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Governance of the Cities Alliance


The 2006 Independent Evaluation of the Cities Alliance made a number of findings with respect to the Governance structure of the Cities Alliance. Although they raised no fundamental issues of principle, the evaluators did identify a number of areas in which they argued that there was a need for greater institutional clarity, and the removal of some role confusion. In particular, the governance structure, and proceedings of the various bodies of the Cities Alliance, need to be examined to ensure that the potential for conflicts of interest are removed.
Overall, the recommended changes to the Cities Alliance Charter are relatively modest as, by and large, there has been a consensus that the overall governance structure, and the procedures, of the Cities Alliance are working well and have been shown to be robust. 
However, the Secretariat is pleased to submit a number of options to be considered that address some of the underlying concerns that arose during the course of the independent evaluation.

1.0 The Consultative Group


The following box contains the relevant sections of the Cities Alliance Charter with reference to the composition and responsibilities of the Consultative Group:
	21. The Consultative Group (CG) is composed of financial contributors to the Cities Alliance Trust and the political heads of the international associations of cities and local authorities which have pledged their strong commitment to and engagement in achieving the goals of the Cities Alliance. The CG will also constitute a global public policy forum to share the lessons learned from experience and agree on policy orientations and standards of practice in areas related to the Alliance’s goals. In this way the CG will work to catalyze partners’ actions in ways that would go beyond their individual actions. 

The CG responsibilities are to: 

(a) consider long term strategies for the Alliance and approve its annual work 

program; 

(b) approve the annual financial plan and criteria to be used in screening activities to 

be financed from the Cities Alliance Trust; 

(c) facilitate donor coordination of related activities financed from non-core funds 

and parallel financing; 

(d) share the knowledge and experience gained by cities in tackling these problems; 

(e) review the performance of the Cities Alliance and evaluate its impact; 

(f) confirm donor pledges and help raise additional resources; and 

(g) approve and amend the Cities Alliance Charter.
24. The Consultative Group will meet as needed and, at least during the initial period, more often than once per year. A global public policy forum will take place immediately before CG meetings and provide substance for discussion. Such forum will be organized by the Secretariat in consultation with the PAB.
25. The CG will establish mechanisms to provide appropriate supervision of, and guidance to, the Secretariat between CG meetings. 

26. The Consultative Group will be co-chaired by the Vice-President, Private Sector 

Development and Infrastructure, of the World Bank, and the executive head of Habitat. 

27. Decisions of the CG are made by consensus.


1.1 Discussion
The Consultative Group has continued to expand:  as the organization prepares for the Manila meeting, there are currently 23 members. Indeed, continued expansion seems very likely, as a number of organizations and countries have expressed very clear intentions of joining. Given the importance that the CG attached to the raising of the profile of urban issues, and the need for coherence of effort, this expansion - and strengthening of the Cities Alliance - should be welcomed. However, it is recommended that the Steering Committee should review the Governance implications of continued expansion 
 at its forthcoming Spring 2008 meeting, and report back at the Consultative Group’s 2008 meeting. In particular, the CG should consider providing guidance to the Secretariat on the criteria for engaging with potential new members. 

As the organization has grown, it has also raised the potential for conflicts of interest, as was reflected in the 2006 Independent Evaluation. It is also a matter that has been raised in the Steering Committee and the Consultative Group. Broadly speaking, conflicts of interest have arisen in two general areas: 
· The first category is where members have been involved in the preparation of a proposal, and may even have a financial, or other, interest in the approval of the proposal; and 


· The second category is where a proposal relates to the approval of activities in a country which is a member of the Cities Alliance.

Once identified, both of these are relatively straightforward to address. It is therefore recommended that:

(i) Where a member is involved in either the sponsoring or the implementation of a proposal, and/or may benefit financially if the proposal was to be approved, then such members should formally be recused from the approval of the proposal in question; and

(ii) Where an activity is proposed for a member country, then such members should formally be recused from the approval of the proposal in question.
Clarifying this issue will greatly assist the Cities Alliance Consultative Group to retain its tradition of operating by consensus, as reflected in the Charter.  

2.0 The Steering Committee
The main instrument of the Consultative Group in providing supervision is the Steering Committee. The Steering Committee is currently comprised of the two co-chairs (UN-Habitat and the World Bank), a representative of local government (either UCLG or Metropolis), two bilateral members (on a rotating basis, with one member rotating off every year), and a representative of the newer members. Since its creation, the Steering Committee has performed two main functions: (i) Reviewing all proposals greater than $250,000, and recommending these for approval to the Consultative Group, and (ii) reviewing the budget of the Secretariat, and approving the appointment of senior staff. 

2.1 Discussion
There are a number of inter-related aspects of the Steering Committee that are deemed important to review. Arising from the recommendations of the Independent Evaluation, it is clear that the composition, role and the functions of the Steering Committee need to be clarified.

One source of potential conflict of interest has been the role of the Steering Committee in recommending project approvals. This practice has meant, in effect, members of the Cities Alliance have recommended the approval of projects which they have helped prepare and, in many instances, in which they might have a financial or other stake (however small). This is clearly an untenable situation, and hardly constitutes good practice. 

In addition, a significant effect of this function has been to add an additional time period of two to three weeks, and sometimes as long as a month, to the process of project approvals. During the evaluation, a number of CG members indicated their desire for the approval process to be streamlined. For its part, the Secretariat is proposing to adopt a series of service standards, which would be monitored and reviewed by the Steering Committee. 

It is also the current situation that all proposals above $75,000 are circulated to all members during the process of donor co-ordination. This practice not only offers every member the opportunity to comment on any proposal, but also facilitates the coherence of the Cities Alliance. This practice should continue. Indeed, some members have consistently demonstrated that it is not necessary to be a member of the Steering Committee in order to make detailed comments on proposals of any size, and to positively influence the quality of the final product.  

It is strongly recommended that the Consultative Group removes these anomalies. It is further recommended that the Consultative Group simultaneously strengthen the policy and oversight functions of the Steering Committee. 
It is, therefore, proposed that the Steering Committee should have two main functions:
· Interpreting the policy decisions of the Consultative Group, as the policy-making and decision-taking structure of the Cities Alliance, and providing guidance to the Secretariat, as necessary; and


· Providing oversight of the Secretariat, on behalf of the Consultative Group, and doing so through the formalization of a set of procedures.

2.2 Composition of the Steering Committee
In addition to streamlining the functions of the Steering Committee, consideration should simultaneously be given to the composition of the Steering Committee. In principle, the Steering Committee should be accessible to all members of the Consultative Group, allowing each member to exercise their role in the governance of the organisation as a whole. This can best be achieved through the equal treatment of all members, and through the practice of rotation. 

In addition to be being given a mandate to interpret the policy decisions of the Consultative Group, the Steering Committee could play a far more positive and proactive function, on behalf of the CG, in providing oversight to the Secretariat. This could take the form of the Secretariat submitting formal reports to the Steering Committee twice annually, and through the Steering Committee performing a number of clearly specified, delegated duties on behalf of the Consultative Group.

It is therefore recommended that:

(i) The Steering Committee be opened to all members on an equal basis;
(ii) The composition of the Steering Committee could comprise two multilateral members (one global, one regional); a representative of local government; two bilaterals; one developing country; and another two members drawn from any category;
(iii) Members will serve for two consecutive years, and membership will rotate within each category;

(iv) The Steering Committee will nominate / elect its own Chair (or Co-Chairs) annually, from amongst its members;
(v) The Steering Committee shall provide oversight of the Secretariat, and will consider the work programme, staffing and budget of the Secretariat;

(vi) The Steering Committee shall provide policy guidance to the Secretariat, in accordance with the decisions of the Consultative Group;
(vii) The Steering Committee will meet not less than twice annually: a Spring meeting in Washington, and immediately prior to the Consultative Group meeting. Additional meetings may be called by the (Co-) Chair, as necessary;
(viii) The Steering Committee will consider the portfolio of the Cities Alliance as a whole, but shall not consider individual proposals;

(ix) The Manager of the Cities Alliance Secretariat will present, at each meeting of the Steering Committee, a review of the portfolio of the Cities Alliance;

(x) The appointment of senior professional staff (including secondments) to the Secretariat of the Cities Alliance shall be recommended by the Manager, for the consideration of the Steering Committee; and
(xi) Article 25 of the Charter be amended to reflect the composition and functions of the Steering Committee.

Building upon the above, the CG may wish to consider designating this role as that of an Executive Committee. Such an Executive Committee would retain the two main functions of providing policy guidance to the Cities Alliance Secretariat, and providing oversight of the Secretariat, both on behalf of the Consultative Group. 
As will be observed in the section dealing with the PAB, the Secretariat recommends that serious consideration be given to inviting impartial, external expertise onto such an Executive Committee, possibly PAB members (depending on the decision as to the future of the PAB itself).

Notwithstanding point (i) above, the Secretariat feels that the two founding members of the Cities Alliance should have permanent representation on Steering Committee / Executive Committee.

3.0 Policy Advisory Board 

In its evaluation, Universalia noted that: The original vision behind the Policy Advisory Board has not been updated to reflect changes in the Alliance and in the Board itself.(Finding 22)
	The role of the PAB as reflected in the Charter
28. The Policy Advisory Board (PAB) will provide guidance to the Consultative Group on key strategic and policy issues, and in supporting the implementation of Cities Alliance activities. Membership shall be drawn from preeminent urban experts in each region, and would include representatives of non-governmental and community-based organizations, the private sector, as well as the secretariats and/or programs of associations of local authorities. Responsibilities of the PAB will also include: 

(a) providing advise on specific issues related to city development strategies and scaling-up slum upgrading; 
(b) reviewing and commenting on the Cities Alliance strategy as reflected in draft annual work programs prepared by the Secretariat; 

(c) facilitating the engagement of local authority networks in building capacity to sustain and replicate the work of the Cities Alliance; and 

(d) evaluating the impact of the Cities Alliance work program through ex-post evaluation of selected activities.


The evaluation has created an important opportunity to properly discuss the role of the Policy Advisory Board (PAB). It would be fair to note that there has been a feeling of unease within some (if not all) members of the PAB, with a lack of clarity about its role, which has been compounded by a feeling that its views are not paid adequate attention by the Consultative Group. Indeed, engagement with the PAB has increasingly devolved to the Secretariat, and the interface with the CG has been reduced to a minimum.

However, the PAB has played a very constructive role, in a number of areas.

(i) First, individual PAB members have proven to be indispensable members on the field evaluation teams over the past three years, and have added enormous values in each instance;

(ii) Second, individual PAB members have used their role to facilitate advocacy activities, such as the recent event in Brasilia in support of Brazil’s upgrading programme;

(iii) Third, individual PAB members have played excellent facilitating roles in the Cities Alliance annual meetings, adopting a high profile role in the PPF and (as in Washington in 2006) at the CG itself; and
(iv) Finally, the PAB has provided high quality policy advice, on behalf of the Cities Alliance. The most recent PAB meeting in Tunis must count amongst the most successful, providing an excellent platform for substantive and organisational engagement with the African Development Bank (AfDB). To a significant extent, the current PAB Chairperson was instrumental in helping the Secretariat to facilitate the meeting.
Notwithstanding the above, and the excellent relationship between the PAB and the Secretariat, the role of the PAB remains unclear, particularly in terms of its relationship with the CG, the parent body which created the PAB. Examples include the consistent failure of CG members to nominate replacements for rotating PAB members, and the fact that PAB recommendations to the CG have generally elicited very limited response.

As is well known, by design the PAB comprises individuals of regional and international standing, each with very demanding and pressurised work commitments and lifestyles. Beyond token honoraria, they receive no remuneration for the time they make available to the Cities Alliance, which has been of real and tangible benefit to the organisation as a whole.

There is an urgent need to clarify the role of the PAB, and to remove these ambiguities. This is, however, not a role for the Secretariat, but primarily for the CG, to whom the PAB is meant to report, and to respond. However, in order to take forward this discussion, the Secretariat has identified a number of possible options:

1. Status Quo. The PAB continues in its current role. However, this will require the Consultative Group to be very clear and specific about the role that it envisages for the PAB;

2. Disbanded. The role of the PAB is no longer seen as critical to the needs of the Cities Alliance, and the PAB is disbanded;

3. Role change (1). The PAB is seen primarily as a mechanism to give independent policy advice to the Secretariat. The Secretariat identifies a new mechanism to select PAB members. Within this option, there are a number of possible mechanisms for using the PAB, focusing less on formal PAB meetings, and more on the strategic use of individual PAB members in the regions / substantive areas of expertise and standing;

4. Role Change (2). The PAB disappears in its current form, but a small number of members (2-3) are invited to join the Steering Committee (itself re-designed to form more of an Executive Committee).
We believe these (and any variations, or other options) should be discussed by the PAB at the forthcoming Manila meeting, and reported to the CG meeting, with recommendations. CG members should also come to Manila prepared to have a full discussion on the PAB.
4.0 The Consultative Group Meeting & Public Policy Forum

The final area that can usefully be re-examined is that of the annual CG meeting, along with the PPF that precedes it. 
In its first year, the Cities Alliance Consultative Group met twice, each meeting being preceded by a Public Policy Forum. It was subsequently decided to reduce this to a single annual event, with the PPF gradually being expanded. In practice, the CG/PPF has now become a substantial event which, when combined with travel, can take up to a full week for most members.

However, both the PPF and the CG itself have become more substantive, and are generally very well regarded by our members, who have demonstrated their support through very high attendance rates. Yet, not all members have been able to maintain this high level of engagement.

The issue of the annual meeting was not addressed by Universalia, not least because they did not have an opportunity to observe such a meeting. However, given the very significant amount of time and effort invested by Cities Alliance members and the Secretariat, such an investment should be subject to review, if only to be reconfirmed.  We believe that the adoption of the Medium Term Strategy should provide an excellent occasion to review our current practices.

There are two main options that the Secretariat has identified:

1. Status Quo. This would be an obvious recommendation since there are no obvious complaints about the current format, and especially in the light of the forthcoming Manila meeting, which has the potential to be amongst the most successful to date;

2. Split the meetings: One option that might be considered is the option of having the CG as a separate event from the PPF. For example, the CG could take place in the Fall, and be limited to two days, possibly hosted in one of the OECD countries (where most of the CA donors are based). This would allow for the members to focus on the business aspects of the Cities Alliance, and help ensure the highest levels of representation. It could also be combined with a far more modest learning event, such as a single presentation by a leading Cities Alliance city, or a debate on a particular topic.

Under such a scenario, the PPF becomes a significant learning event, hosted in one of the CA partner cities, and/or developing country members. The PPF would become a week long learning event in its own right, with detailed preparation and in-depth consideration of a number of policy issues. An advantage of this approach would be the potential for this to be co-managed by the Secretariat and a number of Cities Alliance members, which would be given responsibility for organising specific sessions / days of the PPF. The learning event would be open to all members of the Cities Alliance – indeed, it would be expected that all members would want to attend – but will also be targeted at a wider international audience of practitioners, policy makers, social movements, NGOs, politicians and academics alike.

In all scenarios, the Secretariat has assumed that the current practice of the CG being chaired by the two Founding Members should be confirmed, and continue.
� One of the original Global Programmes, CGAP, has 31 members. 


� The following are likely to attend the Manila meeting, either as Observers or as new members: African Development Bank (AfDB), Inter-American Development Bank (IDB); International Labour Organization (ILO); Slum Dwellers International (SDI), and Spain. 
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