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INTRODUCTION

Many people perceive Capacity Building as being the same as training or personnel development. This is wrong. Capacity is a much broader concept than Competence or Knowledge. 

Let us look into what capacity building actually is. It involves three major, and inter-linked, components as illustrated in the diagram below. 
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These three components are inter-linked and if one of them is overlooked or omitted it will have negative implications on the other two components. 

An organisation cannot function properly unless it has willing and competent people to do what has to be done - no matter how well developed the organisation and its work-systems are. The personnel cannot function efficiently and effectively in an organisational environment that creates constant conflicts of interest, have unclear division of roles and authority, work systems that retards progress, etc. Equipment cannot be properly used unless people are trained to operate it in a correct manner. 

 TC  "3. 10 Evaluate results" \l 1 
THE TEN STEPS INVOLVED IN CAPACITY BUILDING

T TC  "3. 1 Define the organisation’s / unit’s SMART objectives" \l 1 his brief Manual is aimed to help us understanding how we can apply the concepts for Capacity Building in our own organisation. We shall go through the whole process, step by step, in order to concretise this approach. In all there are ten steps involved and they are presented in the sections below.

1.  Define the organisation’s / unit’s objectives TC  "3. 1 Define the organisation’s / unit’s SMART objectives" \l 1 
It is of utmost importance that the organisation has objectives to work towards, and that all staff members are made aware of these objectives. Unless there are objectives, which are known to - and shared by - all staff, resources cannot be pooled in one direction. In other words, without objectives - which are known and shared by all concerned staff members - we are bound to waste resources.

There is a need for objectives at different levels in our work environment. In the government structure there is a need for objectives at the national, provincial and local levels. The macro level objectives must be steering for the micro level ones. There is a need for strong co-ordination between the different levels of government.

Likewise, there is a need for objectives at different levels in the provincial government. Naturally, there is a need for a vision, mission and overall development objectives for the Province as a whole, but these must be supported by objectives for each department and unit. Also in this case, there is a strong need for co-ordination between the different levels.

The operational objectives should be SMART, i.e. 

· Specific

· Measurable

· Achievable

· Relevant

· Time-Bound

The SMART objectives should be put down on paper and distributed to all staff members who are expected to contribute to the attainment of these objectives. Moreover, all staff shall be encouraged to take a look at these objectives now and then, in order to ensure that the organisation is ”on track” towards the set objectives.

2.  Determine necessary activities to meet the objectives TC  "3. 2 Determine necessary activities to meet the objectives" \l 1 
Once all objectives have been developed and shared by all concerned, one shall determine what has to be done to attain these objectives. Start with the first objective and list all activities that have to be undertaken in order to achieve it. The list of activities will probably be quite long for each objective to be met. Once one has listed all activities for the first objective to be attained, one shall move on to the second objective, and so on, till all objectives have been covered.

At this stage one also has to determine what type and amount of resources are required to implement all necessary activities in an effective and efficient way. Such resources could be;

· personnel,

· facilities,

· utilities,

· equipment,

· tools,

· materials,

· vehicles,

· time,

· etc.

An activity-based budget for acquiring these resources has to be developed, and a procurement plans should be made.

The activities that we need to undertake should be expressed in plans. It is necessary to check that the work-plan actually reflects - and leads to - the set objectives. In case one concludes that there is a discrepancy between the objectives and the work-plan, one needs to revise the latter.

3.  Determine the most suitable organisational structure TC  "3. 3 Determine the most suitable organisational structure" \l 1 
There are a number of questions that we need to ask ourselves, as regards how to organise and mobilise our resources in the best possible / most cost-effective way. We need to know, among other things;

· How do we group activities and tasks into jobs and work units?

· What specific function will each work unit have? 

· How do their authority lines and responsibilities work out? 

· How does one organise oneself for quick and accurate decision-making? 

· What type and amount of information has to flow between the different individuals in the organisation? 

· How do we co-ordinate the objectives and activities for all these individuals / units?

· What type and number of people are needed to undertake all necessary activities? 

· How do these people relate to one another in terms of inputs and outputs?

These questions have to be considered - and answered - before one can expect an efficient and cost-effective organisational structure of the concerned unit. 

The answers to these questions obviously differ from one organisation to another, but generally it is sound to have a ”flat” organisational structure with a high degree of decentralisation in terms of decision-making. Each unit within this organisation needs its own SMART objectives, which shall contribute to the achievement of the organisation’s overall objectives.
4.  Determine the required equipment TC  "3. 4 Determine the required equipment" \l 1 
It is important to identify the equipment and tools that can facilitate the implementation of the activities that will lead us to our objectives. Often modern equipment, such as computers, faxes, e-mail, etc., enhances the quality and speed of our work and hence makes it more cost-effective. This only applies, however, when our staff can install, operate and maintain the equipment well. Too often, work is actually slowed down as a result of people’s inadequate skills in operating modern equipment. This is a staff development problem that needs to be addressed.

5.  Review / develop job descriptions for each job function TC  "3. 5 Review / develop job descriptions for each function" \l 1 
There is a need for one job description (J.D.) for each job function. It is important to distinguish between a particular job function  required in our organisation and individual staff members.  Individuals come and go in any organisation, while job functions normally remain after a particular individual has retired, been transferred or is on sick-leave. In case an individual does not match the job function he is supposed to hold, there is a need for training him / her,  or - as a last resort - to recruit  a more suitable person.

In case there are not any job descriptions, one should now start developing them. Start developing the J.D. for the manager. Everything that does not have to be done by the manager shall be included in his sub-ordinates’ J.D.s, as one wants the manager to have sufficient time for strategic planning (goal setting, planning, co-ordination, follow-up, evaluation, etc.) and policy making. Once the manager’s J.D has been completed, one shall proceed with the nearest sub-ordinate’s J.D., and so on. It is an advantage if the staff members are involved in the development of their own J.D.s. Their role is rather advisory than making decisions, however, as someone with a complete overview needs to make the decisions on how the different job functions will relate and support one another.

Once the draft J.D.s for each staff member have been developed, all job descriptions should be spread out on a table and be cross-read, in order to ensure that they do not overlap too much nor leave any gaps in terms of responsibility and authority required in undertaking the activities that will lead to the set objectives. One has to make sure that each key activity listed (see p2 above) is reflected in a job description, and that two or more job functions do not have the same responsibilities. In case there are gaps or overlaps one shall modify the concerned J.D.s. 

The sum of all job descriptions shall amount to all the authority and responsibility required to undertake the activities that are needed to achieve set objectives for the unit concerned.

6.  Training Needs Assessment (TNA) TC  "3. 6 Training Needs Assessment (TNA)" \l 1 
One should now have a clear picture of what each staff member should be able to do (as per her/his J.D.). Together with each staff member one shall at this stage try to identify his training needs. This is done by comparing what the staff member should be able to do (as per J.D.) with what he actually is able to do. The gap between the two constitute his training needs.

The TNA is done as a combination of;

· a thought stimulator 

· a structured interview and 

· observations made by the staff member’s nearest superior. 

In all cases one shall use the staff member’s J.D as the point of departure. For each task / responsibility listed on the J.D., one shall ask the staff member the following questions;

· Do you feel comfortable / confident doing this task?

· How often do you do this task?

· Have you received any training in doing this task, if so when and what?

· Do you feel that you would benefit from more training in this task? Try to be specific, please.

The nearest superior should be asked to give his opinions on how able the staff member is in executing each one of the tasks / responsibilities listed in his J.D. - if he is not the one conducting the interview.

In an Appendix to this Manual, there is a “Thought Stimulator for Self-Assessment” which should be used as a tool during the TNA.
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7. Prioritise the identified training needs TC  "3. 7. Prioritise the identified training needs" \l 1 
Probably the training needs will be greater than the resources one has at hand meeting these needs. Hence, one must prioritise which of the identified training needs are more important for meeting the organisation’s objectives (see p1 above). One has to distinguish between important needs and urgent needs. The important needs shall be given more resources than the urgent ones, and the organisational needs shall be given higher priority than the individual ones (i.e. to obtain a diploma or degree). Training is an important, but costly, investment for any organisation and one normally cannot afford allowing the individual staff member to choose a training programme that does not enhance his abilities to contribute to set objectives.

The prioritisation of training needs shall be done jointly between the manager and the staff member concerned (a consultants can assist, if need be). The manager shall have the ”final say” as he has the ultimate responsibility for the organisation’s achievements, as well as the best insight into budget implications of different decisions.

8. Determine the most cost-effective training method and approach TC  "3. 8. Determine the most cost-effective training method and approach" \l 1 
Once it is known what the different staff members need to be trained in, and that these training needs have been prioritised, one has to determine the most cost-effective method(s) to be used in the up-grading of the lacking knowledge, skills and/or attitudes. 

Of the different options at hand, the most common ones probably are (i) on-the-job training, (ii) seminars, (iii) workshops, (iv) courses and (v) fellowship. Each has its own merits, and they can often be combined to achieve the best results. On-the-job training is generally a very cost-effective training method, as the steps between theory and application are short and that the staff member is trained in his own environment using the equipment and tools that he will work with henceforth.

One has to be clear in one’s mind, when one determines the methods to be used, whether one is dealing with a lack of knowledge, skills or (preferred) attitudes. A seminar and a workshop rarely address skill deficiencies (but knowledge), as too often is the case with fellowship.

In case one concludes that on-the-job training is cost-effective for meeting a specific training need, one has to make sure that the training is delivered systematically. A plan for how the specific training need should be met should be agreed on between the trainer and the trainee. 

9.  Start training  TC  "3. 9 Start training " \l 1 
It is now time to implement the training plan that has been developed. The management has to ensure that all necessary resources (personnel, funds, time, facilities, etc.) are available for this training. 

In case it is a skills development programme (as opposed to knowledge development), one has to secure the availability of relevant tools and equipment. The steps between theoretical / cognitive inputs and application should also be as short as possible.




10. Evaluate results TC  "3. 10 Evaluate results" \l 1 
There is a need for three types of evaluation in order to secure that the training efforts are relevant and cost-effective. During the whole development / project period one shall undertake formative  evaluation in order to ensure that one is nearing the capacity building objectives and that one does so within the given framework (time, budget, etc.).

At the end of the development / project period one shall conduct a summative  evaluation to measure whether the results correspond to the capacity building objectives, and some six months after the completion of the development phase one shall undertake an impact  evaluation to assess whether our capacity building efforts have resulted in higher productivity, fewer mistakes, higher job satisfaction, etc.

________________________________________________________________________________

Exercise: 

Critically examine the ten steps ”to be followed” in a capacity building effort, presented above. Determine which ones you feel are applicable to your own organisation, and explain the reasons for omitting some if you want to do so. Also try to identify who should be responsible for each of the ten steps involved in capacity building.

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________










APPENDIX 1.

Thought Stimulator for Self-Assessment TC  "ANNEX 4. Thought Stimulator for Self-Assessment" \l 1 
These questions can help you prepare yourself for the Staff Competence Assessment programme. As you read each question, think about your performance, your progress and your plans for your fu​ture growth. All your answers should be seen in relation to your job description, your department’s activities today and in the future, and your organisation’s activities today and in the fu​ture.

1. 
What critical competence does your job require, and to what extent do you fulfil them?

2. 
What do you like best about your job — and least?

3. 
What are your specific accomplishments during the last year?

4. 
What objectives or standards did you fall short of meeting?

5. 
How could your supervisor assist you in doing a better job?

6. 
Is there anything that your organisation or your supervisor does that hinders your effectiveness and / or efficiency?

7. 
What changes in structures, systems, procedures or personnel would improve your performance?

8. 
Does your present job make the best use of your capabilities? How could you be​come more productive?

9. 
Do you need more experience or training in any aspect of your current job? How could it be accomplished?

10. 
What have you done during the last year to prepare yourself for more responsibil​ity?

11. 
What new objectives and standards should be established for you for the next year? Which old ones need to be modified or deleted?

12. 
What do you expect to do three years from now?

_________________________________________________________________________________
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