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Introduction: A Partnership for Capacity Building in Africa

In 1996, the African Governors to the World Bank presented a report to the President of the World
Bank impressng the importance of human and ingtitutiond capacity building to the future of Africa The
report cdls on both African nations and their development partners to take up this chalenge and
requests the World Bank to mobilise internationa assstance.

The initiative set in motion the conduct of nationd capacity assessments in a number of African
countries. Other countries are now planning to do the same. Some countries have dso prepared nationa
capacity building strategies. National secretariats or focad points entrusted to coordinate nationd
capacity building activities have been established in anumber of countries.

More widdy, the need for capacity is recognised by governmenta and norngovernmenta organisations
and donors. Traditiondly, interventions have focused on classc capacity building aress such as
individua and organisationa srengthening, and project preparation and implementation. Efforts have
aso tended to focus on certain sectors or certain agendas such as poverty dleviation, AIDS,
environmental concern, and decentraisation. Bilatera donors are especidly engaged in these types of
activities.

Now, one faces the chdlenge to go beyond these leves, to adopt more holisic and integrated
approaches. Both the scale - nation-wide - and the complexity - multi-dimensiond and multi-sectord -
of nationa capacity building cals for an integrated approach and sustained coordination. Conceptual
and methodologica darity are important inputs to achieve this.

In early 1998 therefore, the ECDPM, the Netherlands Ministry of Foreign Affairs and the World Bank
organised aworkshop on agpproaches and methods for nationa capacity building.

The meeting brought together African representatives and other capacity building experts to exchange
ideas and experiences on concepts and practices of nationd capacity and capacity building. Organised
aound a number of thematic modules, workshop participants discussed how to give operationd
meaning to these concepts, and identified some guiding principles for conducting nationa capacity
asessments, preparing nationa capacity building Strategies and designing associated monitoring and
evaduation sysems. In afinad sesson, questions relating to the overdl datus of the Governors' initiative
were discussed. This report provides a synthesis of presentations made, issues arisng and conclusions
reached.



Purpose of the Workshop

As a practice-oriented event organised around an exchange of ideas and experiences among

participants, the meeting sought to:

?? give operaiond meaning to concepts of capacity and capacity building;

?? develop and further refine methods for nationa capacity assessments;,

?? condder frameworks for formulating nationa capacity-building Strategies and associated monitoring
and evaduation systems,

?7? identify necessary follow-up actions such as training and information dissemination.

Aswill be dear from reading this report, the workshop did not fully redlise these objectives. Rather than
developing a set of tools and methods to gpproach national capacity building, workshop participants
ingead identified a series of emerging principles related to the various themes discussed. These are
presented at the end of each of the main sections of this report.

The Participants

The workshop brought together the expertise and experience of both African countries and externa
experts working in this area of cagpacity building. African participants from both governmenta and nor+
governmental sectors atended from Chad, Coéte dIvoire, Gabon, Ghana, Gambia, Guinea Bissau,
Maawi, Madagascar, Tanzania, Uganda, Zambia and Zimbabwe. In addition to the organising agencies
- ECDPM, World Bank and the Netherlands Ministry of Foreign Affars (NEDA) - were
representatives of the African Capacity Building Foundation (ACBF), the Development Assstance
Committee Secretariat of the Organisation for Economic Cooperation and Development,
(OECD/DAC), the United Nations Development Programme (UNDP), the United Nations Department
of Economic and Socid Affars (UN/DESA), and the Portuguese Inditute of Public Adminidration
(INA).

While the workshop primarily addressed the concerns of those persons most closaly associated with the
Governors initiative at the country leve, it was aso expected that the conclusions could be of wider
interest to consultants, researchers and administrators both in donor and African countries engaged in
capacity-building work.

National Capacity Building in Context

A first sesson on "context setting” provided the opportunity for participants to introduce themsdves and
their country programmes, and in so doing to provide the context againgt which the technical discusson
of the workshop could be addressed. It provided an opportunity to reflect on the different sandpoints
from which countries and externd agencies are approaching nationd capacity building, and to address
the question; "capacity building for what?’

Presentations



Each of the 12 African countries gave a short presentation setting the context of nationd capacity
building, and indicating the main activities so far carried out. The presentations emphasised the
importance of addressng context and particulaly the diversty in Stuations and expectaions in
respective countries when developing programmes for nationa capacity building. Some of the key issues
emerging from these presentations follow.

Initial stage or contributing to on-going efforts

In some cases a change of mind-s&t, both within society more generdly as well as in government, was
considered necessary before nationa programmes could develop. Other countries aready had on-going
initiatives, some of which had begun long ago. In Chad for example the assessment served to collect
data but aso to raise awareness on the need for capacity building. Other countries such as Uganda,
Cote d'Ivoire and Zimbabwe had dready started (nationa) capacity development in the 1980s or early
1990s. Here the assessment coincided with orngoing efforts or policies like Maawi’s 2020 vison or the
2025 vison of Tanzania

National or sectoral plans

Whereas some countries indicated that nationa capacity building efforts could be accommodated by
integrating them into existing nationd leve activities, as in the Cote d' Ivoire, others emphasised the need
for designing programmes at the sector level to make implementation possible. Uganda, for example,
noted that visons and ams have been formulated & nationa level. However, implementation Srategies
needed to focus on lower levels.

Capacity building or utilisation

Different dtuations in the countries represented meant that views differed as to whether emphasis should
lie on capacity building or utilisation. In generd it was agreed that enabling existing cagpacities should be
the priority. Cote d’ Ivoire described the efforts to devise a trategy built upon existing capacities. Some
countries, however, did stress the need for building capacities. Examples include Gabon where capacity
is needed to explait its rich natural resources and contribute to national economic growth, and Chad
which is emerging from awar Situation and needs human resources and strong inditutions to develop its
future oil economy.

Socio-political factors

From nationa experiences, severd inditutional factors emerged that are rdevant for the design of
capacity development dtrategies. In particular, the relaions and divison of responghbilities between the
state, non-state actors and private sector determine their roles and their responsibilities. Madagascar
described the difficulties in convincing stakeholders on the need for changing role divisons. In Mdawi
the assessment looked a these different roles and a national workshop was organised to discuss a
national capacity business plan. Thus discusson of capacity building must relate to processes of
inditutiona reform as in privatisation, decentrdisation and civil service reform. Guinea-Bissau indicated



the need for specid attention to manage such processes. It was suggested that politica and governance
congraints could be the focus of capacity building efforts but it was aso indicated that these need to be
overcome before any improvements in capacity can be expected. It was emphasised that conflicting
views among nationa governments, opposition parties and donors need resolving.

Multi-donor approaches

Findly, in this overview of country experiences, nationa governments are faced with numerous donor
intiatives concerning national capacity programmes and the consequent chalenge to integrate these in
exiding efforts. In some cases, the different donor proposas could be accommodated into nationa

programmes. In Chad the follow-up to the assessment was done as part of an UNDP programme. In
Cote d'lvoire the assessment was one of several studies done. The data were integrated into on-going
work. Gambia has experience with an economic capacity building programme supported by UNDP and
now intends to implement the World Bank

Governors assessment in the near future.

Representatives from NEDA, the World Bank, UNDP and UN/DESA briefly commented on the
country presentations. Underlining the inherent chalenges involved in developing sustainable capacities,
it was noted that most countries in the South and the North were facing a period of ingtitutiond
adjustment which promised to be as chdlenging as the economic adjustment of the 1980s and early
1990s. Good governance, democratisation, public sector reform, privatisation, the strengthening of civil
society and the search for sustainable development have implications for national capacity development.
The challenge for the workshop was to exchange ideas and experiences with capacity and capacity
development, especidly the national assessments and drategies. While it was recognised that formulas
and packaged prescriptions were not available or even advisable, a menu of options or a greater range
of best practices could emerge. The inherent chalenges involved in developing sustainable capacities
were aso noted - the time frame that was usudly required, the need for changes to attitudes and mind
sets at the country level and the reforms that donors and financid ingtitutions would have to put in place
in their own organisations. The World Bank outlined the present status of the Partnership for Capacity
Building in Africainitiative. The programme was gpproaching a decison point with the submission by the
African Governors (of the Bank) of a business plan and a request for further funding. In the countries
themsdlves, a number of countries had established nationd secretariats and had begun implementation.
Within the Bank, the Cgpacity Building Technicad Group (CBTG) within the Africa Region was
endeavouring to promote the main ideas associated with capacity development among country
managers, in a variety of activities including policy dialogue, country assstance drategies and projects.
Meanwhile, NEDA noted that capacity development has in fact been on the development cooperation
agenda since the early 1980s. The renewed attention given now, however, only re-addresses the
principd am of development cooperation: To assist countries to manage their own affairs. Since being
brought to the forefront, there has been an evolution of thinking. In the early 1980s, interest was raised
by experiences with structural adjustment programmes and related civil service reforms. It became clear
that many countries lacked the capacity to implement these complex reforms. The cdl for improved
incentive structures, measures to stop brain drain and to retain senior staff emerged. Evaluations of aid



effectiveness further indicated ingtitutiona congiraints and the negative role that aid could play; technicdl
assstance often eroded existing capacity. Capacity development is today increasingly seen as an dl
encompassing concept. It should be an integra part of development activities.



Setting Capacity Building in Context - Some Emerging Principles

A summay of the discusson on the country presentations can be visudised as an informa set of

principles that may be consdered in thinking about capacity issues. These are; As was made clear in the
country presentations, the context of capacity development - what was called the presence (or absence)
of a conducive environment - was acrucia eement in shaping eventua outcomes. Political support was
crucid especidly when inditutiond change met with resstance and hodtility. The impact of hisory and
heritage shape options as do the degree of trust and collaboration in a society. The nature and timing of
capacity development interventions needs to be desgned on more than narrow technical grounds.

Although many countries were struggling with the same broad issues, the specific capacity development
drategies had to be cusomised to fit in with the particular nationd, regiond and inditutional contexts.
There was alimit to which generic anaytica frameworks for capacity assessments could be helpful. The
time frame for the development of capacities in sectors such as education and hedth needs careful

consideration. In some ingtances, progress can be made quickly. But, more often, this complex process
of socid learning and political consensus-building could take generations as it in fact has done in most
countries in the North. The design of capacity programmes needs to take this into account.

The idea of capacity utilisation as opposed to capacity development needs to be brought to the forefront
of programme desgn and management. In many cases, countries have pools of human resources that
are under-utilised. Brain drains, poor management, lack of incentives and encouragement and the
absence of a professond working environment are only some of the reasons. Countries and donors
need to encourage and facilitate existing capacities, dbeit in an un-mohilised form.

There needs to be a better understanding of how incentives and rewards acting on both country and
outsgde paticipants frequently work againgt the development of capacity despite intentions to the
contrary. In some cases, the design and management of cagpacity programmes were biased against
nationd expertise and ownership, smplicity, experimentation and learning, the demand (as opposed to
the supply) dde, legitimate risk and other factors generdly held to be supportive of effective capacity
development.

The need for a broader perspective that went beyond the technica and the financid. Most of the more
difficult condraints to capacity development are palitica, cultura and even psychologica. Donors and
funding agencies need to teke these more into account even if they can do little about them.
Communication, persuasion, education, participation, consensus building (and maintenance), a more
transparent supply of reliable information and greater efforts a incluson are important to creste popular
support and legitimacy for capacity development programmes. Efforts had to be made to bring in
organisations, groups and individuas such as those in the private sector and civil society. The process of
capacity development was thus a part of a larger effort, a means to an end which relied upon broader
approaches to democratisation and good governance. Donors and financing ingtitutions would also have
to increase their ability to ded with a wide range of groups beyond officids in the top levels of
governmernt.



The choices that shaped capacity development drategies were not obvious given the complex
indtitutiona changes involved. What type of leadership and from whom worked best in different cases?
What intervention point should be sdected and why? What specific steps could be taken to help foster
the sustainability of new or improved capacity? What indicators of success could be used to improve
monitoring and evaluaion? Are nationd capacity ‘strategies feasible or even advisable? Where should
a secretariat be placed and with what mandate? How can such a secretariat be in government but not
necessarily of government?

Capacity development strategies need to focus on grasping opportunities as much as on solving of
problems. The latter approach tries to make unsatisfactory situations disgppear. The former, in contrast,
tries to create something new and positive. A "postive' search for opportunities offers a greater chance
to enlis support and commitment. Capecity development is a complex process of human and
inditutiond change. As such, it usudly involves more than the conventiond training and technicd
assgtance tha long dominated international efforts at capacity development. In some cases, a shortage
of resources is not the problem. Attitudina change and the creation of a developmental mind set is key.
It can be helpful to identify the core functions for which capacity is required — for example, service
ddivery, planning, finanda management — in order to provide the focus for an intervention. This is the
‘capacity for what' issue.

Concepts of Capacity and Capacity Building

The purpose of this module was to exchange ideas on the operational meaning of capacity and capacity
building. Of particular interest was the notion of national capacity and capacity building. It is often
difficult to implement these concepts in practica terms because they mean different things to different
people. Both the scale — nation-wide — and the complexity — multi-dimensond and multi-sectoral —
suggests a particular need to achieve some leve of conceptud clarity as abass for offering guidance to
those responsible for nationd level activities. Part of the chdlenge in making capacity operationd is to
provide a useful definition upon which discussions, plans, monitoring and evauation can be based. This
can dso help to facilitate communication between different countries, agencies and persons involved in

capacity building work.
Presentations

Conceptual models and operationa definitions developed by the World Bank and UNDP were
presented. At the outset, the Bank introduced a definition that had emerged out of a number of the
nationa assessments.

The proven ability of key actorsin a society, mainly that of individuals, groups and institutions,
to achieve socio-economic goals on their own

Presentations were aso given by representatives from Chad, Gambia and Tanzania reviewing the ways
in which concepts of capacity (using approximeations of the donors definitions) had been used in
conducting nationa capacity assessments in their respective countries. These were quite Smilar to one
ancther, placing emphasis on the ability of individuds, organisations and systems to set and implement



development objectives in a sustainable way. It was, however, recognised that such holigtic and al-
encompassing definitions provide little operationad guidance, tend to be smplisic and brush over
complex redlities. It was suggested that donor definitions aso tend to be redtrictive and need to be
adapted to loca country redlities.

For the country presenters, the pre-requisites underlying capacity development had become clearer
during the conduct of national capacity assessments. More professondism, inditutiona autonomy and
managerid effectiveness were identified as needed. Those engaged in capacity development seemed to
benefit from a vison of the end result in terms of capacity. Incentives, education and retraining, better
governance and accountability and infrastructure were needed.

Some analytical frameworks

The World Bank introduced a smple framework for thinking about the purpose and design of outsde
interventions in support of capacity development. Donors could implicitly or explicitly adopt a set of
behaviours that ranged from highly intrusive to gently supportive.

In the matrix, these behaviours were listed in order of declining intrusiveness and donor control as..."do
agang’, ‘do to’, ‘do for’, ‘do with’, ‘help do’, ‘let do’. The specific operationd nature of the
intervention was likdy to have differing consequences for the design of technical assstance and the
outcomes in terms of capacity development. The UNDP summarised its approach to capacity
assessment which it had been developing over the past two years. UNDP had now issued a document
summarising this approach. It is available from MDGD and gppears on its Web Site. This gpproach
relied on the following principles or concepts.

The idea of drategic management borrowed from the corporate sector. The individud, the entity (eg.
group or organisation) and the environment are key parts of the framework; A systems approach to
capacity development including an emphasis on managing interreationships amongst groups, individuds
and organisations, The incorporation of ‘levels of capacity at the nationd, regionad or community; An
emphass of learning, experimentation and adgptation; The need for participation, inclusion,
accountability and trangparency; A reliance on the programme approach and national execution;
Attention to measurable results.

The UNDP approach takes these concepts and integrates them around four mgjor questions: Where are
we now? Where do we want to be ? How to get there? How to stay there?

Towards Conceptual Clarity and Operational Meaning
Setting the limits
Participants attempted to assess the core dimensions or eements of capacity and capacity building

which could help in providing conceptud clarity and operationd meaning. It was agreed there must be
some limits to definitions of capacity and capacity development lest they end up as definitions of



development itsdf. There must be some boundaries that indicate its essentid nature: what it is and what
it isnot. The following considerations can hep in setting those limits:

Clarifying concepts

Capacity is more of an outcome or a condition to be achieved, whereas capacity building or
development is the process by which capacities are acquired.

Deciding on what congtitutes capacity Capacity can be said to depend on the presence of:
?? Vidbleinditutions,

?? Leadership and vison,

?? Fnancid and materia resources,

?? Skilled human resources,

?? Effective work practices, including systems, procedures and gppropriate incentives

Capacity for Whom and to do What?

There are different levels or scdes (eg. nationa, sectord, community) a which capacity can be
addressed One can dso make a distinction between the capacities of different stakeholder groups; the
public sector, private sector and civil society. Hence the question; * capacity for whom’ 2. Capacity has
to be linked to function and performance. This is the capacity ‘to do what' issue. Capacity (as an
outcome) cannot be said to exigt in the absence of any visble or verifiable evidence of a positive change
in performance of some function or activity. This assumption had implications for monitoring and
evaduation. Clarifying the mandate, roles and responghilities of the entity(ies) in question can help
address this question. To examine National capacity it is necessary to review relevant capacities at the
individud, organisational and sectord levels. Interactions between these levels need to be identified.

Taking account of the context: symptoms and their causes

Any useful gpproach to capacity development has to take into account the political, socid, culturd,
technica and financid aspects of the issue. This was especidly important for being able to separate the
causes and the symptoms of a lack of capacity. An "enabling” environment which provides appropriate
incentives is essentid for mobilisng and utilisng capacities. This notion can be goplied a dl leves
(individud, organisations, country). The engbling environment can include many things — some more
concrete than others. Many participants referred to governance issues in generd, others to specific
policies or laws, or resource endowments, others referred to questions of behaviourad norms and
attitude, and to the impact of donor interventions (see box). These factors can both promote effective
cgpacity "utilisation”, or result in "capacity eroson” a worgt.

Contextual factors take on different degrees of importance depending on the country context, and the
areas of capacity being addressed. On the whole, capacity is likely to be influenced by a combination of
different but interrdated factors which may result in capacity being sufficient or insufficient, or under-
utilised.



Being clear on causes and symptoms provides a basis on which to determine an gppropriate response
(skills enhancement, addressing incentives, reforming the public service, changing atitudes, adapting
donor practices, providing hardware — material and physical infrastructure etc, etc).

Conclusion

Most of the discussion focused on the need to neke the terms operational. There are a number of
holigtic definitions which give a generad sense of what is meant by cgpacity. However the group agreed
that there seemed little value added in searching for an optima definition. To give operationa meaning to
these definitions, account needs to be taken of the loca context. The consderations identified by the
group and which have been listed here can help "un-bundle’ the complexities of the concept, and in so
doing, provide the basis on which capacity assessments can be conducted. They dso suggest a
convergence of thinking among the group on these conceptud issues.

Approaches to National Capacity Assessment and Capacity Building Strategies

The conduct of nationa capacity assessments is a critica phese in launching nationd capacity building
programmes. Assessments provide the information upon which strategic decisons can be made. In 0
doing, the assessment provides the bridge between the conceptua framework and operationd redlity.
What should be the scope of a nationa capacity assessment, how in-depth should the andlyss of cause
and effect be, and who should be involved in the process? Methodologica clarity can help to frame
complex diagnogtic activities such asthese. At the same time, thereis need to recognise practical, day to
day management and resource congdraints which may limit the scope of any proposed assessment
exercise. Desgners need to keep sight of pragmatism, cost effectiveness and on the need to arrive a
actionable conclusions.

The objective of this module was to share experiences on approaches to nationa capacity assessments
(NCA) and nationd capacity building strategies (NCBS) with a view to highlighting useful lessons for
countries yet to conduct NCAs or NCBSs and those currently in the process. As far as possible, an
attempt would be made to refine methodol ogies and approaches.

National Capacity Assessments

Representatives from Gabon, Ghana and Uganda outlined their experiences in conducting NCAs. They
focused particularly on the terms of reference, the methodology used for collecting and anaysing
information/data, stakeholders involvement, the selection of NCA team members, the sectors covered
(private and public sectors and civil society, education, training, etc.) and the criterialindicators used to
assess human and ingtitutiona capacity.

Focus



Assessments carried out in the different countries focused on particular areas of importance. 1n Gabon,
seven sectors were assessed including education and training, health and demography, agriculture and
gock farming, research and development, infrastructure and communications, private locd business
development and the public sector. The Ghanaian and Ugandan assessments looked at the roles,
functioning and interrelationships of the State, civil society and the private sector. Research, training and
education were sdected as critical functions. The Uganda assessment did not, however, spend a great
ded of time on sectord andyss.

Methodology

Within the framework of the terms of reference s, different methodologies were applied to collect
information. In Gabon, an opinion survey of 1083 people was conducted. These were mainly managers
in public, private, civil society and traditional societies. In Ghana, focus group discussions based on
sectoral and thematic issues were organised in addition to literature reviews and questionnaires. When
asessing individud organisations or development actors, the assessment focused on the following:

?? ltsahility to exist and operate as an organisation

?7? ltsability to manage clients and beneficiaries

?? The sugaingbility of its activities

?? Thereevance of its activities

?7? Its accountability to funders and beneficiaries

?? The match or mismatch between the organisation and its environment

The Uganda anadlysi's employed indicators to assess human and ingtitutiona capacity. The ones related to
the human aspect were adequacy in number of skills, quaity of manpower, effective use of ills. The
inditutiona were effective performance of key ingtitutions, availability of resources and work practices
and procedures.

Lessons

A number of lessons had emerged out of the Gabon experience including the need to recruit
independent people to conduct the surveys, the need for proper training, the need for awell-supported
media campaign to aert the public. A key lesson from the Uganda experience was the need to keep the
audience and purpose in mind, and to ddliver a plan or a product that could be used by planners and
other organisations.

Group discussions

In the subsequent group discussions, additiona issues were addressed. Particular emphasis was placed
on the need to clarify the purpose of a capacity assessment. Is it in fact an assessment, or rather an
inventory, or an evauation? One goup argued that assessments should be treated as sdlf-evaduations
which took stock, assessed gaps in capacity and formulated programmes to fill these gaps.



There was generd agreement that the process should be linked and driven by nationd visons and
objectives rather than by a narrower conception based on operational problems and congraints.
Nationd commitment, ownership, involvement and political will are the driving forces behind successtul

capacity strategies.

Chad had, for example, used the national capacity assessment process mainly for awarenessraising and
as ameans to begin creating a better national understanding and shared understanding of capacity needs
and issues. This type of ‘preparatory’ gpproach was not unusua in countries at the early stages of
building nationa capacities. The Cdte d'Ivoire, in contrast, used the assessment process to develop
inputs and insights that could be used to support broader development plans. In this regard, the conduct
of the assessment was integrated into existing and orngoing capacity review work. Both countries used
the assessment process to rethink development godls, to clarify where they were in capacity terms, to
specify intended results and outcomes and to help devise capacity development Strategies.

On the question of focus and methodology, effort should be made to make use of existing studies and
data. To avoid supeficidity, specific areas and functions should be targeted for andysis based on a
prioritisation of key sectors.

National Capacity Building Strategies

Cote d'lvoire, Malawi and Guinea Bissau outlined their gpproaches to the preparation of Srategies
looking a history and condraints (emerging democracies, market economies, poverty, AIDS), overdl
and sectoral objectives and action plans and the work of the Nationd Capacity Building Secretariat in
formulating and implementing Strategies.

Approach

Few countries had as yet prepared forma nationa capacity building strategies. Those that had, had
done s0 in different ways reflecting their different country circumstances, and differing priorities. In the
Cote d'Ivoire, the dtrategy is treated as part of a new economic programme designed to address the
country’s vison (Vison 2025) to become an "African Tiger" in the 21t Century. It is trested as only
one of anumber of assessments and drategies that are being fed into nationd development decisons. In
Maawi, nationa capacity building arises in the context of palitica, economic and socid reforms linked
toitsvison for the year 2020.

Progress

The NCA for the Céte d'Ivoire was completed in 1997. A Nationa Capacity Secretariat has been
edablished to function as a samdl faclitating unit with no mgor ddivery responghbilities. A submisson
outlining the capacity development strategy and the role of the Secretariat had recently been submitted
to the Government.



In Mdawi, a drategy, in the form of a busness plan, has been prepared to guide formulation,
implementation, monitoring and evauation of cgpacity building plans and programmes. The plan itsdlf
contains gods and drategic objectives for enhancing education, training and learning, trandforming the
public sector, strengthening the private sector, giving voice to civil society and promoting capacity
building through sectord programmes. The decison to findise the form, location and status of the
capacity secretariat remains to be made and is the subject of debate both insde and outside
Government. With World Bank support, the Government in Guinea Bissau has recently approved a
business plan and the establishment of anationa secretariat with three eff.

Group discussions

Some issues which emerged from the country presentations were further discussed in the working
groups. It was emphasised that the conduct of capacity assessments and the subsequent development of
a capacity building strategy should be treated as a continuous process. Whilst assessments were best
suited to answer the ‘what’ questions - in UNDP terms, the ‘where are we' and ‘where are we going’
questions, drategies dedt with how issues - the “how will we get there and *how will be Say there
questions. Strategies needed to include action plans. They had to be supported by some causd andyss
which separated cause and effect, problem and symptom. They had to take into account the many other
initiatives of the government and other groups that would impact on capacity development outcomes.
Strategies dso had to be formulated in a participatory way in an effort to improve the quaity and the
subsequent implementation of any plans. In this regard specid attention needed to be pad to getting
groups and organisations working at the sectord leve to ‘buy in’ to the nationa Strategies.

This is why the process needs to be guided to some degree by stakeholder expectations. Careful
facilitation of the process as well as andyss of data was required to minimise potentia conflict over
decisions taken over resource alocation and the setting of priorities.

The groups noted that deciding on the gppropriate set-up and location of secretariats had proven
difficult for many countries. The generd view was that they needed to be smdl, credible and
representative of key stakeholders. Most countries had eventually opted to locate them within the
governmenta structure to help encourage state officias to collaborate.

Box 1.
Capacity assessments and capacity building strategies: Some questions

The presentations and subsequent plenary discussion raised a number of questions which were taken up
in the working group sessons.

What is the connection and interrdationships between national capacity assessment and strategy?
Where does one begin and the other end? Are they actualy separate processes? What is the
relationship between a sectord strategy, say in hedth or education, and a capacity development
srategy? What separates one from the other? What is the difference between public sector reform and
capacity development? Is there duplication? Is the plan intended as one of drategic policy or
implementation? How can ‘ capacity development’ be mainstreamed? Does it, in practice, make sense



to have something cdled a nationd capacity development strategy? Are we not going back to the
national planning strategies of the 1960s that were abandoned in the 1980s?

Did the paticipants have any experience to date on the sequencing of activities in a capacity
development strategy? What was the experience in implementing comprehensive as opposed to more
incremental approaches to capacity development Strategies?

Emerging Principles on Capacity Assessments and Capacity Building Strategies

Based on the discussion in the workshop and the experience to date of carrying out national capacity
asessments, a number of emerging principles were identified which can assst those responsible for
designing and preparing nationa capacity assessments and capacity building srategies.

Shared Vison. Some common understanding of capacity and capacity development - objectives,
potentid strategies and assessment techniques is necessary if the broader process of assessment isto be
effective.

Conceptud darity has proved useful. But this shared understanding has to be tailored to the particular
circumstances of the country.

Consensus Building. Capacity assessments are not smply andyticad and technicad ‘stock taking'
exercises that ‘fill in the blanks with respect to capacity resources and inditutiond abilities. They are
aso exercises to do with community mobilisation, of socid learning and of building a consensaus that
could support subsequent efforts at implementation. This perspective led, in turn, to greater efforts a
citizen and stakeholder participation. Some assessments had used survey techniques that proved useful.
And they needed to suggest an actionable programme that gave participants and other interested groups
some sense of the way forward.

Broader Context. Participants and funders also need to be aware that the assessment is part of a
broader process that continues in some form after the assessment is completed. The assessment was
thus not a self-contained exercise but part of alarger stream of eventsin the country. It could, however,
serve to pave the way for some succeeding steps.

Many Actors. The better capacity assessments had relevance for government but were not completely
of government. They sought a baance between generating government commitment but avoided
government capture. If the latter happened, other non-gtate participants and stakeholdersin the private
sector and civil society would quickly lose interest and involvement and the broader value of the
capacity assessment would be lost.

Enabling Environment. As discussed earlier, the better assessments seemed to draw strength from a
supportive political environment that provided resources, political protection, more trangparency and
openness and the prospect of subsequent attention and action. Assessments that were captured and
politicised hed little chance of inducing useful results.



Different Approaches. Most assessments faced a dilemmato find a balance between * bottom up’ or top
down’. Should, for example, an assessment focus on nationd issues first and then move ‘down’ to
sectors or should it be the other way around? Part of the answer appeared to depend on the particular
developmenta circumstances of the country and the inclinations of the assessment participants. Some
countries avoided this ‘either or’ choice and focused on issues such as education that need to addressed
a avaiety of levels smultaneoudy. Another gpproach was to treat the nationd level assessment as a
"scoping out” exercise aridng from which morein- depth and focussed assessments could follow.

Part of the issue here was aso to manage the tenson between atempting a comprehensive nationa
andysis which frequently could become abstract and unmanagesble versus a more limited focus on
particular functions which could frequently overlook broader capacity condraints at the nationd level.

Trandformational or Incrementd. Efforts & carying out assessments and formulating Strategies
frequently had to contend with approaches that were either transformationa or incrementa. Again, no
formula existed to determine the answer in any particular Stuation. Some countries at certain times (e.g.
Russain the late 1980s, South Africa in the 1990s) faced dtuations of massve change. Others faced
conditions that allowed only piece med changes over longer periods of time.

Scde and Duration. There was a wide range of experience in terms of the amount of resources
committed to capacity assessments. Some lasted only six to seven weeks. Other went on for seven
months or longer. Each country again had to set a reasonable balance. Too little time and attention and
the assessment would lack credibility and sufficient analysis to be credible. But the assessment went on
too long, participating groups and outsde dsakeholders would lose interest in its eventud
recommendations.

User Focus. It had proved useful to focus assessments on end uses and actual improvements rather than
more general programmes of ingitutional reform. One way to encourage this kind of purpose was to
identify certain critica functions in advance that should receive specid atention during the assessment.
Participants had to keep beneficiaries in mind when doing capacity assessments (‘ capacity for whom')
but dso the needs of planners and implementers who must try to make use of the assessment. There
should be a clear sense of why an assessment is being carried out. Recommendations had to be redidtic,
affordable, specific and actionable.

Demand Orientation. Assessments had to resist the tendency to be ‘supply’ driven rather than ‘ demand’
driven. As such, they tended to concentrate on inditutiond dtrategies, reforms and condraints as
opposed to public needs and demands.

Donor Practices. Findly, assessments should not be limited to partner countries. Donors and financia
ingtitutions would have to put in place reforms in their own organisations to enable them to support
cgpacity initiatives. The DAC of OECD had devised a check ligt to assist donorsin thiskind of work.

Monitoring and Evaluation of Capacity Building Activities



Since mogt experience with the monitoring and evauation of capacity building processes is reatively
recent, methods and insruments are not readily available. The scae and complexity of national capacity
building makes the development of these al the more chalenging. Whereas a lot has been written about
evaduaion methodologies in generd, comparatively little has been written on how to monitor and
evauate capacity and capacity building processes.

In view of this, the purpose of the module was to reflect on different dimensions of this complex subject,
to review different approaches that had been experimented with, and from the experience of
participants, to identify key consderations to take account of in monitoring and evauating nationa
cgpacity building activities.

Presentations

Peter Morgan introduced the module by presenting a typology of the main uses of performance
mesasurement. Different uses or purposes lead to the desgn of different kinds of monitoring and
evauaion sysems. Theseinclude:

?7? supporting project/programme management to set objectives and monitor progress,

?7? supporting the capacity development process itself — by involving locd actors in looking at ways to
improve organisationa performance;

?? supporting donors own accounting and reporting and project preparation requirements.

The firg two of these are most relevant to the process of locd capacity development, and should
provide the basis for designing a monitoring and evauation system, including indicators. The reporting
needs of externa agencies should build on these processes, rather than take over. Otherwise, thereis a
risk that the system and related indicators introduced are not relevant to loca stakeholder needs, and
may in S0 doing discourage locd level ownership and commitment. There is dso need to guard againgt
the tendency for such systems to become mechanica and procedurad. Representatives of Zambia and
Zimbabwe outlined their experiences and the chalenges that are faced in designing and managing a
monitoring and evauation system agppropriate for capacity and capacity development. Zambia had
conducted an assessment but gpprovad of its recommendations and trandation into a drategy were dill
pending. Capacity building was understood to encompass improvements in human resources (people),
and inditutions (organisations in the date, private sector and civil society), and to the
processes/practices that facilitate the interaction between ingtitutions and human resources. Recognising
that capacity building was not a project or a programme in the conventional sense and hence did not
lend itsdlf to the use of

traditiond indicators, the following consderations need to be taken account of:

Monitoring should be seen as a survelllance system that can help participants to learn about the effects
of the work as it progresses. Much of capacity building is experimenta and needs to be monitored as
such.



More emphasis needs to be given to the process aspects that lie at the heart of capacity devel opment.
Evauations should be conducted in a more participatory way to encourage the loca ownership of the
results of the evauation. The beneficiaries of a cagpacity development programme were in akey postion
to make key judgements as to its effectiveness. Too often, evauations were written for technica
pecidigs at the expense of making the findings available for amore popular audience.

It was important to be clear about the ultimate end user and purpose of evauations. While the donors,
funding agencies and governments obvioudy had important interest and accountabilities to mest, the
ultimate users were the participants and beneficiaries whose capacities were being developed.

Greater efforts needed to be made to train African evauators to carry out more of the monitoring and
evaduation functions asociated with cgpacity issues. The externdly-driven nature of much of the
monitoring and evauation efforts had lessened its vaue.

In the past Zimbabwe had encountered a number of issues in its efforts to measure capacity and
performance particularly in the public sector. It recognised the need to take account of experiencesin
these areas in desgning an appropriate monitoring and evauation system to support the nationd

cgpacity building programme.

It isrelatively easy to measure the * stock of resources such as number of schools of skilled people. But
this amounts to an output and says little about the actua use or performance of these resources. In many
cases, these kinds of output measures are not dis-aggregated and hence lose relevance for particular
groups with more specidised interests and mandates. In 1991, for example, Zimbabwe conducted a
manpower survey to provide better indications of the resources of particular kinds of skills. In many
countries, both the objectives and the people changed rapidly. It was difficult to get sustained and
reliable measures in such aturbulent environment.

For indicators to be useful for decison making, they had to produce certain information in a certain
format and a a certain time. Unless the measurement system could meet these standards, it was not
likely to be sustainable. Nor would it engender much support if it exised mainly to feed donor
requirements for more information. Monitoring in the absence of political will and locd commitment had
little effect on project performance. The designation of the monitor was an important decision.

ECDPM and ACBF aso summarised some of their recent experiences in developing capacity-related
indicators in different Stuations. ECDPM noted that the need for a change in paradigms is increasngly
recognised if red progressin capacity development isto be achieved.

In the case of Uganda, project participants had done a matrix outlining the differing approaches of
different donors and funding agencies towards projects desgned to build capacity a the didrict leve.
The exercise cdled for three reforms in current paradigms of project design:

?? redidic and managegble financid reporting systems,

?7? joint definition of ‘processindicators for intangible results;

?? bottom-up monitoring and evauation systems and processes.



Lessons from the field are also Sarting to make clear that much greeter effort needs to be made to tap
loca knowledge and expertise. Projects have to be designed to create or reinforce loca commitment to
project learning of which monitoring and evauation were important components. The African
experience in capacity building has to be documented to a much greater degree than is presently done.

In a different context ACBF has been developing tools and frameworks to assst the work of
performance measurement, with particular reference to nationd-level macro-economic policy andyss
capacity. A number of key monitoring and evaduation principles which had emerged from this work
were highlighted:

Different indtitutions use different indicators a different times for different purposes,

Indicators need to be linked to a cause and effect analyss to yield useful information. Actions to
ameliorate the causes of problems



