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Foreword

This final report, prepared by Alain Lafontaine (Le Groupe-conseil baastel Ltée.), does
not necessarily represent the views and opinions of the partners in the Global
Environment Facility’'s (GEF) Capacity Development Initiative (CDI). The analysis
provided here is based on the assessment structure agreed to with CDI management.

The author would like to thank CDI management and all the participants in this
assessment for their involvement in providing data and in the review process. This was
crucial in ensuring the accuracy and relevance of the final analysis and reporting.
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Executive summary

The report begins with providing a review of some of the issues associated with CD
initiatives, and then provides an overall review of the approaches to capacity
development in the international development cooperation community, with a special
focus on concepts, guiding principles and the place of CD in emerging development
cooperation priorities. This is then followed by a discussion of some of the key lessons
learned with respect to development cooperation in support of CD. The report also
reviews promising tools and recent developments in cooperation agency’s efforts to
mainstream the CD concepts, approaches and lessons learned in support of their CD
activities.

The report then highlights some of the main constraints to, and avenues for donor
coordination in support for CD, before reviewing some issues related to the
management of CD initiatives requiring special attention. With this analysis in
background, the report then provides a presentation of the particular CD strategies of
various development cooperation organisations reviewed in relation to global
environmental issues. The assessment is then concluded with a summary analysis of
those strategies and some preliminary recommendations for the GEF as it envisages
the development of its strategy within the framework of its Capacity Development
Initiative.

In terms of strategies, development organizations recognized as being furthest along
the CD road have in general focussed on supporting the development of a capacity to
diagnose and plan in relation to the global environmental issues in the recipient country.
In addition, support has been targeted at developing the capacity of institutions, dealing
with legislation, administration, diagnosis, planning and monitoring of the global issues.
The report highlights the important CD activities of development organisations such as
the European Commission (EC), the Danish International Development Assistance
(Danida), the Danish Cooperation for Environment and Development (Danced), the
Fonds Francais pour I'Environnement Mondial (FFEM), German technical cooperation
(GTZ), The German Federal Ministry for Economic Cooperation and Development
(BMZ), The Netherlands Ministry of Foreign Affairs, The Norwegian Agency for
Development (NORAD), The Swedish International Development Agency (SIDA), and
the United States Agency for International Development (USAID).

The report also looks at the strategies of a number of institutes and NGOs. In particular,
they tend to focus their CD activities on more targeted training and joint research as well
as technology transfer on global environmental issues. Those with some of these
elements firmly anchored in their program include: the African Centre for Technology
Studies (ACTS), The International Institute for Environment and Development
(IIED),The Indian Institute for Public Administration (IIPA), the International Institute for
Sustainable Development (IISD), la Fédération Internationale Des Ingénieurs Conseils
(FIDIC), and the World Resources Institute (WRI). Although they are bilateral agencies,
Japan International Cooperation Agency (JICA) and Japan International Bank for



Assessment of Capacity Devel opment Efforts of Other Devel opment Cooperation Agencies

Cooperation (IBIC) could also be included in this group given the focus of their efforts
with respect to global environmental issues.

In conclusion, development cooperation organizations and their partners still have the
opportunity to join forces in order to identify and address the required capacity needs
and strategies in support of the global conventions. The challenge here, is making sure
that these first steps are effectively supported within a capacity development framework
which respects the various CD lessons as cited previously. Clearly, the Global
Environment Facility initiative is a step in the right direction; however, if CD strategies
are to continue to be effective, developing countries and their primary stakeholders will
need to discuss in a coordinated fashion, under the leadership of the country, with
support and in dialogue with the donor community.
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Introduction

At its May 1999 meeting, the GEF Council approved a Strategic Partnership between
UNDP and the GEF Secretariat as an 18-month consultative planning process to
prepare a comprehensive strategy and action plans to strengthen the capacity of
recipient countries in order to meet the challenges of global environmental action.

The work plan for this consultative process is divided into three stages: 1) assessment
of capacity development needs, 2) development of a comprehensive strategy for multi-
party action to meet identified needs, and 3) development of action plans for the GEF-
financed activities to contribute to the strategy.

The assessment phase of the CDI is intended to identify the capacity development
needs of recipient countries as well as lessons learned from GEF-financed activities and
efforts of other multilateral and bilateral agencies. These assessments will provide the
basis for developing a strategy and action plans to address the capacity development
needs of recipient countries in the area of the global environment. The outputs to be
prepared in this initial assessment phase of the CDI include:

a. assessments of country needs and priorities prepared for four regions;

b. assessment of needs and priorities of Small Island Developing States;

C. assessment of scientific and technical capacity development needs;

d. assessment of lessons learned from GEF-financed activities;

e. assessment of capacity development activities undertaken through GEF projects;
f. assessment of capacity development efforts of other multilateral and bilateral

institutions; and

g. compilation of decisions of the Conferences of the Parties for the Convention on
Biological Diversity and the UN Framework Convention on Climate Change concerning
capacity development, including guidance to the financial mechanism, together with
relevant decisions of the Convention to Combat Desertification.

This final report relates to assessment (f) above. As stated in the ToRs for the CDI, the
intent of this assessment is to review projects, capacity development policies, and
strategies of other multilateral and bilateral development agencies, regional
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development banks, and NGOs, as well as, to encourage a dialogue with the relevant
groups and key staff in these organizations.

This report is based on the data collected since March 2000 through: written (formal
request) and oral communications (follow up) with the participants in the assessment
process; desk studies; and additional data gathered through a series of field visits that
were conducted in May 2000. This report also incorporated comments received from
CDI management on a May Interim Report and from the participants in this assessment
on a July 11 draft Final Report. A list of the organisations contacted and visited for this
assessment is provided in annex 1 to this report.



Assessment of Capacity Devel opment Efforts of Other Devel opment Cooperation Agencies

1. Overview of approaches to capacity development in the international
development cooperation community

The Conceptualisation of Capacity Development

Approaches to capacity building have evolved considerably in the dewelopment
cooperation community since the introduction of the original concepts of institutional
building and strengthening in the 1950s to the 1970s. At that time, the approach was
mainly institution specific, with a focus on public institutions. It provided little attention to
outside factors and tended to focus on skills and the required training aspects. Annex 3
of this report presents a review of the main phases in this evolution in thinking on
capacity building.

In the wake of UNCED, where capacity bulding was a central element, the concepts of
Capacity Development (CD) and Capacity Development in Environment (CDE) have
emerged as a response to work done on capacity building over the previous 30 years.
The first detailed formal conceptual framework on CD came from the OECD/DAC Task
force on Capacity Development in Environment in 1993. This DAC Task Force emerged
from the collective leadership of many bilateral donor representatives who saw, in light
of UNCED, a clear interest in taking stock of past experience in capacity building in
order to formulate a common framework to guide more effective interventions in that
field. In addition to OECD representation, this group was originally comprised of
Canada, The Netherlands and Germany!. The DAC framework mvered the following
five components which emphasize the fact that capacity components were interrelated
and as such, needed to be undertaken as part of a dynamic system’s approach:

functions such as networking, planning, regulating and communicating;
actors such as formal organizations, individuals and informal institutions;
the context of values and policies including democratization and incentives;

the societal context, including conditions at the global, regional, national and
community levels;

resources, including human, informational, financial and technological. .2

! OECD/DAC. Task force on Capacity Development in Environment. Progress Reports. 1992 to 1996.
2 OECD/DAC. Capacity Development in Environment: Principles in Practice. Prepared by IIED. London.
1997.
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More details on the framework and the DAC suggested approach to CDE is provided in
annex 4 to this report.

It is essential to re-emphasize that this first attempt at conceptualization was based on a
thorough discussion of lessons learned in institutional development from a number of
development agencies.

In addition to the original members, other development cooperation organizations over
the years have also joined the DAC Task Force. These new members included
Denmark, The European Commission, Italy, Japan, The International Institute on
Environment and Development, The United National Development Program and The
World Bank. The work of the Task Force culminated in 1996 with the convening of the
OECD/DAC International Workshop on Capacity Development in Environment. This
event, attended by over 140 representatives from most of the DAC member countries
and a number of developing countries, discussed definitions, approaches and tools for
CDES. This was then followed by the publication of a document distilling some of the
key conclusions of the workshop and tilted: OECD/DAC. Capacity Development in
Environment: Principles in Practice®

The DAC and its member countries (and that includes all bilateral donor agencies)
basically now share a common definition of capacity development in environment
where:

Environmental capacity represents the ability of individuals, groups, organisations
and institutions to address environmental issues as part of a range of efforts to
achieve sustainable development; and,

Capacity development in environment (CDE) describes the process by which
capacity in environment and appropriate institutional structures are enhanced.®

A number of agency specific initiatives to further refine and adapt the approaches
originally proposed, have taken place in parallel to these DAC efforts. Although there
are still differences as to how CDE is being defined in its operational details by various
development cooperation actors beyond the community of bilateral donors®, when
looking over the past five years, one is forced to recognize the emergence, of a broad
common conceptual framework to CD and CDE. For a growing number of development
cooperation partners, this is a framework that builds on some of these early related

¥ OECD/DAC. Capacity Development in Environment: Proceedings of a Workshop held in Rome, lItaly, 4-
6 December, 1996. Paris. 1997.
;OECD/DAC. Capacity Development in Environment: Principles in Practice. Paris. 1997.

Ibid.
® Lusthaus, Charles and al. Capacity Development: Definitions, Issues and Implications for Monitoring
and Evaluation. Draft. Montreal. July 1999.

10
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principles. There are still noted exceptions and differences, but generally, the approach
increasingly adopted and promoted by development cooperation organizations, is one
that involves a system’s perspective © CDE that covers various levels of capacity for
environmental management, including a greater emphasis on the process of capacity
development itself, and on local ownership of this process and equal partnership in its
support. Within that perspective, the provision of training and technological transfers for
example, are increasingly seen in light of obvious short-comings of earlier attempts, as
specific components of CDE that have to be integrated into a broader capacity
development strategy. This is in many ways, quite an evolution from the early simplified
and linear approaches to institutional development.

Today, distinct capacity development frameworks that have been adopted along those
lines (or are about to be adopted) as formal policy or strategy br CD, can be found in
the following development agencies: The Canadian International Development Agency
(CIDA), the Danish Cooperation on Environment and Development (DANCED), The
Danish International Development Assistance (DANIDA), the European Centre for
Development Policy Management (ECDPM), German Technical Cooperation (GTZ), the
Global Environment Facility, the Inter-American Development Bank (IDB), The
Netherlands Ministry of Foreign Affairs (DGIS), The Swedish International Development
Agency (SIDA), The International Institute for Environment and Development (IIED) and
The United National Development Program (UNDP), while others explicitly acknowledge
the OECD/DAC principles that they follow (The Department for International
Development - DFID, The European Commission -DGVIII, the Norwegian Agency for
Development — NORAD, and Japan International Cooperation Agency — JICA among
others).

The integration of various levels within the definition of CD

At the conceptual level, the approach now widely promoted, involves various levels of
capacity, whereas different entry points can be considered to support CD processes.
This was already foreseen under the work of the DAC but not articulated in as much
detail. Of all the frameworks reviewed, the UNDP has the most formally defined CD
process which provides for the integration and complementarity of these levels as
various entry points in the support for endogenous CDE processes through the following
distinctions:

‘In a global context, “capacity” refers to the ability of individuals and
institutions to make and implement decisions and perform functions in an
effective, efficient and sustainable manner. At the individual level, capacity
building refers to the process of changing attitudes and behaviors-
imparting knowledge and developing skills while maximizing the benefits
of participation, knowledge exchange and ownership. At the institutional
level it focuses on the overall organizational performance and functioning
capabilities, as well as the ability of an organization to adapt to change. It

11
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aims to develop the institution as a total system, including individuals,
groups and the organization itself. Traditionally, interventions at the
systemic level were simply termed “institution strengthening”. This
reflected a concern with human resource development as well as assisting
in the emergence and improvement of organizations. However capacity
development further emphasizes the overall policy framework in which
individuals and organizations operate and interact with the external
environment, as well as the formal and informal relationships of
institutions”.

A matrix outlining the various levels proposed by the UNDP and their more detailed
definition is provided in annex 6 to this report.

Complementing this view of various levels, is the recognition of the need to view not just
the public sector as an actor in CD and CDE, but rather all those individuals and groups
from various sectors of society that are involved in environmental management in one
way or another. They all need capacity to play a role in managing the environment, in
their own sphere and in collaboration with other players in a given country, or locality.
This is obviously a complex framework. This is not to say that this conceptualization of
CD is yet applied in any systematic way in the design and management of development
projects. In fact, the emergence of this framework itself and the CD literature in general,
points to a conscious effort to break traditional ways of conceiving and going about
capacity development that still persists in the practice among development cooperation
agencies and partners. Even the most well intentioned development cooperation
agencies are not immune to this reality. As a recent Danced Evaluation points out, even
though there is a clear systems oriented framework promoted by the donor agency
since 1998, the practice still lags behind with an understanding among some project
partners that capacity building is a ‘training component’ of a project, thus, mainly
focused on individuals.® This gap between understanding and action is common to all
aid agencies. It can be explained by a number of factors, not the least being the relative
recent emergence of this concept in development cooperation. As has been said on a
number of occasions, capacity development requires a patient process, and as the DAC
has recognized at its 1996 Rome Workshop, donor agencies and their partners need
capacity development on how to go about capacity development! In that respect,
Chapter IV of this report reviews some of the main instruments or attempts at
developing instruments that might help aid agencies and their partners in making the
capacity development approach more operational.

" United Nations Development Programme, Capacity Building for Environmental Management: A Best
Practices Guide, United Nations Development Programme, October, 1999.

8 Danced. Evaluation of Danced Supported Capacity Development Projects in the Republic of South
Africa. March 2000.

12
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The integration of technical assistance means in support of CD

The inclusion of various levels and types of actors obviously calls for the use of a variety
of means to support capacity development. In the donor community, this means going
beyond traditional bilateral government-to-government cooperation to also including
financing instruments to support NGO related initiatives and the development of the
private sector capacity. It also involves an emerging vision of the complementarities of
various assistance means. For instance, GTZ ‘s role and services in the context of their
support of the DAC concept means that they would usually offer technical assistance
plus organizational development plus institutional development, thus, making CDE a
systemic approach with multiple entry points.®

CD as a policy priority

It is clear that along with this increased understanding of CD principles and the central
role played by CD in the pursuit of sustainable development, a number of development
cooperation organizations are now explicitly embedding CD as a central element of their
corporate goal. This in itself does not guarantee that adequate practice will follow but it
can nevertheless be a useful indicator, in a number of cases, of how central the CD
tenants are to the work of the development cooperation organisations. The box below
presents just a few examples of various organizations that have enacted such
recognition (chapter VII will expand on actual strategies of all the organisations
reviewed).

Organization | Capacity Development as a policy priority

Canadian CIDA is now in the process of developing a Result-Based Framework
International | for its Environment Policy, which focuses on CDE results. The intent is
Development |to help guide future programming in the agency around this policy

Agency objective and have a tool to report on CDE achievements across the
(CIDA) agency. °

Netherlands | The Netherlands Ministry of Foreign Affairs recently completed the
Ministry of development of a draft policy paper on Capacity Development!!
Foreign

Affairs (DGIS)

® E-mail communication with GTZ representative, March 2000.
19 cIDA internal documents. Response from Representative. March 2000.
' E-mail communication with DGIS representative, 8 March 2000.

13
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QOrganization

Capacity Development as a policy priority

European In the context of the Partnership Agreement, CD is seen as essential to
Commission | strengthen structures, institutions and procedures that help to promote
(EC) and sustain universal principles such as democracy, human rights, the
rule of law, transparent and accountable governance, etc.!?
Inter- The Eighth general Increase in resources of the Inter-American
American Development Bank calls for the Bank’s support of borrowing member
Development | country’s efforts to strengthen environmental legislation, establish
Bank (IDB) regulations and concrete systems of incentives and sanctions aimed at

promoting environmental conservation, and improve the management of
institutions responsible for the environment and natural resources.*?

International

INTRAC's corporate goal is itself a CD goal: to improve NGO

NGO Training | performance by exploring NGO policy issues and by strengthening NGO
& Research management and organizational effectiveness. *

Centre

(INTRAQC)

Japan Capacity Development in Environment is now one of the five priority in
International | JICA’s Environment Policy and covers: capacity building to deal with
Cooperation | environmental issues: environmental education, environmental

Agency (JICA)

administration and management, capacity building in the environment
and other related fields. *

Norwegian The main objective of environmental assistance is to contribute to a

Agency for sound management of the environment and biological diversity. This

International | includes a strengthening of the countries' institutional capacity and

Cooperation | professional competence by providing technical and economic

(NORAD) possibilities for improved administrative and planning capacity in the
environmental field in the recipient country.®

Swedish SIDA is now finalising the preparation of its draft strategy and a five-

International
Development

Agency
(SIDA)

year investment programme for Capacity Development.

'2 E-mail communication with EC representative, 11 May 2000.
ij Web site : www.iadb.org/sds
web site: www.intrac.org
15 JICA. Environment, WID, and other Global Issues Division. Planning department. Environmental
Cooperation of the Japan International Cooperation Agency (JICA). Tokyo. November 29, 1999.
% The Royal Ministry of Foreign Affairs. A Strategy for Environment in Development Cooperation 1997-

2005. Oslo. 1997.
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[I. Lessons learned from the international development cooperation
community as to the conditions necessary for effective capacity development
interventions

From the review of past experiences, along with the conceptual changes, came a
number of general lessons learned as to the conditions that help ensure more effective
CD and CDE and that have been recognized as being critical to success and
sustainability. Below are some of the main lessons echoed by a number of the
organizations reviewed:

A high degree of political commitment and leadership in support of capacity
development, consistently sustained over time is critical;

An intimate knowledge of the macro-institutional context and the way it is evolving
through a well structured assessment is key for both donors and their partners (this
includes looking at the various players and institutions which affect in one way or
another the process of capacity development);

The involvement of local expertise in those assessments including better use of donor
resident missions, can contribute to success;

Facilitating ownership as a condition for effective and sustainable results can be
promoted by involving the principal stakeholders right from the start of the planning of
the initiative, as full partners in the process;

An understanding of the motivations of the key stakeholders is critical, that includes the
existence of a felt need for CD among those whose capacities need development;

Capacity development initiatives are often more successful when they recognize and
build on existing strengths, knowledge and experience within countries, organizations
and individuals, rather than on problem centered approaches;

CD is more effective if the partners have the confidence that their genuine constraints
and limitations are understood and appreciated,;

A recognition of the need to support slow, gradual and sometimes unpredictable
processes is essential,

The objectives sought after should be commensurate with the existing status of the
capacities in the recipient country; In that respect, it is important to have CD activities
that are realistic and down to earth and not too theoretical or romantic;

15
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Clear definition of roles, accountability of all parties and transparency in the decision-
making processes can contribute to the success of the CD initiatives;

The most successful efforts in CD are often those were the partners invest some of their
own financial and staff resources so that everyone involved contributes both time and
money to the activity;

The involvement of young professionals, from the north and south, in CD work is
extremely important: young professionals will ultimately bear the responsibility for
implementing the policies and programs necessary for sustainable development;

Sufficient time to allow stakeholders and institutions to adapt to the pace of change is
critical;

CDE is dynamic. An iterative approach which relies on effective monitoring and
feedback processes enhance chances of success. In this context, implementation
should be seen as one step in an iterative process (along with design, monitoring and
evaluation), a process that needs to adjust to evolving development realities; and

Donor organisations often lack the ‘capacity’ to take the various elements mentioned
above into account when they support CD in partner countries. Efforts at developing
the donors’ own capacity to design, implement and monitor initiatives in ways that are
more conducive to capacity development, are likely to improve the performance of CDE
projects.

A recently published extensive OECD Evaluation of Donor Support for Institutional
Capacity Development has identified, in addition to the factors mentioned above, the
following lessons learned from past experiences in institutional development that should
guide any future work in this area:

Factors which influence I nstitutional Change and Perfor mance

The causes of successful organizational performance lie in diverse factors and often unexpected combinations of
actors and events or, for example, the degree of public and private sector intervention

The donor agency concepts of capacity development and CDE have frequently implied that:

Institutional capacity and institutional change can be induced;

Institutional capacitiesin developing countries are significantly weaker than those in donor agency
countries and

Institutional capacitiesin developing countries can be developed on the basis of organizational and
management models and environmental instruments (notably. the environmental impact assessment

16
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process) developed and applied in donor agency countries.

The results of more than thirty years of institutional capacity-building efforts suggest that these underlying tenets
do not necessarily hold true and certainly cannot be uniformly applied in a prescriptive manner or with donor
agencies continuing to provide standard " organizational strengthening packages®. The historical lessons learned
have also indicated that:

The causes of successful organizational performance lie in diverse factors and often-unexpected
combinations of actors and events or, for example, the degree of public and private sector intervention.
Organizations that have successfully combined both public and private sector functions have often resulted
in improved organizational performance, adaptability and vigour.

The political, economic and social setting in which organizations are expected to perform their tasks has
increasingly been recognized as being of critical importance to their sustained performance. The findings of
the present study indicate that donor agencies do not still accord sufficient time or attention to the analysis
of the setting during the project design stage.

The development of organizational capacity is not necessarily permanent and does not necessarily follow a
linear or incremental pattern.

The organizational choice(s) is (are) critical at an early stage in the project or (sector) programme cycle.

Thetask or tasks for which capacity is needed must be specified and assessed for its appropriateness within
agiven setting.

Many tasks that contribute to promoting environmentally sustainable development require the concerted
action of several (different types) of organizations, thus, predetermining the need for (often) new
networking skills and capacities.’

To conclude, a recent UNDP/HIID study identified a number of characteristics that are
likely to affect the performance of CD activities. Those should help guide the
development of CDE initiatives and are reproduced in detail in annex 5 to this report.

" OECD/DAC. Donor Support for Institutional Capacity Development: Lessons Learned. Evaluation Aid
Effectiveness no.3. Paris. 1999.

17
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IV. Guidelines and tools available in the development cooperation community
to assist in the management of capacity development initiatives

While development cooperation organizations are generally moving together towards
promoting the CD concept and approach, the adaptation of existing project and
programme management tools and the development of new ones to address the
requirements of the CD approach have in some ways lagged behind. As pointed out in
the 1999 OECD/DAC Evaluation of CD efforts, ‘77% of all donors reviewed did not have
their own CDE guidelines, while 62% estimated that CDE typically accounted for only
10-25% of overall support for environment projects and programmes in ODA’, *

However, this is an area that is now catching up in many ways, especially through the
development of new assessment tools and the formalization of a number of already
existing management techniques, as well as, the development of approaches for
monitoring and evaluation that are adapted to CD and CDE dynamics. Some of the
most promising efforts will be reviewed in this chapter.

It should be noted from the outset however, that in most aid agencies, those promising
approaches are not yet integrated into the formal management processes for projects
and thus, as yet, do not translate into systematic changes in the way projects are
managed on the ground.

A. The identification, design and implementation of CD initiatives

The identification and design of CD initiatives is obviously a critical stage in the
management of development support. This is, in many respects, where a number of the
CD principles presented before come into play. For instance: Who leads the process?
Whose initiative is this? How were the capacity gaps and needs assessed? What is the
level of intervention? Who was involved? Is there a systemic approach to the
identification of the problem, and the solution? What is the process leading to the further
development of the project or program idea? These are but a few of the questions that
come into play at this stage and which will shape the entire approach to the CD
intervention.

The critical value of this stage has been recognized by a number of development
cooperation organizations, who have made a conscious effort in developing or
promoting the use of CD adapted management tools for this particular stage of the
management process but which also tend to apply in the implementation stage. This is
why those two stages are dealt with together under this sub-section of the report.

! See OECD/DAC. Donor Support for Institutional Capacity Development in Environment : Lessons
Learned. Evaluation and Aid Effectiveness Series, no.3. Paris 1998.
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Some of the following tools in use or in development, relate to capacity development in
general but are also readily applicable to the environmental field:

Capacity assessment and development tools

CIDA has developed a one-page guide to capacity assessment and development
which identifies various elements to look for when assessing capacity and when
programming for CD. It also proposes a list of sub-tools for data gathering as well
as types of strategies for CD that can be pursued. It includes reference to
various levels of capacity including: the human resource level, the organizational
level, the sector/network level and the enabling environment 2 In addition, CIDA
has developed a generic classification for assessing levels of capacity and
potential implications for the focus of the CD initiatives. A summary of this
classification is provided in the box below.

Danced has also recently developed and tested an assessment framework for
CDE at the thematic and organizational levels. While the thematic level is based
on a series of broad environmental management function, the organizational
level framework revolves around assessment of the following elements:
Structure, Systems, Skills, Incentives, Strategy and Inter-relationships.?

The IDB is also developing an Institutional Needs Assessment Framework, which
will provide guidance to the Bank and its partners as to how to analyse
institutional capacity. The tool will focus specifically on public environmental
management at the National level.

With respect to research, IDRC developed a model to assist efforts for assessing
and strengthening research organizations in partner countries. The framework
proposes an approach to the diagnosis and the documentation of strengths and
weaknesses of research organizations. The diagnosis model proposed is based
on the following four main dimensions: external environment, organizational
motivation, organizational capacity and organizational performance. °

The Netherlands Ministry of Foreign Affairs has also developed guidelines on
organisational analysis.

2 CIDA internal documents. Response from Representative. March 2000.

3Danced. Evaluation of Danced Supported Capacity Development Projects in the Republic of South
Africa. March 2000.
4 E mail correspondence and Interview with IDB Representative. May-June 2000.

® IDRC. A framework for Strengthening Organizational Capacity for IDRC’s Research Partners. Ottawa.

1995.
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UNDP has developed an assessment and development methodology for CD
initiatives. The assessment methodology is based on a systemic perspective and
takes into account the three levels of capacity as identified in UNDP’s framework:
systemic, organizational and Individual. ®

Grouping of countries by capacity development levels and potential implications for donors

CIDA has developed a generic classification for assessing levels of capacity and potential implications for the focus
of the CD initiatives. A summary of this classification is provided below:

Group 1 - usualy will not be comprehensive policies or programming frameworks that donors can 'buy into'.
Options, therefore, are to address current and pressing needs and/or to work with governments and members of civil
society to address strategic capacity weaknesses. E.g. policy, development, planning, program management ... laying
the foundations for a broader process of change by focusing on key (capacity) building blocks

Group 2 - these countries will likely need support to address weaknesses in policy and management. In that respect
the development of capacities to assume policy and management responsibilities should be the priority vs.
supporting or advocating a particular policy or programming orientation (lack of ownership will likely result in
failure in the latter case) ... the 'policy orientation' of the society may well come out of experiences at the
programming level given existing capacities. It is, therefore, important to tap into operational strengthsin
developing policy capacities and policies in a more formalized manner.

Group 3 - the donor approach will vary, depending on the scenario: in the ‘authoritarian model’, the emphasis may be
on supporting basic services while strengthening the capacity of civil society and decentralized levels of government
to ensure greater accountability and responsiveness to the requirements of citizens. For those countries falling in the
‘would like to but can't' category, the emphasis is more likely to be on supporting policy implementation (everything
from policy management, program management, program delivery, monitoring and evaluation...)

Group 4 - needs for donor support are likely to be more limited and discrete. e.qg. specialized skillsin planning,
information management. Adapting new technologies, participation in international for a.

As donors seek to develop new and hopefully more effective mechanisms for development programming, it's
important to bear in mind which approaches are more or less appropriate in the scenarios outlined above.’

® UNDP. Management Development and Governance Division. Bureau for Development Policy. Capacity
Assessment and Development in a Systems and Strategic Management Context. Technical Advisory
g)aper No. 3. New York. January 1998.

CIDA. Dealing with Differences in National Capacity. Hull. Undated.
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CD as a participatory process

Danced is well advanced in the process of integration of CD principles in its
Project preparation guidelines and other project management guidelines. This
can be witnessed for instance in its use of the Objective Oriented Project
Planning and the flexible use of the Logical Framework Analysis (LFA). Within
the perspective supported by Danced, the LFA must be used as part of an
iterative and participatory process. In that respect, it supports its use in
conjunction with a number of participatory tools such as:

Institutional Capacity Analysis System (ICAS);

the Strengths, Weaknesses, Opportunities and Threats (SWOT) approach,
Stakeholder Analysis,

Ranking techniques,

Indicators and Tools developed for Ownership and Sustainability Control &

Danced sees the integration of these tools in its guidelines as one more step in
mainstreaming CD principles in its operations. The challenge ahead, for Danced as for
other donors, is to ensure their consistent and adequate use on the ground so that
adequate changes in approaches to management are enacted in projects. Two of the
recommendations made to Danced in a recent evaluation were to monitor the use made
of these guidelines and to provide for additional training on those guidelines for those
involved in CDE projects.®

In addition to integrating a number of the principles of CD in its guidelines for
project implementation, one should note DFID’s preparation of a technical note
on how to enhance stakeholder participation in development activities.’® This
technique has also been widely promoted by a number of aid agencies for some
years now.

The IDB has recently published a document titled Conflict Management and
Consensus Building for Integrated Coastal Management in Latin America and the
Caribbean. One of the fundamental elements called for in this paper is the
promotion of processes for avoiding and resolving conflicts in the coastal zone.
This paper provides an impressive summary of conflict management issues and

8 For details on these tools see in particular: Danced. Participation in Environmental Assistance: A
Reference Note, Preliminary version, April 1998.

® Danced. Evaluation of Danced Supported Capacity Development Projects in the Republic of South
Africa. March 2000.

% DFID. Technical Note on Enhancing Stakeholder. Participation in Aid Activities. London. 1995.
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options in the challenging cultural, ecological, economic and social context of
Latin America and the Caribbean.!!

UNDP Management Development Programme has also recently completed the
development of a process consultation handbook. The Handbook is more
targeted at public management and is essentially a tool for supporting the
appraisal for, and progress of, actions to promote systemic change for improved
management within a multi-stakeholder and participatory process.*?

Sector and program level tools:

To conclude, it is worth noting that in their effort to move towards a program
approach and adapt planning tools, the Netherlands Ministry of Foreign Affairs
has developed Guidelines for Institutional Sector Assessment (ISA). The
guidelines provide an insight as to how to carry out a comprehensive assessment
of institutions and organisations in the context of sectoral approaches to
institutional development. They form a diagnostic tool to (i) identify and analyze
institutional issues, (ii) identify strengths and weaknesses, and —on the basis of
them — (ii) formulate sectoral assistance strategies and institutional
strengthening measures. The analytical framework looks at 6 different levels:
individual sectoral organisation(s); their interrelationships; relations with
users/clients; the institutional sectoral context; the macro context; and, the
involvement of donors.*?

Other tools:

The IDB has developed a strategy for Integrated Water Resources Management
which aims to help borrowing member countries to shift from a sectoral,
development-based focus to an integrated, management-based approach. One
key principle of this strategy is an increased emphasis on institutional issues and
capacity building. The framework and the guidelines are made for project teams,
bank officers and government agencies to facilitate the process of project
formulation and monitoring. It also should improve the integration of different
steps in the project cycle of project managers and bank field offices and generate

" Inter-American development Bank. Conflict Management and Consensus Building for Integrated
Coastal Management in Latin America and the Caribbean. Edited by Frank Rijsberman. Sustainable
Development Department Technical Papers Series. Washington D.C. December 1999. Adapted from
foreword.

2 UNDP. Management Development Programme. Systemic Improvement of Public Sector Management.

Process Consultation. New York.

% E-mail communication with DGIS representative, 8 March 2000; Interviews May 2000; and, The
Netherlands. Ministry of Foreign Affairs. Guidelines Institutional Sector Assessment (ISA). The Hague.
January 2000. .
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more participation.*

The IDB has also recently put in place a series of new flexible lending
instruments, which have the potential to better assist the CD process by allowing
it to start disbursement more slowly on larger operations. The instruments
include: Innovation Loan; Multi-Phase Program Loan; Sector Facilities (of which
one is in preparation for climate change activities); and, Project Preparation and
Execution Facility. Those various products are further detailed in Annex 7.1°

The Netherlands Ministry of Foreign Affairs is now in the process of developing
new guidelines to deal with Change Management (an English version is
expected in September).

In addition, The Netherlands Ministry of Foreign Affairs is also providing training
for in-country offices and counterparts on institutional development.®

B. The monitoring and evaluation of CD initiatives

After identification and design, management tools related to the monitoring and
evaluation of CD initiatives (projects and programme) is probably the area into which
most efforts have been put. In fact, now that solid methodologies and tools are
emerging for the design of CD initiatives, attention is increasingly being focused on
complementing those initiatives with the right instruments for effective monitoring of
results and progress. Some of the key questions being asked include: How do you track
CD achievements? How does this fit with the log frame approach? How do you define
indicators in respect to CD?’

A number of attempts have been made to try and address those issues and others by
developing integrated approaches. Most of the approaches developed or in
development are still mostly experimental in nature. They tend to promote an iterative
management approach (also including design and implementation), as it should.
Attention up to now among the various fdayers in capacity development has mostly
been on the design tools within this iterative cycle rather than in developing a set of
clear complementary tools to support the monitoring aspect also involved. Below is a
short description of some of the key efforts taking place in that respect:

“van Hofwegen, Paul J.M. and Frank G.W. Jaspers. Analytical Framework for Integrated Water
Resources management : Guidelines for assessment of Institutional Frameworks. IHE Monograph 2.
Rotterdam. 1999.

15 www.iadb.org/re gions/ros/eflexible.htm 05/31/2000

'® Interview with representative from DGIS. May 2000.

17 bANIDA. The Planning and Monitoring of Capacity Development in Environment (CDE) Initiatives.
Prepared by Jannik Boesen and Alain Lafontaine. Copenhagen. 20 May 1998.
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Danced has just produced a draft Reference Note on CDE monitoring reviewing
some key literature on the subject and proposing avenues on how to approach
the monitoring of CDE initiatives and the development of Management
Information Systems for CDE initiatives.®

Danida has developed a pilot approach to the planning and monitoring of CDE
initiatives (including projects and programmes). The approach presents in detail
a participatory, iterative and cyclical model of CDE project management.*®

The GEF is in the process of developing an approach to Design and Monitoring
of CDE initiatives. The two main objectives of the work now taking place are:
1)To identify ways to integrate capacity development objectives at the project
planning stage; and, 2)To develop a framework and indicators for evaluating the
performance of capacity development activities. It presents some avenues for
further action by the GEF in relation to support for the management of CDE
initiatives as well as a number of potential tools to help in the assessment and
monitoring process at various levels.2°

GTZ is also presently working on the development of an approach to the
Monitoring of CD impacts.?!

The Netherlands Ministry of Foreign Affairs has prepared its own Monitoring CDE
Projects guidelines also based on an iterative, participatory and process
orientation approach. This includes a guide on how to write terms of reference for
missions dealing with institutional development issues 22

The German Foundation for International Development (DSE) has, in
cooperation with the GEF, implemented various workshops on the introduction of
the LFA for project design. Recently DSE proposed a reader on the use of the
LFA to integrate the principles of flexibility and participation along with the LFA.?3

'8 Danced. Monitoring CDE: Concepts, Approaches and References. Draft References Note. Prepared by
The E21 Group Inc. Copenhagen. March 2000.
' DANIDA. The Planning and Monitoring of Capacity Development in Environment (CDE) Initiatives.
Prepared by Jannik Boesen and Alain Lafontaine. Copenhagen. 20 May 1998.

GEF. Integrating Capacity Development into Project Design and Evaluation: Approach and
Frameworks. Draft. GEF CD Paper. Prepared by Universalia. April 2000.
L See box under section Il of the present report.
% Informal discussion with DGIS Representatives.
% German Foundation for International Development. Introduction to the Logical Framework Approach.
Reader prepared by PARTICIP GmbH. Bonn. March 2000.
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An interesting feature of a number of the efforts now taking place at this level, is that
they effectively try to build on a modified version of the LFA methodology that could
integrate the CDE principles.?* Implied is a recognition that the LFA in itself, which has
often been criticized as being 