Monitoring and Evaluation of Capacity Development

Monitoring and evaluating capacity development programmes can be complex. When we understand that capacity development is a process of change and can focus on individuals, organisations or the broader enabling environment it is clear that merely measuring the numbers of people trained, or the number of policies and procedures developed is not sufficient. Capacity development is broader in scope and depth and goes beyond training individuals. It addresses improvements in peoples’ skills, in the institutions, the systems and the structures, all aiming to improve performance. Thus the monitoring and evaluation of capacity development needs to measure overall improvements and changes in systems and if possible the impact they have on the performance of programmes.

What is being measured?
At the individual level, capacity development refers to the process of changing behaviours, most frequently through training. However it also involves activities carried out after the training; training an individual does not ensure that this training is then implemented in the workplace or that the increase in skill will strengthen the full organisation, and ultimately lead to the achievement of programme objectives. Thus the monitoring of the capacity development of individuals needs to measure both the numbers trained, but also the implementation of the training in the workplace, or the use of the new tool that the individual was trained in. 

Capacity development at the organisational level focuses on the systems and procedures within functions and can include developing tools, guidelines and systems to enable change in overall organisational performance. Measuring the development of the guidelines or a new system will not show the adherence to the guidelines or the understanding and use of the new system by staff.

Clarity on the Objectives
If the monitoring and evaluation of capacity building is to be effective it is important to know what the purpose of the capacity building programme is. Monitoring capacity development is simplified when the CD programme is clear about what it aims to achieve both in the short, medium and long-term. This can include an overall objective for the whole capacity development programme: such as ‘to strengthen the delivery of health services within the country’. 

Within this the capacity development programme will outline areas for capacity development such as strengthening one or more of the functional capacities or developing an enabling environment. Each of these areas should also have clear objectives of what the programme aims to achieve in this area, such as ‘To strengthen the Public Financial Management System’, or ‘To ensure a robust health information system which supports the delivery of health care by providing information that is required for measuring the performance of service delivery at each health facility in the country’.

To achieve each objectives a number of activities will be agreed upon, such as: 
· Source an IT expert to configure the Public Financial Management System to be able to input donor budgets, to record expenditure and to report as per the donor requirements.
· Purchase IT hardware for the system to operate in all service delivery points.
· Carry out a pilot of the new system in one unit.
· Train all finance and programme staff in the new system.
· Set up a team of mentors/trouble-shooters for when the system goes live.

Types of Indicators
From the capacity development objectives and activities indicators can be developed to monitor the progress of the capacity development programme. The baseline data for the current capacity of each area can be obtained from the capacity assessment and can be used as the starting point for measuring progress.

Indicators for the individual activities firstly measure output, or whether activities are being implemented as programmed. These indicators are similar to those for monitoring the output of any project, such as the number of people trained. However personnel monitoring the capacity development need to assess the quality of the training, and after it is complete measure the uptake on the training. For example: when monitoring a simple training activity a review should be made of the training tools and their suitability. If possible the capacity development team carrying out the monitoring should attend some of the training to assess the training methodology and its effect on the learning of the participants. Finally when all the training is complete it is helpful to visit a service delivery point to assess whether the training is being implemented on site.

Next indicators need to measure the change in capacity. These indicators aim to measure the use of the training or the new system. Using the example above if the training was on a how to use a new financial management software, the outputs change in capacity can be monitored by measuring:
· The percentage of financial reports being produced by the system; or
· The percentage of expenditure being tracked within the system.

Even more challenging is to evaluate the link between capacity development and impact, since the impact is achieved through a complex mix of factors, which can be difficult to attribute only to the capacity development. Inputs from other donors, staff turnover or changes in the environment will all influence the overall impact. Capacity development is, almost always, only one of the factors that contribute to a programme’s impact. 

[bookmark: _GoBack]It can be helpful to include at least one indicator measuring capacity development within the Global Fund Performance Framework. The Performance Framework is a statement of intended performance and impact, to be reported to the Global Fund over the grant term. It includes an agreed set of indicators and targets consistent and including capacity development within this ensures the long-term development of the health system.


Lessons Learnt
Collaborative: Monitoring of any capacity development programme needs to be a collaborative activity between the organisation funding the programme and the individuals or organisations going through the process. 
 (
Best Practise
UNDP worked with the Ministry of Health in Zambia to develop long-term capacity development plans with the aim 
of transitioning the Principal R
ecipient activity back to the Ministry of Health. A Capacity Development Specialist was recruited to support the implementation of the plan. This person was stationed at the Ministry of Health ensuring that all the capacity development activities were viewed as a collaborative effort, rather than being imposed on the ministry.
)

Milestones: Being a process (and often a long-term process) capacity development can sometimes be best measured in stages or steps toward a desired outcome. This can be achieved by establishing milestones throughout the process that provide staged successes and allow organisations to build on these successes. 

Example Milestones

	Objective
	Milestone
	Measurement Tools

	To strengthen financial management and improve reporting systems. 


	Year 1: 80% of financial reports are submitted to the GF within the prescribed time.                                                                                                                                            Year 2: 95% of financial reports are submitted to the GF within the prescribed time.
	PR tracking on reports and advances.
GF tracking on reports and disbursements.

	
	Limited observations by GF on the quality of information being submitted in the PUDR/EFR.
	Management letters from GF. 



Flexibility: monitoring of capacity development should take place as an on-going process to enable the review and revision of programmes to address evolving needs as either the environment or the organisation changes. 
Baseline: Capacity development targets a future state or desirable outcome. To monitor and measure changes, it is helpful to carry out a capacity assessment at the start to enable a comparison. 
Capacity development needs to be specific: To become measurable, capacity development interventions have to relate to a particular outcome (capacity to do what?). 
Case Studies: The monitoring should be used as a regular opportunity for learning from experience, and the identification of case studies involving positive examples. 
Triangulate findings: Where resources permit, findings should be triangulated by monitoring capacity development with a variety of stakeholders. For example capacity changes and uptake of new tools or systems can be very different at the national level to other levels of implementation such as in provinces, or districts.


