Lessons on Capacity Development: Context matters! 
A case of successful support to capacity development from Bhutan
Background 
In Bhutan, Denmark has during the past 20 years supported capacity development within the sectors of health and rural water, environment and natural resource management, urban development, good governance, and education.

A recent evaluation
 found that the Danish support to capacity development during the past 10 years had “primarily focused on functional, organisation specific issues, not interfering substantially with external macro level functional aspects as well as internal power related issues – but supporting governance institutions, civil society and the media to perform a watch dog role in relation to decisions being made, managed and implemented by the Government. By having done so, Denmark has supported the internal functional development of key organisations, while maintaining a balance between government structures and the public by supporting civil society and media organizations”. 
Bhutan has made remarkably comprehensive progress over the last 30 years – and the evaluation affirms that  Danish support to CD has been effective overall. 

What are the reasons for this relative success? Could anything have been done better? And what are the general lessons to be learned?
Analysis of key challenges and successes  
In Bhutan, more functional issues such as especially helpful mechanisms, systems and processes and to some extent also strategies and structures have been targeted by Danish support. More political and sensitive aspects such as leadership, reward systems and internal relations have only to a more limited extent been addressed. 

An exclusive focus on functional aspects of capacity development would in many countries risk leading to only marginal use of the developed procedures, reluctance in using new IT systems,  and many people trained overseas not returning to their country etc.  In Bhutan, it appears that national characteristics such as high status of civil servants, stability, consistency in policy orientation and high commitment levels have contributed to capacity development where organisations actually utilise developed systems and procedures, and where training results in staff using the acquired skills in their job positions.  
Furthermore, the evaluation concludes that the support has been most successful with regard to organisational specific development of systems and staff capacities to use these systems, i.e. areas of intervention which are internal to the institutions. The Danish support has only to a limited extent focused on aspects external to the targeted institutions e.g. clarification of mandates, linkages and coordination mechanisms between organizations as well as macro level issues like the decentralisation and establishment of national planning, budgeting and fund release systems. It is concluded that despite the success of supporting the specific institutions, opportunities are missed and that ‘sustainability can largely be improved by addressing these external functional aspects’. 
The strategy for TA used in Bhutan appears to have been successful. The TA strategy applied included a shift in the profile and use of advisors throughout the different phases of the partnership: the first ten years of support were characterised by the provision of specialised, technical input. During the next five years focus changed to the provision of TA for general programme management at policy levels supplemented by specialised short term inputs at lower executing levels. Finally, during the phasing out phase initiated in 2007 and still going on there has been a  decline in TA inputs, and instead inclusion of pools of unallocated resources and utilisation of targeted staggered short-term TA over longer periods to be used on a needs basis. The evaluation concludes that ‘the TA is widely being appreciated by Bhutanese counterparts for being relevant and of adequate quality’. 
The TA strategy reflects both a shift in Danida’s approach to the use of TA (a general scaling down on the use of international long-term advisors), but is also an explicit strategy responding to increasing capacity of the Bhutanese counterparts and preparing for phasing out the partnership. 
Key lessons learned 

· Context matters for CD.  The clear vision of the Royal Government of Bhutan in terms of the Vision 2020 and the Five-year Plans, in particular after the constitutional change and the establishment of a democratically elected government, has made it relatively more easy for the development partners and Denmark to align its support to the programmes of the government. CD support is always conditioned by – positively or negatively - the context of institutional, social and political factors in which it is working. 
CD support which may work in one situation may be inadequate in another setting because the structures and incentives are different and may constrain rather than support the CD change processes. Therefore: always consider the context factors in the situation which will enable and constrain, respectively, CD and change.
· The CD inputs from donors have to be designed to suit the changes in the development context. Where long-term international advisory assistance may be well suited at an inception phase, its appropriate phasing-out and shift to more specific and targeting short-term support should be considered in line with the capacity strengthening of the partner organizations, civil society and the media. Moreover, the gradual phasing-out and the change of modalities of the capacity support has to be tabled well ahead of actual reduction of support. 
Successful capacity development processes address “functional” aspects of how organisations and systems operate and interact. They also address – or align to – the interests, incentives and power realities inside and around organisations and systems – the “political aspects” of capacity and capacity development which are normally informal but often far more important than the formal mechanisms. In the case of Bhutan, the national authorities ensured an enabling environment on these fronts – making the Danish support to the functional and internal aspects effective.[image: image1.png]
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