.
 The 2004 survey was conducted in ten countries, six of which were in Africa.
 Unfortunately, due to the fact that the Bank has no country offices in any of the RMCs surveyed, except Uganda, this situation limits its impact on almost all areas where coordination at the country level is concerned, and most obviously on general local responsiveness.  The results are of interest, at least in terms of the challenges to be faced by country teams operating from headquarters or in new country offices.  

Key issues highlighted in the report are: the Bank’s engagement with national stakeholders; its role as an advocate for good local policy making; the implementation of its policies on PRS support and alignment; and its involvement in local coordination and harmonization efforts. In terms of national partnerships, the survey suggests that the Bank’s role in policy dialogue is generally not highly visible and mostly limited to government ministries. Two examples of the Bank’s relatively successful policy dialogue in the areas of procurement reform and land management, respectively, as well as its role within NEPAD, are exceptions to the general impression.  The survey also reveals that the Bank has not engaged in advocacy activities.  Further, regarding capacity building, the perception is that it could and should be improved.  

A further important perception relates to the degree of alignment with national policies and strategies, where signs of improvement have been noted. In terms of inter-agency partnerships, the survey reports that the Bank’s efforts in this area need to be strengthened.  Further, it shows the Bank’s inter-agency coordination to be weak but improving.  Overall, the survey reports a rather modest involvement of the Bank in joint efforts in its specific areas of activity. However, for the years to come, in particular during the next three years of the Strategic Plan, the MOPAN survey anticipates that the planned decentralization of the Bank’s country programme management will help improve the institution’s interaction with other donors and relevant non state actors, such as the private sector and civil society, as well as its knowledge of country specific challenges.  This is also expected to enhance the organization’s critical and constructive contribution to policy dialogue and advocacy, its alignment with national policies and strategies, its capacity to deliver, and ultimately the effectiveness of its operational activities for development. 

The Bank Group’s Reaction to the MOPAN Survey

The Bank took note of the MOPAN survey and welcomes it in line with similar external and independent assessments of its operations, as this can provide a strong basis for continuous feed back that is needed to adjust its Strategic Plan and deliver on its overarching objective of poverty reduction in Africa. But these comments notwithstanding, it is important from the onset to highlight the fact that the MOPAN approach was based on “perception” rather than hard “facts” or “reality”. The results therefore should be analyzed with extreme caution, especially since, in the Report’s own words, “the MOPAN country teams have had only occasional and superficial contacts with the African Development Bank Group during the last three years, a small number in connection with meetings, and even fewer in the form of bilateral discussions. Impressions and perceptions are therefore limited and the findings should be regarded as tentative”. 

In the light of the foregoing, the findings of the MOPAN could be instructive only if they are complemented with findings and recommendations of other similar external but in-depth assessments such as the Independent Evaluation of ADF-VII -IX commissioned by the ADF Deputies in 2003 and the DFID-sponsored Study on Aid Allocations – The Collier/Dollar Model Revisited, published in November 2003.
The Independent Evaluation of ADF-VII-IX highlights that the African Development Bank Group is at par with sister institutions with respect to policies, guidelines, procedures, and other key performance indices. The Report noted that the Bank Group, after undergoing intensive and continuous reforms - often under difficult conditions – had established a more effective organization and has equipped itself with the necessary competencies to meet the development challenges of the 21st century. It also notes that the Bank is now equipped with a high quality policy toolkit that is based on current development thinking and that generally reflects the state of the art in development. Indeed, with its improved process and quality control mechanisms, the Bank now possesses the architecture required for effective and efficient quality control that allows for continuous learning to meet the challenges of the future and to become the premier development finance institution in Africa.

The Poverty and Efficient Aid Allocations Study, recently prepared by the United Kingdom Department for International Development (DFID), indicates that multilateral agencies have remained “marginally more efficient than bilaterals, with the African Development Fund (AfDF, the concessional window of the African Development Bank Group) showing a particularly large improvement to become the most efficient”.  Moreover, recently, in assessing some 23 major regional development banks and UN Agencies, the UK-sponsored assessment of Multilateral Effectiveness Framework (MEFF), ranked the African Development Bank Group among the top 2 front runners in its market reference in terms of its readiness for the implementation of the results-based management agenda focusing on aid effectiveness and the delivery of its strategic goals to support its 53 regional members countries achieve if not all, an increasing number of MDGs by 2015.
 
Viewed against the mid-1990s backdrop of a deep crisis that raised serious doubts about the Bank’s continuing existence, the studies above clearly show that the actions and achievements of the Bank Group since 1996 have realized a remarkable turnaround as underscored by the upgrade in 2003 of its credit rating to triple A across all of the world’s leading international rating agencies. A more effective organization has been established.  New policies and strategies have been formulated and are on par with those in sister institutions. Progress and quality control mechanisms have been improved.  The impressive array of reforms and improvements has taken place in a very difficult context. In particular, the Bank has been challenged by a lack of resources, both human and financial, to meet the demands made upon it. But, it succeeded to implement the relocation of all its activities from Abidjan to its new Temporary Relocation Agency in Tunis, an unprecedented event in the history of all the MDBs, without any major interruptions to its activities. 

The Independent Evaluation noted that there is, however, much unfinished business and numerous areas of structure, organization, strategic choices, policy, operations, instruments and processes that remain incomplete or have not yet been converted from design into operations.  Further actions on the unfinished business of the reform effort can best be approached through incremental steps and fine-tuning. Thus in stressing these dimensions, the Independent Evaluation of ADF-VII-IX mirrors and convincingly confirms the need to support the Bank to enable it become the premier development institution in Africa.
  
In that overall framework, the Bank believes that the MOPAN Survey, together with other external and independent assessments, provides rich inputs and insights about what is working and what still needs to be fixed. As such, all these findings come at a time when the Bank Group is strategically repositioning itself as a more effective development institution.  

In the light of the foregoing, the Bank believes that the MOPAN survey must be examined with extreme caution. In that context, it is important to highlight the fact that the objectives and approach of the MOPAN assessment state that these are only "perceptions" and not facts. It is clear that in contrast with the Independent Evaluation of ADF-VII-IX, the MOPAN approach cannot assess in-depth the actual contribution of the Bank to poverty reduction. Perceptions of behaviour are a legitimate, if partial, source of information.  They can therefore not be "contradicted" but the Bank's reaction to the "perceptions" will be presented in greater detail in its Strategic Plan Update, which will be distributed to all its Governors and key partners, including relevant non-state actors such as civil society organisations during the Bank’s next Annual Meetings in May 2005.

But these observations notwithstanding, Management endorses the conclusions as well as the lessons to be learned from the MOPAN survey and all the other assessments carried out since 2003, and believes that together with other findings from different research papers, they provide rich input and insights about the strategic directions for the way forward.
 Accordingly, building on these foundations, the Second Update of the Strategic Plan will highlight how the Bank intends to address some of the key challenges in implementing the unfinished business and position itself strategically to play an increasingly central role in meeting the development needs of its 53 RMCs in reaching the MDGs by 2015. 

In particular, building on the findings and recommendations of the independent evaluations highlighted above, the Strategic Plan Update will show that Management, with support and guidance from the Boards, continues to take action, based on the experience of other decentralized sister institutions, to step up negotiations with regional member countries to open 8 offices in 2005 and another 8 offices in 2006. With these additional 16 offices, the Bank would be represented, through either national or regional offices, in the 25 RMCs, that account for over 86 percent of its current loans portfolio. 

It is important to highlight that the basic mandate of the country offices would be twofold: (i) liaising with the country on policy and strategy as well as with partners on development issues and (ii) technical expertise on project delivery particularly with respect to procurement and disbursements on loans, with appropriate delegation of authority. To better achieve the strategic priority objectives while strengthening the Bank’s capacities in managing for development results, the staffing of the country office will comprise two internationally recruited staff (the Country Resident Representative and a Country Operations Officer) complemented with some 15-17 locally recruited staff. This concept does not exclude the possibility of offices with broader mandates beyond dialogue with country and partners and project management. All those positions will be added to the current headcount of the Bank. Whenever appropriate, the Country Operations Officer or country economist as is the case for Nigeria, will be transferred from head quarters to be resident in the field office. 

It may be underscored that recent experiences of the Bank Group in its 6 Country Offices that are already operational (namely Gabon, Nigeria, Egypt, Ethiopia, Uganda, and Tanzania), indicate a marked improvement in its policy dialogue with the concerned regional member countries.  In addition, they show the active role the Bank’s country offices are playing in scaling up partnership with other donors in support of better coordination and harmonization of activities. Resident managers for DRC, Mali and Madagascar have already been nominated in April 2005 and will be in their duty stations during the second semester of 2005..
The Bank’s Strategic Plan Update will shed more light on all these far-reaching initiatives being prepared and implemented to make the Bank a front runner institution focused on promoting the Results-Based Management (RBM) agenda, taking into account the commitments made at Rome in February 2003, Marrakech in February 2004 and Paris in March 2005, to harmonize and align aid delivery.  This update will highlight the Bank’s accelerated decentralisation program to open the 25 new countries offices in its regional members countries, as well as its unprecedented operational results in 2004 since the entry into force of its Strategic Plan in 2003. It will also emphasize the conclusions and recommendations of the consultations on ADF-X and their impact on future Bank lending and non-lending activities in support of the implementation of the Millennium Development Goals (MDGs) in Africa.

To further consolidate its recent reforms and strategic repositioning, the Strategic Plan Update will highlight the fact that the Bank has recently launched a revised Action Plan to improve its operations as well as to deliver on key initiatives such as those related to NEPAD and the Water Initiatives. In order to meet the goals of its Action Plan, the Bank Group has set the following specific actions which are currently being implemented: (i) increasing significantly staffing levels, particularly in operations departments; (ii) improving the skills mix of staff; (iii) enhancing training of staff in key competencies; (iv) implementing an accelerated decentralization program with adequate delegation of authority on procurement and disbursement matters; and  (vi) improving coordination with donors at the country-level. What is emerging is a Bank that is more self-confident in its capabilities and strongly committed to engage to support the aid effectiveness agenda required to continually improve and adapt itself to changing realities and challenges. 

In view of the foregoing, the second update of the Strategic Plan will be designed to serve as an instrument of communication to promote and consolidate the four key pillars of the Strategic Plan which are still sound and remain asrelevant today, if not more in the future, in terms of ownership of the development process by the RMCs, enhanced selectivity in Bank operations, scaling up partnerships for more effective aid partnership, stronger focus on managing for obtaining tangible development results on the ground, and use information to improve decision-making.  

� See ADB/BD/WP/2004/47/rev.1/Approved – ADF/BD/WP/2004/44/Rev.1/Approved on 26 August 2004. The First Annual Review of the Strategic Plan.   


� This group consists of Austria, Canada, Denmark, the Netherlands, Norway, Sweden, Switzerland and the United Kingdom which agreed in 2002 to establish an informal MOPAN network to carry out regular assessments of the work of selected multilateral organisations in a number of countries where members have their own bilateral programmes.


� See The MOPAN Survey 2004, Synthesis Report, January 2005.


� The survey was conducted in ten countries, including six RMCs, namely Benin, Burkina Faso, Kenya, Mali, Rwanda, and Uganda.  The other non-RMCs were Guatemala, Nepal, Pakistan and Sri Lanka.


� See DFID’s Assessment of Multilateral Effectiveness – An Overview of Results, International Division Advisory Department, Department for International Development, 28 February 2005.


� See the Executive Summary of the Independent Evaluation Report, Stepping up to the Future: An Independent Evaluation of the African Development Fund, VII, VIII, and IX, IDS, Sussex, United Kingdom, June 2004.


� One of the key research papers concern the “Poverty Efficient Aid Allocations – Collier/Dollar Revisited” of November 2003, a paper from the Economics and Statistics Analysis Unit established by DFID. This paper quotes in Chapter 4 and in its Executive Summary that ‘multilateral donors were, and remain marginally more efficient, than bilaterals, with the AfDF showing a particularly large improvement to become the most efficient’





