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the government introduced a new fiscal
instrument known as ‘forestry incentives'. This
is a financing scheme that pays legally
recognised land owners a certain amount per
hectare of reforested land. The annual
payments are based on results in terms of
seedling survival during a period of six years.
The scheme also pays for forest conservation,
although the amount per hectare is of course
less than for reforestation. In some cases, this
incentive is used by poor women groups as a
labour scheme: they reforest someone else's
land and receive the incentive on the latter's
behalf, thus earning more or less an average
wage. Although the new instrument, with its
inherent need for property certificates, is still
not ideal for pro-poor policies, the poor do
benefit in some rural areas. Some actors, such
as the World Bank and the International
Monetary Fund, were opposed to the
instrument because they regard it as a subsidy
that distorts market forces. Others see the
incentive as an expression of the
environmental services provided by forests
that are not reflected by the price of timber or
other products.

Impact of the changes

These institutional changes have already had
aclearimpact. For instance, reforestation has
increased from some 20,000 hectares in 20
years to 70,000 hectares during the seven
years of INAB's existence. But their success has
also been evident from the way in which
certain incidents have been resolved. In 2001,
the President of Guatemala intervened to
appoint a new manager at INAB. Not only was
this considered a threat to the organisation's
autonomy, transparency and efficiency, it was
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also regarded as unconstitutional. The whole
forestry sector, including donors, pressured the
government to observe the rule stating that
the manager of the INAB is elected by the
board.The President finally gave in and INAB
came out stronger.

Lessons learnt

All'in all, the transition of the forestry sector
was an undertaking involving multiple actors
that did not follow a preset design, but took
the course of an interactive process that
opened opportunities for innovation.

e Thefirst lesson is that initial success
depends on transforming competing
interests into analytical and technical
issues in the light of overriding policy
challenges and concerns.The institutional
fabric was analysed and taken apart from
a neutral standpoint and in a common
forum in order to be restructured,
reassembled and reinstitutionalised.

e Asecond key success factor was the
continued production of information and
the maintenance of communication so
that all stakeholders retained an interest

in the process. Communication in the form
of lobbying in Congress and frequent
press appearances lent a high profile to
participants, who therefore wanted
increasingly to identify themselves with
the forestry sector. Competing interests
had become collective interests without
going through a merely technocratic
phase of (depoliticised) disinterest, which
probably would have stalled the process.

Follow-up: strengthening INAB
Following this successful exercise, the ground
was prepared for strengthening INAB's
organisational structure and institutionalising
the development project into INAB's own
structure.The project's independent 'neutral’
position had now become a disadvantage and
was seen as an absence of embedding. Rather
than continuing with the project as anisland
within the wider institutional field, the Dutch
embassy decided to form a partnership with
INAB. Strengthening INAB and its role in the
wider institutional field is now seen as a good
way of supporting the forestry sector. Thus, the
process of institutional development
continues along new lines, with the donor
accompanying INAB's ongoing process of
change and learning.

1 FAO = Food and Agriculture Organisation of the
United Nations
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Institutional Development: Learning by Doing and Sharing

The draft version of a booklet entitled Institutional Development: Learning by Doing and Sharing brings together tools, experiences and background
resources on institutional development. Its aim is to inform practitioners and help them improve their skills in facilitating institutional development
initiatives. The booklet stems from a project the first stage of which involved gathering information on the experiences gained mainly by Northern-
based consultants and the tools used by them. The big challenge now is to connect with Southern-based practitioners and to tap into their own

The booklet begins with an introduction that emphasises the need to use a process-based approach when working on institutional development. It
also recognises the need to facilitate mutual learning processes (mutual because both facilitators and stakeholders learn from them). It then discusses
various approaches and tools which are currently and could in the future be used for the purpose of institutional development initiatives.

Where possible, the approaches and tools discussed are accompanied by accounts of practitioners' experiences. The latter make practical recommenda-
tions and explain the circumstances under which the tools can be used. The booklet will be finalised during a workshop that has been scheduled for
the second half of 2004. In the meantime, its contents will be gradually expanded as information on new experiences and tools is inserted.

ISSN 1566-6603



Capacity.org Issue 20 page 4

Facilitating institutional change from the outside:
the case of Mozambique's national audit office

Background

Mozambique is reforming its government and

economy, moving from a planned economy

towards democracy and a market economy.

The 1990 constitution invests considerable

powers in Mozambique's Tribunal

Administrativo as the country's supreme audit

institution, i.e. national audit office. As the

external auditors of public funds, the staff of
the Tribunal check the accounts and internal
control systems of all recipients of public
funds, to ensure the latter are put to proper
use. But what's the best way of getting the job
done? The challenge is enormous and twofold:

1 Managerial: all procedures for auditing
over 600 publicly financed entities have to
be designed and implemented from
scratch.

2 Professional: audit expertise needs to be
built up in many areas, from checking
accounts and contracts, through conduct-
ing financial audits of large organisations,
to issuing an annual opinion on the State
General Account.

In 2000, the Tribunal called in the assistance of
the Swedish national audit office, later joined
by its Portuguese counterpart, the Tribunal de
Contas. A project was launched the aim of
which was to enable the Tribunal Admini-
strativo to comply with about half its statutory
obligations for auditing the application of
public funds by the end of a three-year period.
Although the Tribunal failed to reach this very
ambitious target in terms of the number of
audits performed, it nonetheless made consid-
erable progress during this period. A number
of newly created Audit Departments, staffed
by about 25 new professionals, were incorpo-
rated step by step into the Tribunal's structure.

The problem
It became apparent during the integration
process that views differed on the roles and
responsibilities of the project team (funded
under the project agreement) as compared
with those of the Tribunal's permanent staff.
The issue had of course been discussed at the
start of the project, when it was agreed that:
® the permanent staff of the Tribunal would
remain in command of the line
organisation,

e the members of the project team would
act as counterparts to the operational
managers of the Audit Departments, and

® theProject Manager and the General
Secretary would coordinate cooperation
between the temporary project teamand
permanent staff.

The project was supervised by a steering
committee comprising senior executives from
the three institutions involved (i.e. the
Tribunal, the Swedish national audit office and
the Portuguese Tribunal de Contas).

In practice, tensions surfaced as soon as the
project got off the ground. The project team
felt responsible for meeting the targets set for
the quantity and quality of the audit work
performed. Although the permanent staff
shared the same targets, they wanted to meet
them in their own way. This meant that the
roles and responsibilities of the project team
on the one hand and the permanent staff of
the Tribunal on the other needed to be rede-
fined.

The solution

The steering committee had two days to
discuss the problems and to reach agreement
on a solution. They asked me to help, since |
had facilitated previous planning and evalua-
tion workshops for the project. After an initial

round of interviews, it became clear that we

needed to redefine the way in which the proj-

ect was to operate. We then organised a work-
shop consisting of the following components:

1 The participants first reconstructed the
management model for the project and
the agreements on which it was based.

2 They then performed a brainstorming
exercise to identify those things they
would like to see happen, as well as those
things they wanted to avoid during the
project. These items were grouped into
categories such as planning, monitoring,
evaluation, etc.

3 The participants then defined how each of
these categories of activity should be
performed, and to which rules or princi-
ples they would be subject.

Results of the workshop

Based on the results of the workshop, we

ended up with one organisational model and

one set of principles covering all the aspects

raised during the brainstorming exercise.

Reading from the top down, the model (see

box) may be summarised as follows:

® The quality and quantity of the audits are
the objectives that the Tribunal needs to
accomplish,and are its own responsibility.

e These objectives can be attained by
developing certain professional and
managerial competences.These are

Objectives of a competence-building project

Responsibility I Quality of the : Quantity of the |
of Tribunal staff | | audits Lo auditwork |
L ————— | = J
Professional and managerial
Responsibility competences
of the project
team On-the-job learning
m activities
Responsibility of New professional and
the project team managerial competences
Learning to Off-the-job learning
optimise activities
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developed at work, by undertaking certain
on-the-job project activities. The
consultants act as advisors or partners
during these activities.

® Occasionally, consultants may act as
hands-on expert to perform a specific audit
job.

® New professional and managerial
competences need to be acquired beyond
the strict confines of the Tribunal's
production process. In this respect, the
consultants act as trainers and experts.

Definition of ‘competence': the ability to
achieve a task in our work. Competences may
be defined for individuals, for a team and even
for an organisation. At a personal level, com-
petences may be professional or managerial.

This model is based on a learning approach.
The planned competences should be adapted
every year, in accordance with the insights
gained during implementation.

How the model works

The steering committee defined a number of
principles on which the model described above
is based.

Joint control

The line managers at the Tribunal plan all proj-
ect activities, with the assistance of the
consultants. Both strategic and practical issues
are discussed well in advance. The activities
are approved by the steering committee each
year.

Learning approach

Although targets need to be formulated for
the quality and quantity of the work
performed, this is not enough in itself. The
steering committee concluded that more
discussion and interaction were needed in
order to learn from experiences gained during
the implementation process. At an operational
level, project activities always lead to new
competences. This means that people need to
ask themselves what they need to learn in
order to attain the objectives they wish to
achieve. At a management level, it was agreed
that managers would dedicate a 'budgeted'
amount of their time to learning activities
within the organisation.

Management ownership
To ensure that middle managers and the staff
of support departments also have ownership

of the project, it was agreed to involve all
management levels in operational planning,
and to plan support at an early stage. Another
decision taken was to extend the training
activities covered by the project to all manage-
ment levels.

Lessons learned by the facilitator

1

In institutional development projects, the
question of the roles and responsibilities
of the project team on the one hand and
permanent staff on the other should be
addressed right from the start. Often, the
conclusion will be that performance objec-
tives are the responsibility of the perma-
nent staff, while the temporary project
team is responsible for developing any
new competences that may be required.
However, when an institutional develop-
ment project is started from scratch, it is
difficult to foresee what competences are
going to be required, especially by profes-
sional staff and managers (i.e. skills relat-
ing to leadership and team development).
While it is possible (and useful) to plan
performance objectives and training activ-
ities, it is generally not possible to define
all the competences a project needs to
generate well in advance. This planning
paradox may explain why so many institu-
tional development projects take the form
of training programmes (generally
centring on technical aspects) that ignore
the further development of the organisa-
tional context.
Although, as planning facilitators, we help
to formulate performance objectives and
plan training activities, we should also face
the planning paradox. With a bit of
patience, it is possible to find a learning
approach in which all players have their
own responsibilities. Facing up to the
uncertainties intrinsic to such a project
produces more sustainable results.
Finally, | would like to pay tribute to the
wisdom of the steering committee, whose
members found an elegant solution to a
difficult problem. As it was expressed by
one of the workshop participants, ‘change
always meets a lot of resistance, but it can
be overcome once we have a clear spirit of
harmony, understanding, seriousness and
agreed rules'.
Charles de Monchy
Consultant de Monchy & Partners
http://www.demonchy.nl/

e-mail: charles@demonchy.nl

Building a resource network on
institutional development

The process of constructing a resource network
started in November 2002, during a seminar
organised by the ECDPM in collaboration with
the Division for Poverty Policy and Institutional
Development of the Dutch Ministry of Foreign
Affairs (DSI/Al). At the seminar, administrative
staff and consultants met a number of experts
in institutional development from policy insti-
tutes, universities, NGOs and private companies
in order to exchange ideas on how to improve
the sharing of information on institutional
development.

After the seminar, a ‘resource network reference
group' was set up consisting of Ministry staff
and external partners. Its task was to advise on
the way ahead and one of its main recommen-
dations was to gather experiences, stories and
approaches instead of just tools and instru-
ments.

As a first step, ECDPM and DSI/Al drew up a
short-list of consultants with a track record in
institutional development and participatory
methodologies, and carried out an inventory of
approaches, tools and practical experiences.
This material has now been brought together
in the form of a booklet entitled Institutional
Development: Learning by Doing and Sharing,
which will be available in draft on the
Capacity.org website from February 2004.

Second, it was decided to publish this issue of
Capatcity.org so as to share the group's informa-
tion with a wider audience, notably colleagues
in the South. Capacity.org will also be acting as
a platform for a web-based debate of the topic,
and will be providing follow-up information on
the development of the resource network.

Third, the reference group decided to organise a
number of seminars in different regions in the
South. The aim of these seminars is to expand
the network by identifying other experts in
institutional development and to enable a
wider audience to benefit from the practical
experiences of others.

Finally, a workshop has been planned for the
second half of 2004 to validate the process so
far, to take stock of the experiences, tools and
approaches collected, to finalise the booklet
and to plot a new course for the future.
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