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* In general, the SCP Source
Books are developed based on
city experiences or are
developed as operational tools
which will then be fine-tuned,
adapted and applied in cities.
An SCP Source Book can be
process-specific (Volumes 1 -
5), topic-specific (Volume 6) or
of a cross-cutting nature
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About the SCP Source Book Series

The SCP Source Book Series provides detailed operational guidance for
the benefit of people implementing city-level projects within the Sustainable
Cities Programme. Each volume in the Series covers either an important
part of the SCP process or an important topic which is central to urban
environmental planning and management. The volumes currently being
produced (1999) include the following:

Volume 1: Preparing an Environmental Profile

Volume 2: Organising, Conducting and Reporting a City Consultation
Volume 3: Establishing and Supporting a Working Group Process
Volume 4: Formulating Issue-Specific Strategies and Action Plans
Volume 5: Institutionalising the EPM Process

Volume 6: Urban Air Quality Management Handbook

Volume 7: Building an Environmental Management Information Systems
Volume 8: Integrating Gender Responsiveness in EPM

Volume 9: Measuring Progress in EPM

The emphasis in this Series is @hevanceandrealism These volumes

are theproduct of experiencefield-level experience gained over the past
eight years in SCP city projects around the world. Precisely because it is
drawn from the lessons of experience in so many different cities, the
information contained in these volumes is not city-specific but can readily be
adapted and applied to the tasks of urban environmental planning and
management (EPM) in virtually any city context.

The Sustainable Cities Programme (SCP) is a global programme of the
United Nations Centre for Human Settlements (UNCHS - Habitat) and the
United Nations Environment Programme (UNEP). Itis the leading technical
cooperation programme in the field of urban environmental planning and
management and is the principal activity of the United Nations system for
operationalising sustainable urban development and thus contributing to
implementation otthe globally-agreedAgenda 2land Habitat Agenda

The SCP is currently active in the following places:

Africa: Accra (Ghana), Dakar (Senegal), Dar es Salaam (Tanzania), Ibadan
(Nigeria), Lusaka (Zambia), Maputo (Mozambique), Moshi (Tanzania),
Nampulo (Mozambique), Zanzibar (Tanzania)

Asia: Colombo (Sri Lanka), Madras (India), Cagayan de Oro, Tagbilaran,
and Lipa (Philippines), Shenyang (China), Wuhan (China)

Middle East: Ismailia (Egypt), Tunis (Tunisia)

Latin America: Concepcion (Chile)

Central & Eastern Europe: Katowice (Poland), Moscow (Russia), St
Petersburg (Russia).

Further information about the SCP Source Book Series, or about the Sustainable Cities
Programme itself, may be obtained from:

The Sustainable Cities Programme, UNCHS, P.O.Box 30030, Nairobi, Kenya

Tel: +254 - 2 - 623 225 or 623 784, Fax: +254 - 2 - 623 715, E-mail: scp@unchs.org
Website: http://www.unchs.org/scp



User's Guide

This Document is divided into three Parts, each of which has a different
purpose and a different content:

Part A

Introduction and Overview

This begins by briefly describing the Environmental Planning and nstitutionalisation of the

Management (EPM)* process in an SCP city, to establish the over-all conte®EM process is described and

it then explains in general what is meant by Institutionalising the EPNnalysed in an SCP city context.
; ; : ; Therefore the terms ‘SCP’ and

Process. Part Ais a general introduction which should be reagebyone EPM' process are used

concerned with the SCP project, including policy-makers, political leadergyerchangeably. The SCP

and other stakeholders. process and its specific
activities provide a concrete
example of the application of

Par’g B . . . the EPM process in an SCP

Institutionalisation: A Conceptual Framework partner city.

This is the main Part of the document. It gives a careful explanation of
what is meant by Institutionalisation of the EPM process - how it can be
organised and undertaken. The explanation is detailed, aimed at the
professionals and practitioners who will actually be implementing the SCP
project on a day-to-day basis. Thus Part B contains not only explanations
and guidelines, but also good advice based on experience in other SCP cities.
Part B is thus intended asgaidebookwhich the SCP project staff and
partners can consult over and over again as they work through the SCP
project, starting in Phase One and lasting until the end of the project (and
beyond).

Part C

City Examples, Further Explanations and Other Materials

To further assist those implementing the SCP project, Part C contains a
variety of useful annexes and supplementary information. Aside from a
helpful Glossary of Terms and list of Information Sources, Part C is primarily
devoted to a series of short case examples drawn from the real-world
experience of various SCP cities. These examples will help illustrate the
points made in Part B and will give project staff helpful ideas and pointers
about how to proceed in their own particular circumstances. Part C also
contains guidance on entry points for bringing about change, as well as a
lengthy explanation of the SCP programme itself.

To get the best out of this Source Book, however, users need to have a good
understanding of the overall SCP approach and process of which
institutionalisation is only a part. It is therefore strongly advised that users
familiarise themselves with the appropriate SCP documents and information.
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Al
The EPM Process in an SCP City

The Sustainable Cities Programme (SCP) is a world-wide technical
cooperation activity of the United Nations. It works at city level in
collaboration with local partners to strengthen their capabilities for
environmental planning and management (EPM). Each city-level SCP project
is adapted to the particular needs, priorities, and circumstances of that city;
nonetheless, all SCP city projects follow the same general approach and all
are implemented through the same series of activities known as the SCP
Process.

The SCP recognises that cities play a vital role in social and economic
development in all countries. Efficient and productive cities are essential
for national economic growth and, equally, strong urban economies are
essential for generating the resources needed for public and private
investments in infrastructure, education and health, improved living conditions,
and poverty alleviation.

Unfortunately, the development potential of cities is all too often crippled by
environmental deterioration. Aside from its obvious effects on human health
and well-being (especially of the poor), environmental degradation directly
holds back economic development. For development achievements to be
truly sustainable cities must find better ways of balancing the needs and
pressures of urban growth and development with the opportunities and
constraints of the urban environment.

Environmental deterioration, however, is not inevitable. Although many,
perhaps even most, cities are still suffering severe environmental and
economic damage, there are encouraging signs. Some cities are learning
how to better plan and more effectively manage the process of urban
development, avoiding or alleviating environmental problems while realising
the positive potentials of city growth and change. The SCP aims to support
cities in finding - and managing - development paths which are more
effectively fitted to their environmental opportunities and constraints.

Reflecting this background, and reflecting the special characteristics of the
Sustainable Cities Programme, theredsmmon approactwhich is shared
by all SCP cities and which holds true across the full, range of partner cities:

central focus on development-environment interactions;
broad-based participation by public, private and community groups;
concern for inter-sectoral and inter-organisational aspects;
reliance on bottom-up and demand-led responses;

focus on process: problem-solving and getting things done;
emphasis on local capacity-building.

Similarly, there is a shar&CP Proceswhich provides a general framework

for city-level project implementation - a framework, moreover, which has
been tested, revised, improved and evolved through experience in more than
20 different cities since 1991. The process consists of a sequence of activities
which are logically and practically connected, together with a number of
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specific outputs which are important for the progress of the project. The
key point is that by following the SCP Process, the work of implementing an
SCP city project will build an effective process of environmental planning
and management which is integrated into local society and government.

Naturally, the way in which the SCP process worksioutetail will be
different from one city to another. But theneralpattern has proved to be
useful and effective in cities all across the world. Broadly speaking, there
arethree general phasén the process of SCP project implementation.

TheFirst Phase(Assessment and Start-Up)a 6 to 9 month initial period
which normally includes the following main activities:

e identification and mobilisation of project participants and partners

e familiarisation of project partners with the core EPM concepts and
SCP approaches

e preparation of the Environmental Profile and initial identification of
priority environmental issues (See Volume 1 of the SCP Source Book
series,Preparing the SCP Environmental Projile

e review of available resources, tools, and information and initial design
of geographic information systems (GIS) and environmental manage-
ment information systems (EMIS) adapted to the city’s needs

e working out the organisational structure, work plan, and operational
procedures for the project

e organising and holding the City Consultation

e establishing the Issue-Specific Working Groups.

The City Consultation is a major event which brings together the work of
Phase One, consolidates social and political participation and support, and
launches the SCP project into Phase Two. (Volume 2 of this SCP Source
Book Series ‘Organising and Running the City Consultatioprovides
detailed guidance.)

The project'sSecond PhaséStrategy & Action Planning)s an 18 to 36
month period of intensive analysis, discussion, and negotiation within the
Issue-Specific Working Groups. (Volume 3 of the SCP Source Book Series,
Establishing and Supporting the Working Group Procpssvides
extensive detail about the SCP Working Groups.) The number, focus, and
membership of these Working Groups will change and evolve as the project
proceeds, but they will remain the principal feature of the SCP Project.
During this period, each of the agreed priority issues will be further elaborated
and developed, to reach a consensus on appropriate strategies for that issue.
The strategies will then be developed into action plans which can be agreed
by the organisations and groups involved in implementation. (See Volume 4
- Formulating Issue-Specific Strategies and Action Plans.)

Small-scale demonstration projects will be undertaken to test the approaches
developed and to show what can be done through the SCP process. In
addition, some of the first action plans will produce investment and/or technical
assistance proposals which will be developed into properly-formulated and
‘bankable’ proposals. All of these Phase Two activities of the Working
Groups will be gradual, pragmatic and collaborative, reflecting the real-world
conditions for strategy formulation and implementation. Finally, during this
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Second Phase, the main project activities for institutional capacity-building
and human resource development will be carried out.

TheThird Phase of work (Follow-up & Consolidation)s an open-ended
follow-up and implementation period, which begins towards the end of Phase
Two and carries on for an extended time afterwards. The strategies and
action plans coming out of the Working Groups will be further elaborated,
especially to build toward an over-all city-wide environmental management
and urban development strategy. Investment proposals will be worked out
in detail, subjected to rigorous analysis, and pursued vigorously with funding
sources. The task of institutionalising the environmental planning and
management (EPM) process, which is initiated during Phase Two, will be
carried to conculsion during Phase Three (as describedin the present volume).
In addition, the remaining training and institutional development activities
will be implemented. Finally, there will be regional and/or national workshops
and meetings, to explore ways of extending SCP activities into other cities,
building upon the experience gained in the project.

A2
What is Institutionalisation?

What happens after an SCP city project has come to an end? How do we
ensure that the gains achieved through the project - the new capacities in
environmental planning and management which have been built up - are
sustained and further strengthened after the project stops? These are the
core questions ahstitutionalision.

The SCP process is founded on new and different ideas about urban
environmental planning and management. The whole thrust and purpose of
the SCP projectis to help a city learn and deve&pways of doing things.

The key principles of the SCP - broad-based participation and stakeholder
involvement, cross-sectoral and inter-organisational collaboration, issue-
focused and problem-solving approaches to strategy formulation and action
planning, etc. - represent challenges to traditional and familiar ways of doing
things. To bring people to a clear understanding of the SCP process, to help
them develop an awareness of how it can bring real improvements, will
therefore be a difficult task - one which requires deliberate and well-planned
effort sustained over the whole period of the SCP project.

Institutionalisation means for the SCP process to be absorbed and integrated
into the institutions and organisations of the city, with the SCP ideas being
accepted and acted upon. It means that the activities of the SCP process
will have becom@&ormal and routine activitiesf the various organisations

and interested groups. It means the new practices of environmental planning
and management will be carried on and sustained, no longer dependent upon
the initiative of a special project.

To be successful in this way, institutionalisation of the SCP process will
require profound changes on a number of levels:
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e attitudinal change: changes in attitudes and ideas; changes in ways
of thinking about development and environment - and about planning
and management; changes which reflect understanding and acceptance
of the SCP concepts and approach.

e behavioural change changes in the way people go about their tasks
of planning and management; changes in how they inter-act with
others; changes in how they engage in collaboration and cooperation, in
negotiation and consensus-building - changes which reflect in their
actions their commitment to the SCP approach.

e organisational change: changes in the ways in which organisations
operate; changes in their procedures - especially in relation to things
like information sharing, collaboration with other sectors and depart-
ments, work programming, consultation with other stakeholders;
changes in day-to-day practices which incorporate and embody the
SCP methodologies and activities.

e structural change: changes in the mandate or formal authority of
various organisations; changes in staffing and resources, or in inter-
organisational relations; changes which may be necessary to better
accommaodate the SCP process and provide the technical resources for
supporting it.

Clearly, it is a daunting task to make such far-reaching changes. People and
organisations are inherently cautious in such matters, and the force of
precedent and tradition - the force of habit - is very strong. The experience
of SCP projects in cities around the world shows how difficult successful
institutionalisation really is, in practice.

Institutionalisation should be viewed, therefore, as a continuous process within
the overall SCP framework, a process which slowly but steadily brings
incremental changes in attitudes and behaviour, gradual adoption of new
approaches and techniques, shifts in operational routines and patterns of
inter-organisational cooperation, accumulation of new capabilities and skills.
In this perspective, institutionalisation is an integral part of the whole SCP
process - it is10t a separate element or component, and it is certaotly
something which is put on the side and left to be done at the end of the
project.

Finally, thevital importanceof institutionalisation should be emphasised.
Typically, the impetus provided by an externally-aided SCP project is crucial
for initiating and guiding and supporting changes in environmental planning
and management. But unless those changes are consolidated, strengthened,
and sustained after the project is ended, then the whole exercise will have
been futile.
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A3
How to Institutionalise the EPM Process

In Parts B and C of this volume, there is considerable detailed information
about the nature and process of institutionalisation. It can be summarised as
follows.

The elements or aspects of the SCP process which should be institutionalised
can be put into three categories:

e Core Elements (basic principles of the SCP, such as patrticipation
and stakeholder involvement, focus on connectivities across sectors,
concern with cross-cutting issues, the SCP Working Group as plat-
forms for negotiation and consensus-building, etc.)

e Software Elements (technical capacities and expertise built up
through the SCP project and which are essential to support SCP
activities such as issue clarification and prioritisation, assessment of
proposals and plans, strategy formulation, action planning, project
identification, and strategy implementation; these include system-wide
skills like GIS and EMIS, monitoring, project preparation and profiling,
group facilitation and mediation, negotiation and consensus-building,
etc.

e Project Products (concrete outputs from the SCP Working Groups
which are generated during the project and form the basis for continu-
ing work - including issue-specific strategies, action plans, investment
profiles and proposals, demonstration projects, development principles,
etc.).

Another important point is to see the SCP &saaning processwhich is

given expression particularly through the SCP Working Groups. The process
of working through the SCP process in the activities of the Working Groups
exposes a very large number of people - key stakeholders representing key
organisations and groups - to the ideas and practice of the SCP. This learning
process is something which needs to be nurtured and maintained after the
project has ended - in other words, it needs to be institutionalised.

Looking in more concrete terms, then, we can look at a number of ways to
organise the process of institutionalisation:

(1) Building and Strengthening Institutional Structures;

(2) Changing or Adjusting Mandates;

(3) Identifying and Tasking “Anchor” Institutions;

(4) Linking to Strategic Policy Instruments;

(5) Developing Skills;

(6) Modifying Legal and Administrative Frameworks;

(7)  Providing Funds to Support Expenditures & Equipment;

(8) Maintaining Knowledge Support and the Learning Process.

Building and Strengthening Institutional Structures

The creation of wholly new institutions is not normally advisable, but it may
be appropriate to modify and/or re-structure existing institutions, to better
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accommodate the SCP activities which are being institutionalised. This might
include creation of new departments or sections, or alternatively consolidation
of existing ones with overlaps, for instance.

Changing or Adjusting Mandates

As part of adapting institutions to integrate SCP functions and procedures, it
may be necessary to modify the legal mandate (formal specification of
authority, responsibility, resources, etc). Adjusting mandates is usually a
relatively difficult process, but it may well be essential in order to firmly
anchor the changes made in operations and to make them sustainable.

Identifying and Tasking “Anchor” Institutions

There are usually a small number of key institutions (mostly but not exclusively
in the public sector) which have the mandate, staff, and position to play a
leading role in sustaining the SCP process. These are called “anchor”
institutions, and it is quite important to identify these early on in the project,
so they can be gradually developed and built up for their longer-term role in
institutionalisation.

Linking to Strategic Policy Instruments

Itis also essential for the SCP process activities to be firmly linked with key
policy mechanisms, whatever their actual institutional structure may be. For
instance, institutionalising SCP would require effective linkage to the annual
budgeting process, the process for allocating human resources, the procedures
for sector work programming, the over-all process of land use planning and
development control, etc.

Developing Skills

The anchoring institutions, and other key stakeholder groups and organisations,
will need to have the substantive skills which are necessary to support SCP
activities. This may require a well-planned process for long-term capacity-
building in such skills as information collection and analysis, planning and
facilitating meetings, running Working Groups, progress monitoring and
evaluation, project planning, GIS and EMIS, etc. These skills can be developed
through various means, from formal training courses through workshops
and seminars, to the preparation and use of locally-customised tools and
guidebooks.

Modifying Legal and Administrative Frameworks

The legal and administrative underpinnings of many local government
functions and organisations have fallen behind changing conditions, and this
causes increasingly awkward problems for urban planning and management.
As part of institutionalising the new approaches coming from the SCP process,
it will generally prove necessary to modernise and make changes in a variety
of legal procedures, acts and legislation, decrees and ordinances.

Providing Funds to Support Expenditures & Equipment

Of course, building capacities and integrating SCP activities into permanent
institutions requires financial resources, which will largely come through
public budgetary provisions and allocations. Relatively little is required in
the way of capital expenditures, but to support the SCP activities it will be
necessary to secure annual budgeting, from whatever sources may be tapped.
Finding the right sources, and getting them committed, is one of the more
demanding tasks of institutionalisation.
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Maintaining Knowledge Support and the Learning Process

The first key element here is to have - from the beginning - a systematic
process of documenting, analysing, and utilising the experience of the SCP
process, including capturing the lessons of experience from demonstration
projects. This is an essential step for providing the knowledge foundations
on which the SCP process can be sustained after institutionalisation.

When working out strategies and plans for institutionalisation, careful thought
should be given to identifying and mobilising a coreclsinge agents

people who have the potential to be leaders in the whole process. Change
agents are likely to be those who have a good personal understanding of the
SCP process and a firm belief in it, who have good local knowledge and/or
technical expertise, and - especially - who have sufficient seniority and
personal authority to ensure they will be listened to by the higher levels of
decision-making.

Potential change agents must be sensitised, given appropriate information
and knowledge, and be convinced of the importance of the SCP process.
They must be supported in their work as change agents, with the back-up of
the SCP project team and the other key stakeholders.

In practice, SCP cities have found it difficult to secure and retain a sufficient
core of committed change agents, and this experience highlights the need to
take very seriously the requirements for institutionalisation.

Finally, it should be emphasised that the general ideas put forward in this
volume must always be carefully and thoughtfully adapted to the particular
local conditions. Although the SCP process and framework has proved
itself to be applicable in broad terms to cities all over the world - cities of
widely differing circumstances - the details of applying it must always be
locally adapted. The SCP im®t meant to be applied as a standard blue-
print.

Differences among cities can be significant in many different dimensions: in
governmental structure, in political culture, in traditions of popular and
community participation, in the depth and breadth of democratic traditions,
in the size and strength of the private sector, in the vitality of civic society, in
the level of economic development, etc. Nonetheless, cities of very different
character have successfully applied the SCP process, and in Part C of this
volume (Chapter C1) the experiences of various SCP project cities is given,
as examples of the different ways in which things are done.

The last point to be emphasised here repeats points made earlier - but is so
important that it needs to be repeated. Institutionalisation of the SCP process
is a vital and central activity of the whole SCP project process and a carefully
worked-out strategy and programme for institutionalisation must be developed
and implemented from the very beginning of the project.
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B1
What Does Institutionalisation of the EPM
Process Mean?

Institutionalisation is about making steady, gradual changes in people’s
understanding and acceptance of the SCP approach and methodology - and
its routine application in environmental planning and management. Itis about
strengthening institutional structures, shaping new institutional relationships,
adjusting mandates and authority, and developing capacities to routinely
carry out the management support activities and functions that have been
initiated through the EPM process. The pace and scope of institutionalisation
depend on many factors, particularly ‘intangibles’ such as the degree of
political support and the extent and depth of changes in attitude.

Institutionalisation of the EPM process emphasises changing attitudes,
stimulating new ways of thinking about issues and problems, developing
new approaches to familiar tasks, and creating a willingness and determination
to convert these innovations into lasting changes in operational practice. It
marks the maturity of the EPM process - its “coming of age” - when its
underlying principles have become accepted and established as the ‘norm’
in urban management and decision making. It evolves gradually over time,
and from this perspective, institutionalisation of the EPM process can be
seen as ‘a process within a process’.

Thus adapting the EPM process as a routine management approach to urban
development requires many changes in organisational attitudes and in
institutional relationships, as well as the building-up of new competencies,
skills, tools, and mechanisms. It requires changes not only in public sector
institutions and personnel, but also in political leadership, in the private sector,
and widely in civic society in general. All of these changes are difficult to
make, and all will demand time, resources, and commitment if they are to be
successful. Nonetheless, the EPM process can only be institutionalised in
this deliberate and gradual - and difficult - way; it cannot be imposed or
“added on” to existing structures and ways of doing things.

In the context of an SCP city, the process, remember, is founded on new
and different ways of approaching environmental planning and management.
Its key underlining principles, such as broad-based participation and
stakeholder involvement, cross-sectoral and inter-organisational collaboration,
issue-focused and problem-oriented strategy formulation and action planning,
etc., are the sorts of changes which can only be brought about gradually and
willingly, cultivated and accepted from within. Such changes must be nurtured
and built up slowly, over time. In addition, the beneficial effects of the new
SCP approaches will only be visible, in terms of concrete physical

improvements, some time after the improved management process has belgun
ndeed, efforts to abruptly

to operate. .

impose new concepts and
) o . ) ) methods onto unwilling or
Finally, we must be realistic about the difficulties facing any such effort tanconvinced host
change attitudes and behaviour in this way. Most of the SCP cities hagf@anisations almost
shared many or even most of the following situations, all of which represefiraiiably fail. Innumerable

barri to ch . unsuccessful development
arriers to change. interventions have ultimately

failed precisely because of this.
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e traditions and practices of participation in urban planning and manage-
ment could be very limited;

e government organisations might be weakened by problems of low pay,
poor morale, inadequate staff and resources, etc;

e vital concerns such as poverty and the environment might have not
been mainstreamed,;

e policy and implementation instruments and financial levers available to
local authorities might be limited;

e problems of infrastructure service provision may have been compli-
cated by entrenched political (and financial) interests;

e expertise and capabilities in key areas of urban management could be
lacking;

e the private sector might be weak or fragmented, and little interested in
participating in action on city wide issues;

e public confidence in government might have been weakened;

e large sectors of the economy, and large areas of the city, might be in
the ‘informal sector’, making government’s traditional planning and
regulatory instruments unable to influence development or act upon
environmental problems;

e the scale and diversity of the problems confronting urban development
practitioners and policy makers could be so daunting that crisis-man-
agement has become the normal mode of action.

B2
What to Institutionalise?

Unfortunately, the idea of institutionalisation is all too often assumed to be
nothing more than modifying the names or structural relationships of
government organisations. This idea that institutionalisation means producing
a new organogram is utterly simplistic and simply wrong. Equally, there are
those who think institutionalisation, especially of a special project, means
simply to pass over its equipment and papers to one or other existing
department or agency. As emphasised in the previous chapter, any meaningful
institutionalisation will involve much, much more than that!

In the case of the SCP project specifically, we can classify the elements or
ingredients of the process that should be institutionalised in terms of the
following three categories:

° Core elements

° Software elements
° Project products.
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Core Elements

The core elements are tlwwerarching fundamental principleshose
integration and routine application is expected to shape and change the way
institutions are operating and decisions are made; these include the following:

e acceptance of the principle sfakeholders’ involvemeirt decision
making - and its establishment in practice;

e recognition of the key importance of focusingammnectivitiede-
tween issues, sectors and institutions;

e shifting from traditional sectorally or functionally based planning and
coordination to an over-riding concern wittoss-cutting issuesnd
with establishment of strategy planning and management around issues
(which are long term and recurrent, involving many sectors or users
and affecting many areas or constituencies).

These fundamental principles and changes are embodied in the SCP’s
Working Groupg,and therefore sustaining the Working Group process in a
way can be considered as the essential basis for institutionalising the core
SCP elements. This, depending on local circumstances, may mean:

(i) continuing to use cross-sectoral working groups as platforms of
stakeholder participation, consultation and negotiations, the conclusions
of which will constantly percolate through the decision making machin-
ery; and

(i)  continuing to use cross-sectoral working groups as a mechanism
for sharing information and knowledge;

Software Elements

Software elements are tliechnical capacities and expertisénich are

built up through the SCP process and which are required to support process
activities such as information collection, issue identification, issue prioritisation,
issue clarification, assessment of plans and proposals, strategy formulation,
action planning, project profiling and preparation, and strategy implementation.
Such capacities are of the following two types:

e one,specialised capacities and functiondich allow the different
sectors and actors to collaborate more effectively, complementing each
other’s capabilities and roles. (Improved management of urban lakes
for example may require strengthening the capacity of a local institution
in water quality testing.) Improved specialised capacities in the differ-
ent sectors and institutions would allow them to play a more productive
and cooperative role in the process. The need for a particular special-
ised capacity or expertise can also arise from new functions created as
the result of implementing agreed strategies and action plans; in Dar es
Salaam, for instance, the privatisation of some solid waste collection
gave the city council a new role as regulator and supervisor - and this
necessitated a new array of skills and tools.

ZRefer to the Volume 3 of the
SCP Source Book series

Establishing and Supporting
the Working Group Process,
e two, system wide functions and general capacitidsch are for a fuller description of the

needed in general by all or most of the participating stakeholders. key role of the Working
Groups within the overall

SCP process.
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SFor example, see the

description of emerging
methodologies in Volume 4 of
the SCP Source Book Series,

Formulating Issue-Specific
Strategies and Action Plans.

“For a fuller explanation of
the EPM Framework, see
The Environmental
Planning and Management
(EPM) Source Book:
Volume 1)mplementing
the Urban Environment
Agenda(UNCHS/UNEP,
1997).

These are related to general and cross-cutting functions which are not
appropriately the domain of a specialist organisation but are important
for a wide range of stakeholders, as well as vitally important for the
SCP process overall. Environmental Management Information Sys-
tems (EMIS), Geographic Information Systems (GIS), monitoring
(measuring progress) and preparation of investment project profiles and
proposals, can be cited as examples of particular skills and capabilities
which need to be shared and used by many different organisations. In
addition, other general skills such as group facilitation and mediation,
negotiation and consensus-building, analysis of plans and proposals,
formulation of strategies, and preparation of action plans are also
crucial for success in modern urban planning and management - and
need to be mastered by or available widely to participating organisa-
tions?

Although formal training in different skills will sometimes be used, the prime
channel for capacity building in the SCP process is the Working Groups,
which draw in a large number of people, from diverse backgrounds and
organisations, thus creating an extremely valuable, extensive and continuous
learning process.

Project Products

This category refers to thmncrete outputsf the SCP Working Groups
which are generated during the life time of the city demonstration project.
These project outputs include

issue-specific strategies;

action plans;

investment project profiles and proposals;

funds mobilised for implementing projects;

implemented demonstration projects;

articulated development principles and ‘rules’ which evolved from the
field experience of area-specific demonstration projects, that would be
applied to up-scaled projects and city wide initiatives.

Institutionalisation of this third group of elements requires an effective
mechanism for assessing and evaluating such products and for reconciling
them with existing plans, rules and procedures, so &xnualise them.
Often, itis the flexibility and open-endedness of the process that makes this
difficult and thus undermines the institutionalisation of results.

Looking over all three categories, there is an interesting and direct association
between these elements, as described above, and the elements of the
Environmental Planning and Management (EPM) framewofh. this
connection, analysing the information from Table 1 helps to clarify some of
the key points for institutionalisation.

Taking this analysis a step further, we can see that the mode or focus of
institutionalisation will vary, depending upon the nature of these different
elements - for instance, varying from legislative and administrative reforms
(for core elements) to training and capacity building (for software elements)
to resource mobilisation and formalisation (for project products). This is
illustrated by the further break-down shown in Table 2 below, which looks at
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different modes or aspects of institutionalisation, again in terms of the first
three elements of the EPM Framework. As highlighted in the table, the
SCP process has much to offer in redressing the capacity gaps and
management constraints facing cities in terms of information, decision making
and implementation.

Table 1: Elements of Institutionalisation and their Correlation
with the Elements of the EPM Process*:

Elements of the EPM Process

. Efficient
Strategies
. - Implement- | Resource Use
Information | and Decision . X
. ation for Effecting
Making
Change
Leveraging
resources;
demonstration,
Cross-sectoral replication and
Core issue-focused | . upscaling;
. . inter-sectoral ,
Elements | Sharing of strategies S bottom-up;
. . coordination; .
(scep information rather than N coordination
N sustainability .
principles) sectoral with other
strategies partners
through multi-
modular action
plans
Software Analysis of Project
development ;
Elements _ : , packaging &
. plans; implementation
(capacity |EMIS, GIS . . resource
formulation of | capacity G
& . mobilisation
. strategies &
expertise) .
action plans
issue-strategi-
es; action
Scp ' plans; implementation Up-scaling of
. Environmental | investment of ,
Project ) . , . demonstration
Profile projects; demonstration .
Products . projects
tested projects
development
principles

* Institutionalising EPM itself is another element within the EPM analytical framework
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5An explanation of
the opportunties or
potentials a SCP
process offers to
cities in improving
information, decision
making and
implementation is in
Annex 3 of Part C of
this volume.

Table 2:What the SCP Process can offer for Improvement in EPM

Possible Gaps &
Constraints

Potential Changes &
Improvements °

Information

information being scattered,
incomplete & inaccessible;
lack of mechanisms and
practices of sharing;

lack of procedures for
systematic updating

broad base line information
provided through an SCP
Environmental Profile’

Working Groups as mechanism
for pooling & sharing existing
information;

EMIS as a mechanism for
routinely updating information

Decision making

lack of mechanism for involving
stakeholders;

incompatibility of sectoral
approach to stakeholders
involvement;

spread of focus and diffusion
of limited resources;

lack of tools for reconciling
conflicts of interest;

Issue Working Groups as
mechanism for involving
stakeholders:

a carefully designed
consultative process allowing
participation of stakeholders
in decision making;

organising strategy
negotiation and formulation
around cross-cutting issues
(instead of sectors);

City Consultations as a
mechanism for prioritising
issues and building consensus

Implementation

scarcity of resources;
limited (absorptive) capacity
of implementation;

lack of effective mechanisms
for coordination;

under utilisation of non
investment implementation
instruments

involving the private and
popular sectors in decision
making and implementation;
involving actors at the
planning stage & bridging the
gap between planning &
implementation;
actor-specific action plans to
implement strategies;

linking strategies to sector
work programmes;

employing full range of
implementation instruments;
the SCP process as a
coordinating framework for
coherent programmes and
multi-modular actions involving
different actors and funding
sources;

up-scaled investments and
implementation resulting from
successful demonstration
projects
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B3
Local Aspects of The EPM Process: A Key
Perspective for Institutionalisation

Experience in SCP cities has shown that, although they all subscribe to the
basic EPM principles and framework, different cities in practice emphasise
different aspects of the EPM process. While some emphasise know-how
and information exchanges, others are attracted to the co-ordination aspect
of the process; yet others accentuate the consultative and participatory
dimension, and almost all are keen to exploit the resource mobilisation
opportunities offered by the process. These difference reflect real
differences in local circumstances, preferences, and needs; it therefore is
quite sensible to think of initially focusing the institutionalisation process on
those particular aspects of the EPM process which are especially valued
locally. This idea is also very much compatible with the demand-driven
approach of the process, since it can be fairly assumed that what is most
appealing to cities would be what is lacking on the ground. Hence for example,
it is no coincidence if Ibadan, which is haunted by a bewildering number of
parallel local administrations, is especially keen on methods for effective
coordination; it is equally understandable if the growth oriented city of Ismailia
gravitates more to consultative project generation and resource mobilisation
aspects of the process.

Nonetheless, there is a common general theme and perspective that cuts
across various aspects of the EPM process and needs to be underscored in
all contexts: this is the need to build on and sustaindgaming and
knowledge processparked through the Working Groupdhe Working
Groups as a mechanism for sharing information and know-how should be
treasured and maintained. By one estimate, at one time over 200 stakeholders
were actively involved in the Working Groups in Dar es Salaam and one can
imagine the extensive information and knowledge links that were created
through them bridging across key institutions in the city. In fact, in all SCP
cities, the Working Groups have become in effagtlk-in-centres of
information” and thé'gate points of collective know-how and information

and experience. Extracting, filtering, and documenting this wealth of
knowledge on a continuous basis - to ensure that hard-won lessons and
achievements would not be lost - is a crucial aspect of institutionalisation
common to all SCP cities.
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SWholly new organisations, such
as project implementation units,
may be relatively efficient in
actually implementing a project,

especially one concerned more
with capital investments than
with capacity-building; but very
few survive for long after the
externally-assisted project has

terminated.

"Formalising the Working
Group process could be one
example of such adjustments.

8Such adaptations are a
promising approach to
institutionalization of the EPM
process and have been pursued
in Chennai and Lusaka (see the
descriptions in Part C of this
volume). This approach has
four key advantages: one, it
does not require establishing or
building new structures and
enacting legislation; two, the
working groups will not be
perceived or viewed as parallel
or competing institutions; three
as part of the existing structures
the process will more readily be
linked to existing policy
instruments, work programmes
and other routines; and four, it
is less costly and will allow local
partners to use their own
resources for instituionalising
the process.

B4
How to Institutionalise the EPM Process?

Speaking in more practical terms, institutionalisation of the EPM process in
an SCP context can be effected through a combination of the following:

(1) Building and Strengthening Institutional Structures

(2) Changing or Adjusting Mandates

(3) Identifying and Tasking “Anchor” Institutions

(4) Linking to Strategic Policy Instruments

(5) Developing Skills

(6) Modifying Legal and Administrative Frameworks

(7)  Providing Funds to Support Expenditures & Equipment

(8) Maintaining Knowledge Support and the Learning Process.

Building and Strengthening Institutional Structures

In general, institutionalising the SCP process is not about creating a new
institution or a new organisational structure for an existing one. Rather, itis
primarily about improving overall effectiveness of planning and management
through better understanding of issues and coordination between different
sectors or actors. Nonetheless, it might in some cases be appropriate to
create new institutional structures, for instance to:

e accommodate new technical support functions such as the EMIS or
monitoring;

e to strengthen and integrate policy functions such as coordination of
sectors and agencies;

e mainstream certain development activities such as upgrading of infor-
mal settlements or poverty alleviation;

e provide an institutional framework for maintaining and formalising the
Working Group approach and process.

The creation of wholly new institutions is normally not advised; the record
of development initiatives in this respect is not encouragifigwever, it

may often be necessary to modify and/or strengthen existing institutions.
Such modifications could have a variety of emphases, such as:

adjustment in mandates (responsibility and authority) of existing institu-
tions;

e strengthening of capacities and functions in particular areas
e adjustmentin inter- and intra-institutional relationsHips;
e adjustment in the status of existing informal mechanisms;

e integrating the SCP Working Groups and their approach into existing
structures such as the city council and its commiftees.
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Changing or Adjusting Mandates

Integrating new functions and roles into an existing institution may require
changing its mandate - the formal specification of its authority, responsibility,
power, resources, relationships, etc. Depending upon the nature of the change
required, and upon the prevailing legal and administrative system, this can
sometimes be done by administrative or executive order and sometimes by
city council ordinance; in some cases, however, this could entail legislative
changes at provincial or even national level.

Also, changing mandates is not always as simple as it sounds. When one
organisation or department gains new powers, this is frequently resisted by
other, competing organisations. Shifting mandate within an organisation also
shifts relative administrative power (and control of resources) within the
organisation - and this too create tensions and conflict. It takes considerable
political support to change the mandate of public sector organisations.

Even if a change is formally accomplished, it will still be necessary to mobilise

support among the chief officers and personnel within the organisation, to
ensure that the change is accepted in a way which allows it to work properly.
Finally, it will be necessary as well to bring sufficient resources - especially

appropriately-skilled personnel - to allow the new mandate to be effectively

taken up.

Identifying and Tasking “Anchor” Institutions

Among the many stakeholders and support institutions involved in decision-
making and implementation for any particular priority issue, there are always
a few who are strategically placed to take the ‘lead’. These institutions,
because of their capacities (expertise, resources) and mandate are well
positioned to play the role ¢anchoring” institutions. That is, they are
usually the most appropriate institutional “home” in which to eventually secure
various issue-specific SCP activities being developed through the project.
Such anchor institutions should be identified early so that a consistent
programme of building political and administrative support can be undertaken,
gradually increasing the role of the anchor institution in specific SCP support
functions such as:

substantive issue-specific support to Working Groups;
EMIS and GIS support;

Monitoring and measuring progress;

Documenting and disseminating lessons of experience.

Maintaining these and related support functions after the termination of the
SCP city demonstration project will require a fully committed anchoring
institution with clearly defined and agreed tasks and roles. Moreover, this
commitment has to be reflected in actual assignment of staff and resources
to those functions, not on a ‘special’ basis but on a day-to-day ‘normal’
operational basis. For example, the degree of integration of support functions
into an anchoring institution can be indicated by the following:

e the support functions will have been reflected in work programmes
with clearly spelled out activities (such as training, tool development,
mapping services, research and other substantive activities), outputs,
staff and resource assignment, and targets;
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e “point persons” responsible for managing these support activities will
have been assigned and given appropriate authority;

e financial resources for the support activities will have been allocated
from the normal recurrent annual budget of the anchoring institution;

e alternatively or in addition, strategies for mobilising additional resources
to finance the support functions /activities will have been laid out,
agreed, and actively implemented.

Identifying lead institutions is normally relatively straightforward; the
resources and expertighey command are often good measures of the
scope and degree of influence they could have in the area of their
competence. However, it is not necessarily sufficient simply to look at the
present and past in identifying potential anchoring institutions, it is important
to also beanalytical and forward lookingand hence to consider:

e not only where decisions are taking place, but also where and how the
decision making support tools and capacities (information and exper-
tise) are located (they may not be in the same institution);

e not only where resources are available at the moment, but also where
there are encouraging signs of opportunities for the future;

e not only where expertise is available, but also where related key
players in research and capacity building are located.

In other words, be aware of the possibility that there may be a potentially
valuable anchoring institution other than the one which is at present most
visible; past influence and capability is not always the best guide to the
future - and institutions which appear on the surface to be influential may
not be so important in practical realfity.

Also, remember that different institutions may have “leading roles” in different
aspects of planning and management. For this reason, the systematic review
of “lead” institutions should be carried out from a number of different
°Strategies for augmenting Perspectives, such as:
internal resources could for
example include the channeling ¢ administrative level (local, regional and national);
Coogfef;ttiir:?d;%iht'g‘;ﬁ'e e sectoral arrangements and competencies; o
anchoring institutions which @ functional management responsibilities in planning, execution, imple-
are designated to support mentation and supervision;
specific thematic areas, or e decision making support roles in information, research, project develop-
perhaps sub-contractingthe  mant and technical services;

anchoring institutions on the . . ..
basis of specific Terms of ® control on policy and implementation instruments and resources.

Reference and outputs.

These different aspects may well be located in different institutions, and
0 For example, in many SCP thus the question of identifying the most appropriate “anchor” institution

cities there have been  becomes more complex.
traditional town planning
organisations which, on paper,
have considerable authority i i
through master plan  Linking to Strategic Policy Instruments
legislation; butin practice, this  Often the term ‘institutionalisation’ is taken to mean nothing more than
old-fashioned master planning - changes in formal organisational structures. While it is true that the issue of

has little impacton actual 5 nicational framework is important for institutionalisation, it is important
urban development or

environment. 1N the SCP context to take a broader view - a view which goes beyond the
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traditional institutional structure focus and concentrates on management
processes and on policy instruments. SCP is an approach to planning and
management which aims to change the ways in which different sectors and
institutions operate on a day -to- day basis - and hence institutionalisation of
the SCP process means to have these changes integrated into the over-all
decision-making systems and processes of the city, not just in the structural
arrangements of particular departments or agencies. For example, the key
decision making policy instruments and tools to which the SCP process
activities would need to be linked include:

the annual budgeting process;

allocations of human resources (establishment/filling of posts);
sectoral work programming; and

land use planning and development control.

Developing Skills

The absorption of the SCP activities and support functions into existing
institutions, especially the anchoring ones, requires development in those
institutions of the necessary understandings and skills. The key substantive
skills required to support and routinely apply the SCP approach, and which
need to be fostered widely in stakeholder institutions, include the following:

e capabilities in information collection, analysis and assessment, including
writing and communication skills;

e skills in organising, facilitating, and conducting meetings and consulta-

tions, and running Working Groups;

negotiation, conflict resolution, and consensus-building skills;

skills in strategy analysis and formulation;

skills in mapping, GIS and EMIS;

skills in preparing and negotiating action plans;

capabilities in preparing project profiles and proposals;

project and process monitoring skills;

project and programme management and coordination skills;

skills in communication and media (documenting experiences and

disseminating them).

In contrast to other, more conventional technical cooperation activities which

are usually linked to a single government agency, strengthening capacities in
the SCP context is system-wide, covering a wide range of stakeholders in a
variety of public sector organisations and departments, as well as in many
different private sector and community groups and interests. The strategy
and process of skill development in the SCP context is therefore best
accomplished through an array of different approaches, such as the following:

e formal training at different levels, tailored to local urban and environ-
mental specialists and practitioners;

e bringing local practitioners to carefully organised regular workshops

where they would share experiences and collectively work out case
studies;
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2 In many of the SCP cities,
the current town planning
legislation is still that which
dates from the Colonial period,
either the original acts (from
the 1930s or 1940s, even)
unchanged or only partially
revised and modernised.

2|n its early stages, the
Sustainable Katowice Project
was instrumental in not only
promoting but also in
securing the legal services
necessary for drafting the
ordinances (including
approvals by central
government) to establish the
Union of Municipalities
which subsequently became
the institutional “home” for
the project.

e customising SCP tools to local circumstances using participatory
training methodologies to build upon local practitioners’ know-how and
knowledge, and using local examples and cases;

e providing carefully structured substantive technical support to SCP
Working groups, and thereby building the capacities of members of the
Working Groups and creating follow-up mechanisms to ensure the
capacities developed in the Working Groups spread into their respective
parent organisations;

e requesting anchoring (and other) institutions to assign on secondment,
reliable experts and trainees to work as part of the Technical Support
Unit (project team) and to ensure they continue to carry out the same
support functions upon their return to their normal assignments in the
respective institutions;

e learning from the experience of other cities of the SCP family by
sending on internships and study tours the relevant officers and practi-
tioners from the Working Groups;

e hiring senior experts and consultants who are experienced in the SCP
process, and linking them to strategic anchoring institutions to provide
periodic support combined with training inputs.

Modifying Legal and Administrative Frameworks

Creating an enabling legislative framework which would allow institutions to
function smoothly and effectively is often a vital feature of institutionalisation

of the SCP process. In many cases, institutions are hampered not merely
by lack of professional expertise or political support and commitment, but
also by functional overlaps and duplications, out-dated legislation, poorly-
functioning and under-developed bureaucratic systems, inadequate
enforcement or implementation authority, weak powers of coordination,
poorly-defined and unreliable sources of finance, etc.

The pace of change in the modern world - economic growth and
transformation, education and communication, new technology, social attitudes
and expectations - has very often been faster than the ability of the formal
legal and administrative structures to respBnds a result, the existing
legislative and administrative frameworks are likely to lag further and further
behind, widening a gap which hampers environmental planning and
management and threatens to undermine progress. Further more, since
legislative actions are a resultant of complex negotiations and lobbying among
established interest groups, even proposed changes in legislative frameworks
may not necessarily reflect the “best” arrangements. It is therefore a crucial
part of institutionalisation of the EPM process to thoroughly review and
analyse existing legislative and administrative foundations, and where
necessary to mobilise the necessary political support for promoting the
appropriate changés.
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There are numerous different components of any city’s legislative and
administrative framework, which may vary widely from one place to another.
Depending upon specific local conditions, these might include:

e basic legislation, national and/or provincial, which sets the legal condi-
tions and framework for local government;

e |ocal legislation (ordinances and bye-laws) which has been enacted by
the local government;

e town planning and related development control legislation;

e legislation and/or government orders laying down the process for local
government budgeting and expenditure;

e laws and procedures concerning fiscal transfers;

e legislation and procedures for local taxation and revenue collection;

national, provincial and local laws concerning environmental standards

and controls;

regulatory mechanisms in relation to environmental laws;

civil service and public employment laws and regulations;

legislation related to special zones, conservation areas, etc;

legislation on investment policy, economic incentives, etc;

laws and regulations governing special agencies, semi-autonomous  only their own time and energy,

bodies, government companies, and para-statals; expertise and information to

e laws and regulations governing charitable institutions, cooperative, ancpffer, and most have negligible

. N financial resources to
community organisations. contribute. The core funding

almost invariably must come
from the public sector.

13 Although other stakeholder
organisations can and should
contribute, they normally have

Providing Funds to Support Expenditures & Equipment

Building capacities and sustaining the EPM process requires financialn the SCP cities, most or all
resources, which have to be mobilised or made available primarily throughthe basic equipment for SCP
public budgetary provisions or allocatidfsAs highlighted in the table below, SuPPOrtis usually provided
only some of the cost elements are initial capital (one-off) expenditure?urs;g:: ]E(J)'r\‘taz ;g?t?ﬁéalljp of the
while the other will be recurrent expenditures requiring annual budgetaBtp project, and this will later
provision. As the experience of SCP cities has shown, the required costshanded over to the

are of modest magnitude, not only in comparison with most other “speciastitution(s) which carry on
initiatives but certainly when compared to the gains which can be expect@@iect functions and activities.
over the longer term.

Table 3: Cost elements in building SCP support capacities

Recurrent

Capital (One-off)

(@) Salaries for technical support staff (if newly
recruited rather than already employed)

(o) Office space, equipment, consumables, and
utilities

(c) Direct operational support for Working Group
meetings & activities

(d) Budget for limited research support

() Meeting and transport allowances (where
applicable)

(@) Equipment** (Mapping and GIS, computers,
telecommunications, reference documents,
documentation and small-scale publishing, vehicles)
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5 One of the Annexes in Part

C of Volume 3 of the SCP

Source Book Series

(Establishing and Supporting
the Working Group Process
provides very detailed

guidance on how to organise
and structure the

documentation of city case
examples.

The experience of the SCP project in Dar es Salaam indicates that, in some
circumstances at least, costs can even be recovered from projects which
are generated through the EPM process itself. But as busy and cash-strapped
city authorities have competing priorities and limited capacities to expedite
implementation of proposed projects, supporting the process through project-
generated finance may not often be feasible. Nonetheless, the experience
of Dar es Salaam at least demonstrates the possibilities of creatively seeking
out innovative financing mechanisms.

However the finance is generated, the fact remains that the challenges of
urban and environmental management are enormous, and therefore cities
cannot sensibly ignore the need for improvement of environmental planning
and management capabilities. Doing this will require investment and a long-
term commitment; despite the clamour of competing claims on scarce
resources, this still needs to be done - urgently. One way or another, the
modest financial needs for institutionalising and supporting the EPM process
must be found.

Maintaining Knowledge Support and the Learning Process

As a process which emphasises attitudinal changes, EPM is veryamuch
learning processit brings together a variety of people with diverse expertise
and know-how, facilitates their working together to solve priority problems
using a common framework and approach. The novelty of the EPM process
is that it is deliberately built around this learning-by-doing approach. Being
embedded in the overall SCP project process, the EPM learning process is
multi-dimensional; it directly affects decision makers, experts, private sector
operators, communities, and other stakeholders and via them, affects indirectly
the way their institutions operate. Two good ways of reinforcing and
supplementing this built-in learning process in SCP cities are (i) documenting
and evaluating “lessons of experience” and (ii) building collaboration with
local research or consulting establishments.

(i Documenting and evaluating lessons of experience
As part of the learning process strategy, constant documentation,
evaluation, and assessment, and capturing of lessons of experience is
incorporated into an SCP city project design. The analytical frame-
work of the EPM, which is carefully structured to cover the informa-
tion collection, decision making, implementation, and institutionalisation
aspects, provides the categories through which city experiences are
systematically documented in a way which can be shared with other
cities nationally and internationaf.

This systematic documentation of lessons of experience will provide
the “institutional memory” of the EPM process. It will make those
lessons of experience readily accessible and generally available thus
keeping alive the knowledge gained through the EPM process - and
spreading it much more widely throughout the city. As a result:

e approaches shown to have worked successfully will more readily and

easily be replicated elsewhere, in demonstration projects or up-scaled
city wide;
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e elements of the environmental planning and management (EPM)
process which have shown their relevance and usefulness will more
quickly and willingly be taken up and institutionalised;

e case studies and field applications which are found interesting will
stimulate research, which will in turn deepen and broaden local knowl-
edge and understanding of how best to respond to environmental and
urban development challenges; and

e documented lessons of experience and case examples provide the
basic material for development of effective local training materials and
curricula.

(i)  Building collaboration with local esearch or consulting estab-
lishments.
City experience has shown that most public sector bodies involved at
the operational level are wholly tied up in day-to-day routines and
seldom have the time or concentration to spare for documentation and
case study work. For this reason, therefore, cities may need to utilise
the professional skills and expertise available in universities and educa-
tional centres, scientific and research institutes, and consulting firms.
This could be done in different ways, effected through different modali-
ties such as formal sub-contracting or tasking of selected institutions,
creating networks of focal persons which could operate in an NGO
framework and organising regular review and exchange seminars.

B5
Who Should Take the Lead in Institutionalisation?

Institutionalisation is not something which can be imposed from outside; it is
a process of internalisation and assimilation from within. The SCP project
can provide stimulus and support and guidance, but the process of
institutionalisation must be sustained from within the anchoring groups and
organisations. Because of this, ttwre people those who will be the
“change agents™ should be identified as early as possible and be organised
as a special client group for facilitating and promoting and managing the
entire institutionalisation exercise. Members of such a group should be
individuals who:

e have a good understanding of the EPM process - and are genuinely
convinced of its value and importance;

e have good local knowledge, particularly about the structural and opera-
tional aspects of institutions, and of the legal and policy framework
governing them;

e have sufficient seniority and personal respect to ensure that they will

be listened to and taken seriously - and to ensure that they can help
mobilise the necessary political support.
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16 An appropriate
methodology for this type of

progress monitoring is
explained in Volume 9 of this
SCP Source Book series,

Measuring Progress

The purpose of this client group of “change agents” is two fold: first, to
inform and sensitise and convince the major stakeholders as well as facilitating
acceptance of the EPM process by those at the political and policy making
level; and second, to help develop, with full participation of the major
stakeholders, the strategy and action plan for institutionalisation and also to
oversee its implementation. The activities of this group, carried out with the
full support of the SCP project team, would likely include the following:

(a) clarifying and defining the objectives of institutionalisatidre.to
precisely address the question, what is it, which is to be institutional-
ised?

(b) informing and sensitising the key stakeholders, especially those at the
political or policy making level, to raise their awareness and mobilise
their support;

(c) advising the Steering Committee and the Working Groups on ques-
tions about institutions and institutionalisation;

(d) soliciting proposals and deliberating on the advantages and disadvan-
tages of different options for institutionalisation;

(e) reviewing the administrative, technical and financial implications and
constraints associated with the different options;

(f) organising workshops and seminars for stakeholders and specialists
to discuss cross-cutting institutional issues and to review the differ-
ent options available for institutionalising the EPM process;

(g) presenting the findings and recommendations to the highest level
decision makers;

(h) developing a detailed work programme for implementing the process
of institutionalisation, with clearly spelled out responsibilities of the
different players, including specification of time frame and financing
sources;

(i) putting in place a monitoring mechanism and indicators for tracking
progress in institutionalising the EPM procé&ss.

A practical example of the composition and role of such a group is provided
by the SCP project in Ismailia, where a high-powered task force was
commissioned to deliberate on different options for institutionalisation and to
recommend a proposal that best fits the local situation. The task force had
Terms of Reference and a specific time frame for completing the assignment,
and the end result was fully accepted and implemented by the Governorate.
The group’s contribution was more than just professional or technical; it also
had the political influence necessary for communicating and advocating and
negotiating at the highest decision-making lével.

Among other things, institutionalisation of the EPM process involves the

7 The Terms of Reference of slow and steady process of building institutional structures, changing mandates,

the Ismailia Task Force for
Insitutionalisation is included
in Part C of this volume.

nurturing new attitudes, and creating a new array of institutional relationships.
This is indeed a daunting task, and its success very much depends on the
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support of the people who are able effectively to influence institutions and
groups. Mobilising the commitment of such people and using them as the
change agentaho will propel the process forward, is an important condition
for successful instiutionalisation.

This is not, however, a simple and straightforward thing to bring about. A
period of sensitisation is required, whereby the potential “change agents”
are given a thorough grounding in the EPM process, not only to convince
them of its importance for the city, but also to ensure they are fully informed
and conversant with the concepts and operations of the EPM process. Only
when they have genuinely absorbed the key EPM ideas and have convinced
themselves of how it can effectively be used in their city, only then can they
properly play the catalytic role of the “change agent”.

The support of decision makers occupying key positions in the lead institutions

is terribly important, and hence, however long it might take, it is necessary to

patiently work with them and ensure that they themselves become “change

agents”. Unfortunately, SCP project practitioners have often found this

very difficult, constantly being frustrated by the high turn-over of decision-

makers (officials and politicians) and by the uncertainties of an unclear and

changeable institutional setting. The response is to keep on pushing in general

through the SCP project for system-wide capacity building and absorption

of achievements, while at the same time working in parallel with a perhaps-

changing group of key “change agents”. Box 1: Who Are

“Change Agents”?

“Change agents” are those whose role and support is crucial to promote the institutionalisation
process and lay the foundation for ‘anchoring’ the EPM functions in their respective institutions.
Although legislative and administrative instruments will eventually be required to formalise the
EPM process and approaches, the pivot of institutionalisation lies in “attitudinal changes”, which
requires constant nurturing, and hence demand the support of relatively enlightened and
strategically placed individuals.

Potential “‘change agents” could be identified by:

e their position in the decision making process (e.g. the city mayor and/or head of the city
council, heads of major development agencies);

e their position in the execution of development strategies and programmes (e.g. head of the
water supply authority or head of the organisation for sewage network and sanitary drainage);

e their role in support services including information and research (e.g. head of the planning and
research department and the GIS specialist);

e their expertise in and understanding of the EPM principles, approaches and processes (e.g.
environmental specialists, academics, consultants);

e their local knowledge (e.g. long serving bureaucrats, local community leaders, heads of NGOs,
established private sector leaders);

e their popularity and acceptance by their constituencies (e.g. women and youth leaders, coun-
cillors elected from problem areas, well-known local citizens);

e their public relation and communication skills (e.g. reputed journalists, training specialists)
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B6
A Note of Caution

A note of caution is in order. It should be noted that the EPM process is not
a composite recipe to all the predicaments which cities are facing. It is only
one among similar other approaches designed to contribute to improving
urban management. As a programme promoting the EPM approach, the
global Sustainable Cities Programme is therefore one among the many players
to support cities in strengthening capacities and in improving planning and
management. True, the EPM approach is built on overarching principles
such as participation of stakeholders, bottom-up approach and cross-sectoral
coordination. True, because of that, it provides a broad framework and
excellent mechanism for coordinating the different initiatives, programmes
and projects taking place in cities.

Despite this however, the footprint the EPM process could have on the
management and development landscape of cities is still limited and more
importantly is dependent on a range of factors prevailing on the ground
(more on these factors in the next section).

B7
Institutionalisation: the General Approach
Customised for Local Conditions

The preceding chapters have raised and discussed the key issues related to
institutionalising the EPM process. But of course, they cannot cover
everything. Thegeneralpicture is fairly clear - but the situation in any
particular city cannot be easily specified in advance; as the saying goes, the
devil is in the detall

This is the fundamental philosophy of the whole SCP endeavour: to articulate
a general framework and general process, underpinned by clear guiding
principles, which allows appropriate local adaptation in its application in each
SCP city. The validity and usefulness of the general EPM approach has
been developed and refined and tested over many years in many cities. But
it always remains the task of each separate city, each SCP project team and
its local partners, to customise the general process and adapt it successfully
to local conditions.

The SCP vigorously rejects the “one size fits all” approach which is
unfortunately common in development assistance and technical cooperation.
In urban environmental planning and management, as in almost all other
fields, there is no standard blue-print which can be successfully used,
unmodified, in diverse cities. Attempts to apply such blueprints without
considering the extraordinary variety of local conditions which exist, are
simply doomed to failure.
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Thus, even within the general SCP framework, the scope, pace and nature
of institutionalisation taking place in a given city will be shaped by innumerable
special factors and local circumstances, such as the following:

e political/governmental structure (Countries with a federal structure and/
or with relatively stronger local and regional governments provide a
political setting different from those in centralised or unitary systéms)

e political culture and tradition (The traditions of political behaviour, both
formal and informal, have a profound effect on how political institutions
actually work in practice; these variations in political culture are also
strongly influenced by history and social foréés)

e the mandate and legal competencies of local authorities;

e the level of maturity and sophistication of democratic traditions as part
of the political culture;

e the role and vibrancy of civil society and non-governmental civic
institutions and traditions;

e the strength, structure, size, diversity and vigour of the private sector;
e the degree of current and recent political and institutional stability;

e the vitality of legislative instruments in enabling institutions to function
effectively and efficiently;

e political will and commitment to solving problems of the common good.

These features are difficult to define precisely; they cannot be measured
with numbers. But these are tirgangibles’ which are crucial for success

at the local level. Institutionalisation of the SCP will only be successful if
these factors are carefully and sensibly incorporated into the strategy and
programme for institutionalisation.

To help illustrate how the general SCP framework and principles work out
in practice in response to these local conditions and situations, Chapter C1
of the next Part of this Volume gives a rich selection of City Examples.
These are “real-world” examples, taken from the experience of SCP cities.
Each is presented as a short case-study which illustrates a particular aspect
of implementing and institutionalising the EPM process. These city examples ,
s . . . Contrast, for instance, the
_should show how the conceptual framework for mstltutlonall_satlon,_dlscussedfragm ented multiplicity of local
in the preceding chapters of Part B, can be made to work in particular localgovernments in the Ibadan

situations. area with the highly centralised
local government powers of

In this respect, there are two final points to emphasise in regard to theSn€nyang or wuhan.

process of institutionalisation:
L . . o 1% The differences between local
e Building political understanding, support and credibility must be a matter poiitical culture in Chennai or
of vital concern from day one; there is no point in formulating a strat-  Cagayan de Oro, on the one
egy planning process unless you have generated sufficient political hand, and Dar es Salaam or

: — : . Lusaka, on the other hand, are
support to institutionalise what comes out of it; quite signficant.
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e sense of ownership should be durable and consistent; political support
hinging only on particular personalities or particular issues and circum-
stances may be valuable in the beginning but by itself is liable to be
short-lived - and not sustainable. Political support should therefore be
confirmed by and translated to changes of institutional nature such as
new structures, administrative procedures and rules, functional sys-
tems and capacities and formalised institutional relationships.
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Cl
City Examples

The experience of SCP cities provides a rich information base, of special
value because it shows how different cities have adapted and applied the
general EPM approach and process according to their own respective
conditions. In this chapter, the experience of SCP cities is presented under
nine separate headings, each concerning an important aspect of SCP project
implementation, with particular emphasis on institutionalisation of that EPM
process. The nine categories are:

1. Cities represent different political structures and institutional
arrangements;

. Cities improve information through the EPM process;

. Cities improve decision making through the EPM process;

4. Cities improve implementation and resource mobilisation through the
SCP process;

. Cities identify the lead players in institutionalising the EPM process;

. Cities institutionalise the EPM process through building the necessary
institutional structures;

7. Cities institutionalise the EPM process by linking it to capital budgeting
and urban planning;

. Cities consider financing mechanisms for sustaining the EPM process;

. Cities search for ways to sustain the ‘learning’ aspect of the EPM
process.

w N

o Ol

© 00

1. Cities represent different political structures and
institutional arrangements

Accra, Ghana: Accra is one of the four metropolitan areas in Ghana with

a four-tier local government structure which includes metropolitan, sub-
metropolitan, town council, and unit levels. The Metropolitan Assembly
represents the totality of local government at the Metropolitan level and
therefore it is the pivot of administration and decision making. The Assembly
is charged with deliberative, legislative, and executive functions and is
constituted as the planning authority for the area. Twenty-two hitherto central
government-run departments are now operating under the direct guidance
and supervision, both technical and administrative, of the Metropolitan
Assembly. The Assembly has an Executive Committee which is headed by
an Executive Chief (equivalent of mayor) for running day-to-day affairs and
for implementing the decisions of the Assembly. The Assembly also has
sub-committees handling issues pertaining to economic development, social
services, technical infrastructure, finance and administration, and justice and
security. At the regional level, the Greater Accra Regional Coordinating
Council, which is composed of the Metropolitan and District Chief Executives
and presiding members of their Assemblies, and headed by a Regional
Minister, is charged with coordination and monitoring of development activities
in the region. At the national level, the Metropolitan Assembly communicates
with, and reports to, the Local Government Ministry on policy matters
pertaining to local government.

43



2 The number is under review
and may be changed as part of
a larger process of
reorganising and rationalising
the local government structure.

Concepcion, Chile:Concepcion is the provincial administrative capital of
the Bio Bio region in Chile. Metropolitan Concepcion has nine entities called
Communas, of which seven are urban municipalities and the remaining two
are semi-rural areas. The regional government enjoys a wide range of
power in regional planning, coordination and monitoring, which is exercised
through an elected assembly and an appointed Governor (Intendente).

Ibadan, Nigeria: The government structure in Nigeria consists of three
levels: federal, state and local. Metropolitan Ibadan is located in Oyo State
with its geographic area spreading under the jurisdiction of eleven separate
local governments. Five of these govern the urban area, while the remaining
six administer the semi-urban peripheries of the city. This administrative
division into eleven separate local governments poses an institutional constraint
to coordination of city-wide development activities, and the problem is further
compounded by the resource and capacity limitations of the local
governments; this makes the coordination and supportive role of State
Government very important. The functions of government at the different
levels is underpinned by the ‘subsidiarity’ principle which allows development
planning and management functions to be undertaken at the lowest level
feasible. The focal point at the State level for local governments is the
Department of Local Government and Chieftaincy Affairs.

Ismailia, Egypt: Government structure in Egypt consists of two levels:
national and governorate. Ismailia City, with an estimated population of
about 300,000, is the administrative capital of Ismailia Governorate, which is
one of the 26 governorates in the country. Ismailia Markaz (which is
equivalent to greater Ismailia) consists of two cities, (including Ismailia city)
and a number of villages. Apart from Ismailia, there are four other, smaller,
Markez in the Governorate. The Ismailia Governorate, like other
governorates, has an appointed Governor and an elected Local Popular
Council. Although Markez and cities as well have councils and chair persons,
their jurisdiction and power is limited and hence the Governorate remains
the important decision making body for local government. While departments
of the Governorate (Moderiats) report to the Governor, branch offices of
national line ministries called directorates have dual accountability to both
the Governor and to their sector ministries. Until recently, the focal point
within the central government for coordinating local government affairs was
the Ministry for Local Administration (MLA), but currently this role has
moved to the Prime Minister’s Office.

Katowice, Poland: In Poland, there are several tiers of government, with
varying powers and authority. Below the national level there are 49
Voivodeship&® (provinces), each headed by a Wojewoda (governor)
appointed by central government. The voivodeship retains a number of
mostly supervisory, regulatory, and coordinating functions, but recent
Constitutional changes have sought to devolve greater powers to elected
local governments. The primary units of local self-government (gminas)
are the municipalities or rural districts. Each gmina has an elected council
with a President (mayor) as executive head. In the Katowice Agglomeration,
which lies within the Katowice Voivodeship, there are nine separate
municipalities with populations over 100,000, the largest (at 350,000) being
Katowice, the capital of the Voivodeship; there are seven other smaller
municipalities. There are no general mechanisms for coordination at this
Agglomeration level, other than through the Voivodeship. In Katowice,
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however, the SCP project stimulated the creation of a Union of Municipalities
for the Agglomeration, the council of which is composed of the Mayors of
the member municipalities. As a voluntary Union it has only the coordinating
power which its members give to it.

Shenyang and Wuhan, China.As major metropolitan cities, Wuhan (pop.
7,100,000) and Shenyang (pop. 6,710,000) have very considerable powers,
including some which for smaller cities are reserved for the national or
provincial governments. In both cities, the Municipal Government is a unitary
government structure, with full executive, administrative, and coordinating
authority over the entire area under its jurisdiction; this area includes the
central urbanised area, the urban and suburban fringes, and large tracts of
rural and countryside regions. The lower level of government (municipal
Districts, rural Counties) have only relatively limited powers. The higher
level of government - the Province - has fairly considerable powers of
supervision and coordination in general, but somewhat less in relation to the
really large metropolitan centres (such as Wuhan and Shenyang).

2.  Citiesimprove information through the EPM process

Concepcion, Chile: One of the six priority issues identified at the City
Consultation in Concepcion was improving the living conditions of the people
in the poorly developed region of Lota. Though the relative underdevelopment
and deprivation of the area was obvious, there was no geographically
organised data that could be used to measure the level of deprivation and to
establish priorities. Three working groups were established to look into the
problems affecting the area, and they were primarily constituted by
representatives of community organisations who had first hand information
and insight. The community representatives with minimal support from the
Sustainable Concepcién Project managed to collect comprehensive base
line data on the economic and social state of the area, which was analysed,
documented and disseminated as “the Lota Poverty Profile”. It was an
innovative approach to information collection, which if institutionalteduld
provide reliable information about marginalised communities and poorly
developed areas in the most cost effective way.

Dar es Salaam, Tanzania: As a capital city with a concentration of
administrative services and capabilities, availability of data and information .
. eway o
as such has not bee_n a prob_lem in Dar es Salaam. T_he_: pr_oblem was migfézutiona“saﬁon could for
one of the spread of information across many sector ministries and nationgdample be hands-on
and city wide authorities. Since the issues the Working Groups were dealimgining to community
with cut across sectors, the SCP process stimulated a pooling arfgfders in simple socio-
reorganisation of existing information around specific issues and geographfc°nom!c surveying or
le. inf . d mini . ial d bl establishment of base line

areas. For example, information on sand mining - its potentials and problergg, for other marginalised
- was compiled by geographic location and by stakeholder (whether in th@eas in a similar way to
formal mining sector or informal sector), enabling decision makers to sedat of Lota. A more radical
the city wide environmental implications and conflicts and broader sociostep toward

. . .institutionalisation could be
economic aspects of sand mining more clearly than would have been poss@sgdifymg or augmenting
through pure sectoral studies. The application of a simplified Geographigsting sector-oriented
Information System (GIS) has further facilitated the systematic organisatiostatistical formats to allow
and interpretation of the existing stock of information. This has immensel§he documentation of basic

improved the understanding of critical features such as ‘unplannean""onmema' and socio-
\ economic time-series data by
settlements’.

geographic areas.
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22 The failure to implement
project proposals generated
through the Working Groups,
the legal and institutional
issues that entangled the
privatisation process in solid
waste collection and the
problem of coordination
between the various
parastatals in the utility and
infrastructure sectors all
illustrate the types of
institutional constraints
experienced during the process.

Ismailia, Egypt: Inaccessibility of existing information, particularly of a
sectoral nature which is largely handled through line ministries, has been the
basic problem experienced in Ismailia. Despite these barriers to sharing,
the SCP process has made considerable achievements in promoting a better
and faster flow of information between the different sectors. In a situation
where hardly any local public statistical information exists, the exchange of
information and briefings which took place through the Working Groups and
city consultations were of immense significance. There were achievements
in two other areas as well: one, information on common public goods such
as Lake Timsah was improved (the Suez Canal University undertook year
round quality testing, the results of which were fed to the appropriate Working
Group), and, two, thanks to the improvement in communication at all levels,
information on national programmes and development projects such as the
development of the technology valley and land reclamation (which were
being executed through line ministries) was made available to the respective
Working Groups.

3.  Cities improve decision making through the EPM process

Concepcion, Chile At the time when the Sustainable Concepcion Project
was starting up, regional councils in Chile were in their early stage of
establishment and had shortages of various technical capacities. This was
therefore a good opportunity for the Bio Bio Regional Assembly, who in
carrying out its planning functions, drew on the expertise and knowledge
generated through the EPM process. Commissioned by the Regional
Assembly, the SCP project developed frameworks for regional plans to guide
the future development of urban centres, tourism areas and coastal resources,
generated through carefully designed sectoral and inter-sectoral consultations.
This gave a boost to the acceptance of consensus-building and participatory
approaches in long-term planning and decision making. In the process, basic
consultation procedures and generic consultation support materials were
developed, in the form of ‘participant manuals’, which made it possible for
the approach to be used routinely and widely.

Dar es Salaam, Tanzania:At the time when the EPM process was initiated

in Dar es Salaam, some of the city’s problems such as solid waste collection
were on the brink of crisis, while at the same time the city council was
desperately looking for a new master plan to guide the city’s future
development and expansion. This was both an opportunity and a challenge
to the SCP Working Groups: an opportunity because, hobbled by deteriorating
city-wide problems, the City Council was willing to make use of expertise
and resources available in the private and community sectors and a challenge
because the scale and critical state of the problems were demanding
immediate and effective solutions with little chance for learning by doing.
The results were mixed. Whilst policy recommendations were generated
and a number of specific project proposals were forwarded to the city council
through the Working Groups, implementation was punctuated by delays and
hitches, which underscored existing structural and institutional limitafions.
Overall, however, the wealth of information shared, the scale of exposure
achieved, and the lessons and principles highlighted through concrete cases
and pilot projects, have illuminated the advantages of a consultative process
in decision making.
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Ismailia, Egypt: The consultative process introduced through the EPM
process has been widely used in Ismailia as a support mechanism to decision-
making by the Governor and the Popular Local Council. Diverse interests -
farmers, residents in unplanned settlements, academics, private businessmen
- have been consulted and encouraged to exchange and discuss their views
on specific issues, the results of the process being submitted to the Governor
for his consideration in decision making. At crucial meetings such as mini-
consultations, the Governor would personally attend and actively participate.
These various consultative meetings in a way have formed a platform of
consensus building and a unique mechanism of advisory support to the
decision making machinery.

4.  Citiesimprove implementation and resource mobilisation
through the EPM process

Concepcion, Chile:The impact of the EPM process on implementation in
Concepcion was not so much in initiating projects through mobilisation of
additional resources but rather in reallocating and redirecting available public
resources to priority areas. The investments in physical improvement in
poorly developed Pueblo Hundido, financed through the public works
programme of the Government, is a good example. Had the consultative
process not led to the identification of Pueblo Hundido as an area of priority
concern, and subsequently generated public attention and interest, the public
works programme would likely have taken place somewhere, but not
necessarily in Pueblo Hundido. As confirmed by experience elsewhere,
focusing resource allocation on optimal uses and priority areas is an important
function of the SCP process, which can be institutionalised through the
application of carefully and collectively developed issue identification and
project selection criteria, and through a routine application of consultative
processes in public development expenditure programming.

Dar es Salaam, Tanzania: Dar es Salaam suffers massive problems but
has very limited implementation capabilities. Only five percent of the
popula_tion are served by sewers, and_ unplanne_d (_and alr_nost completelyne rationale is simple: it is
unserviced) settlements comprise two third of the city, illustrating the vastnesgsier to implement and
of the tasks facing the city. One realistic approach pioneered and promotéemonstrate smart principles
by the SCP project was the deliberate use of limited resources in smal'l‘-“?“gth Sm"é” demonstration
. . . . L . . rojJects, and once success Is

scal_e demonstration projects _chosen for their suitability fc_)r replication an@stalolishecl and experience
scaling up?® For example, this approach has been applied to settlementquired, moving to larger scale
upgrading, through a modest upgrading project in a community with 200@wvestments would be a natural
inhabitants (Hana Nasif). Working at a small scale, knowledge about factof&nd, since the lower risk of
determining the success of upgrading projects could be improved, WhiI‘;é‘r:'g;ﬁéﬁgfggjgfggﬁ;‘;gﬁ”t)
difficulties inimplementation could be more easily overcome. _The insights_encourage other interested
gained and the lessons captured were later translated to criteria for selectitgkenolders to pull their
candidate areas for subsequent upgrading programmes of larger scaksources and capacities
However, capturing principles of success tested in one area and applyiﬁ?eth‘irb'” practice OI Courie it

.. . . . [ S not been as simpie as |
them to S|m|Iar_S|tuat|ons in oth_er areas and thereby ampllfylng the SUCCESSES s, mainly because the
through a series of well designed replications, requires an institutionabquired institutions and

framework which can facilitate such replications at a city and eventually ahstruments to promote and

a national scale. evaluate demonstration projects,
to capture and publicise lessons
of experience, and to support or
catalyse similar initiatives are
lacking.
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Ibadan, Nigeria: The EPM process in Ibadan unleashed considerable
enthusiasm among community groups and informal sector operators for taking
part in implementation of investment demonstration projects, and revived
the strong tradition of communities working in partnership with local
governments. The resources mobilised through the Sustainable Ibadan
Project from various sources such as Oyo State, local governments, ministries,
parastatal organisations, the SIP Trust Fund, and UNICEF, provided the
catalytic push necessary to translate this surge of interest into tangible
community contributions and involvement. As the result, during the project
period, a number of community based small-scale investment projects were
accomplished: spring water development in Odo-Akeu community,
establishment of a compost plant, drilling of two bore-holes in two under-
served areas; and development of a number of project proposals for
improving the situation in the city’s largest market.

Ismailia, Egypt: In some cities, while action may be taken to address
problems, implementation may bd hocand lack cohesive and consistent
follow-up, resulting in less effective and unsustainable outcomes. In Ismailia,
for example, long before the initiation of the EPM process, cleaning-up
activities in and around Lake Timsah were taking place primarily through
the initiatives of the governorate and the Suez Canal Authority. Since the
management of Lake Timsah was one of the priority issues addressed through
the EPM process, the on-going cleaning up activities were better articulated
and consolidated through the development of a multi-actor action plan. Beyond
the on-going cleaning-up measures, the action plan was expanded to include
parallel projects designed to reduce pollution of the lake at source, and to
open up suitable development opportunities. The exercise revealed that
there was no one institution charged with managing or coordinating the
development of the lake; tide factaresponsibility of Suez Canal Authority

was mainly a control function to ensure the security of the Suez Canal (which
runs through the lake) and was found to be inadequate for implementing
comprehensive and development oriented projects.

Dar es Salaam, TanzaniaThe City Consultation in Dar es Salaam took
place at the height of the solid waste collection crisis, when the collection
rate plummeted to less than five percent, precipitating public outcry and
wide spread public health concern. The system as it was run by the City
Council was financially bankrupt leaving no resources for reviving the system.
The need for change in approach and system of management was clear.
The carefully organised cleaning-up campaign which followed the SCP City
Consultation and the initial opening toward privatisation by the City Council
brought forth encouragement and support from international donors, who in
a relatively short period of time mobilised over five million US dollars. The
involvement of so many actors not only helped to mobilise large amounts of
funds, but also to utilise them quickly.

Ismailia, Egypt: Whilst scarcity of resources is a general development
constraint, often the more severe constraint is lack of institutional capacity
to develop projects and to absorb available resources by implementing those
projects in an efficient and productive way. The project preparation technical
support provided to the issue-specific Working Groups in Ismailia has enabled
the City Council to absorb more public resources than it normally would.
Thanks to this technical support in project preparation, engineering design
and bidding and field supervision, the City Council was able to award contracts
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to a private operator to undertake a substantial “Covered Drainage
Construction and Rehabilitation” project and to access public funds which

otherwise could have been withdrawn had the council failed to spend them
within the fiscal year. The experience confirmed that implementation is not

merely a function of resources, but also of absorptive capacity and hence
institutional infrastructure.

Ibadan, Nigeria: As is the case generally in Nigeria, the lion’s share of
finance for local governments in Ibadan comes from the Federal and State
governments. During the period 1960-90, the internally generated revenue
of Ibadan Local Governments has been a mere 3 percent of their total
revenue, while the Federal and State Government contributions were 86
and 11 percent respectively. The limited capacity to generate internal finance,
and the dwindling Federal and State contributions have left little scope for
the cash-strapped local governments to undertake big capital investments.
In addition, lack of mechanisms that would have coordinated investments in
the eleven local governments of Ibadan, makes financial consolidation and
joint actions difficult, further reducing the capacity of local governments to
effectively absorb funds and utilise them most effectively. This situation
underlined the need for more innovative municipal financing instruments, as
well as the need to tap the resources of the private and community sectors.
The Sustainable Ibadan Trust Fund, which was created through the SCP
process, was one such innovative funding mechanism. The Trust Fund was
established by wealthy private sector operators in the city and designed to
finance SCP process-led investment projects through soft loans and grants;
it also very helpfully cemented the participation of the private sector in the
sustainable development process.

5. Citiesidentify the lead players in institutionalising the EPM
process

Accra, Ghana: The Metropolitan Assembly in Accra enjoys a wide range

of legislative and execution powers and hence was seen as the proper
anchoring point for institutionalising the SCP approach and activities. Similarly,
at the regional and national levels, the Regional Coordinating Council and
the Ministry of Local Governments respectively were identified as lead
partners who can provide the necessary support and push to the process.
The composition of the Executive Committee of the Sustainable Accra
Programme which included the Chief Executive of the Metropolitan
Assembly, the Chief Director of the Ministry of Local Government, and the
Regional Minister, already reflected this. At the technical level, the
Department of Town and Country Planning has been identified as the lead
player, and it was also represented in the Executive Committee. The presence
of a representative from the Ministry of Environmental Science and
Technology in the Executive Committee has provided the necessary channel
to link to policy developments taking place at the national level in the field of
the environment.

Concepcion, Chile: At the political and managerial level, the Regional
Assembly and the Governor (the Intendente) were identified as the lead
players and were seen as being instrumental in promoting and embedding
changes in planning, decision making and coordination at the local government
level.
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Ismailia, Egypt: The key institutions and departments identified in the
Ismailia EPM process included the Environmental Affairs Department
(EAD), the Urban Planning Agency, the General Organisation for Physical
Planning (Region Ill), the Suez Canal University, and the Suez Canal
Authority. The heads of these organisations occupied leading positions in
the SCP process, as Working Groups chair persons or issue-specific
coordinators. In addition, almost all substantive personnel of the EAD were
involved in the Working Groups as coordinators or in other SCP activities,
and the head of the EAD coordinated the work of the department with the
SCP project team and the issue-specific Working Groups. When a
Governorate-wide umbrella structure was later set up to promote inter-agency
coordination, the head of the EAD was assigned as its secretary, and this
has further strengthened his lead role in the process. Linkage was also
established with elected Popular Local Council members, particularly with
the head of the council and chair persons of relevant committees, including
that of capital budgeting and finance.

Shenyang, China: The original host organisation for the EPM process
was the Environmental Protection Bureau. However, to strengthen the links
between the SCP and other key municipal departments, it was clearly seen
that the Municipal Government itself, and not one of its constituent
departments, should be the responsible agency. Reflecting this, a senior
leader (Deputy Secretary-General) was appointed as Project Manager and
he has continued steadily to play a key role in moving things forward.

6. Citiesinstitutionalise the EPM process through building the
necessary institutional structures

Concepcion, Chile: For almost all issues, the approach in Concepcion has
been to integrate the EPM activities and support functions into existing
agencies and institutions. Hence for example, the functions derived from
the recommendations of the Working Groups on urban lakes were integrated
into the work programmes of the municipalities. A serious institutional gap
was identified in respect to implementing the master plan. A need was
recognised for an enabling institutional framework which would allow
necessary adjustments in the master plan and hence facilitate its
implementation, without hindering private sector and community initiatives
and desirable developments; this has led to the establishment of the Urban
Planning Agency designed to function through negotiations and consultative
processes.

Dar es Salaam, Tanzania Developing a Strategic Urban Development
Planning Framework (SUDPF) for Dar es Salaam through the SCP
participatory process was one of the prime focus areas of the EPM process
in Dar es Salaam. The City Council was keen to develop a more effective
city-wide plan for guiding the city’s future growth and for projecting
investment resource requirements for meeting the needs for infrastructure
and urban services. As preparations were under way to decentralise the
operational functions of the City Council to three municipalities, strategic
guidance and coordination were recognised as the prime role of the City
Council. These two factors - the need for more effective strategic
development planning and the shift of emphasis to ‘strategic guidance’ and
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‘coordination’ as the future role of the City Council - led the City Council to
establish a Department for Planning and Coordination with a deputy city
director in charge; in many ways, this new department was perceived as the
anchoring point for the urban planning and coordination functions strengthened
through the EPM process.

Ibadan, Nigeria: The fact that metropolitan Ibadan comprises eleven
separate local governments has made the institutionalisation process much
more complex. Not only did this fragmentation impede operational
coordination, but it also undermined the possibilities for consolidated large
investments which may be necessary to address certain city wide problems
at a more efficient and economic scale. Certainly, the meagre resources
each local government dispose can do very little in addressing issues and
areas where effective and optimal solutions are sensitive to economic scale
and technology. The EPM process brought the issue to sharp focus and
allowed the key stakeholders in the city to analyse and discuss it extensively;
this culminated in a special workshop where options for establishing a new
institutional framework were elaborated. The workshop proposed the
establishment of a lean but efficient institution which would combine
coordinating and execution functions. It was also suggested that the
institution should be designed to accommodate public and private interests
and this should also be reflected in the management structure and funding
mechanisms. The workshop has also underlined the extremely important
role of the State Government in creating and supporting this institutional
framework.

Katowice, Poland: The similar fragmentation of local government in the
Katowice metropolitan area brought forth a similar approach. The Union of
Municipalities, which was created largely through SCP project initiative and
support, now has its own legal recognition and status; the Chairperson of the
Governing Board of the Union is the project director of the SCP Project and
the project manager is the principal source of technical input to the Board.
The issue of how to embody the substantive skills and procedures of the
EPM process has nhot yet been satisfactorily solved, however, as the Union
is a consensus-building and policy-coordinating body with no staff or
organisations of its own.

Ismailia, Egypt: The enormous development opportunities existing in land
reclamation, tourism, and industry, and the range of development taking place
and planned, highlighted the need for effective inter-sectoral coordination
and investment prioritisation. A high-powered task force was established to
look into different institutional models and to propose the option that best fits
the situation in Ismailia. The exercise resulted in the establishment of the
‘Council for Sustainable Development in Ismailia’ which is headed by the
Governor himself. The lead agencies included the Egyptian Environmental
affairs Agency (EEAA), the Social Fund, the Suez Canal Authority, the
Suez Canal University, and key sector departments and parastatals, such as
the National Authority for Potable Water and Sanitary Drainage
(NAPWASD), along with private sector representatives brought on board
as members of the council. The key figures in the Governorates Local
Popular Council, have also been represented in the council.

51



Lusaka, Zambia: The operationalisation of the EPM process in Lusaka
was preceded by a careful review of the institutional framework with a
view to finding the proper anchoring point of the Working Groups. Already
at the City Consultation, participants agreed on the need for a new
development management framework, and the Lusaka City Council was
identified as the proper anchoring institution. Accordingly, the structure of
the City Council was modified to accommodate the Working Groups and to
internalise the SCP support functions. The SCP Working Groups were
from day one established as occasional committees and were formally
attached to the City Council committees which by standing orders of the
Council have authority to review sectoral development issues and make
recommendations to the City Council. In a way, the institutional modality
adapted in Lusaka augmented the elected bodies with a broader participatory
framework and support mechanism, while it at the same time allowed the
Working Groups to draw their legitimacy from the mandates of the standing
committees. The Community Committees which were established to deal
with priority issues at the neighbourhood level, and which form part of the
Working Group structure, provided the connecting link between decision
making at the city level with that of the local community level.

Chennai, India: In similar ways to Lusaka, institutionalisation of the EPM
process in Chennai was geared to linking the issue-specific Working Groups
and the SCP support functions to the existing institutional structures. The
lead agency for each of the priority issues was identified and confirmed at
the City Consultation. To push forward the implementation of strategies
and action plans, small high powered committees, called action committees,
were established by administrative order, as a second tier to Working Groups.
Each action committee was headed by the principal secretary to government
to facilitate the implementation of decisions and recommendations coming
out of the respective Working Groups. Overall, the Chennai Metropolitan
Development Authority (CMDA) was the anchoring institution of the SCP
process and its support functions. Implementation of the 74th Constitutional
amendment brought a restoration of local government authority, including
provision for the establishment of a Metropolitan Development Committee,
and opened up new opportunities for further advancing the process of
institutionalisation. The broad based composition of this committee, and its
development and management functions (which include coordination, planning,
monitoring of implementation and capital budgeting) provided a promising
institutional structure in which to anchor the EPM process. The CMDA by
virtue of its experience and capacity was poised to provide the technical and
operational support required by the committee, and thus the CMDA would
gradually displace the EPM process activities and support functions into the
committee.

Dakar, Senegal:The Sustainable Dakar Project (SDP) was initially placed
in an NGO, the African Urban Management Institute (ZAGU). Since ZAGU
was strongly linked to local authorities, and was attached to the African
Urban Management Foundation, which was headed by the Mayor of Dakar,
it was suitably positioned to support municipalities and to promote the EPM
process. At a City Consultation where action plans were reviewed,
participants agreed to establish a cross-sectoral committee which would
follow-up on the implementation of the action plans and on the internalisation
of the SCP activities into the municipalities. ZAGU was confirmed as the
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support institution who will provide technical support including tool
development, training and backstopping to the committee.

7.  Cities institutionalise the EPM process by linking it to
capital budgeting and to urban planning

Accra, Ghana: In accordance to the Local Government and Financial
Laws in force, the Metropolitan Assembly of Ghana prepares a composite
budget, an integrated district budget, for all operations of the decentralised
departments which among others include, education, health, roads including
highways and town planning. The capital budget in Accra is therefore an
important policy instrument to which the EPM process and the investment
projects generated through it can be linked, through its institutional connection
with the Metropolitan Assembly.

Concepcion, Chile:26 percent of the total national public investment in
Chile is distributed to regional governments to allocate in the way they find
most appropriate, and this ratio of investment which is left to the discretion
of regional governments is expected to increase to 42 percent by the year
2000. In addition, municipalities with poor revenue base get preferential
treatment and financial support primarily through the Union of Municipalities.
The fact that an increasing proportion of public investment finance will be
allocated and disbursed through regional governments is a promising trend
which reinforces the role of capital budgeting at the local level as a viable
policy instrument in institutionalising the EPM process.

Ismailia, Egypt: The mandate of the Ismailia Governorate in capital
budgeting, as distinct from capital budgeting by sector ministries, is limited
to small scale investments, social, and infrastructure improvements. However,
the Governorate had three local funds - low cost housing, social services
and land reclamation - which could be allocated and utilised with limited
interventions from the central government authorities. The utilisation of
these funds (and the absorption capacity of the nationally allocated capital
budget) to a large extent depend on capabilities for identifying and preparing
and implementing sound projects. From this perspective, the Governorate
has found the SCP participatory process for project generation quite useful,
enabling him to reallocate and utilise available resources to best advantage,
and also enabling him to access other potential funds from national and
international sources.

Dar es Salaam, Tanzania: With an annual population growth of eight
percent, and in the absence of adequate resources or institutional framework,
Dar es Salaam had rapidly expanding unplanned and unserviced settlements
and unsatisfied pent-up demand for urban services and infrastructural
improvements; the 1979 Master Plan had essentially no effect on development,
and only a fraction of service demands could be met from the available
public funds. Frustrated by the situation, the City Council embraced the
notion of the SCP’s participatory approach and was particularly keen to
develop a city wide Strategic Urban Development Planning Framework
(SUDPF) through the process. Owing to the incremental nature of the
process, to lack of previous experience in participatory planning, to the
complexity of the process in terms of negotiating with myriad of institutions
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at the local and national level, to capacity limitations of the Working Groups,
and to resistance from bureaucrats cynical about the whole venture, the
SUDPF took much longer than would have been hoped. After five years of
arduous effort, the SUDPF was finally completed. Meanwhile, parallel
attitude changes and administrative reforms taking place in the country brought
about a dramatic shift in government policy, moving away from the master
planning idea and promoting instead EPM process-led strategic development
planning; this naturally provided a boost to the EPM process as an approach
that facilitates participatory strategic urban planning.

Ismailia, Egypt: Following the end of the war with Israel and the reopening

of the Suez Canal, Ismailia in the 1970s and 80s went through an extensive
development period with reconstruction efforts driven by public investments
and external support. Extensive and successful upgrading initiatives have
also taken place during this period. The availability of resources which
were mobilised through the central government has allowed the
implementation of the plan, confirming the viability and implementability of
development plans where they are matched by commensurate institutional
capacities and resources. This experience has left a legacy of well established
urban and regional planning institutions and procedures. In such a context,
the role of the EPM process in supporting and linking to urban planning was
very much seen as a mechanism to help better address city wide and area
specific issues within the general framework of existing plans and to help
define resolve development conflicts where use of land and water are
concerned.

Dar es Salaam, TanzaniaThe SUDPF formulated through the EPM
process in Dar es Salaam was to a degree the by-product of the project’s
Environmental Management Information System (EMIS). Each of the nine
issues deliberated in the Working Groups and the strategies which resulted
from these deliberations were mapped. For each issue, relevant source and
thematic maps were used which were systematically applied to define and
differentiate geographic areas in terms of their suitability for different
development uses. This interpretation in turn allowed articulation of sound
development rules and principles for settlement patterns and investment
behaviour in the different geographic areas. Next, maps on related or
conflicting issues and strategies were overlaid, to identify geographic areas
characterised by an interplay of more than one environmental issue; such
areas have complex overlaps of environmental and development attributes,
leading to the formulation of more complex development rules and strategies
particularly applicable to such areas. The exercise has demonstrated the
possibilities for generating different urban growth scenarios, depending on
other socio-economic development parameters and priorities. Beyond this,
it was demonstrated that, because the conditions which led to the formulation
of development rules applicable to different areas will change, the rules and
subsequently the pattern of development will also need to change allowing
development planning and decision making to flexibly respond to shifting
circumstances on the ground.
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8.  Cities consider financing mechanisms for sustaining the
EPM process

Ismailia, Egypt: The Task Force on ‘institutionalisation’ in Ismailia addressed
the question of sources and mechanism of financing and considered several
options. Three local public funds (low cost housing, social services and land
reclamation) were identified as potential financial sources which could be
tapped for project development and research involving relatively large costs,
and the role of the land reclamation fund was particularly emphasised as it
was the largest of the three and was anticipated to expand faster than the
other two funds. The idea of levying a surcharge of 0.5 to 1 percent on
future land sales was also floated as a possibility that could be explored. In
addition, the need for allocating annual budget for running Working Groups
and supporting their activities was strongly recommended, as the result of
which an annual budget of Egyptian Pounds 50,000 (US$ 14,750) has been
allocated purely for supporting the EPM process. On top of that, a technical
secretariat composed of the local staff, who were actually part of the Technical
Support Unit (TSU) of the SCP city demonstration project, was established
and integrated into the Governorate structure, thereby allowing the costs
(salaries and other administrative costs) associated with it to be eventually
internalised into the local government budget.

Dar es Salaam, Tanzania: The possibility of funding the operating costs
associated with the SCP Working Group activities from the revenues
generated by projects, which have been developed and proposed by the
Working Groups themselves was considered in Dar es Salaam. Estimates
suggested that if the City Council could have implemented the projects
proposed by the Working Groups (which included privatisation of parking
places, public toilets and pit emptying services), an estimated amount of
over 135 million TSh could have been generated every month, while the
essential costs associated with the Working Groups were only a small fraction
of this. While the figures strongly suggested the viability of such a scheme,
indecision in the Council, slow progress in project implementation and the
rigid procedures of the civil service administration seemed to have
undermined its realisation.

9. Cities search for ways to sustain the ‘learning’ aspect of
the EPM process.

Dar es Salaam, TanzaniaProject evaluation is one potential tool for
capturing lessons of city experience. Two field evaluations have for example
taken place in Dar es Salaam in a span of five years period, and in both
occasions, useful recommendations have come out of the exercise. Such
project based evaluations, however, have several limitations: one, they often
take place in a project context and are likely to be focused on immediate
project outputs and funding needs and hence tend to overlook fundamental
institutional issues; two, they are carried out under great time pressure, with
inadequate time for the evaluators to fully explore the local situation; and
three, they are often initiated by funding agencies who primarily wish to
substantiate whether they (funding agencies) should continue to support a
particular project or not. As a result, the local project partners tend to
consider the outcomes as audit reports to ensure continuity of funding, and
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are hardly ever perceived as learning tools and indicators for follow-up.
The most effective tool for ensuring a constant process of learning and
follow-up is therefore systematic monitoring. Recognising the need for
continuous learning, progress follow-up and adjustment, in its later phase,
the Sustainable Dar es Salaam project has instituted a monitoring function
within the Technical Support Unit (TSU) of the project itself. It has done
this by hiring a full time expert whose job was to document case studies, to
capture lessons of experience, and to develop monitoring indicators and
reporting formats.

Ismailia, Egypt: Though no formal evaluation exercise has taken place in
Ismailia, a modest attempt has been made to analyse, document and publish
the lessons of experience that have emerged over. In addition, Ismailia
being the locus point for pioneering the EPM process in Egypt and the Arab
Region, it has hosted a regional seminar where a variety of experiences in
EPM both from Egypt and other Arab countries were presented, discussed
and shared.

Dar es Salaam, TanzaniaAs a project introducing a new paradigm of
urban planning, the city demonstration project in Dar es Salaam, has ignited
excitement and intellectual interest among planning professionals and the
academics, working in the University College of Lands and Architectural
Studies (UCLAS). As most of the key players in the institute were taking
part in the different Working Groups, both as stakeholders and technical
support experts, the interaction has been quite an opportunity for examining
and better understanding of the drawbacks of traditional planning approaches
and for exploring the opportunities the SCP participatory approach could
offer to improving urban development planning. From this perspective, the
Institute has volunteered to closely work with the EPM practitioners and to
develop training materials which could help to mainstream the experiences
and insights gained through the process.

Ibadan, Nigeria: The academics in the Ibadan University and other local
institutes were actively involved in the different SCP Working Groups, and
have played a strong support role. In fact, since many of the working groups
in Ibadan were community based and area specific, with limited capacity of
expertise of their own, the role of the professionals from the academic
institutions, NGOs and the private sector was crucial.

Ismailia, Egypt: One of the most recognised achievements of the EPM
process in Ismailia was its catalytic effect in bringing the academics in the
Suez Canal University to the frontiers of public debate, policy making and
development planning. Quite a number of national professionals hired through
consultancy assignments were also brought on board to provide specialised
expertise in various areas ranging from solid waste management to
community upgrading and industrial development. These intensive technical
inputs carefully packaged within the SCP participatory framework have
indeed not only yielded concrete results in specific problematic areas, but
also have create a small intellectual base that can further support the process
and help in replicating it elsewhere in the country.
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C2
‘Entry Points’ for Bringing About Change

Although all cities need constantly to strengthen their capacities in EPM, the
emphasis and perspective, and hence the priorities and focus of institutional
change differs from city to city. The political structure, administrative
arrangement, and environmental setting on one hand, and the existing level
of sophistication and capacities in EPM on the other hand, determine these
different priorities and focus in different cities. An important entry strategy
for institutionalising the EPM process is therefore to identify the city’s critical
gaps and constraints.

A city’s management issues, capacity gaps, and institutional constraints may
be described and analysed under four categories: information; decision
making; implementation; and efficient resource utilisation. Below, possible
gaps in each of these areas, and avenues and ways for engendering change
and improvement through the EPM process, are highlighted.

Information

The often observed gap in information is typically not lack of information
(plenty of it usually exists) but rath&agmentation and inaccessibility

of information?* The problem is normally to find the right sort of information
available at the right time in the right place. Information collected by various
institutions tend to be sectoral, and hence at best is not sufficient to deal with
environmental issues, which are generally cross-sectoral. In a bureaucratic
system, “information is power” and therefore institutions are reluctant to
share information. This reluctance is sometimes reinforced by rigid procedures
and rules on data access. This of course encourages institutions to collect
information even if it partly or wholly duplicates efforts of other institutions.
Also, variations in technical capacities, methodologies, standards, and
resources causes discrepancies and inconsistencies among the information
reports and outputs generated by the different institutions; this further
undermines compatibility and common usability of the existing stock of
information.

Within the SCP context, the EPM process aims to improve the collection
and use of information for environmental planning and management by:

() providing an information base line (the SCP Environmental Profile)
which is carefully organised to illuminate a cross-sectoral perspec-
tive of issues and of development-environment interactions, and  * This might seem against the
thereby to create better understanding of conflicts and linkages ~ 9lobal rend of faster

. LT communication in the present
between different development activities and stakehotflers. electronic age, but it s a reality

in many developing countries,
(i) mainstreaming, through its broad-based participatory mechanisms, where the public sector is the

the participation of the private and community sectors in decision ~ Primary source of information.
making and thereby harnessing their contributions to information;

2 See Volume 1 of the SCP
Source Book serieBreparing
the SCP Environmental Profile.

57



(i)  systematically building an Environmental Management Information
System (EMIS) initially focusing on carefully identified priority
resources, geographic areas, and issues;

(iv)  promoting mapping and Geographic Information System (GIS) as
tools for clarifying issues and developing environmentally sensitive
strategic urban development plans;

(v)  promoting the cross-sectoral Working Groups as a mechanism for
sharing of information between the different sectors and stakehold-
ers.

It will take a long time, and much effort, to fully overcome the sectoral
barriers, bureaucratic culture, and other factors which hinder systematic
information gathering and, especially, limit its sharing and compatibility.
Nonetheless, city experience has shown that for specific isgwee vital
concerns of the different stakeholders come together, and where
consensus is reached on the need for practical solutions, there is much
greater willingness to share information

The wealth of information collected through the activities of the cross-sectoral
Working Groups in SCP cities clearly shows that this can be done. In fact, it
is this unique capacity for channelling information between a variety of
sources and actors that transformed SCP project offices into “walk-in”
information centres accessible to decision makers, experts and the public.
Hence,expanding and strengthening this fledging culture of
information-sharing, is one of the key strategies cities could pursue as

a workable way forward to improving the quality, accessibility, and
usefulness of information for EPM.

The “SCP Environmental Profile” is carefully designed to highlight issues
through a systematic analysis of the complex interactions between
development sectors and environmental resources and hazards, and it has
proven to be an excellent starting point and source of base line information
for all those dealing with EPM. Since the Profile represents a consolidated
minimum stock of information collated from different sources, it is clearly

an important knowledge source in its own right. But two other features of
the Profile are particularly important:

e the methodological framework of the Profile, the way in which its
information is selected and organised (on the principles of develop-
ment-environment interaction), is crucial for a cross-sectoral and
integrated approach to environmental planning and management; and

e its carefully designed structure allows it to be readily and regularly
updated, with different components being updated or elaborated sepa-
rately (as separate information modules) by using the information
collected through the Working Groups.

If proper and user-friendly data sheets and systematic documentation

procedures (defining data sources, responsible actors, periodicity,

measurement units and techniques, etc. for each of the sections in the Profile)
are established, updating the Profile can in fact be routinised in a cost-effective
way. The creation of an institutional framework which allows tracking
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changes and updating the existing time-series data in the Environmental
Profile on a continuous basis is therefore recognised, in the SCP cities
as an important step to institutionalising the changes effected in
improving the collection and use of information.

In cities where mapping and Geographic Information Systems (GIS) are
fairly well developed, the SCP process has the potential to demonstrate
more sophisticated techniques and applications; for example, layers of area-
wide information on existing and potential resources and environmental
opportunities and constraints could be generated ‘on-demand’ to support
urban management functions as well as public and private investment
decisions. Sustaining such a system requires technical infrastructure and
expertise, but more importantly its viability hinges on the commitment of the
key institutions to keep the information generated through the system
constantly updated and routinely accessed by decision-makers and potential
users, including private investors and developers.

Decision-Making and Coordination

With a rapid rate of urban transformation and growth, heavy demand for
urban services, and enormous development pressure on the environment,
cities recognise the need for systematic prioritisation of issues (as available
resources and technical capacities are limited) and the need to involve key
stakeholders in decision-making and building partnerships (to mobilise
resources and support for implementation).

The EPM process is a well-established approach for meeting these needs:
building partnerships on the basis of a stakeholder participation and a common
understanding of the issues, thus supporting consultative decision making
and facilitating the mobilisation of resources for implementation.

Most cities have had formal and informal consultative mechanisms for
consultation, such mechanisms have been ad hoc and piecemeal - and did
not provide either a systematic operational framework or carefully developed
tools which could ensure their effectiveness in problem solving and decision-
making. Broad-based participation is at the core of the EPM process,
however, and within the SCP context it includes a series of interrelated
participation modalities, such as the City Consultation, mini-consultations,
and above all the issue-specific Working Groups. The SCP has a variety of
carefully structured consultation procedures and tools designed to support
these activities. This has resulted in sustained and constructive involvement
of diverse groups of stakeholders in the most substantive and productive
ways.

Participation in the EPM process is about bringing together the different
stakeholders to address issues of common concern, to negotiate and agree
on strategies and actions, and thereby to collectively contribute to the socio-
economic development and quality of life in their cities. The EPM
participatory process is therefore organised around carefully identified steps
of environmental planning and managemeprioritisation of issues,
collection of information, clarification of issues, assessment of options
and formulation of strategies, negotiation and agreement on action
plans, mobilisation of resources, implementation follow-up and
monitoring
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By proceeding through this systematically structured sequence of activities,
not only will the stakeholders develop better and common understanding
and appreciation of issues, but they will also learn the skills and habits of
constructive collaboration, leading them to search for optimal feasible
solutions and ‘win win’ outcomes. The process therefore also requires
substantive technical support with skills in strategy planning, information

management, facilitation, and conflict resolution.

Institutionalisation in this context could therefore be understood to mean
nurturing broad-based participation in planning and management
decision-making through a more formal institutional framework which
enjoys a consistent political supporthe long term perspectives of these
developments have several dimensions. For example, the diversity and
competence of stakeholders taking part in the consultations and the Working
Groups - and the degree of influence of such consultations and negotiations
on decision-making - needs to be monitored and measured over time. In
some cities, where sectoral planning capacities are relatively more developed,
the consultative process and the issue-specific strategy negotiations can
facilitate integrated planning practices between sectors and in such
circumstances institutionalisation could therefore entail complex system wide
capacity building and streamlining of planning procedures.

Implementation

There are, of course, many factors which make implementation such a weak
point for planning and management in most cities, such as:

e scarcity of resources (financial technical, organisational);

e limited absorptive capacities of the local management and administra-
tive system;

e chronic lack of coordination among sectors, departments, agencies,
levels of government, etc.

e weak project management leading to delays and cost over runs;

e capacity limitations in planning, executing and supervising complex
multi-sectoral projects;

e excessive reliance on capital investments and failure to exploit other
implementation instruments (economic incentives, education- informa-
tion campaigns, legislative and institutional reforms, etc.);

e rigid administrative systems undermining flexibility in resource alloca-
tion and implementation modalities.

In the SCP context, changes in decision making brought about through the
EPM process have far-reaching positive benefits in helping to overcome
these and related constraints on implementation; these changes can be
categorised in four groups:

(a) strengthening linkages between planning and implementation;
(b) developing a full range of implementation instruments;

(c) strengthening the implementation capacities of communities;
(d)  scaling up.
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(a) Strengthening the linkages between planning and implementation:

Involvement of stakeholders and directly concerned interests at the planning
stage will in most cases dramatically improve the likelihood of plans and
decisions successfully being implemented. The logic behind this is straight
forward: when the actors themselves are part of the decision making process,
plans will be known and understood by them and will be the outcome of
realistic negotiations and commitments.

Experience in SCP cities highlights opportunities and achievements, but it
also shows some of the difficulties associated with approaching
implementation through negotiated action plalBgperience suggests that
the biggest challenge is to find the common ground and area of interest
wherein priorities of the key stakeholders overlap and their work
programmes can be complementary.

A crucial step is to translate common ideals and strategies into specific
action elements and modules which are in line with the competencies and
mandates of the participating institutions, so that negotiated action plans
would be considered no different from their “normal” work programmes.
In such a context, what the EPM process offers is an operational framework,
which allows implementation to take place on a more integrated scale (more
resources mobilised) and in a coordinated fashion.

(b) Developing a full range of implementation instruments:

In contrast to traditional implementation strategies which are heavily focused
on capital investments, the EPM process stimulates utilisation of a whole
array of implementation instruments, such as education and information
campaigns, economic incentives, community involvement, regulatory and
related legal instruments, etc. The reasoning behind this is simple: the
participation of diverse stakeholders each with different competencies and
mandates would allow, working together, the use of a much wider variety of
implementation instruments than would be available to any single institution.

(c) Strengthening the implementation capacities of communities:

Community associations and neighbourhood groups have often been crucial
actors in implementing local initiatives in many cities. The EPM process, as
demonstrated in SCP cities, provides unique opportunities to expand and
strengthen the implementation capacities of communities at various levels,
especially to integrate their localised capabilities into larger-scale actions
involving many other actors. The EPM process allows communities to
systematically consider and address issues within the context of city wide
priorities, and in doing so it facilitates the more effective mobilisation of their
capacities and resources in support of both local and wider implementation
initiatives.

(d) Scaling up:

Typically in an SCP city, demonstration projects are formulated through the
issue-specific Working Groups and then implemented to demonstrate new

approaches and solutions that evolved through the EPM process. This gives
excellent and systematic opportunities for “learning by doing”: these
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demonstration projects stimulate collective learning, the results and lessons
of which can then be incorporated into further projects and plans, to be
repeated elsewhere and, ultimately, scaled up for city-wide application.

Certainly, replicating a successful demonstration project at a much bigger,
city-wide scale would require much greater resources, and therefore
replication is a longer term process. But its realisation over the long run
requires a solid institutional framework which will allow lessons to be
systematically captured, assessed, and fed back to the planning and decision
making process where resources are allocated and implementation priorities
are set.

Resource Mobilisation

The problem of resources is generally seen simphicagcity - there are

not enough resources, especially financial resources. However, in reality -
even in quite poor countries - the key problem is oftenctim@nic
misallocation and inefficiency of ugd the available resources.

In the SCP context, the EPM process can offer a number of ways to both
improve the utilisation of existing resources and to mobilise additional
resources. This may be done by:

e attracting and mobilising resources by ‘leveraging’ - i.e. through a
strategic use of existing but limited public funds to attract additional
funds;

e improving the project management and implementation capacities of
key institutions and thereby enhancing their ‘absorptive capacities’
allowing them to mobilise and effectively use additional resources;

e consolidating investments in strategic and priority areas and thus
sharpening their impact and creating economies of scale in investments,
thereby increasing the over all efficiency of resource use;

e improving the revenue base of the city through the implementation of
projects generated through cross-sectoral working groups;

e involving the private sector, both formal and informal, in implementing
and running the urban service and infrastructure sectors, thereby
increasing access to private resources and funds;

e using external resources for strategically defined investments, thus

facilitating the mobilisation of other resources for complementary and
follow-up investments.
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C3
Terms of Reference for an Institutionalisation
Task Force

SUSTAINABLE ISMAILIA PROJECT
TASK FORCE ON INSTITUTIONALIZATION
TERMS OF REFERENCE (draft)

BACKGROUND

The Sustainable Growth and Development in Ismailia - Egypt/91/030 SIP Project
aims to promote sustainable development by a) creating participatory planning
mechanisms, b) preparing strategic development plans and specific action plans,
c) developing technical and information management skills in support of action
and project development, and d) preparing a portfolio of fundable investment
projects.

So far, some of its outputs namely, environmental profile and issue-specific
strategies are generated. The city level consultations and the issue-specific
working groups have been instrumental to raise the level of awareness and
participation of local stakeholders. Currently effort is being concerted on detail
project studies, the results of which would enable to initiate capital investment
and technical assistance projects and to translate some key-proposals of the
strategy documents into action.

The other prime concern, to which attention will be drawn in the coming few
months of the project period, is institutionalization of the urban environmental
planning and management (EPM) process. This is in fact the key objective that
underlines all the remaining objectives, since it marks a real shift in the social
practice of development management and ensures the internalization and
sustainability of its application with less and less support.

The urban environmental planning and management process involves the following
basic elements:

e clarifying environmental issues to be addressed involving those whose
cooperation is required

setting priorities

negotiating issue-specific strategies

coordinating overall environmental management strategies

agreeing on environmental action plans

initiating priority projects and programmes, and strengthening local plan-
ning and management capacities

The central features of this process are involving all stakeholders at each stage
of the process, developing a spatial development plan through incrementally
progressing and improving strategic framework and setting a
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mechanism for coordinated action among all key-actors and over time. Hence,
institutionalization of the EPM process implies a shift to bottom-up that would
nourish, embed and sustain it, taking the experience and embryonic capacity
that emerged through SIP as a starting point.

The task force on institutionalization is established to investigate all dimensions
of this process, to set the strategic vision for its resolution in the specific local
conditions of Ismailia, and to map out the specific course of action that has to
take place in a one year period during mid-1995 to mid-1996.

EXPECTED OUTPUTS

A) A strategic vision setting out the best possible option or modality through
which the process could be institutionalized, and describing the compara-
tive advantages/justification for its choice

B) A skeletal organigram of the institutional set-up recommended to be
adopted with preliminary indications of its internal structure and external-
functional relationships, and associated budgetary and man power impli-
cations

C) A one-year (year one) plan of action for implementing the adopted institu-
tional plan

D) Final report reflecting on the future institutional evolvement, that could be
expected beyond the one-year time horizon, for which a plan of action will
be prepared

DUTIES

A. Examine all documents, reports, and literature relevant for the task

B. Participate in relevant working group meetings and animating seminars to
sense the operation of the process in reality

C. Seta workable criteria and identify factors that should determine the
selection of a feasible institutional set-up in the specific conditions of
Ismailia

D. Evaluate the institutional options suggested so far and those proposed by
members of the task force against the set criteria and other local and
national level considerations ( a note on proposed options is attached)

E. Select a feasible option among the proposed options, with complete
justifications, and preliminary budgetary and man power estimates, and
addressing the key issues like where to house?, how to finance the
operation? and how to attract and retain capable local experts?

F. Conduct a workshop involving key-stakeholders and experts to discuss
the conclusions of the task force

G. Refine the proposal based on the recommendations of the workshop and
undertake a consultative process among concerned governmental and
non-governmental parties to ensure its acceptance and finalisation
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H. Develop a skeletal organigram which captures and exhibits the key
internal functional structure and external relationships (the SIP organigram
is attached)

I. Develop aone year action plan which would outline the specific training,
staffing, restructuring activities and the associated organizational and
budgeting reforms

J. Gain consensus on the draft one year action plan
WORKING STRUCTURE

The task force will be officially established at its first meeting due to be held on
4 January 1995. During the meeting it will be briefed on the scope of the work
and related issues will be clarified.

The task force will choose among its members a chairperson and rapporteur. It
will set a time table for meetings and delivering its expected outputs. It will
keep a close link with the chairperson and coordinators of the issue specific
working groups. SIP will assign a focal person that would follow-up and liaise
with the task force.

The task force, upon request and as deems necessary, will be supported and
advised by the working group technical support consultants and the technical
support unit.

DURATION

The entire task is expected to be completed within three months time frame
starting 5 January 1995.
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C4
Example of Integrating the SCP Working Group
Approach into Existing Structures (Lusaka City

Programme Support Unit (SLP)

Council)
- Chair: Permanent Secretary - MLGH
Steering Members: Permanent Secretaries, Directors
> Committee and Representatives of Key Stakeholders
A
Full Council ——

Standing Committees

Various project/programme
Steering Committees

Chair: Town Clerk (Project Coordinator)
Members: Department Heads of the Council

66

\ 4
: S P
Environmental Office of the Town Clerk < |
> Management established und bDCC gnd OtT)T.r
Issue Specific Ad Hoc | special Council Ciaison Commitiee —P Commfunl.tly_ena ing
Committees resolution acilities
RelatEéj ﬁot;’t- Ministries, City Project P Council Directorate
ollaborating P &
P . Management and <> rogrammes <>
Devel%plr:ner?lt_ Agencies both international Coordinating Unit Projects
and Facilitators and local agencies
Issue Specific Issue Specific Issue Specific Issue Specific
i ' Working Group Working Group
N Working Group —P> Working Group <> <> <>
(IWG on Solid (IWG) (IWG) on Water (IWG) on
Waste and Sanitation Congestionin the
Management CBD
Issue Specific Issue Specific Issue Specific Issue Specific
Community Community Community Community  lg—P»
Committee (ICC) Committee (ICC) Committee (ICC) Committee (ICC)
> Lusaka City Strategic Environmental »
Development Plan
MLGH Ministry of Local Government and Housing
IWG  Issue Specific Working Group
ICC Issue Specific Community Committee
SLP Sustainable Lusaka Programme
DDCC District Development Coordinating Committee

Members from City
Stakeholders

Members from Community
Stakeholders



C5
Glossary

The purpose of this ‘Glossary’ is to explain the particular meaning of words
or termsas they are used in the SCP project cont&tte listing therefore
includesonly terms and words which are relevant for understanding the
SCP process. The version of the Glossary used here is oriented toward the
content of this volume, and slightly different versions of the Glossary appear
in other volumes of the SCP Source Book series.

In most SCP cities, English is not the mother language for the people working
in the SCP project; this is true even in cities where professionals may perhaps
use English even on a daily basis in their working lives. For this reason, itis
highly recommended that the Glossary is carefully translated into the most
appropriate local language(s) and widely distributed, certainly to all those
involved in the Working Group process.

Change Agents:
Strategically positioned individuals who understand and appreciate the
possibilities inherent in the SCP approach - and who have the commit-
ment and capability to positively influence people and organisations to
accept and eventually incorporate the SCP process into their routine
operations and behaviour.

City Consultation:
The City Consultation is a crucial event within the SCP project proc-
ess. Taking place at the end of Phase One of the SCP process, it
brings together and builds on the work done during that Phase, consoli-
dates social and political participation and support, and launches the
SCP project into Phase Two. The City Consultation should give firm
approval to the SCP Working Group process and to the priority topics
for which Working Groups will be established; it is thus a vital step in
establishing the Working Groups and giving them credibility and author-
ity (‘mandate’). (Volume 2 in this series of SCP Source Books pro-
vides detailed guidance on the organisation and running of the City
Consultation.)

Community Based Organisation (CBO):
These are organisations based in and working in one or more local
communities (neighbourhoods or districts); they are normally private,
charitable (non-profit) organisations which are run by and for the local
community. Typically, they were created in response to some particular
local need or situation - often related to the local environment - and
they usually support a variety of specific local improvement actions (for
instance, environmental upgrading, youth education, employment
promotion, etc.) which are generally undertaken by or with the local
people. Important and active CBOs should be represented on Working
Groups for issues of relevance to them and should be active partners in
programmes for institutionalisation of the SCP process.
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Environmental Management Information System (EMIS):
An EMIS is an organised process through which information relevant
for environmental management is identified, generated, and utilised in a
routine manner. Itis a tool, when it becomes relatively functional,
which directs and guides investment and city development along a
sustainable path. EMIS in the SCP context is developed on the basis
of a systematic spatial analysis of specific issues, geographic distribu-
tion of resources and related environmental sensitivities. It portrays
spatial development options and opportunities which allow the prioritisa-
tion of development areas, the guidance and optimisation of investment
and the factoring-in of long-term environmental costs in development.
EMIS consists of layers of maps, spatial attributes, parameters and
criteria for prioritisation; and ‘rules’ and development conditions de-
fined and negotiated by stakeholders to influence the development
pattern of a city

Environmental Planning & Management (EPM):
This is a general term which refers to the overall processes through
which a city’s environment is (or can be) managed. It emphasises the
close interrelationship between urban development and urban environ-
ment, and it stresses the crucial roles of economic, political and social
processes. In relation to the SCP, the EPM process has been devel-
oped into a general methodology for strengthening the ability of cities to
effectively manage urban development and the environment. (For
greater detail, see also item 5 in the Information Sources, section C6.)

Environmental Profile:
The SCP Environmental Profile provides a systematic overview of the
development and environment setting and institutional arrangements of
a city, with this information organised and analysed in a very particular
manner, which is designed to highlight the development-environment
interactions, the critical environmental issues, and the sectors and
stakeholders most directly concerned with them. (See Volume 1 of the
SCP Source Book serieBreparing the SCP Environmental Profile,
for details.)

Geographic Information System (GIS):
GIS is a general term which refers to an information system in which
data is collected, stored and analysed in a spatial (geographical) frame-
work. The GIS is normally a computer-based system; modern off-the-
shelf software allow a basic GIS to be run on an ordinary PC. The data
compiled and analysed in the GIS is focused specifically on information
relevant for physical planning and environmental management. A
properly organised GIS is an extremely valuable tool for implementing
an SCP project. (See also EMIS in this Glossary)

Mini-Consultation:
A reduced-scale version of the City Consultation, generally organised
for clarification and elaboration of one specific issue, or perhaps to
review options and to agree on issue-specific strategies. Mini-Consulta-
tions are a useful device for helping a Working Group to take stock of
progress and activities and to formalise strategies. The wide range and
number of stakeholders involved in a Mini-Consultation allows the

68



Working Group to interact directly with all the different opinions, ideas,
and interests which should be taken into account.

Non-Governmental Organisation (NGO):

The term NGO is applied to a wide range of organisations which are
not established by or operated by government. NGOs are usually
private, non-profit organisations which are run by their members.
Typically, an NGO is concerned with one particular area of activity:
women’s rights, education, environmental protection, small-scale
employment, etc. Most NGOs are local in scope, but some are re-
gional or national, with active local branches. Some NGOs are even
international in scope. NGOs often acquire considerable expertise and
experience in their particular areas of activity, and some employ pro-
fessionals or specialists to manage their work. It is normal practice to
ensure NGO representation on the SCP Working Groups, and NGOs
have an important role to play in institutionalising the SCP process.

Sensitisation:

This refers generally to the process of giving regular briefings and
training to stakeholders at different levels, to create a better under-
standing of the SCP process and “sensitise” them to the kinds of
changes in planning and management approaches which are promoted
through the SCP process.

Stakeholder:

In the context of the SCP, this word is applied to groups, organisations
and individuals who have an important ‘stake’ in the process of urban
environmental management - regardless of what their particular ‘stake’
may be. Equally, the term stakeholders includes both formal and
informal organisations and groups, and covers groups in the public
sector but also in the private sector and in the community (or popular)
sector. Stakeholders are also sometimes referred to as ‘actors’ in the
local EPM process. Stakeholders are those organisations or groups or
individuals who should be members of the SCP Working Groups or

who should participate, in one way or another, in the issue-specific
strategy negotiation and action planning process.

Steering Committee:

A high-level committee comprising leading representatives of the key
stakeholder organisations, especially those in the government sector.
The Steering Committee is set up to build and consolidate political
support for the SCP project and to ensure proper cooperation of
stakeholder organisations with the activities of the project, including
especially the Working Groups. It has a potentially vital role to play in
the overall process of institutionalising the SCP process.

Sustainable Cities Programme (SCP):

The Sustainable Cities Programme (SCP) is a global programme of the
United Nations Centre for Human Settlements (UNCHS - Habitat) and
the United Nations Environment Programme (UNEP). Itis the leading
technical cooperation programme in the field of urban environmental
planning and management, and it is the principal activity of the United
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Nations system for operationalising sustainable urban development.
(See also chapter C7 in this Source Book volume for a more detailed
explanation.)

Technical Support Unit (TSU):
TSU is a commonly used term to refer to the core professional team
which is set up to guide and manage the implementation of the SCP
city project. In this volume, the term “project team” has more com-
monly been used but any difference in terminology is not significant.
The Project Team or TSU is the responsible for ensuring that the
projectis properly implemented, for example, being responsible for
ensuring that the Working Groups are set up properly and operate
effectively and successfully. This core professional and administrative
team may be hired through the project budget or drawn by secondment
from institutions in the public sector and departments of municipalities,
usually those which are formal signatories to the project.

Terms of Reference (TOR):
A ‘Terms of Reference’ is a document which specifies in a clear and
systematic way the work which is to be done by a consultant or sub-
contractor. In the UN system, as in most large international organisa-
tions, it is necessary to prepare a Terms of Reference, which is then
used as the basis for identifying suitable consultants/contractors, for
issuing contract, and for supervising and monitoring the work done.

Working Group:
An SCP issue-specific Working Group is a small body of stakeholder
representatives who come together to address a cross-cutting issue of
their common concern. The members possess mutually complementing
information, expertise, policy and implementation instruments and
resources, which they bring together within the framework of the SCP
process.
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C6
Information Sources

The following publications are important sources for understanding
environmental planning and management in general - and for understanding
the SCP process in particular. All persons centrally concerned with an SCP
city project should read and make use of these documents. Indeed, copies
should be readily available in the SCP project office and every effort made
to have them read by the members of the various Working Groups and any
other stakeholders or key actors.

Key EPM & SCP Documents

Sustainable Cities and Local Governance: The Sustainable Cities
Programme
Written and published by the United Nations Centre for Human Settle-
ments (Habitat) and the United Nations Environment Programme
(UNEP), Nairobi, Kenya, 1997

The SCP Process Activities: A Snapshot of what they are and how they
are implemented
Written and published by the United Nations Centre for Human Settle-
ments (Habitat) and the United Nations Environment Programme
(UNEP), Nairobi, Kenya, 1998

The Sustainable Cities Programme: Approach and Implementation
Written and published by the United Nations Centre for Human Settle-
ments (Habitat), Nairobi, Kenya, 2nd edition 1998

The SCP Source Book Series
Written and published by the United Nations Centre for Human Settle-
ments (Habitat) and the United Nations Environment Programme
(UNEP), Nairobi, Kenya, 1999

The Environmental Planning and Management (EPM) Source Book

Volume 1: Implementing the Urban Environment Agenda

Volume 2: City Experiences and International Support

Volume 3: The UEF Directory
Written and published by the United Nations Centre for Human Settle-
ments (Habitat) and the United Nations Environment Programme
(UNEP), Nairobi, Kenya, 1997

Towards Environmental Strategies for Cities: Policy Considerations for
Urban Environmental Management in Developing Countries
Carl Bartone, Janis Bernstein, Josef Leitmann and Jochen Eigen
Published for the Urban Management Programme by the World Bank,
Washington, D.C., USA, 1994
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Environmental Guidelines for Settlements Planning and Management:
Volume 1: Institutionalising Environmental Planning and Management
for Settlements Development
Volume 2: Environmental Considerations in Metropolitan Planning and
Management
Volume 3: Environmental Considerations in Regional Planning and
Management
Prepared and published by the United Nations Centre for Human
Settlements (Habitat), and United Nations Environment Programme
(UNEP), Nairobi, Kenya, 1987

UNCHS (Habitat) and UNEP Join Forces on Urban Environment
Briefing Note prepared for the United Nations Commission on Human
Settlements (CHS15) and the Governing Council of UNEP (GC18)
Prepared by the United Nations Centre for Human Settlements
(UNCHS), Nairobi, Kenya, 1995

Other Important Documents

World Development Report 1992: Development and the Environment
Prepared and published by the World Bank, Washington, D.C., USA,
1992

Sustainable Human Settlements Development: Implementing
Agenda 21.
Prepared by the United Nations Centre for Human Settlements, for the
United Nations Commission on Sustainable Development, Nairobi,
Kenya, 1994

An Urbanising World: Global Report on Human Settlements
Prepared by the United Nations Centre for Human Settlements.
Published by Oxford University Press, 1996

World Resources 1996-97: The Urban Environment
Prepared by the World Resources Institute
Published by Oxford University Press, 1996

World Without End: Economics, Environment and Sustainable
Development

David W. Pearce and Jeremy J. Warford

Published by Oxford University Press, for the World Bank, 1993

The Habitat Agenda: Goals and Principles, Commitments, and Global
Plan of Action
Agreed at the United Nations Conference on Human Settlements
(Habitat I1), Istanbul, Turkey, June 1996

The Human Face of the Urban Environment: Proceedings of the Second
Annual World Bank Conference on Environmentally Sustainable
Development.

Ismail Serageldin, Michael A. Cohen, and K.C. Sivaramakrishnan,

Editors

Published by The World Bank, Washington, D.C., USA, 1995
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C7
The Global Sustainable Cities Programme:
Lessons of Experience

Background

Perhaps the greatest challenge for urban development policy-makers and
practitioners is to ensure that our growing cities and towns remain
economically, socially and environmentally sustainable. In most countries,
rapid urban expansion has been accompanied by growing environmental
problems, which not only seriously damage health and well-being (especially
of the poor) but also damage the urban economy and threaten the sustainability
of development gains.

Although urban expansion is commonly seen as the “cause” of environmental
(and other) problems, experience and research alike show that the real causes
are deeper. According to research from the Urban Management
Programme? for example, the underlying causes of environmental
degradation can be traced to “...inappropriate economic policies, inadequate
investment in pollution control, deficient regulatory and institutional
frameworks, weak management capacities, inadequate cost recovery, and
insufficient political will and public awareness.”

In other words, it is1ot urban growth itself that “causes” environmental
problems; instead, it is a series of policy and management weaknesses which
mean that cities are generally not able to cope adequately with the physical
and environmental consequences of growth and change.

In response to this situation, the United Nations Centre for Human Settlemeggts

(UNCHSY’ in 1991 launched the glob8lstainable Cities Programme . '"é Urban Management
- . . . . . Programme (UMP) is a joint

(SCP), with the aim of helping city governments and their partners in the, of UnCHS (Habitat),

public, private and community sectors to develop the improved environmentalipp, and the World Bank.

planning and management capacities which they require in order to dgak Sustainable Cities

more effectively with the process of urban growth. Programme became the main
operational arm of the UMP,

. . . . which was otherwise focused
The Sustainable Cities Programme initiative was given a tremendous bogstesearch, networking and

by the “Earth Summit” - the United Nations Conference on Environmernitformation dissemination.
and Development (UNCED) in Rio de Janeiro in 1992. The “Earth Summit”
focused the world’s attention on the crucial importance of environment férUNCHS is the specialised
social and economic development and resulted in widespread adoptionagflnCy of the United Nations
. . .. with specific responsibility for

the famous&gen(_ja 21 Agenda 21 artlcu_lated a range of desirable pQ“C'?%using, planning, and urban
and concepts, including an emphasis on cross-sectoral coordinati@ayelopment matters. Its
decentralisation of decision-making, and broad-based participatomyandate covers execution of
approaches to development management. The potential of the SCP 4&cical cooperation projects

hicle for implementing Agenda 21 at the city level was recognised - arj¢ the field, as well as research.
ve _p . g g_ ; . Yy g CHS was established as a
supported - immediately, with this role being further strengthened at thesuit of the First United
“City Summit” in Istanbul in 1996 (the Second United Nations Conferenceélations Conference on Human
on Human Settlements - Habitat I1) and throughHhbitat Agendavhich ~ Settlements (Habitat 1) in

was then adopted. Vancouver in 1976. Its
headquarters are in Nairobi,

] ] ] _ Kenya, supported by regional
In 1995, the governing bodies of UNCHS and of UNEP (United Nationsffices in Asia (Japan) and

Environment Programme) decided to make the Sustainable Cities Programipatin America (Brazil).
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& This is in contrast to the
older development assistance
paradigm, which centres on
top-down expert-determined
solutions, typically technology
or investment driven, and often
relying on outdated and
inappropriate master-planning
approaches.

2 The most recent Annual
Meetings of the Sustainable
Cities Programme, held in
Shenyang (China) in Sept/Oct
1997 and in Moscow (Russia)
in June 1998, each brought
together 125-150 people
representing more than 30
cities for three days of intensive
discussion and exchange of
experience.

ajoint facility , thereby pooling the mandates, resources, and capabilities of
the two agencies and providing an even broader and more solid foundation
for the work of the SCP. In 1996 and 1997, the SCP became the spearhead
of the two agencies in operationalising a new development cooperation
paradigm which is centred on partnership, mutual learning and mutual
assistance, sharing of experience, with primary reliance on local resources
supported by international programmes in the role of facilitator.

The Sustainable Cities Programme Today

Since its inception, the SCP has grown from a very modest $100,000 per
year initiative to a $30 million global programme which mobilising support
from a wide variety of sources including UNCHS, UNEP, UNDP, WHO,
ILO, World Bank, the Netherlands, Denmark, Canada, France, Italy, the
United Kingdom, and others.

The primary focus of the Sustainable Cities Programme, however, remains
firmly at thecity level, in its initial five years more than 95% of the resources
mobilised for the SCP have been applied to city-level activities. The first
SCP city demonstration project began in January 1992 in Dar es Salaam
(Tanzania), and others soon followed: Accra (Ghana), Cagayan de Oro,
Tagbilaran, and Lipa (Philippines), Concepcion (Chile), Dakar (Senegal), La
Habana (Cuba), Ibadan (Nigeria), Ismailia (Egypt), Katowice (Poland),
Lusaka (Zambia), Madras (India), Maputo & Nampula (Mozambique),
Moscow & St Petersburg (Russia), Shenyang & Wuhan (China), and Tunis
(Tunisia). In addition, numerous other cities are in various stages of preparing
for and developing SCP demonstration projects, for example, Amman
(Jordan), Asuncion (Paraguay), Belo Horizonte (Brazil), Gaza (Palestine),
Harare (Zimbabwe), and Kampala (Uganda).

In Tanzania, the experience of the Dar es Salaam project is being extended
to a variety of secondary cities (Dodoma, Moshi, Zanzibar, etc.) each of
which is now initiating its own SCP project. In Egypt and in Chile, similar
initiatives to replicate the SCP process in other cities are being developed.
In the Philippines, the programme focuses initially upon SCP projects in
three secondary cities, but a regionally-based replication process is built in
so the SCP process can be extended to other cities.

The Sustainable Cities Programme is therefore global in scope but still firmly
local in focus. Moreover, this large “family” of SCP project cities gives the
SCP a tremendous foundation of “real-world” experiences through which
the SCP approach and methodology is continuously tested, adapted, revised,
and enhancet. Indeed, this is perhaps the greatest strength of the SCP
approach: it is a robust general methodology which has been adapted to
local circumstances and successfully applied in many different cities, each
of which not only benefits from and learns from the SCP approach but also
contributes directly to the further evolution and strengthening of the SCP
concepts.

To supplement and support this energetic and growing base of participant
cities, the Sustainable Cities Programme has more recently been developing
its activities at theegional and global levels. At the regional level, efforts

are underway to develop networks and mechanisms for sharing experiences,
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pooling resources and expertise, and developing regional information bases.
This has progressed furthest in the Africa region, but initiatives are also
underway for similar activities in North Africa and the Middle East. At the
global level there is even greater recent progress; the SCP has mobilised
substantial resourc84o increase the capacity of the SCP core team and
its partners to:

» more effectively back-stop city projects and related activities at the
city, national, and regional levels;

» develop and support networks and activities for sharing experiences
and for mutual learning;

» capture lessons of experience, document good practices, and develop
other means of systematically learning from the SCP family of cities;

» develop a variety of “tools” and guidelines to support the broader
replication of the SCP process.

Because it provides a locally-adapted general framework for new approaches
to urban environmental management, the SCP has proved in practice to be
an ideal attraction for and vehicle fimter-agency cooperation The
flexibility of the SCP approach makes it possible to accommodate a wide
variety of support interventions, while the operational structure of an SCP
city project provides a good basis for proper coordination of efforts at the
local level. As a result, the SCP is already collaborating with nearly 20
different international support programniéss well as with national and
international NGOs and associations of local government, in the
implementation of the various city demonstration projects. In addition to the
extremely valuable extra support it gives - directly and indirectly - to SCP
project implementation, this broad base of inter-agency cooperation provides
an important stimulus to the mobilisation of follow-up resources, especially
funds for priority capital investments.

Some Key Characteristics of the Sustainable Cities Programme

As emphasised earlier, the SCP doetview environmental deterioration

as a necessary or inevitable consequence of rapid urban growth; equally,
the SCP doesot consider financial resource constraints to be the primary
cause of environmental problems. Instead, the SCP considers environmental

deterioration to be primarily caused by: wSpecial on should b
pecial mention shou e

. . . . . . given to the generous support
e inappropriate urban development policies and policy implementation; i, the Netherlands and from

e poorly planned and managed urban growth which does not adequatel\benmark.
consider the constraints (and opportunities) of the natural environment;

e inadequate and inappropriate urban infrastructure, both in terms of Numerous UN-related
investment and especially operations, maintenance and management;programmes are active
and partners, such as UNEP’s

e lack of coordination and cooperation among key institutions and groupgnternational Environmental
Technology Centre (IETC), the

. - . Awareness and Preparedness
Accordingly, the SCP focuses very explicitly arban environmental ¢, Emergencies at Eoca| Level

planning and management (EPMJt works directly with local governments  (APELL) programme, WHO's
and their partners to develop and nurture local capacities, system-wide, fgealthy Cities Programme, the

more effective and responsive local governance, highlighting: Urban Management
Programme (UMP), the LIFE

programme of UNDP, the
UNEP/GRID programme, etc.
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e more relevant and more appropriately utilised environmental informa-
tion and technical expertise;

e better identification and understanding of priority environmental issues,
leading to more soundly-based decision-making about urban develop-
ment and environment;

e improved processes and mechanisms for formulating coordinated
environmental strategies and for implementing them effectively;

e enhanced and institutionalised managerial capacities in the public,
private and community sector partners;

e more effective mobilisation and use of available technical and financial
resources.

Similarly, the SCP is essentially concerned wittptteeesf environmental
planning and management - certainbt concerned with the production of
plans and technical report and studies. Most cities are already well-endowed
with master plans of various types, as well as numerous technical studies,
often produced at great expense; but in most cities, these plans have had
little effect on the reality of urban growth and development! Even in those
few cases where such plans and reports have been (usually only partially)
implemented, very often the consequences are quite different from what
was originally foreseen or intended.

A key characteristic of the SCP is its emphasis on understandibgahe
way relationship between environment and development

e urban development affects the environment (air pollution, exhaustion of
ground water supplies, draining of wetlands, etc); but

e the environment in turn affects urban development (water supply
shortages, flooding, land subsidence, etc).

The SCP also emphasises understandingptigeterm implication®f the
environment-development relationships. Often, severe and lasting (perhaps
even permanent) damage is done to the environment simply because the
long-term consequences are not properly appreciated and are not properly
incorporated into the planning and decision-making processes. This is
particularly true when the short-term actions are taken in isolation by one
activity sector (e.g. filling in marshes and wetlands for urban development)
while the longer-term consequences are felt later by other activity sectors
(flooding from water displaced to other areas, loss of wildlife, increased
land erosion, etc.).

Almost everywhere in the world, urban government systems are organised
in traditional hierarchical bureaucracies with vertical lines of communication
and responsibility and fragmented into highly-compartmentalised departments
and sections, themselves often separated by rigid sectoral and professional/
technical boundaries. These local government structures basically evolved
for simple forms of administration and service delivery and are generally
narrow and short-termin focus. This traditional type of government structure,
however, is very poorly suited to the complex demands of urban development
and environmental management in the modern world. Environmental issues
generally cut across departmental and sector and professional boundaries,
having complicated sets of short-term and especially long-term interactions
in a wide variety of realms; these interactions, moreover, are often very
inadequately understood. Hence, the development and strengthening of
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cross-sectoral and inter-institutional connectiviig a central feature of
every SCP city project.

The Sustainable Cities Programme also has a central commitment to the
widest possible range of participatioim urban environmental planning

and management. This commitment is not based on theory or ideology - but
on the practical reality that effective and sustainable environmental
management requires the active and meaningful involvement of all those
different groups and organisations and interests whose cooperation is
necessary for successful action and implementation. Environmental planning
and managementimta task which can be accomplished by ‘government’
alone. On the contrary, ultimate success depends on proper involvement of:

e the Public Sector- focused particularly on the local or metropolitan
level and including all the relevant agencies, departments, authorities,
etc. - and involving politicians as well as officials;

e the Private Sector- the economic sectors (trade, business, industry),
both large-scale modern participants and those in the “informal” sector;
and

e the Community Sector- Non-Government Organisations, both local
and national, Community Based Organisations, Private Voluntary
Organisations, special environmental interest groups, etc.

The SCP approach accepts the reality that there are many different and
often conflicting interests with respect to any particular environmental or
development question. Indeed, the very existence, and the nature and severity,
of environmental problems depends upon whose point of view - whose interest
- is being adopted. One person’s environmental opportunity (filling in a
marsh for building land) is another person’s environmental danger (displaced
flooding). It is therefore quite unrealistic to search for “neutral” or purely
“technical” solutions. Itis much more important to understand the full range
of costs and benefits, of advantages and disadvantages, and especially the
distribution of likely gains and losses attached to alternative courses of action
(orinaction).

For this reason, concerning any particular environmental issue the SCP
approach insists that tHell range of “stakeholders” (interested parties

or groups) should be identified and incorporated properly into the
environmental planning and management process. The range of stakeholders
- from the public, private or community sectors - should include:

e those possess relevant information, knowledge, or expertise concerning
the environmental issue;

e those who control or influence relevant instruments for intervention and
implementation;

e those whose interests are directly affected by, or whose activities
affect, the particular environmental issue.

Finally, it is quite clear, from long and varied experience, that the SCP
approach requires sustained and long-term commitment to change. There
are no easy answers to urban environmental problems - deep-seated and
structural difficulties are not resolved by extra dollops of capital investment
or by discovery of a shiny new technology. The basic task is one of changing
the ways in which people and organisations go about the business of urban
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development management. This can only be a slow, difficult, and challenging
task.

The SCP approach is therefore flexible, pragmatic, and responsive. It is
based on the premise that the environment is a critical ingredient for the
success of failure of urban development, and that participatory management
is the most effective response to environmental concerns. The SCP
introduces a management approach that seeks to involve and reconcile, rather
than exclude and restrict, the various stakeholders in urban development.
Most important, the SCP is a general approach which is always adapted in
application to the particular local circumstances.

The SCP Process in Summary

The SCP process has evolved through application and development in a
wide variety of cities, and it is still changing in response to new knowledge,
new experience. However, the basic approach of the Sustainable Cities
Programme in a city-level demonstration project retains the same general
form, which can be briefly summarised. Each SCP project typically passes
through three broad, and typically overlapping, phases:

e a six to nine montistart-Up Phasg
e a Strategy and Action Planning Phaeé 15 to 24 months; and
e an open-endeédollow-up and Consolidation Phase

During theStart-up Phasehe foundations for the whole SCP project are
laid, and therefore considerable effort goes into ensuring this is done carefully
and successfully. The key activities during this phase are:

(i) establishing and organising the project team;

(i)  identifying and clarifying environmental issues;

(i) assembling and analysing relevant information;

(iv) identifying and mobilising key stakeholders;

(v) agreeing priority environmental issues to be taken up;

(vi) confirming broad-based support for the approach and the project.

Identifying and clarifying urban environmental issues, for example, is much
more complex and difficult than it seems. To assist in this process, an SCP
project will normally prepare an Environmental Profile, which is a special
way of organising information to highlight environment-development
interactions as well as illustrate critical management aspects. To assist in
organising the necessary information (both for phase one and, especially, for
phase two) itis common to establish a simplified GIS/EMIS system. Another
critical task is the identification and the mobilisation and involvement of
relevant stakeholders. Extra effort is required to ensure that stakeholders
who have not traditionally been involved can become active participants.

Phase One is normally concluded with a large-scale City Consultation, a
three to five day workshop with 150 to 300+ people attending. At this
Consultation, carefully structure review and discussion of the main
environmental issues will lead to agreement on which are the priority issues
to be taken up by the SCP project. In addition, the Consultation will confirm
political support and consolidate stakeholder participation, as well as agree
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the institutional arrangements for the remainder of project activities, including
the establishment of broad-based cross-sectoral Working Groups.

The Second Phasencompasses the main work period of the project, and
in general it will involve the following activities:

(i)  further clarification and assessment of environmental issues and
sub-issues;

(i)  negotiation of agreed issue-specific environmental management
strategies;

(ify  aggregating across issue for an overall environmental strategy;

(iv) developing agreed issue-specific environmental action plans;

(v)  working out collaboration with other projects and programmes;

(vi) agreeing and establishing monitoring systems;

(vii) initiating capacity-building and institutional development;

(vii)  formulating capital investment and technical support project propos-
als.

At the City Consultation, Working Groups will have been set up for the
agreed priority issues; there may be several topic-specific Working Groups
in relation to each main isséfeEach of these Working Groups will comprise
members from the important stakeholders, for example from all the different
municipal departments and agencies relevant for the topic and from private
sector and NGO groups as well. The key point is that the Working Groups
are issue-specific, rather than general, so as to encourage cross-sectoral
cooperation on a more pragmatic “problem-solving” basis. These various
Working Groups, supported by the SCP project team and aided by specialist
resources made available through the project, carry out the main work of
the SCP project.

These Working Groups will then undertake a variety of tasks. Reviewing
the information available on the environmental issue and especially on the
studies, strategies, and plans which have previously been prepared or
considered, the Working Group will further clarify the issue and assess the
various implications of alternative interventions. Out of this process will
come a negotiated consensus on the basic environmental management
strategies to be adopted for that particular issue. This will almost certainly
differ from earlier strategies, because under the SCP this will have been
done through a broad-based cross-sectoral forum through which differing
interests and viewpoints can be discussed and reconciled.

%2 The number of Working
Probably working through a special Coordinating Working Group, the SCRsroups varies greatly, from
project will also work to aggregate the several issue-specific strategies intme SCP project to another -
an overall environmental management strategy, through which the cruci@fd €ven within one SCP
. . . . . oject from one time to
m_ter-llnkages_ among e_znvwonmental issues can be taken into account. T@':%ther. Typically, SCP
will also provide a basis for a framework environmental management playojects will begin with a

as well as a foundation for developing a Local Agenda 21. modest number, perhaps 4 or
5, and then expand to 8 or 10

The Working Groups will also work on the translation of the agreed strategie® Mor s the project matures
and gains experience. Atone

into environmental action plans, embodying agreed time-schedules, resouigge “he Dar es Salaam project
commitments, coordination mechanisms, respective responsibilities, etgad over 25. In some cities,
Utilising the broad base of representation in the Working Groups, these actiorin issues have been broken
plans will develop packages of mutually supporting interventions using a fuffown into sub-issues and into

eographic sub-areas. There

range of implementation instruments, together with agreed institutional plari%ssno standard pattern.
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33t should be emphasised that
the Working Groups do not
take formal or legal
responsibility for
interventions; this rests firmly,
as it must, with the institutions
which are represented on the
Working Group. The Working
Group acts as the forum
through which institutions
agree and coordinate actions,
working through their
representatives.

341t is the experience of many
SCP cities that the Working
Groups and their activities
provide a natural focus for
collaboration with other
special projects or
programmes, and in many
cases substantial other donor
assistance has been channelled
through or closely coordinated
with the SCP Working Groups.

to support implementatiofd. At this point, the great advantage of broad-
based Working Groups becomes more apparent, because it is then possible
to mobilise support from private sector groups, NGOs, CBOs, and public
sector departments not traditionally involved in decisions about this particular
environmental issue.

Implementation of agreed action plans, including initiation of supporting
implementation actions (such as policy and regulatory reforms, economic
instruments, etc), should also begin during Phase*TWgpically this will

occur in a phased manner, with some issues or sub-issues reaching this
stage before others, depending upon local circumstances. Also, as Phase
Two proceeds, it is likely that additional priority issues will be taken up: as
the SCP project matures and gains experience, the capacity to handle
additional issues will be built up, and in any case, over the life of the project
priorities are likely to change.

To support the Working Groups - and the stakeholder organisations from
which they draw their representation - a variety of training, awareness-
raising and capacity-building activities will be undertaken.

Derived from the action plans and strategies there will be a number of capital
investment and technical cooperation project proposals, collected into
mutually-supporting “packages” where possible; these will be identified,
agreed, and developed upon to “bankable” status and negotiations will be
initiated with potential funding sources.

TheFinal Phaseof the SCP project (which will overlap with some activities
of the Second Phase) will include a number of activities:

(i) initiation of priority capital investment & technical support projects;
(i)  consolidation and extension of capacity-building initiatives;

(i) institutionalisation of SCP procedures and approaches;

(iv) extension of monitoring systems and initiation of evaluation;

(v) initiation of steps for replicating the SCP process in other cities.

The capital investment and technical support projects which were formulated
should be taken through to funding and implementation on the ground (although
with the typical lead-times for funding agencies this typically only begins
well into the Final Phase). The coordination and monitoring systems set up
through the SCP project will be valuable here, to help promote not only
effective investment implementation but also to provide back-up support for
the essential operations, maintenance and management aspects.

Through the activities of the different Working Groups, and supported through
the different capacity-building undertakings, the experience of doing the SCP
project will allow these new capabilities to be firmly rooted in the various
local institutions. In this way, the SCP capabilities will be institutionalised in
a lasting way.

Finally, through the capturing of lessons of experience of the SCP city project,
supported by its monitoring mechanisms, and through the personal and
institutional capabilities established through the project activities, the resources
will be available for replication of the SCP process and its extension to other
cities.
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