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Forward

Inform the public, listen and learn from the public, build the capacity of decision makers
and stakeholders to participate, engage and be accountable. These are essential
ingredients of any meaningful strategy of a public actor for improving development
results and sustainability. Simple as it sounds, the promotion of meaningful debates
involving multiple stakeholders requires refined skills for planning courses of dialogue
and deliberation in which different actors commit to express their views and listen the
views of the others, and engage in a collective learning process. That means the
necessary skills for designing and managing consultations.

This Sourcebook is the result of a common effort of different teams and participation
practitioners across the Bank, which has contributed in the last decade to build a body of
knowledge and expertise on how to plan and manage multi-stakeholder consultations,
based on a plethora of experiences. It aims at providing a practical source of advice for
improving the way we and our clients engage in sound dialogues and discussions with
civil society organizations and citizens-at-large. Due credit for the publication goes to
those who have contributed from practice and those from the field whose dedication and
perseverance worked to build and implement the participation agenda of the World Bank.
The contribution of the Civil Society Team was to pull together and organize in a user-
friendly way all these rich experiences and wisdom.
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Preface

The Participation and Civic Engagement Group of the Social Development Family
prepared the Civil Society Consultations: A Sourcebook primarily to provide guidance
for Bank staff, governments, and other stakeholders who lead and organize these
consultations. The Sourcebook provides an overview of consultations and guides the
Bank staff in designing consultations that actively engage civil society during project,
program, and policy design and implementation. The Sourcebook recognizes the great
diversity of country contexts and experiences, as well as a broad variety of consultation
objectives. It does not offer a blueprint to all consultations. Rather, it seeks to provide a
rationale for consultations and a one-stop shop for examples and resources to consultative
process.

The Sourcebook was prepared in response to requests from task managers and others for
specific guidance and support in facilitating consultations with civil society organizations
on projects and policy-based and investment lending.

Because this Sourcebook provides vital information in the development of Bank
consultations, it will be updated annually with new examples of these consultations as
they are developed. The Bank invites its stakeholders in such consultations to give
feedback and suggestions for new case materials.

How to use the Sourcebook

The Sourcebook is designed as an interactive reference document that can be consulted
for information on specific topics. It can also be browsed for more general overview of
consultations. It can be used by Bank staff, governments and organizations that manage,
organize, or lead Bank consultations.

The Sourcebook has two chapters and four annexes with cases and other resources.

Chapter 1 provides an overview of experiences with civil society that are drawn from
World Bank staff, other international agencies, governments that work in conjunction
with World Bank staff, and other stakeholders. Chapter 1 discusses the different roles of
the Bank within these consultations, and provides specific definitions of consultation and
stakeholders. Chapter 1 is intended to provide an overall context for Bank consultations.

Chapter 2 provides a step-by-step approach to designing consultation processes. It is not
intended to be a blueprint for the consultation process, but rather a menu of options from
which to consider and choose based on best practices and on the type of consultation that
is envisioned. It emphasizes the importance of a systematic approach to consultation
design, including careful documentation of lessons learned, so that others who follow
may be able to conduct successful consultations.

Readers are urged to use this Sourcebook according to their particular needs or individual
learning style. Some may wish to read it from beginning to end. Others may prefer to
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begin with a specific session summary, box, article, or annex and to follow the links to
different sections. In the electronic version of this Sourcebook, hotlinks are provided to
different sections of the document and to other web sources.

Training and advise or support are available from the Civil Society Team,
civilsociety@worldbank.org. Comments on the Sourcebook can be directed to the Civil
Society Team at civilsociety@worldbank.org.

Icons throughout the Sourcebook provide a guide to specific types of information. These
icons include the following:

&

Case example illustrated in the document.

Y]

.

o,
o]

‘

--|_l.
T,

ey

Link to further information (PDF file or as a website).

Tips, checklists, or suggestions.
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Abbreviations and Acronyms

CAS
CBO
CDF
CSO
ESSD
EXT
NGO
NPO
PPO
PPA
PRSP
PVO
SDV
WDR

Country Assistance Strategy

Community Based Organizations
Comprehensive Development Framework
Civil Society Organizations

Environment and Socially Sustainable Development Network
External Affairs Department
Nongovernmental organizations
Nonprofit or Not-for-profit organizations
People’s organizations

Participatory Poverty Assessment
Poverty Reduction Strategy Paper

Private Voluntary Organizations

Social Development Department

World Development Report



Chapter 1: Overview of Consultations with Civil Society

This chapter provides an overview of experiences with civil society that are drawn
from World Bank staff, other international agencies, client governments, and other
stakeholders in the Bank consultation processes. The chapter discusses the different
roles of the Bank in these consultations, and provides definitions of consultations and
stakeholders.

Since the early 1990s, much progress has been made in consulting with civil society
organizations (CSOs) in World Bank-financed projects and policy work. (A
definition of civil society organizations is offered in the following box.) Such
consultations, when properly organized, have generally been recognized to have
improved the quality of policymaking, positively influenced the direction of country
programs, strengthened national ownership of key reforms, and contributed to the
promotion of public-sector transparency and accountability. CSOs can provide
essential local knowledge that is vital to the policy process and that gives voice to the
opinions and experiences of the poor. These contributions, recognized in the Bank’s
Comprehensive Development Framework and the Poverty Reduction Strategies
Papers (PRSP), place partnerships among governments, civil society, and the private
sector at the center of policy design and development planning. CSOs also play
increasingly important roles in influencing national strategy and policy, projects, and
policymaking on global issues.

Consultations are part of broader participatory processes. They can take place in any
stage of the policy and project cycle, leading to new or existing processes of
participation and civic engagement. Consultations with civil society range from local
level meetings aimed at obtaining feedback or reaching consensus on specific projects
to national-level fora on development policy, and finally to global and regional
reviews of Bank operational policies or sector strategies. Growing experience with
consultations has also yielded practical advice on how to make these processes more
effective.

Consultations with civil society have reshaped development projects and helped to
define priorities. At the project level, participation by CSOs has extended from input
into design and analysis of projects to implementation and monitoring of those
projects. At the policy level, CSOs have participated in the formulation,
implementation, monitoring and evaluation of national and sectoral strategies and
policies.

Civil society consultation is a complex process that the Bank and client governments

must handle with sensitivity. Poorly planned consultations can lead to poor results,
frustration on all sides, and “consultation fatigue.” However, with a commitment to
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making the process work and a modest investment of time and resources in properly
designing and conducting consultations, these processes can yield constructive inputs
that improve policies, strategies, and projects.

Definition of Civil Society Organizations

The Bank uses the term civil society organizations or CSOs to refer to the wide array of
nongovernmental and not-for-profit organizations that have a presence in public life and express the
interests and values of their members or others, based on ethical, cultural, political, scientific, religious
or philanthropic considerations. This definition of civil society, which has gained currency in recent
years in academic and international development circles, refers to the sphere outside the family, the
state, and the market. This excludes for-profit businesses, although professional associations or
business federations may be included.

There has been a deliberate shift away from use of the term nongovernmental organization (NGO),
which refers more narrowly to professional, intermediary and nonprofit organizations that advocate
and/or provide services in the areas of economic and social development, human rights, welfare, and
emergency relief. The Bank traditionally has focused on NGOs in its operations and dialogue, given
their prominent role in development activities. Today, however, there is general acceptance that the
Bank must reach out more broadly to CSOs, including not just NGOs, but also trade unions,
community-based organizations, social movements, faith-based institutions, charitable organizations,
research centers, foundations, student organizations, professional associations, and many others.

Civil society has been described as the arena in which people come together to pursue interests they
hold in common - not for profit or for the exercise of political power, but because they care enough
about something to take collective action in the public arena.*

Source: The World Bank, “Draft Paper on Issues and Options for Improving Engagement Between the World
Bank and Civil Society Organizations,” Civil Society Team, External Affairs Vice Presidency and
Environmentally and Socially Sustainable Development Vice Presidency, October 24, 2003.

Consultation is a process through which subjects or topics of interest are discussed
within or across constituency groups. It is a deliberation, discussion, and dialogue. A
consultation has as its objective the seeking of information, advice and opinion. In
any consultative process, the convener is not only gathering input, but sharing
information as well. The organizer seeks to identify and clarify interests at stake,
with the ultimate aim of developing a well-informed strategy or project that has a
good chance of being supported and implemented. Providing and sharing information
is seen as the foundation of an effective consultation process. Although consultation
per se does not grant stakeholders a high degree of influence, the consultation can lay
the groundwork for active civic engagement.

! Alan Fowler noted that by this definition, not all forces present in civil society play a positive role in
development. Organizations that favor social or cultural segregation or have links to organized crime
are among those examples. See Alan Fowler (2000)..
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Consultation is a process through which subjects or topics of interest are discussed within or
across constituency groups.

The prlmary purposes of organizing consultations are to:

AN

v" Improve the quality of decisions by capturing the experience of specialized
civil society organizations and other similar groups;

Tap the knowledge of CSOs that work at the community level,

Give voice to the poor and the excluded by consulting with CSOs whose
membership comprises such groups;

Promote sustainability for proposed reforms, projects, programs, and policies
beyond any given government administration;

Appreciate the range and the variation in the needs of different population
groups, including gender, ethnic, socio-economic, or geographical variations;
Set the foundation for broad-based participation in the ensuing design and
implementation of development interventions; and

Assist governments in increasing transparency, public understanding and
citizen involvement in development decision making.

It is appropriate for the Bank to advocate to member governments that they use
participatory approaches in the selection, design, implementation and evaluation of
development programs, on the grounds that such participation enhances development
effectiveness. It also is appropriate for Bank staff to advise governments to allow and
foster a strong civil society that can participate in public affairs.?

2 The World Bank, General Counsel (1995).
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A Perspective on Stakeholder Consultations

Civil society around the globe is influencing the shape and direction of development. Alliances and
partnerships for change are formed within and across countries, regions, sectors, and constituencies.
Within the Bank, consultation with CSOs is not a question anymore, it is expected practice in the
development of projects, programs, policies, and strategies.

However, the terms for this participation are confusing. “Consultation” and “participation” both have
been used to refer to a range of interactions with civil society organizations and other stakeholders.
The term *civic engagement” also is used in a similarly flexible manner. Bank staff gather data,
provide information, communicate messages, take suggestions, build consensus, look for validation,
and negotiate with stakeholders, all under the umbrella of consultation and participation. Whereas
some overlap is unavoidable, confusing these three types of interaction means that we remain unclear
about our own goals and approaches, and create unrealistic expectations among key stakeholders.

In the context of development, consultation:

e Isdeliberation, discussion, and dialogue. It is seeking information and advice and takes into
consideration opinions, facts, and interests on specific issues, policies, strategies, or projects.

e Isaprocess through which subjects/topics of interest are discussed within or across constituency
groups.

e It can have a range of objectives, from gathering information, validation, providing feedback, to
building consensus.

e It can be productive, increase awareness or create frustration, and confirm previously held
stereotypes and assumptions about other stakeholders.

Consultations with civil society associated with Bank strategies and policies can:

Improve the quality of policymaking;

Positively influence the direction of country programs;

Strengthen the national ownership of key reforms;

Contribute to the promotion of public-sector transparency and accountability;

Provide essential local knowledge in the policy process or in project development;

Give voice to the opinions and experiences of groups that have been traditionally excluded;
Avre financed, facilitated or organized by the Bank, or any other key stakeholder with the Bank
being invited (or not) to participate;

e Are organized or supported for different purposes, e.g., for design/re-design of projects and
programs; for policy/strategy development or review; for building consensus, improving outreach,
receiving feedback.

Source: Siddigi, Najma. “Stakeholder Consultations: Understanding the Terms We Use” from a Stakeholder
Consultation Workshop sponsored by The World Bank, March 19, 2003.

Understanding the role of the Bank — as a facilitator, convener, or decision maker — is
a crucial element to any effective consultation. Often, the Bank’s role dictates the
objectives of the consultation and processes or methodologies used. When consulting
on World Bank policies, however, the staff takes an active role in convening and
participating in the consultations.
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When a government is the decision maker, the Bank may act as a facilitator for the
consultation process, convening the relevant actors, assisting governments and CSQOs
in the consultation process, and ensuring that relevant input from CSOs is adequately
incorporated. As a facilitator, the Bank recognizes its accountability, but not as the
owner of the consultation process. The Bank plays the role of a facilitator in
implementing projects, programmatic and adjustment operations, and Poverty
Reduction Strategy Papers (PRSPs). In these cases, the Bank usually remains in the
background while supporting a healthy dialogue among governments, business, and
civil society.

In others, it may be appropriate to participate in the dialogue as an interlocutor. As
an interlocutor, the Bank recognizes its ownership and, therefore, its full
accountability for the consultation. The Bank plays the role of an interlocutor in
consultations for developing a Country Assistance Strategy (CAS), in economic
sector work, Bank policies, and sectoral strategies.

Roles, Functions, and Skills of Bank Staff
Facilitator

Assessing the context,

Promoting dialogue,

Disseminating information in timely manner,
Identifying convergence and divergence,
Facilitating meetings, and

Advising the organizer.

Interlocutor

Informing,

Listening,

Clarifying,

Recording, and

Reporting to decision makers and participants.

Key points:

Consultations are about active listening, not negotiating;

Providing feedback to participants is key to successful consultations;

Lessons from one consultation build into the next;

Another consultation or other participatory processes will always follow;

Do not contradict the purpose of the consultation; and

The subject matter may be emotionally close to you - separate personal from business.

Sources: Mitchell, Paul and William Reuben, “Presentation from the Multi-Stakeholder Consultation Workshop,”
sponsored by The World Bank, Washington, D. C., March 19, 2003.
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The following section is not intended as a systematic review of all the Bank related
consultations with civil society. Rather, it is a brief overview of different ways in
which consultations have been used for communication, quality enhancement, and
consensus building. The consultation process also needs to take into account the
Bank’s role as the entry point for the consultation.

Consultations at the Global Level

Global consultations, organized by the Bank, often begin as national forums that are
then conducted in other countries or as regional consultations that bring together
national representatives. Many of these consultations are organized in partnership
with a CSO.

Global consultations provide the Bank with an opportunity to link broad sector
strategies that affect many nations to more specific national-level concerns about
these issues. For example, in 1998, when the Bank reassessed its forest
implementation strategy, Bank staff used stakeholder meetings within client countries
as forums for its forestry sector consultations (see Annex A). This level of
participation in other Bank activities enhanced the Bank’s analysis of current thinking
on particular subtopics of interest.

The expanding use of information technology has also facilitated a form of
consultative process in which the Bank posts materials on its external website and
invites comments on those materials from the public. In some cases, the Bank has
organized electronic dialogues focused on specific themes. The World Development
Report is one of many global consultations that the Bank has organized (see box).

e World Development Report — A Global Consultation

The World Bank and Public World, a London-based international, nonprofit business focused on the
social and labor dimensions of privatization and public service reform, co-hosted a consultation on the
Bank’s draft version of the World Development Report 2004. This consultation consisted of a
moderated electronic discussion on the draft report, which focused on implementing effective services
for poor people. The electronic discussion took place during a 7-week period from April 14, 2003
through May 30, 2003, and provided an opportunity for a wide range of stakeholders from government,
business, and civil society to exchange views about the content of the draft report.

(Link to World Development Report website and link to consultation process note.)

Consultations at the Regional or Multi-Country Level

Development issues are not necessarily seen as single-country issues. As a result,
strategies and projects often encompass multiple countries, and some global
consultations will encompass a consultation strategy at the regional level. Depending
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on the objective, consultation processes take on different forms, time periods, and
institutional arrangements. The Bank may be an initiator or a partner in these
consultations, and in most cases, civil society is actively consulted. Consultations
often occur when the Bank develops subregional strategies, reports, issues, and
regional sector strategies. The Nile Basin Initiative, described in the next box, is an
example of a regional consultation.

A
&
'FL\J\l// Nile Basin Initiative

The Nile Basin Initiative, launched in February 1999, is a regional partnership within which countries
of the Nile basin jointly pursue the long-term development and management of Nile waters. The
initiative is developing a basin-wide framework and is guided by the countries’ shared vision. The
Nile Basin Initiative is comprised of a Council of Ministers of Water Affairs of the Nile Basin,
Technical Advisory Committee, and a Secretariat located in Uganda. See links for website example of
Terms of Reference for the Technical Advisory Committee and Secretariat of this organization.

A Nile Basin Discourse was developed to respond to challenges for involving the public in the
development of the basin-wide framework. The Initiative is comprised of government representatives
from the 10 riparian countries. To ensure that development strategies for the Nile Basin reflect input
from multiple constituencies of civil society, a structure for governance was proposed. This project is
expected to result in a working relationship between civil society and the Nile Basin Initiative
Secretariat that enhances communication and information flow among interested and affected parties
on issues relevant to the Nile Basin and engages civil society organizations in the Initiative’s projects.

The governance structure includes a General Assembly — the major Nile Basin Discourse body - that
would meet approximately every 2 years to approve an overall program and to discuss general policy
issues. The General Assembly would comprises 30 elected civil society representatives - three from

each country — as well as five international representatives and co-conveners and core donors.

World Bank Role

In 1997, the Nile Council of Ministers requested The World Bank to coordinate donor involvement and
establish a consultative group to raise financing for cooperative projects. The Bank agreed to support
the Nile Basin Initiative in partnership with the United Nations Development Program and the
Canadian International Development Agency, organizations that had long been active in the region.
The Bank emphasized the need for all riparian countries to be parties to an inclusive and constructive
dialogue anchored in a shared vision for the Basin. Since 1997, the Bank has worked to facilitate a
dialogue among the riparian countries on cooperative water resources management and an action plan.

The Bank’s efforts have supported the development of the governance structure that is now proposed
for the Nile Basin Initiative. In June 2001, the World Bank chaired a meeting of international donors,
at the request of the Nile Council of Ministers, to raise financing for Nile Basin Initiative projects.

The World Bank contributed $15 million to this regional consultative initiative. The project was
designed to build the confidence of the stakeholders to more effectively involve civil society with
government decision making, and to serve as a model for technical projects. The project represented a
continuum, starting with public outreach and strengthening the capacities of neighboring countries in
the technical, cultural, and social realms.

Sources: Nile Basin Initiative website, www.nilebasin.org; and interview with Paula Donnelly-Roark, Africa
Region, The World Bank, Washington, D.C., 2003.
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Consultations at the Country or National Level

Consultations at the country or national level are usually managed by the Bank or by
the government, but may be facilitated or organized by a CSO. Soliciting
information, inputs, and feedback from beneficiaries and other stakeholders are
crucial elements in supporting far-reaching participation and in developing a sense of
ownership of the priorities, actions, and outcomes for strategies, projects, or issues.
These consultations may provide guidance for strategy documents, policies, country-
specific issues, reports, or projects. What follows are descriptions of CAS
consultations that are managed by the Bank and PRSP consultations that are owned
and driven by the country.

Country Assistance Strategies

Bank directives concerning Country Assistance Strategies (CAS) encourage the
participation of governments, civil society, the private sector, and other stakeholders
in the preparation of a CAS. A CAS document contains a description of the country’s
priorities and the composition of assistance required. The Bank manages the CAS
consultations and may contract out one or more CSOs to organize the consultation
process (see box for example of Philippines CAS). In the CAS consultation, the Bank
is fully accountable for the outcome because the CAS is a Bank-owned document.

Civil society consultations for the Philippines CAS

With more than 75,000 CSOs in the Philippines, careful selection proved crucial to the success of CAS
consultations with civil society in 1999. These consultations were carried out over several months in
conjunction with an informal CSO advisory group, and facilitated by an independent, respected CSO
called “Co-Train Multiversity.” Meetings were organized in four regions of the country and in the
capital of Manila, and regular feedback on both process and outputs was provided to participants so
that the CAS could be valued as a living document. Bank facilitators synthesized CSO comments and
presented them to the government. The government’s reactions were then fed back to those who had
contributed their thoughts and comments. Bank staff and a large number of CSOs in the Philippines
spoke highly of the process and the difference it has made to the quality of the CAS, and also to the
commitment of the government to implement the recommendations.

Source: Lytle, Paula, “ Consultations with Civil Society : A Sourcebook Working Document, » Social
Development Department, The World Bank, Washington, D. C. , August 2001.

Click here for links to other examples of CAS consultations.

Civil society involvement has been considered increasingly important in this process.
The percentage of CAS documents prepared with civil society participation improved
substantially soon after the Bank’s CAS disclosure policy went into effect in 1998.
Over the last 3 years civil society involvement increased from 20 percent in fiscal
year 1998 to 80 percent or more in each of fiscal years 2000 and 2001.

Some of these consultations have been quite extensive, involving a broad range of
people, including the poor and the excluded. Various participatory techniques have
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been used to assess developmental priorities for the CAS. See “World Bank-Civil
Society Collaboration Progress Report for Fiscal Years 2000 and 2001” for a listing
of CAS documents prepared with civil society participation,? and see the following
box for an example of a participatory CAS.

In the development of a CAS for Poland in 2001, the consultation process was based
on a series of strategies that focused not only meetings with stakeholders, but also
encompassed a baseline opinion survey of stakeholders, in-depth interviews with
people familiar with the Bank’s work in Poland, and electronic consultations (see
Annex A). These extensive consultations tend to produce concrete outcomes. In the
case of Poland, the Bank’s extensive consultation process resulted in a number of
modifications to the CAS draft document, and the analysis of Polish poverty was
substantially changed as a result of these consultations. The Bank’s staff also made
modifications on its analysis of gender issues, labor markets, education, health,
balanced infrastructure and environment.

. “ﬂ&u’
" :
e Participatory Country Assistance Strategy

Based on the recent experience of a participatory process carried out for the formulation of the CAS

for Colombia in 1996 and 1997, Jairo Arboleda shares this case study, which describes the process and

identifies key factors for a successful participatory process. Main features of the process included:

e Planning: A carefully designed plan of action to carry out the collective construction of the CAS.

e Teamwork: Working together in an environment of open dialogue an democratic, responsible
coordination.

e Inclusion: The process was characterized by an explicit effort to involve key stakeholders
interested in Colombia - national and regional governments, representatives from eight segments
of civil society (base organizations, unions, NGOs, churches, the media, business associations,
political representatives, and academics), and The World Bank.

e Clear Rules: The rules of the game were defined and fulfilled. The plan of action included the
identification and definition of roles and expectations. Clarity of expectations was particularly
critical for members of civil society.

e Methodology: Each of the workshops and follow-up work sessions had a specific design and
methodology tailored to the nature of the objective and participants. A common feature was the
opportunity for every participant in the various activities to directly express his or her point of
view and ideas.

e Experienced facilitators: Experienced trainers and facilitators designed and conducted each event.

Link to Arboleda, Jairo, “Participatory Country Assistance Strategy in Colombia: A Case Study,”
Social Development Department, The World Bank, Washington, D.C., October 1999.

Poverty Reduction Strategy Papers

The Poverty Reduction Strategy Papers (PRSPs) are country-driven, and therefore,
managed and owned by the country. They are developed with the participation of
civil society, including private businesses. The participatory process envisaged for
PRSPs is extensive, involving civil society in the diagnosis of poverty, the choice of

® The World Bank, NGO and Civil Society Unit (2001 and 2002).
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public action to address that poverty, and the monitoring and evaluation of poverty
reduction outcomes. Consultation plays a substantial role in this process.

Georgia’s consultations on a Poverty Reduction and Economic Growth Program
(PREGP) is one example of an innovative approach to consultations on a poverty
reduction strategy. In 2001, the Georgia government, with support from the Bank,
designed a comprehensive participation and consultation process to solicit input from
CSOs on both the Interim Document of the PREGP and on the draft of the final
PREGP (see Annex A). This process involved meetings, debates, technical
workshops, and Internet discussions, as well as establishment of a comprehensive
communications strategy about this process that provided a framework for all the
consultation methods. The results of these efforts were pronounced. One of the most
profound impacts occurred in the overall poverty reduction strategy that the Georgia
government decided to pursue. The structure and principles of formulating that
strategy changed after consultations, and the public debates were instrumental in
emphasizing the causal underpinnings of poverty.

Although there is no blueprint for a PRSP consultation, certain common elements
exist. Among these elements, certain steps ensure that a country obtains adequate
participation of key stakeholders, including government and nongovernmental
groups, the private sector, parliamentarians, and other elected representatives. A civil
society consultation strategy for PRSP may describe:
v' The format, frequency, and location of consultations;
v" A summary of the main issues raised and the views of participants;
v" An account of the impact of these consultations on the design of the strategy;
and
v A discussion of the role of civil society in the implementation, monitoring and
evaluation of poverty reduction strategies.

Consultations with civil society and other stakeholders will be followed by the

participation of stakeholders in formulation, implementation, monitoring and
evaluation of the PRSP. Consultations should be planned with this in mind.

&

Click here for examples of participatory approaches in PRSP consultations.

Consultations on Projects

Consultations with CSOs on proposed projects occur with increasing frequency and at
different stages in the project cycle. In most instances, the basic framework is in
place by the time the project is prepared. Thus, consultations are used to modify the
framework. In some cases, however, key components of a project are revised as a
result of the consultation process, as the following box illustrates.
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Community Consultation for Development Projects

Consulting the community about the agenda for development projects does work and serves to enhance
social and economic development. Consultation that goes beyond eliciting informed consent and
involves poor men, women, and youth in decision making is usually effective, efficient, and equitable.
Community consultation enlarges people’s range of choices. When people are consulted about
projects and use their own knowledge to shape projects, they find ways to make them effective and
productive. But institutionalizing consultative methods is difficult for everyone concerned. Donors
have to rethink funding procedures and standards of accountability; state agencies have to reorganize
internal structures; project managers have to learn more about the diversity of actors, interests, and
conflicts in communities, and usually find ways to cooperate with existing local organizations. At the
same time, community consultation enhances men’s and women’s capacity to organize themselves to
address their own challenges and opportunities.

Source: Schwartz, Norman, and Anne Deruyttere, “Community Consultation, Sustainable Development and the
Inter-American Development Bank: A Concept Paper.” Inter-American Development Bank, Washington, D.C.,
1996 Available online at http://www.iadb.org/sds/doc/Ind%2D101e%2Epdf.pdf.

A consultation may be designed as a means for managing conflict prior to a project’s
inception, particularly when that project is controversial. In the La Serna bridge
project in Argentina, a group opposing the construction of a bridge in Buenos Aiires in
1999 voiced strong objections, threatening to present their complaints to the
Inspection Panel. The World Bank proposed to the municipality that it convene a
public hearing, which was subsequently organized by a CSO. In other cases,
consultations have been undertaken in response to failed implementation efforts or
protests over an existing project. In the Planaflora case in Brazil, the original
Amazon Basin project was redesigned following such a consultation in 1996. In
some of these cases, however, stakeholders dissatisfied with initial project
implementation must take on additional responsibilities for implementing the
redesigned project. The Bank reached such an agreement with stakeholders in the
Planaflora case.

&

Click here for examples of project consultations.
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3
Q\l‘///} Environmental Assessments

The Bank’s Operational Directive on Environmental Assessment (OD 4.01) requires that “the
borrower consults project-affected groups and local nongovernmental organizations about the project's
environmental aspects and takes their views into account.” OD 4.01 also requires that relevant
information be provided to local affected groups, such as a summary of the proposed project and its
potential positive and negative effects. Once a draft environmental assessment has been prepared,
information to be disseminated should include a summary of conclusions and a discussion of
recommended mitigating activities and plans. Environmental assessments also usually include a
record of consultations and are made available for public scrutiny.

Public consultations conducted as part of environmental assessments have reshaped certain projects by
identifying potentially negative social and environmental impacts not anticipated by the team.
Elements of a waste management project in Grenada, for example, were changed to protect an
endangered species that would have been affected by a proposed landfill. A water management project
in Brazil was modified to protect access of an artisan community to clay deposits.

Link to Environmental Assessment \Website.

Stakeholders can be national or local governments, beneficiary groups, other
interested groups, or the Bank itself. They can be individuals, communities, social
groups, NGOs, or other CSOs. Primary stakeholders are those ultimately affected,
either positively (beneficiaries) or negatively (for example, those involuntarily
resettled). Secondary stakeholders are the intermediaries in the aid delivery process.
This definition of stakeholders includes both winners and losers, and those involved
or excluded from decision-making processes. *

Stakeholder consultation does, however, entail a number of costs and risks to both the

Bank and to stakeholders that should be considered in designing the consultation

process. These include:

e The risk of inefficiency and grid-lock, and financial, time, and opportunity costs
of identifying and engaging with stakeholders;

e The difficulty in ensuring stakeholder groups are representative and are
expressing the real priorities of the people they are meant to represent;

e The risk of generating or aggravating conflicts among stakeholders with different
priorities and interests;

¢ Risks of raising expectations which may prove impossible to fulfill;

o Cooptation of the process by powerful and more articulate elites to the exclusion
of the poor and disadvantaged.

See Chapter 2 for more information on stakeholder identification and participation.

* Overseas Development Administration, (1995).
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It is important to elicit the views of the unorganized poor, the women, indigenous
peoples, and others who often may be a silent majority. Special consideration should
be given to those populations that have been traditionally excluded, such as women,
indigenous peoples, people with disabilities, and youth. Other groups, like trade
unions and issue focused groups, may also have a high stake in the results of the
consultation.

Identification of stakeholders must also include ranking by relative power or kinds of
power that groups represent to ensure that less powerful stakeholders receive the
benefits of any project or policy. One example would be the inclusion of poor people
in consultations on projects that will improve their quality of life, as is highlighted in
the following examples.
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A
T«j% Stakeholder Consultation Targets the Rural Poor

To address the disparity in health status indicators between urban and rural populations in China, the
World Bank supported a health project in China in 2001 that introduced a systematic but rapid process
of consultation and feedback among selected beneficiary communities. Consultations for this project
were conducted because the involvement of key stakeholders at all levels was essential given the
number of social and institutional concerns in the project. The development of a responsive,
population-oriented health care system meant that understanding the diverse needs of the beneficiaries
was central to the long-term success of the project.

Stakeholder involvement was extensive and included consultations with governmental departments of
planning, finance, poverty alleviation, personnel, and education, as well as civil society groups such as
the All China Women’s Federation and the Red Cross. A variety of participatory methods were used
in the process, including a social assessment in both the preparation and implementation phases. Other
methods included an exchange of views among different government agencies, a household survey
used as a baseline analysis, consultation to obtain consumer feedback, field visits, and focus group
discussions with multi-stakeholders. Views from minority nationalities also figured prominently in the
consultations.

Link to Environmentally and Socially Sustainable Development Network, “Stakeholder Participation Targets the
Rural Poor: China Basic Health Project,” Social Development Note 53 (March), The World Bank, Washington,
D.C., 2001.
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bk Listening to the Poor

Development may be seen as a process of increasing the options available to improve living
conditions. Developmental interventions are most effective when based on an understanding of how
poor men and women are living, what survival strategies they are pursuing, and what survival
strategies they choose not to or cannot pursue. The more promising of the strategies that they follow
may well be enhanced to serve as foundations for poverty reduction activities. If certain groups are
unable to employ survival strategies that work for others, the reasons for this failure should be
examined and solutions proposed. These reasons may include legal or societal prohibitions against
land ownership, prohibitions against certain kinds of work for women, or other barriers associated with
low-ranking social groups.

Useful insights can be provided by more clearly ascertaining what kind of material and socio-cultural
constraints poor people experience, and what sort of changes, if any, would help reduce their poverty.
As potential or actual users of government services, the poor can assess the value of these services; and
comparing women’s and men’s assessments can yield useful information about their impact and
effectiveness. What do the poor think of the local health center and its family planning services, the
local school and day care center? What do local residents think of the male and female extension
workers in rural areas and community development officers in urban areas?

The different ways in which female, male, old, and young poor people of different religious and ethnic
groups perceive the services intended for them is a crucial indicator of the worth of these services, the
extent to which they will be used and who will be using them. This information should provide
valuable feedback to planners and managers interested in improving and reevaluating the quality and
impact of public services for the poor.

Finally, do the poor have a strategy for getting out of poverty? What skills do they feel would be the
most beneficial? Do they perceive a lack of or the absence of representation? Do the barriers to a
better life result from lack of material resources, the inability to obtain an education for their children,
or the inability to transport to products to the market? Listening to the poor about the world as they
perceive it should be an important building block in laying the foundation for sustainable policies for
poverty reduction.

Source: Salmen, Lawrence F., “Participatory Poverty Assessment Incorporating Poor People’s Perspectives into
Poverty Assessment Work,” Environmentally and Socially Sustainable Development Network, Social
Development Paper 11 (August), The World Bank, Washington, D.C., 1995.

Understanding the values and cultures of stakeholders could determine how outreach
and consultations will be conducted. Tailoring the consultation according to specific
focus groups requires an understanding the context and the use of innovative
methods. The following section provides some ideas and information on specific
groups, including indigenous peoples, women, youth, and trade unions.

Recognizing Indigenous Peoples as Partners in Development®

The Bank recognizes that Indigenous Peoples are commonly among the most
marginalized and vulnerable populations, and that in many countries they have not
fully benefited from the development process. The Bank, however, approaches

® Interview with Navin Rai, Social Development Department, The World Bank, March 2003.
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Indigenous Peoples as partners in the development process who can make substantial
contributions not only to their own, but to global development.

The Bank also recognizes that the identities, cultures, lands and resources of
Indigenous Peoples are uniquely intertwined and especially vulnerable to changes
caused by development programs.

The term “Indigenous Peoples” describes social groups with a social and cultural
identify that is distinct from dominant groups in the national society. The economic,
social, legal, and political status of such groups often limits their capacity to defend
their interests and rights to land and other productive resources and restricts their
ability to participate in and benefit from development.

Consultations with Indigenous Peoples organizations and community members
affected by Bank-assisted projects are critical steps for both the borrower and the
Bank during project preparation, particularly in its initial phase. To facilitate
meaningful consultation, it is important for the borrower to establish an appropriate
gender and generational framework for consultation between the borrower and
Indigenous Peoples. The framework provides opportunities for consultations during
project preparation among the borrower, the Indigenous Peoples, and organizations
representing Indigenous Peoples. The framework also provides opportunities to
include other local nongovernmental organizations identified by Indigenous Peoples
in the consultation.

The framework also identifies consultation methods appropriate to the social and
cultural values of Indigenous Peoples and their local conditions. Such consultation
methods, including the use of indigenous languages, allowing time for consensus-
building, and selecting appropriate venues, facilitates the ability of Indigenous
Peoples to articulate their views and preferences. Special attention is given in
designing these methods to the concerns of women and their children and their access
to development benefits and opportunities.

The framework also provides Indigenous Peoples with all relevant information,
including an assessment of potential adverse effects of the project, in a culturally
appropriate manner and during early stages of project preparation. Finally, the
framework provides a written record of such consultations, including any formal
agreements reached with Indigenous Peoples or their organizations concerning their
participation in the project.

Resources on Indigenous Peoples Issues

The World Bank Indigenous Peoples Website includes the Draft Operational Policy
(OP) 4.10 on Indigenous Peoples and the Consultation Process:
http://www.worldbank.org/indigenous
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The World Bank Participation Sourcebook, contains a note, “Participation and
Indigenous Peoples,” based on a paper written by Shelton H. Davis and Lars T.
Soeftestad:

http://www.worldbank.org/wbi/sourcebook/sba212.htm

The International Work Group for Indigenous Affairs is an independent international
membership organization whose aim is to support Indigenous Peoples’ struggle for
human rights, self-determination, right to territory, control of land and resources,
cultural integrity, and the right to development:

http://www.iwgia.org/.

Facilitating Women’s Participation by Seeking their Views®

Making an effort to engage and involve women can bring significant returns. Over
and over, the development community has found that women’s groups have proved to
be one of the most effective entry points for initiating activities and reaching poor
households. Among the poor, women are over represented. Therefore, in efforts to
reach the poor, it is important to recognize that some issues and constraints related to
participation are gender-specific and stem from the fact that men and women play
different roles, have different aspirations and needs, and face different constraints on
a number of different levels.

Because of such differences, we cannot assume that women will automatically benefit
from efforts to involve poor people in project design and implementation. On the
contrary, experience has made clear that, unless specific steps are taken to ensure that
women participate and benefit, they usually do not.

Constraints to Women’s Participation

When planning a consultation with women, keep in mind some of the factors that

may serve as constraints to their participation:

e Socio-cultural constraints: In seeking the participation of women in development
activities, sensitivity is needed on the social and cultural barriers that may inhibit
women’s participation. For example, there may be power imbalances in
communities that affect who participates in specific meetings and outside officials
may only invite male community leaders to participate in consultations. Some
women may also find it difficult to speak out in front of their husbands or fathers.

e Time and mobility constraints: Men and women have different responsibilities
and work loads, with women often having less time to devote to new activities.
As women’s domestic responsibilities often require them to stay close to the
home, lack of mobility may also be a constraint.

e Legal and regulatory constraints: Legal restrictions in some countries prevent
women from participating in formal labor markets or holding certain occupations.

e Capacities and abilities: Given gender biases in some educational systems,
women and men often have varying literacy levels. Men and women may also

® Adapted from many publications of The World Bank’s NGO/Civil Society Unit, Social Development
Department, including The World Bank Participation Sourcebook, (1996).
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have different levels of confidence in putting ideas forward, negotiating or dealing
with new ideas and people.

Often the first step toward determining appropriate measures or supporting women’s

participation is to obtain good information about gender roles, needs, activities,

access to and control over resources, existing institutions, and the constraints

operating against women’s participation. This can be done through gender analysis,

which, if effective, elicits the views of women and often involves gender awareness

training for facilitators or interviewers. A link to a Terms of Reference for a

consultant to develop a framework for improving women’s voice in a project is

provided in the box below. Some practical measures to facilitate women’s

participation include:

e Being aware, sensitive, and knowledgeable about the socio-cultural issues;

o Developing skills or identifying members with gender expertise on the
consultation team to facilitate gender-sensitive consultation processes;

e Carrying out preliminary stakeholder analysis that identifies appropriate roles of
women and men and constraints to participation in the consultation processes;

e Consulting with women’s groups who have been active in promoting women’s
issues at the national and community level;

e Conducting separate consultations with women’s groups;

Using appropriate approaches for information dissemination, outreach, and

consultation;

Providing child-care facilities;

Scheduling meetings at appropriate times and at suitable venues;

Supporting the issues raised during the consultation process;

Following up on priorities identified and issues that emerge;

Evaluating the impact of participation and lessons learned of women in the

consultation process.

Terms of Reference for Women’s Participation in Yemen Project

Yemen has one of the highest gender inequality indexes in the world. This example of a terms of
reference shows how the Port Cities Development Project aims to integrate women’s voice and
strengthen their decision-making role. A central feature of the Port Cities Development Project is
institutionalizing a consultative process through a city development strategy and a partnership forum
that is composed of key stakeholders, including representatives from private and public sectors, civil
society, women’s organizations, academics and technical experts.

Source: Interview with Meskerem Brhane, Middle East North Africa Region, The World Bank, Washington,
D.C., 2003.

Resources on Gender Issues
The World Bank Gender Net:
www.worldbank.org/gender
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The World Bank, policy document, BP 4.20, “Gender and Development,”:
http://wbIln0018.worldbank.org/Institutional/Manuals/OpManual.nsf/whatnewvirt/314
25C7A0ECD6BF985256CEE00152B74?0OpenDocument

The World Bank, policy document, OP 4.20, “Gender and Development”:
http://wbln0018.worldbank.org/Institutional/Manuals/OpManual.nsf/whatnewvirt/E8
F5EDA29748A0038525672C007D0735?0OpenDocument

The World Bank, Gender and Social Assessment website:
http://www.worldbank.org/gender/assessment/

The World Bank, Social Analysis Sourcebook:
http://www.worldbank.org/socialanalysissourcebook/

The World Bank, Participation Sourcebook:
http://www.worldbank.org/wbi/sourcebook/sbhome.htm

The World Bank, Gender and Transport website:
http://www.worldbank.org/gender/transport/Tools/tools.htm

The World Bank, Gender and Rural Development —Tools:
http://Inweb18.worldbank.org/ESSD/essdext.nsf/22ByDocName/ToolsWeUse

Swedish International Development Cooperation Agency, Participation and Equality
Between Women and Men:

http://www.acdi-
cida.gc.ca/cida_ind.nsf/8949395286e4d3a58525641300568be1/4c60efc598b775ee85
25699000162516?0OpenDocument

Department for International Development Cooperation, Finland, Navigating Gender:
A Framework and a Tool for Participatory Development:
http://global.finland.fi/julkaisut/taustat/nav_gender/index.html

Engaging Young People through Consultations’
It is imperative that youth from all parts of the world participate actively in all
relevant levels of decision-making processes because it affects their lives today and
has implications for their futures.

Agenda 21 (Rio Earth Summit, 1992), Chapter 25.

Engaging youth in a meaningful way could result in an impact or contribution
towards change; an increase in youth’s understanding of what impacts them; a valued
place on youth opinions and perspectives, and building the capacity of youth to play

"Adapted from several sources, including the personal experience of Yumi Sera, Social Development
Department, The World Bank.
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an effective role in future development processes. The Bank is currently undergoing
a consultation process to develop a Bank-wide Children and Youth Strategy.

There are different ways that the Bank and governments can gain youth insight and

input into their policy and decision-making processes. The Youth Summit Team of
the Rio Earth Summit in 1992 issued a statement that said: “We want to be engaged
in political processes rather than simply participate in them.”

The statement indicated that meaningful engagement includes:

Youth should be recognized as vital to the consultation process;

Relationships between adults and youth should be nurtured and trust built
throughout the process and for the longer term;

Inputs from youth should be seriously considered in the drafting of projects or
papers; and

Consultation processes must be transparent and accountable throughout.

Creative mechanisms for engaging youth include creating a safe space specifically for
young people. This may include specific meetings around the consultations for and
by youth to discuss issues of importance to them. Creative mechanisms may also
include:

Partnering with youth organizations that promote youth engagement and
empowerment. The partner organizations may help to organize activities or may
send representatives to meetings. Working through organizations is a more
effective and sustainable strategy than targeting individual youth.

Disseminating information in ways that will reach youth. This may include using
simple, nontechnical language; focusing on issues that matter to them; targeting
youth magazines or radio programs; and advertising in places frequented by
youth.

Involving youth in advisory groups or forming youth advisory groups. For
example, the Peru Country Office established a model “Voces de Nuevas,” a
group of young people, representing organizations and municipalities as an
advisory group to the Country Office.

Promoting youth-by-youth initiatives in which youth take the initiative — with
guidance from adult mentors - in planning activities to engage other youth.
Dialoguing with youth — create a space in the agenda where youth can speak to
the leaders and policy makers. This should normally be a prepared speech that is
a collaboration with other young people.

Building the capacity of youth through training programs specifically aimed at
their needs.

Among the enabling factors that encourage youth participation are the following:

Shifting adults’ thinking about the capacity of young people to solve local
problems;

Commitment and support from adults and also from peers;

Changing perceptions of young people toward adults;

Recognizing that leadership and participation are not a factor of age;
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¢ Understanding that by engaging youth in areas such as planning and
implementation, evaluation, and decision-making, project results may be different
that if they had been conducted by adults only; and

o Evaluating strategies to assess the effectiveness of different approaches to
fostering youth participation.

Resources on Youth Groups
The World Bank:
World Bank Children and Youth site

United Nations Youth Unit:
(http://srchl.un.org/esa/socdev/unyin/links.htm).

This site contains numerous links to websites of youth groups by country, by
regional, and internationally.

Youth ActionNet:

(www.youthactionent.org).

This is a website designed to inspire youth leadership and participation around the
world.

Within a specific country, consultation planners can use several sources to identify
relevant youth groups, including government-sponsored youth websites, youth
ministries, intergovernmental youth-related organizations, youth-related
organizations, United Nations agencies, youth information or research centers, youth
voluntary service agencies, and youth-serving foundations.

Consulting with Unions®

Trade Unions Defined

Trade unions are voluntary and independent organizations formed by workers for the
purpose of defending their interests through collective bargaining. The United
Nation’s Universal Declaration of Human Rights classifies workers’ rights as human
rights. Various International Labor Organization conventions also have reaffirmed
these rights.

Trade Union Organizations

The trade union movement is a very structured one. At the shop floor level, workers
join union locals, which affiliate to national unions organized by sector. The various
sectoral unions (e.g. carpenters, auto workers, public servants, miners, etc.) join
national union federations, known as “umbrella unions” or “union centrals.” These
national union federations also typically affiliate with an international federation,
most commonly the International Confederation of Free Trade Unions or the World
Confederation of Labor. Union organizations also are grouped by sector at the
international level, known as Global Union Federations.

8 Interview with Lawrence Egulu, International Confederation of Free Trade Unions, Washington,
D.C., while on secondment to The World Bank from January to December 2003.
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International Confederation of Free Trade Unions: The confederation is the largest
organization, with 231 affiliated organizations in 150 countries and territories
representing a total membership of 158 million. The confederation’s three regional
organizations are the African Regional Organization, based in Nairobi; the Inter-
American Organization of Workers, based in Caracas; and the Asia-Pacific Regional
Organization, based in Singapore. These organizations represent the trade union
movement within regional, intergovernmental bodies. They also maintain relations
with CSOs and other groups. More information can be found on the homepage,
http://www.icftu.org .

World Confederation of Labor: The World Confederation of Labor, based on
Christian social principles, unites 144 trade unions from 116 countries and has a
membership of 26 million members. It has four regional organizations: Organisation
démocratique syndicale des travailleurs africains for Africa; Central
Latinoamericano de trabajadores for Latin America; Brotherhood of Asian Trade
Unionists for Asia; and National Alliance of Postal and Federal Employees for North
America. More information on the World Confederation of Labor is found at
http://www.cmt-wcl.org/ .

Global Union Federations: Global union federations have as members national
unions, which represent workers from a specific sector, industry or occupation.
While national union federations affiliate to the International Confederation of Free
Trade Union or the World Labor Congress, national unions organized by sector
affiliate to the Global Union Federations. These federations include the following:.
¢ International Federation of Building and Wood Workers:
http://www.ifbww.org/;
e Education International:
http://www.ei-ie.org/;
¢ International Federation of Chemical, Energy, Mine and General Workers' Union:
http://www.icem.org/;
e International Federation of Journalists:
http://www.ifj.org/;
e International Metalworkers' Federation:
http://www.imfmetal.org/main/index.cfm;
¢ International Transport Workers' Federation:
http://www.itf.org.uk/;
e International Textile, Garment and Leather Workers' Federation:
www.itglwf.org;
o International Union of Food, Agricultural, Hotel, Restaurant, Catering, Tobacco
and Allied Workers' Association:
http://www.iuf.org/;
e Public Services International:
http://www.world-psi.org/psi.nsf; and
e Union Network International:
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The International Confederation of Free Trade Union’s Trade Union Advisory
Committee to the Organization for Economic Cooperation and Development and the
Global Union Federations are both part of the Global Unions Alliance. More
information on global unions can be found at http://www.global-unions.org/ .

The Bank’s Relationship to Trade Unions

Trade unions are economic as well as political actors that change power relationships
between the creation and distribution of wealth. Trade unions are involved in the
Bank’s work in many ways - as workers and stakeholders in particular projects; as
members of civil society concerned about social policy; and as voices in the global
debate about poverty and development. The World Bank engages with trade unions
in numerous ways - through consultations with union members who are stakeholders
in Bank projects; national consultation with unions as members of civil society;
international policy dialogue on economic and social issues; research on the
economic effects of collective bargaining, and training programs for both Bank staff
and trade unions. Meetings between the international trade union movement and the
Bank have traditionally been held in Washington DC. More information on the
ongoing dialogue between the World Bank, International Monetary Fund, and the
international labor movement can be found on www.worldbank.org/labormarkets.

Unions add value to the consultation process because meaningful dialogue with trade
unions enables workers to articulate their positions and to provide policy alternatives.
Through these processes the threat of strikes or contract rejection can be minimized.
In addition, including trade unions in consultations have the following benefits:

e Trade unions help workers provide representative voices during meetings;

e Trade unions contribute to the Bank’s poverty reduction goal through various
actions. Collective bargaining for productivity-related wage increases is the most
direct contribution of trade unions to poverty reduction; and

e The policy priorities of unions are often targeted to the subjects of poverty-
reduction consultations. These priorities include labor rights, employment
generation, social justice, gender equality, good governance, social protection,
and decent wages.

Characteristics of Union Consultations

The structure of trade unions dictates the manner in which they participate in
consultations. National union federations provide the first point of contact for
country offices. Additional sector level information can be provided by the
respective national unions.

Other key characteristics of consultations with trade unions include the following:

e Bank-supported adjustment programs have significant impacts on union
membership. Because they were unable to influence past policies, a number of
unions remain skeptical about The World Bank.

e Trade unions are accustomed to bargaining. Bank officials should be ready to
negotiate. Unions present their views in a firm and persistent manner based on
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their experiences with collective bargaining, but they are also cognizant of the
“give and take” principle.

In some countries more than one national trade union federation exists. While
dealing with the most representative union is important, attempts should be made
to reach out to other groups as well.

Restrictions on the freedom of association impedes the formation of independent
unions. Some governments prevent certain groups of workers from unionizing,
such as workers in export processing zones, public service and armed forces.
Government and/or employer interference in union matters is not uncommon.
Unions have limited human and financial capacity. Unions in most developing
and transition do not have adequate resources. Most unions do not have the
requisite financial resources to do research and elaborate alternative development
scenarios.

Trade unions in many developing countries lack ties with other CSOs. Trade
unionists see themselves as belonging to representative, democratic, and
accountable organizations. They do not necessarily attribute the same qualities to
other CSOs. Efforts should be made to reach out to unions separately, and
invitations should be made to the union leadership.

All efforts should be made to consult with unions in their own offices.
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Chapter 2. Designing the Consultation Process

This chapter discusses the key elements to designing a consultation process. It is not
intended to be a blueprint for the consultation process, but rather a menu of design
options from which to choose. What is important is to be systematic about the approach
to be used and to analyze and document the lessons learned from the consultation process
so others who follow may be able to conduct successful consultations.

The most important factor to remember in CSO outreach efforts is that consultation is a
process, not a one-off event. Consultation takes many forms and may include a series of
techniques, methods, and activities. The selection of the techniques and activities
depends on the consultation objectives, the types of organizations and individual to be
consulted, and other variables. The activities associated with a consultation process will
take place in stages, with each new activity building on the previous ones.

For a successful consultation, plan and act strategically. Investing in the planning will
help in the long run. The old adage “if you fail to plan, you plan to fail” holds true for
this important process. The planning phase entails a number of steps, which are
discussed in the following sections. The planning team should consist of Bank staff,
researchers, government officials, and key actors of civil society to share ownership of
the design. Key principles in the consultation process are noted in the following box.
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Key Consultation Principles

Clarify the scope and objectives at the beginning: The scope and purpose of the consultation must
be clearly stated and agreed upon at the outset; otherwise, CSO expectations will be too high, and
participants will become cynical. The 1998 Board paper on NGOs states that, “The principle is to
conduct open-minded consultations, not to enter into negotiations.” It is appropriate to spell out
whether everyone’s views will be incorporated; participants will have a chance to comment on future
drafts or at other occasions; and whether the final product will be shared with participants.

Prepare to listen and be influenced: Consultations can be and should be powerful and serious
exercises; but they do not always lead to consensus. It is critically important that they be balanced and
well facilitated; otherwise the Bank will be accused of window-dressing, and both CSO leaders and
Bank management will question whether the time and resources were well spent.

Aim for ownership of all key stakeholders: Consultations concerning national policy issues can only
be effective if the government is as fully engaged in the process as the other stakeholders.

Don’t oversell. If the objective is to conduct a single meeting with a limited number of organizations,
don’t project that meeting as full-fledged consultations or imply in subsequent statements that civil
society was consulted or that a participatory process was used. Consultations provide input to decision
making, but do not guarantee influence. An ongoing process of consultation can build civil society
capacity for participation, but this should not be confused with shared control over either the process or
the outcomes.

Source: NGO and Civil Society Unit, Social Development Department, “Consultations with Civil Society
Organizations, General Guidelines for World Bank Staff,” 2000.
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Obijectives describe what is to be achieved as a result of the consultation process. They
focus on expected results - a clear end product. Consultation objectives are specific, in
contrast to the general purposes of consultations, which were described in Chapter 1.

Clarifying Objectives and Parameters

The following questions can assist in defining the objectives and parameters for the consultation process:

1. What is the desired outcome of the consultation?

2. Who will manage and/or facilitate the consultation? What roles will the Bank or governments play?

3. What financial and human resources are available for the consultation?

4.  What information is required by civil society to ensure they are able to participate in an informed and

meaningful way?

What information is required from civil society for effective participation in consultations?

Who will be consulted and who will be affected by the decisions resulting from the consultation?

7. What other related activities and consultations have occurred recently or may be planned that might be
taken into account? How can you avoid consultation fatigue?

8. How will the information from the consultation be synthesized, analyzed and used? What will be the
process for implementing decisions resulting from the consultation?

9. How will the outcomes of the consultation and the final decision be conveyed to the participants and to
those with an interest?

10. How and when will an evaluation be carried out? What will be evaluated?

o u

Source: Adapted with permission from Australian Capital Territory, Community Policy Unit, Office of Multicultural
and community Affairs, Chief Minister’s Department, Consultation Manual 2001 Hands on Help for Planning
Effective Consultation Strategies.

When developing objectives for a consultation:

¢ Involve staff, government officials, and civil society stakeholders;
e Be realistic, don’t promise more than what can be delivered; and
¢ Communicate objectives in a clear message to all stakeholders.

Clarifying and stating the objectives at the beginning will help to manage CSO
expectations. The objectives may also spell out how views will be incorporated; how
often participants can comment; and how the final product will be shared with
participants. Clarifying the objectives is important since some CSOs could have
unrealistic expectations or expectations that do not match the objectives of the organizers.
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The 2004 World Development Report’s “Process Note on Consultations”
outlines a series of consultation parameters. These parameters were designed to create a
common platform of understanding within the World Bank and with other stakeholders.
Although this is a global consultation process that is Bank-led, the example could be used
for other types of consultations.

See Link.

An initial action in organizing the consultation process is to ensure the commitment to
and ownership of the process from the top management to operations managers. This is
accomplished by securing team agreement to the rationale, objectives, and key messages
of the consultation process. Also important is a client government’s awareness of and
commitment to the process, as well as a thorough understanding of the government’s role
in the process and implementation.

Key internal decision makers or opinion leaders should become involved early in the
consultation process. One important role for these decision makers or opinion leaders is
to supply information vital to the planning effort. This information includes
identification of stakeholders, timelines for making decisions, and developing arguments
that are likely to be persuasive in bringing stakeholders together.®

Additionally, the support and active participation of the top management and
commitment to incorporating stakeholders’ concerns are required to ensure that
consultation goals are met. This participation may begin early in the process so that the
entire team understands the importance of integrating stakeholders concerns into policy
and project design and key timelines. Clear signals from top management at the outset
will help in the negotiation and decision-making processes that lead to a final outcome.™

Aim for ownership of all key stakeholders. Where consultations concern a country or national policy
issue, they can only be effective if a government is as fully engaged in the process as other
stakeholders.

The presence of a senior government official can emphasize the importance of a
consultation. The presence of ministers from appropriately targeted government entities
at public consultations may also serve to signal to staff in their respective ministries the
importance of public consultations. In some cases, however, agreement on CSO
involvement is reached at senior levels of government but is not always followed through

® John M. Bryson, (1988).
19 International Finance Corporation (1998).
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at the lower levels. Active participation by officials in a public forum sends a stronger
message than memos about expected compliance with participatory methods.

The presence of a senior government official also can have a chilling effect on CSOs,
especially for groups of limited capacity. This may be a particular concern in a country
in which public criticism or opposition to the government is not well tolerated.

The team managing and designing a consultation should include people with country
knowledge, experience, and local insights. The consultation plan should set out the
management arrangements, including the roles and responsibilities for decision-making
authority, reporting structure and mechanisms, overall coordination, logistics, and
communication and outreach.

One or more CSOs may be asked to organize the logistics or provide input to the design
of the consultation in partnership with the Bank or a national government. The role of
CSO partners should be decided early in the design of a consultation process, and in-
depth discussions should be held with prospective external partners. In some cases,
governments that are sponsoring consultations have chosen to identify an external
facilitating organization for the consultation process through competition. Additionally,
coalitions CSOs can be chosen to assist in developing a methodology for soliciting and
analyzing community input on a consultation. Numerous examples of the use of external
partners are available in Annex A. An example of terms of reference for managing and
delivery of a workshop is available in Annex C.

Important resources for these consultations will be the Civil Society Country staff and/or
staff from the Bank-wide Civil Society Team. These groups can provide both in-depth
knowledge of the civil society sector at the national, regional, and global levels, as well
as continuity of relationship management from one consultation to the next. They also
can offer advice about other consultations before and after this one that may be relevant.

The consultation process occurs within policy, legal, and administrative contexts, as well
as in the context of the World Bank’s relations with civil society. As a first step toward
planning an effective public consultation strategy, it is vital to understand how public
consultation and the World Bank are viewed in the wider society. This should entail a
preliminary analysis of the legislative framework and what it says about the rights of the
population to be consulted, as well as the level of public access to information. In some
countries an adequate public consultation legislative framework may be lacking, but there
may be other cultural or informal ways in which people participate in decision making.*

11 Shelton Davis and Nightingale Rukuba-Ngaiza, (1998).
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Some country environments will not be conducive to an extensive consultative process.
In such situations, there is a special need to explore options and to adapt the process to
make best use of time, resources and available technology and methods for consultation.
The factors that influence the overall environment include historical trends in the
relationship among the public and private sectors and the civil society; existing legal,
fiscal or socio-political conditions, ethnic conflicts, or polarized political environments.

In cases where the policy environment is not conducive to civil society participation, the
consultation conveners and organizers must be sensitive. The Bank can still advise and
use its influence, especially in conjunction with other donors, to encourage improvements
in the policy environment through considered discussions and knowledge sharing with
government on the benefits of broader participation. See Annex A for examples of the
differing roles that the Bank plays in such consultations. In addition, the Bank can guide
its own decision making by consulting with selected civil society leaders to improve its
understanding of local political situations and the range of local opinion. It may also be
possible to reach an agreement with a client government to engage with the required
expertise of CSOs by asking them to serve as consultants to an adjustment or research
teams.

Ensure that adequate financial and human resources and time are allocated for the
consultation process, as well as for any follow-up activities. This includes ensuring that
staff responsible for planning has made provisions for adequate time in their work plans
and that the necessary local skills and knowledge exist. The budget should include
adequate provision for travel and expenses for CSO participants, especially if these
consultations are limited to a national capital or a nation’s largest city. It should also
include provisions for skilled facilitators and interpretation, and may also include costs
for reasonable accommodations for people with disabilities.

The level and type of financial resources and human capacity resources determine what
kind of activities can be planned. If resources are scarce, be creative with existing
resources and consider different options, set priorities, and acknowledge limits. Support
for consultations may come from other donors, trust funds, government, or project
allocation.
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Sample Budget Outline

ITEM

PROJECTED
COSTS

ACTUAL
COSTS

SOURCE OF
FUNDS

Staff costs per person, per number of weeks

Techniques, such as survey instruments, training
workshops

Preparation and dissemination of materials

Communication
Telephone
Radio
Print advertisements

Venues, including room costs and equipment,
refreshments

Travel / accommodations
Reimbursement for participants
Staff travel

Child care, reasonable accommaodations for
people with disabilities

Consultants
Logistical support
Facilitator
Rapporteur
Interpretation/translation
Other

Total

Consultations require time for adequate preparation. Remember that the pace and
timing of civil society involvement may differ from those of governments and the private
sector and that different models of consultations will require different timelines. It is
important not to begin consulting so late that other views cannot influence the outcome.
Allow sufficient time for the community and organizations to consider and respond to
consultation items, such as issue papers, reports or draft policies. If in doubt about
appropriate timing — including the consideration of holidays or work schedules - ask the

stakeholders.

Some civil society specialists recommend 2-to-3 month lead times for planning and
preparation. The consultation plan should allow enough time for:
e Generating a design and identifying methodologies;
o Inviting the participants to a consultation at short notice creates ill-will and promotes

the impression of not taking them seriously;
o Developing and disseminating information at least 3 weeks or more before the

deadline for comments;

e Consulting the stakeholders, possibly using a variety of methods, including face-to-
face meetings, electronic communications, large plenaries, or small workshops;
e Time for translating documents into local languages;

2: Designing the Consultation Process

31




o Analyzing stakeholder comments and inputs; writing a report; and providing
feedback; and

e Bringing CSO constituencies together to provide an appropriate response. CSOs may
need time to orient their constituencies to an issue and they may need to raise funds
for their participation.

The consultation process requires resources — time, expertise, and funding. These costs should be

seen as an investment for better implementation of projects and inclusive and responsive policies.

Not consulting with civil society may create much higher costs, through project or policy failure in
the short term, as well as loss of trust, legitimacy, and policy effectiveness in the long term.

Care should be taken to ensure that consultations supplement and build upon, but do not
duplicate or undermine, existing mechanisms for deliberation at the country level and
existing consultation processes. Experience with previous, similar consultations may
provide a foundation for planning a specific, new consultation. Concerns and issues
raised in earlier consultations may serve as a basis for organizing specific thematic
discussions either before or during the selected project, program, or policy dialogue.
Previous consultations may also be useful to identifying potential conveners, facilitators,
and participants. Lessons drawn from these consultations also help to plan and organize
more productive consultations.

CSOs are involved in various reviews of Bank procedures and policies at the country
level. While many of these occur independently of the Bank, some have been organized
by Bank staff as inputs to the Bank’s own consultation processes.

The Bank, governments, or CSOs may have established mechanisms in which they
interact that can be good starting points for targeting new consultations. The process of
developing a profile of civil society will help to identify these mechanisms or structures.
These may be:
e Mandated civil society representation on committees or management councils;
o Offices established in the government or legislature to interact with CSOs, such as the
special office established by Hungary’s prime minister to deal with CSO relations;
o Offices or individuals within a specific ministry who handle CSO relations with
organizations working in a particular sector;
o Working groups, task forces, or committees developed in the context of a specific
project or issue;
Legislative hearings;
e Town hall meetings with elected officials or village leaders;
Constitutional reforms;*? and

12 In Brazil, the 1998 Federal constitution introduced mechanisms for citizen participation in the context of
a broader framework of decentralization. The majority of Brazil’s 5,508 municipalities have bipartite
councils in which government and civil society is equally represented. On the national level, policy
councils in the areas of women’s rights, children’s rights, health and the environment are composed of
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o Individuals working in field offices of the government agencies. Click here for an
example from Pakistan Agricultural Extension Department.

The following box illustrates various mechanisms to enable government and civil society
collaboration.

government and citizen representatives. The Philippines constitution established after the restoration of
democracy has explicit provisions for the role of NGOs and civil society, specifically in regional and
national planning.
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Government/CSO Partnership in HIV/AIDS Control

The Brazilian Ministry of Health and the World Bank have adopted several mechanisms to enable

government civil society collaborations. These mechanisms included:

e Allowing five CSO representatives to serve on the National AIDS Council, which monitors Brazil’s
AIDS policies;

e Creating a CSO Liaison Office within the National AIDS Program;

e Hiring CSO researchers for project-related tasks, such as designing a small-grants program; providing
technical assistance to recipient organizations; monitoring project activities; and conducting social
analysis of AIDS funding;.

e Encouraging CSO leaders to actively participate in a seminar with government officials and donors to
evaluate the National AIDS Program’s activities and to plan a new project. The CSO delegation
included representatives from groups increasingly exposed to HIVV/AIDS, such as low-income women,
rural workers, and indigenous populations.

The United Nation AIDS program selected the Brazilian AIDS Program as one of the world’s “best
practice” examples, after new AIDS cases and morbidity levels among high-risk groups declined
significantly over a 5-year period.

Adapted from Boyd, Barbara, “NGO Participation in HIV/AIDS Control Project in Brazil Achieves Results.” Social
Development Note 47, Environmentally and Socially Sustainable Network. World Bank, Washington, D.C., May 1999.

Civil Society’s Monitoring of Government Poverty Programs

In the Philippines, CSOs interact with the government through a variety of innovative mechanisms
involving both national and regional organizations. Some examples included the following:

e Community based organizations in Mt. Banahaw Quezon province joined a federal agency tasked with
protecting the environment to develop a protected-area management plan. These organizations
continue to be represented and to participate in the Protected Area Management Board, a governance
mechanism in the province, to monitor the implementation of the plan.

e Peasant organizations belonging to the Agri-Aqua Development Coalition in Mindanao are monitoring
municipal budget expenditures in selected areas. These organizations were able to negotiate for a
portion of the budget to be allocated for programs in infrastructure development and delivery of basic
services needed in their villages.

e  The Department of Agrarian Reform mobilized the Presidential Agrarian Reform Council, consisting
of representatives from farmers’ and landowners’ organizations as well as the federal government, to
conduct an audit on the utilization of the Agrarian Reform Fund. The fund consisted of about 50
billion Philippine pesos to be used over a 10-year period.

The Special Zone for Peace and Development Social Fund conducts beneficiary assessments of the
infrastructure projects that it had funded. It is a demand-driven fund with a continuing effort to involve the
communities in monitoring the quality of the infrastructure as well as the use of funds by the proponents
and the contractors.

Source: Corazon, Julian-Soliman, “Civil Society’s Monitoring and Advocacy Role Relating to Government Policy
Programs,” presentation at the Manila Social Forum, November 1999, organized jointly by the Asian Development
Bank and the World Bank.
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Developing civil society and socio-cultural profiles could ensure that proposed projects,
policies, and methods of consultation are both culturally and socially appropriate. The
profiles should help to identify stakeholders to ensure that all voices are heard, especially
those that are traditionally weak within a given society and should be tailored to specific
projects or policies that are the subject of consultations. One example of a civil society
profile is given in Annex B, in the discussion of the elements of a profile for civil society
in Sri Lanka.

(Click here for a link to Social Development website for Participation and Civic
Engagement Group and website for Social Analysis to access tools and methodologies).

Civil society and socio-cultural profiles help to identify important stakeholders in the
consultation process. It is important to consult selectively. Plan and coordinate all public
consultations to avoid raising false expectations or fears within the local population. For
example, it may be advisable to talk first to local representatives and key people within
the area when considering options for consultation venues, methodologies, and formats to
be used in the design of the consultation. As the following box indicates, within a civil
society assessment conducted of Cambodia in 2001 the Country Office’s Social
Development/Civil Society Specialist and the External Affairs Officer developed such an
assessment o for Bank staff to help strengthen the dialogue with civil society. The Office
is currently writing a profile on Cambodian civil society.

Civil Society Profile Provides a Framework for World Bank-Country Relations

A team of Bank staff, including the Social Development Specialist and External Affairs Officer conducted
a civil society assessment of Cambodia in 2001 for internal purposes. The purpose of the assessment was
to ascertain how the World Bank could assist in strengthening dialogue and interaction between the
government and civil society. The terms of reference included: 1) examining and reporting on the current
status of interaction between civil organizations and the government, 2) identifying the areas of neglect and
need, and 3) making recommendations as to how the World Bank Group may contribute to increasing the
effectiveness of the dialogue between the government and civil society.

The Bank team consulted a wide range of government officials, representatives of the international donor
community, international CSOs, Cambodian CSOs, private sector representatives, parliamentarians,
research institutes and media. The team went on a field visit to a province that included meetings with
provincial government officials, United Nation agencies, a faith-based organization, and a rural
development committee. The team visited villages and some projects that promoted decentralized decision
making in community development.

13 Adapted with permission from Paula Lytle (2000) and International Finance Corporation (1998).
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Stakeholder identification is undertaken to determine who will be directly or indirectly
affected, either positively or negatively, by a project or policy. This process also
identifies those individuals and organizations that can either contribute to or hinder the
success of a consultation. It is important for the manager of the consultation to be
comprehensive in identifying and prioritizing all stakeholders, including the
disadvantaged, voiceless, and marginalized. Those identified will need to be consulted to
varying degrees, depending on level of impact, at strategic points during the life of the
project or policy. Remember that stakeholder identification and involvement are often
context-specific. What works with one consultation issue may not be appropriate for
another.

Special efforts can be made to identify people who are most affected by the project or
policy, such as Indigenous Peoples’ organizations. Cultural awareness and gender
sensitivity are key to identifying relevant stakeholders. In addition, there are often other
interested parties who may be able to influence the outcomes, either because they can
contribute knowledge or ideas for improvement or because they have political influence
that needs to be considered. These might include political groups, labor unions, research
institutes, CSOs, and the news media.

Identifying and consulting with stakeholder representatives, especially community
leaders, can be an efficient way for the consultation organizers to disseminate
information to large numbers of stakeholders, and receive information from them.
However, it is essential that these people are genuine advocates of the views of their
constituencies. Verify that the appropriate representatives have been selected by talking
directly to a sample of representatives for a variety of organizations to ensure that a broad
variety of views are accurately represented. Some questions that could be helpful in
identifying stakeholders and designing the consultation process are included in the
following box.

Identifying Stakeholders

o What benefits/adverse impacts are stakeholders likely to experience?

e Who are the representatives of those organizations or groups likely to be affected?

Who are the voiceless, marginalized, and vulnerable for whom special outreach efforts may have to be
made?

Who is responsible for the implementation, outcomes, and monitoring of this consultation?

Who is likely to mobilize for or against the project or policy?

What influence and importance do stakeholders have relative to each other and to the policy or project?
What interests do the stakeholders have that may conflict or align with the project?

How do stakeholders regard each other?

Which organizations or individuals can contribute financial and technical resources?

¥ International Finance Corporation (1998).

2: Designing the Consultation Process 36




A provisional identification of stakeholders will be required to prepare the consultation
plan. It is important for the managers and organizers to refine and update the list of
stakeholders continually as the project or policy design evolves and is implemented, and
as it becomes clearer which groups are affected by different stages or components of the
project or policy.

Setting clear criteria and a transparent process of selection of the participants will help to
avoid any criticisms of misrepresentation or cronyism. Participants will also dictate the
quality and effectiveness of the inputs into the consultation process. The profiles and
stakeholder identification should help to select the participants.

The process of selection of participants is best carried out by CSOs themselves through
their own umbrella or apex body. These umbrella groups might consist of networks or
federations of CSOs. It is important to monitor which groups or individuals are omitted
when CSO self-selection occurs. When such gaps are recognized, appropriate
arrangements should be made to fill them. Gaps might be filled by conducting separate
consultations, for example, among Indigenous People’s groups that are omitted. In cases
where representative groups do not exist for selected sections of society, or groups lack
the capacity to participate, the Bank may need to promote efforts to develop the
necessary capacity to participate in such consultations.

The Bank can reduce the dangers of bias by taking the advice of staff who are most
familiar with civil society in the country, such as the Country Office Social Development,
Civil Society, or External Affairs specialists. The Bank might also request the advice of
credible leaders in civil society; ensure that participants represent the full range of groups
and interests that exist by gender, ethnic origin, region and social class; and can use an
objective selection criteria for participants. The selection criteria can include an
organization’s record of performance and credibility among its peers. For example, if an
organization claims to represent the poor, it is important to establish that this organization
is genuinely close to poor people’s experiences and views and that the organization’s
leadership is accountable to its membership.

Bank staff should be transparent in the criteria used to select those CSOs that will

participate in consultations. The Bank has identified the following criteria for selecting

those CSOs that can be valuable participants in consultations®:

e Credibility: Acceptability to both stakeholders and government; ;

o Competence: Relevant skills and experience, proven track record;

e Local knowledge;

o Representation: Community ties, accountability to members or beneficiaries, gender
sensitivity;

15 Adapted from The World Bank, Operations Manual (2000).
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e Governance: Sound internal management, transparency, financial accountability,
efficiency;

e Legal status; and

o Institutional capacity: Sufficient scale of operations, facilities, and equipment.

Participants can be selected for consultations in the following ways:
o Directly by CSOs and their umbrella networks;

o Recommendations from umbrella networks; and

e Through Bank-established criteria.

Ensure that adequate information is provided well in advance of the consultations, and in
a language and style that is appropriate for the stakeholders. Texts should be simplified,
jargon should be avoided, and translations of texts should be made into local languages.
If strategy or other draft documents cannot be shared in their entirety, a summary can be
prepared and the consultation should start with a verbal briefing. Staff should be as open
and transparent in their interactions as possible, and provide stakeholders with enough
information to participate in an informed manner, without jeopardizing negotiations with
governments or other entities.

Staff with experience in organizing consultations emphasize the need to communicate the
purpose for which civil society input is being sought and the concrete output that is
expected. In some cases, emphasizing the purpose can overcome suspicion, focus a
consultation, and manage expectations. Two factors are particularly important - the
timely distribution of information and accessibility of information in local languages for a
nontechnical audiences.

Suggestions for information preparation and dissemination to stakeholders include the

following:

o Bank staff should be familiar with The World Bank Policy on Information Disclosure
(see the following box).

¢ Notification about the consultation should include specific information on how, when,
and where stakeholders can participate. In general, the most effective notification
will be highly visible to the target audience, will be delivered early, will use more
than one communications method, and will be repeated shortly before major events.*®
Prepare short analyses in the local language, eliminating technical Bank language.

o Hire an external consultant familiar with the subject of the consultations to prepare
stakeholder materials;

e Prepare one-or-two-page short explanations of Bank terms and acronyms and a
description of the project or policy cycle, where relevant.

e Make information available through Public Information Centers.
Establish a depository for public World Bank documents in a national library,
university department, or in the offices of selected civil society umbrella groups.

16 The World Bank, Environment Department (1999).
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o Use civil society networks to distribute information.
e Post notices and minutes of meetings on government, Bank, or selected CSO
websites.
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Techniques for Conveying Information

Type Key Points Advantages Disadvantages
Printed e Textshould be simple, | e« Direct e Demands specialized
materials: non- technical, and in e Can impart detailed skills and resources
information local languages information e Not accessible to the
bulletins, e Should provide clear e Provides additional poorly educated or
brochures, instructions on how to avenue of reaching some illiterate
reports obtain more stakeholders

information e Yields a permanent record
of communication
Displays, e Can be designed to e  May reach previously e  Costs of preparation
posters and inform and to collect unknown parties and staffing
exhibits comments e  Minimal demands on the e Insufficient without
e Should be located public supporting techniques
where target audience | o  If well designed, may e Demands specialized
gathers or passes have strong impact skills and resources
regularly
Print media e Pressreleases and e Can disseminate a large e Loss of control over
press conferences can amount and wide variety presentation and
be tied to key events of material interpretation
o |dentify newspapersor | ¢ Can provide detailed o  Media relationships are
magazines likely to be information demanding
interested and able to e Offers both national and e  Press may be an organ
reach the target local coverage of political parties or
audience e Can reach most literate the government
adults e Excludes the illiterate
and the poor
Electronic Determine level of e May be considered e Time allocated may be
media coverage (national or authoritative limited
local), types of viewer, o Reaches broadest possible | ¢  May be costly
perceived objectivity and audience
type of broadcast offered e Many people have access
to radio
Advertising Requires good preparation | e  Retain control over e May engender
and targeting presentation suspicion
e  Useful for announcing o May be costly
public meetings or other
activities
Formal or Can be arranged by request | e  Useful for groups with e May raise unrealistic
informal for a particular group specific concerns expectations
information e Allows for detailed e If informal, attendance
sessions discussions of focused may be difficult to
issues predict
Summarizing | Explain how comments e  Provides useful feedback Time|consuming
comments were incorporated into final | e  Can be posted on Internet | Less accessible to
product stakeholders without
computers.

Source: Adapted from World Bank, Environmental Assessment Sourcebook, Update No. 26, May 1999.
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In 2001, the Bank’s disclosure policy was updated to allow more Bank documents to be publicly disclosed.
Staff should be familiar with this new policy before proceeding with consultations. The Bank’s Disclosure
Help Desk is a valuable guide in determining which documents can be publicly released. These documents
are more likely to be available in a larger variety of languages as well, because in July 2003, the Bank
Board approved an expanded framework for translations.

See the website for more information. http://www1.worldbank.org/operations/disclosure/.

The most effective consultation process will use a variety of methods to
! ensure that the views of diverse stakeholders are taken into consideration.
The use of different techniques can help to balance the views of the organized interest
groups with those of the unorganized.

A consultation’s process and techniques should match its objective and be compatible
with the level and expertise of the participants and target audiences. These techniques
will vary substantially, depending on the scope of a consultation. A consultation for a
global or national strategy may involve a complex design that begins by devising a
rigorous communications strategy and the selection of key external partners who can help
identify multiple techniques for the consultation process. The methods used and reporting
channels should be explicit and should be agreed to by the participants in advance.
Participants also should be given a timeframe in which they can expect to receive
feedback on how their comments were taken into account in the final document or
product that was the subject of consultations.

One of the keys to designing the process is to solicit design assistance from expert
consultants. An experienced facilitator who is skilled at managing group processes
should be identified (see Workshop Facilitator Role). Workshops that utilize innovative
technology could help to synthesize large amounts of information. In addition to a
facilitator, a rapporteur is necessary to record key points. Often, a rapporteur will not
keep detailed minutes because this activity may tend to stifle discussion. Rather, the
tasks are to track the progress of the discussion, themes, points, and areas of substantial
agreement or disagreement. Make sure that commitments and next steps are summarized
at the end of the meeting, and it may help to video or audiotape the proceedings.
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Workshop Facilitator Role

A description of the responsibilities of an external facilitator may include:

Before the meeting, help develop the agenda;

Help groups define or redefine and achieve desired results;

Stay neutral and do not provide input or comment;

Create a safe environment for open discussion;

Seeks maximum appropriate participation from all group members. Ensure that all participants have
an opportunity to speak and receive respect for their contributions;

Keep group on track towards their desired outcomes;

Guide the process of the meeting and makes suggestions for alternatives;

Makes sure the recorder is keeping up in writing down all valuable information;

Designate someone to keep track of time and helps to stay on time.

Characteristics of a good facilitator include:

Familiarity with the subject;

Neutral to the topic of discussion;

Good reputation with both CSOs and entity sponsoring consultations;

Ability to engage the audience, encourage participation, keep people’s attention and keep the
discussion moving;

Ability to level unbalanced interactions, especially when there are power differences among
stakeholders;

Ability to guide and listen.

Orientation/introduction to the Bank, a particular subject, project, or policy under
discussion at the beginning of the consultation process will ensure that all participants
have the same basic information and understanding of the subject. This may be done
during information dissemination or at the beginning of a meeting.

Skills training or some type of learning activity may be required for organizers and
participants. The Bank’s Participation and Civic Engagement Group, Social
Development and External Affairs Departments jointly organize multi-stakeholder
consultation workshops to Bank staff and clients to enhance the skills and knowledge
on conducting consultations. The World Bank Institute and other Bank departments
also organize multi-country workshops relating to implementation of PRSPs to share
lessons learned among Bank staff, clients, and other stakeholders. See Argentina
Project.

Questionnaires, surveys, or public opinion polls are useful when specific responses
are required on specific issues. These techniques can rapidly show who is interested
and why. The results could be used to provide a framework for the consultation
process. Experienced firms familiar with the techniques and with the issues could be
utilized for this aspect. See the Poland Country Assistance Strategy as an example of
how the results of a nationwide poll can be used in consultations. The case on El
Salvador (following box) shows how the Bank country team used technology, called
“Option Finder,” for a survey questionnaire in the consultation process.
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o Debates can help citizens to understand issues from different perspectives. As Annex
A indicates, this technique was used successfully in Georgia during CSO
consultations on a draft document for a Poverty Reduction and Economic Growth
Program. Debates can also enhance civil society’s recommendations for
improvements in development strategies.

-
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L Using New Technology in El Salvador Country Assistance Strategy Consultations

The EI Salvador CAS consultations used an innovative software tool called “Options Finder.” In this
example, the Options Finder allowed virtual ranking of anonymous responses to a survey of focal groups
selected from civil society groups, government and donor representatives. Upon careful design by the
World Bank’s country team, the survey questionnaire was used to examine the main CAS topics, including
the national agenda, the role of the Bank, the priorities of the CAS portfolio, and the perceived risks of the
CAS.

A comparison of responses from selected representatives of stakeholders facilitated the shaping of the
overall framework of the World Bank in-country strategy by incorporating early and detailed input from
stakeholders. The technology proved to be particularly helpful in promoting participation, building
consensus and enhancing transparency. Lessons from this experience pointed to the risks of providing too
little time for broad debate and allowing only limited representation of informed stakeholders and
suggested ways to offset these risks.

Source: Jose R. Lopez-Calix, “Using Innovative Technology in Country Assistance Strategy Consultations: The
Experience from El Salvador, ” in “Thinking Out Loud I11,” The World Bank, Washington, D.C., Spring 2002.

o Interviews with key informants or leaders in civil society by phone or face-to-face
can be useful to get a sense of the public’s perception on the issue. To be systematic,
a list of guiding questions for the interview should be developed. Interviews can also
lead to more structure ways of gathering information, such as focus groups.
Beneficiary assessments (described in the following box ) is a useful tool to gain
information on the socio-cultural context and perceptions of populations that can
inform project teams and policy makers.
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s Beneficiary Assessment: A Method for Stakeholder Consultation

Beneficiary Assessment involves systematic consultation with project beneficiaries and other stakeholders
to help identify and design development activities, signal any potential constraints to their participation,
and obtain feedback on reactions to an intervention during implementation. A Beneficiary Assessment is
an investigation of the perceptions of a systematic sample of beneficiaries and other stakeholders to ensure
that their concerns are heard and incorporated into project and policy formulation.

The general purposes of a Beneficiary Assessment are to systematically listen to the voices of the poor and
other hard-to-reach beneficiaries, highlighting constraints to beneficiary participation; and to obtain
feedback. For more information and examples of Beneficiary assessments, see Salmen, Lawrence F.:

o “Implementing beneficiary Assessment in Education: A Guide for Practitioners (with examples from
Brazil),” Latin America and Caribbean Regional Series, Paper 25, Environmentally and Socially
Sustainable Development Network, The World Bank, Washington, D.C., September 1998;

o “Beneficiary Assessment for Agriculture Extension, A Manual of Good Practice,” Good Practice Note,
Rural Development Family, Agricultural Knowledge & Information Systems, The World Bank,
Washington, D.C., October 2000;

“Beneficiary Assessment, An Approach Described,” Social Development Paper 10, Environmentally and

Socially Sustainable Development Network, The World Bank, Washington, D.C., August 2002.

e Focus groups may be used to brainstorm or test possible objectives and scenarios
among a cross-section of interest groups in order to assist in planning the consultation
process. Focus groups are small meetings of people chosen among stakeholders. The
mix of people will depend on the purpose of the consultation. These small groups are
designed to generate qualitative insights rather than quantitative information. The
number of participants should be restricted to 15 or less. Focus groups generally last
about 2 hours and the discussions among participants are guided by a skilled
facilitator. Link to Social Analysis: Selected Tools and Techniques,
http://Inweb18.worldbank.org/ESSD/sdvext.nsf/61ByDocName/Social AnalysisSelect
edToolsandTechniquesRichard AKruegerMaryAnneCaseyJonathanCDonnerStuartKir
schJonathanNMaackSDPNumber36June2001/$FILE/SDP-36.pdf.

e Workshops are seminars or series of meetings for intensive study, work, or
discussion in a particular field. Workshops may be designed to achieve specific
outcomes, brainstorm issues, and analyze past challenges and achievements. They
may also be designed to envision a future scenario or enhance understanding of a
certain subject. For example, in the Colombia Country Assistance Strategy, a series
of workshops were conducted with stakeholders. Each workshop had different
objectives and used appropriate methodologies — including the logical framework and
consultation software — that were suited to the specific consultation objectives and
target audiences. One of the workshop models envisioned the future and analyzed the
past and present. Each of the workshops was sequenced to build on the information
from the previous workshops. [Link to Social Development Paper 33.]
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e Roundtables focused on specific issues can encourage dialogue on specific topics.
The participants of a roundtable are usually experts or practitioners in the specific
topic. Roundtable discussions are used when events are unprecedented and when all
participants have an equal status in addressing a particular issue. (See the Dominican

Republic example.)

o Call for written comments can be made to the public. The consultation should
define a reasonable period of time for receiving comments and select the methods for
submitting comments, for example, via email, letters, or phone. The call should be
clear about how the public will be informed about the actions taken, for example,
synthesis of the comments and responses may be posted biweekly on the Internet.

e Issue papers or concept notes are often helpful in disseminating background
information on subject specific areas. Written comments can be requested for these
papers.

e Electronic discussion (e-discussions) should be used as a complement to other
consultation methods. E-discussions can be a moderated discussions on specific
topics. They may be held through list serves or on a website in which comments on
specific document are posted. E-discussions can be an electronic mailing list that
connects people who wish to discuss a particular development topic, document, or
policy. The advantages to these discussions include lower costs and the ability to
reach larger audiences. The disadvantage is that access to the Internet may be limited
in some countries. Thus, electronic means are best used as a tool complementing
other consultation methods, such as face-to-face interviews or other events.

1
2 World Bank Development Forum — An Online Venue

The Bank’s Development Forum conducts an online venue for sharing knowledge on a rich and diverse
range of development topics for the greater development community. It provides the Bank with a tool for
obtaining feedback on documents and policies from CSOs, academics, other donors, and individuals. Since
1998, the Development Forum has organized and hosted more than 80 public and 180 private discussions.

Visit www.worldbank.org/devforum The Development Forum toolkit is an excellent resource for tips on
organizing electronic discussions.
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= Engaging Citizens Online for Better Policy-Making, OECD Policy Brief

The OECD Policy Brief on Engaging Citizens Online for Better Policy-Making highlights policy lessons
from experience in OECD member countries and suggests guiding principles for successful online
consultation. One important factor is the ensure the integration of online and traditional methods for citizen
engagement in policy-making. Both in terms of providing information on the policy issue or the online
engagement exercise itself (e.g. through posters, printed brochures, local press) and when providing a range
of options through which citizens may provide feedback (e.g., post, telephone, fax, as we well as email or
on-line discussion forums).

To be a successful complement to other consultation techniques, online deliberations should be
competently and constructively moderated. The policy brief provides important guiding principles, tools
for different stages, issues for evaluation, and main challenges for online engagement that should be
reviewed prior to embarking on an online consultation.

Source: Organization for Economic Cooperation and Development, Engaging Citizens Online for Better
Policy-Making, OECD Policy Brief, March 2003. Available online at
http://www.oecd.org/dataoecd/62/23/2501856.pdf.

e Large forum or community meetings are useful for imparting information to broad-
based groups. However, they are not always effective as a method of gathering
information or soliciting inputs. These types of events need careful preparation and
guidance to make sure they do not go off track. A strong moderator and skilled
facilitator are essential to keeping the discussion focused on the issues. A well-
designed and clearly communicated process is necessary to ensure that input is well
informed and that each participant has the opportunity to comment. Make sure that
the methods fit the subject, the audience, and the scope of the issue.

o Public hearings are formal meetings before which evidence is presented or testimony
is heard. They are open to all who want to attend, but invitations may be issued to
honorary guests. These could be chaired by a government official and may include a
panel of experts. (See the Argentina Project.) Public hearings are based on
documents that are more readily available to the public. A country director or task
team leader may feel it is appropriate to share draft materials during a consultation.
This has been done in consultations for drafting the Bank’s country assistance
strategies.

More detailed information on methodologies can be obtained from the following
websites.

World Bank websites on participation and civic engagement:
www.worldbank.org/participation.

Tools and methods for participation:
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World Bank Participation Sourcebook.

The Bank’s Social Analysis website includes descriptions of methods:
http://Inweb18.worldbank.org/ESSD/sdvext.nsf/61ByDocName/Social Analysis.

Both national and international CSOs have a wealth of experience in community
consultation, and can serve as an interface between communities and institutions. CSOs
also offer expertise in conducting participatory methods and skills in facilitation.
Additionally, government departments within countries may have already established
guidelines and mechanisms for multi-stakeholder consultations.

The process design may include holding a series of consultations at different locations on
a subject of importance to many groups throughout the country. Decentralizing the
consultation processes increases representation and may reduce travel costs. It also
means choosing venues that are easily accessible to participants. For Bank staff this
means thinking through issues of security, convenience, and accessibility, and finding
meeting space in which participants can express their views freely. Ideally, consultations
will be held both in the capital and in locations outside it, unless the consultation is
project-specific and the impacts of that project are limited to a small region or area.

A neutral location should be chosen for consultations. Meetings conducted at a Bank
office may be intimidating to some participants. Universities may provide neutrality, but
they also may be unfamiliar territory to some CSOs. Be aware of cultural, religious, and
gender considerations. In addition, sites should be chosen that provide easy access to the
disabled, elderly, young people, and others with special needs.

Click here for an example from Pakistan in which a part of the consultation occurred at
the sites of proposed water drainage systems in order to solicit farmer opinion about the
technical design of the equipment to be installed.

Synthesizing vast amounts of information is a challenge and should not be
underestimated. It is important to systematically record and analyze the data coming
from written and verbal comments that are gathered during consultations. This includes
incorporating information from meetings, workshops, debates, seminars and interviews.
But it also means incorporating information from related reports and assessments, and
from moderated, online discussions. The synthesis and analysis of all this information is
crucial because it forms the basis of any needed modification to policies, strategies or to
the design of projects from the collective perspective of CSOs.
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E]\fﬁ In a description of analyzing focus group comments, Krueger and Casey’

provided the following tips for analyzing participants’ responses that may be useful for

consultations:

e Words. The actual words used during a consultation and meanings of those words
may differ according to who is speaking, especially in different languages and
cultures.

e Context. Responses may have been triggered by another question or comment.
Interpret the comment with its environment in mind.

e Frequency. Do not assume that frequency - how many times a comment was made -
is an indicator of importance. Sometimes, the issues that are discussed most often are
most important ones.

e Extensiveness. This measures how many different people made a comment and
make give a sense of the degree of agreement on a topic.

e Intensity. Some people feel passionate about a specific topic, but transcripts do not
always reflect the voice tone or emphasis.

o Specificity. Specific responses that are based on details of personal experience are
more helpful than those that are vague.

e Finding big ideas. Step back from the details and focus on the big picture.

In incorporating the input from the consultation into a project or policy, participants
should be asked if their views are accurately reflected. This is part of the feedback
process to a consultation and it also serves as a check for accuracy. During the
consultation process, any given activity can conclude with a summary of what was heard
during the process. This allows participants to respond to the accuracy of the summary
and can help to incorporate their inputs accurately into the reports. If a synthesis draft is
prepared, the reasoning for omitting certain viewpoints should be made clear. If this does
not occur, many participants may become reluctant to engage in further consultations.

Feedback to participants in consultations is crucial. The feedback process builds the
relationship for future consultations and interaction. It also demonstrates to governments
that the Bank values the process of consultation and can provide a good example for
governments to follow. When regional consultations are held before a national
consultation, participants in the regional consultations should be kept informed of the
results of the national consultation. If consultation changes the shape of a project,
participants should be informed of how the original design was modified to reflect their
input.

7 Richard Krueger and Mary Anne Casey (2001).
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Guidelines for Feedback

Feedback from consultations should include the following:

1. A written summary of what was heard during the consultation, inviting corrections and omissions.
This should be sent to participants shortly after the consultation, and participants should be given
adequate time to comment on it.

2. Alist of points made during consultations that the Bank or a government accepts and another list of
those points that are not incorporated in the final documents. Give reasons for these decisions.

3. Anaccount of any future steps or actions that the Bank or a government is planning to take.

4. Regular progress reports on the consultation process, which will help to recognize the time and
experience contributed by the CSOs.

5. An acknowledgment of the participants’ contributions. Many CSOs give very generously of their time,
energy, and expertise in the process. Their continuing engagement needs to be encouraged.
Acknowledgement and thanks can be in writing and a list of participants can be included in the
proceedings.

Methods for feedback could include a combination of:

Community meetings;

Written reports after each phase and at the end of the process;

Placing reports on the Internet;

Presentations at community and consultative group meetings;

Posting summary of comments in public places; and

Publishing a summary of comments and final results in the local newspaper or making an
announcement on local radio.

Many civil society organizations give generously of their time and it is important to
acknowledge their contribution of time, ideas, and recommendations to the process.
Being gracious about CSO contributions will help to spread goodwill and mitigate some
of the consultation fatigue that organizations tend to experience. Acknowledgment can
take the form of a “thank you” letter, recognition of the participants by providing a listing
of them with documents that follow up on consultations, and verbal appreciation.
Acknowledgement should also leave the door open for future engagement on the same or
other issues.

An important step in the consultation process is the ongoing evaluation that should help
the organizers to determine how to improve and correct procedures in mid-stream.
Planning for the evaluation should be part of the design phase. Evaluation of the process
should involve at least two simple tasks: 1) participant evaluation of the event or an
activity, which may be written or oral; and 2) debriefing of staff and organizers during
and at the end of the consultation process. The evaluation should help to:
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e Determine if the consultation was successful. This determination should be based
on the answers to these questions:

>
>
>

>
>

Were the desired outcomes reached?

Were stakeholders given the opportunity to have their views heard?
Were all stakeholders involved, including marginalized and vulnerable
groups?

How were the comments incorporated?

Did the stakeholders’ views influence the issues and key decisions?

o Evaluate the impact on the issues. After a consultation, one of the key issues is to
decide whether the consultation process acted to improve Bank or government
decision making, and whether the process resulted in improvements to project design
or implementation. Beyond a simple yes or no, this type of evaluation should include
a discussion of how and to what extent the consultation made a lasting contribution
and whether the process also served to alter the views or activities of CSOs involved
in the subject matter of the consultations.

o Learn from experience. Evaluating and sharing results enable the organizers to
learn from the activities and to improve future consultations.

Beyond participating in consultations, civil society organizations remain key stakeholders
as well as a significant factor in development. They participate in the design,
implementation and monitoring of several policies, programs, and projects. The profile
of civil society feeding into the preparation of consultations can also inform civil
society’s participation in the implementation and monitoring of policies, programs, and

projects.
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Summary: Tips for effective consultations

Ensure consultation is a two-way process in which the Bank or governments and CSOs that are
consulted both gain information.

Plan well, and make sure adequate time and resources are available.
Work in partnership with governments or keep the governments fully apprised of the process.

Give CSO umbrella organizations a clear role in designing the process and in CSO selection.

Make sure the ground rules are clear and acceptable in advance, that CSO expectations are not inflated,
and that CSO views are considered seriously. Endeavor to ensure all parties have been easily able to
access the consultation process.

Ensure an appropriate diversity of CSOs. Demonstrate respect for the views of all parties and for
cultural and social diversity of participants. Value all participant’s knowledge and skills.

Use country office civil society or social development specialists and other sources of local
knowledge.

Make sure adequate information is available in advance, in the appropriate language and style.
Information should include background to focus comments on key issues and on the parameters of the
consultation process.

Receive as well as transmit: listen carefully and note CSO experience and opinions.

Use a professional facilitator who can encourage relevant dialogue and use creative strategies to
explore areas of disagreement.
Focus on future actions where possible.

Send participants a note of the meetings shortly afterwards, inviting corrections and omissions of the
proceedings.

Give further feedback on which points have been accepted and which were not accepted. Explain the
decisions made.

Follow-up after the process concludes, especially if it is possible to offer opportunities for
collaboration.

Maximize transparency: make available as much documentation as possible.

Encourage “trialogue.” This means engaging governments to the fullest extent possible in Bank
consultations and encouraging a positive environment for government and civil society partnerships.

Source: The World Bank, Consultations with Civil Society Organizations General Guidelines for World
Bank Staff and Australian Capital Territory Government, Consultation Manual 2001.
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Annex A: Examples of Consultations

Objectives

In 1998, the World Bank analyzed the implementation of its 1991 Forest Policy

Implementation Review and Strategy in order to develop a new strategy for its work in

the forest and related sectors. The objectives of the Bank review process were to:

o Identify key forest related constituencies from the private, public, and voluntary
sectors;

o Consider the views of all key forest-related constituencies to ensure broad
involvement of these stakeholders in the policy review and strategy development
process;

o Identify a broader set of issues that had impacts on forest resources in Bank client
countries and related sectors, including consideration of alternatives for addressing
these issues;

e Contribute to the building of consensus on a global strategy which would involve all
stakeholders in preserving and managing forests in the context of sustainable
development and poverty alleviation; and

o Assess stakeholder perspectives on the advantages and disadvantages of the Bank’s
role in forest sector development.

Process

The process was designed as a two-way consultation that incorporated the principles of
disseminating information and providing clear feedback channels. This process was
designed to ensure that the Bank’s forest strategy complemented other Bank activities
and provided a basis for consensus-building among stakeholders.

The process focused on three types of consultations — issue-based, regional, and global.

Consultations occurred in a variety of ways — through public meetings to discuss specific

forest sector issues, regional workshops designed to explore these issues in greater depth,

and through ad hoc presentations designed for other, non-Bank related forest sector
meetings. More detailed descriptions of the three types of consultations include the
following:

e Issue-based consultations: The first phase of consultations were designed to gather
input from stakeholders. In addition to making ad hoc presentations to existing
meetings on both environment and forestry issues, the Bank organized experts’
meetings to seek input on specific analytical studies as part of its proposed forestry
policy implementation strategy.

¢ Regional consultations: Nine regional consultations were convened to assess
findings on the proposed forest policy implementation strategy. These meetings
specifically aimed to examine a) areas in which the Bank should focus its efforts and
b) areas in which the Bank could enter into partnership with other entities.

o Global consultations: The Bank built on local and regional consultations by
convening a technical advisory group to advise the Bank on its forestry strategy. The
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technical advisory group was drawn from participants in regional consultations and
from others with expertise in the field.

The process was managed by the forest team within the Bank’s Environment and Socially
Sustainable Development Network. The team worked closely with counterparts in
regional departments, and built on ongoing Bank dialogues by taking part in existing
processes that had impacts on forest sector policies, including stakeholder meetings
sponsored by the Bank as part of its regional assessments and consultations within client
countries. This level of participation in other Bank activities enhanced the forest team’s
analysis of current thinking on particular subtopics of interest. These discussions were
reinforced through the formation of a Technical Advisory Group that was drawn from
stakeholders active in these various efforts.

Participants

More than 350 individuals from more than 75 countries participated in the regional
consultation meetings. These participants represented more than 260 different
organizations from public, private, and voluntary sectors. As part of this project, routine
communications were established with more than 650 people through email distribution
lists. Participants were drawn from three major groups — the public sector, private sector,
and the voluntary sector. Public and private sector selections were mostly made by Bank
regional staff who were familiar with the people who could best contribute to the
discussions. Selection from the voluntary sector, which consisted of nongovernmental
organization and indigenous peoples groups, was carried out through self-selection
processes.

To provide some assurance that the consultation process remained open and transparent,
the entire Forest Policy Implementation and Review Strategy was undertaken working
closely with the World Conservation Union. The Bank envisioned the World
Conservation Union as providing an important bridge to other stakeholders.

Outcomes and Lessons Learned

In general, the consultations helped to validate existing ideas, to identify priorities and
concerns of stakeholders, and in building consensus. For many people, these fora also
represented one of the few times when community activists interacted at length with
World Bank staff. The fora also served to enhance CSO networks — many participants
decided to form their own alliances to continue working together on issues of mutual
concern.

Value of the process design and methodology

The Bank also gained valuable experience in the process design and methodology used
for these consultations. One of the most important lessons learned came from the
formation of the advisory group. Because that group was drawn from international
experts, as well as those with expertise in their own countries and regions, and because
these specialists represented diverse backgrounds, the Bank was able to ensure that
information on issues from the various regions were transmitted to the global level. This
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advisory committee also served as a bridging mechanism to bring stakeholders into the
global public policy debate.

Participant selection process

The Bank identified three groups from which consultations participants should be drawn.
These three groups were the public, private, and voluntary sectors. One of the lessons
learned from this experience is that while key participants should be identified before
consultations begin, all meetings should be open to all who wish to attend. The Bank staff
made a decision early in the design process that while a number of people would be
invited to attend meetings, the registration process would be set up for others who wished
to attend at their own expense. This system worked well, although it caused some
logistical problems. An advance registration process helped reduce but did not eliminate
this uncertainty.

Other lessons learned from the selection process included the following:

o Nongovernmental and indigenous peoples groups should be selected separately. Do
not assume that the process used or representatives selected from nongovernmental
organizations will be the same as those for the representation on indigenous peoples
groups.

e Funds must be provided to the focal points to conduct a self-selection process; and
amble time (about 3-to-4 months) should be allocated for this process.

o Focal points can be identified through existing networks and groups that are
organized around the topics to be discussed in consultations.

o Self-selection reduces the Bank’s involvement (and thus potential criticism) in the
participant choices for meetings. But self-selection also means there is no control
over the selection of individuals.

e The Forest Implementation and Review Strategy team aimed to obtain the
participation of a variety of nongovernmental organizations, but actual participation
came primarily from environmental groups. Few of these participants had expertise
in social development, human rights. If a broader range of organizations is needed
for consultations, this goal must be clearly specified at the outset and taken into
account when working with focal points.

Communications lessons learned

Communications with stakeholders must begin early in the consultation planning process,

and the use of Internet communications must be carefully designed to meet the needs of

stakeholders with limited computer capacity. Some lessons learned from
communications with stakeholders included the following:

e A clear consultation plan after initial discussions allowed Bank staff to communicate
the objectives of the process to stakeholders and to indicate clearly show stakeholder
input would be considered:;

e Providing and disseminating a brief overview and timeline of the entire process
proved useful. The overview included information about when key meetings were to
take place, key documents that were distributed, and the ways in which feedback are
provided; and
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o Relations with stakeholders are enhanced when stakeholders understand realistically
what they can expect to merge from a consultation process.

The Forest Policy Implementation Review Strategy team, as part of the consultation
process, had created an external website where all documents related to the consultation
process had been posted. The site was designed for feedback to participants, and provided
used logical details and registration procedures for regional consultations. As part of the
website creation, the Bank had established a discussion forum on the website so that
interaction could occur among participants.

However, the discussion forum was never used and the website was not as fully utilized

as it might have been. From this limited utilization, the Bank drew the following

conclusions:

o Website designs should be kept simple, with limited graphics;

e Internet access may not be available to many and materials must also be distributed
through other channels;

e Little interest may be generated in an online discussion forum;
To ensure that online questions are answered promptly, have someone monitor
incoming emails and other requests.

Working with an external organization

The Bank conducted its consultations by working closely with the World Conservation
Union, an organization that advised the team on aspects of the process, helped to design
the consultation process, and helped to ensure that the process was open and transparent.
Both advantages and disadvantages to this collaboration were evident. The advantages of
this collaboration were that the World Conservation Union was able to provide the Bank
with a unique perspective. However, the association with the World Conservation Union
did generate much debate both with other CSOs and between Bank staff and the staff of
the World Conservation Union.

Comparing issue-based, regional, and global consultations

The issue-based, regional, and global consultations were all designed to feed the forest

policy debate and provide strategic input into the Bank’s review of its strategy. Each

type of consultation had specific contributions to the consultation process. These
contributions included the following:

o Issue-based consultations: These provided useful venues for bringing together often
divergent opinions on key subjects. Participants were able to identify and address
areas of agreement and disagreement. Thus, these consultations added to the
consensus-building model.

o Regional consultations: There was some debate about the value of this format, as
proposed to country meetings. The regional meetings, however, proved useful in
gauging emerging trends or similar ideas, although there was considerable diversity
within regions. The regional meetings did bring together groups of participants who
might not otherwise meeting, and thus helped to create informal networks. Regional
meetings also provided an opportunity for local concerns to be raised and carried
through to global-level discussions.
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o Global consultations: One of the goals for all three types of consultations was to help
the Bank staff to engage and the global level more effectively by taking stock of
ongoing discussions and to be a useful conduit in ensuring that local and national-
level issues were drawn into global processes. As the issue-based and regional
consultations fed information to the Bank’s staff, the Bank was able to take a more
active role in other international processes relating to forestry. Specifically, the Bank
was able to more actively engage in the Intergovernmental Forum on Forests and the
Inter-Agency Task Force on Forests.

A
ey

- Click here for the publication on Forest Policy Implementation Review and

Source: World Bank, Forest Policy Implementation Review and Strategy, April 2001.
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Objectives

The Polish public participated in a Bank country assistance strategy for the first time in
1997, when Bank staff held the first of two public consultations. The 1997 consultation
did not produce the desired outcome of providing the Bank with a wide variety of views
from stakeholders on the future activities of the World Bank Group in Poland. Asa
result, the Bank analyzed the mistakes made in the 1997, and in the summer of 2001, a
Poland country team launched a program of CAS consultations with representatives of
the Polish civil society.

The country team used the consultations as an opportunity to solicit the respondents’
views on a set of wider topics such as the awareness level about the Bank in Poland, the
respondents’ perception of the key developmental challenges faced by the country as well
as their opinions about the functioning of the Bank’s office in Warsaw.

Process

This consultation process was based on a series of strategies that focused not only

meetings with stakeholders, but also encompassed a baseline opinion survey of

stakeholders, in-depth interviews with people familiar with the Bank’s work in Poland,

and electronic consultations. The consultation process began early in drafting of the CAS

in order to better incorporate stakeholder feedback into CAS planning. The sequence of

Bank-sponsored consultation activities included the following:

o A baseline survey of Polish households, carried out in June 2001;

e An electronic consultation through the Poland Country Office website from February
through May 2002;

o A program of in-depth interviews conducted with 58 selected individuals familiar
with the activities of the World Bank in Poland, from January through February 2002;

o A series of consultation meetings held in Poland’s three major cities: Gdansk,
Warsaw and Katowice, April 17 — 19, 2002; and

o Two meetings with local political figures and representatives of the City Council of
Szczecin and neighboring regions and of business community on August 13, 2002.

Publicizing the consultations

To obtain unrestricted feedback, the baseline survey and the in-depth interviews were
conducted by external contractors. The material obtained from these proved useful
background for the CAS and for the consultation meetings. The public meetings were
organized by the Bank’s Warsaw Office, but they were prepared and facilitated by two
professional moderators from Poland, who ensured that the consultations proceeded in an
informal yet structured fashion. The list of invitees was drawn by the Warsaw Office
with input from three local CSOs that circulated the information about the CAS
consultations and the forthcoming meetings among their contacts. These CSOs also
provided a list of NGO representatives to be included in the consultation meetings.
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Additionally, the information about the public consultations was placed on the Country
Office website.

Baseline survey

The baseline survey covered a nationwide sample of 1,200 households in order to provide
baseline data on stakeholders’ socio-economic status and concerns. Survey results
showed that 69 percent of the country’s adult population had some knowledge of the
World Bank’s activities in Poland. Of those knowledgeable about the Bank’s activities, a
total of 78 percent had favorable opinions about the organization, 8 percent had
unfavorable opinions and 14 percent expressed no opinion. These results indicated that a
majority of Polish households held a favorable opinion of the Bank, particularly
compared to other international organizations active in Poland, such as the United
Nations.

Internet consultations

Polish and English language drafts of the CAS were placed on the Warsaw Office’s
website starting mid-January 2002. With this public access to the draft document, a
number of CSOs submitted and individuals submitted comments, and the public
comments, in turn, were placed on the website.

Consultation meetings

Each meeting associated with the consultation process consisted of two parts. During the
first session, the discussion focused on gathering information about the country’s social
and economic situation and the key challenges that the Bank should address as part of its
CAS. Participants were encouraged to review the analysis available within the proposed
CAS and to comment on issues that participants considered to be poorly addressed or
missing from the analysis. The second and the final round of discussions focused on
soliciting participants’ views on the way forward for the Bank’s CAS, with a special
emphasis on how the Bank should address the country’s social and economic challenges
through the CAS. During this final session, participants were asked to compare their
views with recommendations offered by Bank staff in the draft CAS document.

Most discussions at the consultation meetings took place in small working groups that
reported their observations and recommendations to larger groups in plenary sessions.
The fact that the meetings brought together a variety of participants representing various
backgrounds and institutions contributed to intense debates during the plenary sessions.

In-depth interviews

A series of in-depth interviews, targeted at a wide spectrum of civil society
representatives, such as politicians, scholars, NGO representatives, private entrepreneurs
and journalists, provided useful information about the country’s economic priorities and
the role of the Bank in addressing these priorities. These interviews revealed that many
community leaders believed the Bank played a valuable role as a catalyst in facilitating
dialogue among government, civil society, and other international donor agencies
operating in Poland. Results of the in-depth interviews also highlighted the
professionalism and competence of Bank staff. The interviewees also praised the Bank’s
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country office in Warsaw for its effectiveness in addressing the country’s social and
economic challenges.

The interviews also revealed strong support for the EU accession process as a means of
providing economic growth for Poland. Interviewees also placed top priority on
addressing key social issues such as unemployment and poverty, and a majority said
these were the issues that should be addressed not only by the government, but also by
the World Bank. The Bank was criticized, however, for its bureaucratic procedures,
communication barriers, lack of adjustment to the local conditions, excessive use of
foreign experts and the failure of those experts to understand local issues. Many
interviewees expressed a preference for the Bank to use more local specialists in their
Polish operations.

Participants

An external organization, the Polish Green Network, which is a part of the CEE
Bankwatch Network, assisted the Bank staff in carrying out these consultations. The
Polish Green Network began its work in December 2001, when representatives from the
Network and a Bank representative conducted a meeting for the Bank’s Director for
Poland and Baltic Countries, as well as for representatives of other CSOs. In that
meeting, the Polish Green Network made a series of recommendations on procedures for
leading the public consultations for the CAS, and the Bank agreed to these
recommendations. The Polish Green Network then transmitted the agreement through
CSO Internet discussion forums, which helped to facilitate participant involvement in this
process.

The methods of interacting with participants varied significantly by the type of
consultation strategy used. The in-depth interviews that preceded consultation meetings
were generally one-on-one meetings. The participants in public consultations were placed
in larger groups, ranging from 32 to 39 people per meeting. Each meeting brought
together a group of representatives of CSOs, professional and business associations,
private and academic research institutions, trade unions, and municipal authorities. All
participants received a copy of the CAS draft strategy in Polish before each meeting.

Outcomes and Lessons Learned

In general, the Bank’s second series of consultations on the Poland CAS was considered
a model process. The multi-dimensional strategy involving CSOs, community leaders,
individual Polish households and academic researchers provided the Bank with
representative opinions of a broad spectrum of Polish society. However, the final version
of the CAS was not yet available to the public at the time of this analysis, and so the final
results of the consultations are not yet known.

The Bank’s extensive consultation process did result in a number of modifications to the
CAS draft document. As one example, the CAS analysis of Polish poverty was
substantially changed as a result of these consultations. The Bank’s staff also made
modifications on its analysis of gender issues, labor markets, education, health, balanced
infrastructure and environment. Although not all stakeholder comments could be
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incorporated into the CAS document, a broader array of comments from civil society
were submitted to the Polish government. In addition, the full text of all the comments
was placed on the Bank’s Warsaw Office website.

As part of the Polish CAS consultation process, Bank staff learned the importance of
having a country team incorporate and integrate results of a CAS into its own work, as
well as the Bank staff’s need to pay attention to the quality of information that can be
gained from the consultation process.

The process also pinpointed the importance of a national government's engagement in the
consultation process. A government’s buy-in to the process helps to ensure its
commitment to social and economic change and a government’s engagement also
provides legitimacy to the results of the consultation process. This is particularly
important in countries like Poland, in which the Bank will operate for only a limited time.

Several best practices facilitated this consultation strategy for the Poland CAS. Some of
the most important practices included securing the support of the Bank’s Country
Director of Poland early in the consultation process, beginning the planning process very
early in the CAS planning process, using a variety of consultation strategies and
sequencing those strategies, sharing management of the process with CSOs, using
external, skilled facilitators, and placing emphasis on providing feedback to participants
in the consultation process.

Sources: Poland Country Assistance Strategy and Jan Pakulski, World Bank, presentation at Stakeholder
Consultation Workshop, World Bank, Washington, D. C., March 2003.
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Objectives

In 2000, the Government of Georgia drafted an interim Poverty Reduction and Economic
Growth Program (PREGP) for Georgia. The government, with support from the Bank
immediately began planning civil society consultations on that document, with the
objective of incorporating the views of CSOs in the final strategy document. Toward this
goal, on July 1, 2000 the President of Georgia signed a decree to provide support for the
Organizational Activities for Elaboration of Poverty Reduction and Economic Growth
Program in Georgia. The decree established a governmental commission, with five sub-
commissions, chaired by relevant line ministers. These sub-commissions included:

e Social issues,

Governance and public administration reform,

Fiscal and monetary policy,

Infrastructure, and

Agriculture and environmental protection.

The Interim Document of Poverty Reduction and Economic Growth Program (PREGP)
was approved by the President of Georgia on Nov. 28, 2000 at a meeting of the
Governmental Commission for Elaborating the PREGP. In January 2001, the Interim
Document was approved by the Executive Boards of the World Bank and the
International Monetary Fund.

In September 2001, a framework for assistance of PREGP preparation was developed by
Georgia’s donor community to support coordination of consultation efforts for the
preparation of the final PREGP. Work on the final PREGP began in January 2001, and
the first draft of the final document was produced in October 2002. The draft of the final
document was subjected to comprehensive discussions not only within the government,
but also within civil society and the international community.

Process

The Georgia government, with support from the Bank and other donors, designed a
comprehensive consultation process to solicit input from CSOs on both the Interim
Document of the PREGP and on the draft of the final PREGP. This process involved
meetings, debates, technical workshops, and Internet discussions, as well as
establishment of a comprehensive communications strategy about this process.

The Secretariat of the Commission encouraged the participation of civil society through
discussions organized with community-based organizations, mass media, and
universities. These discussions were held in the four regions of Georgia (Shida Kartli,
Mtskheta-Mtianeti, Kakheti and Imereti). At the same time, OXFAM arranged a meeting
of CSOs with the representatives of the Secretariat to discuss the draft PREPG. Asa
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result of this meeting, a group of CSOs, PRSP Watchers Network, was formed for
consultation on the PREGP.

The government, in conjunction with the Partnership for Social Initiatives, began the
consultation process by developing a participation master plan in consultation with key
stakeholders, such as the Secretariat of the Governmental Commission, the
representatives of civil society, and the donor community.

A communications strategy for Thilisi and various regions of Georgia was also
developed. The communications strategy relied heavily on media coverage of dialogues
among the Georgian government, local governments, and civil society, in February 2003,
the Secretariat organized a 3-day workshop in Bakuriani, Georgia with about 30 media
representatives to advance the PREGP communication strategy and assure more effective
participation of mass media as a part of civil society. The partners that developed the
communications strategy for public consultations envisioned public participation as a
technical process embedded in the general communication campaign enabling certain
groups of civil society to contribute to the improvement of the PREGP document in the
preparation phase.

As part of the communications strategy, an advertising campaign also was conducted by
disseminating a brochure about the consultations. The brochure was disseminated to
much of Thilisi civil society through email and postal mail distribution. The general
population received informational brochures together with census materials that were
distributed Jan. 17-24, 2002. In addition, a web page on the Internet was created to
extend the discussions on the PREGP to a broader geographic scope within Georgian and
to a wider variety of Georgian poverty specialists.

A number of different meetings were convened to review the PREGP policy options and
strategies that had been drafted by the sub-commissions. A total 10 participatory
workshops, 4 consultative meetings on the participation and 2 debates were conducted as
part of this review process.

CSO training

The communications strategy for public consultations on the PREGP contained a training
element. As a result, some meetings were aimed at enhancing the capacity of both NGOs
and the business community in dealing with social issues associated with poverty
reduction in Georgia. One nonpartisan organization, New Movement, held a meeting on
Dec. 13, 2001 aimed at identifying linkages between poverty reduction and economic
growth for the Georgian business community. The United Nations also dedicated 1 day of
a 3-day training course in December 2001 for NGOs on human rights in Georgia to a
discussion of the PREGP.

Debates

Public debates were conducted over several months in 2002 with representatives of
CSO0s, business groups, and trade unions to build a consensus among stakeholders on
Georgia’s poverty problems and the best methods of addressing those problems within
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the strategic objectives of the PREGP. The goal of these debates was to enhance civil
society’s recommendations for structural improvement of the PREGP discussion
document. Issues and possible resolution of issues were identified through construction
of an integrated problem tree that expanded as each debate took place. The problem tree
attempted to make the proposed logic of the document more visible, to enhance
understanding of the actual document as a basis for identifying gaps in the strategy and to
propose changes to the strategy.

Other fora

In addition to the debates, a wide variety of meetings with civil society and government

officials were held beginning in 2001 and lasting through much of 2003 as part of the

consultation process for the PREGP. These meetings focused on a broad selection of
social issues. Three examples included the following:

e On Dec. 18, 2001, the World Bank office in Thilisi convened a meeting on
environment and poverty reduction.

e OnJan. 30, 2002, the Alliance for Business Environment Development and the
Center for Training and Consultancy of Thilisi, Georgia, organized a meeting on
project cycle management as this issue related to the development of the PREGP.

o On Feb. 22, 2002, the Secretariat, with the help of local CSOs, organized a meeting
on creation of an effective and adequate social security system as a component of the
poverty reduction and economic strategy in Georgia. The meeting was attended by
both community activists and business leaders.

Technical workshops

To build on results of the consultation meetings, a series of technical workshops were
also conducted for high-level poverty specialists from the Georgian government, the
Secretariat, CSOs, academic institutions, and business organizations. A total of 16
workshops were conducted by two different coalitions of civil society organizations. The
PRSP Watchers Network conducted some of the workshops. This network, supported by
Oxfam Georgia, is comprised of seven local CSOs. As one example, the PRSP Watchers
Network of George organized a technical workshop on Dec. 27, 2001 that focused on
integrating all components of the consultation strategy for CSOs and other civil society
experts. The PRSP Watchers Network used an sectoral approach to conducting its
workshops under which each workshop focused on a single sectoral policy.

The Alliance for Business Environment Development (ABED) also conducted
workshops. ABED membership comes from more than 20 CSOs, including business
associations, think tanks and research institutions.

Donor community outreach

The Georgia government also drew into the consultation donor organizations. As a result,
key donors in Georgia sponsored a support project for the PREGP in October 2001. This
project was designed to maximize and intensify civil society involvement in the
preparation of the PREGP Final Document. The final version, called the Economic
Development and Poverty Reduction Strategy of Georgia was presented to the donor
community on Nov. 25, 2002.
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Editorial Board

An editorial board of 20 members was established by the Secretariat that included state
and CSO representatives and experts. The editorial board integrated comments provided
by participants into policy options presented to and endorsed by relevant governmental
sub-commissions. The final draft was again reviewed by the editorial board in close
cooperation with the donor community. The editorial board then incorporated
information for which consensus existed into the final version of the PREPG, which was
discussed and adopted by the government.

Participants

The multi-event, diverse methodologies that the government employed for public
consultations on the Georgian PREPG drew participants from many sectors of civil
society, including social activists, political leaders, the business community, academia,
and technical specialists. Participation of technical specialists from international
institutions like the United Nations enhanced the consultation process.

Outcomes

The extensive public consultation strategy that began with the publication of the Interim
PREGP had a significant effect on the final, published PREGP. One of the most profound
impacts occurred in the overall strategy that the document pursued. The structure and
principles of formulating that strategy changed after consultations, and the public debates
were instrumental in emphasizing the causal underpinnings of poverty. What began as a
sectoral approach to the analysis of poverty was transformed into a strategy that focused
instead on identifying problems and objectives for addressing those problems.
Specifically, the final PREGP reflected a series of general approaches to poverty
reduction strategy that had been suggested by CSOs. Additionally, the sections of the
final document that dealt with human capital development and risk management and
security were sections suggested and developed by CSOs, with the assistance of relevant
government agencies.

CSOs suggested a series of fundamental principles to follow in alleviating poverty and
these principles were further refined through the consultation process, particularly
through the technical workshops, with assistance from the Secretariat and were broadly
discussed as the final PREGP was drafted. The end result was a change in priorities for
the PREGP’s Program Goal and Objectives.

Finally, the consultation process brought together more than 300 community-based
organizations to provide inputs into many of the policy options detailed in the final
PREGP. The policy options most influenced by these organizations fell into the
following categories:

Social assistance;

Employment/Labor market;

Community participation in the implementation of the PREGP; and
Development indicators.
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Sources: Government of Georgia, Secretariat to the Government Commission for Elaborating Poverty
Reduction and Economic Growth Program of Georgia, May 30, 2002, Thilisi, Georgia, “Progress Report on
the Elaboration of the Poverty Reduction and Economic Growth Program of Georgia,” available at
http://www.psigeorgia.org/pregp/files/ The%20Conceptual%20Framework%200f%20the%20Participation.p
df, retrieved Dec. 5, 2003; World Bank, “The Conceptual Framework of the Participation in the Preparation
of the Poverty Reduction and Economic Growth Program in Georgia, 2002, available at
http://psigeorgia.org/eng/, retrieved Dec. 3, 2003; and David Gzirishvili, World Bank, “Participation
Master Plan, The Preparation of the Poverty Reduction and Economic Growth Program in Georgia,” Feb.
21, 2002, available at

http://www.psigeorgia.org/pregp/files/ The%20Conceptual%20Framework%200f%20the%20Participation.p
df, retrieved Dec. 5, 2003.
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Background

Throughout the 1990s, poverty in Bosnia and Herzegovina expanded dramatically due to
the destruction from a regional war after the breakup of Yugoslavia. However, for many
years lack of state capacity, due to the combined pressures of post-communist and post-
conflict transitions, hampered efforts to address the needs of the most vulnerable in the
population. Although international aid agencies had intervened with humanitarian
assistance, by 1997 the focus of assistance was shifting to reconstruction efforts. Many
of the international aid agencies present in Bosnia and Herzegovina were also preparing
to turn over their functions to local organizations. This turnover, however, was
complicated by the unstable political situation in the region, including the division of
Bosnia and Herzegovina by the Dayton Peace Accords into two poorly coordinated
political entities, Republika Srpska and the Federation.

Objectives

In 1998, the European Community Humanitarian Office asked CARE, one of the world's
largest private international relief and development organizations, to convene a forum to
assess existing poverty trends and vulnerability, discuss the funding possibilities for
social assistance and social care programs, and to evaluate policy options and priorities.
This forum was intended as a step in the planning process for coordinating social
protection policies for Bosnia and Herzegovina.

Process

This consultation strategy was based on nine large workshops with active participation
both from local groups and international assistance organizations. The planning for the
workshops served as a mechanism for assistance needs assessment and as a method of
matching donor organizations to those needs.

Two months before the forum, CARE circulated a preliminary document describing the
focus and themes for the forum. At this initial stage, priority areas for the conference
agenda were highlighted. After the agenda was circulated, more than 100 follow-up
meetings served the dual purpose of preparing for the conference and assessing
community needs. This extensive process informed the public of the upcoming
conference, identified the relevant actors in a complex post-conflict situation, and laid the
groundwork for subsequent policy debates.

Facilitators for the workshops were selected for their skills at managing large groups as
well as knowledge of the issues. All of the facilitators were selected from
nongovernmental organizations or government social service organizations and had an
extensive understanding of how the discussions could be transformed into policy goals
and objectives.
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The nine workshops were held on different topics, and preliminary papers were circulated
to serve as a starting point for discussion. Before the workshops began, there were some
doubts among the international community about in-country capacity to contribute
substantively to the workshops. These doubts disappeared after the caliber of the
workshop discussions became evident. The participant from the Red Cross/Red Crescent
made reference to this changed attitude in the closing plenary when he referred to the
technical discussion on pension reform in the workshop he attended.

Participants

The World Bank was a stakeholder in this consultation, but only one of several
international agencies involved in the process. For this consultation to be successful, all
ethnic groups within Bosnia and Herzegovina had to be represented. In addition to ethnic
groups, a number of international agencies were asked to participate in the conference
and to ensure that the proposals and recommendations of the conference were
implemented. These international agencies included CARE and several United Nations
agencies, Medicins sans Frontiers, the World Food Programme, Norwegian People’s Aid,
and the United Nation’s Office of the High Representative for Bosnia. Several embassies
sent their representatives, and The World Bank, International Federation of the Red
Cross, and Red Crescent Societies were also included in this process from the beginning
and supported the conference.

At the local level, the final list of participants included representatives from women’s
groups and social workers’ associations, in addition to the municipal Centers for Social
Work, universities in both Bosnia and Herzegovina, children’s homes, youth centers, and
geriatric centers. In raising awareness and attention regarding the importance of social
policy, the organizers identified a special need to include policy makers, politicians,
academics and practitioners in the conference. This was seen as a means of facilitating
the interaction of policy makers and practitioners so that both types of specialists could
understand each other’s issues and concerns. The inclusion of academic material also
informed the decisions of other players.

Government officials from both Bosnia and Herzogovina participated. These participants
included deputy ministers of analogous social policy departments. This high-level
participation was an important signal in a country recovering from war in which national
divisions were still critical and the two entities were functioning separately on most
issues. From the Federation, cantonal level ministry officials also attended.

Outcomes

The keynote speeches, workshop background papers, and the conference discussion were
subsequently published in English and Bosnian to serve as a reference point and policy
and practice document. This forum played a defining role in the evolution of social
policy in Bosnia, due in no small part to its inclusiveness of so many ethnic groups. The
Social Protection Task Force was formed out of this process, co-chaired by the relevant
assistant ministers from both entities, and it was tasked with continuing the discussion
and developing concrete recommendations for policy implementation.
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Source: Interview with Kendra Gregson, consultant, World Bank and World Bank, “Social Policy,
Protection and Practice: The Care of Vulnerable Groups in Bosnia-Herzegovina,” papers and proceedings
from a conference held in Sarajevo.
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Objectives

The Dominican Republic has experienced one of the highest growth rates in Latin
America and the Caribbean over the past 4 years. Despite this and its relatively young
democratic tradition, the living standards remain low. Conflicts concerning labor during
the economic crisis of he 1980s created many civil society organizations. These
organizations, along with the private sector and interest groups, are still active. With a
current transition of power to a younger and more open generation, civil society is
finding its place in the Dominican Republic. The country does, however, have a pattern
of conflictive political campaigns. The Comprehensive Development Framework
consultation process that took place during an election year was designed to assist in
national consensus building effort. The Bank’s presence was relatively new; the resident
mission was established in August 1999. Thus, there was not yet an established pattern
of working with CSOs.

In late 1999, the government of the Dominican Republic and other key stakeholders
asked the Bank to assist in the creation of a broad-based consultation process that helps to
build a consensus among the main political parties about development action plans and to
help put the agreements into operation.

Process

An independent forum, the Pontificia Universidad Céatolica Madre y Maestra (Catholic
University), under the direction of a highly visible civil society leader, was identified and
asked to coordinate the consultative process to ensure the active participation and
endorsement of all three parties. This civil society leader was known for his background
in conflict resolution and consensus building. The Bank secured an International
Development Fund grant to finance the consultation process. Heeding lessons from
previous consultative processes, including advice received from the government’s
National Dialogue of 1997-1998, this consultation process attempted to involve all social
and political forces that can give the outcomes high credibility and legitimacy, and
focused on implementation. Inclusion was especially critical because this process took
place during an election year.

Starting in September 1999, the Catholic University organized five mesas de trabajo
(roundtables or working groups) with participation from three main political parties, and
representatives from civil society. Civil society participants included representatives
from trade unions, established NGOs, and academia, but not the smaller civil society
groups. Nor was the Congress represented. Some international donors, including
Germany and the European Union, participated and contributed funds to this effort.

The topics of roundtable discussions included social policies for poverty reduction,
economic development policies, state reform, environmental policy and management, and
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border development and relations with Haiti. The roundtables met two to four times per
month to discuss strategy, commission studies, and eventually reached consensus on
areas of commitment for action. The coordinators of each roundtable met frequently.
The Bank followed the process, but did not take an active, participatory role.

Participants

In the Dominican Republic, the civil society sector is largely unregulated. Many CSOs
exist, and many are linked to political figures. Many are not mission focused, and receive
assistance from the State. There is a national umbrella organization, Alianza. There was
good technical capacity in the international and national organizations, but the capacity
appeared weak among the smaller and rural groups.

Outcomes

One successful outcome of the process was the inclusion of the five roundtable
discussion topics in subsequent political campaign agendas. The inclusion of these issues
in political discussions created positive impacts on the electoral process. An accord on
development priorities for the Dominican Republic developed as an outgrowth of the
roundtable discussions was presented in December 1999 to the three presidential
candidates in an official ceremony. The findings were preliminary, but identified issues
and general recommendations for change. Candidates included sections from the accord
in their campaign platforms. The opposition party, members of which showed great
enthusiasm for the process, won the election in May 2000.

During the transition to a new government, two of the roundtables were used as
consultative groups to help shape government plans. Many of the participants of the
roundtables were nominated to key government positions and sought assistance from the
roundtables to formulate their work plans.

Sources: World Bank, Nongovernmental Organization/Civil Society Unit, interviews with Marco
Mantovanelli, Resident Representative, Dominican Republic, July 20, 2000; and John Panzer, “Learning to
Partner: Engaging Civil Society in the context of Country Assistance Strategies and the Comprehensive
Development Framework,” Nov. 16, 1999.
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Background

Beginning in 1999, a project to construct the La Serna Bridge generated conflict between
two neighborhoods in the municipality of Avellaneda, a suburb of Buenos Aires. The
residents of Villa Modelo, a low-income neighborhood, were clamoring for the
construction of a bridge that the municipality had promised with or without financing
from the World Bank. For these residents, the benefits of the construction of the La
Serna Bridge were considerable, in particular greater accessibility from their
neighborhood to the city of Buenos Aires. But a small, but well-organized and advised,
group representing residents of La Serna Park, a high-income neighborhood, strongly
opposed the project. According to these residents, the new bridge would have only
negative impacts on their neighborhood.

Objectives

The municipal government’s two previous efforts to consult residents had failed to reduce
tensions between the two neighborhood groups. Faced with escalating conflict between
these groups, the Bank proposed to the municipality that it convene a consultation in the
form of a public hearing.

Process

The municipal government used an external partner, Citizen’s Power, to organize a public
consultation on this contentious issue. Citizen’s Power operated as the Argentinean
chapter of Transparency International. This CSO had organized previous public hearings
and had credibility among local citizens. Its past experience was an important factor
because time was limited by construction deadlines, and a decision on bridge
construction had to be reached within 20 days.

Citizen’s Power designed a two-stage strategy for the public hearing. During the first
stage, a training workshop was held for municipal officials in charge of registering
participants for the public hearing and carrying out the hearing itself. Following the
training workshop, the public was invited to the hearing. Citizen’s Power used the two
principal national newspapers and local media (e.g. radio, graphic media, television and
other public organs) to announce and convene the hearing. In addition, to ensure greater
participation, Citizen’s Power made personal contact and extended invitations by
telephone to representatives of the neighborhood groups involved in the conflict.

Following the training workshop, a public announcement, and issuance of invitations,
Citizen’s Power opened an office to respond to the public and register participants.
Background information and studies on the construction of the bridge were made
available in this office. A poster in the office also directed people with questions,
complaints and/or suggestions to Citizen’s Power.
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Citizen’s Power organized two additional workshops - one with each groups of residents
involved in the conflict - to explain the rules and procedures that would govern the public
hearing. These activities not only ensured the participation of both groups, but also
facilitated an orderly process for the hearing.

The second stage of the strategy consisted of the public hearing itself, attended by more
than 450 local residents, the mayor of the municipality, and senior officials from the
Secretariat of Transportation and the World Bank. For the participants, the presence and
participation of the mayor as the president of the public hearing confirmed the
commitment of local authorities to address the neighborhood conflict despite the initial
reluctance to support this process of consultation.

Participants

More than 60 speakers participated in a public hearing that lasted longer than four hours.
During the 20 days that proceeded the hearing, a list of speakers was assembled to
maintain an orderly, informative, and balanced process. While most of the neighbors
who att