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A note to the reader.

THE DEVELOPMENT ASSISTANCE COMMITTEE:
ENABLING EFFECTIVE DEVELOPMENT

These notes were first published in ‘A Governance THE DAC NETWORK ON GOVERNANGE (GOVNET)

Practitioner’s Notebook’, published by the OECD DAC in

2015. Lucy now works for Abt Associates. She has asked us A Governance Practitioner’s Notebook:
] Alternative Ideas and Approaches

to put her chapter on our ‘Governance Soapbox’ website,

which we are happy to do.

Alan Whaites, Eduardo Gonzalez, Sara Fyson and Graham Teskey

Just to say Lucy is doing very well; she and has learned an
awful lot in the last five years.

Jacqui De Lacy

Managing Director
Abt Associates

@) OECD

BETTER POLICIES FOR BETTER LIVES
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Notes to- self for my furst overseos vusit
The Country: some background from my economics colleagues

| kinow-Hhat the country  poor by intfernational standards, witihv over 50% of Uy
population living on less than $1.25 a day. It s expected to- meet ondy thuree of
the SDGs. Fortunately, He couwntry has abpundant onshore mineral resounrces, ano
bordery oo major emerging economy withv significant fundy to- wwest: Parts of e
covwntry are subject to- sporadic owthursty of violence and organised resistance, but
'y notiving the state’s competent; well-armed and well-paid militory forces
cannot hanole.

Economic growtiv i now- trundling along solidly at just over 5% per annumm (I o
told largely thanks to- an IMF stoff-administered program following the country’s
somemhat relnctant embrace of a major economie reform progrom o few yeary
ag0). However, iy s only one percentage point above Hie rate of population
growtiv, wirich means that per capite income growtiv iy negligible — certainly,
the bulk of tive population do- not feel any better off. Joby ave scare — except for
the burgeoning public sector, wirieh accownts for an ncreasing wnsustainable
shhare of GDP. From tHhe very Uittle survey dota tivat i availabple, U seems tiat te
general view ‘on the street’ s that jobs are going to- the government's supporters,
and Uterally hwwndreds of new- appointments are made eaci yeor withouwt due
protess.

Muchv Emboassy reporting | lhave read over the past 18 montiv has focused on tire
extremely poor service delivery pevformance of the education, healtiv and water
and sanitotion lne ministries. Maternal and. chilo healtiv doto are appalling,
and the guality of eduncational attainment W very low: Telecommumnicationy are
wv the handy of a government owned supsidiory, withv no- major international
playery, Mobile coverage sy extremely low: Reliaple budget data sy hawrd to- come
by; muci revenune and expenditure of off budget:

Fortunately, te President iy well aware of these popular grumbles, and lhas
promised, to- adduress them Uf he (s re—elected, next year. Having persuadeo
Parlament to- change the covstitntion allowing him to- stond for a thivd term, e
ensures he gets iy message acvoss to- s fellow- citizens by regular speecies
broadcast Live ow state television, as well ay Huwouglv e two- national
newspoapers owned by his twin sons.

The Presiodents main message to- iy people to- date hay been that e bureanciracy
Couneil of Munisters: In response to- claims by the public service unions tiat they
are poorly paid, he iy often heard to- soy thot poy rises con ondy be justified in
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response to- produnetivity gaing: | am sure His s very gratifying to-te IMF
adnisory team cn sche Un Hhe office nsloe tive Presiodential Palace!

So;, what are my thoughty on tive governance Bsnes facing the country before |
head owt there? Hoving now spent two- weeks studying as many country
dotuments as anyone caw ressonably be expectedt, | feel | have now-got o
structunred. set of questions that | have to- answer. This (s my initial framing of the
fask

1 Key ones including 2014 IMF Staff Consudtations; 2014 UNDP Human Development Report; 2013 McKinsey
Cowntry Study; 2014 World Bank Interim Strategy Note; 2013 Oxfam Report on Foodk Shortages; 2012 -2014
DFAID Ambassadorial notes, reflections and cables; 2014 Freedom Wated report one Humain Rightsy Vielations;
and the 2014 World Bank ‘Doing Business indicators report
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Five dimensions of | What do | think the Breaking ot down
governance in usues are?
descending order
of “bignesy
The big historical How-does a strong, Who controly the wse | What showld | prioritise as tive
sweep effective, ano of violence? core foundations of an effective
accountable state come Noture of Hhe recent | state?
Unto being over the demotratic How- shhoudel | sequence
longer-term? fransition? ntferventions?
What could What trade-offs may | have to-
Does tiy state fit any nflnence e make, and how-do- 1 decide?
‘typology’? trangition from Cawn | design progroms
potrimonialism to- simudtoneowsly to- promote
the public good? economic and political
trovnsformation?
State of the state Wiy Wy U consioered Collectine action How- can | kinow wiat sort of
fragile? problems elite bargoing or political
How-can | recognise | settlement iy in place, and
How- can | understand the nature of the how-can | tell wiren iF s
and assess tive political setttement? | changing?
btitutions and What s e pottern | Can | ever hope to- influence
nterests that make wp of elite Uncentinve? these dealy to- make them pro—
this stote? Who controls the poov?
renty and. wiro- Ly Wihere do- rents come from anol
Just how mucn doing all the rent- to- what extent do-tirey dorive
governance i ‘goool seeking? the political economy?
enowgll’? Wiiche bits? Strueture ano How muche development can |
functioning of the expect Uv a patrimondial stote?
executive? Do | fotus on buwreacratic
capacity and forget voice and
accovmmntablity?
Constroints to- growtiv | Wihat do- | Huink are the Are political Showld | design interventions
major governance anol constraintsy more arounds indinidumaly or
butitutional constraintsy binding Hhan the covlitiony of reformers?
fo- growtin, development, economic / resonrce | Doty the regume foce any
and poverty redunction? ones? wntfernal ov external Hreats
Leaderhip, agency? | that cannot be assumaged by aid
ldentifying the right | or domestic resowrce rents?
Iy the leadersiiip
embedoed n a
strong
pavty strncture —
and Uf so- of what
sort?
Chovacteristics of the | What are Hie major Public v private Do thhe services | want to-
public sector and e | determining goodls mprove requive simple
services to- be tharacteristics of the Ducretlon ano ovganisational change, or will
delivered Usuey faced Ln the specificity U requinre more complex
public sector? What iy lnstitutional cngtfitutional change?
the difference between development vy o Showld | bothver witiv
the public service and vy organisational upstream, centre of government
the public sector? development reforms, or just go- witiv
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o Understanding how | bneremental change sector by
Are portiendar sectors thange happensy un sector?
easien to- deal witiv than the public sector Do | go- ol ot for capacity -
others? and Uf so- how — o do- | need to-
Hhink about autonomy anod
The individual How-can | Ldentify and | o  PDIA Do~ we start withe a proplew or
ntfervention, or design projects thatare | o TWP an objective?
project Flexible and witich e Good fit How can | work my way
respond and adapt to- o AW this otirer stnff around Hhe tyramny of Hhe
the changing that tie Havrvouro project framework?
wutitutional anod people tolk abort... What does it mean to- be a
political evwironment? seawrcier not a plosiner?
What alternatiave modalities
are ot my disposal?
How-can | recognise
development entreprenenrs
and what do- | do- if | spot one?

Reflections on some of the big governance Ussunes underpinning my report:
Step 1: The big historical sweep: Fukuyama arques that there are thwee core sets
of bustitutions needed for effective development: the rule of laws state capacity
ond demotratic accomntaplity. But iy fandtostic two—-volume history shows that
countries that he consioery now ‘developed establisied tiese bstitutions v very
different orders: What o | to- make of His?

Chine created a very strong bureauncrocy over two- thowsand years agos, but ot fell
wuto- disrepute. FE worries that the US establisied demotratic accomntability and
the rule of law-too-early — and sl today suffers from weak stote capacity. He
worries that US political bstitutions are Un decline. Wiat does all Hiisy mean for
sequencing stitutionsy v my cowntry? Do we need. an ‘effective state’ progrowm un
ol Hhuree sety of utitutions? We dowlt hoawve enoughv money for tiis, so- on wiat
basisy con | priovitise? | Hhink | will email the GSDRC Help Desk at tive University
of Burmuingham wiren | get lhhome.

In my reading | have noted e Asion Development Bank’s 2013 Asion Outlook
report o The Public Sector and Governance'. It way very clear. It saysy that Here
W evidence that focusing on developing state capacity (Le the executive) and tive
guolity of the regulatory environment will have the biggest impact on growtin,
Jjobs, and poverty reduction. If | recommend thuis, | can at least be sure Hiat all
the economisty back home will agree withe me! But | kinow- too- that we hawve an
unfluential Law and Justice section (and ouwr minister s a lawyer) — of | don't
recommend a program Un iy area, they may critleise everytiving else that |
recomumend.
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| kinow- | will be asked about tihe democratisation process too: What do- | Hunk of
U? Heaven alone kinows: | can say fairly furmdy tiat tive President’s bid for a
Hoiwd term iy a bads hing. I undermines the rude of law- (Hhat might win me
back some support from the L and J people). But the Ambassador tells me that
the Prasident i not overly corrupt and sincerely wants the best for iy cowntry.
He enjoys considerable support | con see Hhat: And e does control the army and
makes sure they dont run riot: | suspect Hhe Prestdent will get re~-elected withv a
sigrificant majority - and the EU and UN election monitors no- dowbt will
declare U free and fair.

Does thisy mean | can (gnore Hre Voice and Accovntability side of governance?
Cownv | Leanve Parlomentory work to- otiver donors? Surely the US will plick U up?
If DFAID U primaridy ntferested v growtn, then we shoudd focuns on bnstitutions
for growtiv, surely? But Uf people vote on a cient-patron basis (v not suare
everyone understoodl me when | wsed Huy plwase ot the Embossy wrap up meeting
ow Friday afternoon: Iy there oo woy to- express this more simply? | must ask ovr
senior governance adiwiser on Monday — f e will see me that s He s alwayy so
bwsy writing papers) this wont help establisiv very strong ncentives for umproved
public service performance, oy MPy will buy thveir votes (this i called money
politics | now kinow) and get re-elected anyway! This iy not how UF b supposed to-
work.

When all s saide and done, DFAID Uy abouwt poverty reduction: So, | think | am
Justifled L focusing on helping put un place an effective public sector — one Hhat
effieciently. This meany o focns one bstututions (I will weanve U references to-
Douglass Novtr to- shhow- | kinow wirat | am tadking about) and making suare Hiey
are accountalple (but to- wirom?) and. tramspavent (wiro- will keep an eye on them?
The awdit office doey not function. And Hiere s no- leguslative oversight: Maybe |
shouwld recommend a program here too?).

And tHhen Here Wy the Brian Levy question. Hiy ‘Working withv e Grainw’ book s
great bt my gooduness U made my head spin o bit: Showld | bnclunde an annex
v My report arguing that the system here s wivat he cally “personalized
competitine’, wirere “politics by competitive, but the rules of tHhe game governing
botiv the polity and Hie economy remain personalized’’. This s definitely right |
Like Hhe word polity too: Sounds very nformed. But | am sill not sure wivat the
mplications of Huy are? Iy ok to say “go- withv Hie grainl’ of what s possible, but
| am not really sure just wiat the “grain’’ L In practice doesy o mean just going
withv the few scattered but st sensiple reforms tivat tive Presioent supports?
Wihat about e onesy we think are appropriote, but he doesnt; like meritocracy
U appointments? Do- we just forget U7
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| wonder wiretirer | anm right b inferring from Dr Levy's book Hhat competitive
regumes ore more Likely fo- make te democrotic transformation thwoughv
wutututions, rativer thaw divrectly tharouglv growtihv? If sor, iy leads me to- o
Adifferent conclusion — that ounr program should focns on e check and balance
ustitutions, not just the growtiv stitutions: Ol dear; now- | have contradicted
myself: Maybe | just ignove this typology — will angyone listen to- me anyway if |
stourt todking about ‘Dominant Party' politics and ‘Competitive Clientelism'?
Anyway, | can argue wihat | want: A recent Developmental Leadership Progrom
paper on demotracy and development by Tunm Kelsall says tivat Hhe relationsiiip
between demotiracy and development s contestec Sor, | am pretty safe wirichever
way | jump:

OK sswmmarising wirat | Hhink | will recommendl;

My conclusion iy Hhat ovr mmediote priovity should be state capacity. But wiat
W my teory of change? How can | be assurred that greater state capocity will be
useo for the public good and help Hhe trovsition awoy from potriumondialism?
Jwst hope nobody asks me. Maybe n Hre medivm term He middle classes will
demand more demotratic accowntablity. Maybe give thiy five years, so-try to-
coordinate withv otiver donory (Paris! Aceral Busand) to- persmade one of them to-do-
sometiuing here.

Better move on | am rombling.

Step 2: Stote of the stoter Wiy do- we call iy place a fragile state? Wihen | askeo
staff at the WB Hrey saids becanse Uy CPIA score iy 3.1. What's CPIA | asked? £y
te Bank’y Covntry Policy and lnstitutional Assessment Hiey said. | asked for a
copy but was fold Py confldential to-the Bank: This would not mpress my
minister. So, we consider U ‘frague’ (wiatever that means) because of o formumda
organisotions like the World Bank? From a proctical perspective tHhe country does
seem frague — small shhotks com kinotk U off comnrse and after my two- weeks Here
- W clear Hhat wiride He most sendor public servants are indeed: very competent,
the vost majority are under-skilled, poorly organised and wnmotivated (wow —
there's a generalisoation for youl).

My Uist of fragilities:

o  Bureancratically: very lmifed capacity to- do- stnff Lee make policy, diseipline
the system for umplementation, collect and use data, monitor progress and
adjust covnrse;
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o Economically: country dependent on one or two (wirat arve called | now kinow)
single-point resonrces wirich can be taxed by Hre state and offer great sowices
of rents to- be wsed for private gain and notthe public good;

o Politleally: system very muciv resolves arouwnd tive Pres. If e were to- go- no-
knowing wirat would happen. Political parties more a collection of
undividunaly josting for power Hhan a group of people withv a shaved progrom
and viston. MPy corstantly ‘cross He floor’;

o Sotlally: ay income distribution worsens, the poorer groups U sotiety seem to-
be nereasingly frstrated. There o Hhe potential for some demovstrations
against the government ay o resudt of the extent of poverty, the of lack jobs and
the lowsy public service, but | dovwt Hunk el war wll break owt (am |
actually going to- say His?). But for me the biggest fraglity .....plimey | just
Aot kinow: WUL have to- make Ut wp on Hhe spur of tive moment:

o Imstitntionally. Few unstitutionsy un e country seem to- function as they
showdde Thiys sy called. omorphdle mimicry — but | wonlt put tHils v my BTOR
o the office hates development jargon. These nstitutions all look sensibple
from the ouwtside but evew after ondy two- weeks | can see Hhat most of them
Aot perform at all. The Ministry of Public service provides no services and iy
nwot open fo- the public. It just takes bribpes to- gwe jobs, promote and post people.

So, | Hunk | am secnrre ove the nature of fraguity.

| kinow-too- that | will be askeo about the overall quality of governance. | have
Looked at the Governance at a Glance dota and U i pretty awful, as are Hhe
World Bankls Worlde Governance Indicatory. The six WGly are all un thve bottom
guintide: government effectiveness, requlatory quality, volce and. accovuntalpility,
political stability and the absence of violence, the rule of laws and anti-
corrnption

So;, Uf we are going to- prosecirte certoim bity of the governance agenda — wirici
ones? Wiich bitsy are supposed to- give ws good enouglv governance? | googled tiis
and found a bridl article by Merdee Grindle (anotier eminence grise ot tire
Haurvard School) one wiat she actually cally ‘good enougl’ governance. However,
Dr Grindle uses yet anotiver typology! Just as | Hiought | was getting to-
wnoerstonod Dr leay’s formumlation | fund anotiver one — Dr Grindle refers to- one
by Prof Moore at tive University of Sussex un tive UK. Prof Moove talkys about five
sorty of states: collapseds personal rule; mimimally bstitntlonalised;
ustitutlonalized non-competitive; and unstitutlonalized competitive states: This
W pretty close to-tihe Levy version, | tvink: The two- key Hvngs seem to- be tie
extent of political competitlon and the extent to- wirleh tHings are
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‘Uutitutionalised’. | am not sure wihethver | should say Hie cowntry o personalised
or minimally wstitwtionalised. Iy botiv. Maybe stick witiv Dr Levy’s personalised
Anyway, | think | will wse the sindipping tool Hingy on my computer to- inclunole
one of Hhe fobles from Prof Grindde’s article. Table 3 below — included here so-|
dowt forget: It shhows wiat we could priovritise, It also- supporty my proposal Hat
we should focus on the exective (Hhe furst two- lnes beguuing “Government aple
t0?). It also- gety me off the ook regarding the L and J sector — no ‘P’ there!

Table 3: Is there a hierarchy of governance priorities?
(Forillustrative purposes only)

\ e i ., T TEZ %
Governance characteristics D =Z 2z = Z v
T =3 ,3%, F:2
5z 2223 222 55§
T EEZ:ZZEE E£23
L:EEF 557 z2£7
SE£7% 3 3¢
o £ = £ =
Personal safety ensured P
Basic conflict resolution systems in place and functioning P P
Widespread agreement on basic rules of the game for P P
political succession
Government able to carry out basic administrative tasks P P
Government able to ensure basic services to most of the P P P
population
Government able to ensure equality/fairness in justice and P P
access o services
Open government decision-making/implementation P P
processes
Government responsive to input from organised groups, P P
citizen participation
Government fully accountable for its decisions and their P

consequences

Note: P = priority.

My senior governance adyiser told me before | Left home to- make sure |
understood e nature of the stote. Whew | asked him wirat e meant e tolked
apout the political settlement and wirat he called e ‘potterning; of elife
uncentives. To be honest | must admit | o not really wnderstand him. | conlol
when | asked a few people nobhody said they had seen one let alone signed if: |
think b must be wihat iy called a taclt agreement among the elite. If so, | am not
sure how | can deseripe Hus settlement i my BTOR. | Huink | will focuny on the
backgrovwnd of the presioent and. iy most trusted ministers, thelr economic
wterests ande wiro- Hhelr supporters ave. This should be enoughhv. We hane lots of
goodk information on Hiy from our diplomatic staff: Interestingly, none of my aid
colleagues were oware of Ut

Sos, | am pretty certain that of the Huree brancies of Hie state (the executive the
legslature and e judiciary) the execuntive — despite being weak - s tie

10
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strongest of the thuee. The judiciary seems to- me to- be uineffective at best or bought
and compromised at worst: The legulature doey the President's bidding and
certondly does not lhold the execntive to- account: Sos, W strengtivening the
executive enoughv i and of thself? Could iy make tivingy worse? Maybe | will
howve to- revusit my conclusion from step one that the executive i the place to-
focns o | wll sleep one

| howve been struggling witiv e problenw of collective action. Iy just that there
doesy not seem to- be muche of U Everyone seems to- be i U for themselves and
Hieir families or crondes: There seem to- be few mechanisms for agreeing on a
cowrse of action — and where there W there are few mechanismy to- umplement
and enforce that decisiov | Hundk | will just not disenss collective action v my
BTOR. Colleagues probobly dowt kinow wirat b means anyway.

Step 3: The constraints to- growthv | feel on munch frmer grownd on His guestion
Good jobp we hawve the economisty report to- go- on | wonlt repeat that | will just
talk abowt Huree Hings:

o the utututlons wivich are supposed to- set; monitor, and regulate He
business evwironment are Uneffective. It s not that Hhey are weak — b fact,
the opposite. They are guite strong n uncentivising rent seeking — but not
v providing a consistent and predictable environment in wiriel to- oo
business. We kinow-there are Loty of rents to- be had from the Bsue of
business Licenses, from the oversight of cwstoms, from e fox affoirs of
businesses and indinioumaly ete. We smspect too- that senior officials and
even the Minister i wwolved: This U wivy there hag beew so- Little action
here since the Business Evaironment Review, we did tivwee yearsy ago. Matt
Andirews on bstifutions iy my mentor heiel

o There & Usunfflcient leadership: ln tive ODI papery on development
potrimoniolism v Africa (David Bootiv | think — very good. stuff) | reads
before coming heve , U said that Uf Hhere was a vstonary leader supported
by a determined and techinically competent economie technocracy — then
development was possible. Well here we have neltiver

o There are few nascent growps agutoting for change among the local
population. | cannot see a Jaime Faustino—type ‘coalitions for change
progrom emerging here, movre’s Hhe pity.

So, my avuwer to-the question wiether the political covstrainty to- growtiv are

greater than the economic— i well, yes, they wndoubtedly are: Ity all well and
goodl for the economisty to- go- on about the potential scale of NR extraction and
the export potential of the cowntry — all Hre evidence to-date iy pointing wuy n

11
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demanding civil society and a rent-seeking elite. (Does tHhisy mean maybe that we
showld focus on e demand side and sociol accowntopility first? If we just
strengtiven the bureauncracy, thenw we may just make the rent seeking even more
embedded and. swstainalple? How can | kinow?). Must tolk to- colleagues at tive
wniversity wiven | get back howme; they may have studied otiver cowntries

The big guestion here W leadersivip: | Hink By really intferesting tivat over the
last decade a consensns has emerged that wstututions and policies really do-
matter: Acemoglv and Robingon have made Hrat clear ot last!  From wirat |
learned v uni the umpact of the 'new- wutitntlonal economics led to- donors
paying more attention to- the formal and nformal rudesy of Hie game tHrat
nflunence individual and collective behaviowr, but arguaiply at the cost of
neglecting the role of leadership: Thiy | hink i a shame, guen Hre daily
experience of the overwihelming significance of leadership un political, corporate,
and. public Ufe. Acres of press coverage are given over to- consioering tive
respective merits of potential national political leaders and wirvo- iy Lobhying for
wihich fop post un Hhe privaete sector and un untfernational unstitutions:

So;, Ut doey strike me as stronge thot thwe development commumnity seems to- have
poverty. Until Recently anyway. The Asia Foundation’s work on leadersihvip sy
really ntferesting — as b the Phillippines experience witich just everyone un tirve
world seems to- kinow- about:

| o UL ugre houghh wivat to- recomumend. as far as leadersiip goes: Should |
suggest some sort of cooditlon building among the middle class? But there s no-
middle class! Mot influential growps are co—opted (good. word to- use) L some
way nfo- He ruling elife? Maybe | suggest a brown—-bag luncin to- disenss Hiy
ssue? | o at o bit of a Loss here | must admit:

Step 4: Charoacterutics of the public sector and tihe services to- be delivered: Thuig
8 wiere Hhe report shhouwld get easier. | lhave read the ESID papery and Hrose of
Richard Batley, as well asy Arturo Israel and Lant Pritchett on specificity and
Adscretion. | Learned a lhurge amount from thuis Literature. | o surprised uF i not
more widely discnssed. Prof Batley's papersy were excellent ot deseriping tive
Aifferent characterstics of certain goods and services (using public-private goools
Adustinctions ) and suggesting wivat may be appropriote organisoational
arrongements for delivering each | will certaindy discunss His withe my sector
colleagues bock home. | wonder Uf ey hove read Huy Uterature?

At lLeast | now-am perfectly clear ow Hhe distinction between the public sector and
the public service. | also- now kinow- that the public service has a number of

12
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different defunitions, dependent on wirether or not yow include teachers, medical
staffs, and Hre police for example. My report U going to- focns wirolelheartedly on
the narrow- definition of the public service; Le. core public servants (wiat the
Brits call tie Civil Service). Not siure thoughv wiretiver employees of the seven local
governmenty shhould be included? | kinow- they are appointed by te central
government and paid by them — so- | guess tivey are inclnded (reminder to- self:
check wiven boack Ihhome).

Ok public service reform or better stll management can be framed un four
different wayy
% Role of the state

*,

» Management of central government — upstream cove fuunctions

< Improvement i el service systems service — for dowvstream
delivery

¢ Accomntapility and oversight
Wiere shhould we foeuns? Wiere shhould ounr program be set? | did. Hhink at furst
that U showld be about restructuning the role of the state (point one above) but at
the end of e two- weeks | lharve conclunded that Hhe ‘political will (I hate Hiis
term but agy long as | emplrasise to- my sendor governance adwiser that | am wsing
U ag shortivand for a long Lst of uncentives, disincentives and perverse
uutituntlonal practices he will understond. and | will get away witiv (H) was not
there to- ackhuene tis: Sos thew | Hhouwglht just focns on the upstream stnff. Clearly
the heart of government iy v oo mess: But would changes Hhere trickle doww to-
unmprove service delivery? Hmmm. Not at all sure abowt this: And tire fourtiv one
W Hhat accowntahblity Bsne again. Gooduness Hily Uy so-tricky. They didl not teach
me thuis un grad seiool.
Lety see wiat | Learned. from studying the capacity development literatune. From
what | can see ‘Capacity Development remaing one of the most sippery concepts
v development: Nobody agrees Uy definition, U has no- formal body of kinowledge
oo there are no- uninversity courses teaching ot I the prvate sector b v called
business manoagement: lw our business some writers even Uke to- argue over the
ridiendows! My senior governance aduiser goes ovw about hhow most discunssions of
‘capacity development are mited to- cally for more uindividualy to- be trained, or
for move technical people from developed covntries “to- help out’. He thinks that
v many cases this U o waste of tume.
I fragile and. conflict-affected states (called FCS for short) states we all kinow-
that capacity B even scarcer tHhan un LICs: There are fews of any trained and / or
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experienced stoff, organisations have collapsed, and the ustitutional rules of e
game are informal and geared toworods personal and professional survival.

So,, Uy there any goodh news? It seems to- me that at least there Uy now nereasing
agreement ow terms and. defunitiony: Copocity by now broadly recognised as tie
aplity of organisationy (not indinvidumals) to- carry ont; effectively and efficiently,
progromunes of coordinated action un puarsudt of formal agreed gools: | Hink Huree
elementsy are umportont:

o U Wy organisationy that have capacdty. Individunaly have skilly and
competencies;

o organisations also- howve porticndar and specific capabilitfies to- do- Huings
el as manage people, corry owt customer researche, accouwnt for the use of
monides efe: Capabdddfies are thuy the buidding blocksy of any organisations
overall capacity to- perform; and

o organisationy operote un a wider ustitutional enwironument that eltiver may
support ov curcvmwent He organisotion’s apidity to- carry owt Uy formal
collectve goads.

I short: We have learnt that translating mproved undividual competence nto-
organisational capocity requinves unstitutional level change. | Love Hus plhurase. |
wlll repeat U asy many times as | can.

Second, we kinow that organisations and stitutions are different: Apprecioting
wnterventlony and actvities: Organisational development con be Likened to-
conching a soceer feam. Which playery should play uv wirich position? Wiat
shoudd be Hhe teans tacties? At wirat point shhoudd we bring on a substitute?
Showld e team play o sweeper? By contrast wustututional development wouwld
foeuns on e rnles of Hre game. Should the offside law- be changed? Are He
goalposts too- small? Showld we allow- 13 players Unstead of 11?7 And perihaps most
umportantly of all, should the team give up playing soccer and take wp rugby
wstead?

And Hinrdh we need to- understand the notion of ‘specificity’: Thisy iy where Arturo
Israel comes Un. Arturo [srael was an economist working at the World Bank. He
argued that the more specific, the more monitorable and Hie more limited the
task to- be performed, the easier wlll U be to- deselop organisational capacity to- do-
it The key ldea is ‘specificity’: the ability fo- monitor an owtput: The more an
output can be monitored Hie greater the Likelirood of ensuring Uy guality and
fumeliness: The classic case by v jet engine maintenance engneer for an airlbine.
The work 1o be done can be easily and guickly monitored, and will have major
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(visible, mmediate) consequences Uf not done properly. The opposite case Ly a
career’s guidance cownsellor. Here Hie ‘Quality’ of guidance provided con hardly
be measurred at all. I+ will be years before Hie impact Uy kinoww, and probably not
then elthrer.

The mplication of Huys s that capacity development wll be easier to- ackhieve bn
organisotions where there are o few specific (and cearly monitorable) decisions
to- make. Covwersely, U b muchv move difflendt to- achieve U organisations wiere
there are many thowsandy of unygpecific ones Thiy explang wivy & relatively
straightforward to- umprove the copacity of a central bonk wiose resporsiblity U
W to- manage the exchange rote, and wivy U i muche harder to- improve the
nationwwide guality of primary school education: the former relies on Hie
judgement of a handful of highly trained economisty (wio- coulol be paracihuted
v on TC contracts for two- or thuree monthy), wihile the latter relies on the
performance of Hhowsands of (probobly) partially trawned teacihers wivose
performance W rarely monitored or assessed. By the time any assessment Ly made,
U U too- late for the dhildiren concerned.

This concept of ‘specificity’ ndicates just how ambitions and difflendt to- achieve
are the primary healtiv and eduncation MDGs: System wide umprovements un
edncotion will requive tive covsistent application of higher standaros of
feaching, marking, reporting, recovding, and examining by thouwsands of

and guality. How hard s Hat!

| fino ol iy very helpful, and will use Ut for some of my recommendations
apout buidlding some puplic service capacity. My basic thurust will be Hat we
needs o puplic service strengtvening progrom tivat focuses on botiv upstream and
dowrstream sunes: Upstream stnff should try to- streamline decision-making ano
tHe way money and. people are deployed and managed. The downstream stuff
shoudd focuns one specific problems v service delivery.

What is certain s that | will recommend a full political economy analysis of the
public services, especially the sectors wirere we will foeuns

Step 5: How to- design an indinviduwal project: This iy wirere my attendance at all
Hhose ‘Hunking and working politically’ worksiops will prove really wseful. |
kinow- that change produces winnersy and. Losery ond as owr project moves Huwroughv
implementation the context will dhange — Hie ‘rich swirl of incentives and
nformal bstitutions’ as my senior governance adaiser Ukes to- say. Sor, | will
recommend a flexible and adaptive approaciv. Indeed, rativer like ‘process
projects thot were popular | understand un the late 1980y, according to- my post
groo guest lectrer from DFID. | will start withv the problem and work from there.
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We know- wihat many of the proplems are v Hhe public service, asy we
‘worksihopped’ them last week withv all owr government counterparts: We also-
kinow- wirat sort of an owtcome we are seeking — bt none of ws were gurite sire
how-to- get there — what owr ‘theory of change’ B So;, | wll jiggle withv the project
fromework and make Ut far less prescriptive than wsmal. | ame worried thouglv
that owr Quality Control broanch will say tivat U needs to- be much more precise
and | need to- specify precisely the verfical chain: | will hawe to- ask my senior
governance adiiser how-to- get avound Hais.

I will explain uinv my BTOR that the key charocterstics of politically smait
progromuming moy seewm ke common sense, bt Hiey are not Hie norm U currrent
old operotions. | will emphasise tvat uv Hus progrom we need tivuree Hungs:
o Avold Preconceptions and Straightjackets — avoid the naive belief that
merely because of one initlal agreement ounr project wll succeeod. We kinow-
that polificy are not static — owr approacih must be flexibple!

o Seta clear goal — wiere ‘Stuff happeny (Le. politics) we need to- have a
dear gool but be flexible on the woy to- achiesve o
o Covstont ntferrogation of context — thinking and working politically Hose
uwolved must be willing to- engage continumnally withv Helr enwvironment;
| Hvink His s what BUL Easterly o tolking abowt wirew he goes on about
seorchersy and not ploannery. Makes sense to- me. Same witiv Matt Andirews and iy
‘thange space’ model. Go- for what i politically feasible.
SO,
This mission way muciv havoer thaw | ever Hiought b would be. | certaindy found
that all my reading helped, but U didinit b any way answer adll my guestions
ond point to- a ear way forworos If notiving else | have learnt how- important
oand, defining local context W, and. Hrat all Hie reading and kinowledge un the
worldh will only helyp yow make youwr own decisions and reacih your own
conclusionsy

Now- | muwst try and. turn thiy unto- a short; concise, and relatively simple
document that very busy sendlor managers wll read and understond— and agree
withu | do- wishv | had not lost my furst deaft on tiat Little USB stick: | Huink the
next two- weeks will be even tougher Han the last two!
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Abt Associates

Abt Associates is a mission-driven, global leader in
research, evaluation and implementing programs in the
fields of health, social and environmental policy, and
international development. Known for its rigorous
approach to solving complex challenges, Abt Associates
is regularly ranked as one of the top 20 global research
firms and was named one of the 40 international
development innovators. The company has offices in
the U.S., Australia and the U.K., and program offices in
more than 50 countries.

As the Australian subsidiary of Abt Associates, we work
with our clients to implement bold, innovative solutions
to improve the lives of the community and deliver
valued outcomes for our clients. We provide a
comprehensive range of services from policy to service
delivery in the public and private sectors contributing to
long-term benefits for clients and communities.
Operating in remote and challenging environments, we
offer extensive experience in the region, strong
technical capacity, and a proven project management
track record.

To learn more visit, https://abtassoc.com.au

To follow the latest thinking on governance, visit the
Governance and Development Soapbox,
https://abtassocgovernancesoapbox.wordpress.com
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