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NOTICES:
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Copyright (c) 2006 - 2008 The Trustees of Columbia University in the City of New York (CU). Chapter 3
is a copyrighted work jointly of CU and Millennium Promise.
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This manual may be freely copied and disseminated by individuals and non-profit entities solely for
charitable, scientific, informational and educational purposes, provided that such copying and
dissemination are made at no fee, cost, or other remuneration from third parties (other than reasonable costs
of copying and shipment, if applicable). Any copy must include the "NOTICES" section on this page.

Any use must not imply any endorsement by EI or Millennium Promise.

You may not alter, transform, translate, recast, build upon, or create other derivative works of this
publication unless expressly agreed in writing by EI.

This publication should be cited as: Konecky and Palm, eds. 2008. Millennium Villages Handbook: A
Practitioner's Guide to the Millennium Villages Approach. Earth Institute at Columbia University, New
York.

Please refer to http://www.millenniumvillages.org for updates and contact information. We would
appreciate your feedback to our publication.

This publication is for informational purposes only and is meant to be purely educational. While our
objective is to provide useful information, EI, Millennium Promise and other participants to this publication
make no representations or assurances as to the accuracy, completeness, or timeliness of the information.
The information is provided "as is," without warranty of any kind, express or implied. Any use is at the
user's sole risk. This publication does not constitute an offer, solicitation, or recommendation for the sale or
purchase of any security, product, or service. Information, opinions and views contained in this publication
should not be treated as investment, tax or legal advice.
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Chapter 1: Introduction

Overview

The Millennium Villages focus centrally on the delivery of the Millennium Development
Goals (MDGs) and the promotion of human security in impoverished rural areas through
community-based investments and community-based capacity building. The
Millennium Villages are a proof of concept for achieving the MDGs in hunger hotspots
of rural Africa and subsistence farm communities in other parts of the world. The
guiding dimensions are: (1) holistic investments and integrated planning and
implementation of key sectors such as agriculture, health, education and infrastructure;
(2) complementarity of public and private sectors; (3) community-based development; (4)
conversion from subsistence to commercial agriculture and development of the private
sector: (5) increased donor support, matched by increased efforts of host governments
and communities; (6) scalability in project design and financing; and (7) transition to
sustainability through community management of local activities, gradual reduction in
subsidies, economic growth and viable private sector; increasing role of government and
NGOs in public sector services, and commitment of donor community to increased
foreign direct assistance.

Significant, early successes in the initial Millennium Villages — e.g. in food production,
malaria control, and school meal programs — indicate the readiness of local communities
to contribute major efforts to MDG success. The evidence also highlights the feasibility
of implementing decentralized, multi-dimensional investment programs spanning
agriculture, health, education, and infrastructure in rural communities. These initial
successes are leading many governments to promote national rural development
strategies based explicitly on scaling up the lessons of the Millennium Villages.

The Millennium Villages Handbook

The Millennium Villages handbook aims to (1) lay out the key principles and core
concepts of the Millennium Village approach; (2) describe how the current set of
Millennium Villages are being implemented, and how such activities can be introduced
and scaled up; (3) provide guidance to governments, non-governmental organizations,
and multilateral organizations that wish to implement the Millennium Villages approach.
The Millennium Villages Handbook represents the experiences of the Millennium



Villages Project to date. It is a work in progress that will be updated frequently with
additional strategic information, tools, and resources.

At the outset, it is important to recognize that achieving the MDGs requires government
leadership in scaling up the broad community-level principles outlined through the
Millennium Villages at a national level, integrating fully with ongoing initiatives and
government structures. For the audience of national governments, this handbook is
intended to serve as a resource for integrating the Millennium Villages approach into
national and sub-national development plans. The approach should be adapted to the
organizational structure of each country so that local, district, and national level planning
and implementation for the MDGs is aligned. Long-term sustainability of local level
development strategies will depend importantly on governments' commitment to continue
delivering public sector investments at local, district, and national levels and on the donor
community delivering on their explicit and longstanding promises to increase official
development assistance.

Some Millennium Villages are starting to be implemented by non-governmental
organizations, universities, and other development partners. For this audience, the
handbook is intended to help guide project planning, design, implementation, and
collaboration with national governments and local communities. As with all Millennium
Villages, the structure and organization of an NGO-led model should aim to be scalable
and emphasize connections with relevant levels of government.

Current contents of the Millennium Villages Handbook

Part | of the handbook contains an overview of the steps required to launch a Millennium
Villages program, including working with relevant stakeholders and adapting the MV
approach to the country-specific and local contexts. It also contains principles and
guidelines on participatory approaches, local governance and the capacity development
that are essential for the long term ownership and sustainability of activities by the
community.

Part Il of the handbook provides overviews and strategic guidelines for each sector
contributing to the achievement of the MDGs. The chapters in this section address the
objectives of the sectoral targets for achieving the MDGs and the steps needed to attain
them. The chapters also highlight possible tradeoffs and synergies with activities and
impacts of other sectors that must be considered in planning to assure optimal synergies
and minimal tradeoffs. Generic guidelines are also presented on the sequencing of
interventions over the 5 years; these guidelines are then modified and localized for each
site based on their current situation and most pressing priorities for achieving the MDGs.

Part I11 of the handbook (forthcoming) provides additional resources and information for
initial technical and participatory assessments of the current status of various sectors in a
Millennium Village location. These tools can be used by governments, NGOs, and other
partners to initiate the planning process, including the evaluation of options with the
communities. Additional information and outside resources on key technical issues for



each sector is also included.
Forthcoming chapters to the Millennium Villages Handbook

In addition to the addition of Part 111, the next updates of this handbook will also include
the following key sections in Part I1:

Enterprise development

Monitoring & Evaluation

Guidelines for working with UNDP (where applicable)
Guidelines for participatory and sectoral assessments for planning
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Chapter 2: Community-Based Approach to Achieving the
Millennium Development Goals

From International Goals to Local Results

The Millennium Villages Project (MVP) is a community-based approach to achieving the
MDGs informed by the recommended priorities of the United Nations Millennium
Project (UNMP). These recommendations include specific MDG-based, costed, and
science-based sectoral interventions that are underscored by investments in strengthened
governance, human resources and capacity development. Many past rural development
programs hindered their potential for success when local stakeholders did not participate
adequately in the development process. A community-based approach is therefore
essential for the success and sustainability of the MV project. This chapter outlines key
concepts underpinning the MVP’s approach to these issues, drawing upon the project’s
early lessons of implementation.

A community-based approach is embodied in the established and known principles of
participation, social and gender inclusion, equity, and local stakeholders’ ownership of
the decision-making and development process. These principles of participation and local
ownership guide the implementation of UNMP recommendations.

Because many UNMP recommendations are aligned with national scale achievement of
the MDGs, achieving the MDGs on a local level requires a community-based approach
that "localizes” the MDGs. As UNDP has outlined, this entails targeted action at the
local level that accounts for local needs and priorities, garners political commitment and
local ownership, and strategically utilizes the most appropriate level of government in
order to achieve the goals nationally and globally.

Within the MVVP community-based framework, the recommended UNMP policies are
adapted to community level action within each country's institutional contexts from sub-
village up to district levels.

This process of localizing the MDGs refers not only to making the goals relevant
according to local realities, but also encompasses a partnership approach to achieving
MDG-based strategies that enhances the capacity of communities to plan, act, participate
in, monitor, and effectively manage the development process. The cross-cutting processes
of capacity development, participation, and strengthening governance support these
community level MDG-based strategies.



Capacity Development, Participation, and Community Governance

Guiding Themes and Strategic Priorities

The crosscutting themes of Capacity Development, Participation and Community
Governance (CPG) are integral for implementation and sustainability of interventions and
to strengthen the institutional environment in which the MDGs will be achieved. The
UNMP’s ten key recommendations include a transparent and inclusive process for
creating MDG-based national strategies; capacity development in public sector
management; and a cadre of community-based workers with expertise in key MDG areas
to facilitate and implement MDG-based strategies. These strategies should be tailored to
local conditions and support increased domestic resource mobilization.

The Millennium Villages project adapts these UNMP recommendations to its
community-level context through five strategic priorities for community development.
Nested within the crosscutting themes of CPG, these five priorities are the basis of a
comprehensive strategy to realizing a community- based approach to achieving the
MDGs.

e Institutionalize participation in local development processes, within and among
organizations, and throughout the project cycle for community development, in a
manner that enables an inclusive process in all stages of realizing village based
action plans.

e Strengthen communities’ capacity for collective action to manage a self-
determined, multi-stakeholder development process.

e Develop a community-based information system (CBIS) to support local level
development practice by enabling communities to generate, utilize, and manage
information tools and services to reach individual and collective development
aims.

e Build up a cadre of change agents and develop their capacity in technical areas
critical to the achievement of the MDGs, including participation and gender
relations expertise.

e Enhance an enabling policy environment that supports community development
at multiple levels within communities, the project, and local government.

These five strategic priorities are mutually reinforcing. Change agents, participation
methods and tools, and information management all serve to enhance the capacities of
communities to define priorities, implement and manage activities, monitor progress, and
learn from their own experiences to reach development goals. Enhanced capacities in all
these arenas contribute to effective systematic participation by all stakeholders in
community development, and to institutionalizing these processes within the local
development system.



Including capacity building and participation processes in MDG-based strategies does not
necessarily guarantee social and gender inclusion in the benefits of development. Power
inequalities that exist in each community must be addressed in targeted and effective
ways to attain equity in development.

Objectives and Expected Outcomes for the Five Strategic Priorities

Institutionalizing Participation

The MVP seeks to implement and strengthen the needed systems and technical expertise
for rapid scale-up of key investments in agriculture, health and infrastructure. Equally
important to achieve the MDGs is to implement and strengthen the needed people-
centered systems and processes for scaling up interventions and institutionalizing
participation on a broad scale.

Effective participation within communities is measured by who participates, who makes
decisions, and who controls resources at each stage of the project cycle. Effective
participation recognizes that communities are comprised of many heterogeneous groups
with different interests, abilities and agency to influence others, as well as differences in
social and gender roles and division of labor. Promotion and use of participatory
approaches in and of themselves will not necessarily lead to equity in representation,
decision-making or allocation of benefits in development. The poor, women, youth, or
marginalized members may not have the means or time to capture benefits at the same
level as better-off community members. Working within communities requires
facilitation and partnership building among various interest groups and associations
within and among sectors. External facilitation must directly target mechanisms for
inclusion of women, the poor, and the socially excluded.

Participation and the Project Cycle

The MVP adopts a community action cycle that supports effective participation and
emphasizes the role of the change agent in self-preparation. In implementing careful
strategies for effective participation and targeted capacity building, outside facilitators
must have a deep understanding of the actors and institutions throughout the process.
Thus, a separate community entry phase is first.

Participation in each stage of the project cycle starts with analysis of intra-communal and
gender differences and different strategies for addressing smaller group and shared
concerns at the communal level via community assessment and design phases.
Participation strategies for the various phases must also take into account time, resources,
existing capacities, and objectives in locally specific contexts.
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Effective participation relies on a division of roles and responsibilities among
stakeholders and institutions at each stage of the project cycle. These roles and
responsibilities vary in each country that the MVP works according to local institutional
systems and norms. To avoid conflicts, relationships within and among these
stakeholders should be clearly defined, and feedback systems enhanced.

¢ Communities perform needs assessments, planning, implementation and
monitoring of development plans, and resource mobilization and contribution
through collective action.

e District and Sub-district government administrative units and development
bodies perform community mobilization, conflict resolution, integration of
development plans and resource allocations, contribution of resources and
technical staff support, and provide an enabling policy framework. District or
Municipality level development offices help ensure coordination of activities
from various stakeholders and avoid duplication of efforts.

¢ The MVP Community Development team plays a facilitation role throughout
the process. They also provide technical support, designing appropriate
interventions in line with the MDGs to address priority needs identified by the
community.

e The MVP provides strategic planning tools, supports evidence based participation
methods and approaches, provides science-based technology options, facilitates
evidence-based and best practice capacity building activities and contributes
additional resources.



e Other key partners and stakeholders including NGOs, community-based
organizations (CBOs), faith-based organizations (FBOs), and private sector
institutions, play a complementary role to the work of the MVP.

An effective participation strategy works to identify and reconcile varying interests and
priorities within communities both within and across sectors. Participation methods and
tools can be used to include marginalized groups as well as multiple stakeholders within a
sector (for example, farmers groups, associations, cooperatives, and households
participating in agriculture). Participatory and positive methods can also be used to
mobilize and manage resources by assisting communities to identify assets and strengths
that sustain collective action.

Capacity building of MV project facilitators, government extension and community-
based workers should include use of suitable approaches for improving equity in
participation and the benefits of development. These approaches should be culturally
sensitive, and thereby designed to promote positive local knowledge. These approaches
include promotion of non-traditional leaders; encouraging champions of equity among
the elite, local leadership, and managers of the project; advocacy and awareness raising
of national rights-based policies; changes in policies and norms; social protection
mechanisms for the poorest; and creation of new spaces for participation and collective
action that target the marginalized. Communication strategies for the project, sectors and
interventions are designed to ensure key messages reach different groups within the
project. Facilitators should be empowered to use a mix of communication strategies
encompassing information, education, mobilization, behavior change and capacity
building activities.

Smaller groups, interest groups, and women’s and youth groups may have a subset of
development priorities that can be managed effectively at a sub-village or lower
administrative level. Community-wide action plans are developed to reflect the broader
development priorities and goals; these plans owned by the community members, are
then supported by resource mobilization from communities, government, development
partners and private sector partners. Participatory development will only take place
where there is real and concrete commitment by all stakeholders involved to the core
principles and practice of participation in development. These plans are then supported
by processes for consolidation within decentralized policies and institutional systems that
give rights to community participation in allocation, decision-making, benefits and
accountability of development funds.

Participation methods and approaches for institutionalizing participation vary with the
local context. Participatory methods and tools in the MVP are chosen and adapted from
best practices and are suited to capacity strengths at the local level. In some countries,
supportive national policies and frameworks for institutionalizing participatory processes
are integrally part of the decentralization structure. In these cases it is possible to take
advantage of national capacities that exist from scaled up approaches. In Tanzania and
Uganda, governments have taken a lead in institutionalizing participatory bottom-up
planning processes that link to local development plans and resources and are in line with



national poverty reduction strategies and the national development vision. In Uganda,
participation in development processes is a recognized right of every citizen. In Tanzania
the government is implementing a nationally scaled participation process that
institutionalizes participation in the planning processes from village to local government
authority.

The MVP seeks to follow local development planning systems and cycles such that
strategic community vision plans and short-term action plans are eligible for inclusion in
higher level development plans and resource allocation. In this way, participation types
such as bargaining, petitioning, and deliberating may function effectively in democratic
governance through a decentralized development management organization at the
community level.

Strengthening Communities' Capacity for Collective Action

Participation strategies are underpinned by ongoing and graduated capacity development.
Strengthening the capacities of communities and local institutions is a critical element of
sustaining participation in the long term. For systematic participation to take place, there
must be strong local institutions for analyzing local data, planning, implementation and
monitoring of development initiatives. Tools such as participatory action and learning,
when used as both an end and means, are one of the critical elements that can catalyze
and sustain development. Some of the key institutional capacities critical for localizing
the MDGs according to the UNDP are structures and procedures to more effectively
utilize resources, to facilitate inclusive processes and equitable service delivery, to
manage conflicts, and to build networks with NGOs or local government to increase
access to technical, operational, or service delivery support.

Capacity Enhancement of Local Institutions

The MVP works within existing systems and institutions. Strategic choices of
institutional entry points and development are based on an institutional analysis with all
stakeholders. Key entry points are community-level institutions within decentralized
political and administrative systems of the government that are clearly linked to devolved
decision-making power for development planning, management and resource allocation.
These key entry-point institutions differ depending on each country's current
decentralization and community development policies. For example, in Ghana the
administrative system of government employs Unit Committees, whereas in Malawi there
are Group Village Development Committees. The range of institutions within the local
institutional landscape may include traditional authorities and community-based
organizations that also fulfill important functions in participation processes. These
decentralized political and administrative units are key entry points for building
capacities in participatory development planning and management. Capacity for
representation, accountability, transparency and inclusiveness must also be examined and
addressed.



In some national contexts, resource allocation does not fall below the local district
government level. In some cases, while decentralization policy gives power to local
government units, the reality on the ground may be that many of these structures are not
functional due to lack of actual resource allocation, authority or capacities.
Understanding the roles and responsibilities and capacities of local institutions leads to
identification by village, and by sector, of appropriate structures and mechanisms for
service delivery. These structures may be community managed, small or large-scale
private service agents, intermediate technical agents, NGOs or government.

For each sector, sustainable entry and exit strategies must be developed during the
preparation and design stages that account for long-term institutional structures, technical
support and financial mechanisms to continue development aims after the initial
investment period has ended. For instance a village water and sanitation committee may
be linked with district municipalities for technical support, a ward committee for resource
allocation, or a community development forum/committee for input and prioritization of
projects. Often times these village structures may be an existing part of decentralization
policy but either have limited function, do not exist in all locales, or are poorly linked to
such intermediary or support organizations. The role of MVP is to serve as a facilitator
in building long-term institutional capacity through a process that links enabling and
support agencies with community-based structures. These institutions facilitate
development processes beyond the life of the MVP.

Capacities must be strengthened at the individual, organizational and system levels.
Planning for capacity building of individuals and organizations requires conducting
capacity assessments with local communities using tools like asset inventories,
stakeholder analysis and influence mapping, and barrier analysis. Institutional strategies
are then developed together with local stakeholders facilitated by the MVVP Community
Development team. It is essential to begin investments in human resources and
management systems in the early stages of the project.

An overall institutional strategy is formed based on the analysis for specific capacity
development activities at individual, organizational and system levels and for each sector.
The strategies lay out the critical functions to be performed, strengths (assets) and
weaknesses, and capacity gaps (needs). From these guiding institutional strategies, yearly
capacity action plans are designed.

Links to Local Government

The MVP's localized MDG strategies need to be linked with long-term national MDG
planning processes and policies. Essential for communities’ ability to access, and demand
services is the link to local government, often via a localized decentralization structure.
Collective level networks and advocacy can facilitate upward linkages to connect
community level development activities to local accountable institutions. An institution
such as a Millennium Advisory Board at the District or Municipality level, which should
include community representatives and institutions, can serve as a coordinating
investment and technical advisory board and stakeholder forum for monitoring and
feedback on the MDGs at the local level. This function can also be incorporated into



existing structures such as higher level development committees through working groups
or monitoring and evaluation boards.

The MVP needs to seek strategic partnerships for capacity development for service
delivery and governance to meet the MDGs at the local level, which complements its
capacity building activities in and among communities. In many countries where the
MVP operates, UNDP is an institution that supports development of District or
Municipality level capacity for localizing the MDGs and integrated local development.
For more information see UNDP’s Capacity 2015 initiative to build local governance
capacity for implementation of local MDG-based plans and Local Level Integrated
Information Systems.

Developing a Community-Based Information System

The objective of a Community Based Information System (CBIS) in the Millennium
Village Project is to provide a forum for the community to access, create, and manage
information on the project activities and the development process. Communities' ability
to produce and utilize local and adapted knowledge and document and share experiences
is critical to the long-term sustainability of development activities.

Enhancing knowledge management at the local level requires a community-based
information system for effective and inclusive community development practice. A CBIS
enhances communities' abilities to utilize technical information while also enabling
documentation, learning, and sharing of experiences throughout the project cycle and
development process. An effective CBIS is a means of strengthening civil society and
improving public participation, including youth, women and other marginalized groups.
This kind of participatory information system is critical for capacity building and scaling-

up.

In the CBIS, communities are active information managers who make use of existing
knowledge systems, including existing informal and formal communication networks,
processes, and documents. Building on these existing channels serves to embed the CBIS
in the local knowledge system, thereby promoting sustainability of development activities
after the project ends. Change agents from within communities play a critical role in
identifying and building upon existing information networks.

Access to and utilization of information, tools, and services at each stage of the project
cycle can support enhanced decision-making and assessment of option and alternative
scenarios, including potential trade-offs, synergies and costs. The information must be
readily available and in formats and media that can be used by various social groups.
Types of information and its uses include:

e Examples and tools on best practices for community development

e Documentation of traditional knowledge systems

e Information services that supports or enhances implementation of sector activities
e Documentation of community development activities and learning

e Documentation of community participation in sector activities



e Generation of community development visions, priorities, networking, advocacy,
funding proposals
e Participatory monitoring and evaluation of project activities

As the communities create development action plans, they can use the CBIS as a means
to disseminate information about the action plan, as well as solicit feedback on the
effectiveness of the implementation of the action plans, including transparency and
accountability within the community. Adoption of participatory action tools in design,
implementation and monitoring of development activities will enhance communities'
abilities to exert greater leverage in negotiating services and benefits in local
development practice. Participatory action tools for ongoing knowledge sharing,
reflection and learning throughout the project cycle will enable communities to
periodically revisit information for effective monitoring and providing feedback to
multiple stakeholders.

As local development proceeds and solutions to problems are developed, CBIS can also
be used to share these solutions with other communities. By fostering the exchange of
information and local-level solutions at the village, district, and national level, CBIS
helps ensure that individual villages are also well integrated into broader resources and
networks.

Sharing and storing information

Links can be made with district and regional reporting and monitoring systems.
Community radio programs or other multimedia education programs or information
services can provide access and information on farming practices and market
information, relevant adult education, and serve as a forum for public debate and
feedback.

A physical space such as a community centre or other such community building is
appropriate for storing information in an accessible manner and for raising awareness and
increasing participation in the utilization of the information system. A community centre
may offer telephone, fax, email, internet, telemedicine, distance education, news
distribution, and/or telecommuting services. Community fairs can provide information
services and raise awareness on an event basis. Other public areas within the community
might also be designated for sharing specific types of information, such as clinics for
health outcomes and education.

Building Up a Cadre of Change Agents for Achieving the MDGs

The UNMP recommended that a critical mass of community-based workers will be
necessary for achieving the local action to meet the MDGs and facilitating processes that
lead to change. Extension agents, outreach workers, local leaders, facilitators from
partner institutions, and workers with expertise in participatory methods and gender
relations will need to be included in efforts to rapidly scale-up services in areas critical to
the MDGs. As a mechanism for scaling-up, the MV project facilitators form a cadre of
external change agents. These change agents work to strengthen the capacity of two types



of locally present change agents: internal community change agents (members of the
community) and external non-MVP agents (e.g. from NGOs or the government) who
support communities.

At the District and higher sub-district administrative levels in each country there are
structures for technical support agents and extension workers in community development,
natural resources, health, education, and water and sanitation. The structures for these
“outside” agents (non-community members), types and scope of the agents vary with
national institutional arrangements and policies. For instance, Community Development
Assistants or their equivalents form central capacity building roles in the recent
government decentralization policies for participation in development from institutions
from the village level up to the district. These technical support agents facilitate creation
of the decentralized structures, linkages to the existing system, awareness of roles and
responsibilities of different stakeholders in the system, and are technical agents for
realizing effective participation in decentralized forms of governance.

At the village and sub-village levels, there is increasing evidence that community-based
workers (members of the community) can serve critical functional roles in provision of
community-based services in multiple sectors. These community-based worker models
can be both cost-effective and scalable and include both cadres of unpaid volunteers and
of part-time and full-time paid workers. For instance, in Uganda there are community
drug distributers and community health workers; in Kenya there are community animal
health workers; and in Mali there are community-based distribution volunteers for family
planning. However, if the only incentive is financial, these outreach workers are often
unsustainable after a project ends. Personal motivation factors and other incentives must
be carefully examined in each system and effective capacity-building programs at
individual, organization and system levels strengthened to support the community-based
workers.

Enhancing an Enabling Policy Environment for Community Development

Community, local and national level norms, policies, and laws can either facilitate or
hinder community development. A set of inter-related administrative, legal, political,
social, cultural, and economic conditions are key factors in the long-term success and
scale-up of MVP activities because of their influence on community organizations’
abilities to effectively manage the development process. The MV approach to enhancing
an enabling environment that is conducive to community development addresses these
issues in three main focus areas: within communities, within local government, and
within the management of the MV project itself.

Within the Community

Within the community, the socio-cultural environment is paramount. Key constraints to a
conducive environment for community development within communities are social
factors such as social harmony, leadership, and equity. Enhancing this enabling
environment involves facilitating attitudes, norms, and practices that stimulate people to



take collective action, include marginalized groups and women in decision-making, and
enable them to successfully take control of institutions and decision-making processes
that govern their lives.

Within Local Government

Within local government, the institutional, socio-economic, policy, and legal
environments are critical. Strengthening local government capacity for localizing the
MDGs will support enabling conditions for community-based development initiatives in
support of poverty reduction and achieving the MDGs.

For sustainability, the enabling conditions for institutionalized community involvement in
local development processes must be strengthened. Creating an enabling environment
within the government can be achieved in part by facilitating the removal of barriers to
participation, institutionalizing mechanisms in processes and policies for community
participation, and supporting open and accountable structures at the local government
level for community participation in government.

Within MV Project Management

Within MV project management, the administrative environment is critical. MVP’s
central role in creating enabling conditions is to facilitate support for community-defined
priorities in development through actions at the community level. Therefore, the MVP
structures program policies and procedures to enable the principles of participation and
self-determination in project practice.

Implementation Guidelines

The MVP Team for Community Development

The project is facilitated by a multi-sector science and development team enabled by
participatory management practices. A Community Development Coordinator oversees
the facilitation of processes in the project cycle and capacity development within
communities, while providing overall direction in participation strategy and institutional
development. A Science Coordinator works together with the Community Development
Coordinator to ensure programme design and implementation at a project level is
coordinated through inter-sectoral, science- and community- based planning.

An operational field team is comprised of facilitators that work with communities on a
day-to-day basis and function as additional change agents within communities. The MVVP
model invests heavily in community capacity building through the hiring of full-time
facilitators with broad-based process facilitation skills and sector specific skills to work
with communities. These change agents are essential for facilitation of processes in each
stage of the project cycle, in capacity building, in documentation, and in following up for
progress. Facilitators need competencies in technical areas critical to the MDGs,
participation and gender relations, and attitudes and behaviors conducive to facilitating
social processes in communities. While technical skills are often given a greater emphasis
in recruitment or capacity building programs, equally important are skills for process
facilitation, planning, implementation and monitoring, participation, and gender relations.



These skills are critical for successful outcomes in the five priority areas. The
Community Development coordinator serves as a focal point for capacity building of the
complete MVP team, ensuring that MV/P project facilitators have adequate competencies.
The Community Development Coordinator is responsible for developing and supporting
change agent systems in the project operational field team and at the community level.

The Community Development Coordinator works across all sectors to ensure integrated
planning and implementation is done through community-based approaches and
partnerships with government, communities, civil society and the private sector based on
the MVP cost-sharing model. As the complete MVP team is composed of members from
different disciplines, stakeholder groups and sectors, skill building is conducted in
methods and approaches for engaging with rural communities in planning, consultation,
research and action. Wherever possible, capacity building and implementation activities
are done in conjunction with supporting national technical partners to ensure
sustainability. One main aim of capacity building is to orient the project team members
from a role of implementers to the key role of facilitators. Another area for ensuring the
complete MVP team is enabled by participatory practice is equal emphasis on behaviors
and attitudes towards communities in addition to methods and processes.

Five-Year Timeline of Core Activities

The table below provides a general guideline for the progress of interventions in capacity
development, participation and governance. The timing of these interventions will vary
depending on the needs of the community.

Activity Year 1 Year 2 Year 3 Year 4 Year 5

Establishing effective X X
participation
mechanisms.

Community entry, X
including localizing
interventions.

Formation/adoption of X
community structures
and alignment with
governments.

Assessment and X X
development of
institutional strategy.

Creation of stakeholder X
steering body.

Stakeholder meetings. X X X X X

Capacity development X X X X X
and strengthening
institutions for effective
development
management.

Community centres. X

Institutionalizing X X X X
participation.




Community-based
information system.

Building up a cadre of X X
change agents.

Capacity development X X
of change agents.

X X| X| X

Participatory X X
monitoring &
evaluation.

Key Steps For Implementation in Years 1 and 2

1. Recruit sufficient numbers and capacity of staff for Community Development Team
(coordinator and facilitators). Orientation of staff to role of Community Development
Coordinators and role of facilitators (one week).

2. Review strategies and develop the 5-year implementation plan. Develop the M&E
system indicators and define targets. Review and refine the plan during steps 7, 8, and 9,
13 and steps 18-20 with the other stakeholders involved.

3. Prepare for community entry (two weeks). The Community Development Coordinator
should guide the team through preparation and implementation of community entry via:
(1) Training of facilitators in locally appropriate entry tools; (ii) Developing a
communication strategy that is based in key messages and the MDGs; (iii) Include in the
development of key messages the principles of the MVP project that form the basis of
community, government and project partnerships; (iv) Ensure that the strategy includes
communication mechanisms between the project and community through multiple media
and forums; and (v) Identification of major stakeholders (government, local leaders,
NGOs, research institutions, other).

4. Organize operational field teams for a multi-sector project via integrated team
models. Field teams should be village or unit based depending on the local
administrative units. The composition of teams should emphasize process and facilitation
skills and secondarily address multiple sectors. An ideal team may be composed of a
Community Development Facilitator, Agriculture and Environment Facilitator,
Community Health Facilitator, and Infrastructure Facilitator. Teams should be designed
to make maximum use of available human resources and designed to be scalable from the
beginning. Knowing how many government or community-based workers are also
operating in the area and how you may collaborate is essential to designing the teams.

5. Train all MVP project facilitators in participatory approaches and attitudes and
behaviors. Ensure teams have adequate skills to build rapport with communities and
facilitate development processes. Include counterparts in the Local Government
Ministries to the extent possible. Orient teams to work together from the beginning in
facilitating project processes in their respective areas.



6. Implementation of community entry (steps 5-7 over 3 months): (i) Build relationship
with community through appropriate entry tools and establish partnership on agreed
principles for community-based approach; (ii) Identification of all types of leaders
(traditional, political, social, religious, business, women, youth, and natural leaders),
resource persons in each sector, and institutions; and (iiif) Launch community
mobilization and MDG awareness campaign to build support for MVP project among all
stakeholders.

7. Prepare for assessment and analysis, and planning phases with community. Make
decisions on Participatory Methods to be used throughout the project cycle and in
institutionalizing participation in community level development organizations.

8. Use proven participation approaches and methods. Identify methods and programs
that have been scaled up nationally or regionally and that have an evidence base for
success. Design processes to be scalable from the start. Choose methods based on the
following criteria: (i) Use of methods that enable participants to examine what assets they
have and positive capabilities present rather than “needs” and “problems”; (ii) An
approach that enables participants to analyze and use the data themselves and includes a
verification process; (iii) The wide representation of participants (men, women, boys,
girls, socioeconomic groups) and facilitation that enables sub-groups to negotiate their
priorities; (iv) Trained facilitators (in not only methods but also attitudes and behaviors
which are equally important); (v) Localized decisions on breadth and depth of tools that
enables an output of a good picture of the community; (vi) Links to local decentralized
development planning processes; (vii) Train MVP facilitators on the specific assessment
tools to be used in the process and how to document participation by gender, age, and
other socioeconomic variables in the process, and how to report gender-disaggregated
data.

9. Introduce participatory assessment and planning, working within existing
government participatory planning cycles. Led by the Community Development
Coordinator; facilitate the planned participatory assessment and analysis.

10. Include in the assessment and analysis tools to understand how different individuals
and groups in the community prefer to participate. Start from the history of participation
and how people value participation in various livelihood activities in their own lives

11. Include in the assessment identification and analysis of existing information and
communication systems and how people value information in their daily lives

12. Facilitate development of village visions for 3 or 5 years, or review existing
development plans with the communities, and create action plans at the appropriate scale
for the next year.

13. Hold an MVP team workshop for mutual learning on community-based approaches,
and to chart out the participation and exit strategies in each sector (two days). The
Community Development Coordinator (CDC) should assist each sector to develop major



issues and themes in regards to CPG in each of their sectors and mainstream community-
related activities. The CDC should provide guidance of the roles and responsibilities of
each actor in participatory project cycle management and examples of appropriate
participatory tools at each stage. The CDC should work with the gender unit to train
community facilitators on gender and development/gender relations and analysis tools.

14. Ensure there is a collaborative decision-making mechanism for participation in each
stage of the project cycle in all the sectors.

15. Train MVP staff to document and monitor participation in each phase of the project
cycle by gender age and poor/non-poor for the MVP M&E system.

16. Hold a stakeholders workshop. Guided by the stakeholder analysis the Community
Development Coordinator and team should plan a stakeholders workshop to review the
principles of MVP and agree on roles, responsibilities and cost-sharing. As an output of
the workshop, form a Stakeholders Steering or Advisory Group.

17. ldentification, renewal, consolidation, creation of local institutions for development
management and sub-structures for promoting and realizing, and monitoring the MVP as
it contributes to the development of the community. Focus on a multi-sector institution
for collective action. Choose one to three base institutions at each appropriate
administrative level that can act as umbrella or coordinating groups with the potential for
long-term development management. Evaluate need for project specific committees,
working groups or other structure and gender representation: (i) Facilitate gender-
sensitive community structures for ownership and sustainability; (ii) Agree with
community and other local stakeholders on roles and responsibilities to implement the
project; (iii) Facilitate initial capacity building activities with a focus on: Roles and
responsibilities; registration; thematic issues; group dynamics; savings or resource
mobilization; leadership and good governance; conflict resolution; gender relations; and
project cycle management; (iv) Facilitate local institutions in community mobilization for
implementation of Year One agriculture, health and school feeding priorities (cost-
sharing and community contributions).

18. Implementation of project activities begins guided by the action plans developed by
the community. Facilitate implementation via local structures and participatory
approaches relevant to the sector and activities. Use proven participatory methods and
approaches that can be implemented cost-effectively, and are scalable within the national
context. Where possible, use methods that have an proven evidence base and have
already been scaled within the country.

19. Capacity assessment and planning for organizational and institutional development:
(i) Follow the stages within the capacity building action cycle (preparation, assessment
and analysis; planning and design; determining capacity needs and action); (ii) ldentify
capacity assets and gaps and determine capacity needs; (iii) Assess the function and
mandate of existing institutions and project sector, central and cluster committees
created; (iv) Assess duplication, ineffective mandates and power differentials; and (v)



Need organizational and institutional development plan of action in line with respective
mandate.

20. Create an institutional strategy. Support institutional development to facilitate and
strengthen the multi-stakeholder development process. Prioritize activities in the strategy
that support the MVP objectives. Assess links towards MDG based local government
decentralized planning strategies.

21. Assess the enabling policy environment. Conduct a barrier analysis to determine
priority enabling policies, procedures and structures to target activities.

22. Develop a capacity building and scaling-up program for existing change agents at
technical support levels, outside agents (non-community members) and community-based
workers (unpaid and paid) as appropriate.

23. Create a forum for regular mutual skill building for all facilitators and change
agents. The Community Development Coordinator should do a training needs
assessment, and subsequently plan and design a program targeting skills in participation,
gender relations and appropriate technical skills for sector coordinators.

24. Stakeholder and partnership development. Continue to manage and strengthen
partnerships at multiple levels. Strengthen or facilitate creation of networks where
valuable.

25. Strengthen participation processes with the aim of institutionalizing participatory
planning for development: (i) Create a cadre of facilitators to facilitate the process of
village profiling and planning and ensure effective community participation in their
development management; (ii) Continue looking for local and national resources that
support capacity for participatory assessment methods; (iii) Continue to identify and
deepen points for institutionalizing participation and links with local government
decentralized planning processes.

26. Facilitate creation of a participatory monitoring and evaluation system, including
strategies for feedback at all levels, and training on M&E tools.

27. Continuously document the processes and approaches being taken and the
institutional arrangements that enable their success.

28. Create opportunities for critical mutual and collective reflection and learning.
These could be via the stakeholders' forums, community-to-community exchanges, or
network meetings. Host or facilitate quarterly, bi-annual or annual stakeholders review
meetings for monitoring and scaling-up.
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Millennium Villages Handbook

Chapter 3: Operations

The Millennium Villages Project has the potential to be implemented by any number of
partners in any number of institutional frameworks serving a broad range of population
sizes. For this reason, the operations guidelines focus on the core elements of the MVP’s
existing cluster management system. This system can operate across a range of reporting
systems and institutional frameworks, serving a broad range of populations from 5,000 to
50,000 people. Other organizations implementing Millennium Villages will undoubtedly
modify and adapt administrative structures and management systems in a manner
consistent with local needs and priorities, so the descriptions below are only meant to be
illustrative of key issues and organizational modalities.

Project Staff

The Project Staff serves as the key link between the community; the local and national
government; local, national, and international NGOs and Civil Society Organizations;
inter-governmental organizations; and development professionals. The community
makes the staff aware of their specific needs, and the staff incorporates best practices
from their profession to help meet those specific needs while leveraging the resources of
outside partners to ensure effective and collaborative project management.

In a typical Millennium Village cluster, there are three key management positions (two of
these positions could foreseeably held by one person, Eg, Project director and Program
Manager) :

e Project Director (Team Leader): Oversight of all project activity for the Village
Cluster; serves as the key liaison between the project and upper level government and
international officials and partners.

e Program Manager (Science Coordinator): Oversight of all technical interventions
and scientific expertise.

e Operations Manager: Oversight of all project operations; ensures implementation
follows overall project guidelines through monitoring of sector activities; serves as
the key liaison between the project and local and national NGOs.

There are also typically up to six key sector-focused positions:

e Community Development Coordinator: Responsible for management and
implementation of all community development interventions and should be involved
in the coordination of sector activities in the field to assure appropriate sequencing
and load of activities with the community .
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e Agriculture and Environment Coordinator: Responsible for management and
implementation of all agricultural and environmental interventions.

e Health Coordinator: Responsible for management and implementation of all health
interventions.

e Education Coordinator: Responsible for management and implementation of all
education interventions.

¢ Infrastructure and Water Coordinator. Responsible for management and
implementation of infrastructure and water interventions.

e Business Enterprise Coordinator. Responsible for management and implementation
of all business development interventions.

and two key officers:

¢ Monitoring and Evaluation Officer: Responsible for tracking of project progress and
compilation of sector activities reporting.

¢ Finance/Administration Officer: Responsible for monitoring of project finances and
administration of project procurement activities.

In addition to these 11 positions, each Village Cluster typically employs support staff,
including clerical assistants, an office manager, and drivers. Depending on the size of the
cluster an Accountant or Finance Assistant may also be required. Additionally, based on
the individual needs and size of the Cluster, sector facilitators in health, education,
agriculture and the environment, community development, infrastructure and water, and
business enterprise are also required. The facilitators report directly to the respective
sector coordinator, and are charged with supporting the sector coordinator in the
implementation of sector interventions throughout the Cluster, in addition to serving as a
key liaison between project management and the community. Some of these positions
could be filled by existing government employees, such as agriculture extension officers
or community health workers, that are already performing such tasks. An indicative

organizational chart is found below.
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Project Planning and Management

The project model is a multi-sector, integrated, community-driven rural development
model that aims to achieve the Millennium Development Goals in rural communities in
Africa. The most important stakeholder is the community. The project’s role is to work
with communities to develop plans, provide technical backstopping and assessments of
the intervention costs, while helping to make links with local and national government
and other development partners.

Pre-Project Implementation

Before implementation begins, communities go through a self analysis process in which
they determine their own strengths, opportunities, threats and weaknesses. They also
determine resources available within and outside the community, main priorities, and
actions that need to be taken in order to achieve the Millennium Development Goals.

The first step should be the establishment of partnership and support from the
community. Once established, the Project Staff are advised to conduct jointly with the
community, government and other stakeholders a comprehensive and participatory
biophysical, institutional and social baseline assessment to identifying local priorities and
assess existing capacities on the ground.

For example, in the case of water and sanitation, a Water and Sanitation Coordinator
would be required to assess and become aware of: the main water sources, the main water
points, the number of boreholes in the community, the existence and placement of any
streams, the distribution of water points, government plans and personnel in the area,
budget commitments from various organizations and institutions already in operation, etc.
These assessments are critical to understanding the challenges facing the community and
to suggesting possible solutions.

As a result of these jointly conducted assessments across all sectors, the community and
all other stakeholders are encouraged to develop a Community Action Plan (CAP) that
takes into consideration the appropriate technological, socio-cultural, and cost-effective
options. In addition, sector coordinators are encouraged to discuss development
challenges and implementation plans with colleagues at the different ministries so as to
learn more about government activities and future plans in the cluster area; make sure
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that government policies and strategies are taken into account; and coordinate
implementation plans.

Furthermore and as a result of the CAP, project management is advised to identify
community-based structures such as local administrative bodies, sector-based
committees, common interest groups, user associations, self-help groups and
entrepreneurial groups that could play important roles in the implementation of
interventions. An assessment of representation and managerial and technical skills of
these existing structures is required to better understand capacities and needs. Where
necessary representation is enhanced, capacity in key managerial and technical areas is
strengthened and accountability mechanisms are ensured. Where community-based
structures are not present, project management should develop a strategy to develop
sector-based committees that are representative and strong in terms of managerial and
technical skills.

Crucial to the success of the project is the ability of the project staff to engage and work
with the Cluster communities in a facilitation capacity. The end result is a community
that is able to work with government and other development partners in planning and
implementing their development. Such facilitation skills are not always easy or readily
provided though most projects. The Community Development Coordinator can provide
the overall goals, principles and tools for participating with the community. When gaps
are identified, necessary outside training may be required.

Involving all the project stakeholders and taking into consideration the requirements of
all project sectors is not an easy task. Effectively balancing priorities and at times
conflicting interests requires excellent management, coordination and negotiation skills
among the Project Director, Program Manager, Operations Manager, and Community
Development Coordinator.

Once all of these relationships are established and the project landscape and priorities
understood, the Project Staff can develop an initial 5-year budget and work plan to ensure
project priorities can be realized with the funds available. This can also serve as a project
guide, to be modified as conditions, priorities, and relationships evolve. The generic 5-
year timeline, sector budgets, and cost-sharing breakdown by partners all serve as
guidelines during this planning process. However, like the CAP, they need to be
discussed and framed according to the specific situations, needs, community priorities,
and resources (including government contributions) at each site, as identified through
these initial interactions with the target community and government officials.

Project Implementation
Core operations activities all revolve around ensuring successful project implementation.

These activities include project planning, budget preparation, financial tracking and
analysis, activity monitoring, procurement systems, and contract review.
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