Lessons on Capacity Development:  Education in Bolivia
Capacity assessment, capacity development plan, and funds – what can possibly go wrong?     

Danida is preparing a second 5 year period of support to education in Bolivia. The recent appraisal found that “the implementation of the PEI [Institutional Education Programme] requires strengthening of capacities particularly in technical areas, as well as programming and monitoring capacities. Significant analysis of capacity constraints of the M[inistry of] E[ducation] has been undertaken, and a capacity development plan has been developed on this basis…. In the opinion of the appraisal team, the assessment provides a useful insight into the strengths and weaknesses of the ME and thus serves as a good basis for revising the Ministry’s capacity development plan. The specific recommendations have been communicated to the ME in September 2009 but the various recommendations have not yet been reflected in the Ministry’s capacity development plan. It is understood that such a revision will be done by the ME in June/July.”
The capacity assessment recommended 16 high priority actions, 15 medium and 2 low priority actions. High priority actions include: reorganisation; update of the organisational and functional manual; preparation of job descriptions; contracting of additional technical staff; decentralisation of decision making; development of an integrated planning information system; training; and improvement of organisational culture and climate. 
On the other hand the existing capacity plan includes improvement of planning; modernisation of structure, processes and procedures; strengthening of technical areas and information systems; management and training and optimization of human resources.

CD theme 1: A thorough capacity assessment, owned by the Ministry?
The capacity assessment was performed on the behest of the donors, by an external consultant. Notably, the assessment identifies a number of weaknesses: centralization of decision making; poor communication from the top which is absorbed in administrative matters and in what appears to be daily fire-fighting; distrust in lower level staff; unclear and overlapping mandates; poor coordination and  frictions between civil servants and “line consultants”. 

This analysis is very similar to earlier capacity assessments both in the Ministry and in the public sector in Bolivia in general. Quite comprehensive political economy assessments have argued that this state of affairs is systemic, that is a result of the political drivers and incentives in a highly patrimonial system. Proposals to address these systemic factors through functional interventions – better planning system, new organisational structure, job descriptions, integrated information systems – have also been brought forward and sought implemented over the years
.   

Questions for reflection:

· How can and should capacity assessments factor in the history of earlier assessments and plans, and political economy factors?

· What difference does it make whether an assessment is made at the behest of a donor or at the behest of the sector authorities?
CD theme 2: A capacity plan – comprehensive, but not quite comprehensive enough?

The capacity plan referred to is comprehensive albeit with a strong technical focus on planning and information systems. It would, if successful, be likely to increase the power of the Directorate of Planning which is responsible for its implementation – by itself a challenge for the wider buy-in to the plan. While the highest authorities in the Ministry are mentioned as key responsible, there are no indication of how they will be involved and ensure that the plan will get space and attention compared to the urgent priorities of the moment that normally seems to absorb existing managerial capacity. External consultants are expected to produce a large part of the “ammunition” of the plan. 
Notably, the plan – and the capacity assessment and its recommendations - are focusing on the ministry at central level only. There is neither an assessment nor a plan for how to address capacity issues at school, district and departmental level. 
Question for reflection:

· What could be the merits of addressing capacity challenges at ministry level, rather than jumpstarting with a broader initiative?
· If a CD plan is felt to be less than adequate in focus, scope or timescale, or with insufficient real leadership backing - what can be done by donors to help partners adjust it along the way and increase leadership backing?
Key lessons learned

(to be identified during workshop, including dilemmas)

- In relation to theme 1: Capacity assessment – how and by whom?
- In relation to theme 2: A comprehensive CD plan – but not quite comprehensive enough? 
- In relation to other issues raised:
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� The author of this draft (Nils Boesen) was involved in earlier phases of the joint donor support to education in Bolivia.





