
PART I
INTRODUCTION AND DEFINITIONS

Part I introduces you to the guidelines and describes important basic defini-
tions and concepts.  You are encouraged to refer to the Annexes which con-
tain supporting information.  Part I is sub-divided into three chapters:
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2 Capacity Assessment and Development

1 . 1 THE CONTEXT

For several years now, there has been much debate on the efficacy of
technical cooperation.  For many countries as well as donors, the achieve-
ment of development goals dealing with better policy making, better eco-
nomic management or better programme/project delivery has been
elusive.  The reasons for this are many.  First and foremost among these
is that non-achievement is very often a function of insufficient sustainable
capacities within those organisations charged with implementing
programmes. 

As a seeming sweeping statement, this does not tell us much.  Research
that has dug a bit deeper into trying to understand this problem reveals
that insufficient capacity cannot be defined simply in terms of gaps in
local human resources, financial resources or training.  The problem in
fact is more a function of a combination of:  limited sense of local owner-
ship of the developmental processes; excessive dependency on external
resources and technical assistance; inadequate considerations of broader
environmental or systems factors; and/or poor integration and coordina-
tion of multiple development/programme initiatives.

It is not the intent of these guidelines to cover the same ground that so
much of this research has already covered.  The objective of these guide-
lines, rather, is to define capacity in a comprehensive and integrated man-
ner which goes to the heart of the fundamental problem:  to develop
sustainable capacities at whichever level developmental goals are being
articulated and for which programmes and projects are being formulated
and implemented to achieve these goals.  These guidelines show clearly
how capacity assessments might be undertaken in different situations,
and how programmes and projects might be better designed to ensure
ownership, sustainability and ultimately success.

H o w e v e r, before this can be done, we must first develop a common under-
standing of capacity, its definition, and the underlying methodological
framework upon which these guidelines are based.  Other preliminary but
important questions are also addressed.

As no two situations will be alike, these guidelines require common sense
and flexibility, as well as a good understanding of the particular context.
These guidelines provide a logical framework that can be tailored to meet
different situations.  Further reading is listed in Annex 1.

1 . 2 INTENDED USERS OF THESE GUIDELINES

These guidelines are designed to help governments, civil society organi-
sations, private sector institutions and other organisations assess and
develop the capacities needed for sustainable c h a n g e , for the achieve-
ment of development objectives , for the achievement of a m i s s i o n /
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v i s i o n , or similar thrust.  When done through capacity initiatives 3, and
if done right, they manifest ownership, incorporate strategic thinking and
produce sustainable results.  There is no escaping the fact that a “core”
group of individuals (or at least one individual in smaller programme sit-
uations) will need to have a solid grounding in methodologies, ap-
proaches and tools.  Hence, more detailed guides, manuals plus training
may be needed to supplement these guidelines.

[ 1 ] P ro j e c t / P rogramme Managers and Experts

These professionals would lead, manage or facilitate (as methodologi-
cal and process advisors) a capacity initiative.  They are seen as serious
practitioners and as such would be responsible for the management of
the capacity initiative.  Such individuals must be competent and experi-
enced managers, with sufficient qualifications and/or skills in project and
programme management, strategic and change management, and capac-
ity initiatives.  They will need m o r e than just these guidelines in order to
successfully manage a capacity initiative.

[ 2 ] Team Participants

These individuals would participate on a team that is tackling a capac-
ity initiative.  They may be drawn from the key organisation and other
stakeholder groups.  They would not need to have a detailed knowledge
of or experience in programme management and related areas, but they
should have a reasonable grounding and experience in capacity initia-
tives.  These guidelines may be too detailed for some, and yet adequate
for others.  A simplified version of these guidelines will be prepared to
“orient” team participants to methods and approaches to capacity
assessment/development initiatives in a strategic management context.

[ 3 ] B roader Stakeholder Community

Many other individuals within an entity and/or within the broader stake-
holder community may participate in one or more ways in a capacity ini-
tiative. They could come from all walks of life.  These guidelines may be
of interest to some stakeholders, but more likely a simplified version will
suffice for most.  High level descriptions of the guidelines will be devel-
oped and, in a few pages, convey the purpose and expected outcomes of
such a process.  Such a high level treatment could point the more-than-
casually-interested reader or participant to more detailed documents for
reference. 

1 . 3 A P P LYING THE GUIDELINES

In introducing these guidelines, it is useful to address the primary ques-
tion:  capacity assessment and development for what? In these guide-
lines, as well as for most similar methodologies, the fundamental “ w h a t ”
is a special type of management challenge:  to solve a problem, to achieve
or sustain a mission, to reach a set of objectives, make a major change.

3Capacity Assessment and Development

3 Such initiatives are usually referred to as programmes or projects.  Hereinafter, the term c a p a c i t y
i n i t i a t i v e will be used, but the guidelines could apply to programmes as well as to small or larger
p r o j e c t s .



Challenges may be macro-economic development in nature, they may be
objectives specific to a programme or project, or they may be specific to
a very localized situation.  

Figure 1 graphically illustrates that there
are different approaches available to man-
agers and others to address a fundamental
“ w h a t . ” The selection of a methodology
will be a function of the nature of the
“what” to be addressed, of the available
tools and resources, and of management
style.  There is no r i g h t or w r o n g w a y.  For
example, some organisations have em-
braced “performance,” “results-based”
management or “learning organisation”
methodologies as their management ap-
proach. Others apply more traditional
methodologies of strategic management
and planning. In some sectors, “re-

engineering” and “restructuring” have been the preferred approaches.
This is not to say that these are mutually exclusive.  Indeed, most employ
a common set of underlying principles and techniques.  What may differ is
the specific organisational context and the emphasis to be made.

The c a p a c i t y approach gives emphasis to issues of capacity and sustain-
ability at various levels, in a comprehensive and integrative manner.
H o w e v e r, capacity questions cannot be tackled outside of a strategic or
programme planning context. The following subsections situate capacity
assessment and development within a broader strategic management
framework.  Finally, these guidelines can be adapted by practitioners to
carry out capacity assessment and development in a wide variety of appli-
cations (a different view of the “what”): e.g. 

▲ m i c r o - l e v e l : (e.g., a community, Non-Governmental Organisation/
NGO, academic institution, a government ministry or agency,
parastatal entity, etc.).

▲ m e s o - l e v e l : (e.g., sectoral initiatives such as health, industrial devel-
opment, credit development; or regional/local initiatives such as local
governance, municipal management).

▲ m a c r o - l e v e l : (e.g., national or cross-sectoral development pro-
grammes such as environment, poverty alleviation, private sector
development, governance and public administration reform).

4 Capacity Assessment and Development
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THIS CHAPTER
p resents basic
definitions on
the concept of
capacity and
d i s c u s s e s
capacity in a
systems context.
For each level in
the system,
s e p a r a t e
dimensions of
capacity are
identified.  We
then look at
“ e n t ry points” for
c a p a c i t y
initiatives, and
how to addre s s
such initiatives in
a strategic
m a n a g e m e n t
f r a m e w o r k .
Some final
comments are
made on capacity
and change
m a n a g e m e n t .
The annexes
contain detailed
s u p p o r t i n g
i n f o r m a t i o n .
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2 BASIC XXXXXXAND CONCEPTS

The term c a p a c i t y has many different meanings and interpretations.
Much depends on who uses it and the context in which it is used.  To
begin with, capacity development as a concept is very closely related to
training, human resources development, knowledge acquisition, the
learning organisation and other concepts.  The development of the indi-
vidual and the entity within which the individual works is central to
capacity development.  

The failure of many projects and programmes that deal with capacity can
often be attributed to the narrow view of capacity that had been used.  For
example, complex change initiatives such as, say, a change in the way a
particular government service is delivered, often concentrates capacity
development to individual training needs and organisational development.
Often missed are important dimensions of capacity at the policy or leg-
islative levels, or in supporting processes and regulations.  If these other
levels and dimensions of capacity are not addressed, then the chances of
successfully implementing sustainable capacities are diminished.  There-
fore, capacity development must go beyond the level of the individual and
the entity to consider the broader environment or system within which
they function.  These different levels contain dimensions of capacity
which are key to ensuring that capacities at all levels are both addressed
as well as properly utilised and sustained.

2 . 1 BASIC DEFINITIONS

The UNDP, as with many other organisations, has evolved a relatively
explicit definition of capacity development.  In any use of the term,
capacity assessment and development are integral to most management
methodologies associated with programmes, projects, change, perfor-
mance, strategic management and planning that deal with people, organ-
isations and the broader systems within which they function.4

[ 1 ] What is Capacity?

Capacity is defined as the ability of individuals and organisations or
organisational units to perform functions effectively, efficiently and sus-
t a i n a b l y.  This definition implies that capacity is not a passive state but
part of a continuing process and that human resources are central to
capacity development. The overall context within which organisations
undertake their functions are also key considerations in capacity devel-
opment.  Capacity is the p o w e r of something (a system, an organisation,
a person) to perform or to produce.  Capability, a closely allied term, can
be seen as synonymous with capacity, or simply as undeveloped or un-
used capacity.

2  BASIC DEFINITIONS AND CONCEPTS

4 Note that capacity assessments may be carried out as a distinct initiative, outside of such manage-
ment methodologies.  This is sometimes referred to as capacity mapping , the discipline of assess-
ing all the dimensions of capacity wherever you are or at whatever entry point is used.  Capacity
mapping does not necessarily need to lend itself to programme or project planning or the prepara-
tion of a programme or project document.  It may be used simply to assess requirements, determine
feasibility or support research.

Capacity Assessment and Development



6 Capacity Assessment and Development

[ 2 ] What is Capacity Development?

Capacity development5 is a concept which is broader than organisational
development since it includes an emphasis on the overall system, envi-
ronment or context within which individuals, organisations and societies
operate and interact (and not simply a single organisation).  In the case of
development programmes, it includes a consideration of all key factors
which impact upon its ability to be developed, implemented and the
results to be sustained.  Of special concern to development planners and
to situations where there are limited resources is the need to build on what
exists—to utilise and strengthen existing capacities , rather than to start
from scratch.  In most situations, the past or what already exists cannot or
should not simply be negated.

[ 3 ] What is Capacity Assessment? 

Capacity assessment is a structured and analytical process whereby the
various dimensions of capacity are assessed within the broader systems
context, as well as evaluated for specific entities and individuals within
the system.  Again, in adapting these guidelines, special emphasis should
be given to utilising existing capacities.

[ 4 ] Capacity vs. Institutional Development

The term capacity development is often used in conjunction with or
interchangeably with the term institutional development .  However, for
the purposes of these guidelines, they are distinct.  Capacity development
may be carried out at the level of an institution where an institution is
defined as a “... pattern of behaviour that is valued within a culture.” 6

Institutions are often seen as aggregations of organisations, examples of
which would include government and banking.  Institutions may be seen
as a subsystem within a broader system (e.g., government within broader
society).  

5 This is not much different than the OECD Development Assistance Committee (DAC) definition of
Capacity Development, adapted by CIDA and others, as “... the process by which individuals,
groups, organisations, institutions and societies increase their abilities to:  (1) perform core
functions, solve problems, define and achieve objectives; and (2) understand and deal with
their development needs in a broad context and in a sustainable manner .”  
This definition goes on to define core capacities of an organisation, or community, or sector, (or
system) as consisting of:

▲ defining, analysing the environment or overall system
▲ identifying needs and/or key issues
▲ formulating strategies to respond to or meet needs
▲ devising or implementing actions; assembling and using resources effectively and 

s u s t a i n a b l y
▲ monitoring performance, ensuring feedback, and adjusting courses of action to meet 

o b j e c t i v e s
▲ acquiring new knowledge and skills to meet evolving challenges

As will be seen later on in these guidelines, this definition of Capacity Development by DAC has much
in common with (or has in fact been based upon) fundamental concepts of strategic management.

6 Elliot Berg in “Rethinking Technical Cooperation: Reforms for Capacity Building in Africa”
addresses, through extensive research, these differences succinctly.  He writes “organisations form
part of the fabric of institutions but are not institutions themselves.  ... institutional develop-
ment means more than just structural or functional changes of an organisation.  It involves
fundamental social change, the transformation of patterns of behaviour ...” ( P. 60-61).
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2 . 2 DIMENSIONS OF CAPA C I T Y IN A SYSTEMS 

The diagram (right) graphi-
cally illustrates that capacity
issues can be analysed at
three levels.  Often, capacity
issues are first addressed at
the individual level, then at
the organisational or entity
level.  However, as noted
above, capacity must be
understood at the systems
level as well.  By definition, a
system is a regularly interact-
ing or interdependent group
of items forming a unified
whole.  This can apply equally
to the human world as it does
to the physical world.  Capacity is defined here in a systems context
where a set of entities operate toward a common purpose and according
to certain rules and processes (more on this later).  Let’s look at each of
these three levels in more detail.

[ 1 ] Level 1—The System

The highest level within
which capacity initiatives
may be cast is the system or
enabling environment level.
Other methodologies often
refer to this level as the “situ-
ation,” the “market,” the
“action environment,” or sim-
ply the “environment.”  For
development initiatives that
are national in context (e.g.,
governance, environmental
programmes, poverty allevia-
tion, market economy transi-
tion and democratisation),
the system would cover the
entire country or society and all the subcomponents that are involved.
For initiatives at a sectoral level, the system would include only those com-
ponents that are relevant (e.g., a rural development or decentralisation
p r o g r a m m e ) .

This level includes both formal and informal organisations within the
defined system. Invariably, many organisational entities are involved in the

F i g u re 2

F i g u re 3

C O N T E X T



8 Capacity Assessment and Development

broader system, with perhaps one or two being defined as the key or lead-
ing organisation for the defined initiative.  The nature of the relationships
amongst these defined entities are key areas of attention.  For example, a
capacity initiative (e.g., decentralisation) may result in restructuring and
implementing alternative methods of service delivery, requiring a more
complex interaction of delivery and regulatory entities. 

Capacity assessments at the systems level can be made according to rel-
ative strengths and weaknesses, as well as opportunities and threats
( S W O T ) .  As noted in the diagram, such an assessment can also be
guided according to logical groupings of factors, which relate to the dif-
ferent dimensions within the system. This is discussed in more detail in
Part II of these guidelines. 

Dimensions of Capacity at the Systems Level

▲ Policy Dimension: systems have a purpose, they exist to meet cer-
tain needs of society or a group of entities.  Also included are value
systems which govern the entities within the system.

▲ Legal/Regulatory Dimension: includes the rules, laws, norms,
standards which govern the system—and within which a capacity ini-
tiative is to function.

▲ Management or Accountability Dimension: defines who manages
the system and which entities or stakeholders function within the
system.  From a capacity development perspective, this would iden-
tify who is responsible for potential design, management and imple-
mentation, coordination, monitoring and evaluation, and all other
related capacities at the systems level.  

▲ Resources Dimension: (human, financial, information) that may be
available within the system to develop and implement the pro-
gramme and/or the capacities.

▲ Process Dimension: the inter-relationships, interdependencies and
interactions amongst the entities, including the fact that these may
comprise subsystems within the overall system. This includes the
i n t e r-relationships amongst entities in terms of the flow of resources
and information, formal and informal networks of people, and even
supporting communications infrastructures.
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[ 2 ] Level 2—The Entity7 or Org a n i s a t i o n

Whether an entity is a formal
organisation (such as a gov-
ernment, or one of its depart-
ments, ministries or agencies),
a private sector operation, or
an informal organisation (e.g.,
a community based or volun-
teer organisation), there are
typically several dimensions of
capacity which need to be
assessed and developed 
( F i g u r e 4 ) .

Unlike traditional capacity
development and organisa-
tional strengthening which
focuses their development re-
sources almost entirely on human resources, processes and organisa-
tional structuring matters, the more successful methodologies, examine
all dimensions of capacity at the entity level, including its interactions
within the system, usually with other entities, “stakeholders,” or clients.  

This applies to organisational subunits within the entity (e.g., divisions,
sections, units, work-groups and teams, etc.).  

Dimensions of Capacity at the Entity Level

▲ Mission and strategy: include the role, mandate, and definition of
products/services; clients/customers served; interactions within the
broader system and “stakeholders”; the measures of performance
and success; and the presence of core strategic management
c a p a c i t i e s .

▲ Culture/Structure and Competencies: organisational and manage-
ment values, management style, and standards, organisational struc-
tures and designs, core competencies.

▲ Processes: (internal and external to the entity) supporting such
functions as planning, client management, relationships with other
entities, research/policy development, monitoring and evaluation,
performance/quality management, financial and human resources
management, etc.  Process can be both internal and external.

▲ Human resources: the most valuable of the entity’s resources and
upon which change, capacity and development primarily depend.

7 For the purposes of these guidelines, the term e n t i t y is used synonymously with the term o r g a n i -
s a t i o n , where the term organisation is defined as “... the rational coordination of activities by a
group of individuals with the aim of achieving a common purpose” (taken from E. Schein,
“Organisational Psychology,” Prentice Hall, 1979).  In this sense, an entity may a small unit such as a
division or department among many within a larger entity, or it may be a large unit such as a Ministry
within a government.  As long as it fits with the definition, it may be classed as an entity.

F i g u re 4
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▲ Financial resources: both operating and capital, required for the
efficient and effective functioning of the entity.

▲ Information resources: of increasing importance, and how these re-
sources (all media, electronic and paper) are managed to support the
mission and strategies of the entity.

▲ In f r a s t r u c t u r e : physical assets (property, buildings and movable as-
sets), computer systems and telecommunications infrastructures,
productive work environments

[ 3 ] Level 3—The Individual

As noted, a major dimension of capacity is at the individual level—
people, including small interpersonal networks of individuals.  This cov-
ers individuals both within entities involved in the management and deliv-

ery of an initiative, as well as
those who are beneficiaries
or are otherwise impacted by
the initiative (could be spe-
cific client groups, segments
of society, or the civil popula-
tion at large, depending on
the initiative).

Capacity assessment and
development at the third
level are considered to be the
most critical.  This level (see
F i g u r e 5) addresses the indi-
v i d u a l ’s capacity to function
efficiently and effectively
within the entity and within

the broader system.  Capacity assessments are designed according to the
i n d i v i d u a l ’s function and relationship to the entity:  executive, manage-
ment, supervisory, professional, and administrative.  The success or via-
bility of a capacity initiative is invariably linked to the capacity of
leadership and management. 

Often, capacity assessments of individuals are based on an established
“job description” or some other format which lays out the performance/
skills requirements of the position and the individual filling that position
or performing a function/activity according to alternate methods of
engaging the services of the individual—a performance contract.  This is
combined with a skills assessment of the individual.  The assessment will
demonstrate any “capacity gaps.”  Subsequent training and development
plans can then be prepared to address these gaps.  Increasingly, the
dimensions of accountability, performance, values and ethics, incentives
and security are becoming ever more important in individual level capac-
ity assessments and technical assistance development programmes. 

F i g u re 5
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2 . 3 E N T RY POINTS AND ZOOMING IN/OUT

The above discussion is an important back-drop to determining when one
might want to start a capacity assessment process.  When and where to
start such a process is referred to as the entry point .  An entry point typ-
ically occurs at the systems level or the entity level.

The most typical entry point
is at the entity level. For
example, there may be a
need to reform financial man-
agement and budgeting sys-
tems within a Ministry of
Finance.  This initial, rather
narrow examination would
then be expanded (“z o o m -
o u t”) to look at the broader
government system of finan-
cial management, linkages
to budgeting and the integra-
tion of policy setting, planning
and expenditure manage-
ment.  This would ensure that
any capacity development with respect to Ministry level financial man-
agement takes into account needs, issues and impacts within the broader
government “system.” 

Another example might be strengthening administration at a local gov-
ernment level which may be needed, for example, as a consequence of
decentralisation.  Here, one would z o o m - o u t to examine the capacity
needs of the local administrative entity within the broader system:  the
local public and recipients of services, other stakeholders involved in
service delivery or programme development, the central or other levels of
government and inter-relationships with respect to legislation, laws and
t a x a t i o n .

Entry points are often made at the systems level as well.  Examples of
this would be broader governance reform initiatives (e.g., democratisa-
tion, decentralisation, major re-structuring of government and its role in
society), or market economy development in the case of transitional
economies.  In these situations, the entire system would be examined in
terms of existing and needed capacities across all five dimensions, and
then capacity development strategies and plans would be formulated.

As another example, a major system initiative might be to improve the
role and functioning of the legal system as part of governance reform.
After looking at the broader dimensions of capacity at the systems level,
one would then “ z o o m - i n ” to look at the capacity needs of specific enti-
ties within the “legal system” such as the judiciary, courts, police services
and so on.  Further z o o m i n g - i n would allow you to look more closely at
the processes, human resources and other dimensions of these entities

F i g u re 6
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and the capacity dimensions of individuals within these entities.  Later
sections present other examples of how this z o o m i n g - i n , zooming out
might apply.

2 . 4 THE STRATEGIC MANAGEMENT FRAMEWORK

Organisations in both the public and private sectors have increasingly ac-
cepted that their performance or success is as much dependent on the
complex inter-relationships and factors within the broader system, as it is
dependent upon their own internal processes, structures and resources.
Here, capacity is defined in this broader systems framework.  In fact, this
definition is founded upon Strategic Management 8 which, as a concept
that has evolved over the past 20 years or so, addresses the needs of
organisations to go well beyond the traditional internal management and
planning functions such as finance, personnel or planning.

Simply put, strategic management may be defined as an approach
whereby organisations define their overall character and mission, their
longer term objectives or goals, the product/service segments they will
enter and leave, and the means (strategy) by which this is to be achieved,
e s p e c i a l l y, but not only, through the allocation of resources.  The ap-
proach is comprehensive and far-reaching.  It integrates and addresses all
dimensions of capacity at the systems, entity and individual levels.  

The approach allows organisations to establish for themselves the desired
relationships with entities or stakeholders within the broader system
within which they function.  This requires a full and ongoing assessment
of the strengths, weaknesses, opportunities and threats (SWOT) both
externally (in the system) and internally.  The approach is participatory
and consultative. 

Strategic management itself is
considered as a core manage-
ment capacity within an
entity or system.  This notion
is similar to the DAC defini-
tion of core capacities of an
organisation (footnote #5 on
page 6).

A simple strategic manage-
ment framework is suggested
in these guidelines (graphi-
cally illustrated in Figure 7).
This framework is commonF i g u re 7

8 It is not the intent of these guidelines to go into the subject matter of Strategic Management in any
detail.  Annex 1 contains some suggested reading matter on this subject.  One excellent reference
which synthesises much of the work on this subject, including a historical perspective, is:  Rumelt,
R . P, et al, “Fundamental Issues in Strategy—A Research Agenda,” Harvard Business School Press,
1 9 9 4 .
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to the programme approach adopted by the UNDP and many other
organisations that address broader issues of capacity.  These stages and
related capacity issues are addressed in Part II.

As noted previously, capacity assessments can be carried out as “one-
off” types of inititives, or they can be carried out at any one or all stages
of the strategic management life cycle.  

The type of assessment depends very much both on the stage of the life
cycle, on the nature of the initiative, and on the entry point to be made.
Capacity assessment and development can occur during each stage.  For
example, an organisation embarking on a change or governance pro-
gramme may need to develop initial capacities to carry out programme
planning and management or even to carry out initial capacity assess-
ments to determine whether a programme may be viable.  In all cases,
emphasis would be given to utilising existing capacities and to devel-
oping new capacities only where they are needed.  More on this is dis-
cussed later. 

2 . 5 C A PACITY AND MANAGEMENT OF CHANGE

The notion of capacity is inextricably linked to change and the manage-
ment of change at the systems, entity and individual levels.  Increasingly,
broader capacity initiatives and other types of programmes address
transformational change (e.g., in such programmes as those dealing
with governance, decentralisation, public sector reform, etc.).  This is
contrasted with programmes that address gradual or incremental change.
There are no hard and fast rules to classify an envisaged programme as
one of either transformational or incremental change.  In simple terms, if
an envisaged future situation is seen to be v e r y different from the way it
is today (at all levels), then the capacity initiative is likely one of trans-
formational change.  

This can be seen graphically
in Figure 8.  A capacity initia-
tive which may require lim-
ited change within only one or
two entities may be seen as
one of incremental change
(lower left hand quadrant).
As capacity initiative impacts
and change affect greater
numbers of individuals and
greater numbers of entities,
then the initiative becomes
more transformational.  This
also applies to the dimensions
of capacity within individuals
and entities—the more that
are impacted, the greater the
transformational nature of the
c a p a c i t y.

F i g u re 8



Starting a capacity assessment process is not easy.  One does not simply
jump into such a process without a good reason, without a plan of action
and resources, or without an anticipated result in mind.  

Ty p i c a l l y, a capacity assessment is triggered by a policy direction or deci-
sion of some sort:  e.g., to improve the delivery of a particular government
service; to improve capacity of a local administration; to downsize or
reduce the cost of government; to strengthen the legislative processes; to
improve the transparency of government decisionmaking; and so on.
Such a policy decision or direction can serve as a higher level p r o -
g r a m m e objective which would set the broad parameters for the capac-
ity initiative.  Usually, such policy statements are based on some prior
analysis of a problem or an opportunity.  This is particularly true in the
case of governance programmes.

There are a few other important questions to which you might want to
find answers before proceeding with a capacity initiative.

[ 1 ] Who is Involved in the Assessment?

Who should be  involved in the capacity
assessment will depend to a large extent on
the current situation of the entity or sys-
tem.  This requires judgement and common
sense.  Many current strategic, programme
management and related methodologies
refer to those that are involved in the
process as s t a k e h o l d e r s , although this is a
somewhat over-generalised term.  Other
terms often used interchangeably, include
actors, players, participants, beneficiaries,
and clients, among others.

A stakeholder analysis could be carried
out to determine precisely who is/should
be involved, the nature of their involve-
ment (role, responsibilities, accountabili-
ties; direct or indirect involvement), and
magnitude of involvement (e.g., full or
part-time, specific activities only).  There

are a number of techniques, tools and methods which can support the
stakeholder analysis, and individual circumstances will dictate which
would be the most effective.  For example, some tools include surveys,
workshops and conferences, and direct consultation.  Care must be taken
not to cover so large a “stakeholder” group that the capacity process gets
bogged down.

The Stakeholder

A stakeholder is any individual or entity
that is involved, directly or indire c t l y, in
any life cycle stage if the pro g r a m m e ,
including the ultimate beneficiaries.  Major
g roups of stakeholders might include:

▲ “champion” of the pro g r a m m e

▲ strategic manager/decision maker

▲ clients or customers

▲ policy makers

▲ decision makers

▲ i m p l e m e n t o r s

▲ funding org a n i s a t i o n s

▲ other sponsors, others

THIS CHAPTER
p rovides answers
to some
commonly asked
questions which
will help you to
get the pro c e s s
s t a r t e d .

3  GETTING STA R T E D

1 4 Capacity Assessment and Development
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For example, while an envisaged capacity
development initiative on governance
might eventually include virtually everyone
in the “system” (individuals, groups, formal
entities), only a very few need be involved
in capacity assessments in the initial
policy/concept development stages.  How
stakeholders are to be involved is another
key area to be addressed.  For example,
key stakeholders may be represented
through formal management/steering com-
mittees.  Others may be represented
through advisory or consultative councils/
boards, surveys, workshops and confer-
ences.  These points are addressed in later
chapters.  

[2]  What Factors Are Critical
to Success?

A second question to ask is what will 
determine the success of the capacity
assessment, and subsequent capacity
development initiative.  The following list of
success factors is based on extensive UNDP
and other international experience in development programmes, technical
cooperation, and capacity development.

▲ Visible Leadership: meaningful commitment and o w n e r s h i p ( a n d
“political will” ) at the political and senior bureaucratic levels, sus-
tained throughout the process. 

▲ Organisation-wide and Participative: highly consultative, with
meaningful involvement of all impacted parties or stakeholders.

▲ Open and T r a n s p a r e n t : the process itself is open, with no hidden
agendas, and decisionmaking is transparent.  In some situations,
external consultants may help facilitate this process and assure inde-
pendence and objectivity.

▲ Awareness and Understanding: all impacted parties/stakeholders
are aware of and understand the development or capacity initiative,
the implied changes and capacity needs; requires strong internal and
external communications; public relations.

▲ General Buy-in and Acceptance: understanding generates buy-in
and acceptance; critical mass of commitment; resistance is managed.

▲ Appropriate Methodologies: for programme and project manage-
ment; tools and techniques; adapted to the local situation and needs;
measures of performance established (results, outputs, outcomes);
allowance for early successes and pilots, ongoing monitoring and
e v a l u a t i o n .

Questions to Help Identify Stakeholders

Who makes/influences policy and
d e c i s i o n s ?

Who would “champion” the capacity
i n i t i a t i v e ?

Who could provide financial and technical
re s o u rc e s ?

Who would be impacted?

Who are the dire c t / i n d i rect beneficiaries?

Who with no “voice” needs special
a t t e n t i o n ?

Who are the re p resentatives of those
i m p a c t e d ?

Who is likely to support or oppose the
i n i t i a t i v e ?

Who is responsible for implementation?

What political forces are there ?
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▲ Clear Set of Objectives and Priorities: built into project/
programme plans; incremental and phased; available resources
appropriate to workload.

▲ Clear Management Accountabilities: transparent processes and
decisionmaking; open dialogues; explicit responsibilities and
accountabilities set.

▲ Sufficient Time and Resources: committed availability of financial,
information and human resources to plan, develop, implement the
capacity initiative; strong managerial resources.

[ 3 ] What Sorts of Situations Call for Starting a
Capacity Assessment?

F i n a l l y, it is useful to determine the current status of an entity/
organisation, or a system as a whole, in terms of its “Current Strategic
Management Situation.”  These situations are defined by the extent to
which core capacities are in evidence (as, for example, developed by
DAC—please see footnote on page 6).  The table on the following page
provides some guidance on the status or state of core management
capacities at the systems/entity levels.

The nature and level of detail of an assessment will vary according to the
current situation of the entity or system.  For example, capacity assess-
ments will be far more critical and very much different for a system/entity
under Situation 1 than for a system/entity under Situation 4.  Hence, it
will be very important to know the current situation before embarking on
a capacity assessment process.  This can be done through a quick “situa-
tion assessment” or similar analysis.  This is addressed in the next chap-
ter: “Where We Are Now. ”  The important thing to remember is that
capacity assessments can and should be carried out on a continuous or
ongoing basis.  The nature of the assessment depends on the situation of
the organisation, and the status of its core strategic management
c a p a c i t i e s .



CURRENT SITUAT I O N D E S C R I P T I O N

This is a typical situation for many 
organisations, and for the most “sys-
tems” situations.  There is no estab-
lished strategic or long range plan,
no agreed vision of the future or
sense of mission, and most of the
core strategic management capaci-
ties are absent or weak at the sys-
tems and/or entity levels.

2 A General Many organisations are at the initial  
Management stages of developing core strategic 
Strategy Has Been management capacities. There ex- 
F o r m u l a t e d ists a preliminary or high level stra-

tegic plan, but the core capacities to
implement are absent or weak at the
system and/or entity levels.

3 A Management A detailed strategic management 
S t r a t e g y Is Being plan has been accepted and is in the
I m p l e m e n t e d process of being implemented. All of

the core strategic management ca-
pacities have been, or are in the
process of being put in place at all
levels within the system.

4 Full Strategic All core strategic management ca- 
Management pacities are in place.  The organisa-
Capacity Achieved tion (or system) may be seen as a

fully sustaining operation.  Strategic
management is an ongoing activity at
all levels and across all dimensions.

1 7Capacity Assessment and Development

1 No Strategic Core

M a n a g e m e n t

C a p a c i t y



PART II
USING THE CAPACITY GUIDELINES

Part II identifies and discusses an optional and flexible range of tools, tech-
niques and approaches for assessing and developing capacities at various
entry points discussed in Part I.  The Strategic Management Framework is
adapted so that complex issues of capacity can be addressed in a comprehen-
sive systems, integrative and logical manner.

PA RT
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7 HOW TO STAY THERE

PA RT 8 C A PACITY AND THE UNDP
-  III  - PROGRAMME APPROACH
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4   WHERE WE ARE NOW

4.1  THE CURRENT SITUAT I O N

This chapter discusses the types of capac-
ity assessments that can be undertaken.
Such assessments may be carried out as a
project in its own right and can be done by
an organisation, with or without support
from the UNDP or other donors.  

The scope and types of analysis that would
be applied to assessing capacities depends
on the type of development initiative and
where it is in its strategic management
stage.  For example, a need may have been
identified to strengthen the administrative
capacity of a local government such that it

might deliver services (e.g., health) more cost-effectively, and closer to the
recipients of the services.  While the prime focus of attention might be at
this “entity level,” one would z o o m - o u t to examine the dimensions of
capacity of the broader system within which the local government entity
is operating.  The broader system in this case might be the local and higher
levels of government (subsystems within the government “system”) and
the local community.  One would then z o o m - i n to examine the dimensions
of capacity within the government entity targeted for service delivery.

The current situation (of the system, of the local entity) may be one
where there are very limited strategic management capacities, or some
elements of strategic management may be in place.  It will be important
to identify such capacities when assessing the current situation.

Determining where we are now is basically a situation assessment or
scoping exercise to place parameters around the envisaged initiative such
that it can be further developed (e.g., such as for programme or project
formulation, where a donor might be involved).  It is clear that there
exists a diverse range of analytical techniques and methodologies that
can be applied to assess capacities of the various dimensions at each of
the three levels (as discussed in Part II), and there simply cannot be a
“o n e - s i z e - f i t s - a l l ” set of guidelines to cover the extremely diverse range
of possibilities.  Common sense and experience must combine with avail-
able resources in order to select and adapt the most appropriate methods
and techniques to meet the needs of each specific situation.

THIS CHAPTER
identifies and

briefly describes
some common

tools and optional
assessments that
might be carried

out at the
systems, entity
and individual

levels.  The entry
point for the

assessment may
be at the systems

or the entity
level, although

h e re we will start
with a systems

level assessment,
then zoom-in to
the entity level.

A n n e x 2 contains
a more detailed

description of the
a n a l y t i c a l

techniques, tools
a n d

m e t h o d o l o g i e s .

4  WHERE WE ARE NOW



4 . 2 THE SYSTEM LEVEL

[1]  A Model for Carrying Out the Assessment

Many examples could serve to
demonstrate the need for a sys-
tems level capacity assessment
and how to go about it.  Perhaps
the example of strengthening serv-
ice delivery capacity in a local level
of government is just as good as
any other.  In this example, the
effectiveness of developing sus-

tainable capacities at the local, entity level would depend to a very large
extent on capacities in the broader system within which local government
service delivery would function.  This broader system would include the
beneficiaries or clients of the service, the role and relationships with
higher levels of government (e.g., on issues of budgeting, taxation, legisla-
tion, regulation, socioeconomic policies), relationships with local non-
governmental organisations and businesses, and so on.

Depending on the particular
context, an envisaged capac-
ity initiative might imply a
complex set of changes from
what exists today to what is
required in the future.  The
example of strengthened
service delivery at a local
level of government points to
a series of complex changes
at all levels: systems, entity
( a c t u a l l y, multiple entities,
and individuals).  Figure 9 is a
variation of a popular graphic
representation of a p a r a -
digm shift from an existing, central way of service delivery to one of
decentralised, local delivery.  From this simple chart, it can be seen that
capacities at different levels would need to be examined closely. 

Assessments are particularly important for identifying and getting some
measure of the magnitude of the capacity gaps .  The gaps, usually ex-
pressed as a w e a k n e s s , may apply to one or more d i m e n s i o n s .  In any
situation, and especially those where the current situation is one of defi-
cient strategic management (as described on page 6).  Capacities need
to be assessed from two perspectives:  some p r e l i m i n a r y estimate of
required f u t u r e capacities across each dimension; and an assessment of
the e x i s t i n g capacities in each of these dimensions.  The comparison of
information or metrics developed from these assessments will give an
indication of which dimensions need attention and the extent of capacity
g a p s that would need to be filled.

2 1Capacity Assessment and Development

F i g u re 9

THE BROADER S Y S T E M



L e t ’s use Figure 10-a as a simple guide for
a systems level capacity assessment.  Such
a guide will help you to ensure that all
dimensions are covered and that informa-
tion is generated on the gaps to be filled.
The rows represent the five dimensions of
capacity at the systems level (discussed on
p a g e 8).  The columns indicate the infor-
mation to be generated from the
assessment. 

In most situations, an assessment will gen-
erate good information on existing capaci-

ties (column 1).  However, it may still be too early in the process to
generate detailed information on needed capacities in the future since we
have not yet done a detailed analysis of what the future situation might be.
This uncertainty is denoted by the “grey” in columns 2-4.  At least some
general information can be generated on possible future capacities that
may be needed to support the policy direction.  These “grey areas” will
become clearer as we carry out more detailed analyses of “where we want
to be” in the next chapters.

To illustrate this, using our health service delivery example, an assess-
ment of the current capacity dimension, say, on “management account-
ability framework ” (row 3) might reveal that all current decision making
for health service delivery is being carried out at the central level of gov-
ernment (ministry of health).  The assessment may show that these exist-
ing capacities are documented in legislation, regulation, position
descriptions, organisational structures, financial authorities and the like.
A preliminary assessment of possible future needed capacities (col-
u m n 2), based on the policy direction of decentralisation, might imply the
need for delegation of authority and empowerment at the local level. 

Initial estimates of the capacity gaps
might show that changes would be needed
in existing management accountabilities at
both the central and local levels (e.g., in
legislation, regulation, position descrip-
tions, financial authorities, etc.).  In this
example, a capacity gap may be described
simply in terms of a potential w e a k n e s s i n
the systems dimension of capacity dealing
with accountability—an area which would
need to be strengthened.  These could
then be translated into preliminary alter-
native strategies for strengthening these
capacities (denoted in column 4).  Again,
the grey denotes that the information gen-
erated at this stage may be quite prelimi-
n a r y, but enough information may be
collected to allow for a general impact
assessment of the policy direction.  

2 2 Capacity Assessment and Development

Note: For smaller capacity initiatives, it
might be possible to generate all
re q u i red information noted in Figure
10-a in a relatively short period of time,
or during the assessment itself.  For
example, a capacity initiative which is
fairly narrowly focussed on a single
entity might determine existing and
f u t u re capacities, the gaps, and
strategies on how to close the gaps in a
series of a few planning workshops and
supporting analysis.  Once the scope of
the capacity initiative is better
understood, then action plans can be
developed to carry out the re q u i re d
a s s e s s m e n t s .

F i g u re 10-a



2 3Capacity Assessment and Development

The information at this stage could also enable you to develop a prelimi-
nary “Hierarchy of Objectives ” which could be used as a basis for dis-
cussions in the preparation of a programme or project document.  This
would help flesh out Column 4 in Figure 10-a.  An example of this is pre-
sented in the following box where some of the objectives and outputs
might be identified at the systems, entity and individual levels.  This will
need further refinement, but it is important to begin to identify objec-
tives.  Each output may be seen as a strengthened or developed capacity,
and each output would be supported by a set of activities.  We will build
on this example in later sections.

It is important to ensure that capacity assessments in each dimension are
integrated with or related to capacities at other dimensions (signified by
the vertical arrow in Figure 10-a).  This often reveals logical inconsisten-
cies and paradoxes in many systems.  In our example, the policy direction
for the new (health) service may indicate a high degree of decentralisa-
tion and delegation, yet the existing legislative framework may specify a
high degree of centralisation.  Analysis may reveal a disproportionate allo-
cation of financial and human resources at the central level, yet the pol-
icy direction may indicate the need for a greater concentration of such
resources at the local level.  Hence, for this small example, it can be seen
that capacities would need to be adjusted at the system level in order to
achieve sustainable local level capacities for service delivery.

[ 2 ] A p p roaches to Systems Level Capacity
A s s e s s m e n t s

A number of optional approaches to carrying out systems level capacity
assessments are identified here and described in more detail in Annex 2 .
These are not meant to be mutually exclusive—any one or a combination
o f such analyses can be carried out in order to generate the information
needed for decisionmaking to support a major capacity initiative.  As each
systems situation is different, considerable judgement must be applied in
deciding which type of assessment tool should be selected and how it
should be adapted.  Availability and quality of local resources should be
taken into account to ensure that the analyses can, as a by-product, help
strengthen local capacities.

Chart 1-a: H i e r a rchy of Objectives—An Example

T I T L E : To Decentralise Service Delivery Planning to the Local Level

SYSTEM LEVEL
Objective 1.0 To amend health standards according to local conditions

Output 1.1 New health service delivery standards
Objective 2.0 To rationalise the central/local budgetary and revenue systems

Output 2.1 Amended central budget law
Objective 3.0 e t c .

ENTITY LEVEL (to be developed)

INDIVIDUAL LEVEL (to be developed)
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▲ Systems “SWOT” or Policy Framework Assessment: can be
adapted to produce a description of the existing policy framework of
the system (in terms of existing strengths and weaknesses, opportu-
nities and threats). This may be done according to the major factors
operating on the system: socio-political, government/public sector,
economic/technological, and physical environmental factors.

▲ Performance Assessment: which focuses on determining the over-
all scope, performance and boundaries of the system, and its current
performance (outputs, outcomes, purpose).  This describes:  the
major entities and stakeholders; issues and needs; the major linkages
to development priorities; and other performance characteristics of
the system.

▲ Legal/Regulatory Assessment: which examines the set of formal
and informal “rules,” which most often take the form of laws, legisla-
tion, decrees, standards, regulations or any other type of rule or
instrument that dictates how the system functions. 

▲ Accountability Framework (Stakeholder) Assessment: w h i c h
could be used to identify the key players or stakeholders within the
system who are accountable, directly or indirectly, for managing/
developing capacities in the system such that its purpose is achieved.
I n t e r-relationships amongst entities should be carefully examined.

▲ The Programme Review Approach: an adaptation of the “Quality 
of Service” model where government entities supported by external 
management advisors are able to carry out a comprehensive assess-
ment of their systems environments and answer some fundamental
questions on their role.  

▲ Network/Information Flows Assessment: used to identify and
analyse the inter-relationships and main processes amongst the enti-
ties within the system.

▲ Risk Assessment: used to acquire an understanding of complex sit-
uations, especially for new development initiatives (or major capac-
ity programmes) which are felt to have inherent risks.

▲ Cost/Benefit Assessment: used to support proposals for new initia-
tives which have a major cost, investment or resourcing impact. 

4 . 3 THE ENTITY LEVEL

Entity level capacity assessments
are by far the most common, and
most important, types of assess-
ments.  Indeed, most technical
assistance takes the form of ca-
pacity development at the entity
level.  The more important the
entity (or stakeholder) in the sys-
tem, the greater the level of importance that is attached to the assess-
ment.  There are many proprietary and conventionally accepted
methodologies and techniques to carry out capacity assessments at each
of the dimensions within a specific entity, whether the entity is a large 

T H EE N T I T Y
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formal organisation (such as a government or department within a gov-
ernment), or an informal organisation (such as a community based organ-
isation).  The discipline of management consulting is based to a very large
extent on capacity assessments and capacity development at the system
and entity level.

It is certainly beyond the scope of these guidelines to cover these various
methodologies and techniques.  What is important is that all dimensions
of capacity will need to be addressed, although some dimensions will
invariably be more important than others.  This type of analysis will help
decision makers set priorities for subsequent capacity development, and
to channel resources accordingly.  Similar to the assessments carried out
at the systems level, information generated from entity level assessments
should include, at a minimum, assessments of existing and likely future
capacity needs in each of the major dimensions.

▲ Mission, vision and direction(s) of the entity, p r i o r i t i e s a n d
longer term o b j e c t i v e s .

▲ P e r f o r m a n c e measures, clients/customers, success factors, service
demands (and corresponding gaps). 

▲ S t r u c t u r i n g or organisational options, core c o m p e t e n c i e s , and
organisational c u l t u r e .

▲ Functions and Processes (productivity and efficiency levels), serv-
ice delivery, etc.

▲ M a n a g e m e n t of human resources, including addressing issues of
motivation, performance, incentives and compensation.

▲ F i n a n c i a l management, cost performance, revenue generation,
expenditure control and budgeting.

▲ I n f o r m a t i o n management, t e l e c o m m u n i c a t i o n s and other i n f r a -
s t r u c t u r e n e e d s .

F i g u r e 11-a presents
a matrix, similar to
the one used for the
systems level, that
might be used to as-
sess capacities across
the entity dimensions
and to generate early
information on the
gaps that might need
to be filled.  Capacity
assessments at the
entity level can be at
a g e n e r a l or c o m p r e -
hensive level ( c o v e r-
ing all dimensions of
c a p a c i t y, as listed in
the 8 rows of Fig-
u r e 11-a) or they can be carried out at a s p e c i f i c level (one or two dimen-
sions of capacity).  

F i g u re 11-a
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There exists a good range of established management consulting, evalu-
ation and audit approaches to carrying out both types of assessments
(e.g., management audit/review, systems analysis, business re-
engineering, strategic planning, operational review, and so on).  It is these
sorts of approaches that would be most appropriate, to be carefully
selected and adapted to the specific capacity assessment needs of the tar-
get entity(ies).  Many of these approaches also emphasise the importance
of internal processes and systems, and link them with the larger and
wider systems in which these entities function.

The extent and level of analysis for any one or combination of dimensions
(noted in the box at left, and described in more detail in Annex 2) within
the entity would be a function of perceived priority and available
resources.  Care would need to be taken to ensure that such analyses do
not become ends in themselves (paralysis through analysis), but are done
at a sufficient level of detail and according to a timeline that generates
results within a reasonable time frame.  

F i n a l l y, preliminary strategies can be built for the entity to address the
identified capacity gaps.  We can build on our example to show how this
might be done, as follows. (See Chart 1 - b . )

Chart 1-b: H i e r a rchy of Objectives—An Example

T I T L E : To Decentralise Service Delivery Planning to the Local Level

SYSTEM LEVEL
Objective 1.0 To amend health standards according to local conditions

Output 1.1 New health service delivery standards
Objective 2.0 To rationalise the central/local budgetary and revenue systems

Output 2.1 Amended central budget law
Objective 3.0 e t c .

ENTITY LEVEL
Objective 1.0 To improve planning of local service delivery

Output 1.1 Local service delivery planning unit set up
Output 1.2 Service delivery planning and forecasting system implemented
Output 1.3 e t c .

Objective 2.0 e t c .

INDIVIDUAL LEVEL (see Subsection 4.4, page 27)
Objective 1.0 Trained staff within the local planning unit

Output 1.1 Training strategy and plan
Output 1.2 Trained staff
Output 1.3 Completed study tours
Output 1.4 e t c .
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You may also find Annex 5 helpful as it presents a case example of a “hier-
archy of objectives” for a governance and public administration reform
p r o g r a m m e .

4.4  THE INDIVIDUAL LEVEL

Capacity assessments at the indi-
vidual level are typically not car-
ried out in detail until the time of
implementation planning for ca-
pacity development initiatives.
H o w e v e r, capacity assessments of
selected individuals within key
target entities may be carried out
in preliminary strategic manage-

ment life-cycle stages in order to support implementation planning. 

There are numerous and complex dimen-
sions of capacity at the individual level.
Some individual dimensions of capacity are
common to all classes of individual (e.g.,
initiative, judgement, professionalism),
while others are unique to other classes
(e.g., leadership skills for executives).  The
box at right provides an indication of some
of the areas where individual capacity
assessments can be carried out.  

Capacity assessments may be carried out
within a broader community of key individ-
uals who have some control, power or
influence over the envisaged capacity ini-
tiative.  These assessments can determine
the level of awareness, understanding and
acceptance of the envisaged capacity ini-
tiative or other type of programme, with a
view that capacity development might be
directed to creating a critical mass of indi-
viduals who are committed and supportive. 

Depending on the specific initiative, there
may be different groups or categories of individuals who will be involved
in the process and for whom capacity assessments should be carried out.
As noted in Part I, these assessments would examine the particular
requirements of the individual (perhaps as defined in a position descrip-
tion or post, or some other project team structure), and the existing
skills/knowledge/experience levels.  The values, attitudes and ethics of
the individual (which may be governed by a regulatory or certification

Potential Areas of Assessment

▲ Job re q u i rements & skill levels 

▲ Tr a i n i n g / re t r a i n i n g

▲ Learning & on-the-job training

▲ C a reer pro g re s s i o n

▲ A c c o u n t a b i l i t y / e t h i c s

▲ Access to information

▲ P e r s o n a l / p rofessional networking

▲ P e r f o r m a n c e / c o n d u c t

▲ I n c e n t i v e s / s e c u r i t y

▲ Values, integrity and attitudes

▲ Morale and motivation

▲ Work redeployment & job sharing

▲ I n t e r- relationships and teamwork

▲ I n t e rd e p e n d e n c i e s

▲ Communications skills

THE INDIVIDUAL
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entity) would also be assessed—through testing, consultation, interview-
ing.  The level of inter-relationship between the individual and other tar-
geted individuals could be assessed to determine willingness to work in a
team environment—interpersonal and presentation skills, communica-
tions skills—all important capacities.

The combined outputs of capacity assessments at the stage “Where We
Are Now” should provide a solid indication of future directions at the sys-
tems, entity and individual levels, and these should be reviewed, dis-
cussed and debated in various forums.  These take the form of
preliminary statements of direction, priority, and longer term objec-
tives—all of which respond to the identified needs.  They form the basis
upon which Stage 2 (where we want to be ) assessments are made.
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5  WHERE WE WANT TO BE

5 . 1 W H AT WILL THE FUTURE BE?

Defining a future situation involves a lot
more than star-gazing or looking into a
crystal ball.  In fact, defining future situa-
tions in the context of a development pro-
gramme lies somewhere between art and
science.  Most organisations have gone
through planning activities which try to
point to the future.  In the past, planning
for the longer term or the distant future
(beyond 5 years) was very much guess-
work and speculation.  To d a y, however,
there exists a good body of methodology,
technique and practice which gives plan-
ning for the longer term a stabler and more
realistic footing. 

A special type of capacity assessment can concentrate on defining future
directions and future needs, allowing practitioners to better measure
capacity gaps.  Assessments at this stage correspond to the second stage
of the strategic management life cycle.  The intent is to develop a rea-
sonable definition of the “future” as envisaged by a capacity initiative
(e.g., in the context of a development programme) and to secure all the
necessary d e c i s i o n s and a p p r o v a l s to proceed to implementation.
Capacity assessments at this stage are not quite so critical to the overall
process since the primary supporting activities are planning in nature. 

It is at this stage of the strategic management life cycle that more precise
capacity assessments can be made and where a programme might begin
to be formulated.  This stage represents the beginning of serious imple-
mentation planning, where political commitment will most likely be made
to go ahead with a capacity development initiative. 

5.2  FUTURE AT THE SYSTEM LEVEL

The future enabling environment
or system situation can be defined
in terms of longer term objectives/
goals, outcomes in terms of what
the situation will eventually be
like, and some sort of “vision.”
There will be new and different
ways to measure performance.  A
planning assessment of the

“future” would generate detailed information for each of the five dimen-
sions, as follows:

THIS CHAPTER
p resents some
a p p roaches that
might be taken to
determine future
situations at the
systems, entity and
individual levels.
C l e a rer under-
standings of future
situations will
allow you to
determine capacity
needs.  When
these are then
c o m p a red to
existing capacities,
the capacity gaps
can be more
p recisely identified
and measure d .
This information
supports the
d e c i s i o n m a k i n g
p rocesses, and
helps move an
overall capacity
d e v e l o p m e n t
p rocess toward s
i m p l e m e n t a t i o n .
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▲ Vi s i o n of the future system that the capacity initiative, if successfully
implemented, will cause.  This would be a high level narrative de-
scription embodying the longer term o b j e c t i v e s and policy frame-
w o r k of the system and its priorities.

▲ Detailed description of the enabling l e g a l / r e g u l a t o r y e n v i r o n m e n t
within which the capacities would be developed and sustainable
(new/reformed rules of the system).

▲ Specification of the management/accountability framework ( n e w /
different entities or stakeholders responsible for aspects of manage-
ment) e.g., initiative design, management and implementation,
coordination, monitoring and evaluation—plus other key stake-
holders and their roles, and the nature of inter-relationships and
i n t e r d e p e n d e n c i e s .

▲ Firmer estimate of the r e s o u r c e s (human, financial, information)
that are available or may be available within the system to implement
the capacity initiative, and where they come from.

As noted in Part I, systems can have a purpose and operate according to
rules and processes.  There exist some differences of opinion as to
whether objectives can be set for the system per se.  To be sure, objec-
tives can be set for a capacity initiative at the systems level and for the
entities within the system.  It is at the entity level—and individuals within
the entity—where objectives, implementation plans, change and capacity
development are targeted.  The cumulative effect of planned and man-
aged change at the entity level effects positive changes in capacities at
the system level, rendering the system more functional according to its
purpose, its rules, its processes and overall “entropy. ”

In attempting to describe a future system, some initial key considerations
need to be made.  First, the need to get some sense of the future depends
very much on the nature of the envisaged capacity initiative itself and
whether it involves a gradual or i n c r e m e n t a l change from the present
situation or whether it points to a t r a n s f o r m a t i o n a l change.  If the
future is one resulting from gradual change then the future could be
defined basically in the same terms as the present or of improvements to
capacities in the current situation—things won’t be so much different as
they will be better.  However, if the direction is toward a transformational
change, then things in the future will be very much different from the way
they are now and also, presumably, much better.

Second, defining the future depends on the time-scales involved.  For
example, an initiative of incremental capacity development and change
may be implemented and readily measurable usually over a relatively
short time period—say, 5 to 10 years.  As illustrated in Figure 8, a capac-
ity development initiative of cross-sectorial and transformational changes
in capacities involving many entities on the other hand usually takes
much longer—typically a generation or two (in excess of 15–20 years).  A
major error in many capacity initiatives which embody transformational
change is to implement according to short and unrealistic timeframes
(often linked to the funding, budgeting or lending cycles of governments
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and/or funding agen-
cies!).  Their overall
objectives may be
sound, but the time
to achieve them is
u n r e a l i s t i c .

We can use the same
model that we used
in the preceding
chapter (see Figure
10-b).  Here, detailed
assessments of the
future will generate
better information on
possible future ca-
pacities (column 2 ) ,
which then can be
used to better assess the capacity gaps (column 3).  In terms of analyti-
cal technique, future changes in capacities to be brought about can best
be described in the form of s c e n a r i o s .  Two or more scenarios may be
described and evaluated (relative advantages and disadvantages, against
a pre-set list of criteria), allowing decision makers to review options.  This
is a common and popular means of describing in simple, lay-person terms
what the end result of a capacity development initiative might be—not
the outputs produced, but rather the ultimate outcomes in the form of
positive changes to the system as a whole:  its performance, the new or
different entities within the system and their inter-relationships; the net
result on sustainable human development; the net result in human rights
and standards of living. 

Systems level capacities in the future sce-
nario should first be related to or cast in
the context of a socioeconomic or develop-
ment plan and strategy.  It must be consis-
tent with and supportive of the longer term
directions of the country.  The country’s
longer term directions may be articulated
in the five year development plan, the
development platform of the ruling govern-
ment party, or some other source.  What-
ever the case may be, there would normally
exist some longer-term set of objectives for
the country as a whole which would consti-
tute the longer-term policy framework.  If
no such formal statement or document
exists, then the longer-term priorities of
the country can usually be gleaned,
inferred and deduced from various
sources.  And if this can’t be done, some
l o n g e r-term planning assumptions might
be cast.

Capacities Needed at the Systems Level

▲ Capacities for Strategic Planning (e.g.,
capacity assessments, market analysis,
demand analysis, strategic and
p rogramme planning, implementation
and fall-back planning, policy re s e a rc h
and analysis, policy development)

▲ Capacities for Strategic Management
(e.g., change management, leadership,
team-building, decisionmaking and
decision support, consensus building,
monitoring and evaluation, education
and awareness, communications and
public re l a t i o n s )

▲ Capacities to Coordinate (e.g., of
structural inter- relationships within the
system, coordinate with other major
p rogrammes, with external funding
a g e n c i e s )

F i g u re 10-b
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Once this context is known or assumed, then one important way to
describe a future situation resulting from the initiative is to develop a set
of higher level “outcomes” and these can be set as higher level perfor-
mance indicators.  Longer term objectives can be developed in an imple-
mentation to focus on the creation of these outcomes.  The key outcomes
define the major directions of capacity development efforts.  While these
are somewhat general, the key indicators are used to put more specificity
to them—to give them more meaning.  The set of outcomes and indicators
can be presented in a narrative form as well.  

The future scenario would then be related back to the assessment of
capacities in the current situation—its major deficiencies, dysfunctions,
problems, risks, opportunities and so on (please refer to Figure 9).  Here,
the objective is to link the future with the present—to show that the
future scenario will have had in fact addressed the existing prevailing
concerns and opportunities, insofar as the scope and parameters of the
existing capacities are concerned. 

F i n a l l y, at this stage of the analysis, the possible strategies for filling the
gaps (column 4 in Figure 10-b) can be further refined.  Such strategies
may take the form of the hierarchy of objectives presented in the pre-
ceding chapter, but now containing more detail and more accuracy.  Such
future scenarios can be then further detailed and described to satisfy
questions or concerns that may be raised.  However, one cannot answer
many questions about the future until one gets there!  This then points to
the need to answer the question “How to get there?” This is answered
through implementation planning, which is covered in the next chapter.

5 . 3 FUTURE AT THE ENTITY LEVEL

It may be decided that certain
entities within the system will
exist in the future, to continue to
have a valid, if different role and
function.  Initial decisions may be
made which indicate that other
entities will be dissolved, priva-
tised or otherwise removed from
the system as a result of imple-
mentation.  New entities may be introduced.  

At the entity level, a vision/mission statement and high level strategy may
be developed for the entity as a whole, for each major dimension of
capacity/change within the entity, for each organisational subunit within
the entity, and/or for each major subprogramme (e.g., service or product
line).  Objectives of each of the internal subunits would of necessity be
linked to and supportive of the objectives of the entity as a whole.  
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The future of a con-
tinuing entity can be
described along much
the same lines as sce-
nario analysis for the
system.  We can also
use the same model
which we used for
the entity in the last
chapter (see Figure
11-b).  Here, how-
e v e r, the focus is on
the individual entity
—whether formal or
informal—and the
major dimensions of
change within it.
Assessing the future
situation and related capacity needs for the entity for each dimension
would include: 

▲ New m i s s i o n , which would define or
redefine its role and mandate, and the
source of its authority (e.g., new char-
ter or piece of legislation, a regulation);
and the longer term o b j e c t i v e s of the
e n t i t y, directly related to and support-
ive of the programme/ systems level
o b j e c t i v e s .

▲ Indication of the o u t c o m e s of the entity
and new measures of p e r f o r m a n c e .

▲ Statement of operational and perfor-
mance p r i o r i t i e s over the short,
medium and long term.

▲ Possibly an indication of re-s t r u c t u r -
i n g options in terms of organisational
situation and design, possible size and
resourcing, and possible new relation-
ships with other entities.

▲ Indication of financing or funding arrangements, optional sources of
r e v e n u e s .

▲ Any other key piece of information about the entity that would help
the decisionmaking process in approving the entity’s future direction.

Describing possible future scenarios in this way is especially important
for those that are envisaged to undergo transformational change.  The
more that these changes can be put in a positive light, the better.  As
much as possible, descriptions of the future should focus on win-win
scenarios.  

Essential Capacities Needed for Informal
O rganisations and Gro u p s

▲ O rg a n i s a t i o n ( p a r t i c i p a t o ry, inclusive)

▲ P l a n n i n g (assessment, visioning,
priorities and strategies)

▲ P ro c e s s e s (self-management, conflict
resolution, consensus building)

▲ Human Resourc e s (e.g., task
assignments, re s o u rce mobilisation,
v o l u n t e e r s )

▲ Financial Resourc e s (e.g., budgeting
and accounting)

▲ Self Monitoring/Evaluation

F i g u re 11-b
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Where there are bound to be losers in some change situations (e.g., mas-
sive lay-offs), then some assurances must be built into the “systems”
descriptions as to how the negative consequences will be minimised, or
the hard landings made softer.  These issues are addressed more directly
during the implementation planning and implementation stages, but any
advance information on these issues will help the decision making
p r o c e s s e s .

Informal organisations or groups may require a special set of capacities,
as noted in the box.  These may be reflected in a different manner where
the formal organisation is not quite so critical.  UNDP and other potential
inputs to support capacity initiatives may be marginal, where the entity
relies mostly on local inputs. 

5 . 4 FUTURE AT THE INDIVIDUAL LEVEL

As noted above, considerations of
the individual “in the future” are
made at the systems and entity
level, as well as at the individual
level.  At the individual level, the
thrust is to examine the possible
future situations the individual
will likely benefit from (since the
ultimate objective of such capacity
development initiatives should be to improve the lives of individuals).  

For individuals that are likely to continue to be with the entity that will
also continue to exist in the future, and will be part of that entity’s
change, separate career and development plans can be made for or in col-
laboration with these individuals, as part of overall human resources
plans for the entity.  For individuals that are n o t likely to continue with
the entity into the future, then separate plans can also be made (work-
force adjustment, retraining, redeployment, early retirement).  

The important thing here is to put the individual into all planning and dis-
cussions of the future scenarios.  Success depends on each person being
aware, understanding and eventually accepting/buying into the future
c h a n g e .
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discusses the
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and strategy
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c a p a c i t y
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s t r u c t u re and
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6  HOW TO GET THERE

6.1  SETTING THE STAGE 

The greatest challenge in any capacity ini-
tiative is moving from concept to action.
The determining success factor in a suc-
cessful capacity development initiative lies
in the development of its implementation
strategy and plan—the detailed blueprint
or road-map which will successfully move
the (system, entity, individual) forward
from the present situation to meet the
future situation.  The implementation plan
and supporting actions close the gaps
between the existing capacities and
needed future capacities.  This is done
through capacity development, and espe-
cially the full utilisation of existing capacities, even if it means their
r e d e p l o y m e n t .

Defining “how to get there” is the discipline of strategic, long-range or
programme planning.  It is based on planning for change where especially
transformational change is envisaged.  And change means for the most
part strengthening and developing the varied dimensions of capacities at
the systems, entity and individual levels.

The mission and vision—at a system level, at an entity level, at an indi-
vidual level—defines the “ w h a t . ” Implementation strategy and actions
define the “ h o w. ” By definition, a s t r a t e g y defines the m e a n s by which
the w h a t is achieved.  An implementation strategy is linked directly to the
mission and consists primarily of detailed plans which are then resourced
and implemented, become time-bound actions, and produce measurable
results.  Figure 12 illustrates the basic distinctions between the “ w h a t ”
and “ h o w ” parts of implementation for a capacity initiative.

3 5Capacity Assessment and Development

6  HOW TO GET THERE

F i g u re 12
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These action plans very much focus on the detailed assessment of needs
and the development of capacities at all levels in order to achieve the
defined objectives.  It cannot be said that strategic management focuses
exclusively on developing capacities, although this invariably is a major
focus.  Other actions might address capacity management overheads,
mobilizing resources, coordinating programme activity with other pro-
grammes, maintaining ongoing liaison and the like.  

In Figure 13, change and capacities at the systems level are shown to
result from the aggregate or cumulative effect of changes and capacities
at the entity and individual levels.  It is through the entities and individu-
als that the rules, processes and purpose of the system will move toward
the new future.

The action plans for the entity and individual levels at this stage would
include the provision of more detailed assessments of capacity n e e d s a s s o-
ciated with achieving defined objectives.  Such needs may have been iden-
tified at a general level at an earlier stage of analysis (i.e., as described in
the preceding chapters).  A major focus of implementation planning, strat-
egy development and action planning is closing the capacity gaps at all lev-
els in a synchronised, coordinated and integrated manner.  The principles,
concepts and approaches to implementation planning and implementation
at the systems and entity levels have much in common. 

Implementation and capacity development at the individual level is an
integral part of the other two levels.  Hence, these three levels do not need
to be addressed separately here as they were in the preceding chapters.
The emphasis in this chapter is to provide guidelines and suggestions on
how to develop successful and pragmatic implementation strategies for
capacity initiatives.  Many of the points discussed here apply as well to the
assessments and approaches discussed in preceding chapters.

F i g u re 13
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6 . 2 MOVING FROM ASSESSMENT TO
DEVELOPMENT AND IMPLEMENTAT I O N

The “champions” or key stakeholders for a
proposed capacity initiative usually decide
to proceed with implementation once the
relative costs and benefits are known.  The
assessments and analyses discussed in the
preceding chapters will have provided that
information.  It is now time to get on with
it.  To develop concrete strategies and
action plans, then to implement the
actions.  We can use the model and see that
it can now be completed for the system and
the entity levels.

Figures 10-c and 11-c show that the analy-
sis for implementation planning concen-
trates on Column 4—the strategies
required to close the identified gaps.
There may be a high level strategy for the
initiative as a whole (covering the system
and entity levels), an overall strategy for
the system and each entity, then more
operational strategies for each capacity
dimension.  All these together would lead
to developing the needed capacities as well
as ensuring their sustainability.  

There may be some dimensions of capacity
which need no further attention—it may
have been assessed that these dimensions
are adequate and supportive of the pro-
posed capacity initiative.  Other dimensions
may need a great deal of attention and
resourcing.  The various strategies and
action plans would need to be linked or
integrated in terms of relative priorities,
interdependencies and sequence, building
toward full implementation on an incre-
mental, step-by-step basis.

At the individual level, separate “actions
plans” may be developed which would iden-
tify training or retraining, performance
incentives, career progression, employment contracts and the like.  Again,
these would be linked to the strategies and plans of the entities within
which these individuals would work, and to the overall system level.

F i g u re 10-c

F i g u re 11-c
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6 . 3 AN IMPLEMENTATION FRAMEWORK

Most strategic planning methodologies, including those for capacity ini-
tiatives, recommend structures and formats for translating strategy into
action and implementation.  The chart below introduced in Section 4.2,
expands on the structure to include some indicative a c t i v i t i e s , which
support the production of the indicated outputs.  Each output supports
the achievement of the indicated objectives.  And each objective supports
the strengthening or development of capacities—or the closing of capac-
ity gaps that had been identified during earlier assessments.

Chart 1-c:  Hierarchy of Objectives—An Example

T I T L E : To Decentralise Service Delivery Planning to the Local Level

SYSTEM LEVEL
Objective 1.0 To amend health standards according to local conditions

Output 1.1 New health service delivery standards
AC T I V I T Y 1 . 1 . 1 SE T-U P A H E A LT H S E RV I C E D E L I V E RY S TA N D A R D S R E V I E W C O M M I T T E E

AC T I V I T Y 1 . 1 . 2 DE V E L O P D R A F T S E T O F N E W S TA N D A R D S

AC T I V I T Y 1 . 1 . 3 RE V I E W A N D A P P R O V E N E WS TA N D A R D S

AC T I V I T Y 1 . 1 . 4 E T C.

Objective 2.0 To rationalise the central/ local budgetary and revenue systems

Output 2.1 Amended central budget law
Objective 3.0 e t c .

ENTITY LEVEL
Objective 1.0 To improve planning of local service delivery

Output 1.1 Local service delivery planning unit set up
AC T I V I T Y 1 . 1 . 1 DE V E L O P B U S I N E S S/O R G A N I S AT I O N P L A N F O R N E W U N I T

AC T I V I T Y 1 . 1 . 2 DE V E L O P O R G A N I S AT I O N A L S T R U C T U R E A N D P O S I T I O N D E S C R I P T I O N S

AC T I V I T Y 1 . 1 . 3 STA F F K E Y P O S I T I O N S

AC T I V I T Y 1 . 1 . 4 E T C.

Output 1.2 Service delivery planning and forecasting system implemented
AC T I V I T Y 1 . 1 . 1 DE T E R M I N E R E Q U I R E M E N T S F O R N E W S Y S T E M

AC T I V I T Y 1 . 1 . 2 ID E N T I F Y A N D E VA L U AT E A LT E R N AT I V E S Y S T E M S S O L U T I O N S

AC T I V I T Y 1 . 1 . 3 E T C.

Output 1.3 e t c .
Objective 2.0 e t c .

INDIVIDUAL LEVEL (see Subsection 4.4, below)
Objective 1.0 Trained staff within the local planning unit

Output 1.1 Training strategy and plan
Output 1.2 Trained staff
Output 1.3 Completed study tours

AC T I V I T Y 1 . 1 . 1 DE T E R M I N E R E Q U I R E M E N T S F O R S T U D Y T O U R

AC T I V I T Y 1 . 1 . 2 DE S I G N S T U D Y T O U R, S E L E C T PA R T I C I PA N T S

AC T I V I T Y 1 . 1 . 3 CO N D U C T S T U D Y T O U R, E VA L U AT E R E S U LT S

AC T I V I T Y 1 . 1 . 4 E T C.
Output 1.4 e t c .
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6 . 4 SOME IMPORTANT QUESTIONS

Before getting into the detailed implementation planning for a capacity
assessment initiative, some key questions will need to be addressed to
allow you to plan smarter.  The questions which follow are covered in
detail in Annex 3 .

( 1 ) Who prepares the implementation strategy? Not only the imple-
mentation strategy, but initial and ongoing capacity assessments
should be done by those responsible for acting on them.  This
ensures ownership and commitment.  However, other stakeholders
and outside experts/facilitators may be part of an internal team that
is charged with carrying out the work.

( 2 ) What does an implementation strategy look like? I m p l e m e n t a t i o n
strategies should be adapted to the needs of each situation.  The
strategy documents must be readable and prepared in nontechno-
cratic language. This will enhance the chance of it being understood
and accepted.  

( 3 ) How long does it take to develop? Capacity assessments and imple-
mentation strategies can and should be completed within reasonable
time-frames (can vary from a few weeks to a few months).  Extended
time periods usually result in loss of interest and commitment.

( 4 ) What audience is the strategy document prepared for? The audi-
ence would be similar to the initial stakeholder community.  However,
different versions of implementation strategies could be prepared for
different groups, depending on the nature of the stakeholder
r e l a t i o n s h i p s .

( 5 ) Are there other reasons to develop the strategy? It is the experi-
ence of many organisations that the p r o c e s s of developing imple-
mentation strategies is often more important than the final product.
The process helps build ownership, generate buy-in and consensus,
mitigate resistance, as well as resolve various internal issues.

( 6 ) How is the strategy development process started? The process
should be tackled as any project would be tackled: with solid action
plans, resourcing, management accountability, timeline and quality
t a r g e t s .

6 . 5 CHARACTERISTICS OF SUCCESSFUL
S T R AT E G Y

Lessons learned in numerous programme implementations, including
those heavily oriented towards capacity development and strengthening,
have helped managers continuously improve eventual successful and sus-
tainable implementation.  In Chapter 3, several factors key to the success
of assessment of capacities and the programme approach were identified.
This sub-section highlights four areas that are important to the develop-
ment of  implementation strategies for capacity initiatives.
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[ 1 ] Essential Implementation Design Feature s

Many capacity development initiatives are complex, with many inter-
related elements.  If most dimensions of capacity are to be addressed at
the systems, entity and individual levels, then great care must be taken to
develop a design that works.  Successful implementations, where sus-
tainable results can be produced, are:  integrated and comprehensive;
incremental and modular; feasible and desirable; and utilize existing
capacities.  Annex 4 discusses the following elements in more detail.

▲ Integrated and Comprehensive: implementation strategies must
be vertically and horizontally integrated to ensure that there are no
overlaps or duplication, that each is linked to the whole. Developing
capacities must also be comprehensive, that they address all dimen-
sions of capacity  requirements at all levels within the overall system.  

▲ Incremental and Modular: implementation should be on an incre-
mental basis—step-by-step and capacity development at each level
should be modular, where each is linked to the other to form the
whole.  This is a building block approach. 

▲ Feasible and Desirable: the capacity initiative must be feasible
from a financial, technological and human resource point of view.  It
should be d e s i r a b l e from the individual perspective to allow for a
critical mass of understanding, acceptance and commitment.

▲ Utilize Existing Capacities: feasibility is enhanced considerably
when implementation strategies utilize and build on existing capaci-
ties.  What has gone on in the past may be useful in building towards
a future, rather than “re-inventing” an entire system or entity. 

[ 2 ] Leadership and Management

Both leadership and management are required to implement the envis-
aged initiative and to achieve the capacity development and strength-
ening objectives.  For the purposes of a capacity initiative of
transformational or major change (and hence, major investments in
capacity are required), there is an important distinction between the two.
Again, Annex 4 discusses these two elements in more detail, but they can
be summarized as follows:

▲ L e a d e r s h i p : whether a capacity initiative is national in scope, or
focuses at a particular sector or theme, success will depend to a very
large extent on i n s p i r a t i o n a l aspects.  Leadership is a softer quality,
and helps focus effort and attention on what needs to be done, on the
setting of longer term objectives and priorities according to a set
v i s i o n .

▲ M a n a g e m e n t : on the other hand focuses on the p r a c t i c a l a s p e c t s ,
and ensures that the right p r o c e s s e s are put in place and work
toward the desired outcome, that the right r e s o u r c e s are brought
together and are deployed efficiently and effectively, and that
performance/results/outputs are monitored and evaluated. 
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[ 3 ] Managing Resistance

An often overlooked aspect of capacity and the ability of a capacity devel-
opment initiative to succeed is resistance—resistance to change.  There
must exist capacities within organisations responsible for the initiative to
anticipate resistance, to identify and measure its extent, and then to
introduce mitigation measures.

▲ Resistance to Change: resistance can arise simply from the power
of the status quo, the fear of the unknown, and other reasons, but
generally results in no sense of ownership or personal gain, or there
is a fear of loss.  Any form of change can result in manifestations of
resistance at the individual and organisational levels.

▲ Managing Resistance: building ownership, education and aware-
ness efforts, specially targeted to those individuals, groups, commu-
nities that are felt to be specially resistant, can help overcome
resistance.  Other approaches include fostering win-win scenarios,
active participation in capacity development and related implemen-
tation processes, among other measures.

[ 4 ] Setting the Right Time Horizons

The time needed to implement a capacity development initiative to
achieve its objectives and meet targets is often a lot longer than managers
and planners initially think.  The time required is directly related to the
complexity of the system within which the capacity initiative is to operate,
the magnitude of the envisaged changes, and correspondingly the magni-
tude of capacity development and the resources that are available.  The
more successful initiatives build in capacities to produce early results, to
mount fast-track or accelerated subprojects.  This helps maintain momen-
tum and support, and early successes (and failures) generate valuable
lessons which can be fed-back into the planning and redesign cycles.  

In concluding this chapter, it might be noted that larger, more complex
and cross-sectoral capacity development initiatives take many years to
implement.  This is especially true in situations where a transformation in
culture—values, attitudes, etc. is required on the part of individuals and
organisations.  Sometimes, it is difficult to state when or if a capacity ini-
tiative has been successfully implemented or not, since the objectives will
likely change and evolve over time, as factors in the overall system or
enabling environment are likely to change.  

Hence, achievement can be measured according to the most recent set of
approved capacity development initiative objectives and the measures set
for its performance.  The challenge for managers, the management of all
entities within the capacity programme scope and individuals now becomes
one of sustaining the change and the associated achieved capacities.  
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7  HOW TO STAY THERE

7 . 1 W H AT HAPPENS NEXT?

A main question to be asked once a capac-
ity initiative has been implemented is:
what happens next? This is a good ques-
tion.  Some initiatives take on a continuing
life of their own, and are institutionalised
somewhere within the system, usually in
the lead entity.  Other initiatives break
apart with its constituent pieces rolling
into ongoing or routine operations of the
various entities that implemented the
capacity development changes. 

A danger in many situations lies in the over-
b u r e a u c r a t i s a t i o n of the capacity initia-
tive which, as an organisational entity,
becomes a permanent fixture of the land-

scape—it takes on a life of its own, continuing to be dependent on sub-
stantial (and invariably, external) resources.  As such, it may become
resistant to further change and eventually unsustainable.  Therefore, an
important part of the capacity planning process is to determine how the
initiative (its mission, objectives, outcomes) can become sustainable, how
it can remain relevant by responding to changes in the system as and when
they occur, and how it would no longer need external assistance. 

This becomes the challenge of sustaining capacities at the different lev-
els within the overall system, across the different dimensions within the
key entities, and with individuals that will continue to be part of new sit-
uation created by the capacity development initiative.  A great deal of
research has been carried out on this subject, and there is ample litera-
ture available in the public domain. This subsection of the guidelines
highlights some of the key mechanisms that can be put in place to ensure
that the “new situation” and associated capacities can be sustained.

In the discussions that follow, there is not always a very clear line of dis-
tinction between the systems and entity levels, or between the entity and
individual levels.  In fact, in sustaining capacity outcomes and the overall
new system or future which has been achieved, it is important to see that
the boundaries of systems, entities and individuals overlap considerably.
Many of the techniques, methodologies and concepts associated with sus-
tainability are applicable at all levels, although some are more appropriate
at one level as opposed to another.  However, for the sake of presentation,
these are nonetheless grouped according to the perspectives of three
l e v e l s .

7  HOW TO STAY THERE
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7 . 2 S U S TA I N A B I L I T Y:  FROM A SYSTEMS PERSPECTIVE

The greatest investments made during the
capacity development implementation
stage are at primarily the entity and indi-
vidual levels.  If a situation can be achieved
whereby entities and individuals can em-
brace a process of gradual change—
enough to keep up to and meet changes
within the overall system (or enabling envi-
ronment), and require only marginal resources that can be generated
from within the system—then it might be said that the system and its
constituent entities have become stable and sustainable (a sort of
dynamic equilibrium).  And in this context, if they are sustainable, they
then continue to be relevant, meeting (or supporting the meeting of)
goals, the ongoing objectives and its stakeholders, and ultimately sus-
tainable human development.

[ 1 ] Strategic Management and Sustainability

Sustainability in a systems context can be assured in the first instance
through the institutionalisation of strategic management with its sup-
porting capacities at two levels:  (1) at a systems level that continues to
maintain or update the overall policy framework (e.g., a central agency of
government, or a central policy ministry), and (2) at each major entity
level within the system.  Strategic management is in effect the strategic
management life cycle which continues in a dynamic, continuous way,
rather than being done every few years.  

Many of the activities identified in Chapter 4 would be carried out on a
routine basis or as and when circumstances warrant.  Assessing the cur-
rent situation becomes an ongoing activity.  Developing, confirming
and/or updating vision and mission are also done on an ongoing basis
(annually and more frequently if needed).  Strategic management at the
systems level is in effect the management of systems change.  Success
depends on:

▲ strengthening and sustaining the p a r t i c i p a t o r y processes; ensuring
that all stakeholders within the system are involved, participate or
consulted on a regular basis.

▲ continuing trends of decentralisation, deconcentration and devo-
l u t i o n , where the systems services, programmes or outputs are
delivered as close as possible to the recipients (clients).

▲ continuing trends of delegation and empowerment to those
responsible for the production and delivery of outputs, services and
d e c i s i o n m a k i n g .

▲ maintaining flexible and responsive legislative and regulatory e n v i-
ronments, that allow entities, rules and relationships to adapt quickly
to changing circumstances.

▲ strengthening and maintaining the t r a n s p a r e n c y and a c c o u n t a b i l -
i t y of decisionmaking processes at all levels within the system.

▲ Strategic Management and
S u s t a i n a b i l i t y

▲ Governance and Sustainability

▲ Systems Level Teamwork & Coord i n a t i o n

7 . 2 S U S TA I N A B I L I T Y:  FROM A SYSTEMS PERSPECTIVE
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▲ ensuring meaningful access to information and the sharing of infor-
mation to as broad a stakeholder community, and other interested
parties, as possible.

▲ supporting the placement and cost-effective operation of and access
to (tele)communications networks and channels.

[ 2 ] Governance and Sustainability

For developmental capacity initiatives that are cross-sectoral in nature
and which derive from public policy, sustainability depends on sound gov-
ernance.  Dimensions of sound governance include democratic, effective
and efficient legislative, judicial and executive processes and institutions.
At the executive level, strategic management at a systems level can be
ensured through such measures as:

▲ effective linkages and integration between the executive and leg-
islative apparatuses of government, which ensures strong linkage
across the policy-programme-budgeting-expenditure management
f u n c t i o n s .

▲ effective executive decisionmaking and decision support (e.g., at
the cabinet level, or the highest level of programme leadership).

▲ the implementation of integrated results-oriented budgeting a n d
financial management systems.

▲ the implementation of performance management systems at the
aggregate or government level.

▲ the implementation of mechanisms to strengthen c o m m u n i c a t i o n s
and the r e l a t i o n s h i p s (processes) between the public and private
sectors, and between the government and civil society.

▲ the implementation of policies that ensure alternative programme
and services delivery , involving any combination of government,
a g e n c y, private sector, partnerships, NGOs, and so on.

All of the measures noted above, plus others, have the net effect of insti-
tutionalizing adaptative change and sustainability and continuously devel-
oping corresponding capacities at the systems level.  This enables the
system to respond and adapt to change on a continuous, cost-effective,
and non-disruptive basis.  All of this at the systems level enhances the sus-
tainability of any capacity initiative which may be part of the system.

[ 3 ] Systems Level Teamwork and Coord i n a t i o n

In implementing major capacity initiatives and sustaining their results, it
is essential from the outset to entrench two essential elements of suc-
cessful change.  First, the covering decisionmaking and accountability
structures and processes must facilitate, not inhibit the development of
coordinated responses to complex issues which invariably cross ministry,
institutional, geographic and/or sectoral lines. Second, the work culture
of the entities involved in the initiative must support an ethic of team-
work which transcends traditional entity or organisational “silos.”  
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Simply put, capacity related decisions which are coordinated across the
complex range of interests which are affected will be better decisions.  A
work culture which instinctively approaches problem-solving as a team
challenge will be richer and more productive.  Those involved in the deci-
sionmaking processes and who participate in team problem-solving will
appreciate the improved quality of their work and their work life.  This
can and should be done internally within an entity, as well as across mul-
tiple entities within the particular system.

It is a simple matter to espouse the virtues of strengthened capacities for
coordination and teamwork, another to implement and sustain them.  To
achieve this over time requires concerted attention to both the formal
and informal coordinating mechanisms of the organisation.  Formal coor-
dinating mechanisms comprise the structures and processes linked to
decisionmaking and management systems at both the entity and at the
systems levels.  Informal coordinating mechanisms are those aspects of
the work culture which entrench an ethic of teamwork at all levels.  

Beyond formal systems and processes, a range of informal mechanisms
exist which can augment an entity’s capacity to problem-solve in a team
and coordinated manner.  These are reflected in the work culture and
occur only where the entity takes the necessary steps to promote
t e a m w o r k .

▲ Te a m w o r k : Fostering an ethic of teamwork is essential during the
programme management life-cycle stages (especially during imple-
mentation).  The pace, scope and complexity of the decisionmaking
environment preclude coordination being achieved through struc-
tures and processes alone.

▲ Best Practices: There are a several “best practices” practiced by
team-oriented entities and for multiple entities working together.
First, and likely foremost, is leadership by example.  The work cul-
ture cannot be shaped by edict or directive.  If an entity’s leadership
is seen to be paying lip service to the team approach, then teamwork
will not occur at other levels.  The commitment must be real and the
practice of teamwork evident at the highest levels.

▲ Incentives and Disincentives: The way in which entities internally
and across the system apply incentives and disincentives, both mon-
etary and non-monetary, illustrates the degree to which teamwork is
valued.  During the capacity development implementation stage,
where there is likely considerable resistance, it is essential to com-
pensate those who implement team problem-solving approaches.
Non-monetary incentives also positively affect morale and employee
commitment. 

▲ Managerial Style: In a team environment, managers do not accept
solutions which have not taken cross-sectoral or systems related
issues into account.  Instead, they will work with managers in those
affected entities to assemble the necessary systems level problem-
solving team.  Moreover, managers will encourage their employees to
retain these contacts and involve them in future problem-solving
e f f o r t s .
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▲ Systems Level Networking: Systems level networking provides
another sign of team-orientation.  This occurs informally, often on a
routine basis, among groups of individuals with related jobs across
the entire entity, and for all entities across the system.  Networking
enriches job experience by tapping into the experience and skills of
o t h e r s .

▲ Systems Level Mobility: Mobility across the system also signifies
that an ethic of teamwork has evolved.  In the traditional structures
(e.g., bureaucratic government organisations), employees tend to
spend their careers in one or a very few places.  Managers actively
protect intraentity promotional opportunities by discouraging any
attempts to recruit externally.  In a team environment, interchange
across the silos is routine and is viewed as contributing to the revi-
talisation of the entity and the system as a whole. 

All of the above can be made sustainable over an extended period
through good human resources planning and management practices, pro-
viding good technological support (access to information, information
systems, networks and wider telecommunications infrastructures), and
cross-systems communication and consultation.

7 . 3 S U S TA I N A B I L I T Y:  FROM THE ENTITY
P E R S P E C T I V E

All of the capacity development/strengthening activities discussed
throughout these guidelines, if done on a recurring basis, according to an
overall strategy and plan, will ensure a relevant and sustainable entity
operation.  Ongoing activities, especially those dealing with capacity
strengthening, become an ongoing activity.  At the entity level, this is
sometimes referred to as the “learning organisation.”

This gets back to strategic management at the entity level, and the incor-
poration of relevant systems and team concepts, as noted above, into the
management and organisational culture of the entity.  Implementation
strategies associated with restructuring the entity (e.g., changing its legal
status, delayering, hiving off nonessential functions or units, outsourcing,
etc.) go a long way to enhancing the sustainability of the entity.  However,
recent experiences show also that methodologies and practices associ-
ated with change management and performance management a r e
also particularly successful approaches to sustainability, and these are
briefly described below.  Additional aspects of sustainability at the entity
level are described from the perspective of the individual, later on in this
s e c t i o n .
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[ 1 ] Change Management

Sustainability from the perspective of the
entity is enhanced through the entity’s
capacity to identify and respond to change
q u i c k l y, efficiently and effectively.  Experi-
ence has shown that a series of conditions
must be present in the entity for this to
happen (listed in the box), and this applies
to both formal and informal organisations.

Other conditions might apply, and these
would be subject to unique or local circum-
stance, culture and history.  Each of the
three major categories of staff within the
organisation have a role to play in respect
of managing change and ensuring sustain-
a b i l i t y.  The role of senior management i s
to identify the changes that need to occur
(leadership).  These are the individuals
that determine where the organisation is
going to continuously meet emerging and
future needs.  

The role of the middle manager is to
translate the vision of senior management
into tangible, attainable objectives that
employees can address to deliver while
organising work so that the day to day
operations continue during the transition.
This level of the organisation can often feel
squeezed or pulled in different directions.
Without information and direction from the
top, with the pressure to focus on multiple
priorities and the pressures of upset em-
ployees, middle managers can feel de-
serted, blamed or misunderstood.  

E m p l o y e e s are charged with attaining the
objectives of their supervisors or managers
by focusing their efforts on specific tasks or priorities.  In order to per-
form this role, they need certain capacities (as discussed later) plus the
meaningful support of management.

[ 2 ] Performance Based Management

Performance based management is very closely allied with budgeting and
expenditure processes of the entity.  It obliges the entity and its managers
to reorientate their thinking and their management style.  Rather than
controlling how budgets are spent, senior management of the entity (and
external funding agencies of the entity) will indicate what it expects in
return for the allocated funding. The emphasis changes from h o w t h e
funds are spent to w h y the funds are spent.  Often, many entities 

Enhancing Sustainable Change

▲ have employees involved in decision
m a k i n g

▲ offer meaningful work

▲ allow employees to take re s p o n s i b i l i t y
for their work

▲ use self managing teams not dependant
upon leaders

▲ have fewer layers

▲ support employees owning certain are a s
of expertise

▲ employees taking responsibility for their
d e v e l o p m e n t

▲ have a focus on human re s o u rces as an
i n v e s t m e n t

▲ have an atmosphere of mutual re s p e c t
and trust

▲ build existing strengths and dimensions
of capacity

▲ have a continuous need for learning

▲ support a balance between home and
w o r k

▲ re w a rd superior performance

▲ have smaller managerial gro u p s

▲ encourage diversity as a creative forc e

▲ encourage entre p re n e u r i a l i s m

▲ do not discourage or unduly penalize
risk taking

▲ a re open to internal/external
(constructive) criticism
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operating within the context of the programme or the system (e.g., vari-
ous ministries or departments in a government) coordinate their perfor-
mance and budgeting management systems to a common standard,
allowing for sharing of information and integration of programme
a c t i v i t i e s .

Having agreed to a standard of performance, managers must have a
greater degree of managerial flexibility in achieving those standards—
controls are less rigid.  In return for this greater freedom to reallocate
resources to achieve the standard of performance required, managers are
held accountable both for the level of performance achieved and for the
resources expended. This may be fundamental change in management
style, in corporate culture, and as such it must be expected that the man-
agement system will require an extended settling in period.  Ty p i c a l l y, the
implementation of a performance based management system is a lengthy
process, and such systems will have been designed and implemented in
entities as part of the implementation stage (e.g., the dimension of
“processes” at the entity level).

7 . 4 S U S TA I N A B I L I T Y:  FROM THE INDIVIDUAL’ S
P E R S P E C T I V E

Individuals within entities devote a certain percentage of their time to a
continuous process of upgrading skills and learning others.  Training and
management development become synchronised with the dynamic proc-
ess of strategic management within the entity and at the higher strategic
management level.  Many of the items discussed in the preceding apply
at the individual level, and do not need to be repeated here.  However,
some emphasis can be given to the following, which go a long way to sus-
taining the capacities of the individual to function effectively after
i m p l e m e n t a t i o n :

▲ Education and T r a i n i n g (e.g., skills development, retraining, con-
tinuous learning, on-the-job training, apprenticeship and mentoring,
access to facilities)

▲ Incentives and Security (e.g., pensions, rewards, day-care, mater-
nity leave, promotion, recognition)

▲ Performance and Accountability (e.g., for results and outputs, per-
formance contracts, individual and managerial accountability)

▲ Management Development (e.g., for leadership, executive
m a n a g e m e n t )

▲ Team/Network Environments (e.g., for team-work based activities,
communications, cooperation, morale, support systems, group
p e r f o r m a n c e )

▲ Access to Information (e.g., getting the information they need,
when they need it, having access to facilities such as workstations,
t e l e c o m m u n i c a t i o n s ) .



PART III
C A PACITY GUIDELINES AND THE
UNDP PROGRAMME APPROACH

Part III is prepared for those who are involved in the programme approach
to development initiatives, with special attention to UNDP support to such ini-
tiatives.  The programme approach is an adaptation of strategic management
and addresses issues of capacity.  
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8  THE UNDP PROGRAMME APPROACH

8 . 1 THE PROGRAMME APPROACH

These guidelines can be adapted to help governments and other national
organisations assess and develop the capacities needed for the manage-
ment and implementation of developmental programmes .  The UNDP
refers to such programmes as National Programme Frameworks (NPF)
and these guidelines may be used in conjunction with the UNDP’s p r o -
gramme approach .  Development programmes, if done right, manifest
ownership by those who must implement them, incorporate strategic
thinking and produce sustainable results.  An assessment of the capaci-
ties can go a long way in ensuring that a programme is implementable and
workable, and that the right UNDP Programme Support Document can
be formulated.

The programme approach allows governments to articulate national pri-
orities and realize sustainable human development objectives through
coherent and participatory programme frameworks.  It is a logical ap-
proach that integrates the processes of macro-, meso- and micro-
planning and strategic management of any development effort within a
broader systems context.  Capacity assessment and development relate
directly to the programme approach.  The programme approach is an
adaptation of strategic management methodologies discussed in Part II

of these guidelines.

[ 1 ] Genesis of the “Programme Appro a c h ”

What is common to the programme approach and similar methods of
strategic management is their thrust to develop capacities and effect
major changes through the definition of measurable objectives (perfor-
mance, results, outcomes), their long-term outlook, their comprehensive
and cross-sectorial nature, and their incremental and integrated manner
of implementation.  

More significantly, the programme approach is based on thorough assess-
ments of the broader context or system, the existence of complex inter-
relationships and factors beyond the purely organisational level (e.g.,
globalisation, information and communications technology, trade liberali-
sation, etc.), and the recognition that constant change and adaptation are
required to ensure successful achievement of programme objectives.

The programme approach was mandated by the UN General Assembly in
landmark resolution 44/211.  UNDP took up the challenge made by the
General Assembly to all UN agencies to foster and encourage the use of
this approach.  The UNDP has developed tools to operationalise its sup-
port in countries which have applied the programme approach—
especially through the revised Programme Support Document.

A National Programme Framework (NPF) is a nationally owned, coher-
ent and dynamic set of interrelated policies, strategies, activities and

THIS CHAPTER
d i s c u s s e s

capacity in the
context of the

P ro g r a m m e
A p p roach and
the role of the

UNDP in
s u p p o r t i n g

d e v e l o p m e n t
p ro g r a m m e s

t h rough a
P ro g r a m m e

S u p p o r t
Document (PSD)

and other
m e a n s .
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investments designed to achieve a specific, time-bound development
objective or set of objectives.  It is typically a document which outlines all
requirements (financial, technical, organisational and human from all
sources) as well as implementation and management arrangements
within a broader systems context.

The programme approach involves a process that culminates with the for-
mulation of a Programme Support Document (PSD) in the case of
UNDP funded technical cooperation.  It involves, typically, a 4-step
process of policy dialogue, capacity/needs assessment, identification of
UNDP support, and implementation.  This definition incorporates con-
ventional strategic management methodologies which underpin pro-
gramme planning.

[ 2 ] What is UNDP Programme Support?

UNDP programme support is the assistance provided by UNDP towards
achieving the planned objectives of a NPF.  The details are typically con-
tained in a joint UNDP/Government PSD.  UNDP support can be applied
to one or more aspects of a NPF.  As noted in the UNDP PSD User Guide,

“ ... UNDP support will focus primarily on capacity develop-
ment, which in this context can go beyond training and
skills to include other types of technical cooperation activi-
ties.  For example, seed money for micro-credit, while not
directly linked to capacity development itself, may play an
integral role in the achievement of the overall goals and tar-
gets of the NPF.  UNDP support can therefore include activi-
ties in various areas ...”.

These guidelines can be used by those who are involved in the develop-
ment and implementation of development programmes and in the formu-
lation of PSDs.  Familiarity with UNDP policies, the programme approach
and programme support documents is required.  These guidelines can be
used by:

▲ g o v e r n m e n t and/or national organisations responsible for NPFs &
P S D s .

▲ U N D P local staff who are familiar with the programme approach.

▲ local and/or international c o n s u l t a n t s and experts involved in the
p r o c e s s .

▲ other organisations or individuals  (e.g., participating donors).

8 . 2 THE PROGRAMME APPROACH AND
C A PACITY ASSESSMENT  

One or more of the three following scenarios are usually found in differ-
ent countries, as described in the UNDP document “How to Implement
the Programme Approach.” In each of these scenarios, varying
approaches to capacity assessment can be taken.

5 1Capacity Assessment and Development



In such cases, though rare, capacity assess-
ments will already have been conducted.
The programme approach has been em-
braced by the government, and the PSD
would be prepared according to the areas
identified in the NPF. Supplementary
assessments may be made in terms of
implementation arrangements.  The PSD

would include programme support objectives which would help the gov-
ernment build its capacities to implement the NPF.

In these more typical cases, there will be a
well defined programme concept and the
government will be committed to it.  How-
e v e r, it may be necessary to first assess the
capacities that are needed for the detailed
development of the programme (NPF),
and then second, to assess the capacities
required for the management and imple-
mentation of the programme.

In these cases, it will be more likely that
the UNDP country office will initiate pre-
programming activities for the adoption of
the programme approach (advocacy, build-
ing national support, technical assistance
to help develop a NPF)—which may be
undertaken in the context of a stand-alone

project, or the first phase of a longer term programme of development
assistance.  The thrust of such a project would be to assess NPF devel-
opment and implementation capacities.

In any scenario, a capacity assessment should be treated and managed as
a formal project in its own right, based on the participatory process.  It
should be supported by a plan, with explicit timing, costing and quality
targets.  Project participants would be identified, and their relative roles
and responsibilities set out, with clear ownership with the government or
counterpart entities.

The detail and complexity of the project plan will be a function of the
capacity assessment needs to be addressed—that is, the scope of work.
Any number of project planning methodologies can be applied to support
the project planning and management requirements of a capacity assess-
ment.  It is not the intent of these guidelines to present any one or num-
ber of such methodologies: the assigned “project manager” of the
assessment project would adapt the appropriate project planning/
management methodology (plus supporting techniques, tools, methods
of analysis, quality control standards).  Earlier sections and annexes to
these guidelines can be used to help in this process.

Most methodologies contain work plans for the carrying out of activities
in a phased manner, with clear-cut milestones, deliverables and approval

5 2 Capacity Assessment and Development

Scenario 3

No NPF exists and the policy framework is
u n c l e a r.  The government may not be in
favour of the programme appro a c h .

Scenario 1

A detailed national programme framework
(NPF) has been formulated and all critical
elements for the programme approach to
yield the best results are in place.

Scenario 2

T h e re is no detailed NPF.  However, all or
most critical elements are in place and the
government is committed to its
f i n a l i s a t i o n .
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points. For example, under “ S c e n a r i o 3 ” where there does not exist any
N P F, a capacity assessment project might take on as its primary objective
the development of a NPF programme concept and general implementa-
tion strategy.  Depending on the complexity and scope, this may take
from several weeks to 1–2 years to carry out.  

Capacities would be examined in:  programme policy and concept devel-
opment; awareness and understanding of the need for a NPF amongst
key stakeholder groups, developing capacities to carry out stakeholder
identification analysis, capacities associated with public relations and
communications, capacities to build internal research and analysis capa-
bilities and so on.  Capacity assessments would be done primarily at the
overall systems and entity levels, and in a more limited way at the indi-
vidual level.  Only general assessments of the implementation capacities
for the NPF would be made at this time, as well as general resource esti-
mates.  Completion of such an assessment (and acceptance of the NPF
concept) could be the springboard to the next stage.

Under “Scenario 2” where there is an accepted NPF, the capacity assess-
ment project might take on as its primary objective the development of a
detailed, comprehensive and integrated NPF implementation strategy
and plan which moves concept to action.  This process may be quicker as
the “political will” may be present, and would involve more stakeholders
and extensive capacity assessments at all levels:  system, entity (formal
and informal organisations), and a broader number of individuals.  Here,
the detailed capacities and resource estimates for NPF programme man-
agement and implementation would be required. 

Under “Scenario 1,” capacity assessments would focus on selected de-
tailed assessments for only those components that the UNDP PSD has tar-
geted for support.  This assumes that a capacity assessment has been
carried out for the NPF as a whole.  For example, UNDP programme sup-
port as stated in a PSD might identify supporting the building of a “change
management unit (CMU)” within the government such that it can effec-
tively manage the implementation of the NPF.  Here, capacity assess-
ments would focus on the very specific needs of the CMU in terms of staff
and skills needs, systems, resourcing of the CMU and other standard types
of activities (computers, published materials, etc.)

8 . 3 W H AT IS THE UNDP ROLE?

The role of the UNDP in supporting a NPF
initiative, as set out in the UNDP document
“How to Implement the Programme
A p p r o a c h , ” encompasses:  identifying
strong political commitment; finding cham-
pions of change; organising a national
“change team” to support the NPF; helping
to outline the programme process; and
ensuring that key stakeholders are
i n v o l v e d .

Guiding Principles of Process Consulting

▲ Establish mutual respect and share d
e x p e c t a t i o n s

▲ Facilitate participation and ownership

▲ Redesign to support improved work
p ro c e s s e s

▲ Use systems thinking for policy
d e v e l o p m e n t
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In capacity assessments, the role of the UNDP will depend on the coun-
try and the scenario that the particular NPF is in.  In most cases, the
UNDP will promote process consulting which is “ ... a practice of man-
agement consultation in which the consultant assists the client man-
agement group to initiate and sustain a process of change and
continuous learning for systemic improvement.”

In other words, the UNDP will support a process: (1) where the national
ownership is strong (i.e., not UNDP or donor driven); (2) where the UNDP
is able to support the development of capacities within national entities
such that they are able to carry out capacity assessments; (3) where they
are able to conduct policy analysis and NPF programme planning; and
( 4 ) where the national entities are able to manage and implement the NPF.  

Common potential additional roles of the UNDP which would be clearly
defined in the PSD include helping the government to build internal
capacity to mobilize donor resources (since most NPFs will require sub-
stantial resources), and coordinating donor activity in the NPF area and
other areas that intersect with the NPF.  For example, a UNDP gover-
nance programme may overlap with other government/donor funded proj-
ects dealing with privatisation, private sector/market economy
development, rural development and so on.  This offers up opportunities
for the UNDP to support national capacity assessment/development
needs for cross-sectorial, multiple programme coordination and strategic
management.  

In some cases, the UNDP will be called upon to provide expert technical
assistance which is over and above the process consulting and coordina-
tion roles mentioned above.  For example, the UNDP may train national
counterpart staff in programme management and related methodologies,
capacity assessment, project planning, monitoring and evaluation, team-
work and leadership—simply to help get the process started within those
entities charged with NPF responsibility.  

Other forms of assistance may be targeted to building necessary sup-
porting systems, to building an “institutional or corporate memory , ” t o
supporting exchanges of experience within the region and internation-
a l l y, and/or carrying out a quality management role.  It is key for the
UNDP to examine all dimensions of capacity within implementing enti-
ties, and to help ensure that all of the capacity components are in place
at each stage of the NPF life-cycle process. 

UNDP may be involved in supporting the programme approach through
development of appropriate PSDs during any one or all stages in the
strategic management life cycle of a country’s NPF development initia-
tive.  In all cases, a PSD may be designed in such a way that it adopts and
promotes a programme approach.  

Once the NPF is developed and ready for implementation, UNDP support
may be channelled to selected components of the NPF.  It is rare that
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UNDP support, defined in the PSD, would support all or even most com-
ponents of the NPF for the simple reasons that:  (1) UNDP does not have
sufficient resources, and (2) as much of the implementation as possible
should be resourced by the government entity(ies) responsible for the
N P F.  This preserves national ownership of the NPF.

8 . 4 HIERARCHIES OF OBJECTIVES AND THE PSD

The success of development can depend very much on the programme
approach.  The programme approach itself
depends on taking a systems perspective
which means that it no longer is focussed
exclusively on one or a small group of for-
mal entities and/or individuals.

Figure 14 graphically illustrates the linkage
of objectives at the systems, entity and
individual levels, and these in turn can be
related to the PSD.  At the highest level
(Level “0” noted in the diagram), the NPF
must be linked to macro or national priori-
ties of the country.  For example, a NPF
focussed on a particular sector at a
province within the country should have
objectives which are consistent with and
supportive of national socioeconomic
development and other longer term objec-
tives and priorities.

The objectives of the NPF at the systems
level (Level “1”) must be supportive and
linked to the macro environment, as
described in Part I.  Here, the NPF 
must respond to those systems factors 
that would have been analysed in the
assessment of the current situation. This
would take into consideration the inter-
relationships and interdependencies of the
various entities operating within the
s y s t e m .

The objectives of the entity (Level “2”, in the diagram) would include
those for both formal and informal organisations.  Objectives may be set
for individuals (Level “3”) operating within the entities.  In all cases, the
objectives of the lowest level must be supportive and integrated with
those of the higher level.  In a perfect situation, all objectives at all levels
can be defined.  In the more common imperfect situations, tests can be
made to determine the degree of integration of objectives, and where
objectives at a certain level may be missing, then planning assumptions
can be made.  Once the assumptions are tested, or prove invalid, then
corrections can be made.

F i g u re 14

Examples of NPFs in Systems

▲ A T h e m e (e.g., poverty, governance) or
subtheme (e.g., decentralisation,
sustainable energy) which is
i n t e r s e c t o r a l

▲ A S e c t o r (e.g., education, health,
public administration) or subsector
(e.g., adult education, primary health
c a re, civil serv i c e )

▲ An I n s t i t u t i o n (e.g., banking)

▲ A Geographic are a ( region, subre g i o n ,
p rovince, state, municipality)
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A PSD may be developed to support the NPF at one or a combination of
the three levels:  systems, entity (formal and informal organisations) and
individual.  At the systems level (Level 1), a set of strategic management
capacities could be developed for those key entities charged with the
strategic management of the programme.  Developing a PSD at an early
stage in the NPF life-cycle presents a unique opportunity for the UNDP
to help national organisations.  Ty p i c a l l y, insufficient strategic manage-
ment and other programme management capacities exist within the
national entity responsible for the NPF.  A PSD may be developed as a
project, or as a first phase of the NPF, simply to facilitate the moving of
the NPF closer to implementation.

At this juncture it is worthwhile to highlight the relationship or corre-
spondence between the NPF and the PSD.  A government or counterpart
organisation is always responsible for the NPF, owns the process and is
nationally executed.  UNDP programme support through the PSD would
normally be nationally executed, although there are situations which may
require joint/ partnership execution or UNDP execution arrangements. In
all cases, however, there must be an explicit correspondence between the
NPF and the PSD.  Figure 15 on the following page graphically illustrates
a mapping of the UNDP programme approach and PSD terminology to
conventional programme/strategic management planning frameworks
and terminology.

The inherent logic of the UNDP PSD is such that most national develop-
ment programmes can be supported through the programme approach
and the UNDP PSD.  Clearly, some flexibility will be needed to adapt the
PSD to unique circumstances of each NPF.

A n n e x 5 discusses the case of a governance programme for a country
and the programme structure (hierarchy of objectives) for a UNDP pro-
gramme support document.  This case example also demonstrates the
application of some of the capacity assessment/development guidelines
discussed in the preceding chapters.

1 LEVEL OF SYSTEM (system, entity, individual)

2 - - - - -↑↓ D I M E N S I O N (at each level)

3 - - - - - - - - - -↑↓ PROGRAMME SUPPORT OBJECTIVES (for each dimension)

4 - - - - - - - - - - - - - - -↑↓ O U T P U T S (for each objective)

5 - - - - - - - - - - - - - - - - - - - -↑↓ A C T I V I T I E S (for each output)

O R D E R D E S C R I P T I O N
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In the case of the PSD noted above, there are three levels to this hierar-
chy consisting of Programme Support Objectives/PSO’s (or immediate
objectives), outputs and activities.  Each output and/or objective would
be related to results, monitoring indicators, or performance measures.  A
systems level capacity assessment would potentially see two more levels
added to the “hierarchy of objectives”:  level within the system, and
dimension of capacity at each level.  Hence, the expanded hierarchy
would appear as shown below.  The chart on the following page expands
on this structure and presents what might be seen as a “Master Checklist”
for a hierarchy of objectives for a capacity initiative.  The first couple of
objectives/outputs/ activities are expanded to give you an idea of how the
breakout would appear.

F i g u re 15
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1 2 3 4 5

S Y S T E M D I M E N S I O N P S O ’s O U T P U T S A C T I V I T I E S

L E V E L

1 . 0 1 . 1 P o l i c y Objective 1.1.1 Output 1.1.1.1 Activity 1.1.1.1.1.
S Y S T E M D i m e n s i o n Activity 1.1.1.1.2

Activity 1.1.1.1.3
Output 1.1.1.2 Activity 1.1.1.2.1

Activity 1.1.1.2.2
Activity 1.1.1.2.3

Objective 1.1.2 Output 1.1.2.1 Activity 1.1.2.1.1
Activity 1.1.2.1.2
Activity 1.1.2.1.3
e t c .

e t c . Output 1.1.2.2 e t c .

1 . 2 L e g a l / Objective 1.2.1 Output 1.2.1.1 Activity 1.2.1.1.1
R e g u l a t o r y Activity 1.2.1.1.2
D i m e n s i o n Activity 1.2.1.1.3

Output 1.2.1.2 Activity 1.2.1.2.1
Activity 1.2.1.2.2
Activity 1.2.1.2.3

Objective 1.2.2 Output 1.2.2.1 Activity 1.2.2.1.1
Activity 1.2.2.1.2
Activity 1.2.2.1.3

e t c . Output 1.2.2.2 e t c .

1 . 3 M a n a g e m e n t / e t c . e t c . e t c .
A c c o u n t a b i l i t y

1 . 4 R e s o u r c e s e t c . e t c . e t c .

1 . 5 P r o c e s s e s e t c . e t c . e t c .

2.0 2 . 1 Mission and Objective 2.1.1 Output 2.1.1.1 Activity 2.1.1.1.1
ENTITY S t r a t e g y Activity 2.1.1.1.2

Activity 2.1.1.1.3
Output 2.1.1.2 Activity 2.1.1.2.1

Activity 2.1.1.2.2
Activity 2.1.1.2.3

Objective 2.1.2 Output 2.1.2.1 Activity 2.1.2.1.1
Activity 2.1.2.1.2
Activity 2.1.2.1.3

e t c . Output 2.1.2.2 e t c .

2 . 2 C u l t u r e / e t c . e t c . e t c .
S t r u c t u r e

and Compe-

t e n c i e s
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S Y S T E M D I M E N S I O N P S O ’s O U T P U T S A C T I V I T I E S

L E V E L

E N T I T Y 2 . 3 Functions / e t c . e t c . e t c .
c o n t i n u e d P r o c e s s e s

2 . 4 Human e t c . e t c . e t c .
R e s o u r c e s

2 . 5 Financial e t c . e t c . e t c .
R e s o u r c e s

2 . 6 I n f o r m a t i o n e t c . e t c . e t c .
R e s o u r c e s

2 . 7 I n f r a - e t c . e t c . e t c .
s t r u c t u r e

3 . 0 3.1  —— Objective 3.1.1 Output 3.1.1.1 Activity 3.1.1.1.1
I N D I V I D U A L1 0 3.2  —— Activity 3.1.1.1.2

Activity 3.1.1.1.3
The dimensions of the Output 3.1.1.2 Activity 3.1.1.2.1
individual will depend Activity 3.1.1.2.2
on the particular Activity 3.1.1.2.3
capacity iniative, the Objective 3.1.2 Output 3.1.2.1 Activity 3.1.2.1.1
level of the person, Activity 3.1.2.1.2
envisaged future Activity 3.1.2.1.3
role and so on e t c . Output 3.1.2.2 e t c .

e t c e t c e t c e t c

e t c e t c e t c e t c

e t c e t c e t c e t c

e t c e t c e t c e t c

e t c e t c e t c e t c

e t c e t c e t c e t c

e t c e t c e t c e t c
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10 Individual level work-plans or actions plans, combined with career development plans, may be developed at this stage.  Such action
plans may take the form of a performance contract that the employee might have with the employing entity.  Such actions plans would
include provision for individual level training and development.
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SUGGESTED READING

This annex is prepared for those who would like to carry out further
research and reading on the topics discussed in the guidelines.  The first
section contains references to relevant UNDP publications and reports on
capacity and capacity related issues.  The UNDP and its special divisions
have their own web sites .  You are encouraged to access information from
the key organisational entities within the UNDP through the Internet as
f o l l o w s :

w w w. u n d p . o r g United Nations Development
P r o g r a m m e

w w w. u n d p . o r g / u n d p / d o p p Division for Operational Policies and
Procedures (UNDP/DOPP) 

h t t p : / / m a g n e t . u n d p . o r g Management Development and
Governance Division (UNDP/MDGD).
The special Management and
Governance Network (MagNet)

C O N T E N T S

1 . 0 UNDP AND RELATED REFERENCE MAT E R I A L . . 6 3

2 . 0 OTHER DONOR AND INSTITUTIONAL 
REFERENCE MAT E R I A L . . . . . . . . . . . . . . . . . . 6 4

3 . 0 S T R ATEGIC AND CHANGE MANAGEMENT . . . . 6 5

4 . 0 G O V E R N M E N T, ORGANISATIONS 
AND INDIVIDUALS . . . . . . . . . . . . . . . . . . . . . 6 6

ANNEX 1



1 . 0 UNDP AND RELATED REFERENCE MAT E R I A L

Aid Coordination and NaTCAP Evaluation: UNDP’s Role in Aid Effective-
n e s s, DOPP, January, 1995

Assessment of UNDP: Developing Capacity for Sustainable Human Devel-
o p m e n t, Center for Development Research, Report prepared for the
U N D P, February, 1996

Building Sustainable Capacity: Challenges for the Public Sector, A Study
for the Bureau for Policy and Programme Support, OESP, UNDP, 1996

Capacity Assessment Development Guidelines, MDGD, May, 1997 draft

Capacity Building Requirements for Global Environmental Protection,
J . F.E. Ohiorhenuan and S.M. Wu n k e r, Working Paper no. 12, GEF, 1995.

Capacity Development, MDGD, Technical Advisory Paper 2, 1997

Capacity Development and UNDP: Supporting Sustainable Human Devel-
o p m e n t, MDGD, June, 1997

Capacity Development: Lessons of Experience and Guiding Principles,
UNDP internal publication, December, 1994

CAPBUILD for Institutions, MDGD\BDP, UNDP 1998 (now being revised
after field testing). 

Catching Up: Capacity Development for Poverty Elimination in Viet Nam,
U N D P, Hanoi, 1996

Developing Capacity for Effective Governance – Country Office Guide, A
Three Day Workshop for Country Offices, MDGD, 1997

Governance, Public Sector Management and Sustainable Human Devel-
o p m e n t, UNDP Strategy Paper, 1993, NY

Guidelines for Capacity Development Programme, Leonard Joy, 1996
( m i m e o g r a p h )

How to Implement the Programme Approach, A User’s Guide, May, 1997

Institutional Capacity Analysis and Development System (ICADS): Oper-
ations Manual, Alain Tobelem, LATPS Occasional Paper Series, Novem-
b e r-July 1992.

NaTCAP: National Technical Co-operation Assessment and Programmes—
E v a l u a t i o n, Report by Maurice Williams, RBA/BPPE, 1991

Pilot-case on Capacity Assessment for Public Management and Decen-
tralization:  Sierra Leone, M. Zwanikken, MDGD/BPPS, UNDP, December
1 9 9 4 .

6 3Capacity Assessment and Development



Process Consultation: Systemic Improvement of Public Sector Manage-
m e n t, handbook prepared by UNDP/MDGD, 1995

Rethinking Technical Cooperation: Reforms for Capacity Building in
A f r i c a, Regional Bureau for Africa, UNDP and Development Alternatives
Inc.,  Coordinated by E. Berg, 1993

Systemic Improvement of Public Sector Management—Process Consul-
tation, MDGD, 1995

2 . 0 OTHER DONOR AND INSTITUTIONAL
REFERENCE MAT E R I A L

(The) Australian Public Service Reformed, Task Force on Management
Improvement, Australian Government Publishing Service, 1993, Canberra 

Bossuyt, J., Capacity Development: How Can Donors Do It Better?, Pol-
icy Management Brief, No. 5, European Center for Development Policy
Management, Maastricht, 1995

CIDA, Capacity and Institutional Assessment: Frameworks, Methods and
Tools for Analysis, prepared by P. Morgan and S. Taschereau, Policy
Branch, June, 1996

CIDA, Applying Results-Based Management to Capacity Development—
A Working Document, prepared by P. Morgan and A. Qualman, Policy
Branch, June, 1996

Dia, Mamdou, A., A Governance Approach to Civil Service Reform in Sub-
Saharan Africa, World Bank, 1993

F u k u d a - P a r r, S., Beyond Rethinking Technical Cooperation: Priorities for
Capacity Building and Capacity utilization in Africa, International Journal
of Technical Cooperation, Wi n t e r, 1996

IDRC, Institutional Assessment: A Framework for Strengthening Organi-
zational Capacity for IDRC’s Research Partners, 1995

The World Bank, Pilot Case on Capacity Assessment for Public Sector
Management and Decentralization, Report on Programming Mission to
Sierra Leone, 1994

The World Bank, Assessing Sector Institutions: Lessons of Experience
from Zambia’s Education Sector, Discussion Paper # 297, by Pinto, R. and 
Mrope, A.

The World Bank, Projectizing the Governance Approach to Civil Service
Reform: An Institutional Environment Assessment for Preparing a Sec-
toral Adjustment Loan in the Gambia, Discussion Paper # 252
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3 . 0 S T R ATEGIC AND CHANGE MANAGEMENT

A a k e r, D. A. Strategic Market Management, nd ed., John Wiley & Sons,
1 9 8 8

Argyris, C., S t r a t e g y, Change, and Defensive Routines, Ballinger, Boston,
1 9 8 5

B e e r, M., Eisenstat, R. and Spector, B., The Critical Path to Corporate
R e n e w a l, Free Press, New York, 1990

H a m p e r, R.J., Baugh, L.S. Strategic Market Planning, NTC Business
Books, 1990

Harvard Business Review, Managerial Excellence: McKinsey Award Wi n-
ners from the HBR 1980-1994, HBR Publications, 1996

Jick, Todd., Managing Change: Cases and Concepts, Richard Irwin,
Chicago, 1993

K a n t e r, R.M., The Change Masters, Simon and Schuster, New York, 1983

Kaplan, R., Norton, D., Using the Balanced Scorecard as a Strategic Man-
agement System, Harvard Business Review Feb, 1996

Keen, Peter, Shaping the Future: Business Design Through Information
Te c h n o l o g y, Harvard Business School Press, 1991

Paton, R., Jelking, A., No-Name Management for the ’90’s, Journal of Pub-
lic Sector Management, Summer, 1994

Peters, T., Thriving on Chaos, Alfred A. Knopf, New York, 1988

Peters, T., Liberation Management: Necessary Disorganization for the
Nanosecond Nineties, Fawcett Columbine, NY, 1992

Rumelt, R. et al, Fundamental Issues in Strategy: A Research Agenda,
Harvard Business School Press, 1994

Thompson, A., Strickland, A. Strategic Management: Concepts and Cases,
4t h Edition, BPI/Irwin, 1987

Wilson, D., A Strategy of Change, Routledge, London, 1992.

The following journals contain numerous articles and features on strate-
gic planning and related areas, in both the public and private sector 
c o n t e x t s .

Strategic Management Journal

Journal of Business Strategy

Capacity Assessment and Development
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4 . 0 G O V E R N M E N T, ORGANISATIONS AND
I N D I V I D U A L S

C o v e y, S. R., The 7 Habits of Highly Effective People, Simon & Schuster,
New York, 1989

DePree, Max, Leadership is an Art, Dell Publishing, 1989.

Douglas, R., Unfinished Business, Random House, New Zealand, 1993

D r u c k e r, Peter, Innovation and Ownership, 1985

D r u c k e r, Peter F., Managing for the Future. The 1990’s and Beyond. N e w
York: Truman, Talley Books/Dutton, 1992.

D r u c k e r, Peter, Managing in Times of Great Change, 1996

Gillespie, John V. and Betty A. Nesvold eds., Macro-quantitative Analysis:
Conflict Development, and Democratization. California: Sage Publica-
tions, 1971.

Government of Canada, E m p l o y e e ’s Guide on Work Force Adjustment,
Public Service Commission of Canada, 1995

Government of Canada, Strategies for People: An Integrated Approach to
Changing Public Service Culture, Treasury Board Canada, 1992

Government of Australia, Managing People in the Australian Public Serv-
i c e, Report 323, Joint Committee of Public Accounts, 1993

H e r s e y, P., Blanchard, K., Management of Organizational Behavior: Utiliz-
ing Human Resources. 3rd edition. Englewood Cliffs, NJ: Prentice-Hall
Inc., 1977.

Kevin, John B. Methods for Business Research. New York: Harper Collins
P u b l i s h e r s , 1 9 9 2 .

Neuman, William Lawrence. Social Research Methods: Qualitative and
Quantitative Approaches. Boston: Allyn and Bacon, 1991.

Osborne, D., Gaebler, T., Reinventing Government, Plume Books, 1993

O’Sullivan, E., Rassel, G. R., Research Methods for Public Administrators,
New York: Longman Publishers, 1995.
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This annex contains supporting information to Parts I and I I of the
guidelines dealing with “How to Get There.”  The development of an
implementation strategy for a capacity initiative invariably begs
some questions.  The questions could equally apply to starting any
major initiative, including a preliminary capacity assessment itself.
In all cases, judgement and common sense are required in order 
to set the right parameters around any capacity assessment/
development process, or the development of implementation
s t r a t e g i e s .

1 . 0 WHO PREPARES THE IMPLEMENTAT I O N
S T R AT E G Y ?

As noted at the outset of these guidelines, it is the government entity, na-
tional organisation or other formal or informal entity responsible for the
capacity initiative that must develop the implementation strategy.  Own-
ership must be vested with those that must implement the capacity ini-
tiative and live with the results.  The process of developing the strategy
would optimally be participatory and consultative, involving as much as
possible all parties who would have a stake in the process and the out-
comes.  This participation can be secured in a number of ways, as dis-
cussed throughout these guidelines.  The UNDP and other donors may be
engaged to support the development of the strategy through a formal
project or programme documents, or through other forms of preparatory
a s s i s t a n c e .

2 . 0 W H AT DOES AN IMPLEMENTAT I O N
S T R ATEGY LOOK LIKE?

Every initiative strategy, while obviously very unique and different, can
be presented in a similar format and will ultimately take the form of a doc-
ument.  Invariably, the final document will include both the “what” and
“how” components of the capacity initiative and will be the basis for de-
cisionmaking, implementation, monitoring and control, and evaluation.
All relevant capacity issues are addressed in the implementation strategy.

Documented implementation strategies can
generally follow a similar format, whether
developed for the initiative as a whole at a
systems level, or for each major entity
closely involved with the implementation of
the initiative.  Furthermore, lower- l e v e l
strategies can be developed for subsystems
within systems, for subprogrammes within
a programme, as well as for suborganisa-
tional units within entities.

T h e re does not need to be a major
distinctions in general format or structure
between the systems and the entity level
implementation strategies.  Although
separate documents may be pre p a re d ,
they can generally follow a similar
documentation structure
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At the end of this annex we have included:  a high level capacity devel-
opment strategy for a public administration reform initiative (which ad-
dresses capacities at the systems, entity and individual levels); and a
pro-forma table of contents of what an implementation strategy for a
major capacity assessment/ development implementation initiative might
contain.  The results of the capacity assessments at each stage of the
strategic management life cycle are documented in a logical sequence.
The chapter on implementation strategy (how to get there) is the core of
the document as all necessary information on the envisaged implementa-
tion is contained here.  Other chapters cover management, setting up of
internal team structures, coordination with donors, resource mobilisation
and the like.  This general format can also be adapted to those entities
that would also develop their own implementation strategies directly in
support of the initiative.

3 . 0 HOW LONG DOES IT TAKE TO DEVELOP?

This is not an easy question to answer.  A national organisation would
normally set up a formal project to develop the implementation strategy
(or one for an entity) as it would for carrying out analyses during any of
the previous life-cycle assessments.  As with any project, there would be
time-quality-cost parameters.  Time would depend on the planned qual-
ity of the target document (and this is based on the scope of the envis-
aged capacity initiative, availability of and access to information, number
of parties and individuals that would need to be involved in the process)
and the resources that are available to carry out the work.  The develop-
ment of a capacity development implementation strategy may take any-
where from a several weeks (for a small, narrowly focussed entity) to
several months or more (for a complex, multi-sectoral systems level
i n i t i a t i v e ) .

The common management errors made in development of such strategies
either fall into:  (1) over-simplifying the process and doing it too quickly,
thereby rendering a poor quality product; or (2) carrying out excessive
analysis or going into too much detail, which protracts and adds costs to
the process.  These are common mistakes and usually result in a failed at-
tempt to produce the right document at the right time.  Determining the
right amount of time to develop a quality product requires careful “pro-
ject” planning.
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4 . 0 W H AT AUDIENCES ARE THE STRAT E G Y
DOCUMENT PREPARED FOR?

This is another often asked question, or in
some cases not asked at all.  It is nonethe-
less important to know for whom the im-
plementation strategy document is to be
prepared.  There will likely be multiple au-
diences, each with a different interest in its
development.  The audiences of the strat-
egy document are not always the same as
the stakeholders for the envisaged capacity
initiative, however.  

The produced strategy document would
normally only be prepared for a prime au-
d i e n c e of decision makers and other key
parties that would be seen to be critical to
approval and support, as noted in the box.

The implementation strategy may be pre-
pared for other secondary audiences
who, although not critical to the implemen-
tation process, may facilitate it.  These
might include: other national and govern-
ment entities; the general public (or se-
lected communities in the civil society);
media organisations; and policy research
and academic organisations.  This raises
the point that different versions of the

same document might be prepared for different audiences.  For example,
it is unlikely that the general public or media organisations would want all
of the detail that is contained in the full implementation strategy.  In these
cases a higher level summary or synopsis would suffice.

5 . 0 ARE THERE OTHER REASONS TO DEVELOP
THE STRAT E G Y ?

Up to this point, the message has been given that it is the p r o d u c t ( t h e
capacity development implementation strategy) that is of prime concern.
While this is true, the p r o c e s s in developing the outputs of each stage of
the initiative, and especially the implementation strategy, is very impor-
tant.  Certain process related reasons add to the need to develop the im-
plementation strategy:

▲ the process forces the system (its players) and the key entities them-
selves to take an objective, unemotional and critical look at them-
selves in its entirety.

Prime Audience

▲ political decision makers ( m i n i s t e r s ,
legislative assemblies)

▲ senior g o v e r n m e n t executives and
managers responsible for
i m p l e m e n t a t i o n

▲ internal funding entities ( e . g . ,
ministries of finance, economics, etc.)

▲ external funding entities (such as
multi-lateral and bilateral donor
o rganisations, the IMF/World Bank,
private sector sourc e s )

▲ p r i m a ry c l i e n t community for the
initiative (or typically their
re p re s e n t a t i v e s )

▲ cooperating entities (e.g., other
ministries, levels of government on
whom implementation success will
d e p e n d )

▲ other implementors of the initiative
(all staff that will be a key part of the
implementation pro c e s s )
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▲ the process can be used as a means of c o m m u n i c a t i n g ideas and
concepts to others, to expand awareness and understanding of the
initiative, resulting in a greater likelihood of acceptance and buy-in
and eventual successful implementation.

▲ the process is often a good forum to resolve organisational and/or
i n t e r-personal c o n f l i c t s which might otherwise continue.

▲ the process is an excellent means of “ t e a m - b u i l d i n g ” for those that
must manage and implement the initiative.

▲ the process provides excellent opportunities for broader p a r t i c i p a -
t i o n of all stakeholders, to secure their inputs through consultation
and consensus-building.

▲ the process can be applied to address other sensitive issues ( e . g . ,
“neutralizing” a particular view or pressure which might otherwise
take the initiative in the wrong direction, or serve personal ambitions
at the expense of the broader community or good).

6 . 0 HOW IS THE STRATEGY DEVELOPMENT
PROCESS STA R T E D ?

Once the mission and concept for the ca-
pacity initiative has been accepted, there is
a serious intent to implement.  Implemen-
tation depends on the development of
sound strategy and action plans.  The de-
velopment of the strategy is not a trivial
task, and should be approached in a man-
aged and controlled manner.  This means
that a team must be set up, authorities and
resources provided and formal approval
mechanisms instituted.  The box on the
right provides an indication of actions 
that might be taken to start the process of
strategy development.  The degree to
which these actions are taken is indicative
of the level of commitment that the gov-
ernment or national organisation has.
Each country and national organisation will
have its own culture, constraints and reali-
ties.  Efforts must be made to adapt an ap-
propriate process to existing capacities and
c a p a b i l i t i e s .

Key Actions to Start the Capacity Strategy
Development and Implementation Pro c e s s

▲ Issuance of a decree or some other
edict which formally establishes it

▲ Setting up of a high level steering or
c o o rdination committee

▲ Develop an action and re s o u rcing plan
for developing the strategy

▲ Establishment of a high level initiative
management team and positions

▲ Staffing the executive position with a
qualified and credible individual 

▲ Staffing other positions with qualified
s t a f f

▲ Establishing a coordination mechanism

▲ Select and adapt appro p r i a t e
m e t h o d o l o g i e s

▲ Design the strategy “target document”

▲ Other actions as needed



7 . 0 HOW IS THE STRATEGY PROCESS MANAGED
AND CONTROLLED?

Starting the process, noted above, gives a
good idea as to how the process should be
managed.  In many cross-sectoral transfor-
mational capacity initiatives (e.g., gover-
nance), a programme management team is
“institutionalized” at a high and central
level of government, with coordinating
subunits at decentralized levels.  Ty p i c a l l y,
such units may take on “ministerial” or
“secretary” rank, reporting to a Prime Min-
i s t e r, a senior minister, cabinet, or a na-
tional assembly.  Again, much depends on
the local situation and the political profile
that the envisaged initiative might have.
For example, institutionalized teams might
take on such titles as:  change manage-
ment unit, programme support unit,
programme coordination office , etc.  It is
key that such units have formally estab-
lished mandates and authorities.  As a pos-
sible “start-up” unit, it is often beneficial to
develop a “business plan” which sets out
the unit’s mission, objectives, activities, re-
sourcing, monitoring and control mecha-
nisms and the like.

In addition to basic programme management and coordination functions,
other important capacities include:  resource mobilisation and resource
management (budgeting, control), quality management, communications
and public relations, monitoring and evaluation.

Important Do’s and Don’t ’s

D O :

▲ Clearly set priorities

▲ Manage risk and expectations

▲ Use as a means to team-build

▲ Use to establish initiative identity

▲ Use for awareness and education

▲ Flush our champions

▲ Be participatory & consultative

D O N ’ T:

▲ Bite off more than can be chewed

▲ I g n o re the detractors

▲ Fall into the detail trap

▲ Mismanage expectations

▲ Get into motherhood and rhetoric

▲ I g n o re any other risk

8 2 Capacity Assessment and Development
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KEY OUTCOMES SOME SPECIFIC “FUTURE” INDICATORS 

▲ greater transparency of government operations
▲ greater accountability of government institutions 

and managers
S O U N D

▲ restructuring of machinery of government
G O V E R N A N C E

▲ redefined role of government
▲ alternative, more cost-effective delivery of 

government service

▲ enabling legal infrastructure and regulatory 
f r a m e w o r k

S T R O N G ▲ government as a provider of enabling policies and 
S U P P O RT services, not producer

T O ▲ integration and coordination of economic policy
M A R K E T ▲ promotion of internal and external trade and 

E C O N O M Y i n v e s t m e n t
▲ alliances and partnerships with business and 

o r g a n i s a t i o n s

LOW 
▲ short term reductions in expenditures

COST OF 
▲ sale of non-producing government assets

G O V E R N M E N T
▲ consolidation of common internal services
▲ redeployment and rebalancing of the civil service

H I G H
▲ move to client service and service delivery culture

LEVELS OF
▲ performance measurement and programme 

EFFECTIVENESS 
e v a l u a t i o n

A N D
▲ decentralisation, organisational renewal

E F F I C I E N C Y
▲ training and development, increased morale
▲ increased delegations that let “managers manage”

▲ new budgeting and expenditure management 
HIGH s y s t e m s

LEVEL OF ▲ better systems of accounting and audit
A C C O U N TA B I L I T Y ▲ delegations of authority and clear-cut 

AND CONTROL accountability structures
▲ business plans for all major operations

IMPROVED ▲ stronger communications and public relations
CREDIBILITY ▲ increased understanding of the role of government

OF ▲ well defined mission and vision for government
G O V E R N M E N T ▲ greater public participation

AN EXAMPLE OF A COMPREHENSIVE STRAT E G Y
(PUBLIC ADMINISTRATION REFORM)
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PRO-FORMA STRUCTURE OF A CAPACITY 
I M P L E M E N TATION STRAT E G Y

EXECUTIVE SUMMARY

INTRODUCTION AND BACKGROUND

▲ Overview of the Programme
▲ National Priorities and Constraints
▲ Programme Management Methodology

S I T U ATION ASSESSMENT

▲ O v e r v i e w
▲ Major Needs and Change 

P r o c e s s e s
▲ Major Strengths and We a k n e s s e s
▲ Major Opportunities and Risks
▲ Evaluation of Alternative Future Scenarios 

M I S S I O N

▲ Overview—Mission and Vi s i o n
▲ Principal Stakeholders
▲ Measures of Achievement—

O u t c o m e s
▲ Guiding Principles
▲ Management Va l u e s

O B J E C T I V E S

▲ O v e r v i e w
▲ Description of Objectives and 

Supporting Actions
▲ Legal and Regulatory Environment
▲ Linkages to National Priorities
▲ Key Stakeholders and Other Participants

I M P L E M E N TAT I O N

▲ Implementation Approach
Planning Horizon and Priorities
Planning Assumptions
Factors Critical to Success
M e t h o d o l o g i e s
Programme Activity Framework

Capacity Assessments are summarized here

Capacity Needs are summarized here

Capacity Needs can be summarized here

Capacity building and strengthening is
detailed here



8 5Capacity Assessment and Development

PRO-FORMA STRUCTURE OF A CAPACITY 
I M P L E M E N TATION STRATEGY ( C O N T I N U E D )

▲ Master Schedule and Description of Phases
Who Does What
P h a s e s — A c t i v i t i e s — O u t p u t s — A c c o u n t a b i l i t i e s

▲ Programme Management and Team Structure
▲ Communications and Public Relations
▲ Coordinating Mechanisms
▲ Donor Participation and Coordination
▲ Documentation and Information Management
▲ Review and Approval Processes
▲ Performance:  Monitoring, Control and Evaluation
▲ Fall-back and Contingency Plans
▲ Programme Sustainability
▲ Outstanding Issues

RESOURCE MANAGEMENT

▲ Budget Requirements and
F o r e c a s t s

▲ Sources of Funds and other
R e s o u r c e s

▲ Resource Mobilisation
▲ Expenditure Management

Plan and Accounting

BUSINESS CASE

A N N E X E S

Explicit cro s s - re f e rences to UNDP and
other inputs detailed here
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C A PACITY DEVELOPMENT
I M P L E M E N TAT I O N
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This annex presents background information and suggestions on
how to craft a successful implementation strategy for capacity as-
sessment/ development initiatives.  Whether such initiatives are for
complex, multi-year national capacity initiatives, or for local, more
narrowly focussed initiatives, practical and pragmatic strategies are
needed to close the identified capacity gaps using available re-
sources, which in most cases are limited.  Four important consider-
ations are covered here, which experience shows us are common to
most capacity initiatives.  

1 . 0 ESSENTIAL CAPACITY IMPLEMENTAT I O N
DESIGN FEAT U R E S

Many capacity development initiatives are
complex, with many inter-related ele-
ments.  If most dimensions of capacity are
to be addressed at the systems, entity and
individual levels, then great care must be
taken to develop a design that works.  Suc-
cessful implementations, where sustain-
able results can be produced, are:
integrated and comprehensive; incremen-

tal and modular; feasible and desirable; and utilisation of existing capaci-
ties.  Let’s look at each of these in more detail.

1 . 1 Integrated and Compre h e n s i v e

The implementation strategy for a capacity development initiative (and
for most other programmes and projects), including subcomponents of
the strategy, must be vertically and horizontally integrated.  In many ini-
tiatives it is important to establish hierarchies of objectives that describe
a general framework for the integration of implementation strategies ver-
tically—from the systems to individual levels.1 Each implementation ac-
tion within a strategy would need to relate to a specific objective of the
s t r a t e g y.  Vertical integration also extends internally to entities where
there may exist hierarchical structures.  Horizontal integration refers to
the need to ensure consistency across the various dimensions of capac-
i t y.  For example, plans and activities to build human resources capacities
within an entity (say, training) must be logically related to those dealing
with processes for which the human resources would be trained.  This
will ensure that there are no overlaps or duplication.  Each is part of the
whole. 

The development of capacities must be comprehensive.  It is important to
address all dimensions of capacity at all levels within the overall system.
Once all dimensions of capacity and needed changes are determined, 
resources can be directed to development of capacities that are based 
on their relative importance and priority.  All too often attention is 
focussed on one or two dimensions of capacity (e.g., personnel) without

Essential Implementation Design Feature s

▲ Integrated and Compre h e n s i v e

▲ I n c remental and Modular

▲ Feasible and Desirable

▲ Utilise Existing Capacities

1 Part III of the guidelines illustrates how such an hierarchy might be applied in a UNDP programme
c o n t e x t .
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addressing the impacts that potential changes will have on other dimen-
sions (e.g., processes, infrastructure, information).

1 . 2 I n c remental and Modular

Achieving any future envisaged by the capacity development initiative
would necessitate implementation on an incremental basis:  step-by-step.
There are no major capacity initiatives which can be implemented in one
fell swoop, or through a single, major initiative.  Indeed, the more suc-
cessful initiatives begin with small, achievable components which build
success and credibility.  A corollary is that capacity development at each
level should be modular, where each is linked to the other to form the
whole.  This is a building block approach.  It allows for greater control
over the process as well as greater flexibility.  Adjustments can be made
more easily when changes at the systems level occur.

1 . 3 Feasible and Desirable

The capacity initiative must be feasible from a financial, technological and
human resource point of view.  Implementation analysis, cost-benefit
analyses, business case and the like can determine the degree to which
the implementation is feasible and what the associated risks are that are
attached to it.  It makes no sense to pursue a capacity initiative demand-
ing high levels of resources where there is no likelihood of securing these
resources.  

The envisaged capacity initiatives must be d e s i r a b l e from the individual
perspective.  There must be a critical mass of understanding, acceptance
and commitment for the initiative and all associated elements of change
in order to proceed into development and implementation, and for the
component capacities to be built.  People must “want” to proceed with
the implementation of the envisaged changes.  Desirability can be built
with such supporting activities as communications, public relations, edu-
cation and awareness, resistance mitigation, and like measures.

1 . 4 Utilise Existing Capacities

Feasibility is enhanced considerably when implementation strategies
utilise and build on existing capacities.  In most cases, there will be an ex-
isting base of capacities, some existing resources and a history.  What has
gone on in the past may be useful in building towards a future, rather than
“re-inventing” an entire system or entity.  Care should be taken to not ig-
nore or discount what may be “hidden strengths” at any of the three lev-
els.  This aspect is considered further under the subsection dealing with
management of resistance.

2 . 0 LEADERSHIP AND MANAGEMENT

Both leadership and management are required to implement the envis-
aged initiative and to achieve the capacity development and strengthen-
ing objectives.  Leadership and management capacities themselves are
key (a core strategic management capacity, as described in Part I).  One
school of thought has it that leadership is a part of management.  Another
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might have it the other way around.  For the purposes of a capacity ini-
tiative where transformational or major change (and hence, major invest-
ments in capacity) are required, there is an important distinction
between the two.  Much has been written and is available on management
and leadership.  Some important points on how to lead and manage ca-
pacity initiatives successfully are made below.

2 . 1 L e a d e r s h i p

Leadership rests typically with an individual (although certain organisa-
tions or groups can also effect such leadership, but still with a person be-
hind it).  Whether a capacity programme initiative is truly national in
scope, or focuses at a particular sector or theme, success will depend to
a very large extent on i n s p i r a t i o n a l aspects.  Leadership is a softer qual-
i t y, and helps focus effort and attention on what needs to be done, on the
setting of longer term objectives and priorities according to a set v i s i o n .
True leadership helps create a situation where everyone wants to do their
best and is hence a highly motivating and motivational task.  This means
making people enthusiastic (about the initiative) and inherent capacity
changes, and keeping them enthusiastic.  A good leader facilitates and re-
wards good performance.

2 . 2 M a n a g e m e n t

Management on the other
hand focuses on the p r a c t i c a l
aspects.  Good management
(on the part of a person, a
management team, an entity)
ensures that the right p r o c -
e s s e s are put in place and
work toward the desired out-
come.  The right r e s o u r c e s
are brought together and are
deployed efficiently and effec-
t i v e l y, and performance/
results/ outputs are monitored
and evaluated.  Management
also ensures implementation

p l a n s are developed and maintained and that communications flows (ver-
tical and horizontal, internal and external) work properly.

3 . 0 MANAGING RESISTA N C E

An often overlooked aspect of capacity and the ability of a capacity de-
velopment initiative to succeed is resistance—resistance to change.
There must exist capacities within organisations responsible for the ini-
tiative to anticipate resistance, and then to identify and measure its ex-
tent.  Resistance can come from any or all entities within the system
(although the system itself does not resist except through built in iner-
tia), but primarily it comes from the individual.  Let’s look at resistance to
change and the measures which can be used to mitigate this resistance.
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A special note is then made on workforce adjustment, which is typically
a major impact and source of resistance to many capacity initiatives.

3 . 1 Resistance to Change

There are many sources and types of resistance that are common to both
capacity development and other types of initiatives involving major
change.  Resistance can arise simply from the power of the status quo.  It
can arise from the fear of the unknown (where the future has not been
adequately explained or described, to the point where people understand
and accept it).  Often, individuals do not see the need for change envis-
aged in the initiative:  Why fix it if it isn’t broken? Some initiatives may
require substantial effort and time to achieve, and there is a human un-
willingness to put in so much effort over a long period of time.

In these cases, there is no sense of ownership or personal gain, or there
is a fear of loss.  Other human characteristics, often magnified in bureau-
cratic settings, include general apathy, skepticism and even cynicism.
Cynicism can grow to a point where there is overt and covert undermin-
ing of the initiative, including sabotage and violence.  At a higher level, ex-
isting legislation and unions may serve as major sources of resistance to
envisaged capacity changes.  What is key in all of this is to anticipate that
there will be resistance, and to develop internal capacities to be able to
i d e n t i f y, measure and then mitigate this resistance.

3 . 2 Managing Resistance

There is much experience internationally to help organisations develop
capacities to identify and manage resistance at all levels.  Common sub-
programmes are often developed to mitigate resistence.  These comprise
education and awareness subprogrammes for the programme as a whole,
specially targeted to those individuals, groups, communities that are felt
to be specially resistant.  Fostering win-win scenarios, with some early
and visible successes and examples also help to break down resistance.
Active participation in capacity development and related implementation
processes of those who resist often result in producing champions for the
initiative.  Other resistance management initiatives include providing
support to those who need it, negotiations, co-opting, finding champions
and innovators.  In worst case scenarios, some stronger measures may be
required (enforcement, discipline) although in most cases these are
a v o i d a b l e .

3 . 3 Note on Wo r k f o rce Adjustment

Many capacity development initiatives result from some other major
change or reform initiative.  And such initiatives usually have an impact
on the existing human resource base.  Impacts take the form of rede-
ployment, reutilisation, and downsizing.  Such impacts on the human re-
source base can be managed in the context of “workforce adjustment.”
Workforce adjustment almost invariably generates some resistance from
those who are directly impacted.  There are inevitably human, financial
and organisational issues which must be anticipated.  Among the more
significant ones are cost and affordability, impacts on the remaining 
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workforce (survivor syndrome), impacts on organisational structure and
s t a b i l i t y, reduced productivity, morale problems, service to the public,
employee communications, counselling, marketing and placement and
the effects of reduced external recruitment.

Regardless of the practices ultimately adopted by several countries and
jurisdictions, there remains a common set of lessons learned that can
serve as a starting point in the consideration of workforce adjustment op-
tions.  Such options look at utilizing the existing human resources base to
the maximum extent possible, and secondly how to best address the
needs of those that are displaced.  In both situations, there is likely to be
resistance and the workforce adjustment approaches that can be applied
are meant in large part to mitigate this resistance.  These include:  em-
ployment adjustment; designation of surplus position(s); establishment
of priority status;  counselling; exposure of options; marketing, placement
and clearance; reasonable job offer; retraining; financial incentives; early
retirement incentive; and job trading.

4 . 0 SETTING THE RIGHT TIME HORIZONS

The time needed to implement a capacity development initiative to
achieve its objectives and meet targets is more often a lot longer than
managers and planners initially think.  The time required is directly re-
lated to the complexity of the system within which the initiative is to op-
erate, the magnitude of the envisaged changes, and correspondingly the
magnitude of capacity development and the resources that are available.
S m a l l e r, more focussed capacity development initiatives can be imple-
mented in a relatively short time frame.  However, initiatives of transfor-
mational change where people and organisations are key typically take
one to two generations to complete (15 to 30 years), and thereafter
evolve into initiatives of continuous or gradual change.

It is unlikely that any individual or organisation would support a capacity
development initiative if the implementation were to take an inordinate
amount of time.  Even for implementation horizons that may extend over
a number of years, acceptability and success will depend on the delivery
of early successes.  Hence, the more successful initiatives build in capac-
ities to produce early results, to mount fast-track or accelerated subpro-
jects. This helps maintain momentum and support, and early successes
(and failures) generate valuable lessons which can be fed-back into the
planning and redesign cycles.  
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This gets back to the notion of
developing implementation
plans which are incremental,
which build capacities on a
step-by-step basis, and which
are based on clear-cut priori-
ties (usually high, medium
and low corresponding to the
timeframe which may be bro-
ken out over the near, me-
dium and longer term.  The
diagram graphically illustrates
an implementation imitative
which may be mounted over
an extended period of time
(horizontal axis).  The verti-
cal axis shows the incremental improvements (or magnitude of capacity)
made in developing capacities and achieving other changes.  Getting from
“Now” to the “Future” can be achieved in a series of steps, rather than in
one fell-swoop.  Each step would be logically linked to the next.

An example might be a decentralisation initiative (e.g., decentralising
health services delivery to local administrations).  Actual implementation
of this could proceed incrementally, starting with a pilot in one adminis-
tration.  As experience is gained over time, additional pilots could be
added each year, until full coverage has been achieved. 

5 . 0 MORE POINTS ON CAPACITY STRATEGY 

Having now attended to all of the above, the capacity development strat-
egy and its detailed implementation plans would be submitted to the ap-
propriate authorities for a p p r o v a l .  Upon approval resources are
mobilized and allocated, a team responsible for overall implementation
and coordination is set up (or altered, as
the case may be), and the job of imple-
mentation gets underway.  The methods
and protocols for approval are designed ac-
cording to local practice and custom, and
would vary by the type of capacity initiative
and by country.  As a general rule-of-
thumb, the level of  formal approval should
be commensurate with the level of the ini-
tiative.  A cross-sectoral capacity develop-
ment initiative of national (and even
international significance) should receive
the approval of the highest executive
(Prime Minister or President) and/or leg-
islative authority in the country.  Smaller, more narrowly defined capac-
ity initiatives may be approved at their appropriate level (e.g., Minister,
S e c r e t a r y )

Some Points on Implementation

▲ A p p ro v a l s

▲ Monitoring and evaluation

▲ Execution capacities

▲ R e s o u rce mobilisation

▲ P rogramme coord i n a t i o n

▲ Donor coord i n a t i o n

▲ Measuring performance



Plans are adjusted and revised as and when the need arises.  Ongoing
monitoring, control and evaluation ensures that implementation pro-
ceeds according to plan and triggers changes as and when they are re-
quired.  For longer term cross-sectoral initiatives of major change,
supporting activities associated with continuous research and policy
analysis help ensure that the capacity development direction and objec-
tives remain integrated to and supportive of broader national policies, ob-
jectives and priorities as they also evolve.

For certain initiatives, it may be the case that the national organisation
does not have sufficient capacity to manage (i.e., execute) a capacity de-
velopment initiative.  In special cases such as these, a basic first step in
implementation is to build implementation/execution capacity .  The
UNDP and other donors may support the building of strategic manage-
ment core capacities or other capacities to help the entity get off the
ground.  There have been occasions where major capacity initiatives have
entered implementation without evidence of adequate implementation
management or execution capacity (driven, for example, by political
and/or donor pressure).  A proper capacity initiative would clearly iden-
tify capacity strengthening needs for programme implementation, and
develop/resource actions to meet these needs. 

For most development initiatives, resource mobilisation usually ac-
quires a major importance for capacity development initiatives.  All too
often, national organisations and governments do not have sufficient re-
sources to implement major changes.  Hence, certain resources are allo-
cated to identifying sources of funding and mobilising these resources.
The UNDP, from its international and objective role, often help in re-
source mobilisation through coordination with other donors and close co-
operation with the government.  Programme and project documents
often include objectives and outputs which support the development of
capacities in resource mobilisation and management.

Another important area during implementation is ongoing c o o rd i n a t i o n
with other initiatives internally in the government or the country.  This is
especially important for capacity development initiatives that are cross-
sectoral in nature.  For example, a programme dealing with decentralisa-
tion might need close coordination with other national initiatives dealing
with tax and legislative reform, civil service reform, and budget/financial
management reform.  As noted above, special coordinating mechanisms
can be set up to ensure not only that such initiatives are coordinated, but
that scarce financial and human resources are allocated across all initia-
tives in a fair and equitable manner.

In some situations, resource mobilisation and coordination are particu-
larly important amongst the donor community and their relationships
with government.  Some countries look to the UNDP to ensure that
proper donor coor d i n a t i o n exists within the donor community (e.g.,
that donors are not competing or duplicating their programmes), and/or
the UNDP may be the main focal point for joint donor coordination with
the government (e.g., various “consultative committees”). 

9 4 Capacity Assessment and Development
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In all cases above where the UNDP or other donors may be involved, such
involvement is best defined and deployed through process facilitation.  In
other words, external entities would be engaged to facilitate a process
which is owned and managed by those donor organisations that may be
involved in a common programme area (e.g., governance).  The prime ob-
jective of all the coordinating mechanisms is to ensure that scarce inter-
nal and external (donor) resources are applied to national programme
initiatives in a fair, logical and integrated manner, consistent with national
development priorities, i.e., government, or national organisation, as the
case may be.  Separate UNDP guidelines on process facilitation go into
considerable detail as to how such an arrangement would be set up and
managed by the government/ national organisation and the UNDP.

F i n a l l y, there is the important question of measuring performance o f
the implementation of the capacity development initiative.  Is the initia-
tive achieving its implementation objectives and targets?  Is it on track?
Are the costs under control?  Is the quality of implementation action out-
puts at the expected level (e.g., capacity development and strengthen-
ing)?  Where the initiative is likely long term, and may run over a period
of many years, the management of the initiative as well as all involved
stakeholders will need ongoing indications that progress is being made,
that achievements are being produced, and if not, why not.

The capacity initiative implementation strategy and each of its supporting
action plans would normally have a series of management milestones,
where performance along the way can be measured. This may be done on
a routine, monitoring basis, as well as planned and periodic evaluations
and assessments.



A CASE EXAMPLE
GOVERNANCE PROGRAMME

The purpose of this Annex is to demonstrate how some of the capacity
assessment and development guidelines had been adapted to an actual
programme of governance and public administration reform.  The coun-
try (“Country X”) had implemented a series of socioeconomic develop-
ment reforms, but insufficient capacities in the “systems of governance”
were beginning to jeopardise further socioeconomic progress.  

In response, the government developed a national programme to develop
governance and public sector capacities.  Once this programme was de-
signed and approved, the government then sought the assistance of
UNDP to support capacity development in targeted areas.  The role of the
UNDP and the development of a “Hierarchy of Objectives” in the Pro-
gramme Support Document (PSD) format is also presented.  This shows
the linkage between a UNDP PSD and a national programme framework,
which is discussed in Chapter 8 of the guidelines.
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1 . 0 C O N T E X T

C o u n t r y X was facing challenges similar to those confronting many na-
tions during the latter part of the twentieth century—challenges of ad-
dressing regional and international economic opportunities and threats,
of redefining the role of government, of expanding the role of the market
economies and the private sector, of diversifying and strengthening na-
tional sources of income, and of balancing the national budget.  

Unlike other countries in the immediate region, Country X was early off
the mark in terms of defining and implementing an economic strategy
which could respond to meeting internal needs of economic and social
development, social and political stability and security, and reduction of
internal disparities.  In the mid 1980’s, a progressive socioeconomic de-
velopment policy was implemented, its prime features being a pro-
nounced shift to a market economy from a command economy.  This also
involved the striking of a new balance between centralised and decen-
tralised government functions, and the forging of more cooperative re-
gional and international relationships.  The implementation philosophy
incorporated a willingness to experiment and innovate, pragmatism, and
putting tangible results ahead of ideology.

To support the reform policy, the government in the early 1990’s reor-
ganised the ministries, created new agencies and public organisations,
and downsized the civil service by 20%.  Most government reforms, how-
e v e r, had been implemented at a high level—mostly in terms of policy in-
tent and direction.  A considerable amount of work was left to be done in
terms of operationalising such reforms and translating policy intent into
concrete actions.  This implied the putting in place of appropriate struc-
tures, management and administrative frameworks, the development of
human resources, and instituting decision support mechanisms, account-
ability structures, and supporting management systems—a process
which had barely begun. 

Reforms in the public sector lagged behind those in other sectors of the
c o u n t r y, and were seriously beginning to jeopardise further socioeconomic
development progress.  The prime limiting factor was the low capacity for
change within the public sector, this being attributed to a lack of manage-
ment, technical and professional skills—a human resources deficiency.
Existing systems—mostly manual and unnecessarily complicated—were
stretched to the limit.  There was insufficient awareness and understand-
ing, at most levels within government, of either the need for or the nature
of governance and public administration reforms, and their linkages to
economic and social development priorities.  

2 . 0 THE CHALLENGE

In view of the above situation, the cumulative pressures for governance
and public administration reform were seen to be strong by the mid
1 9 9 0 ’s.  The challenges were primarily in the realm of capacities, and orig-
inated from four broad areas: 
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▲ Transition Issues. There existed insufficient understanding of the
role of government in a market-based society.  The transition to a
market economy was placing pressure on the government to be more
accountable and transparent in its decision making.

▲ Macro Socio-Economic Issues. There existed no integrated ap-
proach to the development and implementation of macro-economic
p o l i c y.  There were shortfalls in investment and further globalisation
trends and pressures created additional pressure on the government
to respond.

▲ Fiscal Issues. There were major problems with expenditure control
and revenue enhancement.  Operating deficits and accumulating
debt were jeopardising the delivery of basic services.  There existed
no effective policy or management frameworks and supporting sys-
tems to integrate the policy agenda with expenditure activity.  This
included low capacity in the budgeting and planning systems.

▲ Capacity Issues. There was declining performance of the public
service.  Human resources were underutilised and improperly allo-
cated.  The management techniques and skills were not appropriate
for the transition and democratic/market based systems. There were
inadequate management and accounting systems, insufficient staff
and training, and a pronounced shortage of skilled senior managerial,
professional and technical staff.  Policies and procedures on admin-
istration were either inadequate or absent.  The combined effects of
this poor administrative environment were low productivity levels,
poor motivation, deteriorating morale and confidence.

3 . 0 THE NATIONAL PROGRAMME RESPONSE

By 1996, a comprehensive, cross-sectoral and multidimensional gover-
nance and public administration reform programme was seen to be the
only viable solution to the meeting of the challenges.  A Programme Strat-
egy was devised by the government, through extensive consultation and
participation of numerous stakeholders.1 The primary thrusts were to d e-
velop capacities at the systems, entity (government ministries and agen-
cies), and individual (civil servants) levels.  The main national programme
components were:

( 1 ) a redefinition of the role and culture of government from that of
commanding and doing, to one of setting the right conditions for the
society and the economy to develop (service and leadership).  This
included the rationalisation of central-local government relation-
ships; enhancing government-private sector relationships; bringing
government closer to the people through greater participation; and
converting the management style of government from one of follow-
ing rules and regulations to one of meeting the needs of people, the
economy and society through programmes and services.  

1 The development of the programme strategy was supported by the UNDP through a separate, small
project, based on the Process Consulting methodology.
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( 2 ) a restructuring and rationalizing of the machinery of government t o
focus on the formulation of policy, and the seeking of cost-effective
alternative means of service delivery.

( 3 ) a reform of the authority and accountability structures to empha-
sise increased delegations of authorities to those service units that
are closest to its clients, combined with a management philosophy
and organisational culture to one of openness, client-service, trans-
parency and accountability.

( 4 ) significantly strengthened executive decisionmaking and decision
support structures, including a better integration of the policy-
program-planning-expenditure systems; and a rationalisation and
more effective inter-relation of the legislative, executive and
j u d i c i a r y.

( 5 ) potential r e d e p l o y m e n t of the civil service and reductions in public
expenditures, including related revenue/tax reform, regulatory re-
form, and public administration legislative reform.

( 6 ) innovation and adaptation of modern management , information
technology and organisational solutions to achieve significant im-
provements in administrative and operational efficiency, effective-
ness and economy.

4 . 0 N ATIONAL PROGRAMME OBJECTIVES

The national programme had a well-defined mission:  to adapt the gov-
ernment to the full support of the socioeconomic development of the so-
ciety and market economy through redefining the role of government in
a market economy.  The mission would be achieved through a set of
strategic capacity development objectives at all levels (systems, entity
and individual).  Each objective was related to measurable performance
results and outcomes, guiding principles and management values, and in-
tegration or coordination with other development programmes.  The ca-
pacity development objectives were:

( 1 ) to restructure and strengthen the national role and supporting ma-
chinery of government.

( 2 ) to strengthen the government’s central management and coordina-
tion functions.

( 3 ) to strengthen local governance and administration capacity.

( 4 ) to strengthen public sector personnel management capacity.

( 5 ) to strengthen financial management capacity.

( 6 ) to strengthen public sector legal environment.

( 7 ) to support other socioeconomic policy objectives of the government.

Each objective was supported by a separate (but integrated) strategy
comprising operational objectives, outputs, activities, resourcing and ac-
countabilities.  For example, the strategy for the first objective (on the
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role of government) focussed on an examination of the overall r e l a t i o n -
s h i p s between and the respective r o l e s of the various levels of govern-
ment (national, provincial, district and village, plus the possibility of
municipalities) to ensure that there were no overlapping or duplicating
functions between the levels of government, and that government pro-
grammes and services were to be delivered as close as possible to the
service recipient or customer.  Supporting strategies also addressed the
existing instruments of governance:  i.e., the r u l e s pertaining to sound
governance and public administration, the overall thrust of which was to
ensure that the “legal”—in the broader sense—instruments supported
the capacity development requirements. 

5 . 0 I M P L E M E N TATION APPROACH AND
M E T H O D O L O G Y

The planning and implementation of the programme was based on the
adaptation of international best practices and methodologies, the main
features of which were:

( 1 ) Government Commitment began with the setting up of a very high
level State Commission and Secretariat to ensure visible and mean-
ingful leadership and commitment. 

( 2 ) Capacity Development, Strategic and Change Management
M e t h o d o l o g i e s were adapted to meet the planning, implementation,
coordination and evaluation needs of the programme.

( 3 ) Comprehensive and Integrated. The programme methodologies
ensured a comprehensive and integrated approach to the planning
and development of all capacities, and explicitly addressed capacity
linkages to other socioeconomic priorities and donor funded projects. 

( 4 ) Incremental and Evolutionary. Implementation was based on in-
cremental capacity development components, each building on one
a n o t h e r, based on a realistic priorities.  The approach featured some
early successes, pilot initiatives and the ability to experiment and
apply lessons learned.

( 5 ) Partnerships and Consultation. The government encouraged col-
laborative, consultative and participatory venues with other stake-
holders within the country, within the region and within the
international funding community. 

( 6 ) Multidimensional Capacities. The programme recognised the
need for multidimensional and integrated capacity development at
the individual, entity and systems levels. 

( 7 ) Practicality and Desirability. Only those capacity initiatives that
were practical, workable, desirable and sustainable were considered.
All factors critical to success were carefully examined.  

( 8 ) Implementation Capacity. Special efforts were applied to develop
programme management and implementation capacity.
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6 . 0 THE UNDP ROLE

Early on, it was evident that the government would not likely have the
necessary financial, human and technical resources to design, plan and
implement the capacity development programme entirely on its own.  As
with most governments in the developing world, Country X required sub-
stantive technical and financial assistance from the international donor
c o m m u n i t y.  It was neither feasible nor desirable that such international
assistance be sourced from a single donor.

Based on its previous experience in governance and public administration
capacity development in both the country and throughout the developing
world, the government requested the UNDP to function as the lead
agency in mobilizing and coordinating donor assistance, to provide tech-
nical assistance to targeted capacity development areas, and to support
the development of capacities in strategic management and coordination.
Given its own limited resources, both the government and the UNDP de-
termined that the greatest leverage for UNDP funding could best be ap-
plied to:

( 1 ) developing capacity in the Programme Support Secretariat;

( 2 ) mobilising donor funding and coordinating donor activity;

( 3 ) facilitating the regional and international transfer of know-how and
e x p e r i e n c e ;

( 4 ) supporting the strategic management of the programme by providing
technical assistance in governance and public administration capac-
ity development, methodologies, and related areas of strategic man-
agement capacities;

( 5 ) supporting a number of targeted reform capacity development and
implementation components; and

( 6 ) supporting a minimal but basic set of logistical and infrastructure
needs (office and computer equipment, transport, translation and in-
terpretation, publication and related areas).

7 . 0 STRUCTURING THE PROGRAMME SUPPORT
D O C U M E N T

In the context of Country X ’s national programme, the UNDP and the
government agreed on a development objective for Programme Support
which was reflected in the Programme Support Document (PSD):  t o
provide direct support to the government in developing capacities
for the design and implementation of its governance and public ad-
ministration reform programme; and to provide indirect support to
the government in the achievement of its socioeconomic goals, its
transition to a market economy and the achievement of sustainable
d e v e l o p m e n t .



Using standard UNDP guidelines for the preparation of such documents,
the following chart presents a high level overview of the UNDP pro-
g r a m m e ’s activity structure.

In order to illustrate the comprehensiveness of capacity development
support provided by the UNDP, the following pages provide a detailed ac-
tivity structure for objectives 1, 2 and 4.  In all cases, the national pro-
gramme and the UNDP supported programme utilised existing capacities
to the maximum extent possible.

List of Five Immediate Objectives and Supporting Outputs 
of the UNDP Governance and Public Administration Capacity

Development Pro g r a m m e

1 To Strengthen Capacity in the Secretariat of the Leading Committee

Output 1.1: Three-year Corporate plan and annual work plan
Output 1.2: Staffed and fully functioning Secretariat operation
Output 1.3: Trained internal Secretariat and other key staff
Output 1.4: Internal office/workgroup methodologies and management practices
Output 1.5: Project reporting and monitoring mechanisms

2 To Mobilise Donor Funding and Coordinate Donor Activity

Output 2.1: Donor coordination mechanism and procedures
Output 2.2: Information base of donor funded projects relating to public administra-

tion reform
Output 2.3: Strategy and plan for mobilisation of donor funding to programme

3 To Support Strategic Management of the Programme

Output 3.1: Programme management methodologies and practices
Output 3.2: Global reform implementation strategy and plan
Output 3.3: Communications and public relations plan and implemented components
Output 3.4: Focused research and discussion papers
Output 3.5: Programme management reports and established programme memory

4 To Support and Coordinate Priority Reform Capacity Initiatives

Output 4.1: Improved human resources management capacities, policies and
s t a n d a r d s

Output 4.2: Improved definition of central-local government relationships
Output 4.3: Improved public administration capacities at pilot sites
Output 4.4: Required logistical support to the project and pilot implementation sites

5 To Support and Coordinate Focused Related T r a i n i n g

Output 5.1: Updated training strategy and plan
Output 5.2: Coordinated training of local government officials
Output 5.3: Completed international and regional study tours
Output 5.4: Completed in-country workshops and conferences
Output 5.5: Coordinated English training for related projects

1 0 3Capacity Assessment and Development
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I M M E D I ATE OBJECTIVE 1—TO STRENGTHEN
C A PACITY IN THE SECRETA R I AT 
(OF LEADING COMMITTEE)

To develop the capacity of the Secretariat such that it can efficiently and
effectively carry out its role as secretariat to the Leading Committee, as a
public administration reform change agent, as an implementing agency
for the UNDP supported and other donor supported projects, and as the
g o v e r n m e n t ’s coordinating focus for donor funding and mobilisation.

Results/Performance Indicators

▲ good working relationship between the Secretariat and the Leading
C o m m i t t e e

▲ development and approval of a “Corporate Plan” for the Secretariat

▲ fully functional operation, staffed by qualified, motivated, dedicated
full-time civil servants

▲ smooth working relationships between national staff and interna-
tional staff

▲ Secretariat as a showcase for a model office operation

▲ adequate and accessible information resource base on governance,
modern public administration reform (books, periodicals, journals,
etc., electronic and hardcopy)

▲ capacity to conduct capacity development related analysis, planning,
report preparation, and develop recommendations

Output 1.1: T h ree-year Corporate plan and annual
work plan for the Secre t a r i a t .

A c t i v i t i e s

1 . 1 . 1 Adapt an appropriate corporate planning methodology, which
can subsequently be used in other government entities, and then
train Secretariat staff (and others, as needed) on the use of this
methodology 

1 . 1 . 2 Analyse the opportunities and risks for the Secretariat, deter-
mine its strengths and weaknesses, then develop a statement of
mission, objectives, goals, priorities and performance measures.

1 . 1 . 3 Develop a functional model for the Secretariat, its major func-
tions and activities, and based on this model, develop an organi-
sational structure and resourcing strategy which features a flat
structure and the maximum utilisation of its resources (financial
and other resources, national and international experts).

EXAMPLE OF A UNDP PSD 
“HIERARCHY OF OBJECTIVES”
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1 . 1 . 4 Develop the first annual work plan for the Secretariat, including
its budget and inputs from the government and UNDP.  Up-
date/develop work plans on an annual basis.  These work plans
will be integrated with and related to the annual UNDP project
work plans and budgets.

1 . 1 . 5 Package the corporate plan and submit to the Leading Commit-
tee for approval and implementation.

1 . 1 . 6 Prior to the end of the third year (e.g., at the 30 month point) of
the project, revise and update the corporate plan in preparation
for the next three year phase of the project.

Output 1.2: Staffed and fully functioning Secre t a r i a t
o p e r a t i o n .

A c t i v i t i e s

1 . 2 . 1 Complete staffing of the Secretariat with qualified national staff
according to the Corporate plan; and identify and mobilise gov-
ernment ministry and agency counterpart staff.

1 . 2 . 2 Develop and/or update appropriate office procedures and poli-
cies for the Secretariat, including formats for weekly manage-
ment meetings, and monthly staff meetings; correspondence and
records control; communications; transport; materials and sup-
plies; and related functions

1 . 2 . 3 Equip and/or upgrade the Secretariat with appropriate inte-
grated office facilities, office equipment and supplies, communi-
cations facilities (including Internet access facility).

1 . 2 . 4 Implement appropriate systems to support financial manage-
ment and accounting; reporting; document management; per-
sonnel management; lessons learned.

Output 1.3: Trained internal Secretariat and other
key staff.

A c t i v i t i e s

1 . 3 . 1 Carry out internal training needs analysis for Secretariat staff
(and other national staff involving the project, including mem-
bers of the Leading Committee itself), and develop a training
plan and schedule as part of employee appraisal system and
plan.  Ensure incorporation of on-site training and coaching
(provided by international staff) in key aspects of public admin-
istration reform, management, office administration and related
areas.  This may involve study tours for select staff.  Update
training plan on an annual basis.

1 . 3 . 2 Carry out identified training according to the plan.

EXAMPLE ( C O N T. )



1 0 6 Capacity Assessment and Development

1 . 3 . 3 Evaluate training and maintain corporate memory of training
and evaluations.

1 . 3 . 4 Carry out annual employee appraisal and career development
plan for Secretariat staff for the next year.

Output 1.4: Internal office/workgroup methodolo-
gies and management practices.

A c t i v i t i e s

1 . 4 . 1 Based on the needs addressed in the Secretariat Corporate Plan
(Output 1.1), identify specific office/workgroup methodologies
and management practices for Secretariat functions and opera-
tions (e.g., internal budgeting, project management and report-
ing, records, personnel management, resource forecasting and
workload management, issues analysis, etc.).

1 . 4 . 2 Acquire and adapt methodologies and management practices,
according to schedule.

1 . 4 . 3 Develop a basic plan for Secretariat and other targeted govern-
ment officials who should be trained in selected office/work-
group methodologies and management practices.  Plan will
identify best sourcing and delivery for training.  Update plan an-
n u a l l y.

1 . 4 . 4 Develop and deliver appropriate internal training courses and
sessions, according to the plan.  

Output 1.5: P roject reporting and monitoring
m e c h a n i s m s .

A c t i v i t i e s

1 . 5 . 1 Develop routine and periodic project monitoring and reporting
mechanisms, based on the Secretariat work plan, and according
to UNDP reporting requirements, to support regular meetings of
the Project Management Committee and the UNDP.

1 . 5 . 2 Prepare routine and periodic project management reports; main-
tain record of project decisions taken and outstanding issues.
This to be done in support of monthly Project Management
Committee meetings.

I M M E D I ATE OBJECTIVE 2—TO MOBILISE DONOR
FUNDING AND COORDINATE DONOR ACTIVITY

To ensure that sufficient resources are mobilised and applied to the de-
sign and implementation of the government’s national programme; and to
ensure that donor activity in the general area of public administration re-
form is effectively coordinated so as to reduce overlap and duplication. 

E X A M P L E ( C O N T. )
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Results/Performance Indicators

▲ additional funding secured for the project from other donors

▲ Government and UNDP agreed policy for donor coordination

▲ regular donor coordination format set up and meetings held

▲ greater number of donors participating in the coordination meetings

▲ Secretariat individual assigned responsibility for donor coordination

▲ Government selected expert assigned to support donor coordination

▲ transferred donor coordination capacity to the government

Output 2.1: Donor coordination mechanism and
p ro c e d u re s .

A c t i v i t i e s

2 . 1 . 1 Develop policy, procedures and terms of reference for regular
project/programme donor coordination mechanism; solicit input
and advice from target donors.

2 . 1 . 2 Develop a schedule for donor coordination meetings; develop
agenda for first formal donor meeting and issue schedule/agenda
to invitees.

2 . 1 . 3 Conduct first formal donor coordination meeting; maintain min-
utes of meeting and circulate to impacted parties.

2 . 1 . 4 Implement routine donor coordination meetings; prepare peri-
odic reports for government, UNDP and other impacted parties
on the progress and achievements of donor coordination, and its
impact on the government programme.

Output 2.2: Information base of donor funded 
p rojects relating to public administra-
tion re f o r m .

A c t i v i t i e s

2 . 2 . 1 Collect information on past, ongoing and proposed projects
funded or to be funded by donors that have a relationship to the
government reform programme

2 . 2 . 2 Maintain information on such projects in electronic and/or hard-
copy format.

2 . 2 . 3 Prepare periodic reports for targeted audience on reform-re-
lated donor funded projects, in support of donor coordination
and mobilisation efforts.  Respond to requests for information on
donor funded projects and maintain record of requests and
r e s p o n s e s .

EXAMPLE ( C O N T. )



Output 2.3: Strategy and plan for mobilisation of
donor funding to pro g r a m m e .

A c t i v i t i e s

2 . 3 . 1 Based on individual donor preferences and approaches to re-
lated projects, develop a basic “marketing” strategy and plan for
the securing of donor funding directly to the project, for cost-
sharing, pooling, trust funds, and other mechanisms.

2 . 3 . 2 Prepare materials to support mobilisation of donor funding.

2 . 3 . 3 Carry out the donor mobilisation plan; monitor and report on re-
sults (note: activities in support of Output 2.1 are a part of this
p l a n ) .

2 . 3 . 4 Assess potential for subregional donor cooperation and informa-
tion sharing in public administration reform, as part of the plan.

2 . 3 . 5 Carry out annual review on donor mobilisation and prepare re-
port for targeted distribution, and develop plan for donor mobil-
isation for the next year.

I M M E D I ATE OBJECTIVE 4—TO SUPPORT AND
C O O R D I N ATE PRIORITY REFORM INITIAT I V E S
AND PILOTS

To coordinate the various UNDP and other donor funded related capac-
ity development projects so as to ensure that experiences and lessons are
transferred; to ensure that there is acceptable quality and consistency of
results; to ensure that duplication is minimised and that results are
achieved to the maximum benefit of the country as a whole.  To support
the logistical needs of administrative and operational entities that are tar-
geted for public administration reform, with special emphasis being given
to the village, district and provincial levels where the needs are the
greatest. 

Results/Performance Indicators

▲ major improvements in human resources management policies, prac-
tices and standards

▲ major improvements in the capacities of targeted pilot organisations/
p r o j e c t s

▲ working mechanism for “on-the-ground” coordination of donor
funded project design and delivery activities organisations/projects

▲ showcasing of pilot successes and achievements to other parts of the
g o v e r n m e n t

1 0 8 Capacity Assessment and Development

EXAMPLE ( C O N T. )
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Output 4.1: I m p roved human re s o u rces management
policies, practices and standard s .

A c t i v i t i e s

4 . 1 . 1 Develop work plan for continued priority improvements in all as-
pects of civil service reform, and the development of modern
practices in human resources management (indicative high pri-
ority development components are listed in the following activi-
ties—not meant to be exhaustive nor restrictive); seek joint
government and UNDP approval of the work plan.

4 . 1 . 2 Support the completion of the human resources development
plan for the government

4 . 1 . 3 Support the development of policies, standards and supporting
systems for compensation of civil servants.

4 . 1 . 4 Support the development of performance appraisal policies and
s y s t e m s .

4 . 1 . 5 Carry out a needs analysis and strategy and plan for the optimal
use and deployment of civil servants across the public sector.

Output 4.2: I m p roved definition of central-local gov-
ernment re l a t i o n s h i p s .

A c t i v i t i e s

4 . 2 . 1 Confirm selection of pilot ministries and provinces, then update
the memoranda of agreement between the project and the se-
lected pilot ministries (finance, health and labor) and pilot
p r o v i n c e s .

4 . 2 . 2 Develop detailed work plan for selected pilot provinces and cen-
tral ministries on further refinement and definition of distribu-
tion of authorities, responsibilities and accountabilities; seek
joint government and UNDP approval of the work plan.

4 . 2 . 3 As one of the already established priorities, assist in the finalisa-
tion and implementation of the law on territorial organisation
(local government).

4 . 2 . 4 Implement the developed work plan; identify and assign appro-
priate resources; prepare terms of reference as needed; mobilise
r e s o u r c e s .

4 . 2 . 5 Carry out other high priority tasks and activities as requested by
the government, subject to joint approval between the govern-
ment and the UNDP.

EXAMPLE ( C O N T. )
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Output 4.3: I m p roved public administration capaci-
ties at pilot sites.

A c t i v i t i e s

4 . 3 . 1 Develop detailed work plans for the coordination and/or devel-
oping of public administration capacities at selected pilot sites
(provinces, districts and/or villages); seek joint government and
UNDP approval of work plans.

4 . 3 . 2 Implement and/or coordinate capacity development pilot work
plans; apply special efforts at coordination of reform related pro-
jects in the pilot province.

4 . 3 . 3 Carry out evaluations of the pilot experiences, document lessons
learned, enter information into corporate memory and dissemi-
nate information to target audiences.

4 . 3 . 4 Apply special efforts at expanding experiences, lessons learned
and know-how as developed at the pilots to other provinces
through such mechanisms as publications, in country confer-
ences (precise mechanisms to be determined during the course
of the project).

Output 4.4: R e q u i red logistical support to the pro j-
ect and pilot implementation sites.

A c t i v i t i e s

4 . 4 . 1 Provide required translation and interpretation to support
p r o j e c t .

4 . 4 . 2 Carry out a needs analysis and determine priorities, based on
greatest need, for office and computer equipment, repairs and
supplies and other office administrative furniture, equipment
and supplies, plus fit-up and maintenance; develop schedule and
detailed cost estimates for procurement and deployment to meet
needs in accordance with UNDP procedures.

4 . 4 . 3 Carry out a needs analysis, as above, for transport (e.g., motor-
bikes and bicycles in some of the pilot provinces/districts/
villages); develop schedule and detailed cost estimates for pro-
curement and deployment to meet needs.

4 . 4 . 4 Revise corresponding section of the project budget; seek ap-
provals for budget changes and procurement plans from govern-
ment and UNDP; execute procurement according to plan and
provisions of UNDP national execution.

EXAMPLE ( C O N T. )
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Development practitioners are giving increasing attention to the issue of
sustainability in development.  Central to this concept is the issue of de-
velopment of sustainable national capacities.  The United Nations Devel-
opment Programme (UNDP) has addressed this challenge by ensuring
t h a t :

▲ Development policies and programmes are pro-poor, pro-woman,
pro-employment, pro-environment and pro-good governance.

▲ Technical cooperation facilitates rather than leads development
e f f o r t s .

▲ Sustainable capacities are developed not only within the public sec-
t o r, but also within others segments of society—particularly amongst
civil society actors and the private sector.

This Technical Advisory Paper (TAP) focuses on assessing capacity de-
velopment requirements and then planning for them in a manner that is
sustainable.  The concept of capacity development is applied in a com-
prehensive and integrative manner, where the varying dimensions of ca-
pacity at all levels of the public, private and civil society sectors must
necessarily support each other for the achievement and sustainability of
national development objectives.  The guidelines presented in this Paper
can be tailored to a wide variety of situations, and they are also designed
to be used in conjunction with UNDP’s programme approach.

As UNDP further moves to supporting broader national programmes over
more sectoral or narrowly focused projects, it is important to ask how
UNDP can simultaneously bridge and integrate the capacity require-
ments of complex systems and inter-relationships made up by the inter-
action of multiple actors from the public sector, private sector and civil
society?  Furthermore, how can maximum utilisation of existing capaci-
ties and knowledge be assured?  Or how can one design capacity initia-
tives where the constant factor is change?  These and other related issues
are addressed in this Paper.

U N D P ’s Management Development and Governance Division (MDGD)
has drawn extensively on management development and governance ex-
periences in programme countries.  It is yet another example of the new
U N D P, which regularly learns from its own experiences and analyses
them to develop new tools and methodologies in support of developing
countries’ priorities for sustainable human development.

Eimi W a t a n a b e
Assistant Administrator and

D i r e c t o r , Bureau for Development Policy

F O R E W O R D
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P R E FA C E

The purpose of this Technical Advisory Paper (TAP) is to help managers
and other development professionals better manage capacity assess-

ment and development initiatives.  The Paper has extensively drawn
upon UNDP’s experiences in management development and governance
programmes, as well as others, including the private sector.

For years UNDP has focused on assessing the capacities of institutions.
In 1994 the Management Development and Governance Division (MDGD)
prepared guidelines on “process consultancy” which emphasised the
need for external actors to support national processes.  The emphasis on
processes and systems led MDGD to prepare these complimentary guide-
lines in broad consultation with country offices and programmes where
MDGD has supported programme efforts.

These guidelines address the growing need of management development
and governance programmes that are broad-based and involve a number
of actors and institutions that work together in common systems (for ex-
ample, judicial, financial, information, electoral, planning, decentralised
systems).  Other thematic areas can adapt and utilise these guidelines as
well.  In fact, development practitioners may wish to use this paper in
conjunction with thematic-specific guidelines and best practices so that
specific issues related to each theme can be addressed in the assessment
m e t h o d o l o g y.  This is not the only approach to assessing capacity re-
quirements.  There are others  such as those for institution-building (e.g.,
U N D P ’s CAPbuild for Institutions) and participatory methodologies to as-
sess the capacity requirements of communities.  The nature of the proj-
ect or programme should determine the best framework.

These guidelines are not a methodology per se, nor a prescribed set of
rules and procedures to solve a problem.  Rather, they present a range of
tools, techniques and approaches which can be adapted to different situ-
ations.  The approach of the guidelines requires a comprehensive under-
standing of capacity in both a strategic management context and at
various levels:  the i n d i v i d u a l level, the level of the organisation or e n-

t i t y, and the level of the broader s y s t e m or enabling environment within
which entities and individuals function.  The guidelines examine varying
dimensions of capacity at each level, all of which need to be inte-
grated with the other.  Only by looking at capacity in this broader, sys-
tems perspective can sustainable capacities be achieved. 

Parts I & I I of these guidelines are generic in nature:  they can be
adapted by almost any organisation or entity, in a programme or project
context, to assess and develop capacities for most situations.  Part III

focuses on the special needs of National Programme Frameworks(NPF),
the UNDP’s special role in supporting such frameworks, and the relation-
ship of the Programme Support Document (PSD) to NPF capacity
i n i t i a t i v e s .
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As there is no panacea nor one-size-fits-all solution to assessing and de-
veloping capacity, common sense and judgement are required to adapt
appropriate solutions to the needs of each particular situation.  It is hoped
that these guidelines will enable managers and other stakeholders in-
volved in capacity initiatives to increase their own capacities in strategic
management and to develop sustainable capacity successfully.

The UNDP task manager for this TAP was Bahman Kia and the consul-
tant was Richard Flaman.  Your comments and feedback will be invaluable
to update and improve on these guidelines.

G. Shabbir Cheema
D i r e c t o r ,

Management Development and Governance Division
Bureau for Development Policy
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EXECUTIVE SUMMARY 

C A PACITY ASSESSMENT AND
DEVELOPMENT IN A SYSTEMS AND
S T R ATEGIC MANAGEMENT CONTEXT

PURPOSE OF THE GUIDELINES

The guidelines were developed to help managers and other professionals
better manage capacity assessment and development i n i t i a t i v e s .
Such initiatives may involve development programmes, various types of
technical assistance and other types of interventions.  This requires a
comprehensive understanding of capacity in a systems and strategic
management context at various levels: the i n d i v i d u a l level, the level of
the organisation or e n t i t y, and the level of the broader s y s t e m or en-
abling environment within which entities and individuals function.  The
entity involved may be public, private, and civil society organisations.
The guidelines examine varying dimensions of capacity at each level,
all of which need to be integrated with the other.  Only by looking at ca-
pacity in this broader, systems perspective can sustainable capacities be
achieved.  The guidelines are not a methodology per se, nor a prescribed
set of rules and procedures to solve a problem.  Rather, the guidelines
present a range of tools, techniques and approaches which can be
adapted to meet the unique requirements of different situations. 

Having broad application, the guidelines will be of use to practitioners
such as  project and programme managers and experts who lead, manage
or facilitate capacity initiatives.  Also included would be team participants
and the broader stakeholder community participating in or otherwise im-
pacted by a capacity initiative.

The guidelines are also specifically geared to those who are involved in
supporting the UNDP programme approach and in the formulation of
UNDP programme support documents (PSD).  This group of users would
include government and/or national organisations responsible for national
programme frameworks (NPF) and PSDs, UNDP local staff who are fa-
miliar with the programme approach, local and/or international consul-
tants and experts, and other organisations or individuals involved in the
process (e.g., participating donors).

STRUCTURE OF THE GUIDELINES

The complete set of guidelines (59 pages plus annexes) is divided into
three main parts.  Parts I & I I are generic in nature:  they can be adapted
by almost any organisation or entity, in a programme or project context,
to assess and develop capacities for most situations.  Part I d e s c r i b e s
basic concepts and the systems/strategic management approach to ca-
pacity initiatives.  P a r t II takes you through the logical phases of “ w h e r e
we are now , ” “where we want to be,” “how to get there,” and “how to
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stay there.” Special attention is given to s u s t a i n a b i l i t y and the u t i l i s a -
t i o n of existing capacities. 

Part III focuses on the special needs of National Programme Frame-
works (NPF), the UNDP’s special role in supporting such frameworks,
and the relationship of the Programme Support Document (PSD) to NPF
capacity initiatives.  Five annexes to the guidelines cover a list of sug-
gested reading, detailed descriptions on topics covered in the main body
of the guidelines and a governance programme case example.

C A PACITY DEVELOPMENT DEFINED

C a p a c i t y is defined as the ability of individuals and organisations or or-
ganisational units to perform functions effectively, efficiently and sus-
t a i n a b l y.  This implies that capacity is not a passive state but part of a
continuing process and that human resources are central to capacity de-
velopment.  The overall context within which organisations undertake
their functions are also key considerations in capacity development.  Ca-
pacity is the p o w e r of something (a system, an organisation, a person) to
perform or to produce.

Capacity development 1 is a concept which is broader than organisa-
tional development since it includes an emphasis on the overall s y s t e m ,
environment or context within which individuals, organisations and soci-
eties operate and interact (and not simply a single organisation).  In the
case of development programmes, it includes a consideration of all fac-
tors which impact upon its ability to be developed, implemented and the
results to be sustained.  Of special concern to development planners and
to situations where there are limited resources is the need to build on
what exists—to utilize and strengthen existing capacities , rather than to
start from scratch.  The guidelines emphasize issues of capacity and sus-
tainability at various levels, in a comprehensive and integrative manner.
The guidelines can be adapted by practitioners to carry out capacity as-
sessment and development in a wide variety of applications at the:

▲ m i c r o - l e v e l : e.g., a community, Non-Governmental Organisation
(NGO), an academic or training institution, a government ministry or
a g e n c y, a parastatal entity, etc.;

▲ m e s o - l e v e l : e.g., sectoral initiatives such as health, industrial devel-
opment, credit development; or regional/local initiatives such as local
governance, municipal management; and

1 This is not much different than the OECD Development Assistance Committee (DAC) definition of
Capacity Development, adapted by various donors, as “ ... the process by which individuals,
groups, organisations, institutions and societies increase their abilities to:  (1) perform core
functions, solve problems, define and achieve objectives; and (2) understand and deal with
their development needs in a broad context and in a sustainable manner . ” This definition goes
on to define core capacities of an organisation, or community, or sector, (or system) as consisting
o f :
▲ defining, analysing the environment or overall system
▲ identifying needs and/or key issues
▲ formulating strategies to respond to or meet needs
▲ devising or implementing actions; assembling and using resources effectively and sustainably
▲ monitoring performance, ensuring feedback, and adjusting courses of action to meet objectives
▲ acquiring new knowledge and skills to meet evolving challenges
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▲ m a c r o - l e v e l : e.g., national or cross-sectoral development pro-
grammes such as governance and public administration reform, en-
vironment, poverty alleviation, private sector development.

C A PACITY IN A SYSTEMS CONTEXT

Most capacity initiatives have traditionally focused their efforts on the en-
tity (organisation, institution) or individual.  Where entities and individu-
als function in a complex environment, or an environment of change,
traditional approaches to capacity development have failed or were only
partially successful because they did not take into account the broader
system or environment within which they functioned.  For example, a lot
of technical assistance might be channeled into a particular government
programme delivery organisation for training and building automated sys-
tems.  However, where this is done at a time when the broader policy
framework of government and society is pointing in a direction of decen-
tralisation, downsizing and partnerships, then the capacity development
initiative could well be counterproductive.

To address this issue, the guidelines allow you to address issues of ca-
pacity at both the individual and entity levels, as well as at the systems
level in an integrated and logical manner.  By definition, a system is a reg-
ularly interacting or interdependent group of items forming a unified
whole.  This can apply equally to the human world as it does to the phys-
ical world.  Capacity is defined here in a systems context where a set of
entities operate toward a common purpose and according to certain rules
and processes.  Let’s look at each of these three levels in more detail.

Level 1—The System

The highest level within which capacity ini-
tiatives may be cast is the system or en-
abling environment. For development
initiatives that are national in context (e.g.,
governance or environmental pro-
grammes), the system would cover the en-
tire country or society and all the
subcomponents that are involved.  For ini-
tiatives at a sectoral level, the system
would include only those components that
are relevant (e.g., a rural development or
decentralisation programme).  This level
includes both formal and informal organi-
sations within the defined system. 

Capacity assessments at the systems level can be made according to rel-
ative strengths and weaknesses, as well as opportunities and threats
( S W O T ) .  As noted in the diagram, such an assessment can also be
guided according to logical groupings of factors, which relate to the dif-
ferent dimensions within the system.

F i g u re 3
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Dimensions of Capacity at the Systems Level

▲ Policy Dimension: systems have a purpose, they exist to meet cer-
tain needs of society or a group of entities. Also included are value
systems which govern the entities within the system.

▲ Legal/Regulatory Dimension: includes the rules, laws, norms,
standards which govern the system—and within which a capacity ini-
tiative is to function.

▲ Management or Accountability Dimension: defines who manages
the system, and which entities or stakeholders function the system.
From a capacity development perspective, this would identify who is
responsible for potential design, management and implementation,
coordination, monitoring and evaluation, and all other related capac-
ities at the systems level.  

▲ Resources Dimension: (human, financial, information) that may be
available within the system to develop and implement the pro-
gramme and/or the capacities.

▲ Process Dimension: the inter-relationships, interdependencies and
interactions amongst the entities, including the fact that these may
comprise subsystems within the overall system. This includes the
i n t e r-relationships amongst entities in terms of the flow of resources
and information, formal and informal networks of people, and even
supporting communications infrastructures.

Level 2—The Entity or Org a n i s a t i o n

Whether an entity is a formal organisation
(such as a government, or one of its de-
partments, ministries or agencies), a pri-
vate sector operation, or an informal
organisation (e.g., a community based or
volunteer organisation), there are typically
several dimensions of capacity which need
to be assessed and developed.

Traditional capacity development and or-
ganisational strengthening focus their de-
velopment resources almost entirely on
human resources, processes and organisa-

tional structuring matters.  The more successful methodologies examine
all dimensions of capacity at the entity2 level, including its interactions
within the system, usually with other entities, “stakeholders,” or clients.
This applies to organisational subunits within the entity (e.g., divisions,
sections, units, workgroups and teams, etc.).  

2 For the purposes of these guidelines, the term e n t i t y is used synonymously with the term o r g a n i -
s a t i o n , where the term organisation is defined as “ ... the rational coordination of activities by a
group of individuals with the aim of achieving a common purpose” (taken from E. Schein, “Or-
ganizational Psychology,” Prentice Hall, 1979).  In this sense, an entity may be a small unit such as a
division or department among many within a larger entity, or it may be a large unit such as a Ministry
within a government.  As long as it fits with the definition, it may be classed as an entity.

F i g u re 4
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Dimensions of Capacity at the Entity Level

▲ Mission and strategy: include role; mandate; definition of services;
clients/customers served; interactions within the broader system and
“stakeholders”; the measures of performance and success; and the
presence of core strategic management capacities.

▲ Culture/Structure and Competencies: include organisational and
management values, management style, and standards, organisa-
tional structures and designs, core competencies.

▲ P r o c e s s e s : (internal and external to the entity) supporting such
functions as planning, client management, relationships with other
entities, research/policy development, monitoring and evaluation,
performance/quality management, financial and human resources
management, etc.  Processes are central to improved capacities.

▲ Human resources: the most valuable of the entity’s resources and
upon which change, capacity and development primarily depend.

▲ Financial resources: both operating and capital.

▲ Information resources: of increasing importance, and how these re-
sources (all media, electronic and paper) are managed to support the
mission and strategies of the entity.

▲ I n f r a s t r u c t u r e : physical assets (property, buildings and movable as-
sets), computer systems  and telecommunications infrastructures,
productive work environments.

Level 3—The Individual

Most capacity initiatives ultimately concen-
trate on the individual, including small in-
terpersonal networks of individuals.  This
covers individuals both within entities in-
volved in the management and delivery of
a capacity initiative, as well as those who
are beneficiaries or are otherwise impacted
by the initiative (could be specific client
groups, segments of society, or the civil
population at large, depending on the ini-
tiative).  Capacity assessments at this level
are considered to be the most critical.  This
level addresses the individual’s capacity to
function efficiently and effectively within the entity and within the
broader system.  The success or viability of a capacity initiative is invari-
ably linked to the capacity of leadership and management. 

Often, capacity assessments of individuals are based on an established
“job description” or some other format which lays out the performance/
skills requirements of the position and the individual filling that position.
This is combined with a skills assessment of the individual.  The assess-
ment will demonstrate any “capacity gaps.”  Subsequent training and
development plans can then be prepared to address these gaps.  Increas-
i n g l y, the dimensions of accountability, performance, values and ethics,

F i g u re 5
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incentives and security are becoming ever more important in individual
level capacity assessments and technical assistance development pro-
grammes.  Strategies that stress continuous learning are also important.

Entry Points—Zooming In and Out

Having established that capacity should be addressed in various dimen-
sions across each of the three levels, the question arises as to where do
you enter the capacity assessment process.  The most typical entry point
is at the entity level.  For example, there may be a need to reform finan-
cial management and budgeting systems within a Ministry of Finance.
This initial, rather narrow examination would then be expanded (“ z o o m -
o u t ” ) to look at the broader government system of financial management,
linkages to budgeting and the integration of policy setting and expendi-
ture management.  This would ensure that any capacity development
with respect to Ministry level financial management takes into account
needs, issues and impacts within the broader government “system.”  

Entry points are often made at the systems level as well.  For example, a
major system initiative might be to improve the role and functioning of
the legal framework (laws, legislation) as part of a governance pro-
gramme.  After looking at the broader dimensions of capacity at the sys-
tems level, you would then “ z o o m - i n ” to look at the capacity needs of
specific entities within the “legal system” such as the judiciary, courts, po-
lice services and so on.  Further z o o m i n g - i n would allow you to look
more closely at the processes, human resources and other dimensions of
these entities and the capacity dimensions of individuals within these
entities. 

W H AT MAKES A CAPACITY INITIAT I V E
S U C C E S S F U L ?

The following factors are seen to be critical to the success of a capacity
assessment and development initiative.  This list is based on extensive
UNDP and other international experience in development programmes,
technical assistance/cooperation and capacity development.

▲ Visible Leadership: meaningful commitment and o w n e r s h i p ( a n d
“political will” ) at the political and senior bureaucratic levels, sus-
tained throughout the process. 

▲ O r g a n i s a t i o n - W ide and Participatory: highly consultative, with
meaningful involvement of all impacted parties or stakeholders.

▲ Open and T r a n s p a r e n t : the process itself is open, with no hidden
agendas, and decision making is transparent.  In some situations, ex-
ternal consultants may help facilitate this process and assure inde-
pendence and objectivity.

▲ Awareness and Understanding: all impacted parties/stakeholders
are aware of and understand the development or capacity initiative,
the implied changes and capacity needs; requires strong internal and
external communications; public relations.
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▲ General Buy-in and Acceptance: understanding generates buy-in
and acceptance; critical mass of commitment; resistance is managed.

▲ Appropriate Methodologies: for programme and project manage-
ment; tools and techniques; adapted to the local situation and needs;
measures of performance established (results, outputs, outcomes);
allowance for early successes and pilots, ongoing monitoring and
e v a l u a t i o n .

▲ Clear Set of Objectives and Priorities: built into project/
programme plans; incremental and phased; available resources
appropriate to workload.

▲ Clear Management Accountabilities: transparent processes and
decisionmaking; open dialogues; explicit responsibilities and ac-
countabilities set.

▲ Sufficient Time and Resources: committed availability of financial,
information and human resources to plan, develop, implement the
capacity initiative; strong managerial resources.

Identifying the Stakeholders

Many current strategic, programme man-
agement and related methodologies refer
to those that are involved in the capacity
assessment process as s t a k e h o l d e r s .
Other terms often used interchangeably,
include actors, players, participants, bene-
ficiaries, and clients, among others.  A
stakeholder analysis could be carried out
to determine precisely who is/should be in-
volved, the nature of their involvement
(role, responsibilities, accountabilities; di-
rect or indirect involvement), and magni-
tude of involvement (e.g., full or part-time,
specific activities only).  There are a num-
ber of techniques, tools and methods
which can support the stakeholder analy-
sis.  Tools include surveys, workshops and
conferences. 

For example, while an envisaged capacity
development initiative on governance
might eventually include virtually everyone
in the “system” (individuals, groups, formal
entities), only a very few need be involved
in capacity assessments in the initial
policy/concept development stages.  How stakeholders are to be involved
is another key area to be addressed.  Key stakeholders may be repre-
sented through formal management/steering committees.  Others may be
represented through advisory or consultative councils/boards, surveys,
workshops and conferences. 

Questions to Help Identify Stakeholders

▲ Who makes/influences policy and
d e c i s i o n s ?

▲ Who would “champion” the capacity
i n i t i a t i v e ?

▲ Who could provide financial and
technical re s o u rc e s ?

▲ Who would be impacted?

▲ Who are the dire c t / i n d i re c t
b e n e f i c i a r i e s ?

▲ Who with no “voice” needs special
a t t e n t i o n ?

▲ Who are the re p resentatives of those
i m p a c t e d ?

▲ Who is likely to support or oppose the
i n i t i a t i v e ?

▲ Who is responsible for implementation?

▲ What political forces are there ?
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A MODEL FOR CARRYING OUT THE ASSESSMENT

Many examples could serve to demonstrate the need for a systems level
capacity assessment and how to go about it.  The strengthening of health
service delivery capacity in a local level of government is a good example.
In this example, the effectiveness of developing sustainable capacities at
the local entity level would depend to a very large extent on capacities in
the broader system within which local government service delivery would
function.  This broader system would include the beneficiaries or clients
of the service, and the relationships with higher levels of government. 

Assessments are particularly important for identifying and measuring c a-
pacity gaps .  The gaps, usually expressed as a w e a k n e s s , may apply to
one or more d i m e n s i o n s . In the early stages of a capacity assessment, ca-
pacities need to be assessed from two perspectives: some preliminary
estimate of required f u t u r e capacities across each dimension; and an as-
sessment of the e x i s t i n g capacities in each of these dimensions.  The
comparison of information or metrics developed from these assessments
will give you an indication of which dimensions need attention and the ex-
tent of capacity g a p s that would need to be filled.

The figures opposite can be used as a sim-
ple model/guide for a systems/entity level
capacity assessment.  Such a guide will
help you to ensure that all dimensions are
covered.  The rows represent the dimen-
sions of capacity.

In most situations, an assessment will gen-
erate good information on existing capaci-
ties (column 1).  However, for more
complex situations where an initial assess-
ment is carried out, it may be too early in
the process to generate detailed informa-
tion on needed capacities in the future.
This uncertainty may be denoted by the
“grey” in columns 2–4 (for the systems
level).  These “grey areas” will become
clearer as you carry out more detailed
analyses of “where we want to be” ( a s
shown for the entity level).

To illustrate this, using the health service
delivery example, an assessment of the
current systems capacity dimension, say,
on “management accountability frame-
w o r k ” ( r o w 3) might reveal that all current
decision making for health service delivery
is being carried out at the central level of
government (ministry of health).  The as-

sessment may show that these existing capacities are documented in leg-
islation, regulation, position descriptions, organisational structures and
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the like.  A preliminary assessment of possible future needed capacities
( c o l u m n 2), based on the policy direction of decentralisation, might imply
the need for delegation of authority and empowerment at the local level. 

Initial estimated capacity gaps might show that changes would be
needed in existing management accountabilities at both the central and
local levels (e.g., in legislation, regulation, position descriptions, financial
authorities, etc.).  A capacity gap may be described simply in terms of a
potential w e a k n e s s in the systems dimension dealing with accountabil-
ity—an area to be strengthened.  These could then be translated into pre-
liminary alternative strategies for developing these capacities. 

Final assessments would be made at the individual level, for each indi-
vidual addressed by the capacity initiative.  The individual’s assessment
and development plans would be linked or integrated at the entity level,
and the entity level would be integrated with the system level.

UNDP AND THE PROGRAMME APPROACH

The guidelines can be readily adapted to help governments and other na-
tional organisations assess and develop the capacities needed for the
management and implementation of development programmes .  The
UNDP refers to such programmes as National Programme Frameworks
(NPF) and these guidelines may be used in conjunction with the UNDP’s
Programme Approach .  Development programmes, if done right, mani-
fest ownership by those who must implement them, incorporate strategic
thinking and produce sustainable results. 

The programme approach allows governments to articulate national pri-
orities and realize sustainable human development objectives through co-
herent and participatory programme frameworks.  It is a logical approach
that integrates the processes of macro-, meso- and micro-planning and
strategic management of any development effort within a broader sys-
tems context.  The programme approach was mandated by the UN Gen-
eral Assembly in landmark resolution 44/211.  UNDP took up the
challenge made by the General Assembly to all UN agencies to foster and
encourage the use of this approach.  The UNDP has developed tools to
operationalise its support in countries which have applied the programme
a p p r o a c h .

A NPF is a nationally owned, coherent and dynamic set of inter- r e l a t e d
policies, strategies, activities and investments designed to achieve a spe-
cific, time-bound development objective or set of objectives.  It is typi-
cally a document which outlines all requirements (financial, technical,
organisational and human from all sources) as well as implementation
and management arrangements within a broader systems context.  The
programme approach involves a process that culminates with the formu-
lation of a Programme Support Document (PSD) in the case of UNDP
funded technical cooperation.  It involves, typically, a 4-step process of
policy dialogue, capacity/needs assessment, identification of UNDP sup-
port, and implementation. 
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The role of the UNDP in supporting a NPF initiative, as set out in the
UNDP document “How to Implement the Programme Approach,” e n-
compasses:  identifying strong political commitment; finding champions
of change; organising a national “change team” to support the NPF; help-
ing to outline the programme process; and ensuring that key stakehold-
ers are involved.  In capacity assessments, the role of the UNDP will
depend on the country and the scenario that the particular NPF is in.
UNDP promotes process consulting which is “ ... a practice of man-
agement consultation in which the consultant assists the client man-
agement group to initiate and sustain a process of change and
continuous learning for systemic improvement.”

HIERARCHIES OF OBJECTIVES AND THE PSD

A PSD may be developed to support the NPF at one or a combination of
the three levels: systems, entity (formal and informal organisations) and
individual.  Developing a PSD during the early stages of NPF formulation
presents a unique opportunity for the UNDP to help organisations.  Ty p-
i c a l l y, insufficient strategic management and other programme manage-
ment capacities exist within the entity responsible for the NPF.  A PSD
may be developed as a project, or as a first phase of the NPF, simply to
facilitate the moving of the NPF closer to implementation. 

A government or coun-
terpart organisation is
always responsible for
the NPF, owns the
process and is nation-
ally executed.  UNDP
programme support
through the PSD would
normally be nationally
executed, although
there are situations
which may require
joint/partnership exe-
cution or UNDP execu-
tion arrangements.  In
all cases, however,
there must be an ex-
plicit correspondence
between the NPF and
the PSD.  The figure
below graphically illus-

trates a mapping of the UNDP programme approach and PSD terminol-
ogy to conventional programme/strategic management planning
frameworks and terminology.

The inherent logic of the UNDP PSD is such that most development pro-
grammes can be supported through the programme approach and the
UNDP PSD.  Clearly, some flexibility will be needed to adapt the PSD to
unique needs of each NPF.

F i g u re 15
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In the case of the PSD, there are three levels to this hierarchy consisting of
Programme Support Objectives/ PSO’s (or immediate objectives), outputs
and activities.  Each output and/or objective would be related to results,
monitoring indicators, or performance measures.  

A systems level capacity assessment would potentially see two more lev-
els added to the “hierarchy of objectives”:  level within the system, and
dimension of capacity at each level.  The chart on the following page pre-
sents an example for a hierarchy of objectives for a capacity initiative.
The first couple of objectives/outputs/activities are expanded to give you
an idea of how the breakout would appear.

C A PACITY ASSESSMENT IN A STRAT E G I C
MANAGEMENT FRAMEWORK

Organisations in both the public and private sectors have increasingly ac-
cepted that their performance or success is as much dependent on the
complex inter-relationships and factors within the broader system, as it is
dependent upon their own internal processes, structures and resources.
Here, capacity is defined in this broader systems framework.  In fact, this
definition is founded upon Strategic Management which, as a concept
that has evolved over the past 20 years or so, addresses the needs of or-
ganisations to go well beyond the traditional internal management and
planning functions such as finance, personnel or planning.

Simply put, strategic management may be defined as an approach
whereby organisations define their overall character and mission, their
longer term objectives or goals, the product/service segments they will
enter and leave, and the means (strategy) by which this is to be achieved,
e s p e c i a l l y, but not only, through the allocation of resources.  The ap-
proach is comprehensive and far-reaching.  It integrates and addresses all
dimensions of capacity at the systems, entity and individual levels.  
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The approach allows organisations to establish for themselves the desired
relationships with entities or stakeholders within the broader system
within which they function.  This requires a full and ongoing assessment
of the strengths, weaknesses, opportunities and threats (SWOT) both ex-
ternally (in the system) and internally.  The approach is participatory and

PSD Hierarchy of Objectives—An Example

T I T L E : To Decentralize Service Delivery Planning to the Local Level

SYSTEM LEVEL
Objective 1.0 To amend health standards according to local

c o n d i t i o n s

Output 1.1 New health service delivery standards
AC T I V I T Y 1 . 1 . 1 SE T-U P A H E A LT H S E RV I C E D E L I V E RY S TA N D A R D S R E V I E W C O M-

M I T T E E

AC T I V I T Y 1 . 1 . 2 DE V E L O P D R A F T S E T O F N E W S TA N D A R D S

AC T I V I T Y 1 . 1 . 3 E T C.
Objective 2.0 To rationalize the central/local budgetary and

revenue systems

Output 2.1 Amended central budget law 
Objective 3.0 e t c .

ENTITY LEVEL
Objective 1.0 To improve planning of local service delivery

Output 1.1 Local service delivery planning unit set up
AC T I V I T Y 1 . 1 . 1 DE V E L O P B U S I N E S S/O R G A N I S AT I O N P L A N F O R N E W U N I T

AC T I V I T Y 1 . 1 . 2 DE V E L O P O R G A N I S AT I O N A L S T R U C T U R E A N D P O S I T I O N D E S C R I P-
T I O N S

AC T I V I T Y 1 . 1 . 3 STA F F K E Y P O S I T I O N S

AC T I V I T Y 1 . 1 . 4 E T C.
Output 1.2 Service delivery planning and forecasting system

i m p l e m e n t e d
AC T I V I T Y 1 . 1 . 1 DE T E R M I N E R E Q U I R E M E N T S F O R N E W S Y S T E M

AC T I V I T Y 1 . 1 . 2 ID E N T I F Y A N D E VA L U AT E A LT E R N AT I V E S Y S T E M S S O L U T I O N S

AC T I V I T Y 1 . 1 . 3 E T C.
Objective 2.0 e t c .

INDIVIDUAL LEVEL (see Subsection 4.4, below)
Objective 1.0 Trained staff within the local planning unit

Output 1.1 Training strategy and plan
Output 1.2 Trained staff
Output 1.3 Completed study tours

AC T I V I T Y 1 . 1 . 1 DE T E R M I N E R E Q U I R E M E N T S F O R S T U D Y T O U R

AC T I V I T Y 1 . 1 . 2 DE S I G N S T U D Y T O U R, S E L E C T PA R T I C I PA N T S

AC T I V I T Y 1 . 1 . 3 E T C.
Output 1.4 e t c .



consultative.  Strategic management itself
is considered as a core management capac-
ity within an entity or system. 

A simple strategic management framework
is adopted in the guidelines (graphically il-
lustrated opposite).  This framework is
common to the programme approach
adopted by the UNDP and many other or-
ganisations that address broader issues of
c a p a c i t y.  It is based on a simple, but logi-
cal, progression or lifecycle of assessing
“where we are now , ” “where we want to
b e , ” “how to get there,” and “how to stay there.” Each of these major
phases can be supported by a range of optional tools, techniques and spe-
cialized methods for assessing and developing capacities at the systems,
entity and individual level in an integrated manner.  The complete guide-
lines document addresses each of these in detail, with special emphasis
on sustainability.

The type of assessment depends very much both on the stage of the life
cycle, on the nature of the initiative, and on the entry point to be made.
Capacity assessment and development can occur during each stage.  For
example, an organisation embarking on a change or governance pro-
gramme may need to develop initial capacities to carry out programme
planning and management or even to carry out initial capacity assess-
ments to determine whether a programme may be viable.  In all cases,
emphasis would be given to utilizing existing capacities and to devel-
oping new capacities only where they are needed.  

F i n a l l y, as there is no panacea nor one-size-fits-all solution to assessing
and developing capacity, common sense and judgement are required to
adapt appropriate solutions to the needs of each particular situation.  It
is hoped that these guidelines will enable managers and other stakehold-
ers involved in capacity initiatives to increase their own capacities in
strategic management and to develop sustainable capacity successfully.

▲  ▲  ▲  ▲  ▲

You are encouraged to refer to the complete capacity guidelines doc-
ument and its attached annexes for a more detailed treatment of the 
topics introduced in this synopsis.  Further reading and reference
material are listed in Annex 1 of the full guidelines document.  Or,
you can access the special MagNet-Management and Governance
Network Website of the Management Development and Governance
Division (UNDP/MDGD) at: < h t t p : / / m a g n e t / u n d p . o r g > .
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