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Brief  
Description

Objectives:

The objective of this method is to provide post conflict / post 
disaster project managers and advisors a stepwise approach 
for assessing capacity development (CD) needs for local state 
administrations in fragile situations and countries. The method 
provides an analytical approach for determining the causes of 
fragility and provides a capacity development framework that can 
be applied for targeting the CD measures. The method addresses 
approaches for working with and strengthening local state 
administrations for reconstruction and rehabilitation measures. 

Development Oriented Emergency and Transitional Aid–DETA- 
projects have been been one important element of Germany’s 
overall Development Cooperation instruments that ranges from 
humanitarian assistance (supported by the Ministry of Foreign 
Affairs - AA) through Development Oriented Emergency and 
Transitional Aid to longer term Development Cooperation (which 
is provided by the Ministry for Economic Cooperation and 
Development – BMZ). This is basically in-line with the LRRD 
approach (Linking relief Rehabilitation and Development). The 
concept was established in the mid-1990s when it became more 
and more evident that better development can reduce the need for 
emergency relief, better relief can contribute to development, and 
better rehabilitation can ease the transition between the two. 

The GIZ implements many DETA projects on behalf of the BMZ. 
The role of Development Oriented Emergency and Transitional 
Aid has gained increasing importance in recent years as a result of 
on-going conflicts, increasing natural disasters as well the result of 
other crises such as food and financial crises in 2008/09. While the 
DETA instrument as such is a unique German instrument  (no other 
OECD country has such an instrument) that are designed to fill the 
gap between humanitarian emergency assistance, rehabilitation 
and longer-term development assistance, the GIZ has further 
refined and developed the way in which it implements DETA 
projects by fully integrating the concept of capacity development 
for sub-national state organisations and institutions. 

The method is based upon the notion that fragility can be typified 
along four major dimensions of failure, e.g. authority failure, 
service failure, legitimacy failure and security failure (Stewart 
F, Brown G, June 2010). Furthermore, capacity development can 
also be similarly categorised namely into five capabilities, namely 
capability to: self-organise, generate development results, establish 
supportive structures, adapt and renew and achieve coherence. By 
clustering the capacity development along these dimensions, post 
conflict post disaster projects can target the CD measures directly 
towards meeting these capabilities and thus contribute towards 
addressing some of the causes of fragility in the project area. 
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Step 4. Implementing CD measures 

Step 3. Developing appropriate CD measures 

Step 2. Assessing local state administrations 

Step 1. Context analysis 

Capacity Development (CD) for local state 
administrations in context of fragile states 

•  Undertake initial training / CD measures 
•  Promote training through national team 
•  Monitor and evaluate training 
•  Improve CD measures 

•  Needs assessment  
•  Develop quick impact measures 
•  Develop TOT approach 
•  Qualify local organisations to provide training 

•  Strengths and weaknesses assessment 
•  Clarification of roles and functions 
•  Assessment of level of decentralisation / decongestion 

•  Causes of fragility national / local 
•  Assessment linkage state administration and other service providers 
•  Main causes of (service) failure 

  State admin. CD  
undertaken regularly 

  On-the-job training provided 
  Support measures  

completed  

  Integrated CD 
 programme developed 

  Local trainers available 
  CD approach tested  

  Exact status of state 
 administration is known 

  Roles and functions 
 can be matched with 
 project needs 

  An in-depth 
 understanding of the 
 national and local 
 context in which the 
 project operates 

Main CD activities Results Outcomes Start of  
programme 

Status of 
State Admin.  

capacities 
accepted  

CD Services  
Improved  

(quantity &  
quality) 

Framework  
conditions of  

project 
understood 

Capable  
Personnel 

available and 
working 

Attribution gap 

Proposed 
Main Users

National and international project managers and 
staff working in conflict, post conflict and post 
disaster settings.

Purpose of 
the Method

The manual is divided along four major steps (compare figure 1): i) 
analysing the context (national and local); ii) assessing the local state 
administrations; iii) developing a sustainable capacity development 
approach; iv) undertaking capacity development measures for local state 
administrations. The manual includes a short introduction to the topic, a 
series of guiding questions and, where applicable, suggestions for use of 
Capacity Works methods and tools for each step.

The objective of undertaking the initial broad context analysis at na-
tional and project area level is to gain a clearer understanding of the 
background and causes of fragility. Using the four dimensions of failure 
as a starting point (legitimacy, authority, service and security) the analy-
sis is intended to determine and characterise the fragility context both 
at country and project area level. The analysis can be undertaken using 
secondary data and information; no primary data collection needs to be 
undertaken.

          Figure 1: Four-step approach for CD for local state administrations
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Advantages

Limitations

▶	 State non-state service provision: In fragile states, donors/implementing 
organisations are inclined to fund delivery of basic services.  On the 
other side of the equation is the need to rebuild sustainable public-sector 
capacity. This method shows how this can be achieved even for projects 
with limted time periods.

▶	 Services now vs institutional / organisation strengthening: Even 
though this is a difficult trade-off involving balancing the humanitarian 
imperative to provide immediate services in low capacity settings against 
the need to rebuild public institutions and their capacity to deliver 
services, it is possible if the state is properly involved in the process from 
the outset. Even where the state is exceptionally weak, it must at least 
fulfil its “control” function and must be capacitated to do this.  

▶	 Immediate security vs community resilience/ long-term stability: Priority 
of development measures in conflict affected or post-conflict fragile 
countries often address security first. However, capacity development 
approaches have to quickly address approaches for re-building of 
democratic governance to increase political legitimacy.

 
▶	 External actors and local capacity: It is much harder in post conflict 

situations to have sufficient local capacity, it is either not available or has 
been recruited by donor funded organisations. Despite this limitation the 
state institutions must be involved in managing the public resources from 
the outset.

▶	 Technical vs political: Post conflict post disaster projects that promote 
capacity development focuses more on provision of resources, skills/
knowledge, and organisation targets rather than politics, power, and 
incentives. This is easy to plan and finance as it is within the ambit of 
most donor organisations.  The focus on political issues which are equally 
important but harder to address is often left out or ignored, especially in 
the immediate post-conflict post disaster setting.

▶	 It is often hard to balance the “two track problem” of service delivery 
and public sector capacity development, where the two tracks have 
fundamentally different strategies and timeframes.

▶	 The pressure for quick response in fragile states with weak and 
destroyed capacity, where needs for services are immediate, forces donor 
organisations to look to alternative sources of capacity to fill gaps (e.g. 
external expertise, NGOs, private sector, etc.).

▶	 Athough there are easy ways of implementing projects that ignore 
existing local capacity and/or put off attention to institution-building this 
approach creates dependency and reduces the chances for sustainability 
and legitimacy. 
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Step 1: Working definition of fragility and fragile states
The objective of this step is to define and initially agree on fragility. A 
good starting point is the OECD-DAC definition. The definition highlights 
two important aspects; a fragile state is one that lacks the “political will 
[or] capacity to provide the basic functions for poverty reduction” and 
“development” and that a fragile state cannot “safeguard the security 
and human rights of their populations”. The two sentences contain what 
fragility is, why it is a problem and how it should be addressed. Reducing 
complexity to key issues puts into perspective the emphasis on context as a 
starting point.

For the last twenty years, donors and development organisations have 
increasingly seen the state as being the central force for achieving progress 
for poverty reduction, peace building and conflict transformation. Therefore 
the BMZ (Federal Ministry for Cooperation and Development) has devoted 
significant attention and resources to strengthening the role of the state. 

Similarly, the post conflict/ post disaster projects has also developed 
approaches for engaging the state in the context of fragility. An important 
recognition that has emerged is that the social and political contexts must 
be analysed in-depth, which also includes determining the exact roles 
and incentives of the different actors (including government officers, civil 
society actors, and private business persons). 

A recent study (Stewart F, Brown G, Nr. 3, June 2010 Fragile States, CRISE, 
Oxford) distinguishes between three main types of failure at country level. 
The approach provides an appealing and practical basis for categorising and 
deriving scenarios for fragile states:

▶	 Authority failure, where states lack the authority to protect their citizens 
from various kinds of violence

▶	 Service failure, where states fail to ensure access to basic services to all 
citizens

▶	 Legitimacy failure, where there are no accountability mechanisms 
between the state and the population

The three forms of failure mentioned above inherently contain a further 
important form of failure namely: 

▶	 Security failure, where basic human security is not provided for and 
ensured by the state. 

What is important is that fragile states are rarely fragile in all aspects and 
typically possess some important levels of capacity. Furthermore, fragility 
may be quite significant in some parts of a country and not in others. 
Fragility may exist where rebel movements dominate or where the state 
is absent, without the state as such being fragile. In many countries, the 
presence of the state is much more felt in the capital and other major cities, 
while remote areas experience substantial service failures.

General 
Procedures
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General 
Procedures

Step 2: Guiding questions for context analysis at national 
and project area level

The following matrix with guiding questions is designed to assist in the 
assessment of the status of fragility both at national and project area level.  
Mainly secondary data and information can be used at national level while 
at project level this can be augmented by detailed discussions with key 
stakeholders. The set of questions includes some proposed areas of action for 
post conflict/ post disaster projects projects (example only).

Table 1:  Guiding questions for assessing context of fragility and potential project actions

	   	   Selected	  Questions	  	   Potential	  project	  actions	  

Authority	  
failure:	  

	  

• Is	  the	  country	  centrally	  administered?	  
• Does	  the	  country	  pursue	  any	  form	  of	  decentralisation,	  

decongestion	  or	  even	  devolution?	  
• How	  strong	  are	  the	  links	  between	  national	  and	  local	  

levels	  (how	  are	  heads	  of	  administration	  appointed)?	  
• How	  are	  the	  sectoral	  line	  departments	  organised	  and	  

financed?	  
• What	  coordination	  systems	  exist	  at	  national	  and	  local	  

level	  for	  coordinating	  reconstruction	  and	  rehabilitation	  
measures?	  

• Utilise	  and	  apply	  any	  established	  and	  transparent	  
governmental	  planning	  process	  	  

• Establish	  a	  transparent	  system	  for	  decision-‐making	  
within	  the	  GIZ-‐DETA	  project	  and	  encourage	  participation	  
in	  the	  meetings	  by	  state	  and	  non-‐state	  organisations	  
involved	  in	  reconstruction	  and	  development	  

• Ensure	  that	  all	  decisions	  taken	  with	  the	  GIZ-‐DETA	  project	  
are	  communicated	  to	  the	  respective	  state	  organisations	  	  

• Assist	  government	  in	  making	  functional	  existing	  donor	  
coordination	  instruments	  

Service	  
failure:	  

	  

• What	  level	  service	  should	  be	  provided	  by	  the	  national	  
and	  local	  state	  administration	  (e.g.	  types	  of	  service,	  
quality,	  outreach)?	  	  

• How	  effective	  and	  efficient	  are	  these	  services?	  
• Are	  there	  any	  sharp	  levels	  of	  horizontal	  inequalities	  

and	  social	  exclusion	  –	  i.e.	  with	  particular	  
groups/regions	  excluded,	  since	  this	  is	  liable	  to	  cause	  
political	  problems?	  

• Identify	  state	  institutions	  that	  have	  a	  basic	  capability	  for	  
planning	  and	  implementing	  services	  and	  capacitate	  
these	  to	  improve	  their	  services	  

• Assist	  community	  based	  organisations	  to	  develop	  and	  
provide	  basic	  services	  to	  complement	  state	  
administration	  services	  

• Assist	  in	  promoting	  coordination	  amongst	  service	  
providers	  

Legitimacy	  
failure:	  

	  

• What	  is	  the	  status	  of	  national	  and	  local	  democracy	  
(free,	  fair	  and	  regular	  elections,	  inclusive	  
representation	  of	  all,	  etc)?	  

• What	  role	  does	  the	  military	  assume	  in	  government	  
system?	  	  

• Is	  the	  media	  free	  and	  fair,	  is	  it	  allowed	  to	  report	  on	  all-‐
important	  political	  and	  developmental	  aspects,	  is	  it	  
controlled	  by	  the	  state?	  

• Are	  parts	  of	  the	  population	  excluded	  from	  power,	  who	  
are	  they	  and	  what	  are	  the	  reasons	  for	  exclusion?	  

• Determine	  what	  levels	  of	  authority	  exist	  at	  the	  local	  level	  
• Develop	  procedures	  and	  approaches	  that	  utilise	  the	  

mandates	  and	  authorities	  provided	  for	  by	  the	  state	  for	  
the	  local	  levels	  

• Involve	  the	  communities	  in	  the	  basic	  allocation	  and	  
decision-‐	  making	  process	  jointly	  with	  the	  state	  
organisations.	  

• Initiate	  public	  audits	  and	  joint	  monitoring	  with	  
governmental	  and	  civil	  society	  stakeholders	  
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Security	  
failure:	  

• To	  what	  extent	  is	  the	  state	  able	  to	  provide	  basic	  
security	  across	  the	  whole	  country?	  	  

• Are	  any	  areas	  in	  the	  country	  or	  project	  area	  controlled	  
by	  non-‐state	  armed	  groups?	  

• Are	  there	  any	  signs	  of	  emergence	  of	  parallel	  security	  
structure	  /	  system	  with	  citizens	  increasingly	  taking	  
own	  care	  of	  security	  needs?	  

• How	  strong	  is	  the	  rule	  of	  law	  /	  justice	  system?	  	  
• To	  what	  extent	  is	  there	  an	  absence	  of	  civil	  and	  political	  

liberties,	  with	  arbitrary	  arrest,	  absence	  of	  free	  speech?	  

• Ensure	  that	  a	  good	  risk	  management	  system	  is	  in	  place	  
and	  being	  adhered	  to	  

• Undertake	  a	  local	  conflict	  analysis	  and	  integrate	  PCA	  into	  
the	  project	  work	  and	  ensure	  do-‐no-‐harm	  is	  applied	  

• Introduce	  an	  inclusive	  development	  approach	  as	  part	  of	  
the	  overall	  project	  approach	  

• Ensure	  that	  marginalised	  and	  vulnerable	  members	  of	  the	  
community	  are	  integrated	  into	  project	  activities	  and	  
directly	  benefit	  from	  the	  project	  measures	  	  

• Where	  applicable	  project	  staff	  should	  be	  representative	  
of	  the	  different	  target	  beneficiaries	  	  
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General 
Procedures

2. Steps for assessing capacity of state administrations

Background on local state administrations

Traditionally, the functioning of a Government administration has been 
categorised into national, sub-national (provincial or regional) and local. Lo-
cal state administrations are those bodies that administrate an area or small 
community such as village, town or a city. The structure of the division of 
functional responsibilities, relations and coordination among the different 
government levels is critical in determining how effective local self govern-
ments can be. 

There are enormous variations between the different levels of state adminis-
trations in fragile states. Very often there is no clarity regarding how to share 
the duties and responsibilities between executive and legislative and how 
civil society and private sector can be involved in the administration and 
development process. While functions are often delegated to lower levels, 
the necessary resources to implement the functions are not provided. This 
phenomenon is referred to as being “empowered but powerless local admin-
istrations”. 

Even though state administrations may not be effective in many countries 
where post conflict/ post disaster projects projects work, their potential sig-
nificance remains high. The local state administrations are important in pro-
moting development; this can be termed bottom-up state building”. Figure 2 
depicts the interaction and selected functions between the different levels of 
government and civil society.

Photo1: Capacity development of government partner institutions (source: GIZ-DETA)
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General 
Procedures

The interaction marked by the circle in figure 2 is an area where the post con-
flict/ post disaster programmes have the comparative advantage of working 
with the beneficiaries either through the state (elected) and administrative 
systems and / or through civil society organisations. The combination of 
working with both as well as interacting on all three levels of government 
(national, regional and local) is the key success factor of many projects.

Figure 2: Central - local government and administrations (ideal view)

Central State level 
(Central Government and 

administration) 

Provides framework for: 
•  Laws / policies 
•  National development 
•  Budget and finances 
•  International context 

Regional level* 
(Regional government and 

administration)	  
•  Regional line agencies 

provide technical and 
advisory services 

•  Regional coordination 
and planning 

•  Regional councils 

•  Regional planning and 
development 

•  Recommendations for 
laws and policies 

Local level 
(Cities, towns, districts, provinces) 

•  Active citizen 
participation 

•  Community based 
organisations 

•  Local participation 
•  Local self-help 
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* In countries without regional level the functions will be 
undertaken either by the central state and / or local level  

Source:	  Dräger,	  Stephan	  (2010),	  Stärkung	  	  Lokaler	  Verwaltungsstrukturen	  	  
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General 
Procedures

The salient benefits of working with state administrations include:

▶	 Much of the states responsibilities are actually implemented through the 
local level administration. At this level it is also a great deal easier to have 
an interaction between the state and the citizens.

▶	 Local state administrations are often important „door-openers“ for the 
project to have access to the beneficiary communities. 

▶	 The district and commune level is the most immediate contact point 
between the communities and the state administrations (i.e. “the face of 
the state”).

▶	 The local level is the only level where a realistic interaction between 
the state and the citizens can be undertaken above and beyond mere 
participation in any electoral processes.

▶	 The local level provides a good basis for any meaningful interaction 
between the state and the private sector as far as economic development 
is concerned.

▶	 Local administrations are usually responsible for developing, ideally with 
the participation of the citizens, local development plans. These should be 
integrated into the respective regional and national plans.

▶	 As post conflict/ post disaster projects generally work directly with the 
beneficiary communities, a high degree of trust building is required. Post 
conflict/ post disaster projects works only with those communities where 
it is actually welcomed by the communities. 

▶	 The local level is also expected to implement and realise these 
development plans jointly with the citizens. This further underlines the 
importance of the local level.

Step 3: Guiding questions on status of local versus 
national state administration
▶	 Is there an elected assembly at the local level and how is the state 

administration linked to the elected assembly?

▶	 How strong is the influence of the national level administration and how 
is the influence felt at local level?

▶	 How politicised is the state administration?

▶	 Do local or national politicians actively influence decision-making process 
es at local level and within state administration and how do they do this.
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General 
Procedures

Step 4: Taking up contact with the local state 
administrations

Although it may be stating the obvious, but when a new post conflict/ post 
disaster projects starts it is very important to establish good and effective 
working relationships with the local state administration. The project should 
also link into any on-going donor coordination mechanisms that may exist in 
the area. If these do not exist then the project could also try with the coun-
terpart organisation to develop at least an informal coordination mechanism 
system. This must not result in setting up parallel structures, which would 
weaken any state aided administration.

There are no defined methods and approaches that can be recommended 
for this step. Important is that the project develops active networks with the 
state administrations and other donor organisation working in the area.

Guiding questions on establishing contact with  local state administrations:

▶	 Who is the head of the administration?
▶	 What powers does he/she have over the line departments and other state 

organisations?
▶	 What condition is the administration in (in terms of state of the buildings, 

level of organisation, etc)?
▶	 How is the administration perceived by the beneficiaries and 

communities? 
▶	 Do they know about the services and functions of the administration?
▶	 What is the general perception by the INGO, NGO and UN organisations 

of the state administration?

Step 5: Assessing the expected functions of local state 
administrations

An analysis of existing state administrations at the local should be under-
taken. The analysis should examine the functions and areas of responsibility 
existing at local state administration level and should compare this with the 
capability (both in terms of human resources and also in terms of funds and 
equipment). 

Important is the need to clarify how the interaction with civil society organi-
sations and community based organisations should and actually is being 
undertaken. The proposed analysis should not only be aimed at state level 
organisations but should also include civil society organisations and com-
munity based structures. The existing laws, policies and strategies need to be 
assessed with regard to: suitability, applicability, and consistency for each of 
the different local self-government levels.
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General 
Procedures

The assessment could include examining income and taxation opportunities 
and as well as central government budgetary support for local state adminis-
tration. This can be compared with the current and planned expenditures to 
determine the degree of financial and service provision efficiency. 

An actors analysis elaborating in detail the particular interests of actors and 
their limitations in regard to project activities and partners should be the 
next step. The actors analysis could be undertaken as part of a Peace and 
Conflict analysis.

Guiding questions  on status of local state administrations

▶	 What are the exact roles and functions of the state administration, 
especially those most relevant for post conflict/ post disaster projects?

▶	 What functions have been delegated from national and sub-national 
(Provincial) level to the local state administration?

▶	 How is the state administration organised at the project area level? Are 
there offices and qualified personnel at the field level? Do they have 
access to resources?

▶	 Which line departments have offices at field level and are there 
professional staff located at these levels?

Step 6: Analysing local, regional and national linkages and 
funding arrangements

The local state administration system is embedded into a whole hierarchy of 
administrative, legislative and executive correlations at the local, the sub-
national and the national level. Understanding how the relationships are 
functioning is the key to being able to effectively focus capacity development 
assistance. Therefore a detailed analysis of power structures and roles, func-
tions and inter-connections between the different organisations making up 
the local state administration is needed. At the same time this should result 
in an essential overview of how the linkages are to the next higher admin-
istrative level. Furthermore the analysis should look into the financial flows 
and command lines. In countries where some degree of decentralisation is 
planned or is in place it is very important to understand the whole decen-
tralisation process in which roles and functions are often well spelled out.

However, while such a formal assessment will provide a good insight into 
how decisions are actually made, it is equally important to understand who 
really the key decision-makers are. This informal decision-making process is 
quite common and by understanding it the ability of the project can con-
structively integrate these key decision-makers through targeted capacity 
development measures. The analysis will also provide an insight into how 
the project could strengthen the formal decision-makers so that they are able 
to take over their functions with emphasis being centred on actual service 
efficiency. An ideal method for the process is SWOT analysis (Strengths, 
Weaknesses, Opportunities and Threats analysis).
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General 
Procedures

Guiding questions  on status of local state administrations

▶	 Is there a good description available on the hierarchy of roles and 
functions (national, sub-national and local)? 

▶	 How are the three key issues, political, administrative and fiscal 
decentralisation, organised in the country?

Step 7: Examining the efficiency of current key service 
providers 

The efficiency and effectiveness of the current local state administration is 
important to know not only as a determinant of service capability to the com-
munities but also as this will provide ideas on where capacity development 
is required. 

The SWOT analysis as carried out in Step 6 would measure the service ef-
ficiency along different parameters: the most basic being whether a service is 
being offered at all and at the other extreme it could include a cost efficiency 
calculation. Service efficiency could also be measured in terms of time it 
takes for communities to access a service (e.g. average time taken to reach a 
health clinic or average time it taken for addressing citizen complaint by the 
state administrations).

The reason for highlighting the efficiency aspects is that often only the 
physical availability of a state administration service provider is measured. 
There a are a number of different methods and tools available for measuring 
efficiency. One effective tool is the citizen report card method, in which the 
citizens are asked to comment and determine the efficiency of services. Other 
methods can be derived from typical economic methods such as cost benefit 
analysis. Capacity works does not have any method that specifically deals 
with economic efficiency of service providers.

Step 8: Assessment of other service providers in  the local 
area

In most cases in the project areas there are also other international donor 
organisations, international non-governmental organisations, national non-
governmental organisations working and private sector contractors working. 
Gaining an overview of the different organisations operating in the project 
area is necessary to coordinate the work of the post conflict/ post disaster 
projects project effectively and to derive synergies. 

A simple overview matrix that lists the organisations working in the area, 
their mandate, main areas and sectors of operation would already be very 
useful. Analysing the organisations and determining their strengths and 
weaknesses can further refine the information. Much of the information 
may already exist, for example in the feasibility report of the project and/or 
reports by UNDP / OCHA and other UN organisations who are often man-
dated to compile a list of donor organisations. There may also be NGO forum 
that consolidates all information on NGOs working in the area. 
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Guiding questions  on status of other donor organisations  

▶	 Is an overview available of all INGOs, NGOs, and donor organisations 
available who work in the project area?

▶	 Is there an active formal or informal coordination between the local state 
administration and other development partners in place and operational?

3. Steps for developing CD measures

Core elements of capacity development

Capacity development is a holistic process through which people, organi-
sations and societies mobilise, maintain, adapt and expand their ability to 
manage their own sustainable development. For post conflict/ post disaster 
projects capacity development is directed towards all actors involved in the 
rehabilitation or development of the socio-economic infra-structure, with em-
phasis on strengthening state administrations. 

Post conflict/ post disaster projects undertake capacity development at all 
levels. For example, simple management tools or technical advisory services 
can be integrated into the capacity development of local staff or person-
nel from local state organisations. The capacity development is provided 
parallel to the provision of inputs depending upon the identified needs and 
requirements. These can take the form of seeds, building materials, as well 
as essential equipment, materials and possibly vehicles required to operate 
and manage basic office functions. Through this approach local capacities are 
systematically developed and strengthened. There are five core capabilities 
as part of capacity development (Brinkerhoff, D.W. 2007):

▶	 The capability to self-organize: Communities and people are able to: 
mobilize resources (financial, human, organisational); create space and 
autonomy for independent action; motivate different partners; plan, 
decide, and engage collectively to address reconstruction, development 
and peace building needs.

▶	 The capability to generate development results: Key stakeholders are 
able to: produce substantive outputs and outcomes (e.g. reconstruction 
of social and economic production factors such agricultural production, 
roads, markets, health systems, income generating opportunities).

▶	 The capability to establish supportive relationships: Stakeholders 
can: establish and manage linkages, alliances, partnerships with 
others to leverage resources and actions; build legitimacy in the eyes 
of stakeholders; deal effectively with competition, politics, and power 
differentials.
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▶	 The capability to adapt and self-renew: Stakeholders are able to: adapt 
and modify plans and operations based on monitoring of progress and 
outcomes; proactively anticipate change and new challenges; cope with 
shocks and develop resilience.

▶	 The capability to achieve coherence: Stakeholders can: develop shared 
short and long-term strategies and visions; balance control, flexibility, 
and consistency; integrate and harmonize plans and actions in complex, 
multi-actor settings; and cope with cycles of stability and change.

Figure 3 depicts the four dimensions of failure that are commonly associated 
with fragile states with the five core components of capacity development. 
The lack of or limited capacity at the societal level is an important driver 
of fragility in a country. In many countries the unequal distribution of the 
capacities and capabilities is a further factor, with some groups in society 
being affected by exclusion from the social and economic development of the 
country.

Figure 3: Linking core capabilities to causes of fragility

Step 9: Elaboration of detailed capacity development 
concept

Developing a detailed capacity development concept outlining the areas to 
be supported by post conflict/ post disaster projects should be developed 
early on in the project. Essentially, capacity development presents the differ-
ence between existing knowledge and the required / desired knowledge and 
capacity. This presumes that a strategy or vision of what exactly is expected 
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for improved state administrations is available (compare previous steps). The 
strategy provides the framework in which capacity development has to be 
undertaken and defines the know-how and capacity needs.

The capacity development strategy should make use of the results of the: 
▶	 Analysis of the legal and institutional framework conditions of local state 

administrations;
▶	 Assessment of the roles, responsibilities and concrete tasks of 

organisations and the people working therein;
▶	 Assessment of the required processes and mechanisms within and among 

organisations and stakeholders to achieve anticipated results;
▶	 Identification of required knowledge, skills and attitudes of people in 

order to perform well.

The capacity development strategy defines the change requirements with 
regard to personal and organisational capacities, internal organisational pro-
cesses and external system-wide mechanisms and processes. 

Guiding questions  on development of CD measures

▶	 Are the results of the analysis of the capacity of state administrations 
completed and results known?

▶	 Are the exact role and functions of the state administration known?
▶	 When comparing the constraints of the state administration and the 

expected roles and functions can the CD measures be easily identified and 
defined?

▶	 Can all important CD measures be realistically completed during the 
project duration?

Step 10: Analysing and determining potential local trainers

The next step in the process would be to establish a team of professional 
facilitators possessing sufficient local knowledge, skills and confidence to 
handle the challenges in promoting local state administrations and good lo-
cal governance based on participatory and adult learning approaches. 

The formation of groups of professional facilitators at the local level is one 
way of ensuring that professional training and advisory services can contin-
ue to be offered once the development programme has ended. Such a corps 
of local trainers is all the more important in rural areas where professional 
expertise is rare. 

While training either professionals or trainers (through training of trainer 
courses), emphasis needs to be placed on building their capacities for process 
moderation within the context of the administrative reform processes. Reflec-
tion teams or small work-groups should be established to exchange experi-
ence, discuss issues and monitor the progress made on assignments given by 
the trainers.
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▶	 Transfer of knowledge on decentralisation and local state administration 
related issues with particular reference to the country specific conditions. 

▶	 Transfer of skills on how to effectively handle the role of facilitators in the 
socio-cultural setting of the respective countries.

▶	 Practising their new skills in specialised capacity building programmes.
▶	 Peer group work to complete set tasks, to reflect on their own actions and 

to start develop their own concepts.
▶	 Coaching and supervising trainees between formal training sessions.

Guiding questions  on determining potential local trainers

▶	 Is there a good and effective state training centre in the area that could 
provide CD training?

▶	 Are there good professional trainers available in the area or at national 
level who could provide regular training?

▶	 What needs to be done to institutionalise the training?

Step 11: Guiding implementation principles for projects

The implementation of the measures to strengthen local state administrations 
structures and organisations require that post conflict/ post disaster projects 
follow some basic principles. The following table 2 provides an overview of 
these basic principles as well as support questions:

Photo2: Example of government departments providing capacity development for 
enterprise development at a buisness centre (source: GIZ-DETA)
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Table 2:  Guiding principles and examples of questionsGeneral 
Procedures Guiding	  principles	  for	  Projects:	   Examples	  questions	  /	  issues	  to	  be	  analysed	  

All	  project	  measures	  need	  to	  be	  
undertaken	  in-‐line	  with	  the	  do-‐
no-‐harm	  approach.	  

• Has	  a	  conflict	  analysis	  been	  undertaken	  in	  the	  project	  
region?	  

• Are	  the	  people,	  who	  are	  dividing	  the	  community	  among	  
those	  who	  will	  benefit	  from	  the	  suggested	  project?	  

• Are	  there	  people,	  who	  are	  connecting	  the	  community	  
excluded	  from	  the	  benefits	  of	  the	  project?	  

• Is	  only	  a	  part	  of	  the	  community	  benefiting	  from	  the	  
project?	  

The	  projects	  should	  focus	  on	  
the	  core	  functions	  of	  the	  local	  
state	  administrations	  in	  order	  
to	  achieve	  a	  minimum	  basic	  
provision	  of	  services	  for	  the	  
citizens.	  

• What	  are	  the	  core	  functions	  of	  the	  local	  state	  
administrations?	  

• Who	  else	  offers	  basic	  socio-‐economic	  services	  in	  the	  
project	  area?	  

• How	  do	  women	  benefit	  from	  any	  services	  being	  provided?	  
• How	  effective	  and	  efficient	  are	  these	  services	  or	  has	  a	  

client	  satisfaction	  survey	  been	  undertaken?	  
Select	  only	  a	  few	  suitable	  
methods	  and	  approaches	  with	  
emphasis	  on	  those	  that	  can	  
motivate	  the	  local	  
administration	  without	  over-‐
stretching	  these	  both	  in	  terms	  
of	  resources	  and	  competencies.	  

• Has	  any	  capacity	  development	  been	  undertaken	  in	  the	  
project	  area	  by	  other	  donor	  or	  implementing	  
organisations?	  

• Can	  experiences	  from	  other	  GIZ-‐DETA	  projects	  be	  used	  as	  
a	  basis	  for	  undertaking	  capacity	  development	  in	  the	  
project	  area	  (get	  an	  overview	  of	  existing	  GIZ-‐DETA	  
experiences)?	  

• Can	  some	  of	  the	  capacity	  works	  methods	  be	  used?	  
The	  GIZ-‐DETA	  project	  measures	  
should	  be	  based	  on	  realistic	  
objectives	  and	  expectations	  of	  
the	  local	  state	  administrations	  
and	  the	  target	  beneficiaries.	  	  

• Are	  the	  expectations	  of	  the	  project	  realistic?	  
• Is	  the	  project	  able	  to	  meet	  the	  expectations?	  
• How	  can	  the	  expectations	  be	  made	  more	  realistic?	  
• Is	  the	  inability	  to	  meet	  the	  expectations	  of	  the	  target	  

population	  leading	  to	  active	  and	  passive	  resistance?	  
GIZ-‐DETA	  approach	  should	  be	  
inclusive	  and	  should	  address	  
the	  needs	  of	  the	  vulnerable,	  
marginalised	  and	  extremely	  
poor	  members	  of	  the	  
community.	  

• Do	  the	  project	  measures	  benefit	  the	  poor	  and	  vulnerable?	  
• How	  have	  they	  been	  included	  in	  the	  identification,	  

planning	  and	  implementation	  process?	  
• How	  are	  the	  state	  or	  the	  local	  state	  administrations	  service	  

providers	  integrating	  these	  groups?	  

The	  implemented	  measures	  
contribute	  to	  the	  legitimacy	  of	  
the	  state	  and	  are	  designed	  to	  
increase	  the	  acceptance	  of	  
these	  structures	  amongst	  the	  
community.	  	  	  

• How	  do	  the	  communities	  currently	  view	  the	  local	  state	  
administrations?	  

• What	  needs	  to	  be	  done	  in	  order	  to	  improve	  the	  overall	  
performance	  of	  the	  local-‐self	  governments	  to	  increase	  the	  
legitimacy?	  

• Are	  there	  any	  parallel	  structures	  that	  currently	  enjoy	  
greater	  recognition	  and	  respect	  of	  the	  communities?	  

All	  GIZ-‐DETA	  measures	  need	  to	  
be	  planned	  and	  implemented	  
in	  a	  very	  transparent	  manner;	  
this	  is	  an	  important	  
contribution	  towards	  good	  
governance	  and	  addressing	  
corruption.	  

• What	  is	  the	  current	  steering	  mechanism	  for	  the	  project?	  	  
• Who	  else	  needs	  to	  be	  involved	  in	  the	  decision-‐making	  

process,	  especially	  of	  the	  project	  activities	  and	  how	  can	  
they	  be	  better	  involved?	  

• Is	  the	  decision-‐making	  process	  inclusive	  enough?	  
• How	  can	  the	  decision	  making	  process	  be	  made	  more	  

transparent?	  
• Can	  the	  decision-‐making	  process	  be	  linked	  to	  or	  embedded	  

in	  existing	  state	  structures	  e.g.	  coordination	  committees?	  
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4. Steps for implementing the CD measures

Step 12: Implementation of CD measures

This step involves the continuous implementation of the CD measures dur-
ing the lifecycle of the post conflict/ post disaster projects whereby the objec-
tive is to ensure that the capacity development capability is institutionalised. 
This would then provide the basis upon which CD can be provided even 
after the project has come to an end. What may possibly seem to be quite 
logical is that the post conflict/ post disaster projects needs to keep close 
contacts with the local state administrations and needs to always make a 
conscious effort of strengthening and developing them, even when this may 
seem to be particularly challenging. Where the state administration is simply 
too weak, then the minimum should be to qualify and capacitate the state 
administration to undertake its coordination and oversight function. In these 
cases implementation may have to be sub-contracted to other organisations 
that have the necessary competencies.

Guiding questions  on determining potential local trainers

▶	 Are the CD measures included in the project plan of operations?
▶	 Are sufficient project funds / resources available to implement the 

measures?
▶	 Is the effectiveness of the CD measures being monitored and are the CD 

measures being re-planned on the basis of the results of the monitoring 
exercise?

▶	 What is the level of satisfaction of the people participating in CD 
measures, are their expectations being met?

Step 13: Risk assessment and implementing M&E system

Capacity development in the context of post conflict/ post disaster projects 
has a number of risks and assumptions that must be permanently checked 
and considered. Many of these risks are related to the environment and 
framework conditions in which post conflict/ post disaster projects works 
and operates, especially when working in the context of fragile situations. 

This can be observed or further assessed through a systematic set of indica-
tors that can be correlated to the four main causes of fragility that have been 
elaborated above. Table 3 provides an example of how the external risk can 
be both assessed and monitored. In addition to these risks, post conflict/ 
post disaster projects also faces additional risks that are directly related to the 
way in which the programmes are designed. The main ones include:
 
▶	 Limited time period of post conflict/ post disaster projects, which will 

only allow for a certain level of capacity development to be achieved.
▶	 Flexibility required for quick action is often reduced by administrative 

procedures and formalities. 
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Table 3:  Risk assessment matrix (example only)
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▶	 Very weak state structures even bring limitations that cannot be overcome 
in the three-year implementation cycle of post conflict/ post disaster 
projects. Capacity development to overcome root causes of conflict 
or societal changes will take far longer. The risk here is that too high 
expectations will be levelled on projects that cannot be realistically met.

▶	 Lack of political legitimacy of state administrations which cannot be 
overcome within 3 years requires that alternative forms of administration 
are developed to achieve the post conflict/ post disaster projects 
objectives.
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▶	 Local state administrations do not always have the populations interest as 
a core objective.

▶	 The short-term planning horizons and limited or lack of  resources 
(financial, human, etc.) on the part of the government.

▶	 High staff turnovers within the projects, as well as state and civil society 
organisations.

▶	 Inability to reach remote areas due to lack of or very poor infrastructure 
and these cannot be realistically repaired / built in the time frame of a 
normal post conflict/ post disaster projects.

▶	 High levels of corruption.
▶	 Overstretching capacity of the partner organisations through a 

proliferation of donors.

Step 14: Addressing the challenges and trade-offs during 
implementation

Inner state conflicts and violence robs the people of their livelihood basis, it 
destroys physical, economic, political and social infrastructure and creates a 
social atmosphere led by non-transparent and conflict-prone structures and 
mechanisms. The main characteristics of fragility include: destroyed or inop-
erable social and economic infrastructure, violence or high risk of violence, 
breakdown of the state structures (state failure) which includes weakening 
or even lack of state organisations and institutions (e.g. executive, legisla-
tive and judicial) the livelihoods basis is vulnerable to external shocks and 
the existence of high rates of poverty, existence of parallel and often illegal 
economic activities, parts of the populations do not enjoy basic human rights. 

Given these challenging framework conditions, post-conflict/ post-disaster 
projects need to ensure a careful balance between different trade-offs:

▶	 Ensuring quick response while also developing capacities of the state 
administrations: Restoration of basic services in countries where the state 
administrations have largely been neglected or destroyed and where the 
state’s capability and capacity is low has necessitated post conflict/ post 
disaster projects to make use of short-term alternatives. Implementation 
of reconstruction and rehabilitation measures is undertaken directly by 
the post conflict/ post disaster projects and/or through development 
of community groups or assistance through non- governmental 
organisations. In order to avoid any process of undermining the 
states capacity further through the approach, post-conflict/ post-
disaster projects provides targeted capacity development for local state 
administrations to gradually take over more functions. Thus, quick 
impacts and capacity development of state administrations are addressed 
simultaneously without duplicating or curcumventing state structures. 

General 
Procedures



MethodFinder’s Practitioner’s Guide:

Capacity development of sub-national state administrations

Method / Page  21Copyright: GIZ - DETA Team 

General 
Procedures

▶	 Developing internal rather than external capacities: The limited or 
complete lack of capacity to manage public resources and services 
leads not only to poor service delivery but often leads to problems of 
corruption. This is not helped by the “brain drain” as competent people 
move from local state administrations to development organisations and 
the private sector that offer more attractive employment opportunities. 
By working with and through the local state administrations and by 
strengthening their capacities (through training and provision of limited 
equipment, materials and in some cases also office buildings) post 
conflict/ post disaster projects improves the attractiveness of working 
within the local state administrations.

▶	 Focusing on technical issues while not losing sight of political and 
social issues: post conflict/ post disaster projects has been able to largely 
undertake reconstruction and rehabilitation measures independently of 
whether political settlements and peace accords are having their intended 
impact on societal reconciliation. However, post conflict/ post disaster 
projects should examine the root causes of conflicts and seek to ensure 
that project measures contribute, where possible, to peace building and 
conflict transformation processes and at the very least that they “do-no-
harm”.

▶	 Balancing security needs with long-term stability: While post conflict/ 
post disaster projects cannot establish law and order it has cooperated 
effectively with other projects addressing disarmament, demobilisation, 
reintegration, rule of law and good governance. The ability to link-up 
with these different projects has improved the ability of the projects to 
widen the scope to indirectly cover (human) security aspects.
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