Cities Alliance

Cities Without Slums

Executive Committee Meeting
Kampala, Uganda
6 June 2012

Agenda Iltem No. 3:  Proposed actions in response to Independent Eval.
Support Document:  Cities Alliance Results Architecture and Performance
Monitoring System

Background:

During the past few years the CA has been developing its “theory of change”
and a “results framework” against which to monitor and evaluate programme
success. The outcomes from this work were reflected in the CA business plan
for FY12-FY14, approved at the 2011 annual meeting of Consultative Group
(Maputo, Nov. 2011).

The 2011 Independent Evaluation of the CA noted the progress in moving to
results-based management, but still identified this key area for improvement.

In response, immediately after the Maputo meeting, the Secretariat retained
an experienced senior consultant, who assisted the Water & Sanitation
Program to develop a results-based performance management system, to
assist the CA.

Attached for EXCO review is a reporting on progress to date.

Recommended Action:
1. Provide guidance to Secretariat on the proposed Results Architecture,

including specific feedback on the draft Secretariat Results Chain.
2. Provide guidance to Secretariat and Consultative Group on next steps
for developing the CA Corporate Results Chain, including indicators.




Managing for Results:
The Cities Alliance Results Architecture and Performance Monitoring System

Over the last several years, Cities Alliance has been in a period of transformation. A new Charter and
Business Plan developed and approved by the Executive Committee, Business Lines defined to better
focus CAs’ efforts and an evaluation of the program as a whole conducted. The next critical step in this
transformation is the development of a Results Architecture and associated Performance Monitoring
System (PMS). These two interrelated systems will enable Cities Alliance to objectively and transparently
monitor, measure and report on results, outcomes and, over the long term, impact. The purpose of a
performance monitoring system is to empower managers with the information that they need, when
they need it to make informed decisions. First and foremost, it is a management tool. Secondly, it
provides a repository of data that can be mined to systematically report on results being delivered,
rather than on activities being implemented or monies spent. The Cities Alliance Performance
Monitoring System is a tool that will deliver the right information to the right people at the right time so
they can make effective, responsive and timely decisions. These decisions drive results for our clients
and for the organization as a whole.

Figure 1: Cities Alliance Corporate Results Chain Defined
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Cities Alliance Results Architecture. The Results
Architecture defines the theory of change of an
organization. It sets forth in easy to understand
and realistic results the products and services
that will be delivered over a period of time (the
Outputs), the effect these products and services
will have on the client (the Intermediate
Outcome — “10”), the effect this will have on the
clients’ client (the Outcome) and finally, how this
will impact the livelihood of citizens, especially
the urban poor and the cities in which they live
(Impact) (Figure 1).

Cities Alliance is responsible and should be held
accountable for effectively delivering the
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levels are well beyond the control of Cities Alliance. CA is therefore not responsible for delivering these
objectives but, because they are the basis for any future evaluations, it is in CAs interest to track
progress against key indictors with other partners.

The Cities Alliance Theory of Change — The Method: The Results Chain

The Corporate Results Chain captures CAs Theory of Change in a user friendly, measurable and concise
way. The client is very clear, what CA will deliver over a 5 year time frame is also clear and measurable.
The “So What” question- yes, we delivered workshops, training programs knowledge products, etc., but
SO WHAT? What effect do you expect these activities to have once they are implemented? Who will
benefit and how? How does the organization’s work contribute to long-term outcomes (MDGs and
beyond)? All of these questions must be answered if a program is to be effective, well monitored and
well managed, and are done so in the graphic below (Figure 2).

Figure 2: Cities Alliance Corporate Results Chain — Theory of Change
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Cities Alliance Theory of Change — The Narrative

The City is the client of Cities Alliance. Within the next five years, the Cities Alliance raison d’etre is to
enable cities to deliver improved and responsive services to the urban poor. To realize this objective
(the Intermediate Outcome), partnerships of CA members will deliver four interrelated Outputs, each
responding to a specific need and/or gap affecting a cities’ ability to deliver services to the urban poor:

developing and/or enhancing national policy frameworks;

developing and implementing local inclusive strategies and plans;

building the capacity of cities to deliver improved services to the urban poor; and,
developing mechanisms to engage citizens in city/urban governance.

- =

While each output is designed to address a particular need; they should be viewed as a comprehensive
and holistic approach to enable cities to deliver improved and responsive services to the urban poor.

In order to deliver each output, a number of activities will be implemented within each of the four
Business Lines. Just as the Outputs should be viewed as a system of products and services, the CA
Business Lines should be taken together as a comprehensive and holistic approach to implementing
various activities in order to deliver the Outputs. In other words, there is not a one to one correlation
between a Business Line and an Output.

Over the longer term, and as cities are delivering improved and responsive services to the urban poor,
the CA Theory of Change aims to see improvements in the health and socio-economic condition of the
urban poor. Ultimately, and as a result of cities delivering improved and responsive services to the urban
poor and improvements in their health and socio-economic condition, CA aims to demonstrate cities
which are increasingly characterized by effective local government, active citizenship, and economies
growing through greater public and

private sector investment and Figure 3: Cities Alliance Actors
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members, and partnerships delivering products and services in client countries. In this type of business
model, it is critical to clearly articulate what each partner is accountable for delivering by way of results
and those to which they can only contribute. This clarity in results drives accountability and
transparency and enables the partners to clearly understand what they are responsible for delivering,
how it will be measured, and how it may be leveraged by other partners to assist in the delivery of their
respective results.

For this reason, it is important for the successful development and use of a Cities Alliance Performance
Monitoring System that Results Chains and Results Frameworks be developed for the key actors in the
CA landscape (Figure 3). As the management engine that drives the successful efforts of its members
and partners, the CA Secretariat has developed a Results Chain and Results Framework which clearly
articulates the performance indicators by which it will be monitored, evaluated and its performance
measured. The outputs from the Secretariat Results Chain then feeds into the outputs from the overall
CA organizational (coporate) results chain (Figure 4). In the coming months, the Secretariat will work
with focus country governments to develop their own Results Frameworks which will articulate their 5
year strategy for urban development and improved service delivery to the urban poor. The Results
Chains that emerge from this process will become Level 3 of the Cities Alliance Results Architecture.

Figure 4: Cities Alliance Results Architecture
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The Secretariat has drafted a more detailed framework for the Secretariat Results Chain.

See the following pages.
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