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.  EXECUTIVE SUMMARY

(i) Project data
The project Expanding and Fortifying Local Democracy through the People’s Council in the
Philippines was implemented by the Naga City People’s Council (NCPC) between 1 February

2013 and 30 April 2015: a period which included a nine-month, no-cost extension. The project
had a budget of $200,000
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completed training, as a result of including only small numbers of leaders from each PC in the
workshops; and, efforts to cover complex topics in very brief training sessions, limiting prospects
for building the practical knowledge of trainees.

In discussions with the evaluation team, trainees were unable to recall details of what they had
learned in training. Further, and more tellingly, in the course of the project, when PCs had deal
with a range of issues, they referred to NCPC to solve problems and advise them on completing
necessary tasks, rather than relying on their training, or referring to the manuals with which they
had been provided. In fact, the quality and relevance to immediate needs of ongoing technical
support provided to the partners was a major strength of the project. In this regard, the project
team was quite exceptional.

The project had mixed success in achieving its targets and encountered some major
disappointments in reaching the goal of institutionalizing the PC in the 27 target LGUs. However,
the PCs were officially recognized in the case of four of the six municipal people’s councils
(MPCs) supported, but only in five of the 21 barangay people’'s councils (BPCs). Despite this,
NCPC cannot be faulted on its effort to achieve the project goals, and, given the scope of what
the project sought to achieve, a great deal was accomplished.

There were many factors beyond its control, and the level of resistance by the LGU executive
and legislative arms was far stronger than anticipated. A great deal depends on local leadership
and commitment on the side of the LGU, but more particularly from the PC and its core CSOs.
These qualities will not necessarily emerge overnight. As yet, in many of the 27 LGUs where the
project supported PCs, the level of local ownership remains low. Yet, In Pili and Bula MPCs, and
to a lesser degree in Bombon, it is clear that the local leadership is in place, and progress has
been made. Elsewhere, and especially at barangay level, it is likely to take some time to
establish the PC as a strong and widely-accepted institution. Hence, it may be necessary to
adjust expectations in recognition of more limited capacities at that level, as well as the strength
of elite resistance.

Efficiency: The project ran its operations efficiently and smoothly, for the most part. The grantee
took complete responsibility for management and finance. MOUs were signed with all partners
and these seem to have provided a solid basis for partnership. All partners and beneficiaries
with whom the evaluation team met were positive about the grantee, not only on the technical
support provided, but also on the management of logistics and resources. Generally, the
project's human and financial resources were used appropriately and with care in support of
intended results.
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no information was given on the status of the small projects. This was remedied in a late
communication from NCPC to the evaluators, after the field mission.

It is apparent that in most, though not all, cases, the funds have been used productively.
However, the objective of the small grants was to contribute to building local ownership for the
PCs and strengthening the organizations. The desired result has been accomplished in only a
very few cases. Insufficient attention was given to preparing and enforcing guidelines on the
grants and how they were to be used and reported on.

A communications breakdown, caused, in part, by a cumbersome procedure for Board approval
of decisions at NCPC and also by staffing changes and breaks in continuity at UNDEF, resulted
in a failure on the part of the grantee to request approval to reprogram unspent funds prior to the
deadline for obtaining such approvals
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* While NCPC developed a sound results framework for the project, it found it
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e NCPC gives careful consideration in training plans to enrolling sufficient
numbers from each locality to allow for continuity in the event of a turnover in the local
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The project sought to meet this objective through achieving four Outcomes, arranged in what
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- Local officials, elected and appointed, from both the target barangays and municipalities
(including barangay captains and mayors of municipalities), some of whom took part in
training through the project, and who have been active in cooperation (or in blocking
cooperation, in some cases) with the PCs;

- Representatives of the newly-formed People with Disabilities (PWD) Federations, as well
as Women'’s Federations, involved in the PCs and supported by the project;

- One trainer who designed and delivered courses through the project and one academic
who had followed developments with NCPC and national and local governance over a
long period.

The project’'s core documentation was complete and well-prepared. In addition to the core
documents obtained in advance of the mission, some additional materials were made available
to the evaluation team while they were in Naga City. This documentation was reviewed by both
consultants and drawn on in the preparation of this report.

The Field Visit Report, prepared by the national consultant, Ms. Advincula-Lopez, was of great
assistance as an aid to the drafting of this document, and much of the content of the report has
been blended into the text.

(iii) Development context
The UNDEF project
took place in the oaps: . ‘o
context of ongoing
local and national ) rg e
efforts to strengthen i li“']’2 1 =
public participation in
local-level  decision- T
making in the
Philippines. While the
important position of
civil society in public
life is widely - N
recognized, and while
it has played an
important role
politically in
facilitating, and, at ]
times, leading,
peaceful movements
for social change and _ RS 2 2. 3 3 3 3
the ending of corrupt v 1
regimes, it has also
lacked an institutional
mechanism through which to influence government.

I 11 ,[5%

The foundation for entrenching the democratic character of local government in the Philippines
was established through the adoption of the Local Government Code (LGC) in 1991. The LGC
provided for delegation of greater authority for decision-making and enhanced fiscal autonomy
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. PROJECT STRATEGY
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There is some overlap in the Project Document and Final Report between Outputs and
Activities. For present purposes, a listing of key outputs and a few additional activities will
provide a suitable overview of the major activities to be undertaken by the project:

Outcome 1:

Public Presentation of the project to officials and CSO leaders from target LGUS;
Dissemination of Key Documents on social accountability mechanisms and organization
of Peoples Councils; and,

Two Forums on Social Accountability (one later cancelled), each for 100 or more
participants, drawn from both LGU officials and CSO leaders.

Outcome 2:

Training on Social Accountability and Governance in Local Democracy, drawing on a
methodology entitled SA GOLD. It was intended that the training would be delivered in
seven sessions to 350 barangay officials and CSO leaders, and in two sessions to 100
elected officials and CSO leaders from the target municipalities;

Citizens’ Advocacy and Legislative Lobbying for 120 barangay CSO leaders (in four
sessions), and 40 CSO leaders (one session) from municipalities;

Training on Organizational Management (participants as for Citizens’ Advocacy);

Training of Observers of Bidding Processes for Public Procurement at the Bids and
Awards Committee (BAC) at both Municipality and Barangay Levels. The training was to
be delivered to 80 CSO leaders from the barangays (in two sessions) and 40 CSO
leaders from the municipalities in one session;

Training on Community-Based Project Monitoring for 80 Barangay CSO Leaders (two
sessions) and 40 from the Municipalities in one session. (N.B. One of the mandates of
the government in support of the Bottom-Up Budgeting Program is the organization of a
Project Monitoring Committee in each LGU, but very few LGUs have established such a
body. Further, CSOs lack the necessary skills and understanding to adequately monitor
public infrastructure and other projects);
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enabled NCPC to develop a set of measurable indicators for each outcome. A number of
provisions were made for support to women and vulnerable groups and their active involvement
in the project.

A Note on Management:
The project was managed
and administered by NCPC,
the grantee, with no
delegation of responsibility to
the implementing partners.
Memoranda of
Understanding were signed
with each partner (the 27
peoples councils), which set
out the roles and — -
responsibilities of both NCPC :
and the partner.” The project
was headed by the NCPC's
Executive Director, with the
project budget covering 56
per cent of his salary, as well
53 per cent of the salary of

the organization’s Finance Evaluation Team with Penafrancia Barangay Council in uniform, with
Officer. Four Project Officers BPC President, (Standing at left), Barangay Captain (White Shirt), and

were engaged full-time on NCPC Executive Director (Blue Shirt)

project work, with the UNDEF budget covering all salary costs for two. The budget also paid for
53 per cent of the salaries of the remaining two Project Officers, with NCPC providing the funds
for the remainder of the cost.

> In this project, the partners were also the principal beneficiaries.
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ii. Logical framework
The chart is based on detailed information included in the project’s results framework, as set out
in the project Document, as well as the final report.

Courtesy visits to the target
LGUs;

Comprehensive profiling of CSOs
in the target area;

Invitations and follow-up with the
selected participants; Conducting
the presentation.

Design and preparation of
essential documents;
Distribution of Citizens’ Charter,
Barangay Governance Manual
and Guidebook;

Barangay Governance Manual
adapted to fit with the operations
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materials & manuals

Delivery of 4 training workshops
for barangays & 1 for
municipalities; post-training
evaluation planned

Review of the training module
prepared by consultants with
NCPC; Select, contract & prepare
resource persons; organization
of training venues & catering;
Preparation & printing of training
materials & manuals

Delivery of 2 training workshops
for barangays & 1 for
municipalities; post-training
evaluation planned

Formulation of training
curriculum by experts in
consultation with NCPC ;

Select, contract & prepare
resource persons; organization
of training venues & catering;
Preparation & printing of training
materials & manuals

Delivery of 2 training workshops
for barangays & 1 for
municipalities; post-training
evaluation planned

Formulation of training
curriculum by experts in
consultation with NCPC;

Select, contract & prepare
resource persons; organization
of training venues & catering;
Preparation & printing of training
materials & manuals

Delivery of 2 training workshops
for barangays & 1 for
municipalities; post-training
evaluation planned

Training curriculum developed;
Select, contract & prepare
resource persons; organization
of training venues & catering;
Preparation & printing of training
materials; Delivery of 7 training
workshops for barangays & 2 for
municipalities; post-training
evaluation planned

conducted for barangays, & 1 for
municipalities

Attendance: 118 for barangays (98% of
target); Municipalities: 41 participants
(target met)

Training on Organizational Development
Completed. ACTUAL: 3 workshops were

municipalities
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Profiling of existing CSOs in the
territories of the target barangays
and municipalities
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V. EVALUATION FINDINGS

The evaluation is based on a framework reflecting a core set of evaluation questions formulated
to meet the evaluation criteria of the Development Assistance Committee of the Organization for
Economic Cooperation and Development. The questions and sub-questions are listed in Annex
1 of this document.

(i) Relevance

The project’'s emphasis on building institutional mechanisms for people’s participation in local
governance was highly relevant to the need to enhance democratic structures and processes in
the Philippines, particularly at local level. NCPC's effort to take the People’s Council (PC)
concept, as developed in Naga City, and replicate it, by adapting it to the needs of other
municipalities in Metro Naga and of barangays within Naga City was an entirely appropriate
focus for the project. As such, it represented a valuable approach to closing a gap between civil
society organizations and local government structures. It is somewhat surprising that the
People’s Council concept has not been adapted and applied elsewhere in the Philippines. The
UNDEF project raised the profile of the PC as an institution with other municipalities, as well as
the national government.

As USAID has concluded in the analysis underlying its current Country Development Strategy
for the Philippines, weak governance and pervasive corruption stand out as fundamental barriers
to development and economic growth. A focus on improving governance, broadening the base
of political participation and reducing state capture by traditional elites is viewed as central to
addressing the situation.® The strengthening of local governance is also identified as a priority
for action.

In a modest way, the institution of the People’s Council, once fully operating, as is the case with
the government of Naga City, makes a contribution to acting on the core democracy-and-
governance problems of the country. Its engagement in local governance brings greater
transparency to local decision-making, while asserting the interests and priorities of the poor and
other vulnerable groups and ensuring that they are included in local government plans and
budgets.

Further, the People’s Council contains and represents a range of sector interests which can only
be accommodated through compromise. This, in itself, enhances the relevance of local decision-
making through the development of consensus decision-making. This, in turn, influences the
determination of priorities by the local legislative arm of government. Members of the Board of
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(i) Effectiveness
The project set itself the task of completing a demanding set of activities (see Logical
Framework, above). Overall, with a few exceptions, as reported to UNDEF, its program was
implemented more-or-less as planned. In a few cases, two activities were merged and one
training exercise (the First Social Accountability Forum) was not implemented, mainly because
of the late delivery of the Guidebook on People’s Councils, which was integral to the training
plan.

In addition, plans for a number of training workshops planned for particular municipalities or
barangays were abandoned because of the difficulty experienced in arranging a time when all
key participants could attend. From their field visits, the evaluators came to understand the
problems faced by the project team in developing a schedule for events. Nevertheless, for
whatever reason, the project’s inability to deliver the two-pronged training workshop on
participatory assessment and planning for the PCs and joint planning with the municipal councils
in two of the six target municipalities represented a setback in the grantee’s quest to achieve
some of its objectives with two of its principal partners.

Taking a broad view of the project, as suggested above in the discussion of project risk, it may
be concluded that NCPC (the Board, as well as the project team) underestimated the degree of
difficulty it would encounter in delivering its ambitious program and achieving results. For all this,
in the view of the evaluation team, the grantee performed strongly and with great determination
and insight in completing its program and engaging effectively with its partners.
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People’s Councils (BPC) of Bombon, Concepcion Pequefia, Iqualdad and Pefiafrancia, as well
as those from the Municipal People’s Council of Bula, Pili and Bombon, recalled their attendance
at a number of training seminars conducted by NCPC. For example: those from the MPC of Bula
were able to recall participation in accountability training; a Barangay Council member from
Pefafrancia was able to recall training on the Annual Investment Plan, Budgeting and Planning.
A Women’s Sectoral Representative from Gainza recalled attending a training session on the
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way to propose projects and activities for the marginalized sectors in their communities. This
was confirmed by NCPC. Training on building a consolidated agenda preparation for the
different sectors (i.e. women, PWDs
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demands on the project team members. Salaries amounted to $33,000, or 18.36 per cent of a
program budget of $180,000. It is quite apparent that NCPC contributed more to the project than
the percentages of staff salaries set out in the budget accompanying the Project Document
might suggest.

As might be expected, meeting and training expenses accounted for a major portion of overall
financial expenditures, but the costs, including fees and expenses for trainers, totalled only
$64,406, or 36 per cent of the budget. Given the long list of workshops and meetings completed,
the cost is entirely reasonable.

The only item in the budget which raises questions is the $40,466 allocated to “Fellowships and
Awards”. These funds were allocated to provide (very) small grants to the 27 people’s councils
to facilitate organizational development and joint planning between PCs and LGUs and to assist
in the detailed conceptualization and design of projects. This also fitted with the emphasis in the
extension phase, as approved by UNDEF, to assist partners in accessing funds under the
government’s BUB program. This is the only discretionary component in the project, and, in
principle, is worthwhile. A listing of all the initiatives undertaken by the project’'s partners is
provided in the results report included in the Final Report (p.23). However, no reporting on
utilization of the funds was included in the final report. At the evaluators’ request, a summary
table was provided on the current status of the activities financed by the fund for examples of
small grants to BPCs, see text box above.*

It is apparent that insufficient attention was given to providing detailed guidelines to ensure that
the funds would be used to strengthen the PCs to which the grants were provided. While, in
most cases, funds were used productively, many did little to strengthen the position of the PC.
According to NCPC, there was insufficient involvement of the designated beneficiaries (the
member CSOs and the sector groups which they represented). It was the intention of the
grantee that the funds would be used to build local engagement and, hence, strengthen a sense
of ownership in local civil society for the PCs. Overall, this did not happen.*®
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needs of municipalities beyond Naga City. NCPC and its Board report expressions of interest
form other municipalities in neighbouring provinces in developing their own PCs, and requesting
technical advice from Naga City.

All beneficiaries reported that the project has had a positive impact on their work. Particularly
striking was the feedback from the representatives of the Women’s and PWD Sectors, who told
the evaluators of their new-found confidence and ability to play an effective role in the Poverty
Reduction Action Teams and/or Local Development Councils. Several sector representatives
reported that they are now listened to with respect and taken seriously by the LGU because of
the establishment of the PC.

(v)Sustainability
It is too early to tell whether the people’s council as an institution has taken root in the four
municipalities where the PC has been formally recognized as a partner in local governance.
However, it does seem likely that the model will be fully institutionalized in the short term in
these cases, as well as in at least a small cluster of barangays. NCPC has indicated its
determination to continue its work, and, partly as a result of the UNDEF project, has been able to
obtain additional fundi
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V. RECOMMENDATIONS

It is recommended that:

(i) In future projects, NCPC undertakes a design process which begins with
desired results, rather than activities, and which takes full account of the human and financial
resources required to manage the project and support its partners and beneficiaries. Such an

apptl
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VI.  ANNEXES

ANNEX 1: EVALUATION QUESTIONS

—
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ANNEX 2: DOCUMENTS REVIEWED

Project documents:
Project Document, UDF
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ANNEX 3: SCHEDULE OF INTERVIEWS

Introductory meeting Manila Airport;
8.45 AM: Travel by air to Naga City; and joint planning, International and National Consultant, Naga City; Initial Planning

and Briefing Meeting with Johann De la Rosa, Executive Director, NCPC, Naga City

Name | Organization | Position

9.00 AM: Meeting: Barangay People’s Council — Penafrancia, Naga City

Remedios Q. dela Vega Queen
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ANNEX 4: LIST OF ACRONYMS

ADB

BAC

BPC

BUB

CSO

DILG

GAD

LDC

LGC

LGU

LPRAT

LSB

MC

MOU

MPC

NCPC

NGO

PWD

SEC

UNDEF

Asian Development Bank
Bids and Awards Committee
Barangay People’s Council
Bottom-Up Budgeting

Civil Society Organization

Department of the Interior and Local Government

Gender and Development
Local Development Council
Local Government Code

Local Government Unit

Local Poverty Reduction Team
Local Special Bodies
Municipal Council
Memorandum of Understanding
Municipal People’s Council
Naga City People’s Council
Non-Government Organization

People with Disabilities

Securities and Exchange Commission

United Nations Democracy Fund
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