Summary of EB.A/2008/7: Summary Report of the Evaluation of WFP’s Capacity Development Policy and Operations
Context: In the humanitarian sector, a longer-term perspective is needed to address funding, partnerships, the engagement process for capacity development, and bridging the gap between humanitarian and development assistance. (par 1)

WFP’s Capacity Development Policy and Operations: Since 1997, capacity development has featured in all WFP strategic plans. In October 2004, WFP adopted its policy on capacity development (referred to here as “the Policy”), recognizing that “a shift from ad hoc responses to a coherent and systematic approach to capacity-building” was needed. Areas for capacity development assistance are consistent throughout all strategic plans: (i) vulnerability assessments, disaster preparedness, emergency management, coordination of food-related humanitarian assistance, commodity tracking and logistics; (ii) community participation, empowerment and strengthening of traditional coping mechanisms; and (iii) local procurement and markets, storage and transport, milling and fortification. In 2007, capacity development was included in 75 percent of operations in 71 countries across all regions. (par 2-4)
Evaluation: The objective of this evaluation is to identify achievements and shortfalls in WFP’s capacity development work, and then learn from them. (par 5)
The Quality of the Policy: By examining strategic plans and the implementation of operations, the evaluation found that capacity development works toward two parallel objectives: WFP’s implementation of food assistance programmes, and the development of locally owned capacities for responding to acute and chronic malnutrition and hunger. This implicit duality leads to various interpretations of definitions and concepts. The Policy proposes developing a systematic approach, which has not evolved. (par 9)
The Policy is in line with General Assembly decisions. It is also in keeping with WFP’s Mission Statement and strategic plans and other policies, such as those on working with NGOs and exiting emergencies.  (par 10)

The Policy takes into account many elements of cutting-edge good practice but does not fully articulate them. Policy updates could have kept WFP updated on evolving capacity development practice, rather than reporting on implementation progress. (par 11)
Regarding practicability, or likelihood of implementation, the evaluation found that the Policy and other guidance material are flexible to accommodate the various working contexts of WFP, but do not explain what capacity development is. Analysis showed a lack of capacity development objectives to help staff decide whether and how to prioritize capacity development, of an action plan for strengthening WFP’s own capacities as promised in the Policy, and of a cost estimate of implementation. The Policy was not widely read and its lack of definitions resulted in a multitude of interpretations. (par 12) 

Policy Implementation and Results: The evaluation found a clear need for capacities at the regional, national, sub-national and community levels to address acute and chronic malnutrition and hunger. These challenges require locally owned capacities that can drive sustainable solutions. WFP tends to identify and design its capacity development assistance on the basis of long-term partnerships that lead to an agreement on capacity development needs. This approach, considered good practice, is highly dependent on the quality and capacity development experience of staff. (par 14-15)
The evaluation found that operation design documents are unclear about the concept of beneficiaries. The term is inappropriate for capacity development assistance and confuses WFP’s traditional definition of beneficiaries of food assistance. (par 17)
Regarding approaches, the largest number of capacity development activities involve training, partly because people tend to equate training with capacity development. The evaluation found examples of more sophisticated and promising approaches that combine several tools – problem analysis, system development, training, online support, etc. – in a package linked to endogenous capacity development processes. These approaches are more frequent when the objective is to develop locally owned capacities; they should be shared across WFP to ensure replication wherever appropriate. The evaluation confirmed the importance of partnerships with governments, other United Nations agencies and NGOs, and observed that these enabled WFP to draw on partners’ comparative advantage. This practice is in line with the Policy. (par 18)
Financial reports give a rather incomplete picture of the amounts earmarked and spent for capacity development. Capacity development is funded mainly from other direct operational costs (ODOC), grants and trust funds. The ODOC budget increased substantially in the latest (2008–2009) Management Plan, partly because of capacity development. (par 19)
Good practice identifies three levels that are important for capacity development: the policy and institutional framework; organizations; and individuals. The evaluation found that results were achieved at all three levels, across partners and within a broad range of WFP sectors, as described below. (par 21)
Policy and institutional framework. WFP contributed to generating government commitment to addressing acute and chronic malnutrition and hunger, which created an enabling policy environment for developing organizational and individual capacities. This occurred at the regional and national levels, particularly in disaster preparedness, food fortification, nutrition, safety-net programmes and school feeding.

Analytical capacities. Investments were made in developing capacities for analysis. Many of these efforts focused on WFP-specific analytical approaches that may – or may not –be those of national partners. While this work ensures that partners understand WFP approaches, it may be less effective for developing national capacities that require approaches and tools tailored to the information needs of decision-makers.
Programming and food management. Capacity development focused on the efficient and effective implementation of operations, and included training and the provision of equipment and vehicles. Whether these capacities are absorbed and become endogenous depends on whether governments adopt and integrate them, and whether they finance them from their own resources. 

Food fortification. WFP worked at the policy/institutional level, and developed the capacities of fortified-food producers.

WFP’s Capabilities: The evaluation assessed whether WFP has the right capabilities to implement capacity development, which would help explain the results on the ground. WFP has limited expertise in capacity development, as demonstrated by the generic job profiles of several professional categories. Very few staff members are assigned solely to capacity development, but the staff survey showed enthusiasm for supporting it. (par 22)
Conclusions: The Policy is generally coherent with the ideas that capacity development practitioners had at the time and which later developed into good practice standards. It is well-grounded in WFP’s legislative background and mandate and coherent with other WFP policies. However, the priority WFP assigned capacity development by including it among its Strategic Objectives was not reflected in the Policy or in common practice, where capacity development was seen as an optional activity that should not interfere with “core business”. Yet there is a clear need for locally owned capacities to address acute and chronic malnutrition and hunger. (par 26-27)
Capacity is being developed in a wide range of areas and in most countries; activities, implementation approaches and practices, and results varied considerably. Reporting on capacity development is uneven, but generally far more work is done than is reflected in design documents and performance reports. (par 28)
WFP is seen to have a comparative advantage in its expert specialization, which is essential for developing the capacities of others, and in its field presence, which ensures long-term relationships with national and local partners. WFP could however benefit from others in the area of guidance materials: the United Nations Development Programme, the World Bank, etc. (par 31)
Key Issues for the Future: 
Gaining clarity about objectives. The Policy and strategic plans do not distinguish clearly between the two objectives of improving WFP programme implementation and developing locally owned capacities. The Policy seems to imply that the development of locally owned capacities is an endogenous process and a medium-term need, while strategic plans seemed to emphasize capacities for WFP programme implementation. Neither is better than the other, but they serve different needs and imply different approaches. It is important to be explicit about the two objectives, as they have financial and human resource implications for WFP’s approach to capacity development. (par 32) 

Taking policy directions to the operational level. Capacity development did not follow the Policy’s directions, which were already lenient. No effort was made to explain the Policy’s implications, the priority that capacity development should be given. (par 33)
Results framework and indicators. WFP needs indicators for designing, implementing and monitoring capacity development, but provides limited guidance to the field on what these indicators should entail. (par 34)
Diagnostics: combining intuitive and rigorous approaches. Good practice shows that when a rigorous approach becomes a blueprint it loses its effectiveness. Changes to the approach would affect how WFP positions itself in relation to a country and its capacity development needs, and would facilitate better decision-making about when capacity development is appropriate, the integration of capacity development assistance into a country strategy and the combination of capacity development approaches to be used. (par 35)
Sustained capacities and hand-over. There is need for developing capacities together with countries, with assistance that gradually declines, rather than building and operating capacities and then handing them over. (par 36)
Translating expertise into capacity development services. The evaluation showed that WFP expertise does not automatically result in capacity development assistance and results. There is a need to recognize that enabling others to do a job is different from getting the job done. WFP should set capacity development objectives and develop strategies that use a range of approaches and tools. (par 37)
Employing insights from the field to influence policy decisions. The evaluation found cases of WFP using its insights from the field – often remote communities – to identify issues that decision-makers needed to be more aware of. This field experience was combined with research and analysis to ensure that advocacy efforts were placed on a sound footing. (par 38)
Short-term funding versus medium-term needs. The evaluation was not the first to underline the contrast between long-term needs and the short-term and unpredictable nature of WFP funding. Short-term, unpredictable funding – most of which is available only once the delivery of food aid is ensured – undermines the implementation of good practice, which requires a structured, systematic approach. In the absence of dependable funding, WFP uses its long-standing contacts to identify capacity development opportunities whenever funding is available. This approach responds to needs, but is arbitrary. (par 39)

Recommendation 1: |The Policy Committee should review the findings concerning the dual objectives of capacity development (par 32) and the areas in which WFP provides capacity development assistance (par 37). 

Recommendation 2: Once the review is approved, the Policy should be brought in line with latest thinking, including on the definition of capacity development and WFP’s approach to “beneficiaries”. Such updates should be frequent.
Recommendation 3: To ensure that policy decisions are implemented, the Policy should

be accompanied by:

a) an action plan for each of the two capacity development objectives specifying how WFP will operationalize the Policy. 

b) a communication from management to the field to explain the position of capacity development among WFP’s Strategic Objectives.

c) guidance on incorporating capacity development into the design of operations. Capacity development for programme implementation should be mainstreamed into components addressing other Strategic Objectives.

d) capacity development assistance, which needs to be designed based on an analysis of

the risk of capacity substitution and include measures for the gradual hand-over of capacities and for ensured sustainability.

Recommendation 4: The Policy, Planning and Strategy Division and the Programme Design and Support Division should develop performance indicators. These indicators should be integrated into the results matrix for the Strategic Plan (2008–2011).
Recommendation 5: Good practice in capacity development and approaches should be shared among WFP capacity development practitioners in country offices, regional bureaux and Headquarters.

Recommendation 6: Certain job profiles should include requirements for capacity development experience. Given the importance of long-term relationships, this know-how might be sought in experienced national officers, who should be recognized for their

knowledge and skills in capacity development.

Recommendation 7: Funding arrangements for capacity development – other than to support programme implementation – should be reviewed to take into account the specific needs of capacity development. Such a review should take place in the context of any overall review of funding arrangements for WFP.
