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MIDR Capacity Self-
Assessment (CAP-Scan) for
Malawi’s Energy Sector

2425 February 2010
= MCA-M Offices, Lilongwe

MIDR is...

CAP-Scan s ...

A self-assessment tool focused on management
systems and processes

Intended to help government chart its own path to
MDR, based on best practices

Cross-organizational cooperation and consensus-
based

Result; a diagnosis of the current situation and a
prioritized B-month plan for improvement

Designed to be completed in a short time and linked
with other analyses

For whom?

Managing for Development Results (MDR) is a
process of evidence-based decision making
wihere policymaking and budgeting are based en
performance and outcomes.
Its key features are:

Clear, shared and realistic priorities and targets

Regular, reliable and timely performance information

Evidence-based decision-making
Constructive accountability

Principles

Process

Scope task

~ Promding
Excellent
_ Services

MIDR’s 5 Pillars

Implement
change participants

Craft
process

Prioritize

Lmpro V%& it

Identify
weaknesses
ata
% Present C::!D
Results

MDR Implementation Stages

Leadership

Evaluation and Monitoring
Accountability

Planning and Budgeting
Statistics

There’s Always Room to Improve

Jr— Erpborion Tendtion | Pl Iplorenation I
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[ MIDR Implementation Stage[;
]
7 > V

Evaluation &-'Moﬁ'i-tofing

MfDR Pillars

| Aecountability & Dartniers |

| Planning & Budgeting

Statsstics |

B

Using the Framework: “X” Marks
the Spot

Each row shows a desired path to
improvement

Detemmine where along the continuum you
are now situated

Mark an X at the spot

Be honest with yourselves

Program Note “X” Marks the Spot

Substantial research, analysis and consultation went Into = T

the development of the matrix and benchmarking the W@

stages of performance for each component ?gifad ‘ | | ] |
Tsaprslion

The matrix and benchmarking standards were modified
to maore directly reflect Malawi's Power Sector
Eut, they will newer be perfect for all applications, so...
Keep what works for you
Delete what does not
== Add and amend as you see fit

progress alang
continuum

} hieasures of

NotAppiiank:

MfDR. Pillars

——— i




l: 6

Name Organisation

Tomics Kaunda (Chairman) MNREE
Temwani Gunda MNREE
Gideon Nyirongo DoE
Khumbolawo Lunga DoE

Fanuel Nkhono ESCOM
Lameck Nchembe ESCOM
Overton Mandalasi MCA-M

Susan Banda MCA-M

Shaibu Mludi MERA

Tayani Banda

Min of Finance

Luckie Sikwesi

OPC

23
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AGENDA
CAP-Scan Workshop
Wednesday 24 " February 2010
Opening (Min. of Natural Resources, Energy and Environmental Affairs)
Introductions

Presentation on CAP-Scan and Workshop Process/ Questions and
Discussion

Introduction to the CAP-Scan Matrix

Discussion on: Leadership
Evaluation & Monitoring
Accountability
Planning & Budgeting

Statistics

Thursday 25 " February
Presentation and review of the profile (by Facilitators)
Identification of Action Priorities

Closing and Way Forward
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Criteria for each progressive stage
MEDIR il AWARENESS (1) EXPLORATION (2) TRANSITION (3) FULL IMPLEMENTATION (4)
components
Leadership
National energy policy, plan(s) | An integrated national energy "% "1 #$ * 9
National and priorities exist but are not policy and power sector plan ! s 2 . $ !
Planning fully consistent. exist that reflects a wide range # $ #) levant data are used to inform
of stakeholder inputs and I = future policy and plans.
includes some specific targets. # 1
Score 0 0.5 1.0 15 2.0 - 3.5 4.0
Leaders articulate that Some decisions are taken 0 * o210 Results-based management
Evidence evidence should be integrated | based on objective data. 1 $l $2 systems are used in virtually all
based into policy and planning, but do | However, these are the 1$ $= 1 ) ! relevant areas. These systems
decision- not routinely demand or exceptions. = ' are adequately funded and
making receive relevant data on staffed.
performance. Decision makers recognize the
utility of the data and ensure it
is integrated into the decision-
making process.
Score 0 0.5 1.0 1.25 15 2.0 - 3.5 4.0
Energy sector leaders $ . * * ! Institutional roles and
Inter-agency recognize the importance of ! $2 W # . ) Y responsibilities are streamlined
co-ordination inter-agency co-ordination, and | | $2 $ # T#11 and structured in a way that
express frustration at the lack $*$ $ . * maximizes performance
of co-ordination. I | $2 * orientation, efficiency and

Gaps and duplication of roles
and responsibilities exist in
some areas.

# 20 S #$) $

accountability.

Score 0 0.5 1.0 15 2.0 - 3.5 4.0
Donor coordination is not | Government has some success | >' $ ol Donor inputs in the energy
Donor common and there are limited | promoting coordination in |1 ! $ $ ! sector are fully aligned with
Coordination mechanisms for Government- | certain areas of the energy I# * Government  priorites  and
donor alignment. sector. However, these are | ) $ linked to results based

isolated cases. ) $ # 1 management.
Score 0 0.5 1.0 15 2.0 2.5 3.5 4.0
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Criteria for each progressive stage

VDR [l AWARENESS (1) EXPLORATION (2) TRANSITION (3) FULL IMPLEMENTATION (4)
components
Evaluation and Monitoring

A results framework or service | Performance data are collected | Information is flowing through | Performance data is
Performance level agreement identifies key | for most components of the | the system and used by many | systematically used to gauge
monitoring performance indicators for the | power sector, but are not | managers to improve | progress against all power
and evaluation | power sector. analyzed and presented in ways | implementation. sector key performance
system However, data on progress are | that can be easily used for indicators.

generally not collected,
analyzed and reported on a
timely basis.

decision-making.

Resultant analysis is routinely
used to inform current
implementation and drafting of
future Plans.

Score 0 0.5 1.0 1.5 2.0 2.5 3.5 4.0
Power sector organizations | All power sector organizations | Government has a program to | All power sector organizations
Monitoring have planning units with | have units with clearly delineated | develop M&E capacities | have the appropriate level of
and evaluation | responsibility for M&E, | responsibility for M&E and at | supporting MfDR in power | M&E capacity to support MfDR.
capacity however M&E is not an | least one M&E professional with | sector organizations. Efforts are adequately funded
organizational priority and units | specialized training in MfDR. Some organizations are | and produce relevant data.
have limited capacity. implementing the M&E
systems fully.
Score 0 0.5 1.0 15 2.0 - 3.5 4.0
Senior Officials state the | Power sector organizations have | Customer satisfaction data are | Customer feedback and
Customer/user | intention to provide good | developed formal customer | used by all power sector | consultation are routinely used
feedback service to customers, but have | satisfaction measurement | organizations to  improve | to improve services and inform
no formal systems to solicit | systems, but there are few | services. policy decisions.
customer/user feedback. examples of this information
being used to improve service
delivery.
Score 0 0.5 1.0 15 2.0 - 3.5 4.0
Organizations cite recurring | Most organizations have good Agreements are in place | Roles and responsibilities for
Information problems relating to sharing of | systems for sharing information among key power sector | collecting and analyzing
sharing information within their | internally, but cite recurring organizations governing the | information are streamlined.
organizations. problems relating to sharing of collection, formatting and | Key performance data is
information across organizations. | sharing of data. available to all relevant
organizations on a timely basis.
Score 0 0.5 1.0 15 2.0 - 3.5 4.0
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MfDR pillar
elements

Criteria for each progressive stage

AWARENESS (1)

EXPLORATION (2)

TRANSITION (3)

FULL IMPLEMENTATION (4)

Accountability

Responsibility for key | Accountability is clearly established, | Locus of responsibility for key | Responsibility and accountability are
Accountability | decisions and performance | but responsibility for key decisions | decisions is clear, but not fully | reconciled and streamlined, and
and results is divided among | rémains unclear —and those | ynderstood by some key | understood by all stakeholders.
responsibility multiple actors and no one is | accountable often lack  the | giauanolders.

fully accountable. necessary 'a_tuthorlty to make

required decisions.

Score 0 0.5 1.0 1.5 2.0 2.25 - 3.5 4.0

Performance standards exist | Accountability mechanisms or | Collaborative target setting and | Power sector service providers use
Performance for power sector service | service level agreements are in | performance  reviews are | periodic performance reviews as a
standards and | provider(s), but there are no | place, but setting performance | conducted throughout the | key driver of continuous service
consequences formal accountability | standards and reviewing results | power sector. improvement.

mechanisms or service level | are not done collaboratively.

agreements.
Score 0 0.5 1.0 1.5 2.0 0.2 3.5 4.0

Parliament has formal | Parliament has a structure to | Parliament receives data on | Parliament has the structure,
Legislative authority  for  monitoring | oversee power sector | power sector performance | resources and mandate to effectively
oversight power sector investments | investments and performance, | indicators at least annually and | oversee all power sector financing

and performance, but this is | but does not receive regular | can report some instances of | and activities.

rarely exercised reports. having influenced power sector | Parliament regularly influences power

actions as a result of its | sector actions as a result of its
oversight. oversight.

Score 0 0.5 1.0 1.5 2.0 - 35 4.0

Mass media exist, but | Mass media publish regularly on | Mass media  occasionally | Mass media regularly publish diverse
Media reporting on power sector | the power sector including data | publish evidence-based | perspectives and evidence based
oversight issues is descriptive and | on key performance indicators. analyses on power sector | analyses on power sector

sensationalist. performance. performance.
Score 0 0.5 1.0 15 2.0 - 3.5 4.0
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Criteria for each progressive stage

Meflzrié)rzltksir AWARENESS (1) EXPLORATION (2) TRANSITION (3) FULL IMPLEMENTATION (4)
Accountability
Government acknowledges | Some organizations have | Government actively pursues | The public has access to results data
) the importance of public | established formal procedures | civil society and private sector | in all relevant  organizations.
_PUb“C consultation about power | to provide access to results | input into the formulation of | Government has a  proactive
involvement sector performance, but | data, but limited publication of | energy sector policies and | approach to regularly informing the
public does not have access | performance data occurs. plans. public on results through established
to necessary data. Public increasingly feels | structures.
entitted to participate, but | There are many examples of the
actual participation is limited. public using data to work for change.
Score 0 0.5 1.0 1.5 2.0 0.2 3.5 4.0
Criteria for each progressive stage
Meflzrlj]grllltlgr AWARENESS (1) EXPLORATION (2) TRANSITION (3) FULL IMPLEMENTATION (4)
Planning and Budgeting
Although staff discuss the | Some units make operating | Most units make budgetary | Performance-based budgeting is the
Operating importance of MfDR, operating | budgetary decisions based on | decisions on progress against | norm throughout the power sector.

budgets linked | budgets are more the result of | progress against targets and | targets and resources | Data are regularly gathered to

to past expenditure patterns and | resources needed to achieve | needed to achieve results. support budgetary decisions.

performance political considerations. results. Management periodically reviews

objectives performance-based budgeting
systems for continuous improvement.

Score 0 0.5 1.0 15 1.75 2.0 - 3.5 4.0

Investment Government acknowledges that | Government has a clear and | The power sector investment | A transparent process is followed

budgets and | power sector investment | consistent statement of power | budget reflects national | where national priorities  are

tariffs linked to budgets should reflect national | sector investment priorities, but | priorities and funds are | established and investment budgets

performance priorities, but investment | has not fully incorporated these | allocated according to those | are allocated and spent according to

objectives priorities are not clearly and | into national budgets and tariff | priorities. those priorities.

consistently identified. structures.
Score 0 0.5 1.0 15 2.0 - 3.5 4.0
Criteria for each progressive stage
DI Bl AWARENESS (1
elements (1) EXPLORATION (2) TRANSITION (3) FULL IMPLEMENTATION (4)
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Criteria for each progressive stage

g/llfe?nl:\;r?tlgar AWARENESS (1) EXPLORATION (2) TRANSITION (3) FULL IMPLEMENTATION (4)
Statistics
Databases exist for certain | Power sector organizations | A networked system connects key | An integrated set of databases,
Statistics key indicators, but there is | collect, analyze and | producers and users of power sector | protocols and model(s) exists for
strategy no unified system or | disseminate key power | performance information. collecting and analyzing power
strategy  for  collecting, | sector statistics, but sector statistics.
integrating and analyzing | problems continue with Responsibilities for databases
the information needed to | duplication, reliability and and analyses are clearly
manage power sector | inconsistency. established and streamlined.
performance.
Score 0 0.5 1.0 15 2.0 - 3.5 4.0
Users inside and outside of | Some units and | A standard DQA approach is | Policy makers and other
Data quality government understand the | researchers have | adopted throughout the power sector | stakeholder express confidence
importance of data quality, | developed and use | and applied uniformly. Measures are | in the DQA process and the
but are wary of power sector | standard DQA protocols. introduced to provide independent | data.
data. verification of key data.
Score 0 0.5 1.0 1.5 2.0 - 3.5 4.0
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# 1

MfDR Pillar Element Bcore (0-4) Comments
Energy policy is out of date and not clearly linked to energy plans and budgets, for example the
position on unbundling ESCOM and private sector participation
There are initiatives for energy planning (IAEA and MCC) and an opportunity to advance the sector|
score from 1.5 to 3.0
ITo achieve this improvement, the new plans will need stronger links between policy, plans, and
resources
IThere is a need to better integrate economic and engineering considerations in relation to policy,
Leadership National planning 1.50 planning and priorities
Generally, officials are making decisions based on available evidence, but the same information
and analysis is not always available to all decision-makers, and information and analysis may not
be sufficient or tailored for the particular decision. There is a need to improve evidence
Evidenced based IThe decision making system has been unable to make some key decisions, particularly those
decision making 1.00 affecting investment in system capacity
IThe inter-agency reporting structure is clear
However, the decision-making structure is complicated by delayed implementation of the 2004
Inter-agency co- legislation, the current temporary role of OPC and the multiplicity of players that have some role in
ordination 2.00 key decisions
Guidelines for institutionalizing sector-wide co-ordination exist at MoF and there is a GoM initiative
ito have high level sector working groups operating by end April 2010, including one for Energy and
Mining
Power sector has the potential to be a very successful example of results based donor co-
Donor coordination 2.50 ordination
Pillar mean Average 1.75
. Performance The indicators and data sources are clear
Evaluation and monitoring and Some key indicators still lack data sources
Monitoring evaluation System 2.50 lAnalysis and formatting still needs improvement to be more useful to decision makers
IThis has been an area of insufficient focus
Monitoring and The decision to reunify the planning function at ESCOM is a step in the right direction
evaluation capacity 1.00 IThere is a need for more resources to be allocated to this function
Positive examples include consultation on Tanifts and energy policy
There is limited application in other areas
Customer/user IThere is no formal consultation as part of regular operational activities and no ESCOM customer
feedback 1.50 service charter yet published, though it is drafted
Information sharing is relatively good within organizations, but less so between organizations
IThere are systems for sharing some forms of information (consumption and generation) but some
of these are not fully functioning
Information sharing 2.00 No common IT platform for posting and sharing power sector information
Pillar mean Average 1.75
\Within the sector, responsibility for performance is clear, but this is not widely understood by the
public as ESCOM is widely blamed for all problems in the sector, specifically power outages
ESCOM is properly accountable for the operation of its current capacity, but should not be solely
laccountable for problems caused by lack of capacity
IThere are a variety of demands made on ESCOM outside the normal structure of responsibilities
that undermine performance
Accountability and IThe ESCOM Board does not fulfill the governance functions normally associated with a corporate
Accountability responsibility 2.25 Board, with ESCOM operating more like a parastatal
(Good progress is being made between MERA and ESCOM on the service level agreement
Performance problems should be identified early and communicated widely to enable an informed
Performance discussion
standards and It is urgent that a strategy be developed for dealing with and communicating anticipated shortfalls
consequence 2.50 in meeting targets under the current service level agreement
Parliamentary Committee on Natural Resources, Energy and Environment and the Public
IAccounts Committee exist and receive reports
Legislative oversight 3.50 Interactions with the Committees are normally substantive and constructive
[Media tacks professionalism in its abﬁy to undertake substantive coverage of power sector
matters
Media tends to publish stories that are polarized and sensationalist
Media oversight 1.00 Improved media coverage could contribute to improved accountability and responsiveness
IThere has been serious engagement with the public in formulation of energy policy and revised
Public involvement 2.50 itariffs
Pillar mean Average 2.35
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There is use of activity based costing and budgets linked to national priorities (MGDS) in the
Ministry
No formal system of performance budgeting exists and operating budgets are generally not linked

Planning and Operating budgets & to achievement of specific results
Budgeting performance 1.75 MERA explicitly links its operating budget to its strategic plan
IThe high national priority placed on power generation and access to power is not reflected in the
(Government’s investment budget
Investment budgets & IThe mechanisms for investment in the power sector by GoM is unclear as the ‘status’ of ESCOM
performance 2.00 creates difficulties for GoM to commit resources to a corporate entity
Pillar mean Average 1.88
IThere is no unified system of collection and analysis
Statistics Statistics strategy 1.00 \Virtually all power sector data originates from ESCOM
No standard DQA approach exists
Data quality IThe heavy reliance on ESCOM as the almost single source of all power sector data raises
assessment 1.50 questions about the quality and independence of that data
Pillar mean Average 1.25

:— Scale: 0-4
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