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Overview
With the fall of the Taliban regime, the Government of Afghanistan
and the donor community made education a high priority. The issue of
Ministry capacity entered into discussions about international aid to
support the education system very shortly after the new government
came to power. Civil servants had particularly limited experience
LQ SODQQLQJ DQG SROLF\PDNLQJ VSHFLÀFDOO\ LQ HVWDEOLVKLQJ SULRULWLHV
developing detailed plans and budgets, and implementing them.1 This
EULHÀQJSDSHUGHVFULEHVKRZWKH0LQLVWU\RI(GXFDWLRQ·V 0R( FDSDFLW\
to lead and negotiate education policymaking has developed over
the period from 2006 to 2010 through two major strategic planning
processes, conducted with external support provided by the United
1DWLRQV(GXFDWLRQDO6FLHQWLÀFDQG&XOWXUDO2UJDQL]DWLRQ 81(6&2 
Capacity-building, especially in complex organisations such as the
0R(LVDFRPSOLFDWHGORQJWHUPSURFHVVEHFDXVHLWLQYROYHVQRWMXVW
FKDQJHVLQLQGLYLGXDOV·NQRZOHGJHDQGDELOLWLHVEXWFKDQJHVLQKRZ
organisations operate. Because they can alter access to authority,
opportunities, and resources, these organisational changes are not
MXVW WHFKQLFDO EXW DUH DOVR LQKHUHQWO\ SROLWLFDO7KLV EULHÀQJ SDSHU
WKHUHIRUH GHÀQHV FDSDFLW\ DV ERWK WHFKQLFDO DQG SROLWLFDO DQG DV
involving individuals and the organisations of which they are a part.
7KHEULHÀQJSDSHUVKRZVWKDWRYHUWKHFRXUVHRIWKHLQLWLDOVWUDWHJLF
SODQQLQJHIIRUWVRPHLQGLYLGXDOVLQWKH0R(JDLQHGVNLOOVLQSODQQLQJ
and policymaking such that Afghan nationals led the second planning
effort. These individuals were national advisors whose salaries are
paid by donor agencies. This represents a model of capacity-building
that can be effective in achieving results, but risks making capacity
contingent on a “parallel” structure within the Ministry.2 Also,
GXULQJWKHÀUVWVWUDWHJLFSODQQLQJHIIRUW0LQLVWU\OHDGHUVKLSFUHDWHG
organisation-wide focus on the planning process. As a result, ownership
for the process was distributed to the programme departments, which
were actively engaged more so than during the second strategic
 -RXNR 6DUYL ´$ 1HZ 6WDUW IRU $IJKDQLVWDQ·V (GXFDWLRQ 6HFWRUµ 0DQLOD $VLDQ
'HYHORSPHQW%DQN 
1
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&DSDFLW\EXLOGLQJ )LQDO 5HSRUWµ .DEXO 8QLWHG 6WDWHV $JHQF\ IRU ,QWHUQDWLRQDO
'HYHORSPHQW 
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planning process, despite new technical capacity
ZLWKLQWKH0R(WROHDGWKHSURFHVV,QDGGLWLRQ
WKH0R(·VKLJKGHSHQGHQF\RQIRUHLJQDLGWRIXQG
its programmes made securing resources and
securing control over those resources important
aims of the planning process. This had the
apparent effect of deprioritising feasibility and
implementation of the plan. And while some
0R( VWDII ZKR OHG WKH VHFRQG SODQQLQJ SURFHVV
demonstrated capacity to resist program ideas
that were not aligned with plans, donor agencies
FRQWLQXHGWRKDYHVWURQJLQÁXHQFHWKURXJKWKHLU
current role in the overall endorsement of the
plan. In sum, a number of challenges—including
tension between planning and capacity-building
goals, gaps between the intended and actual
working structures used for planning, continuing
need to prioritise resource acquisition, and
lingering organisational constraints—were found
to shape planning outcomes.
6SHFLÀFUHFRPPHQGDWLRQVLQFOXGH
 3ODQ FDSDFLW\EXLOGLQJ LQWR SURJUDPPHV
Capacity-building needs to be planned for,
monitored and evaluated in its own right. This
LQFOXGHVDOORZLQJVXIÀFLHQWWLPHIRULQGLYLGXDOV
to develop skills and knowledge and for

organisations to develop the communication
and operational systems necessary to make
effective use of these skills.
 /RRN EH\RQG LQVWUXPHQWDO YLHZV RI FDSDFLW\
Although capacity is often understood in
terms of instrumental action—the ability
WR FDUU\ RXW IXQFWLRQV RU WDVNV³WKLV EULHÀQJ
SDSHUVXJJHVWVDEURDGHUGHÀQLWLRQWKDWDOVR
includes capacities relating to ownership,
resource attraction, organisational adaptation
and maintaining focus on priorities. It may
be helpful for the planning and evaluation of
capacity-building programmes to assume a
VLPLODUO\EURDGGHÀQLWLRQRIFDSDFLW\
 Distribute ownership evenly in a complex
organisation. It is important to recognise that
WKH0R(LVDFRPSOH[RUJDQLVDWLRQHQFRPSDVVLQJ
differing interests and priorities. Although
the strategic planning process was seen as
demonstrating increased national ownership,
this sense of ownership was not uniformly
IHOW ZLWKLQ WKH 0R( )XWXUH OHDGHUVKLS DQG
management of policymaking should try to
ensure that ownership is distributed more
evenly across departments, staff and other
stakeholders.

,QWURGXFWLRQ
There is widespread concern in the Government
RI$IJKDQLVWDQDQGWKHFRXQWU\·VGRQRUFRPPXQLW\
about capacity and capacity development. Decades
RIFRQÁLFWGHSOHWHGWKHUDQNVRIWKH$IJKDQFLYLO
service; many professionals left the country and
those who remained had little access to new
knowledge or professional growth opportunities.
The Taliban government severely reduced the
number and responsibilities of civil servants. The
current government inherited an infrastructure
ZLWK GDXQWLQJ FDSDFLW\ FKDOOHQJHV IHZ VWDII
members, limited material resources, and coming
to power following years in which civil servants
exercised little authority.3 In response to these
challenges there are programmes underway in
WKH$IJKDQ&LYLO6HUYLFH&RPPLVVLRQIRUH[DPSOH
WKH 0DQDJHPHQW &DSDFLW\ 3URJUDPPH 7KHUH
are also various public administration reform
3
 6DUYL´$1HZ6WDUWIRU$IJKDQLVWDQ·V(GXFDWLRQ6HFWRUµ
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efforts which the government is implementing
across ministries. The newly established Civilian
7HFKQLFDO$VVLVWDQFH3URJUDPPHDLPVWRLQFUHDVH
the extent to which the government delivers
programmes by developing the capacity of
permanent staff and organisations. These efforts
indicate that government capacity-building is
viewed as a goal in its own right in Afghanistan.6
But while capacity-building is seen as necessary
for improving government performance, it also
 6HHKWWSZZZDIJKDQH[SHUWVJRYDI DFFHVVHG6HSWHPEHU
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Government of the Islamic Republic of Afghanistan, March
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presents complex challenges.77KLVEULHÀQJSDSHU
focuses on the challenge of capacity-building in
Afghanistan by looking at the development of
capacity through strategic planning and policy
formation.
7KH GHYHORSPHQW RI WKH 1DWLRQDO (GXFDWLRQ
6WUDWHJLF3ODQ 1(63 LQPDUNHGWKHÀUVWWLPH
WKDWWKH$IJKDQ0LQLVWU\RI(GXFDWLRQ 0R( XVHG
strategic planning to develop a comprehensive
HGXFDWLRQSROLF\7KH1(63GHVLJQHGWRFRYHUÀYH
years, was revised ahead of schedule, beginning in
2009.87KLVSDSHUGHVFULEHVKRZWKH0R(·VFDSDFLW\
to lead and negotiate the policymaking process
FKDQJHGEHWZHHQWKHLQLWLDOIRUPXODWLRQRI1(63
and its revision.9 The paper draws data from a
case study conducted in 2009-10 on policymaking
in the primary and secondary education sector.10
The case study gave particular attention to the
0R(·V7HDFKHU(GXFDWLRQ3URJUDPPH11 Along with
several other studies focusing on agriculture and
rural development, governance, the Afghanistan
1DWLRQDO 'HYHORSPHQW 6WUDWHJ\ DQG ODZPDNLQJ
WKH6KLLWH3HUVRQDO6WDWXV/DZ WKLVSDSHULVSDUW
of a series collectively intended to contribute
to understanding policymaking processes in
Afghanistan.12
 9LQRG 7KRPDV ´/LQNLQJ ,QGLYLGXDO 2UJDQLVDWLRQDO DQG
,QVWLWXWLRQDO&DSDFLW\EXLOGLQJWR5HVXOWVµ :DVKLQJWRQ'&
&DSDFLW\ (QKDQFHPHQW %ULHI QR  :RUOG %DQN ,QVWLWXWH
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 7KH UHYLVHG 1(63 LV LQ WKH ÀQDO VWDJHV RI GUDIWLQJ DQG
approval, as of the time of writing.
8

9
In this paper, when the discussion relates to the strategic
SODQQLQJ SURFHVV WKH DFURQ\P ´1(63µ LV JHQHUDOO\ XVHG
When the discussion instead relates to the initial process
DQGGRFXPHQWWKDWZDVFUHDWHG´1(63,µLVXVHGDQGZKHQ
it relates to the revised strategic plan and planning process,
´1(63,,µLVXVHG

 6D\HG0RKDPPDG6KDK´,V&DSDFLW\%HLQJ%XLOW"$6WXG\
RI WKH 3ROLF\PDNLQJ 3URFHVV LQ WKH 3ULPDU\ DQG 6HFRQGDU\
(GXFDWLRQ 6XEVHFWRUµ .DEXO $IJKDQLVWDQ 5HVHDUFK DQG
(YDOXDWLRQ8QLW 
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 7KH7HDFKHU(GXFDWLRQ3URJUDPPHZDVVHOHFWHGEHFDXVH
 LWLVDFRQVROLGDWHGSURJUDPPHFRPSDUHGZLWKRWKHUV 
it is directly linked to the quality and access of education;
  SDVW SUDFWLFHV IRU WHDFKHU HGXFDWLRQ FDQ EH FRPSDUHG
ZLWK UHFHQW HYHQWV DQG   LW LQYROYHV YDULHG IRUPV RI
implementation both by government and non-government
organisations.

11

 0DUWLQHYDQ%LMOHUW´%HWZHHQ'LVFLSOLQHDQG'LVFUHWLRQ
3ROLFLHV 6XUURXQGLQJ 6HQLRU 6XEQDWLRQDO $SSRLQWPHQWVµ
.DEXO $IJKDQLVWDQ 5HVHDUFK DQG (YDOXDWLRQ 8QLW  
/DXU\Q 2DWHV ´$ &ORVHU /RRN³7KH 3ROLF\ DQG /DZPDNLQJ
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2UJDQLVDWLRQRIWKH%ULHÀQJ3DSHU
7KLV EULHÀQJ SDSHU EHJLQV ZLWK D GLVFXVVLRQ
about the concept of capacity followed by a
brief description of the methodology used in
the study. This is followed by a description and
DQDO\VLV RI WKH FDVH WKH SDSHU ÀUVW GHVFULEHV
WKH UHDVRQV 1(63 , ZDV GHYHORSHG DQG WKH NH\
DFWRUVWKHQLWGHVFULEHVWKH1(63,GHYHORSPHQW
process, focusing again on the key actors and
the working structures put in place to organise
the effort. There is an overview of the reasons
and motivations to revise the plan and develop
1(63 ,, ZKLFK DOVR ORRNV DW KRZ WKH NH\ DFWRUV
DQGZRUNLQJVWUXFWXUHVIRU1(63,,FRQWUDVWZLWK
1(63,7KHSDSHUWKHQIRFXVHVRQFDSDFLW\,WÀUVW
SUHVHQWVLQWHUYLHZHHV·GHÀQLWLRQVRIFDSDFLW\DQG
then gives evidence about capacity change in the
1(63 SURFHVV 7KHUH LV WKHQ D GLVFXVVLRQ DERXW
capacity to “resist,” that is, to argue, challenge
and advance an agenda, and a discussion about
WKHDSSDUHQWHIIHFWVRI1(637KHSDSHUFRQFOXGHV
with a series of recommendations based on the
ÀQGLQJVSUHVHQWHG

.H\&RQFHSW&DSDFLW\
“Capacity” is a key concept considered in this
SDSHU'HÀQLWLRQVRIFDSDFLW\UDQJHIURPVWULFWO\
WHFKQLFDO YLHZV WR GHÀQLWLRQV WKDW LQFRUSRUDWH
SRZHU DQG SROLWLFV 7HFKQLFDO GHÀQLWLRQV RI
capacity emphasise how human resources and
RUJDQLVDWLRQV FDQ EH LPSURYHG WKURXJK VSHFLÀF
LQWHUYHQWLRQV 0RUH SROLWLFDO GHÀQLWLRQV SRLQW WR
the importance of politics, culture and historical
context in developing capacity.13 Because
capacity development involves altering access to
authority, resources and opportunities, politics
3URFHVV %HKLQG WKH 6KLLWH 3HUVRQDO 6WDWXV /DZµ .DEXO
$IJKDQLVWDQ 5HVHDUFK DQG (YDOXDWLRQ 8QLW   $GDP
3DLQ´3ROLF\PDNLQJLQ$JULFXOWXUDODQG5XUDO'HYHORSPHQWµ
.DEXO $IJKDQLVWDQ 5HVHDUFK DQG (YDOXDWLRQ 8QLW  
6D\HG0RKDPPHG6KDK´$IJKDQLVWDQ1DWLRQDO'HYHORSPHQW
6WUDWHJ\ $1'6 )RUPXODWLRQ3URFHVV,QÁXHQFLQJ)DFWRUVDQG
&KDOOHQJHVµ .DEXO $IJKDQLVWDQ 5HVHDUFK DQG (YDOXDWLRQ
8QLW 
 +HDWKHU %DVHU DQG 3HWHU 0RUJDQ ´&DSDFLW\ &KDQJH
DQG 3HUIRUPDQFH 6WXG\ 5HSRUWµ 0DDVWULFKW 'LVFXVVLRQ
3DSHU QR % (XURSHDQ &HQWUH IRU 'HYHORSPHQW 3ROLF\
0DQDJHPHQW 7RQ\/DQG9RONHU+DXFNDQG
+HDWKHU %DVHU ´&DSDFLW\ 'HYHORSPHQW %HWZHHQ 3ODQQHG
,QWHUYHQWLRQ DQG (PHUJHQW 3URFHVVHVµ 0DDVWULFKW 3ROLF\
0DQDJHPHQW%ULHIQR(XURSHDQ&HQWUHIRU'HYHORSPHQW
3ROLF\0DQDJHPHQW 

13
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should be considered in capacity initiatives.
In Afghanistan, it is often said that Afghans
´ODFN FDSDFLW\µ +RZHYHU WKHUH LV DUJXDEO\ D
SROLWLFDO GLPHQVLRQ WR WKLV SUREOHP 7KRVH ZKR
design training programmes, often expatriates,
sometimes presuppose systems that do not exist
RU WKH\ GR QRW WDNH SHRSOH·V H[LVWLQJ FDSDFLW\
into consideration. ,Q IDFW LQ SRVWFRQÁLFW
conditions, building on the capacity that exists
may be particularly effective because institutions
that survive a war are likely to be more resilient
and effective than they appear.
Despite longstanding recognition that capacity
should be prioritised in development cooperation,
IHZ GHÀQLWLRQV RI FDSDFLW\ DUH JURXQGHG LQ
empirical research. Capacity is therefore
VHOGRP EDVHG RQ SHRSOH·V DFWXDO H[SHULHQFHV
2QH H[FHSWLRQ LV D ORQJWHUP FDVH VWXG\ RI 
development projects around the world.16 This
VWXG\ GHÀQHV FDSDFLW\ DV H[LVWLQJ DW ERWK WKH
LQGLYLGXDODQGFROOHFWLYH RURUJDQLVDWLRQDO OHYHOV
DQGLWLQFOXGHVÀYHW\SHVRIFDSDELOLWLHV
  2ZQHUVKLS FDSDELOLW\ WR FRPPLW DQG WR
engage, which relates to the importance of
ownership and motivation
  ,QVWUXPHQWDO DFWLRQ FDSDELOLW\ WR FDUU\ RXW
functions or tasks; instrumental action is the
most common way of thinking about capacity
  5HVRXUFH DWWUDFWLRQ FDSDELOLW\ WR UHODWH WR
others and attract resources and support,
which emphasises the importance of entering
into relationships that sustain existing sources
and produce new sources of funding, staff and
learning
  $GDSWDWLRQ FDSDELOLW\ WR DGDSW DQG VHOI
UHQHZ ZKLFK FDQ EH HVSHFLDOO\ LQÁXHQWLDO
when there is a high level of reliance on
external funding

 %DUQHWW55XELQ´:KR/DFNV&DSDFLW\"8VLQJWKH6NLOOVRI
WKH2SLXP7UDGHIRU&RXQWHU1DUFRWLFVµ ,QIRUPHG&RPPHQW
*OREDO $IIDLUV   KWWSLFJDEORJVSRWFRP
UXELQZKRODFNVFDSDFLW\XVLQJVNLOOVKWPO DFFHVVHG 0D\
 



 $ODVWDLU-0F.HFKQLH´%XLOGLQJ&DSDFLW\LQ3RVW&RQÁLFW
&RXQWULHVµ :DVKLQJWRQ '& &DSDFLW\ (QKDQFHPHQW %ULHI
QR:RUOG%DQN,QVWLWXWH 
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  PDLQWDLQLQJ IRFXV FDSDELOLW\ WR EDODQFH
coherence and diversity, which for large,
complex organisations means preventing
fragmentation and loss of focus, but at the
same time encouraging innovation
This previous research also points to a general
FRUUHODWLRQ EHWZHHQ WKH VL]H DQG FRPSOH[LW\
of an organisation and the amount of capacity
needed for it to be effective. Although the
type of capabilities needed varied according to
sector, mandate and history of an organisation,
the research found that the more complex was
an organisation—in terms of having many actors
and numerous views about priority activities
and goals—the higher was the level of capacity
required for the organisation to achieve its goals.
$V DQ LQVWLWXWLRQ WKH $IJKDQ 0R( LV FOHDUO\ D
complex organisation. Among the ministries, it
is one of the largest employers of civil servants
in the country and provides one of the most
broad-reaching and visible government services.
7KH FHQWUDO 0R( LV RUJDQLVHG LQWR D QXPEHU RI
GHSDUWPHQWV LQFOXGLQJ D *HQHUDO 6HFUHWDULDW
Deputy ministers coordinate departments. There
were two deputy ministers until recently but now
WKHUHDUHÀYH177KH0R(LVLQHIIHFWQXPHURXV
RUJDQLVDWLRQV VXFKDVFHQWUDOPLQLVWU\GHSDUWPHQWV
DQGSURYLQFLDOOHYHORIÀFHV WKDWH[LVWZLWKLQRQH
organisation. In addition to highlighting the issue
of organisational complexity, this also means
that it can be problematic to assume that “the
government” or “the ministry” shares the same
ideas and priorities.
Taking this discussion of capacity into
consideration, what would be evidence of change
LQ SROLF\PDNLQJ FDSDFLW\" ,W ZRXOG UHTXLUH
changes in both individuals and organisations.
7KH0R(LVFRPSOH[DQGZRXOGWKHUHIRUHUHTXLUH
strong capacity of all the types described above.
,QDGGLWLRQVLQFH1(63GHYHORSPHQWLQYROYHGWKH
technical assistance of non-Afghan personnel or
“internationals,” evidence of capacity change
would also be a transfer of instrumental action
from internationals to Afghan nationals. This
brings up a complicating issue. In Afghanistan,
WKHUHDUHGLIIHUHQWGHÀQLWLRQVRIZKRGRHVDQGZKR
GRHVQRWUHSUHVHQWWKH0R(7KH0LQLVWU\HPSOR\V
Afghan nationals who work under different types
of employment contracts, including “national
17
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advisors” who work under short- or long-term
contracts paid by donor agencies, and “civil
servants” who work under long-term contracts
SDLG E\ WKH JRYHUQPHQW 6RPH DUJXH WKDW RQO\
FLYLOVHUYDQWVWUXO\UHSUHVHQWWKH0R(ZKLOHRWKHUV
contend that national advisors, who typically speak
(QJOLVK DQG KDYH VRPH NQRZOHGJH IURP RXWVLGH
$IJKDQLVWDQDOVROHJLWLPDWHO\UHSUHVHQWWKH0R(
In terms of evidence of capacity, less reliance on
QRQ$IJKDQSHUVRQQHOZRXOGVXJJHVWJUHDWHU0R(
capacity, but there are varying opinions among
those interviewed for this study about whether
capacity-building that involves, or is contingent
on, national advisors as opposed to civil servants,
UHSUHVHQWVUHDO0R(FDSDFLW\GHYHORSPHQW
7KLV EULHÀQJ SDSHU GHÀQHV FDSDFLW\ DV ERWK
technical and political, involving individuals
and the organisations of which they are a part.
The elements of capacity presented above—
ownership, instrumental action, resource
attraction, adaptation, and maintaining focus—
ZLOOEHXVHGWRDQDO\VHWKHÀQGLQJV$WWKHVDPH
WLPH KRZHYHU WKH SHRSOH LQYROYHG LQ WKH 1(63
SURFHVVKDGWKHLURZQGHÀQLWLRQVRIFDSDFLW\DQG
this paper will also include these.

0HWKRGRORJ\
7KLV EULHÀQJ SDSHU LV SULPDULO\ EDVHG RQ 
interviews with 20 people who are involved in the
primary and secondary education sectors. They
LQFOXGHUHSUHVHQWDWLYHVRIWKH0R(GRQRUDJHQFLHV
DQG QRQJRYHUQPHQW RUJDQLVDWLRQV 1*2V  7KH

LQWHUYLHZVDGGUHVVHGLQGLYLGXDOV·LQYROYHPHQWLQ
DQGSHUVSHFWLYHVRQWKH1(63SURFHVVSDUWLFXODUO\
WKH 7HDFKHU (GXFDWLRQ 3URJUDPPH DV ZHOO DV
capacity issues. The interviews were conducted
during Autumn of 2009 and early Winter of 2010.
Data was also drawn from 18 brief interviews
FRQGXFWHG LQ 6SULQJ  DQG IURP D UHYLHZ RI
relevant documents.
:KLOH LQYHVWLJDWLQJ WKH 1(63 GHYHORSPHQW
process provided focus for the paper, it also
somewhat limited possible discussion of
education policymaking in Afghanistan more
generally. Many questions about policymaking in
education remain; for example, from where does
education policy derive and how effective is the
FXUUHQW SROLF\PDNLQJ VWUXFWXUH"18 The study is
not prescriptive and is not designed to result in
recommendations for the education policymaking
process or structure. It does not seek to identify
existing policy needs, to track implementation
of policy, or to assess the impacts of policy on
EHQHÀFLDULHV7KHVDPSOHGLGQRWLQFOXGHDQXPEHU
of key actors such as top Ministry leadership,
provincial education leaders, or regular civil
VHUYDQWHPSOR\HHVRIWKH0R(DQGWKHUHODWLYHO\
small number of interviews further limited multisource validation of the data. Data collection
IRFXVHGH[FOXVLYHO\RQDFWRUVEDVHGLQ.DEXODQG
RQ .DEXOEDVHG SROLF\PDNLQJ DFWLYLWLHV19 The
retrospective nature of the design also limited
WKH VWXG\ )XWXUH SROLF\PDNLQJ VWXGLHV ZRXOG
EHQHÀWIURPGHVLJQVWKDWLQFRUSRUDWHREVHUYDWLRQ
of actual policymaking activities.

7KH0DNLQJDQG5HYLVLQJRIWKH1(63
:K\'HYHORSD1(63"
With the fall of the Taliban regime, the government
and the donor community made education a high
priority. Under the new Constitution, education
ZDVHQYLVLRQHGWREH´WKHULJKWRIDOOFLWL]HQVµ
obliging the state to “devise and implement
effective programmes for a balanced expansion
of education all over Afghanistan.”20 Due to
decades of war and institutional decline, the
QHZO\ IRUPHG JRYHUQPHQW ODFNHG VXIÀFLHQW
ÀQDQFLDO DQG WHFKQLFDO UHVRXUFHV WR UHEXLOG
the education system without international
20
Constitution of Afghanistan.6HHKWWSZZZDIJKDQ
ZHEFRPSROLWLFVFXUUHQWBFRQVWLWXWLRQKWPO

support. The issue of Ministry capacity entered
into discussions about supporting the education
system very shortly after the fall of the Taliban
regime. Despite efforts to respond to pressing
QHHGV DQG SXEOLF GHPDQGV 0R( FLYLO VHUYDQWV
generally lacked capacity because they had had
 )RUDUHFHQWVWXG\WKDWWDNHVDEURDGHUKLVWRULFDOYLHZ
RI HGXFDWLRQ SROLF\ LQ $IJKDQLVWDQ VHH $QWRQLR *XLVWR]]L
´1DWLRQ%XLOGLQJLV1RWIRU$OO7KH3ROLWLFVRI(GXFDWLRQLQ
$IJKDQLVWDQµ $IJKDQLVWDQ$QDO\VWV1HWZRUN0D\ 
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This brief is based on a case study that includes more
detail about the consultative process than was described
IRU 1(63 , DQG 1(63 ,, LQFOXGLQJ FRPPHQWV DERXW HIIRUWV
to include provincial and district representatives. But again,
data about their own views and experiences were not
collected.
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little substantive experience or responsibilities
for years. Civil servants had particularly limited
H[SHULHQFH LQ VWUDWHJLF SODQQLQJ VSHFLÀFDOO\ LQ
establishing priorities, developing detailed plans
and budgets, and implementing them.21
3ULRUWRWKHGHYHORSPHQWRI1(63,22 which covered
WKH SHULRG RI    WKH DQQXDO
SODQV RI WKH 0R( ZHUH EDVHG RQ WKH 0LQLVWU\ RI
)LQDQFH·V 0R) EXGJHWDOORFDWLRQVIRUHGXFDWLRQ
+RZHYHU 0R( OHDGHUVKLS UHDOLVHG WKLV EXGJHW
driven approach did not match needs or growing
SXEOLFGHPDQGDVRQHLQWHUYLHZHHGHVFULEHG
After the emergence of the new government
and conceptual changes among the people,
the demand for education throughout the
country dramatically increased. If the MoE
continued to plan according to the budget
allocations by the MoF, it would never be
DEOH WR IXOÀO WKH GHPDQGV LQ WKH VHFWRU
These increased demands forced us to adopt
a middle way that was programming based on
the demands in the sector, not based on the
budget allocations.23
$Q LPSRUWDQW SDUW RI WKH 0R( PRWLYDWLRQ WR
GHYHORSWKH1(63WKHUHIRUHKDGWRGRZLWKZDQWLQJ
public need, rather than available resources,
WR GHWHUPLQH SODQV :KLOH WKH 0R( UHDOLVHG WKH
limitations of short-term planning based on annual
budget allocations, the head of the United Nations
(GXFDWLRQDO6FLHQWLÀFDQG&XOWXUDO2UJDQL]DWLRQ
81(6&2 VLJQHGDQDJUHHPHQWLQ.DEXO7KLVZDV
WR KHOS GHYHORSWKH 0LQLVWU\·VSODQQLQJ FDSDFLW\
WKURXJK 81(6&2·V ,QWHUQDWLRQDO ,QVWLWXWH RI
(GXFDWLRQDO 3ODQQLQJ ,,(3  7KH DJUHHPHQW
ZDV WR MRLQWO\ LPSOHPHQW D WKUHH\HDU 6WUDWHJLF
3ODQQLQJDQG&DSDFLW\'HYHORSPHQW3URMHFWZLWK
WKH0R(7KH,,(3LVDSHUPDQHQWLQVWLWXWHWKDW
strengthens the capacity of countries to plan and
manage their education systems.3UHFHGLQJWKLV
21

 ´1HZ6WDUWIRU$IJKDQLVWDQµ$VLDQ'HYHORSPHQW%DQN

 0LQLVWU\RI(GXFDWLRQ´1DWLRQDO(GXFDWLRQ6WUDWHJLF3ODQ
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$V RQH ,,(3 UHSUHVHQWDWLYH FKDUDFWHULVHG WKH
VLWXDWLRQ WKH 0R( KDG WR ´ULGH WKH ELNH DQG
assemble parts of the bike at the same time.”
DJUHHPHQW'HSXW\0LQLVWHURI(GXFDWLRQ'U$EGXO
*KDIRRU*KD]QDYLKDGHVWDEOLVKHGJRRGUHODWLRQV
ZLWKWKH,,(3LQSDUWGXHWRKLVZRUNH[SHULHQFH
LQ )UDQFH SULRU WR UHWXUQLQJ WR $IJKDQLVWDQ26
7KH 0R(·V DJUHHPHQW ZLWK 81(6&2 FRLQFLGHG
ZLWK 'U *KD]QDYL·V DWWHQGLQJ DQ (GXFDWLRQ IRU
$OO ()$ PHHWLQJLQ3DULVZKHUHGHOHJDWHVXUJHG
$IJKDQLVWDQWRKDYHDQ()$SODQ
()$ LV D JOREDO PRYHPHQW OHG E\ 81(6&2 WR
promote the basic learning needs of children and
adults around the world. It represents uniform
goals for all member nations and is also linked to
the global pursuit of the Millennium Development
Goals, especially the second goal, on universal
primary education, and the third goal, on
JHQGHU HTXDOLW\ LQ HGXFDWLRQ ()$ LV LQWHQGHG
to be a means of securing greater bilateral
and multilateral education funding as well as
greater commitment of domestic resources for
education.27 2QH LQWHUYLHZHH UHFDOOHG WKDW 0R(
leadership reasoned that developing a strategic
SODQ FRXOG VHUYH VLPXOWDQHRXVO\ ERWK WKH 0R(·V
goal of planning based on needs and those of
()$ 5HODWHG WR WKLV LV WKDW 81(6&2·V FDSDFLW\
EXLOGLQJVXSSRUWWKURXJKWKH,,(3LVOLQNHGWRWKH
()$LQLWLDWLYHWKDWLWOHDGV7KH1RUZHJLDQ$JHQF\
for Development Cooperation, representing the
*RYHUQPHQWRI1RUZD\IXQGHGWKH,,(3·VSURMHFW
ZLWK WKH 0R( WKURXJK LWV JHQHUDO VXSSRUW RI
81(6&2·V FDSDFLW\EXLOGLQJ LQLWLDWLYH ,Q VXP
1(63 , UHSUHVHQWHG DQ RSSRUWXQLW\ WR GHYHORS D
VWUDWHJLF SODQ WKHUHE\ SRVLWLRQLQJ WKH 0R( WR
attract greater resources and gain greater control
over the allocation of these resources.
0R( OHDGHUVKLS DOVR SURYHG WR EH HVVHQWLDO LQ
FUHDWLQJ IRFXV DQG RZQHUVKLS DFURVV WKH 0R(
IRU WKH VWUDWHJLF SODQQLQJ SURFHVV ,Q WKH ÀUVW
few years after the fall of the Taliban, from
2001-06, six different leaders served as Minister
RI (GXFDWLRQ $OWKRXJK WKH LQLWLDO DJUHHPHQW
EHWZHHQ 81(6&2·V ,,(3 DQG WKH 0R( ZDV PDGH
with Minister Younus Qanooni, the work moved
ahead decisively in 2006 under the leadership of
26

 ,QWHUYLHZZLWK0R(UHSUHVHQWDWLYHLQ'HFHPEHU
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0LQLVWHU +DQLI$WPDU :KHQ$WPDU ÀUVW DVVXPHG
GXWLHVDWWKH0R(KHZDVVDLGWRKDYHYLHZHGWKH
strategic planning effort as a rare “bright point”
RIDFWLYLW\+HJDYHWKHWDVNWRSSULRULW\DQGKLV
personal attention.28 0RUH JHQHUDOO\ $WPDU·V
WHQXUH DW WKH 0R( ZDV FKDUDFWHULVHG LQ WHUPV
of capacity to project ownership and maintain
IRFXV RQ SULRULW\ LQLWLDWLYHV 2QH LQWHUYLHZHH
VDLG ´%HIRUH KLP WKH 0R( ZDV D YHU\ VLOHQW
organisation and unproductive...he would followup on his policies and decisions and wanted to
JHW RXWSXW >3UHYLRXVO\@ HYHQ LI GHFLVLRQV ZHUH
consultative, there was no follow-up.”29

7KH1(63,GHYHORSPHQWSURFHVV
As described above, the initial agreement to
GHYHORS 1(63 LQYROYHG D FRQVHQVXV DPRQJ NH\
LQWHUQDWLRQDO DQG QDWLRQDO DFWRUV VSHFLÀFDOO\
81(6&2 ,,(3 VHYHUDO PLQLVWHUV RI HGXFDWLRQ D
'HSXW\0LQLVWHURI(GXFDWLRQDQGWKH1RUZHJLDQ
0LQLVWU\ RI )RUHLJQ $IIDLUV ZKLFK IXQGHG WKH
HIIRUW ,,(3·V FDSDFLW\EXLOGLQJ DJUHHPHQW ZLWK
WKH 0R( LQYROYHG D ORQJWHUP HIIRUW WR SURYLGH
WUDLQLQJ DQG WHFKQLFDO DVVLVWDQFH ,QLWLDOO\ 0R(
VWDII IURP WKH 3ODQQLQJ 'HSDUWPHQW DQG RWKHU
FHQWUDO GHSDUWPHQWV DQG SURYLQFLDO RIÀFHUV
ZHUH WR EH WUDLQHG $W D ODWHU VWDJH WKH 0R(
SODFHG WHQ QDWLRQDO DGYLVRUV LQ WKH 3ODQQLQJ
Department to reinforce the strategic planning
effort by increasing its operational work force.
7KLV KDSSHQHG DW D WLPH   ZKHQ WKH
0LQLVWHUZDVKLJKO\PRWLYDWHGWRSURGXFHDÀYH
\HDU SODQ DQG PRVW 0R( VWDII ZHUH QRW WUDLQHG
in the process; many had additional constraints
such as poor computer skills and little knowledge
RI UHFHQW HGXFDWLRQDO DSSURDFKHV 2YHUDOO WKH
QXPEHURI0R(VWDIIZKRZHUHWUDLQHGHLWKHULQ
depth or partially was approximately 80.30
'XULQJ 1(63 , GHYHORSPHQW WKHUH ZDV WHQVLRQ
EHWZHHQWUDLQLQJDQGSODQQLQJJRDOV$VRQH,,(3
representative characterised the situation, the
0R(KDGWR´ULGHWKHELNHDQGDVVHPEOHSDUWVRIWKH
ELNHDWWKHVDPHWLPHµ3UHVVXUHWRDFKLHYHTXLFN
 ,QWHUYLHZVZLWKWZR0R(UHSUHVHQWDWLYHVLQ1RYHPEHUDQG
December 2009, a donor agency representative in November
DQGDQ1*2UHSUHVHQWDWLYHLQ0DUFK
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 ,QWHUYLHZZLWKIRUPHU0R(UHSUHVHQWDWLYHLQ-DQXDU\

 ,QWHUYLHZ ZLWK DQ 0R( OHDGHU LQ 1RYHPEHU  0R(
3ODQQLQJ'HSDUWPHQWUHSUHVHQWDWLYHLQ'HFHPEHUDQG
information provided by an anonymous reviewer.
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development results is a general phenomenon
LQ SRVWFRQÁLFW QDWLRQV31 Much of the aid in
Afghanistan since 2001 has been characterised as
prescriptive and results-oriented, “designed to
deliver rapid, visible results, rather than to achieve
sustainable poverty reduction or objectives.”32
This results-orientation has been attributed
to both internal and external constituencies.
After suffering from war, people expect a
“peace dividend” and public expectations may
therefore be unrealistically high. Donor agency
expectations also tend to be high and, despite
constraints to project planning, procurement
and implementation, pressures to achieve early
results are likely to be unrealistically high.33 This
creates a tension between efforts to build local
capacity, which takes time and planning, and the
need to achieve quick results.
:RUNLQJ VWUXFWXUHV IRU GHYHORSLQJ 1(63 , ZHUH
GHWHUPLQHG DW DQ LQLWLDO PHHWLQJ EHWZHHQ ,,(3
DQG WKH 0R( 3ODQQLQJ 'HSDUWPHQW %DVHG RQ
LWV H[SHULHQFHV LQ RWKHU FRXQWULHV ,,(3 KDG
developed an organisational model for strategic
SODQQLQJWKDWZDVDGRSWHGLQWKHFDVHRI1(63,
,WFRQVLVWHGRI
  $6HFUHWDULDWZLWKLQWKH3ODQQLQJ'HSDUWPHQW
to manage the work
  $ 6WHHULQJ &RPPLWWHH WR VXSHUYLVH WKH ZRUN
VXSHUYLVHG E\ WKH 0LQLVWHU RU D 'HSXW\
0LQLVWHULQKLVDEVHQFH
  :RUNLQJ *URXSV EDVHG LQ SURJUDPPH
departments to develop programme content
  7KUHH7HFKQLFDO:RUNLQJ*URXSVWRXQGHUWDNH
cross-cutting
analytical
tasks.
These
included costing, projections, and alignment
with education law, the Afghan National
'HYHORSPHQW6WUDWHJ\(GXFDWLRQIRU$OODQG
other documents
31

0F.HFKQLH´%XLOGLQJ&DSDFLW\LQ3RVW&RQÁLFW&RXQWULHVµ
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 <XVXI %DQJXUD ´3XEOLF 6HFWRU 5HVWUXFWXULQJ 7KH
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7KH 6HFUHWDULDW DOVR FDOOHG WKH 6WUDWHJLF
3ODQQLQJ 7HDP FRRUGLQDWHG WKH 1(63 , SURFHVV
among the Working Groups and served as the
OLQN EHWZHHQ WKH ,,(3 DQG WKH 0R( 7KH 0R(
Minister appointed its members as well as
WKRVH RI WKH 6WHHULQJ &RPPLWWHH36 As part of
WKH ,,(3·V VXSSRUW WKH 3ODQQLQJ 'HSDUWPHQW
permanently restructured itself and established
sub-departments in management information
systems, coordination, strategic planning and
monitoring and evaluation.
There were a total of eight Working Groups
RUJDQLVHG IRUWKH GHYHORSPHQW RI1(63 , ZKLFK
UHÁHFWHGWKHQXPEHURI0R(GHSDUWPHQWVDWWKH
time. The respective department leader led each
Working Group, with the Minister again being
responsible for appointing additional members.
:KHQKHWRRNFKDUJHRIWKH0R($WPDUEURXJKW
VRPHDGYLVRUVZLWKKLP2QH0R(UHSUHVHQWDWLYH
said Atmar literally “brought capacity for the
Ministry” in the form of professional Afghans
whom he could be assured would work and
produce results.37 Although these advisors all
EHFDPHSDUWRIWKH1(63SURFHVVWKH\ZHUHQRW
permanent employees of the Ministry. Instead,
they were Khidmati, that is, providing “service”
to the Ministry and working under contracts in
ZKLFKWKH\ZHUHSDLGE\GRQRUDJHQFLHV,Q1(63
I, these people served as technical advisors in
the Working Groups. Non-Afghan advisors also
assisted, especially with costing and budgeting.
5HJXODU FLYLO VHUYDQW HPSOR\HHV RI WKH 0R(
ZHUH VDLG WR KDYH EHHQ LQYROYHG LQ WKH 1(63 ,
process; they participated in Working Groups and
made programme content suggestions through
WUDQVODWLRQIURP(QJOLVKWR'DULDQG3DVKWRWKHQ
EDFNWR(QJOLVKZKLFKZDVWKHODQJXDJHLQZKLFK
1(63 , ZDV GHYHORSHG38 ,,(3 H[SHUWV SURYLGHG
technical guidance; however, as one interviewee
characterised it, “the Working Groups would do
the work.” In particular, the national advisors
ZHUHGHVFULEHGDVWDNLQJWKHOHDGLQZULWLQJ1(63
,:RUNLQJ*URXSOHDGHUVOHGWKHJURXSVLQGHÀQLQJ
goals, breaking down goals into objectives, and
GHÀQLQJWKHVHLQWRVSHFLÀFDFWLYLWLHV

0R( UHOLDQFH RQ QDWLRQDO DGYLVRUV LV FRQVLVWHQW
with the “embedded advisor” or advisory team
strategy of technical assistance.39 This is a model
of technical assistance that is associated with
capacity-building, but only if the goal of capacity
development is an explicit focus. Capacitybuilding in this model is more limited if, on the
other hand, the embedded advisor or advisory
group becomes a “parallel” government body that
takes on operational functions that the Ministry
should perform. When the embedded advisor
LV DQ $IJKDQ UHWXUQHH WKHUH DUH PDQ\ EHQHÀWV
from a donor agency point of view, including
W\SLFDOO\JRRG(QJOLVKODQJXDJHVNLOOVH[SRVXUHWR
FRQWHPSRUDU\ XVXDOO\:HVWHUQ ZD\VRIWKLQNLQJ
as well as an understanding of cultural and
VRFLDO FXVWRPV WKDW LQÁXHQFH $IJKDQ SUDFWLFHV
+RZHYHUSRWHQWLDOGUDZEDFNVWRWKHVWUDWHJ\DUH
resentment when returnees make substantially
higher salaries than other Afghans, and calling
LQWRTXHVWLRQUHWXUQHHV·VXSSRVHGVXSHULRUOHYHO
of competence. In this study, national advisors
ZHUHSUHVHQWLQERWKWKH7HDFKHU(GXFDWLRQDQG
3ODQQLQJ GHSDUWPHQWV RI WKH 0R( DQG LQ ERWK
departments national advisors had been with the
0R(IRUDQXPEHURI\HDUV
,Q WKH 1(63 , GHYHORSPHQW IRU WKH 7HDFKHU
(GXFDWLRQ3URJUDPPHNH\DFWRUVZHUH0R(WHDFKHU
education leaders and specialists, and donors and
1*2V LQYROYHG LQ WKH DUHD 7KHVH LQFOXGHG WKH
-DSDQ ,QWHUQDWLRQDO &RRSHUDWLRQ $JHQF\ -,&$ 
Gesellschaft für Technische Zusammenarbeit
*7=  WKH 6ZHGLVK ,QWHUQDWLRQDO 'HYHORSPHQW
&RRSHUDWLRQ $JHQF\ 6,'$  86$,' WKH 8QLWHG
1DWLRQV&KLOGUHQ·V)XQG81(6&2WKH:RUOG%DQN
DQG &DUH ,QWHUQDWLRQDO 7KH 7HDFKHU (GXFDWLRQ
Department further organised the process through
HVWDEOLVKLQJ D QXPEHU RI VXE:RUNLQJ *URXSV
research, education administration, pre-service,
in-service, distance education, and standards and
curriculum. Although interviewees had different
recollections about who led each subgroup, it
appeared to have been a mix of national advisors,
GRQRUUHSUHVHQWDWLYHVDQGDWOHDVWRQH1*2 GTZ,
 %OXH ´$VVHVVPHQW RI WKH ,PSDFW RI 86$,')XQGHG
7HFKQLFDO$VVLVWDQFH&DSDFLW\EXLOGLQJ)LQDO5HSRUWµ
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 ,QWHUYLHZZLWK0R(UHSUHVHQWDWLYHLQ'HFHPEHU

 ,QWHUYLHZVZLWKDQ1*2UHSUHVHQWDWLYHDQGD0R(DGYLVRU
in March 2009.
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and one anonymous reviewer.
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Different interviewees referred to different numbers
and areas of focus for the sub-Working Groups. Additional
subgroups that were named include accelerated and teacher
education, special education, and non-formal education.
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for instance, led in developing the pre-service
VXESURJUDPPH 2QO\ D IHZ 1*2V DSSHDUHG WR
have been involved in formulating the initial
7HDFKHU (GXFDWLRQ 6WUDWHJLF 3ODQ VSHFLÀFDOO\
by reviewing drafts and providing feedback and
comments.
2UJDQLVDWLRQDODQGZRUNLQJVWUXFWXUHVIRU1(63,
ZHUH FKDUDFWHULVHG DV YHU\ ´VSHFLÀHGµ WKDW LV
they were pre-determined at the outset of the
policymaking process. All the members of the
VWHHULQJ FRPPLWWHH ZHUH GHÀQHG WKH QXPEHU
RI PHHWLQJV ZDV GHÀQHG :RUNLQJ *URXSV ZHUH
GHÀQHG DQG WKH SURFHVV RI ZRUN ZDV GHÀQHG
:KLOHWKH,,(3PLJKWKDYHVXJJHVWHGEDVHGRQLWV
previous experience, the structural content for
WKHVHVSHFLÀHGSURFHVVHVLQWHUYLHZHHVXQLIRUPO\
FKDUDFWHULVHG 0LQLVWHU $WPDU·V OHDGHUVKLS VW\OH
as providing an enabling environment that
meant that the structure was operational. “The
PRPHQW $WPDU HQWHUHG LQWR WKH ULQJ KH VDLG
´(YHU\ERG\ ZLOO OLVWHQ WR P\ FRPPDQGµ 7KHUH
was a hierarchal system of decision making for
1(63,$WWKHERWWRPZHUHWKH:RUNLQJ*URXSV
DQGWKHQWKHUHZDVWKH6WHHULQJ&RPPLWWHH7KH
results of the Working Groups would be presented
to the board,” said one interviewee. In terms
RIFDSDFLW\0R(OHDGHUVKLS·VVWURQJH[SUHVVLRQRI
ownership for and focus on the strategic planning
SURFHVV PHDQW WKDW WKH ODUJHU 0R( V\VWHP ZDV
engaged and responsive. Departments adapted by
organising themselves to do the required planning
WDVNV HYLGHQFHG LQ WKLV VWXG\ E\ WKH 7HDFKHU
(GXFDWLRQDQG3ODQQLQJGHSDUWPHQWV 
'HVSLWH WKH H[LVWHQFH RI VSHFLÀHG ZRUNLQJ
structures, there was some indication that
WKH\ GLG QRW IXQFWLRQ DV LQWHQGHG7KH 6WHHULQJ
Committee “could not be active enough” and,
although programme department leaders led the
Working Groups and provided comments, “they
were less involved and had less contribution
WKDQWKH>$IJKDQQDWLRQDO@DGYLVRUVZKRKDGNH\
roles in the Working Groups.”2QHLQWHUYLHZHH
donor agency representative in November 2009.
 ,QWHUYLHZVZLWKWZRLQWHUQDWLRQDO1*2UHSUHVHQWDWLYHVLQ
November and December 2009.



 ,QWHUYLHZZLWKDQ0R(3ODQQLQJ'HSDUWPHQWUHSUHVHQWDWLYH
in December 2009.



Interview with a donor agency representative in
November 2009.





 ,QWHUYLHZZLWKDQ0R(3ODQQLQJ'HSDUWPHQWUHSUHVHQWDWLYH

involved in the process for teacher education had
the impression that plans for the way the working
structures would operate “did not last very
long.” Decisions tended to be made primarily by
sending documents around for comments, which
were received from Working Group members
and technical advisors, as well as the Minister
himself.
The gap between how the working structures
IRU 1(63 , ZHUH LQWHQGHG WR IXQFWLRQ DQG KRZ
they actually functioned was attributed largely
WR WKH WLPHWDEOH 7KH ,,(3 KDG VXJJHVWHG WKH
need to accept a longer-term approach that
was participatory and incorporated capacitydevelopment into the formulation process.
Although Minister Atmar abandoned the initial
idea of setting a three-month deadline, he
continued to remind all those involved to keep
the product in sight. 2QH LQWHUYLHZHH UHFDOOHG
that this had the effect of “altering the normal
situation into an emergency situation,” with the
DGYLVRUV SXWWLQJ WKH GUDIWV WRJHWKHU LQ (QJOLVK
which facilitated the commenting process with
the international actors but may have limited the
LQSXWRIQRQ(QJOLVKVSHDNLQJFLYLOVHUYDQWV
)RU WKH 7HDFKHU (GXFDWLRQ 3URJUDPPH HDFK
sub-Working Group used the same format of
developing detailed strategies, targets, rationales
DQGLQGLFDWRUV+RZHYHUZKHQWKH:RUNLQJ*URXS
VXEPLWWHGDGUDIWWRWKH6WHHULQJ&RPPLWWHHWKH
teacher education format differed from those
used by other Working Groups. Indicators—which
were present in the teacher education format
but absent from others—were therefore dropped
IURPWKH7HDFKHU(GXFDWLRQ6WUDWHJLF3ODQGUDIW
and some changes in content were made. This
resulted in the impression that the plan “lost
the connection with the departments.” Despite
WKLV UHSUHVHQWDWLYHV RI WKH 7HDFKHU (GXFDWLRQ
'HSDUWPHQW VDZ WKH 1(63 , SURFHVV DV D JRRG
activity, resulting in a usable plan that the
department regularly referred to and used in
DQQXDOSODQQLQJ
in January 2010.



 ,QWHUYLHZZLWK1*2UHSUHVHQWDWLYHLQ'HFHPEHU
Comments by an anonymous reviewer.

 ,QWHUYLHZV ZLWK FXUUHQW DQG IRUPHU 0R( 3ODQQLQJ
Department representatives in December 2009 and in January
DQGDQ1*2UHSUHVHQWDWLYHLQ'HFHPEHU
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In my view it was a very good process and
good activity because we had a combination
of different levels of expertise. And what was
not important was who should lead it and who
VKRXOG KDYH WKH ÀQDO VD\ (YHU\ERG\ ZDV VR
open to have a better plan and to have more
quality input and there was no resistance to it
at all. The other thing was that people were
watching it, thinking, “ok this is our strategic
plan and we were very proud of it.” And we
were following the targets and we were
referencing it. And I think vision building and
planning became more a culture of work in
the Ministry.
3ULRUWRGHYHORSLQJ1(63,WKH7HDFKHU(GXFDWLRQ
Department had some informal strategic plans
and felt, accordingly, well prepared to take on
the task. In contrast, one Ministry representative
VDLGWKDWRWKHU0R(GHSDUWPHQWV´UHDOO\UHFHLYHG
D SXVK 1RW DOO EXW ÀQDQFH SURFXUHPHQW
LQIUDVWUXFWXUH IRU WKH ÀUVW WLPH WKH\ WKRXJKW
about the whole country and the whole system,
about procedures and objectives.”

:K\5HYLVH0RWLYHVDQG3URFHVVIRU
'HYHORSLQJ1(63,,
1(63,,LVLQWHQGHGWRJRLQWRHIIHFWLQ  
DQGFRYHUWKHQH[WIRXU\HDUVXQWLO  
In July 2008, just before he became Minister of
WKH ,QWHULRU +DQLI$WPDU DVNHG WKH YLVLWLQJ ,,(3
WHDP LQ .DEXO WR LQLWLDWH WKH UHYLVLRQ SURFHVV
6HYHUDO IDFWRUV DSSHDU WR KDYH SOD\HG D UROH
LQ WKLV UHTXHVW )HHGEDFN RQ LPSOHPHQWDWLRQ
LQFOXGLQJ GDWD REWDLQHG WKURXJK WKH 0R(·V QHZ
management information system, suggested
that there were weaknesses in the original plan.
Changes in educational targets agreed upon
DW WKH 3DULV &RQIHUHQFH LQ  DV ZHOO DV D
UHVWUXFWXULQJRIWKH0R(WRLQFOXGHÀYHUDWKHUWKDQ
eight departments, also played roles. Related
to this is that the programme departments—more
VSHFLÀFDOO\WKH'HSXW\0LQLVWHUVLQFKDUJHRIWKH
departments—were said to feel little ownership

RI WKH LQLWLDO 1(63 Additional factors related
WR GRQRU FRQGLWLRQV VSHFLÀFDOO\ IRU VXFFHVV LQ
JDLQLQJPHPEHUVKLSLQWKH()$)DVWWUDFN,QLWLDWLYH
)7, 
)7,KHOSVDFKLHYH()$JRDOVE\HQFRXUDJLQJORZ
income countries to develop education plans and
commit more resources to education in exchange
IRUJUHDWHUGRQRUIXQGLQJDQGDVVLVWDQFH)7,DOVR
LQFOXGHV WKH SRVVLELOLW\ RI DGGLWLRQDO ÀQDQFLDO
UHVRXUFHV WKH &DWDO\WLF )XQG ZKLFK SURYLGHV
WUDQVLWLRQDO IXQGLQJ DQG WKH (GXFDWLRQDO
3URJUDPPH 'HYHORSPHQW )XQG ZKLFK SURYLGHV
assistance to developing capacity. The new
0LQLVWHU RI (GXFDWLRQ )DURRT :DUGDN EHFDPH
LQWHUHVWHG LQ MRLQLQJ )7, ZKHQ LW EHFDPH FOHDU
in 2009 that funds available for Ministry goals in
school construction, teacher education, and other
programmes, especially in the border areas, were
QRWVXIÀFLHQW,QLWLDOO\ZDU\RIWKH0R(PDLQWDLQLQJ
such high targets, a World Bank representative
VXJJHVWHG)7,DVDQDOWHUQDWLYHIXQGLQJVRXUFH
3DUW RI )7,·V DSSHDO LV WKDW LQ H[FKDQJH IRU WKH
GRQRUV·HQGRUVHPHQWRIWKHVWUDWHJLFSODQ 1(63
,, WKHGRQRUVDUHWKHQREOLJDWHGWRIXQGWKHSODQ
WKURXJKWKHJRYHUQPHQWEXGJHW2QFHDSSURYHG
)7, DOVR KDV WKH SRWHQWLDO RI PDNLQJ DGGLWLRQDO
multilateral funds available to the sector.
$IJKDQLVWDQ VXEPLWWHG LWV DSSOLFDWLRQ IRU )7,
membership in May 2009 and, as described below,
VHYHUDOFRQGLWLRQVIRU)7,PHPEHUVKLSLQÁXHQFHG
WKH ZRUNLQJ VWUXFWXUHV IRU 1(63 ,, In terms of
FDSDFLW\PRWLYDWLRQWRUHYLVHWKH1(63LOOXVWUDWHV
WKH 0R( OHDGHUVKLS·V FRQVLVWHQF\ LQ SULRULWLVLQJ
resource attraction.
+RZ GLG WKH DFWRUV DQG ZRUNLQJ VWUXFWXUHV
IRU WKH 1(63 ,, SROLF\PDNLQJ SURFHVV FRPSDUH
WR WKRVH LQ SODFH IRU 1(63 ,"  )RU 1(63 ,, WKH
3ODQQLQJ 'HSDUWPHQW WRRN D IRUPDO OHDG LQ WKH
UHYLVLRQHIIRUW6WLOOVXSSRUWHGE\,,(3HVSHFLDOO\
in the area of projecting school enrolments
DQG QHHGHG WHDFKHUV WKH 3ODQQLQJ 'HSDUWPHQW
assumed the management and supervision of
 ,QWHUYLHZV ZLWK WZR 0R( 3ODQQLQJ 'HSDUWPHQW
representatives in November and in December 2009.



 ,QWHUYLHZ ZLWK DQ 0R( 7HDFKHU (GXFDWLRQ 'HSDUWPHQW
representative in November 2009.



 ,QWHUYLHZ ZLWK DQ 0R( 7HDFKHU (GXFDWLRQ 'HSDUWPHQW
representative in November 2009.



 7KHVKLIWIURPHLJKWWRÀYHGHSDUWPHQWVZDVUHTXHVWHG
E\WKH0LQLVWU\RI)LQDQFHWRIDFLOLWDWHWUDFNLQJDQGPDQDJLQJ
of programmes more effectively.
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 81(6&2 )DVW 7UDFN ,QLWLDWLYH KWWSZZZXQHVFRRUJ
HQHIDIXQGLQJIDVWWUDFNLQLWLDWLYH DFFHVVHG0D\



 ,QWHUYLHZ ZLWK D IRUPHU 0R( UHSUHVHQWDWLYH LQ -DQXDU\
2010.



 ,QWHUYLHZ ZLWK DQ 0R( UHSUHVHQWDWLYH LQ -DQXDU\ 
and a donor agency representative in December 2009.
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strategic planning. It created forms for recording
VLWXDWLRQ DQDO\VHV DQG SROLF\ IUDPHZRUNV ORJ
IUDPHV  WR EH FRPSOHWHG E\ GHSDUWPHQWDO
VWDII 7KH 3ODQQLQJ 'HSDUWPHQW ZDV WKHQ WR
FUHDWHGUDIWV³LQ'DULDVRSSRVHGWR(QJOLVKWKLV
time—that would be circulated for comment,
including back to the departmental leaders for
comments and ultimately for them to sign-off on
the content. ,Q FRQWUDVW WR 1(63 , WKH 'HSXW\
Ministers were said to be more actively involved
LQ 1(63 ,, VSHFLÀFDOO\ WKURXJK PHPEHUVKLS LQ
WKH6WHHULQJ&RPPLWWHHZKLFKDOVRLQFOXGHGWKH
0LQLVWHU'LUHFWRURI3ODQQLQJDQGVHYHUDORWKHU
0R( OHDGHUV $V D VWHHULQJ FRPPLWWHH PHPEHU
explained, “We integrated the Deputy Ministers
in the process and it is very helpful because some
said if our names are not in the document, we
ZRQ·W RZQ LWZKHQ WKH\ VHH WKHLU QDPH WKH\
will feel ownership.”:KLOHRZQHUVKLSLVGHÀQHG
here as involving commitment and engagement,
it is unclear how active the Deputy Ministers
were since their involvement did not appear to
PRWLYDWHWKHHQWLUH0R(V\VWHPDVKDGEHHQWKH
FDVH ZLWK WKH 0LQLVWHU·V LQYROYHPHQW LQ 1(63 ,
$VZDVWKHFDVHIRU1(63,ÀYH:RUNLQJ*URXSV
ZHUHUHSRUWHGWRKDYHEHHQSXWLQSODFHIRU1(63
,, FRUUHVSRQGLQJWRHDFKGHSDUWPHQWLQWKHQHZ
0R(VWUXFWXUH DVZHOODVWKUHH7HFKQLFDO:RUNLQJ
*URXSV1*2VDSSHDUHGWRKDYHSOD\HGDVLPLODUO\
PLQLPDOUROHLQWKH1(63,,GHYHORSPHQWSURFHVV
DVZDVWKHFDVHLQ1(63,
An important addition to the working structures
SXW LQ SODFH GXULQJ 1(63 ,, ZDV WKH IRUPDWLRQ
RI WKH (GXFDWLRQ 'HYHORSPHQW %RDUG UHQDPHG
WKH +XPDQ 5HVRXUFHV 'HYHORSPHQW %RDUG
>+5'%@LQ0DUFK 7KH+5'%ZDVRQHRIWKH
UHTXLUHPHQWV IRU )7, PHPEHUVKLS DQG ZDV DOVR
described as a mechanism of donor coordination
that Minister Atmar considered to be necessary
EDVHGRQKLVH[SHULHQFHZLWK1(63,,WVIXQFWLRQ
is as “a coordination bridge and mechanism for
the coordination of policies, programmes and
LPSURYHPHQW RI GRQRU0R( UHODWLRQVµ60 The
 ,QWHUYLHZV ZLWK WZR 0R( 3ODQQLQJ 'HSDUWPHQW
representatives in December 2009 and in January 2010.



 ,QWHUYLHZ ZLWK DQ 0R( UHSUHVHQWDWLYH LQ 'HFHPEHU
2009.



+5'% FRQVLVWV RI D 6HFUHWDULDW ORFDWHG LQ WKH
0R( D 6WHHULQJ &RPPLWWHH DQG ÀYH 7HFKQLFDO
:RUNLQJ*URXSVWKDWFRUUHVSRQGWRWKHÀYH1(63
,,SURJUDPPHV7KH6WHHULQJ&RPPLWWHHFRQVLVWV
RI  PHPEHUV IURP WKH 0R( HGXFDWLRQ VHFWRU
GRQRUVDQG1*2LPSOHPHQWLQJSDUWQHUV,WPHHWV
RQ D PRQWKO\ EDVLV 7KH &KDLU RI WKH 6WHHULQJ
&RPPLWWHH LV DQ 0R( UHSUHVHQWDWLYH GHVLJQDWHG
by the Minister, while the co-chair is selected
annually from one of the donor agencies. As
of June 2010 it is the Danish International
'HYHORSPHQW $JHQF\ 7KH +5'%·V 7HFKQLFDO
Working Groups use the same organisational
structure—a Ministry representative chairing and
a donor representative co-chairing. Based on
HYLGHQFHIURPWKH7HDFKHU(GXFDWLRQ'HSDUWPHQW
a preliminary interpretation of this new structure,
WKH+5'%DQGLWVHIIHFWRQ1(63,,GHYHORSPHQW
is that internationals shifted their involvement in
WKHSURFHVVIURPWKH:RUNLQJ*URXSVWRWKH+5'%
Related to this is that their task involvement also
shifted from helping to shape programme content
to responding to and providing feedback about
already-drafted content. Therefore, a notable
SRLQWRIFRQWUDVWZLWK1(63,ZDVWKDWQRQ$IJKDQ
advisors were less involved and that, generally,
control over the work shifted to nationals.61
1(63 ,, GUDIWV KDYH EHHQ VKDUHG ZLWK WKH +5'%
ÀYH WLPHV ZLWK WKH DLP RI VROLFLWLQJ FRPPHQWV
for review and integration.62 A key aspect of the
+5'%·V UROH LQ WHUPV RI )7, LV WKDW LW VHUYHV DV
WKH PHFKDQLVP IRU HQGRUVHPHQW RI WKH 0R(·V
VWUDWHJLF SODQ DV SDUW RI LWV DSSOLFDWLRQ IRU )7,
PHPEHUVKLS7KLVJLYHVWKH+5'%LQÁXHQFHRYHU
WKH SODQ$W WKH VDPH WLPH WKH 0R( OHDGHUVKLS
FUHDWHG WKH +5'% LQ RUGHU WR EHWWHU FRRUGLQDWH
education aid and to align donor activities with
1(63 SULRULWLHV $V RQH LQWHUQDWLRQDO ZKR ZDV
LQYROYHGLQWKHSURFHVVFKDUDFWHULVHGLW´7KHUHLV
now one legitimate forum for discussing long-term
SODQQLQJ >DQG IXQGLQJ@ ZLWK GRQRUV UDWKHU WKDQ
there being numerous time-consuming bilateral
negotiations or no coordination between donors
DV EHIRUHµ 6R ZKLOH RQH FDQ DUJXH WKDW WKH
+5'%JLYHVWKHGRQRUVOHYHUDJHRYHUWKH0R(LQ
WHUPVRILWVUROHLQHQGRUVLQJ1(63,,WKHUHYHUVH
is also the case. It is also important to note that



 ,QWHUYLHZV ZLWK WZR 1*2 UHSUHVHQWDWLYHV LQ 1RYHPEHU
and in December 2009.

61

 ,QWHUYLHZ ZLWK DQ 0R( UHSUHVHQWDWLYH LQ -DQXDU\ 
and comments of one anonymous reviewer.

62

60

 ,QWHUYLHZ ZLWK WZR 0R( OHDGHUV LQ 1RYHPEHU DQG LQ
December 2009.
 ,QWHUYLHZV ZLWK DQ 0R( UHSUHVHQWDWLYH LQ -DQXDU\ 
and a donor agency representative in December 2009.
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the donors do not necessarily concur about policy
LVVXHV DQG WKH +5'% PD\ WKHUHIRUH JHQHUDWH
GLIIHUHQW DQG FRQÁLFWLQJ YLHZV 5HODWHG WR WKH
+5'%·V DLG FRRUGLQDWLRQ UROH UHFHQW GLVFXVVLRQV
LQ+5'%PHHWLQJVDERXW1(63,,KDYHIRFXVHGRQ
GRQRUV· ´IRUZDUG ORRNLQJ DJHQGDµ IRU WKH QH[W
ÀYH \HDUV 7KHVH GLVFXVVLRQV KDYH VRXJKW WR
GHWHUPLQHWKHVSHFLÀFDFWLYLWLHVDQGUHVRXUFHVWR
which donors will commit. And in the long-term,
WKH+5'%LVH[SHFWHGWREHXVHGDVDPRQLWRULQJ
PHFKDQLVPIRU1(63,,LPSOHPHQWDWLRQ63
Despite the working structure said to have been
SXW LQ SODFH IRU WKH GHYHORSPHQW RI 1(63 ,, LW
appeared that the gap between the intended
development process and the actual process
ZDV HYHQ JUHDWHU LQ 1(63 ,, WKDQ IRU 1(63 ,$V
RQHLQWHUYLHZHHH[SODLQHG´7KH0R(OHDGHUVKLS
ZDQWHGUHYLVLRQRIWKHVWUDWHJLFSODQ 1(63,, EXW
had not thought of an organised structure.” While
LWH[LVWHGLQQDPHWKH6WHHULQJ&RPPLWWHHZDV
not formal or organised in predetermined ways
DVZDVWKHFDVHIRU1(63,$IWHUWKHFRPSOHWLRQ
RI 1(63 , WKH :RUNLQJ *URXSV ZHUH FRQYHUWHG
LQWRWKH3URJUDPPH0DQDJHPHQW8QLW 308 IRU
WKH PDQDJHPHQW RI WKH SURJUDPPH +RZHYHU
IRU XQNQRZQ UHDVRQV WKH 308 GLG QRW SOD\ D
PDQDJHPHQW UROH IRU 1(63 ,, 1HLWKHU ZHUH WKH
Working Groups at the programme level very
DFWLYHGXULQJ1(63,,GHYHORSPHQW*HQHUDOO\WKH
revised plan was seen to have been drafted by the
3ODQQLQJ'HSDUWPHQWZLWKWKHDVVLVWDQFHRI,,(3
$V RQH 0R( RIÀFLDO UHFDOOHG ´7KH SURJUDPPH
>GHSDUWPHQWV@GLGQRWSDUWLFLSDWHLQDZD\WKH\
needed to.” Instead of content initially emerging
IURP :RUNLQJ *URXSV DV ZDV WKH FDVH IRU 1(63
, WKH 3ODQQLQJ 'HSDUWPHQW LQLWLDOO\ GUDIWHG
FRQWHQW IRU 1(63 ,, DQG WKHQ VRXJKW FRPPHQWV
and feedback from the programme departments,
'HSXW\0LQLVWHUVDQGRWKHUVLQFOXGLQJWKH+5'%
,Q WKLV GUDIWLQJ SURFHVV 3ODQQLQJ 'HSDUWPHQW
representatives drew a distinction between the
technical and political aspects of the process.
1DWLRQDODGYLVRUVLQWKH3ODQQLQJ'HSDUWPHQWSXW
WRJHWKHUWHFKQLFDOFRQWHQWIRUWKHGUDIWRI1(63
II; the politics of the process—“veto power to
take decisions on policy issues”—was given to the
'LUHFWRURIWKH3ODQQLQJ'HSDUWPHQWDWDQLQLWLDO
level, and then ultimately to department leaders
who were to sign off on the content.
63

 ,QWHUYLHZZLWKDVHQLRU0R(DGYLVRULQ-DQXDU\
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Timing again appeared to have played a role in the
1(63 ,, SROLF\PDNLQJ SURFHVV ZLWK WKH 0LQLVWHU
once more imposing a three-month deadline. The
WLPHWDEOHGLGQRWHQDEOHWKH3ODQQLQJ'HSDUWPHQW
to undertake fully what it had learned to be the
ÀUVW VWHS LQ VWUDWHJLF SODQQLQJ XQGHUWDNLQJ D
VLWXDWLRQDQDO\VLVRIWKHLPSOHPHQWDWLRQRI1(63
,WRLQIRUP1(63,,SROLF\FKDQJHVDQGGHFLVLRQV
The tight timetable was also problematic for the
7HDFKHU(GXFDWLRQ'HSDUWPHQW/HDGHUVVDLGWKDW
because there is so much work and because many
SDUWV RI WKH 0R( V\VWHP³ÀQDQFH SURFXUHPHQW
SURYLQFLDO RIÀFHV³DUH OLNH D ´EURNHQ PDFKLQHµ
that does not function very well, sometimes the
department operates in an ad hoc way, “like an
emergency department of a hospital, where a
patient comes and everybody runs.” In light of
WKLVWKHUHZDVVRPHWLPHVLQVXIÀFLHQWWLPHWRORRN
DW1(63,,GUDIWVIURPWKH3ODQQLQJ'HSDUWPHQW
Also, feedback was not always given on draft
content in a timely way. An apparent result was
DODFNRIFRQVHQVXVZLWKLQWKH7HDFKHU(GXFDWLRQ
'HSDUWPHQWDERXWWKHFRQWHQWRIWKHÀQDOGUDIW66
There was also some evidence that the tight
WLPHWDEOH UHGXFHG VRPH GRQRUV· DELOLW\ WR UHDG
GUDIWVDQGPDNHFRPPHQWVDW+5'%PHHWLQJV67
7RVXPXSWKH1(63,DQG1(63,,ZRUNLQJVWUXFWXUHV
LQ UHODWLRQ WR FDSDFLW\ 0R( OHDGHUVKLS VKRZHG
consistent capacity to adapt, especially to new
or perceived opportunities to attract resources
while projecting some level of ownership for
WKHSURFHVV3ODQQLQJ'HSDUWPHQWVWDIIOHDUQHG
WKH VWUDWHJLF SODQQLQJ SURFHVV GXULQJ 1(63 ,
VXIÀFLHQWO\ WR OHDG WKH SURFHVV GXULQJ 1(63 ,,
$Q 0R( GHSDUWPHQW OHDGHU FKDUDFWHULVHG WKH
1(63 , H[SHULHQFH ´:H SDUWLFLSDWHG LQ WKH
process; the foreign advisors did the job, but we
OHDUQHGµ +RZHYHU GHVSLWH QRWDEOH LQFUHDVHV
LQ WKH LQVWUXPHQWDO FDSDFLW\ RI WKH 3ODQQLQJ
Department to lead and engage in strategic
2009 and January 2010.
 :KLOH WKH 3ODQQLQJ 'HSDUWPHQW JDYH GHSDUWPHQWV RQH
month to complete the framework, this was extended by an
DGGLWLRQDOPRQWK+RZHYHULQOLJKWRIKRZEXV\WKH7HDFKHU
(GXFDWLRQ 'HSDUWPHQW ZDV WKLV WLPH SHULRG VHHPHG DQG
was recalled as only being a few days.



 ,QWHUYLHZV ZLWK UHSUHVHQWDWLYHV RI 0R( 3ODQQLQJ DQG
7HDFKHU(GXFDWLRQ'HSDUWPHQWVLQ1RYHPEHUDQG'HFHPEHU
2009.

66

Interview with a donor agency representative in
December 2009.

67

&DSDFLW\%XLOGLQJ7KURXJK3ROLF\PDNLQJ'HYHORSLQJ$IJKDQLVWDQ·V1DWLRQDO(GXFDWLRQ6WUDWHJLF3ODQ

SODQQLQJWKHODUJHU0R(V\VWHPDSSHDUVWRKDYH
EHHQ OHVV HQJDJHG LQ 1(63 ,, IRUPXODWLRQ WKDQ
LW ZDV LQ 1(63 , IRUPXODWLRQ EDVHG HVSHFLDOO\
RQ HYLGHQFH IURP WKH 7HDFKHU (GXFDWLRQ
'HSDUWPHQW  7KH UHDVRQV IRU WKDW DUH QRW

HQWLUHO\ FOHDU :KLOH WKH 3ODQQLQJ 'HSDUWPHQW
gained instrumental capacity in its own staff and
systems, it appeared not to have the authority
or legitimacy to consistently motivate other
departments to focus on the planning process.

6WXGHQWVZDONWKURXJKWKHKDOOZD\DW%RJL
3RK6FKRROLQ)DUDK3KRWRIURP,6$)PHGLD
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.H\,VVXHV,GHQWLÀHG
&DSDFLW\'HÀQLWLRQV
%RWK 0R( DQG GRQRU DJHQF\ UHSUHVHQWDWLYHV
LQYROYHGLQWKH1(63SURFHVVFRQVLVWHQWO\LGHQWLÀHG
WZR DVSHFWV RI ´FDSDFLW\µ KXPDQ UHVRXUFHV
DQG RUJDQLVDWLRQV +XPDQ UHVRXUFH FDSDFLW\
was understood to involve skills development—
LQFUHDVLQJ LQGLYLGXDOV· LQVWUXPHQWDO FDSDELOLWLHV
5DWKHU WKDQ IRFXVLQJ RQ FDSDFLW\ GHÀFLWV RQH
interviewee advocated a mutual approach that
VWDUWHGZLWKSHRSOH·VH[LVWLQJFDSDFLW\
&DSDFLW\EXLOGLQJVKRXOGEHWRÀQGRXWZKHUH
someone is and what is needed and that is how
you build capacity and that is a mutual thing.
As [an international] part of my capacitybuilding as technical assistance giver has to
EH WR ÀQG RXW IURP$IJKDQV ZKDW ZRUNV IRU
them and what does not.68
+XPDQ UHVRXUFH FDSDFLW\EXLOGLQJ WKURXJK
“peering”—that is partnering civil servants with
international education experts in order for new
skills and knowledge to develop in the context
RI ZRUN³KDV EHHQ D JRDO IRU VRPH 0R( OHDGHUV
1RWDEO\ WKLV ZDV WKH PRGHO XVHG E\ ,,(3 IRU LWV
HIIRUWVZLWKWKH0R(3ODQQLQJ'HSDUWPHQW+RZHYHU
international advisors and consultants often face
short deadlines and must produce results, which
compromises time and opportunity for this type of
capacity-building with civil servants.69
In terms of organisational capacity, interviewees
SRLQWHG WR WKH QHFHVVLWLHV RI DQ HIÀFLHQW
and effective organisational structure, clear
PDQGDWHV GLYLVLRQ RI UHVSRQVLELOLWLHV VSHFLÀHG
methods and procedures, and timeframes for
each activity on particular organisational levels.
)URP WKHLU SHUVSHFWLYH RUJDQLVDWLRQV ZHUH
connected to human resources through clear
MREGHVFULSWLRQVVSHFLI\LQJIRUPDOTXDOLÀFDWLRQV
experience and knowledge, which then made it
possible to measure performance and provide
incentives based on what people were supposed
to do.70 Interviewees, both Ministry and donor

UHSUHVHQWDWLYHV YHU\ FRPPRQO\ LGHQWLÀHG D
GHÀFLWRIRUJDQLVDWLRQDOFDSDFLW\DVDQRXWVWDQGLQJ
DUHDRIWHFKQLFDODVVLVWDQFHQHHGIRUWKH0R(71
6HYHUDO LQWHUYLHZHHV DWWULEXWHG RUJDQLVDWLRQDO
FDSDFLW\ ZHDNQHVVHV LQ WKH 0R( WR D ODFN
of management capacity, with too many
responsibilities associated with individuals
UDWKHUWKDQZLWKV\VWHPV6RPHDOVRIHDUHGWKDW
since much human resource capacity, including
IRU H[DPSOH WKH FDSDFLW\ EXLOW LQ WKH 3ODQQLQJ
Department among national advisors, was
´DUWLÀFLDO DQG WHPSRUDU\EURXJKW LQ IURP WKH
outside,” it was therefore not assuredly available
for the future.72 In addition, a number of national
DGYLVRUVKDYHJDLQHGDXWKRULW\LQWKH0R(FUHDWLQJ
what one interviewee called a “mixed up”
situation, in which advisors are both government
HPSOR\HHV LQWHUPVRIUHVSRQVLELOLWLHV DQGQRQ
JRYHUQPHQW HPSOR\HHV LQ WHUPV RI ZKR SD\V
WKHP  $V WKH LQWHUYLHZHH SXW LW ´7KH\ DUH LQ
both positions and they are also nowhere.” In an
attempt to resolve this organisational ambiguity,
some advisors were appointed to government
positions but were required to draw only one
VDODU\ HLWKHU IURP WKH 0R( RU IURP WKH GRQRUV
supporting their positions.73
)URP D FDSDFLW\ YLHZSRLQW QDWLRQDO DGYLVRUV
might add diversity which, while introducing
innovation into the organisation, also has the
potential to increase fragmentation of the already
YHU\FRPSOH[0R(V\VWHP0DLQWDLQLQJIRFXVDQG
coherence in light of different constituencies
RI 0R( VWDII PLJKW EH FUHDWLQJ DQ DGGLWLRQDO
management and leadership burden. At the
VDPHWLPHKRZHYHU0R(OHDGHUVDQGWKHGRQRUV
that have supported national advisors generally
believe they have contributed to achieving
UHVXOWV 2QH UHPDLQLQJ FDSDFLW\ FKDOOHQJH LV
how to convert these task-related instrumental
results into values for the wider organisation and
and a donor agency representative in December 2009.
 ,QWHUYLHZV ZLWK WKUHH 0R( UHSUHVHQWDWLYHV DQG WZR
donor agency representatives in November 2009 and January
2010.

71

 ,QWHUYLHZ ZLWK DQ 1*2 UHSUHVHQWDWLYH LQ 'HFHPEHU
2009.

68

69

 ,QWHUYLHZZLWKDQ0R(OHDGHULQ'HFHPEHU

72

70

 ,QWHUYLHZZLWKDVHQLRU0R(UHSUHVHQWDWLYH-DQXDU\

73



 ,QWHUYLHZZLWKDQ0R(UHSUHVHQWDWLYHLQ'HFHPEHU
,QWHUYLHZZLWKDIRUPHU0R(UHSUHVHQWDWLYHLQ-DQXDU\
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D YDULHW\ RI 0R( VWDII SDUWLFXODUO\ SHUPDQHQW
civil servants.

1(63HIIHFWV$3ODQWRLPSOHPHQWDQGRU
VRPHWKLQJHOVH"
:KLOH 1(63 , ZDV VHHQ DV DPELWLRXV 1(63 ,,
was seen as “overly ambitious,” to the point
that implementation would be unlikely in the
timeframe of the plan. The ambitiousness of
1(63 ,, ZDV SDUWLFXODUO\ HYLGHQW LQ WHUPV RI WKH
LQFUHDVHG ÀQDQFLDO UHTXLUHPHQWV WR VXSSRUW
1(63,, 86ELOOLRQ LQFRPSDULVRQWR1(63, 
ELOOLRQ  )XUWKHU XQGHUPLQLQJ LPSOHPHQWDWLRQ
RI 1(63 , ZDV WKH IDFW WKDW VRPH SURJUDPPHV
VXFKDV,VODPLF(GXFDWLRQKDGQRFXUUHQWGRQRUV
ZKR ZHUH ZLOOLQJ WR SURYLGH ÀQDQFLDO VXSSRUW
,PSOHPHQWDWLRQRI1(63,ZDVVLPLODUO\FKDOOHQJHG
by the need to map existing donor-funded
activities and determine how these activities
might contribute to implementation.
1(63 ,,·V SHUFHLYHG ODFN RI UHDOLVP ZDV DWWULEXWHG
to weaknesses in managing the strategic planning
SURFHVV DQG DEVHQFH RI VXIÀFLHQW DQDO\VLV RI WKH
LPSOHPHQWDWLRQRI1(63,$WHQVLRQEHWZHHQUHDOLVP
and ambition of development plans is a general
SKHQRPHQRQWKDWLVGHEDWHG6RPHDUJXHWKDWVHWWLQJ
unrealistically high targets sets governments up for
failure, while others contend that only ambitious
targets, especially when accompanied by clear
plans, will lead to greater resource mobilisation and
better eventual results.76
,WLVWKHUHIRUHSRVVLEOHWKDW0R(OHDGHUVDQGGRQRUV
might have effects other than implementation of
WKHSODQLQPLQG%RWK1(63VPLJKWQRWEHPHUHO\
a guide for action but a mechanism to secure
funds and gain more long-term Ministry control
over education programming, including over
0LQLVWU\GRQRUUHODWLRQVDVGHVFULEHGE\0R(DQG
GRQRUUHSUHVHQWDWLYHV
The Minister always encouraged us to make the
SODQDQGKHZRXOGÀQGWKHPRQH\7KDWLVZK\
 ,QWHUYLHZZLWKDQ0R(3ODQQLQJ'HSDUWPHQWUHSUHVHQWDWLYH
in December 2009.

the plan was made extremely ideal, which took
all the needs and requirements of the Ministry
into consideration.77

1(63GHYHORSPHQWLQFUHDVHGGRQRUFRQÀGHQFHLQ
WKH0R(VSHFLÀFDOO\WKH*RYHUQPHQWRI'HQPDUN
ZKLFKLQFUHDVHGWKHOHYHORILWVIXQGLQJWRWKH0R(
ZLWKRXWFRQGLWLRQV+RZHYHURQJRLQJZHDNQHVVHV
LQ WKH 0R( ÀQDQFLDO V\VWHP LQ SDUWLFXODU WKH
WUDQVIHU RI PRQH\ IURP .DEXO WR WKH SURYLQFHV
FDXVHGRWKHUGRQRUVWRZLWKKROGWKHLUFRQÀGHQFH
as of yet.78 At the same time, donor funds were
said to be frequently delayed, in terms of both
FRPPXQLFDWLQJ WR WKH 0R( WKDW IXQGV ZHUH
available as well as actually releasing committed
IXQGV 7KXV ZKLOH WKH 1(63 SURFHVV PD\ KDYH
demonstrated growing capacity to increase
funding RQ WKH SDUW RI WKH 0R( WKHUH DUH VWLOO
outstanding weaknesses on both the government
and donor sides in capacity to increase spending
in a coordinated way.79
:KLOH 1(63 , ZDV VHHQ DV DPELWLRXV 1(63 ,,
was seen as “overly ambitious,” to the point
that implementation would be unlikely in the
timeframe of the plan
Donors,
too,
appeared
to
deprioritise
LPSOHPHQWDWLRQRI1(63,0RVWGRQRUVZHUHVHHQ
to continue to pursue their programmes without
DQ\ UHIHUHQFH WR 1(63 LQFOXGLQJ FRQWLQXLQJ WR
neglect some provinces and districts often in
favour of areas where donor-country troops were
operating.80 This situation is less likely to be the
FDVH IRU 1(63 ,, VLQFH LWV HQGRUVHPHQW E\ WKH
+5'%IRU)7,DSSURYDOZRXOGSXWSUHVVXUHRQWKH
donors to articulate long-term programmatic and
ÀQDQFLDOFRPPLWPHQWVWRHGXFDWLRQLQ$IJKDQLVWDQ
DQGWRDOLJQWKHVHZLWKWKH0R(SODQ
$ VHQLRU 0R( UHSUHVHQWDWLYH GHVFULEHG WKH 1(63
,, SURFHVV DV GHPRQVWUDWLQJ WKH JRYHUQPHQW·V
commitment to improving education.81 Although
UHFRJQLVHG E\ VRPH GRQRUV DV D VXIÀFLHQW EDVLV
77

 ,QWHUYLHZZLWKDQ0R(UHSUHVHQWDWLYHLQ'HFHPEHU

78

 ,QWHUYLHZZLWKD0R(OHDGHULQ1RYHPEHU



 ,QWHUYLHZV ZLWK RQH 0R( UHSUHVHQWDWLYH DQG WZR
representatives of a donor agency in December 2009.
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 ,QWHUYLHZ ZLWK D VHQLRU 0R( UHSUHVHQWDWLYH LQ -DQXDU\
2010.
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 ,QWHUYLHZVZLWKRQH0R(UHSUHVHQWDWLYHDQGWKUHHGRQRU
representatives in April, November and December 2009.
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 ,QWHUYLHZZLWKDVHQLRU0R(UHSUHVHQWDWLYHLQ-DQXDU\



$IJKDQLVWDQ5HVHDUFKDQG(YDOXDWLRQ8QLW

IRUFRRUGLQDWLRQ1(63,,ZDVDOVRVHHQDVODFNLQJ
SULRULWLHV DQ LVVXH FRPSRXQGHG E\ WKH SODQ·V
ambitiousness.82 The resulting concern is that
although donors might be able to claim that their
SURJUDPPHV DOLJQ ZLWK 1(63 ,, LW PLJKW EH OHVV
clear that these efforts align with the priorities
RIWKH0R('RQRUDQG1*2UHSUHVHQWDWLYHVDOVR
expressed concern that many of the capacity
UHIRUPVDVVRFLDWHGZLWK1(63GLGQRWDGHTXDWHO\
ÀOWHU WR WKH SURYLQFHV DQG GLVWULFWV ZKHUH PRVW
programme implementation actually occurs.83

incorporate them into the document, but
not every comment because many would not
make sense. For example, [one donor] wrote
a three-page article on poverty alleviation
and asked us to incorporate it into the
framework of our strategic plan. We said we
have our targets linked to poverty alleviation
in our strategic plan but this is not Ministry
of Rural Development or Ministry of Finance,
this is Ministry of Education. And the role of
education is more to assist or contribute to
poverty alleviation, but it does not have direct
role in poverty alleviation. So we would not
incorporate all the comments in the NESP.86

&DSDFLW\WR5HVLVW
2QHZD\WKDWFDSDFLW\FDQEHPDQLIHVWLQSROLF\
development is through resistance—proposed
programme ideas that are seen as not in-line with
plans are argued about, challenged or “resisted”
as a result of capacity development. Afghanistan
is highly aid dependent; roughly three quarters
of the 2009-10 national budget was derived
from external sources and roughly the same
amount was spent directly by donors outside the
Government budget. Aid dependency makes it
crucial to have the capacity to adapt to changing
resource opportunities and maintain and expand
relations with sources of funding, training and
technical support. This dependency suggests that
WKH 0R( ZRXOG VLPSO\ DFFHSW UDWKHU WKDQ UHVLVW
donor-proposed ideas. At the same time, however,
capacity development can potentially provide
conceptual and discursive skills to resist proposals,
without compromising resource relationships. Did
WKH 1(63 SURFHVV HQKDQFH WKH 0R(·V FDSDFLW\ WR
resist donor-proposed programmes or topics that
LW YLHZHG DV QRW DOLJQHG ZLWK JRYHUQPHQW SODQV"
'DWDUHODWLQJWRWKLVLVVXHLVQRWH[WHQVLYH3ODQQLQJ
Department representatives did recount instances
RIQHJRWLDWLQJGLIIHUHQWGRQRUV·FRQWUDGLFWRU\YLHZV
and also times when they argued against programme
LGHDVFRQVLGHUHGQRWLQOLQHZLWKWKH1(63,,2QH
LQWHUYLHZHHGHVFULEHGWKHGLVFXVVLRQV
[HRDB members] would have their comments
that we would note and evaluate to

Another example demonstrates that capacity to
resist was exercised not only with donors, but
DOVRZLWKLQWKH0R(,WFRQFHUQVDVXJJHVWLRQWR
establish special schools for intelligent students
PDGHE\DQ0R(OHDGHU6LQFHWKLVZRXOGUHSUHVHQW
DGHSDUWXUHIURPWKHVWUDWHJLFSODQWKH3ODQQLQJ
Department invoked its instrumental capacity to
H[SODLQWRWKHLQWHUHVWHGRIÀFLDOWKDWDVLWXDWLRQ
DQDO\VLVVKRXOGÀUVWEHFRQGXFWHGEHFDXVH
There is not more than 15 percent of the
students in good conditions in southern
provinces; 55 percent of our schools are
without building...the Ministry is intending
to establish 364 technical vocational training
centres in all the provinces during the next
four years. So I said, given such a situation,
how can you think of establishing separate
schools for intelligent children and how are
you going to equip these schools?87
7KH)7,UHYLHZRI1(63,,XQGHUZD\DWWKHWLPH
RIZULWLQJDQGWKH+5'%HQGRUVHPHQWRIWKHSODQ
represent possible occasions of resistance to
suggested changes to the new plan. As anticipated
E\ D IRUPHU 0R( RIÀFLDO ´2QO\ UDWLRQDO DQG
reasonable suggestions will be integrated into
the document.”88 Whose versions of “rational and
reasonable” will prevail as being legitimate in
these discussions will provide additional insight
LQWR0R(FDSDFLW\

Interview with a donor agency representative in December
2009 and comment of one anonymous reviewer.
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 ,QWHUYLHZHUV ZLWK 0R( DQG 1*2 UHSUHVHQWDWLYHV LQ
November and December 2009.

83



 6KDK´,V&DSDFLW\%HLQJ%XLOWµ

 ,QWHUYLHZV ZLWK WZR 0R( UHSUHVHQWDWLYHV LQ 1RYHPEHU
2009 and January 2010.
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 ,QWHUYLHZZLWKDQ0R(3ODQQLQJ'HSDUWPHQWUHSUHVHQWDWLYH
in December 2009.

86

 ,QWHUYLHZZLWKDQ0R(3ODQQLQJ'HSDUWPHQWUHSUHVHQWDWLYH
in December 2009.
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 ,QWHUYLHZZLWKDVHQLRU0R(DGYLVRULQ-DQXDU\

&DSDFLW\%XLOGLQJ7KURXJK3ROLF\PDNLQJ'HYHORSLQJ$IJKDQLVWDQ·V1DWLRQDO(GXFDWLRQ6WUDWHJLF3ODQ

&RQFOXVLRQDQG5HFRPPHQGDWLRQV
2YHUDOO WKH ÀQGLQJV RI WKLV VWXG\ VKRZ WKDW
capacity developed for instrumental action is
dependent on capacities developed in the larger
RUJDQLVDWLRQWRVXSSRUWWKRVHDFWLRQV2ZQHUVKLS
capacity and capacity to focus organisational
attention on a task provide conditions for the task
WREHDFFRPSOLVKHG)LQGLQJVDOVRSRLQWWRPRUH
VXEWOH FDSDFLW\ FKDQJH VSHFLÀFDOO\ FRQFHSWXDO
FKDQJHWKDWLVHYLGHQWGLVFXUVLYHO\LQWKHDELOLW\
to argue or challenge in legitimate ways.
7KH 1(63 , SROLF\PDNLQJ SURFHVV KDG SUH
determined working structures and the consistent
support of top Ministry leadership, which showed
capacity to adapt and maintain focus on the
SODQQLQJSURFHVVDFURVVWKH0R(,,(3VXSSRUWJLYHQ
WRWKH3ODQQLQJ'HSDUWPHQWUHVXOWHGLQLQFUHDVHG
capacity for instrumental action; approximately
80 staff received some level of training in strategic
planning, while a sub-group of national advisors
JDLQHGVXIÀFLHQWVNLOOVDQGNQRZOHGJHIURP1(63
,WKDWWKH\FRXOGOHDGWKH1(63,,SURFHVV1RWDEO\
WRRWKH3ODQQLQJ'HSDUWPHQWVKRZHGDGDSWDWLRQ
capacity in restructuring its internal systems
DORQJWKHOLQHVVXJJHVWHGE\,,(3'HVSLWHJDLQLQJ
LQVWUXPHQWDO FDSDFLW\ LQ 1(63 , WKH 3ODQQLQJ
Department was not consistently able to make
other departments carry out the strategic planning
SURFHVVDVLQWHQGHGIRU1(63,,$VDUHVXOWWKHJDS
between intended working structures and actual
ZRUNZDVJUHDWHULQ1(63,,WKDQ1(63,,WLVOLNHO\
that organisational capacity limitations were at
least part of the reason for this; for example,
LQVXIÀFLHQW RZQHUVKLS IRFXV DQG OHDGHUVKLS
DXWKRULW\ 2YHUDOO DOWKRXJK WKHUH ZDV HYLGHQFH
RIFDSDFLW\LQFUHDVHLQVRPHLQGLYLGXDOV·VNLOOVDQG
LQ WKH 3ODQQLQJ 'HSDUWPHQW·V RZQ RUJDQLVDWLRQ
WKHUH ZDV QRW VWURQJ HYLGHQFH WKDW RYHUDOO 0R(
RUJDQLVDWLRQDOFDSDFLW\LQFUHDVHGIURP1(63,WR
1(63,,

*URXSV WR GHYHORS 1(63 , DQG LQFRUSRUDWHG WKH
activities being pursued through existing donor
IXQGLQJDQG1*2LPSOHPHQWDWLRQ7KLVLQYROYHPHQW
of internationals, in addition to the fact that
1(63 , ZDV GHYHORSHG LQ (QJOLVK FRQWULEXWHG WR
the impression that it was “donor driven.”891(63
II was, instead, informed by goals and targets
GHWHUPLQHG E\ WKH 3ODQQLQJ 'HSDUWPHQW EDVHG
on information obtained through meetings with
7HDFKHU(GXFDWLRQ'HSDUWPHQWUHSUHVHQWDWLYHV90
Because internationals were not as involved
LQ WKH LQLWLDO IRUPXODWLRQ RI WKH SROLF\ 1(63 ,,
has been seen as more nationally driven, and as
UHÁHFWLQJ QDWLRQDO RZQHUVKLS91 ,QWHUQDWLRQDOV·
LQYROYHPHQWLQ1(63,,VKLIWHGIURPSDUWLFLSDWLQJ
LQ WKH :RUNLQJ *URXSV LQ 1(63 ,  WR WKH +5'%
LQ1(63,, $QGWKHIDFWWKDWWKHGRFXPHQWZDV
ZULWWHQLQ'DULDQGODWHUWUDQVODWHGLQWR(QJOLVKLQ
order to obtain comments from donors and others
was seen as evidence of Ministry ownership. The
DEVHQFHRI´IRUHLJQHUVµDWD6WHHULQJ&RPPLWWHH
PHHWLQJ RI WKH ÀUVW SUHVHQWDWLRQ RI WKH 1(63 ,,
draft was characterised as a “big advantage,”
despite acknowledgement by some that there is
VWLOO LQVXIÀFLHQW $IJKDQ HGXFDWLRQDO H[SHUWLVH92
It is also unclear to what extent the donors,
WKURXJK WKH +5'% DQG )7, DSSURYDO ZLOO KDYH
XOWLPDWH GHFLVLRQPDNLQJ DXWKRULW\ RYHU 1(63 ,,
and as importantly to what extent donors will
act collectively in asserting this authority. Also,
although there was a shift in primary responsibility
for policymaking from internationals to nationals
IURP1(63,WR1(63,,LQERWKVWUDWHJLFSODQQLQJ
efforts national advisors played key roles more so
than regular civil servants of the Ministry.
$ ÀQDO SRLQW DERXW HYLGHQFH RI FDSDFLW\ FKDQJH
concerns a common motivation to formulate both
1(63V UHVRXUFH DFTXLVLWLRQ LQFOXGLQJ ÀQDQFLDO
Interviews with two donor agency representatives in
1RYHPEHU DQG 'HFHPEHU  DQG RQH 0R( OHDGHU LQ
December 2009.

89

1(63,DQG1(63,,ZHUHDOVRFRPSDUHGLQWHUPV
of which actors were key and who drafted
programme content. In general, there was a shift
of primary responsibility away from non-Afghan
SHUVRQQHOWRZDUGV$IJKDQQDWLRQDOVLQ1(63,,)RU
WKH 7HDFKHU (GXFDWLRQ 'HSDUWPHQW 1(63 , ZDV
formulated with “many internationals involved.”
The Department created a number of sub-Working

 ,QWHUYLHZZLWKDQ0R(3ODQQLQJ'HSDUWPHQWUHSUHVHQWDWLYH
in December 2009.

90

Interview with representatives of one donor agency in
'HFHPEHUDQGDQ0R(OHDGHULQ'HFHPEHU

91

 ,QWHUYLHZV ZLWK WKUHH FXUUHQW DQG IRUPHU 0R(
representatives between November 2009 and January 2010.
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DQG UHODWLRQVKLS UHVRXUFHV 7KH 0R( VRXJKW
increased funding from donors as well as an
enhanced position to control relationships with
the donors—that is, to better coordinate their
activities and, in capacity terms, to maintain
GRQRUV· ORQJWHUP IRFXV DQG FRPPLWPHQW WR
SURJUDPPHVLQFOXGHGLQWKH1(637KHUHDUHVWLOO
however, questions about how and how uniformly
GRQRUVUHVSRQGWRWKH0R(LQWHUPVRIORQJWHUP
ÀQDQFLDO FRPPLWPHQWV WR HGXFDWLRQ H[SHQGLQJ
PRUH IXQGV WKURXJK WKH JRYHUQPHQW +5'%
HQGRUVHPHQWRI1(63,,DQGDOLJQPHQWRIGRQRU
SURJUDPPHVZLWK1(63,,

5HFRPPHQGDWLRQV
)LQGLQJV SUHVHQWHG LQ WKLV EULHILQJ SDSHU
highlight a sad irony. Afghanistan needs high
levels of capacity to support and expand primary
and secondary education in the country. Yet
the organisations that exist to provide that
VXSSRUW³LQFOXGLQJWKH0R(GRQRUVDQG1*2V³
create considerable complexity and potential
fragmentation that in turn requires even greater
levels of capacity on the part of the Ministry
WR FRRUGLQDWH IXQG PRQLWRU DQG PDLQWDLQ
IRFXV  $FKLHYLQJ HGXFDWLRQDO SURJUDPPH
results must be understood to include building
FDSDFLW\ ZLWKLQ WKH 0R( 7KLV LQ WXUQ WDNHV
time, planning and sustained effort, not just to
train people but to establish procedures, lines
of communication and authority structures
so that new skills can be deployed in the
organisation. The following recommendations
might be useful in future efforts to build and
XQGHUVWDQGFDSDFLW\
 ([SOLFLWO\GHÀQHFDSDFLW\ A number of those
LQWHUYLHZHGIRUWKLVVWXG\JDYHGHÀQLWLRQVRI
capacity that included both individual and
RUJDQLVDWLRQDOOHYHOV7KH\XQLIRUPO\GHÀQHG
organisational capacity as an area of need for
WHFKQLFDODVVLVWDQFH)XWXUHFDSDFLW\EXLOGLQJ
should assess both individual and organisational
capacity needs and be sensitive to the fact
that individual and organisational capacity
are distinct yet inter-related phenomena.
 3ODQ FDSDFLW\EXLOGLQJ LQWR SURJUDPPHV
Capacity-building needs to be planned for,
monitored and evaluated in its own right. This
LQFOXGHVDOORZLQJVXIÀFLHQWWLPHIRULQGLYLGXDOV
to develop skills and knowledge and for
18

organisations to develop the communication
and operational systems necessary to make
effective use of these skills. Notably, the
&LYLOLDQ 7HFKQLFDO $VVLVWDQFH 3URJUDPPH
includes explicit plans, a long-term timetable
and commitment to monitoring and
evaluation.93
 /RRN EH\RQG LQVWUXPHQWDO YLHZV RI
FDSDFLW\ Although capacity is often
understood in terms of instrumental
action—the ability to carry out functions or
WDVNV³WKLVEULHÀQJSDSHUVXJJHVWVDEURDGHU
GHÀQLWLRQ WKDW DOVR LQFOXGHV FDSDFLWLHV
relating to ownership, resource attraction,
organisational adaptation and maintaining
focus on priorities. It may be helpful for the
planning and evaluation of capacity-building
programmes to assume a similarly broad
GHÀQLWLRQ RI FDSDFLW\ 7KLV VWXG\ SURYLGHG
preliminary evidence that the effective
use of newly developed human resource
FDSDFLW\ VXFKDVWKDWGHYHORSHGLQWKH0R(
3ODQQLQJ'HSDUWPHQW LVFRQWLQJHQWRQRWKHU
NLQGV RI FDSDFLW\ )RU LQVWDQFH OHDGHUVKLS
ZKLFKVKRZVLQVXIÀFLHQWRZQHUVKLSFDSDFLW\
may not inspire staff to carry out functions,
even if they have the knowledge and skills to
GRVR2ULIOHDGHUVKLSFDQQRWRYHUFRPHORVV
of focus because of fragmented priorities,
similarly human resource capacity might not
translate into programme results.
 ([SDQGHIIHFWLYHFDSDFLW\EXLOGLQJPRGHOV
As an example of technical assistance,
“peering,” the model of capacity-building
XVHG E\ WKH ,,(3 LQ LWV VXSSRUW RI WKH 0R(·V
3ODQQLQJ 'HSDUWPHQW PLJKW HIIHFWLYHO\ EH
used as a model for other capacity-building
efforts.
 'LVWULEXWH RZQHUVKLS HYHQO\ LQ D FRPSOH[
RUJDQLVDWLRQ It is important to recognise
WKDW WKH 0R( LV D FRPSOH[ RUJDQLVDWLRQ
encompassing
differing
interests
and
SULRULWLHV$OWKRXJK WKH 1(63 ,, SURFHVV ZDV
seen as demonstrating increased national
ownership, this sense of ownership was
 0LQLVWU\ RI )LQDQFH ´7KH &LYLOLDQ 7HFKQLFDO $VVLVWDQFH
3URJUDPPHµ

93

 )RU D GHWDLOHG GHVFULSWLRQ RI WKLV PRGHO SOHDVH VHH
6LJVJDDUG HW DO ´2Q WKH 5RDG WR 5HVLOLHQFH &DSDFLW\
'HYHORSPHQWZLWKWKH0LQLVWU\RI(GXFDWLRQLQ$IJKDQLVWDQµ
3DULV,,(3IRUWKFRPLQJ 
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QRW XQLIRUPO\ IHOW ZLWKLQ WKH 0R( )XWXUH
leadership and management of policymaking
should try to ensure that ownership is
distributed more evenly across departments,
staff and other stakeholders.
 0RQLWRU KRZ FDSDFLW\ HOHPHQWV LQWHUDFW
)XWXUH UHVHDUFK RQ FDSDFLW\ GHYHORSPHQW

could further examine the relevance of the
elements described here to the Afghan context
and explore how these elements interact.
Could it be, for example, that in building
capacity to adapt and attract resources in the
aid-dependent environment, other elements
of capacity are neglected or compromised in
VRPHZD\"
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