Republic of Senegal

MUNICIPAL DEVELOPMENT AGENCY


PRESENTATION OF THE URBAN DECENTRALIZATION DEVELOPMENT PROGRAM

Within the framework of the decentralization policy set up in Senegal in 1960 many reforms have been done.  The most significant was the 1996 reforms which empowered the local Communities with important skills and re-planned their institutional context.

In that process, Local communities in Senegal have always taken advantage of numerous and various foreign supports. The government, local authorities and population of Senegal have expressed more than once their positive appreciation to the World Bank Group for the many different kinds of aid and the backing of our decentralization policy.

The Senegalese government with the assistance of the World Bank, undertook the study of urban issues in 1972 with an initial project named: “projet des parcelles assainies*” (Credit CR 336 SF). In addition to the realisation of 15,200 serviced land parcels of which 14,000 units are located in Dakar and 12,00 in Thiès, that project aimed to achieve:

· government disengagement from the direct funding of housing;

· improvement the possibility of home-ownership;

· increase of accommodation offer and widening of the population segment interested in that offer;

· reproduction of such project as well as setting up of institutions able to manage its development.

On its completion in 1981, this project exclusively destined to the housing development and to which local communities were moderately involved was said to be successful.

Following that, in 1980, the IDA was to finance a study on the urban sector (Cr 1061 SE) whose conclusions underlined the importance and inevitable character of the development and structural reforms that needed to be done in order to progressively setting up right of the administration of both the urban sector and the local communities and therefore achieve the goals set.

The third intervention of the World Bank group was about the Technical Assistance Project for Urban Management and Rehabilitation (credit 1458 – SE and SF 13) which benefited from the support of the Canadian International Development Agency.

That project was undertaken as a pilot project and had to deal with problems related to the urban sector in its macroeconomic environment as well as to improve the management of Dakar municipality at both urban housing and public utilities levels. Despite the difficulties that were faced, the results of this project which contributed to the identification of the Municipal and Housing Development Project were said to be satisfactory.

*Serviced Plot

AS far as the Municipal and Housing Development Project (Credit 1884) is concerned, it reached completion on January 31st 1997 with the following objectives:

a) Reinforce Local Governments, mainly in the metropolitan areas of Dakar so as  to enable them to fulfil their duties at the level of administration, service delivery, urban investments and the raising of funds;

b) Strengthen the economic impact and the efficiency of the housing sector through:

· the lifting of financial and institutional constraint that withhold the functioning of the Senegalese Housing Bank (SHB);

· the improvement of the Urban Land Market through an annual putting on the market of significant numbers of services plots provided with title deeds, by encouraging a steady privatisation of accommodations offer.

Everyone agrees on the fact that this project has reached most of its objectives; particularly on Institutions and above all Local Governments’ finances. It is also important to underline the fact that its “Municipal Development Fund” component experienced many difficulties in its implementation.  

In fact, the poor incomes from tax collection at the level of Local Governments, the mistrust of the traditional banking system due to the technical and financial vulnerability of territorial divisions and the poor allowance dedicated to equipments, were the major obstacles that cut back the funding of the sector. Thus we understand why the Local Governments in Senegal always find it difficult to be granted a loan. And even when they succeed in doing so it remains difficult for them to manage it.

The Municipal Development Fund that was set up by the Senegalese Government with the help of the World Bank, within the framework of the Municipal and Housing Development Project should help in reducing these effects significantly. Unfortunately this important tool failed to reach its targets due to many constraints namely the complexity of the project, borrowing conditions, delay in mobilisation of fund allocated to the “Grant System for Local Governments”, mistrust of the Housing Bank of Senegal, entitled, at its own risks, to administrate the Municipal Development Fund and the difficulties faced by administrative divisions in the elaboration and putting into execution of negotiable projects. And even if the impact of loan granting was limited, the Municipal Development Fund undertook a public awareness campaign on the necessity to:

· Borrow; as it is essential for social and economic development and compulsory for our Local Governments to overcome their financial difficulties and equip themselves and also finance local projects which are providers of resources.

· Be accustomed to saving funds, to avoid gearing into debts, and to finance part of their equipments.

Moreover, the difficulties faced by the Municipal Development Fund put the stress on the necessity for a better co-ordination of different opportunities offered to Local Governments for the funding of their infrastructures.

Thus it is by inspiring itself from the previous projects and above all from the implementation of the Municipal Development Fund “component of the Municipal and Housing Development Project that the Senegalese Government, assisted by the IDA and the FRENCH DEVELOPMENT AGENCY, designed and brought a new project into execution. This is “the Urban Development and Decentralization Program”.

The Credits of the preparation of this Program which did not take less than four years to be elaborated, were already included in the Municipal and Housing Development Project. During this period of preparation, the different missions of IDA were improving, together with Central Authorities and other partners within the framework of a consultation, through supporting and continuous supervision missions, the working principles and mechanisms of the project. All the tools that are being used today were designed and finalised at that period : urban audit outline, organisational and financial audit outline, city contract model, status, Municipal Development Agency chart (MDA) and directory of procedures which clarifies the distinction of the mission between the MDA and appointed Contract Management Agency and improves their co-ordination. The tripartite convention that exists between the Government of Senegal, the Association of Mayors and the Municipal Development Agency ; the convention MDA/AGETIP thanks to whom the job description was agreed ; the priority investment Program financing agreement ; the convention for contract management ; the institutional support activities catalogue ; municipal investments catalogue and the directory of Local Governments financial ratios…

I. THE UDDP’S OBJECTIVES

This well – timed program will support the decentralization program and encourage the extension of activities to Local Governments as well as to rural communities, through the tools which are specially designed for them.

The UDDP intends to:

a) encourage Local Governments adjustment efforts by improving their financial capacities in order to better face their duties at managerial and fund-raising levels.

b) boots their investment efforts by improving planning, identification, preparation evaluation, and plan implementation.

II. CONDITIONS OF INTERVENTION OF THE UDDP MUNICIPAL CONTRACT 

Though the concept and its content, the “Municipal contract” appears as a significant innovation in the urban environment.

Any municipality that needs the financing of the UDDP has to submit an application to the MDA for the signature of a municipal contract which content is detailed as follows:

A. A MUNICIPAL ADJUSTMENT PROGRAM (MAP)

Determined by the MDA and local government after an organisational and financial audit, the MAP sums up the actions of the Municipality for: 

a) the raising of funds for its own financing and carrying out of its Priority Investments Program (PIP).

b) the refunding of the money borrowed for the carrying out of the PIP

c) the setting up of an efficient Municipal Administration enable, in partnership with the Private Sector to whom the Program gives the opportunity to reinforce its technical and administrative skills.

These commitments go along with recommendations as far as funds raising and the improving and stabilization of finances are concerned. The MAP is based on a municipal contract and an agreement between the Municipal Development Agency and the Local Governments.

Missions of supervision of these MAP are regularly conducted by the Municipal Development Agency.

B. A PRIORITY INVESTMENTS PROGRAM (PIP)

This program was designed by the Municipality and was supported by the MDA, according to an agreement on urban audit which reviews:  

a) the position of urban sites 

· the city in the region

· the city in its site

b) the city organization

· division into districts

· spatial evolution

· land occupation and density

· recent and coming up projects to b executed

c) the urban Economy

· the city and its hinterland

· activities and employment

· urban property

d) the demography and space needs

· population evolution and plans

· needs in serviced plots over 5, 10 and 15 years

· population by district and type of accommodation

e) service through equipments and infrastructures

· Classification of districts according to the level of equipment

· Maintenance of municipal.

comprises only the type of projects which are eligible according to the UDDP’s principles and of which interest for the local government are justified ; it is sized according to the financial capacities of the Local Governments as determined by the Financial audit which revues the financial situation of the municipality (balance, ratios of financial situation), its “room for maneuver “ (incomes and expenditures study), the evolution of its efforts in maintenance and of its outstanding payments and their result, the analysis of its monthly financial situation.

It aims at facilitating affordable housing solutions for low income beneficiaries in municipalities, and also at spotting the imbalances in the equipments of different districts by providing them with the basic urban services such as (water, health, education, electricity, security, etc.). In one word, it aims at improving their living and working conditions in the long run. That is why the Priority Investments Program is subject to a broad discussion involving all the partners in the process ; (MDA and auditors, local authorities, beneficiaries, central Administrations, etc.) ; and particularly owing to his creativity and enthusiasm, the great majority of the population’s agreement is necessary for any project submitted to the PIP for a better commitment in the project. It is also necessary to grasp the stakes of the decentralisation policy and the opportunity offered by the UDDP for the execution of its objectives. This perfect awareness by populations, of their development is considered as a token of durability, of social justice, maturity and guarantee for a steady development plan that was designed an internal level.

C. A PRIORITY MAINTENANCE PROGRAM (PMP)

The PMP defined by local governments with the support of the MDA on the audits conclusions basis includes the priorities of the Municipality concerning the current or coming up maintenance operations. Its amount should be at least the equivalent of 3% of the ordinary annual incomes of the municipality. Due to the recurrent aspect of the maintenance and the requirements in terms of timelessness, this program is financed by the Local Government with its own funds. 

Missions of supervision of these PMP are regularly conducted by the Municipal Development Agency.

D. SUPPORT ACTIVITIES

These activities are achieved after a survey on transversal supports to national administrations committed to the activities of Local Governments and also financial and organisational audit recommendations concerning 

a) proficiency training of the personal

b) the conception of operational tools and budgetary and book-keeping assistance 

c) funds rising through a better identification of tax payers (pre-role elaboration, addressing) and the conception of an appropriate administration for the equipments which generate revenues.  

Within the framework of the execution of advocated measures, many offers were tendered and carried out. Some of them are listed as follows  

· furniture acquisition

· computer equipment purchasing

· elaboration of a directory for budgeting procedures

· training sessions for municipal staff

· computer equipment purchasing for Departments of the Treasury, of Local Governments, Urban Planning, and Local communities Direction

· a feasibility study for the setting up of an appropriate system of management for revenues generating equipments. 

III. FUNDING CONDITIONS

The UDDP has a global budget of 66.7 billions (CFA) at its disposal. It is allocated as follows: (IDA 45 billions, AFD 5 billions, Senegalese Government and Local Authorities 6.7 billions).

A. INVESTMENT FUNDING

Each municipality is granted a budget based on 1996 estimation according to the result of that year for the realisation of its PIP. The municipalities which are eligible have got a UDDP1 grant. The municipalities that are able to pay for their own financing share will be allocated a UDDP2 grant which if well managed will be considered a donation for good management. For each municipality, the total UDDP grant will be calculated from the sub-grants UDDP1 and UDDP2.

1) UDDP1 sub-grant

Is calculated from the allowance per inhabitant of 3550 FCFA with a lower-limit financing of 100 millions FCFA per municipality ; such a sub-grant based on the population is 100% funded by the government of which 90% by MDA and 10% by a share from the Grant System for Local Governments.

2) UDDP2 sub-grant

Based on a monthly instalment under the following conditions:  

· The maximum instalment shouldn’t be superior to 6% of the ordinary incomes per month.

· Every instalment equal to the amount of 28,000 FCFA give right to an investment of 10 millions of CFA

· The sub-grant is subject to an allowance limit of 4 900 FCFA per inhabitant. 

That sub-grants includes: 

· 10% of self financing to be raised by the beneficiary municipality in 36 instalments (36 months)

· 70% of subsidy grant from the MDA

· 20% credit given by MDA on 12 years payment (144 months) to be by monthly instalment at an interest rate of 4,25%.

B. INSTITUTIONAL SUPPORT’S FUNDING

Is covered by the MDA and is roughly equal between 10 to 15% of the total amount of the PIP. 

C. RURAL COMMUNITIES PROJECTS FUNDING

That facet is executed by the AGETIP (UDDP3) and is laid out in the same way as UDDP1 (90% of subsidy grant and 10% of Government subsidy grant). Fifteen millions dollars credit from IDA + 1,5 million dollars from Grand System for Local Government, in total 16,5 millions dollars (9,9 billions of francs CFA) are reserved for the facet. 

D. CONTRACT MANAGEMENT AGENCY FUNDING

It is covered by the MDA and represents about 15 % of the amount destined to the PIP funding.

IV. IMPLEMENTATION OF UDDP

A. IMPLEMENTATION ORGANS

1. The Municipal Development Agency (MDA)

Is the body founded for the need and to which the Senegalese government has delegated the execution of the UDDP. It is registered non-profit organisation by the law n° 68-08 of 26th march 1968 on civil and commercial obligations in Senegal, the founding members are:

· The Senegalese government represented by the Minister of Economy, Finances and Plan,  and the Minister in charge the Local Authorities or their representatives

· The Mayors Association of Senegal

· The managing director of MDA.

The agency’s function is:

· To enhance municipal development by empowering municipalities with means to accomplish their essential mission of urban management. 

· To make the interventions necessary in order to facilitate the setting up right of the municipalities financial and economic condition

· To contribute to the fund-raising for the municipalities both in the national and international plan for the implementation of priority investment programs

· Provide the necessary support to directly concerned administrations in an aim to enable them to better contribute towards the municipalities development effort

· To implement the Municipalities Support Program.

In the framework of the realisation of that objective

· She helps municipalities to prepare the municipal contracts and to implement their institutional development program.

· She conducts the selection of the consultants who would have to carry out the audits necessary to the preparation of contracts.

· In addition to the physical components entrust to the appointed project manager, she carries out the supervision of the implementation of municipal contracts. 

Its organs are: 

· The General Assembly, sovereign organ of the agency who has 2 meetings per year. 

· The technical committee which includes the representatives of the Ministry of Finance, the Ministry of Urban Planning and Housing, the Ministry of the Interior, the Mayors Associations of Senegal. It plays a role of observer of municipal development, follow up of municipal contracts.

· The management.

2. The Contract Management Agency

Bearing in mind that due to the constraints linked to the criterion to meet, only the AGETIP plays presently this role.

That agency is the organisation which implements and supervises the Priority Investments Programs defined in the municipal contracts, its competencies also include the signing up of contracts and the work implementation, and it is therefore the unique CMA. Moreover, just as MDA is in charge of UDDP1 and UDDP2, the AGETIP takes care of UDDP3 which is meant for the rural communities. 

B. IMPLEMENTATION STATE

1) UDDP1 and UDDP2

a) Signed Municipal Contracts

67 municipal contracts for 67 municipalities existing today in Senegal have been signed the 30th September 2004 for the total financing of 46 452 608 615 FCFA divided as follows:

1. Priority Investment Program (PIP)

UDDP1


18 540 382 231 F.CFA
  

UDDP2


18 695 530 754 F.CFA


PIP = UDDP1 + UDDP2 =
37 235 912 985 F.CFA


Grant 



31 649 723 759 F.CFA

Auto financing

  1 852 053 076 F.CFA


Credit



  3 724 136 150 F.CFA
  

The funds reserved for the priority investments programs finance the infrastructures for 37.8% of education and health facilities 11.3%; of socio-collective facilities 9.8%; of administrative and technical buildings 10.4%; of revenue generating facilities 2.7%; of environmental sub-projects and 3%; of rehabilitation of historic buildings.0.6%

2. Surveys, follow up an Monitoring costs (SFMC)

4 886 382 451 FCFA (13.12 % of PIP)

3. Support activities (SA)

4 399 652 575 FCFA (11.82 % of PIP)

Total financing of 67 municipal contracts: PIP+SFMC+SA =
46 452 608 615 FCFA

MDA grant:



40 866 419 389 FCFA


Auto financing 


  1 862 053 076 FCFA

Credit




  3 724 136 150 FCFA;

State of contracts physical implementation on September 30th 2004 is as followed:

148 projects have been initiated for an estimated total coast of 19 244 922 342 FCFA these projects include:

· 328 completed projects for a total coast of


31.329 billions of FCFA

· 62 ongoing projects for an estimation cost of 

              5.742 billions of FCFA

· 35 cancelled projects saved 

   
                          2.743 billions of FCFA

2) UDDP3

Number of rural communities beneficiaries: 
139

Population concerned 



1 951 278

Sum of sub-projects 




164

Medium coast per sub-project 


24 000 000 FCFA

V. CONCLUSIONS

Near the end of the program, next December 2004, the MDA pride itself on the result of the work undertaken by the urban development and Decentralisation Program with the support of IDA. All the municipalities are financed. We are now preparing the next UDDP.The first experience has already aroused an interest that have crossed Senegal’s borders, and, officers from urban programs in Mauritania, Gabon, Burkina Faso, Niger, Cameroon, and Albany have already visited MDA to know more about Senegal’s experience; to say that the documents created and published by MDA have by far crossed Senegal’s borders and are inspiring decisions makers of many countries. 

This meticulously prepared program has helped the municipal teams already involved acquire a complete awareness of the decentralisation stakes. As they may have already understood, isn’t an established fact, but a complex and progressive process whose acceleration depends largely on the authorities credibility. In reality, it gives to the local authorities who wish to win the local development bet, the opportunity to realise that the enhancement of their power in business management cannot be efficient without a propitious economic, financial and institutional environment. They wish to show their determination as to improvement of their performance in matters of managements. In fact, they are given the description of the priorities without guarantee that the planned investments match the population’s expectations and are compatibles with the financial capacity of their institutions. We therefore expect the emergence of real local development operations in their geographical sector, joining the action of various partners which will result on a concrete improvement of their urban living conditions by the development of local solidarities and the cooperation of private operators. 
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