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Executive summary

With the independence of Timor-Leste in May 2002, a large scale
state institution- building assistance was launched, by placing
several hundreds of international advisors into key units and
departments of the state institutions. This intervention is
unique in its emphasis on capacity development, its joint
nature with the peacekeeping operations, as well as the
transitional phase of the country in which the assistance has
been provided.

The author of this paper is
Toshi Nakamura,
Programme Specialist,
Bureau for Crisis Prevention
and Recovery (BCPR),
UNDP Geneva.

In this paper, the author provides a detailed description of
achievements, challenges, and suggestions for the future in the area
of capacity development intervention, capacity development
measurement, collaboration with the peacekeeping mission, and
resource mobilization. The paper also covers practical ‘tools’ that may
be of use for development practitioners. Below is a summary of the
key points made in this paper.
How to ensure effective capacity development?
1. The assistance approach should be continuously assessed,
challenged and improved to make the maximum impact on the
country we are assisting. A variety of mechanisms, from
consultative workshops to informal brainstorming with
stakeholders should be utilized for this purpose.
2. Capacity development is a long term process and goes beyond the
resident expatriate model. A single development agency cannot
provide comprehensive support, and therefore concerted efforts
by the people, government and international community are
crucial.
3. In devising capacity development assistance, language and
cultural issues should not be neglected. Practical actions that could
be taken include aligning recruitment criteria and provision of
training in cultural and linguistic areas.
4. If the expatriate advisor model is introduced, make sure that an
advisor works with multiple national counterparts. Advisory for
common functions across different institutions could also be
shared..
5. The three pillar model, which addresses skills and knowledge,
systems and processes, and attitudes and behaviours, could be
used as a starting point to develop a comprehensive institutional
capacity development plan.
6. Codification of lessons learned should be mandatory, or at least
encouraged periodically.
7. An exit from emergency assistance to a more sustainable
assistance needs to be carefully planned at the outset. A number of
existing planning frameworks, such as CCA and UNDAF, could
facilitate this process if properly applied.
United Nations Development Programme – Oslo Governance Centre
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How to measure capacity development?
8. If we are serious about capacity development, our performance in
assisting the capacity development of the country should be
measured through established methodologies. A sample
methodology developed in Timor-Leste is shared in the paper.
9. Capacity development measurement cannot be scientifically
perfect, but it can be continuously improved. Suggested four steps
(understand what needs to be delivered, identify capacity gap,
develop capacity development plan, and review progress) and
proposed templates could be tested, challenged and improved by
development practitioners.
10. Despite renewed attention to capacity development at the
conceptual level, the way we do business in the field has not yet
been fully adjusted to make the capacity development focus
operational. It is time to discuss concrete steps to make it happen,
and one suggestion is to fully integrate a detailed capacity
development plan into the national development plan.

How to strengthen coordination with the peacekeeping
mission?
11. Increasing recognition of the indivisibility of peace and security,
and development has been a driver for strengthened coordination
between the peacekeeping operations and UN agencies, including
UNDP.
12. Progress is being made, particularly in recent missions, in which
the Deputy SRSG also functions as the Resident Representative of
UNDP, Resident Coordinator as well as Humanitarian Coordinator.
13. In Timor-Leste, a number of efforts were made to push integration
further on the ground. The state institution-building support
programme exemplifies a fairly integrated process for the entire
process from needs assessment, programme formulation,
programme implementation through to the exit strategy
development.
14. However, in this process we encountered a number of
bottlenecks including different operational procedures, reporting
lines and funding availability, among others.
15. In order to push the integration further, a range of suggestions are
made: development of a common assessment and programming
methodology and a common personnel database between UNDP
and DPKO; rationalization of operational rules and regulations, and
reporting line; use of assessed contributions by the UN agencies;
capacity development of the UN personnel to make all the ‘tools’
work on the ground.
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How to effectively mobilize and use resources?
16. Development agencies have long been suffering from chronic
lack of funds to respond to the complex development challenges,
and this is also true in post- conflict settings. In Timor-Leste too,
the same problem arose.
17.Chronic shortage of funds is structurally inherent in the UNDP’s
budget composition, as is increasing reliance on the non core
budget.
18. To respond, several efforts could be made. First, a strategy needs
to be developed to increase the amount of core funds. This
ultimately relies on our continued effort to improve our
performance in development assistance, and quality public
relations. Secondly, efforts need to be made with donors to make
the category 2 (donor conference, CAP, and Transition Appeals)
more efficient and timely. However, this may not be easily done,
unless the budgeting cycle of the donor countries is shortened and
harmonized, and our capacity to foresee and plan to prevent
potential conflicts is substantially increased. Finally, an extensive
discussion with the donors and the DPKO needs to be continued to
make the sharing of the assessed contribution possible.

A knowledge organization needs to codify experiences gained,
accumulate them and build on the successes and lessons learned to
continuously improve its effectiveness in helping the developing
countries deal with their development challenges. I do hope that this
paper, through an illustration of our state institution-building
interventions in Timor-Leste, contributes to this larger effort.

Toshi Nakamura worked for UNMISET and UNDP Timor-Leste from
2002 to 2004, and is currently working at UNDP’s Bureau for Crisis
Prevention and Recovery (BCPR) in Geneva. Prior to joining UNDP, he
worked for a management consulting firm, McKinsey & Co. in Tokyo.
He holds a Bachelor of Law (LL.B.) from Kyoto University, Japan and an
M.Sc. in Comparative Politics from the London School of Economics
and Political Science, UK.
The author is particularly grateful to those who have been leading
and implementing the state institution-building support programme
with the highest professionalism and commitment: Mr. Sukehiro
Hasegawa (SRSG, Resident Coordinator and Resident Representative
of UNDP Timor-Leste), Haoliang Xu (former Country Manager of UNDP
Timor-Leste), Hazem Galal, Sher Shah Khan, Augusto Bareto-Soares,
Sophal Ear, Mina Day, Carla Vendinha, Laurentina ‘Mica’ Barreto Soares,
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Jean Wakam, Roselle Nunes, Lisa Reefke, Joe Harris, and Reyko Huang.
Advice and comments on my early manuscripts and ideas were also
provided by Georges Nzongola-Ntalaja, Sam Barnes, Francesca Cook,
Patrick Keuleers, Kanni Wignaraja, Abdul Hannan, Else Leona
McClimans, Havard Aagesen, Janne Niemi, John Vong, Beate Bull,
Richard Ponzio, Munehiko Harada, Jason Pronyk, Ieva Lazareviciute,
Jeremias Blaser, Illaria Carnevali, Maribel Rodriguez, Mariko Saito,
Kazuto Tsuruga, Mari Matsumoto, Espen Barth Eide, Anja Theresse
Kaspersen, and Mamiko Nakada.
The author would also like to express thanks for the support provided
by the UNDP Oslo Governance Centre throughout the fellowship
period. Any errors or omissions that remain are the responsibility of
the author alone.
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Glossary

AAP

Annual Action Plan

BCPR

Bureau for Crisis Prevention and Recovery

BRSP

Bureau for Resources and Strategic
Partnerships

CAP

Consolidated Appeals Process

CCA

Common Country Assessment

CDCU

Capacity Development Coordination Unit of
the Government of Timor-Leste

DDR

Disarmament, Demobilization and
Reintegration

DEX

Direct Execution

DPKO

Department of Peacekeeping Operations

DSRSG

Deputy Special Representative of the
Secretary-General

ECHA

Executive Committee for Humanitarian
Assistance

GDP

Gross Domestic Product

GEF

Global Environment Facility

GPSM

Governance and Public Sector Management

HRM

Human Resources Management

IFI

International Financial Institutions

INAP

National Institute of Public Administration

MDGs

Millennium Development Goals

MYFF

Multi Year Funding Framework

NDP

National Development Plan

ODA

Official Development Assistance
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PRSP

Poverty Reduction Strategy Paper

RC

Resident Coordinator

RR

Resident Representative

SRSG

Special Representative of the SecretaryGeneral

TFET

Trust Fund for East Timor

ToR

Terms of Reference

UNDAF

United Nations Development Assistance
Framework

UNDG
United Nations Development Group
UNESCO

United Nations Education Science and
Cultural Organization

UNICEF

United Nations Children Funds

UNMISET

United Nations Mission of Support in East
Timor

UNTAET

United Nations Transitional Administration in
East Timor

ONUC

Opération des Nations Unies au Congo
(United Nations Operations in Congo)

WHO

World Health Organization
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1 Background and key questions

1.1 Background
Following the violence in 1999, about 7,000 Indonesian civil
servants fled Timor-Leste, leaving a vacuum in the state
institutions. Shortly after, the United Nations Transitional
Administration in East Timor (UNTAET) was established to
provide security, maintain law and order and exercise executive
and legislative functions in the country. During this period,
efforts were made to establish basic democratic governance
mechanisms, including the adoption of the Constitution and
creation of the National Parliament.
In preparation for the full independence of the Democratic Republic
of Timor-Leste in May 2002, it was acknowledged that large scale
international support was still necessary to ensure the provision of
basic public services, capacity development of state institutions, and
longer term sustainable development. In October 2001, a UNDP led
‘skills audit’ identified over 300 international advisory positions to be
placed in key departments and units of various state institutions. 100
of them were classified as ‘stability’ positions and were to be financed
by the assessed contribution of the peacekeeping mission, the
United Nations Mission of Support in East Timor (UNMISET). It was
also decided that the remaining 200 plus positions, classified as
‘development’ positions, should seek voluntary contributions from
donors, and that they could channel funds either directly or through
UNDP. The composition of the ‘stability’ and ‘development’ positions
is shown below.
TABLE 1a: Composition of the ‘stability’ and ‘development’ positions by
type of institution
Type of state
Stability position Development Positions
institution
(UNMISET)
(UNDP and others)
Ministries and
state secretariat
Judiciary
Parliament
Office of the
President
Others
TOTAL

93

202

6
1

1
2

0
0
100

8
15
228

Allocation of the advisor positions in the ministries and state
secretariats is also shown in the table below. A substantial number of
positions are given to the Ministry of Planning and Finance, Ministry
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of Communication, Transport and Public Work as well as the Ministry
of State Administration.
TABLE 1b: Breakdown by ministry and secretariat of state

1 Report of the Secretary-General on
the United Nations Transitional
Administration in East Timor (S/2002/
80)
2 Public Sector Management:
priorities and proposed sector
investment program; Government of
RDTL, 2004
3 When this assistance plan was
formulated in October 2001, the
number of Timorese civil servants at
the director level or above and already
recruited was around 400. The draft
Outcome Evaluation, Alain Thery for
UNDP Timor-Leste, 2004

The distinction between ‘stability’ and ‘development’ positions is not
so clear-cut. While the justification made for the Security Council to
finance this purely civilian component was that these stability
positions are ‘vital to the viability of government, political stability
and basic service provision’1, many development positions could also
meet the same criteria. And as will be discussed in detail later in Part
4, this clearly indicates the indivisibility of the peacekeeping
mission’s mandate and those of the UN agencies.
The magnitude of this initiative is massive. According to the latest
statistics2, the total number of full time public servants in various
state institutions amounts to 17,175. About 1,000 of them, who are at
the director level or above, constitute a major part of the advisors’
direct ‘counterparts’. This means that almost one in three public
servants was expected to be equipped with an international advisor3.
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TABLE 1c: Composition of Timorese public servants

1.2 Uniqueness of the state institution-building support in
Timor-Leste
In many ways, the UN’s assistance in state institution building
through ‘stability’ and ‘development’ advisors is quite unique. Most
significantly, in my view, it is unique in terms of its extreme emphasis
on capacity development, its ‘joint’ nature between the
peacekeeping operations and UNDP, and the transitional phase of the
country in which the assistance has been provided.

4 For a very insightful observation on
capacity development and its
implications, see ‘Capacity Building’: A
New Way of Doing Business for
Development Assistance
Organizations, Mark Schacter, 2000.

Focus on capacity development
The overall objective of the ‘stability’ and ‘development’ advisors’
programme is capacity development of Timorese civil servants and
state institutions. On various occasions, it has been emphasized that
advisors should work hard to assist the Timorese counterparts and
institutions in acquiring as much capacity as possible, and make
themselves redundant. Given the fact that the development advisor
project is by far the largest in its scope and financial requirement
among the governance related projects in UNDP Timor-Leste, it can
be argued that UNDP Timor-Leste’s emphasis on capacity
development has really been considerably strong.
Incidentally, there has been a revived interest in capacity
development in recent years. As opposed to simply ‘moving money’
from one bank account to another4, more and more attention is being
paid to the ultimate impact on the countries receiving development
United Nations Development Programme – Oslo Governance Centre
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5 For example, see Developing
Capacity through Technical
Cooperation, UNDP, 2002; Ownership,
Leadership and Transformation, UNDP,
2003; Capacity for Development: New
Solutions to Old Problems, UNDP, 2002;
Evaluating Capacity Development, D
Horton et al., 2003
6 www.undp.org/capacity/

7 I thank my colleague, Jason Pronyk
for this insight.
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assistance5. With the adoption of the Millennium Development Goals
(MDGs), the achievement of the eight goals by 2015 has become one
of the top priorities for those working in development. This does not
mean that we are only concerned about the achievement of the eight
goals. Rather, we are equally concerned about the capacity of
individuals, state institutions and society to achieve such goals6.
Capacity development should not be treated simply as an
unintended consequence of our development assistance7, but rather,
we should deliberately support the development of national
capacities for the achievement of such goals.
UNDP and the peacekeeping operations
The ‘stability’ and ‘development’ programme was obviously intended
to be a joint effort by the peacekeeping arm of the UN, UNMISET and
other development agencies. I say ‘other development agencies’, not
UNDP, because initially, only about 35 positions out of 228 were
expected to be funded through UNDP, and the remaining 193
positions through direct bilateral contributions. Contrary to our initial
projection, it turned out that many donors preferred to channel funds
to the advisors through UNDP, instead of financing them directly. By
mid 2004, a total of 127 development advisors were recruited, with
88 funded through UNDP, and 39 through bilateral assistance. This
gave UNDP not merely an administrative burden, but also
substantive responsibility in coordinating, leading and managing the
development posts advisor assistance, including the liaison function
with UNMISET.
If we reflect on the changes happening in the peacekeeping
operations and UNDP, we will realize that the ‘stability’ and
‘development’ programme is indeed at the very intersection of the
two traditionally distinct operations.

8 United Nations Peacekeeping
Operations: Current Developments
and Future Challenges, Jean-Marie
Guehenno, 2002. A major exception to
this general pattern can be found in
the UN Mission in Congo (ONUC)
between 1960 and 1964, in which a
large scale nation-building support
was provided through thousands of
civilian experts– I thank Georges
Nzongola-Ntalaja for his advice.
9 For a brief history of UNDP’s
transformation, see
www.yale.edu/unsy/UNDPhist.htm
10 UNDP’s five practice areas are
poverty reduction, democratic
governance, energy and environment,
crisis prevention and recovery, and
HIV/AIDS.

There have been enormous changes in the peacekeeping operations
since their inception. They started as simply observers of cease-fire
agreements, armed with light weapons. Thereafter, the collapse of
the Eastern Bloc necessitated the creation of multi-dimensional
peacekeeping operations, in which military, police and civilian
peacekeepers are involved in political, military, humanitarian, police,
economic, social, reconstruction and judicial activities8. This means
that the coverage of the peacekeeping operations has expanded into
the traditional sphere of the development agencies. Similarly, UNDP
has been going through a number of changes, especially since the
appointment in 1999 of a new Administrator, Mark Malloch Brown.
The focus of UNDP has shifted from environment, women in
development, privatization, and NGOs among others,9 into five
‘practice areas’10 with particular focus on democratic governance and
United Nations Development Programme – Oslo Governance Centre
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crisis prevention and recovery, as well as the MDGs. This means that
UNDP, traditionally prominent in the ‘development’ sphere, is
expanding its activities into the post-conflict recovery and nationbuilding process in war torn countries, which have long been
dominated by the peacekeeping operations.

11 See Renewing the United Nations:
A Programme for Reform (A/51/950);
Strengthening of the United Nations:
An Agenda for Further Change (A/57/
387); Report of the Panel on United
Nations Peace Operations (S/2000/
809).
12 A working definition of transition is
‘the period in a crisis when external
assistance is most crucial in supporting
or underpinning still fragile cease-fires
or peace processes by helping to
create the conditions for political
stability, security, justice, and social
entity’, Report of the UNDG/ECHA
Working Group on Transition Issues,
UNDG/ECHA, 2004.
13 From Emergency Relief to
Sustainable Development Strategy,
UNDP Timor-Leste, 2003, available at
www.undp.org/surf-kathmandu/cprpasia/presentations/
Manila%20workshop%20
document%20final%202.ppt

14 UNDG/ECHA, ibid.

15 Practical Guide to Multilateral
Needs Assessment in Post-Conflict
Situations, UNDP/UNDG/World Bank,
2004

All these changes indicate a growing convergence between the
mandate of the peacekeeping mission and that of UNDP. It follows
that UNDP and the peacekeeping operations should work closely
together. Indeed, the launch of the Secretary-General’s campaign for
UN reform in 1997, its follow-up in 2002 and subsequent completion
of the ‘Brahimi report’, among others, have been pushing not only for
more effective assistance provided by the peacekeeping operations,
but also for a more concerted effort by various United Nations
entities 11.
Transition phase12
Another important and interlinked factor that makes state institutionbuilding assistance in Timor-Leste so unique is the timing of the
intervention. Timor-Leste passed the emergency relief phase, and is
now in the transition phase to enter into the sustainable
development phase13. The transition phase equally poses a number
of challenges to the country and to the development agencies as the
emergency relief phase. A key issue is how to develop a coherent
transition strategy, effectively implement it with the appropriate
level of financial and human resources, and to shift smoothly to the
‘normal’ development assistance. Just like any other programme in
the transition phase, the ‘stability’ and ‘development’ advisor
programme faced these challenges.
At the Headquarters level, however, there has been slow but steady
progress in this area. UNDP has recently upgraded its Emergency
Response Unit to a fully fledged Bureau for Crisis Prevention and
Recovery (BCPR) to respond to the complex challenges in the post
conflict and transition phases. In February 2004, the United Nations
Development Group (UNDG) and the Executive Committee for
Humanitarian Assistance (ECHA) jointly produced a report to respond
to the chronic funding issues and the need for strategic planning in
the transition phase, as well as to increase the effectiveness of the
United Nations in dealing with post-conflict specific issues14.
Furthermore, UNDP, UNDG and the World Bank have recently
developed a needs assessment methodology in their effort to
coordinate the assistance by various development agencies15.
The state institution-building assistance in Timor-Leste has indeed
been operating in the context of the emphasis on capacity
United Nations Development Programme – Oslo Governance Centre
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development, the push for stronger coordination with the
peacekeeping mission, and efforts to address transitional
development challenges. What has been experienced in the last two
years or so has a number of implications for development agencies,
including UNDP and the peacekeeping operations.
1.3 Key questions to be addressed
It is against this background that this paper addresses the following
four interlinked questions, highlighting the achievements,
challenges, and lessons learned through the state institution-building
support programme in Timor-Leste. Each of the four questions has
sub questions, which I shall try to answer in the course of the
discussion.
· How to ensure effective capacity development? (Part 2)
- How did we adjust our approaches to capacity development
assistance to the evolving situation in Timor-Leste?
- What are the major challenges to capacity development faced in
Timor-Leste?
- What strategy has been developed to overcome these challenges?
- What policy implications does it have for the way we do our
business?
· How to measure capacity development? (Part 3)
- Can we and should we ever measure capacity development?
- What are the steps to measure capacity development?
- What capacity measurement tools and methodologies are
available for other practitioners?
- What policy implications does it have for the way we do our
business?
· How to strengthen coordination with the peacekeeping mission?
(Part 4)
- Why should we strengthen coordination with the peacekeeping
operations?
- How much progress has taken place?
- What could be done to further strengthen the coordination in the
future?
· How to effectively mobilize and use resources in the transition phase?
(Part 5)
- Were we able to secure the necessary funds?
- Why do we face financial shortage?
- How can we secure funds in a timely manner in the future?

United Nations Development Programme – Oslo Governance Centre
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2 How to ensure effective capacity
development?

16 Capacity for Development: New
Solutions to Old Problems, UNDP, 2002

Technical cooperation had proved effective in getting the job done,
but less effective at developing local institutions or strengthening
local capacities. 16
2.1 Three phases of capacity development in Timor-Leste
If capacity development is one of the key areas that development
agencies should deliberately target, a serious effort needs to be
made, on a continuous basis, to improve the effectiveness of the
capacity development interventions. In Timor-Leste, a number of
micro and macro activities took place to develop, implement, assess,
and adjust our capacity development assistance during the
stabilization and building phase. Additional interventions are also
planned for the coming consolidation phase. These conscious efforts
resulted in different characteristics of capacity development
assistance in each phase.
As shown inTable 2a below, in the stabilization phase a ‘one advisor to
one counterpart’ model was employed and advisors primarily
focused on individual capacity development. In the building phase,
advisors started to work closely with multiple counterparts, and the
scope of the assistance was broadened to encompass broader
institutional capacity development. In the consolidation phase, the
capacity development assistance which heavily relies on expatriate
advisors will be ended to be replaced by a series of institution based
and cross-institutional assistance programmes. The following
sections will describe each of the three phases in detail.
TABLE 2a: Changing phases of the capacity development approach

2.2 Stabilization phase
United Nations Development Programme – Oslo Governance Centre
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During the stabilization phase, which roughly corresponds to the
period from mid 2002 to end 2003, advisors focused on individual
capacity development, and mostly towards one single counterpart. It
was also noted that partly due to the government’s decision to
temporarily freeze the recruitment of Timorese civil servants as well
as the donors’ preference for tight financial control, a number of
advisors were actually performing ‘line functions’, rather than advising
their counterparts to perform their functions. While operating within
a rather limited scope, a number of efforts were made to improve the
effectiveness of the capacity development assistance.
The 4 November workshop
The 4 November workshop was organized on 4 November 2002 to (1)
discuss and clarify the roles and responsibilities of the international
advisors, (2) identify major bottlenecks to effective capacity
development, and (3) develop concrete suggestions to overcome the
challenges identified. About 300 participants attended the
workshop, including ‘stability’ and ‘development’ advisors, Timorese
counterparts, Government of Timor-Leste Ministers and Vice
Ministers, members of diplomatic corps, bilateral donors, and
international development agencies. Participants were randomly
divided into 10 working groups to allow in-depth discussion.

17 Report and Proceedings of the
Result-Oriented Workshop on the
Roles and Functions of International
Advisors held on 4 November, UNDP
Timor-Leste/RDTL/UNMISET, 2002

18 Building the Public Administration
in a Post-Conflict Situation: The Case of
Timor-Leste, Patrick Keuleers (Bangkok
SURF), 2004

It was the first attempt to bring all stakeholders together to bring all
the issues to the table and to come up with a concrete plan of action.
The result of the workshop was summarized and analyzed in the
report17. As shown in Table 2b, a number of bottlenecks to effective
skills transfer from advisors to counterparts were identified. Most
notable is the communication issue. Partly due to the pressure to
recruit as many advisors as possible in a short period of time, often
advisors recruited did not speak any of the local languages. Similarly,
a number of Portuguese speaking advisors were brought in from
Lusophone countries, but it turned out that many Timorese, even
director-level civil servants, do not speak Portuguese. Without
effective communication, it is clear that effective skills transfer will
not happen. This has larger implications too. It necessitates the
frequent utilization of translators and interpreters, which massively
increases the transaction costs in doing the day to day business, and
delays the decision-making process18.
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TABLE 2b: Key findings of the 4 November workshop

Another significant finding was that the impact of culture is too
important to ignore. In some cultures, the relationship between
‘advisor’ and ‘counterpart’ would be more hierarchical than in others.
Work ethics also vary from country to country. When bringing in all
sorts of people with different cultural backgrounds, it is not difficult
to understand why this issue came up so vividly.
Several important actions did take place based on the findings and
recommendations. Let me just mention two interventions that
directly address the communication and cultural issues. Both
UNMISET and UNDP conducted a quick assessment of the language
abilities of the counterparts and advisors, and their ‘matching’. Based
on that, both started to offer Portuguese, Tetun (Timorese local
language), and Indonesian language courses to advisors, financed by
the state institutions-building assistance programme.
Another intervention is the cultural sensitivity workshop, which
consists of 3 parts – introduction, presentation, and discussion. In the
introduction, usually an unfamiliar object is shown to advisors, and
they say what they see, feel, or think. Some simply describe the
object (e.g., ‘it is brown, and looks sharp-edged’), while others go
further to make a judgement (e.g., ‘oh, this is a weird object’). A key
takeaway is that when we face unfamiliar things, people, or culture,
we often tend to judge immediately before trying to understand
what it is and why it is. This is followed by presentations by advisors
United Nations Development Programme – Oslo Governance Centre
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and counterparts about specific topics, like respect for local culture
and authority structure of the country. In the group discussion,
participants also discuss other issues related to culture and rapport
building. All advisors are required to attend at least one session.
Capacity development strategy mission
In May 2003, UNDP and the Capacity Development Coordination Unit
(CDCU) of the Government of Timor-Leste jointly conducted a
capacity development strategy mission. The initial scope of the
mission was simply to review the existing development advisor
positions, but it was later expanded to develop a comprehensive
capacity development strategy for Timor-Leste. The basic
methodology of the mission is illustrated in Table 2c.
TABLE 2c: Capacity development strategy mission methodology

During this three week intensive mission exercise, a number of
issues as well as constructive ideas were raised by ministries, donors,
advisors and counterparts, and some of them overlapped with the
findings of the 4 November workshop. One of the most important
findings, with which the majority of stakeholders also concurred, was
the realization of a variety of advisor modalities.
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TABLE 2d: From one-to-one to one-to-many advisor modality

A careful examination of the positions in the ‘stability’ and
‘development’ lists revealed that many advisors could actually be
shared across different state institutions. For example, IT, human
resources, and general administration and finance functions are more
or less similar across institutions. Also, there was no obvious reason
why an advisor should only work with one single counterpart. One
advisor can in fact work with multiple counterparts within or across
institutions. A part time or intermittent advisor modality also came
up. Some of these ideas were immediately applied, whereas others
had to wait until the next ‘building’ phase.

19 Main reasons for the lack of
cooperation include the lack of
capacity and resources of the CDCU,
especially in the initial stage, and the
delay in starting up the HRM project,
which was up and running from around
mid 2003. It should be noted, however,
that the HRM project provided
extensive support for the
development of the Civil Service
Statute.

Strategy paper
From around September to December 2003, a joint task force
consisting of UNDP and the CDCU of the Government developed a
more comprehensive strategy for the state institutions. There were
three reasons for initiating yet another strategy development. First,
the capacity development strategy mission in May 2003 did not
really go beyond the scope of individual capacity development.
Second, it did not fully capture the importance of working together
with another project within UNDP Timor-Leste (what a shame!),
which assists more legal and operational aspects of the state
institution building19. Third, there have been a number of parallel
assessments and strategy developments since 2002 by other
international organizations and bilateral agencies, and it was time for
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somebody to take stock of all the findings so far and develop a truly
comprehensive strategy.
The key concept behind the strategy paper was a shift from
individual to institutional capacity development. And ‘the three pillar
model’ was introduced to capture the totality of the institutional
capacity development approach. The three pillars are: Skills and
Knowledge, Systems and Processes, and Attitudes and Behaviour. The
paper also assessed the degree of intervention and progress made in
each of the three pillars.
20 Strategy for Strengthening the
Public Service in Timor-Leste, UNDP
Timor-Leste in consultation with the
Government of Timor-Leste, 2003

TABLE 2e: The three pillar model of institutional capacity development20

The impact of the strategy has been far reaching. It received very
positive feedback from the government and the donor communities
in general for its comprehensiveness and visual impact. The real
challenge for us, however, was to operationalize what we proposed in
the strategy paper, and the painful but rewarding process of the
implementation will be described in the next part for the building
phase.
Codification of lessons learned and best practices
A knowledge organization needs to be able to learn from the past as
well as from those within the organization on a real time basis. In this
spirit, we codified lessons learned and best practices of the capacity
development process. This focused somewhat on individual skills
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codification exercise was carried out
by the Regional Centre of UNDP in
Bangkok. See, Keuleers, P. ibid.
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transfer, but it proved very useful to complement our cultural
sensitivity workshop in particular21.
TABLE 2f: Lessons learned and best practices report

2.3 Building phase
In this phase, a reassessment of the relevance of the advisor positions
was conducted, which resulted in a new programme with the new
advisor position list, that also operationalized the ideas and proposals
made during the stabilization phase. The ‘stability’ positions were
replaced by ‘most critical’ positions, and the ‘development’ positions
by ‘critical’ positions. The focus of the assistance shifted from
individual to institutional capacity development while continuing
balanced assistance to the individual capacity development. At the
same time, the one-to-many advisor modality was officially adopted
and operationalized.
Moreover, in view of the departure of the peacekeeping mission in
May 2004, an extensive discussion has been taking place on the exit
strategy (for the peacekeeping mission) and transition strategy (for
the remaining government and development agencies). It has also
been widely recognized that capacity development requires a
broader range of interventions than on-the-job-training through
international advisors.
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Needs reassessment
Two years after the skills audit in October 2001, which identified both
‘stability’ and ‘development’ positions, everyone was feeling the need
to revisit the advisor positions, not only to adjust our assistance to the
changing needs of the Government, but also to respond to an
alarming phenomenon of increasing ‘bilateral’ advisors, who are
completely outside of both the ‘development’ and ‘stability’ schemes.
The advisors outside of the ‘stability’ and ‘development’ schemes
showed either irrelevance to the existing positions list, or simply
unwillingness of the donors to be in the framework, or both.
In response, UNDP, UNMISET, and the CDCU formed a joint taskforce,
and conducted a series of consultations with the relevant state
institutions.
Two templates were developed: one for needs reassessment, and the
other for justification of the needs. A list of the existing positions,
both ‘stability’ and ‘development’, was presented, and a
representative of the relevant state institutions (usually Minister or
Vice Minister) classified the positions according to their importance
on a scale of 0-3 – ‘0’ indicates that the position is no longer needed,
and ‘3’ indicates that without such position, the institution will no
longer be able to function.
State institutions were given an opportunity to identify new
positions, but there was a concern that the «number» of the position
might in fact increase from the old ‘stability’ and ‘development’ lists.
And this was a realistic concern – if anyone is given an opportunity to
provide a ‘wish list’, it tends to be large. One tactic we used was to
publicly emphasize at every opportunity that putting positions on
the new list does not automatically guarantee that they will actually
get the advisors on board. This is because the financial requirement
for this advisor modality is so large that it is simply impossible for the
donors to finance all positions! (Please see part 5 for a discussion on
the resource issue.) Also, donors cherry-pick ‘sexy’ positions from the
list, irrespective of the priority of the government, therefore listing
more positions means that less important positions might be funded
before more important ones.
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TABLE 2g: Needs reassessment template

Justification for each position needed to be officially documented to
convince the Security Council as well as the donors, who would
potentially provide voluntary contributions. It also forced the
government to question if a particular request is absolutely
necessary. In the justification template, there was a column to ask
specifically what would happen if the support for the position was
not provided, and its potential ‘stability’ and ‘security’ consequences
in Timor-Leste.
TABLE 2h: Justification template
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This exercise resulted in the new list of ‘most critical’ and ‘critical’
positions. A total of 58 ‘most critical’ positions were to be financed by
UNMISET, and 118 ‘critical’ by the voluntary contributions of UNDP
and other development agencies. The ‘most critical’ list is now
composed of 41 positions slid from the ‘stability’ positions, and 4
from ‘development’ positions. 13 newly identified positions were also
inserted. On the other hand, the ‘critical’ list is composed of 8
positions from the ‘stability’ positions, 75 from the ‘development’
positions, and 35 newly identified positions. The linkage between the
old and new lists is illustrated in the table 2i.
TABLE 2i: Linkage between the old and the new lists.

The distribution of the positions is also shown in the table 2j.

United Nations Development Programme – Oslo Governance Centre

Chapter 2 How to ensure effective capacity development?

25

TABLE 2j: Distribution of the most critical and critical positions by state
institutions
Type of state
institution
Ministries and
state secretariat
Judiciary
Parliament
Office of the
President
Others
TOTAL

Most critical postitions Critical positions
(UNDP and others)
(UNMISET)
39

97

13
2

2
5

2
2
58

5
9
118

The breakdown of the ‘most critical’ and ‘critical’ is also shown in Table
2k. From this assessment alone, it is not easy to tell what these
changes imply. But given that the total number of advisors did
decrease by nearly half, it could be said that some of the ‘stability’ and
‘development’ advisors succeeded in making themselves redundant
by achieving what they were expected to do.
TABLE 2k: Breakdown of Ministry and Secretariat positions

New state institution-building support programme
In parallel to the needs reassessment, UNDP and UNMISET initiated a
discussion on the renewed programme approach, to incorporate the
ideas and lessons learned from the ‘stability’ and ‘development’
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programme. While the overall objective of the programme remains
the same, a number of major changes are operationalized in this new
programme22, and let me highlight three of them here.
Firstly, the new project broadened the scope of the capacity
development from individual to institutional capacity development.
The terms of reference (ToR) were revised accordingly to clearly
indicate the deliverables for each of the three pillars. Secondly, for
most positions, multiple counterparts were identified and indicated
in the ToR.
TABLE 2l: New ToR

Thirdly, integration with the UNMISET civilian support group is further
strengthened. In deciding on the programme management team
structure, several options were discussed. One option is to keep the
status quo, i.e., keeping two separate management groups. Another
option was to fully harmonize the two and create one programme
team with one project manager. The other and more realistic option,
which was finally adopted, was partial harmonization, keeping the
two managers while sharing other programme staff between UNDP
and UNMISET. It was also decided that the programme management
team of UNDP and UNMISET share the common office space. These
efforts have not merely facilitated smooth communication between
the two entities, but also reduced the cost of personnel.
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TABLE 2m: Options for joint programme team structure

2.4 Consolidation phase
The consolidation phase will start when UNMISET leaves from TimorLeste in May 2005. In entering into this phase, two major challenges
are anticipated. One is the challenge of exiting from the ‘all-in-one’
type of assistance with complete reliance on international advisors,
to a more targeted assistance in the form of institution specific as
well as cross-institutional support. Another challenge is to make sure
that the assistance gap caused by the departure of UNMISET is
smoothly filled in by other development agencies.
The insertion of a large number of international advisors into the
state institutions was only justifiable as an emergency measure. It
was justified because of the low skills level of Timorese civil servants
and the embryonic status of the state institutions, which risks
‘viability’, ‘political stability’ of the country and ‘provision of the basic
services’.
23 Evaluation Mission for the Support
to Development Posts Project, Elayne
Gallagher for UNDP Timor-Leste, 2004.
UNDP once concluded that while this
resident expatriates approach has
proven to be effective in getting the
job done, its record of enhancing the
productivity and skills of national
counterparts in other parts of the
world has been mixed, if not negative.
See, Capacity Development, UNDP,
1997.

An evaluation did show that the impact of the ‘development’ advisors
has been considerable in increasing the capacity of the Timorese civil
servants and state institutions23. We do not know, however, whether it
has been cost effective. The required budget to undertake this
gigantic capacity development scheme (‘stability’ and ‘development’
programme combined) easily exceeded USD 25 million per year.
Simply from the financial management point of view too, it cannot
be, and should not be continued in the longer term. We also know
that Official Development Assistance (ODA) flow into Timor-Leste will
United Nations Development Programme – Oslo Governance Centre

Chapter 1 Background and key questions

28

soon be reduced considerably due to the shift of donor attention
elsewhere.
The way this large programme is managed is also not suitable in the
longer term, because our target is too large (almost entire state
institutions!). The management team is just not capable of following
what is happening in every corner of the state institution. Also, the
administrative burden of recruiting a large number of advisors is
enormous, to the extent that the programme is sometimes called
‘recruitment agency’. Furthermore, reporting and liaising with
different donors (there are 12 donors providing voluntary
contributions, and the Security Council) consumes a big chunk of the
programme management team’s time, making it difficult to
concentrate on monitoring the effectiveness of capacity transfer.
This clearly calls for a new way of doing business. What is being
planned is a shift to a series of more targeted institution-based and
cross-institution support programmes. First and foremost, the
advantage of the targeted approach is its ability to provide in-depth
support to specific institutions.
TABLE 2n: Shift from all-in-one to targeted approach

We have also learned that capacity development is a long-term
process, and a broader range of interventions than simply on-the-job
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training through resident advisors should be made in a coordinated
manner. The ‘stability’ and ‘development’ programme is now
considered to be only part of a larger capacity development effort.
While UNDP does not have to be involved in primary to university
education, it should be recognized as an indivisible part of the overall
effort to enhance the national capacity.
TABLE 2o: Recognition of a broader range of capacity development
interventions

But this shift is not as easy as it may sound. First of all, before devising
a set of new programmes, it will be necessary to assess the required
assistance for the consolidation phase. Also, who is going to provide
assistance? UNDP redefined its business areas to focus its activities,
but we have been involved in virtually every aspect of development,
including health, education, agriculture, and public broadcasting.
Clearly, this should not be continued. In a ‘normal’ development
stage, they should be assisted by other agencies that have
competitive advantages in these areas.
UNDP, UNMISET and the government are now in the process of
identifying and talking to ‘helping hands’, or development agencies
(multilateral or bilateral) which would be active in the specific areas,
institution based or cross-institutional. For example, UNDP will
continue to take the lead in providing and coordinating external
assistance in justice and parliament, among others. International
financial institutions would be best placed to assist, for example, the
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macro economic aspects, through the Ministry of Planning and
Finance and the Banking and Payment Authority. Currently
discussions are taking place with the World Bank on the assistance
scheme for the Ministry of Planning and Finance. The health sector
would be supported by WHO, education by UNICEF and UNESCO, and
the list goes on. These ‘helping hands’ will take over the assistance
provided by the advisory scheme and offer more targeted capacity
development intervention.

TABLE 2p: Needs assessment and ‘helping hands’

Again, this may sound conceptually straightforward, but not easy to
implement. Just to illustrate, there are 20 active donors in the
security, peace-building and reconciliation sectors. The general
public administration sector has 19 active donors. Other sectors also
have a number of donors, and coordination among them would be
one of the biggest challenges.
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TABLE 2q: Active donors by sector

The successful transition into the consolidation phase hinges on the
combined effort by the government and the international
community.

24 Indeed, heavy reliance on foreign
experts, as opposed to local people, in
reconstructing the nation has been
questioned repeatedly. See for
example, a speech made by Lakhdar
Brahimi, at a conference organized by
the German Ministry of Foreign Affairs
on «Strategies for Economic
Reconstruction and Post Conflict
Management», Berlin, October 2004.

2.5 So what?
I have illustrated a number of interventions that were carried out and
are being planned in Timor-Leste to make our capacity development
assistance more effective for the last two years or so, which resulted
in the evolution of the overall capacity development assistance. It
remains to be seen if the same type of capacity development
assistance will take place or not in future newly born countries where
the capacity deficit is so large24. This means that not everything could
be directly applied to other countries. However, the following
general lessons can be learned from our experience.
· The assistance approach should be continuously assessed,
challenged and improved to make maximum impact on the
country we are assisting. A combination of mechanisms, from
consultative workshops to informal brainstorming with
stakeholders should be utilized for this purpose.
· Capacity development is a long term process and goes beyond the
resident expatriate model. A single development agency cannot
provide comprehensive support, and therefore concerted efforts
by the people, government and the international community are
crucial.
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· In devising capacity development assistance, language and
cultural issues are not to be neglected. Practical actions that could
be taken include aligning recruitment criteria and provision of
training in cultural and linguistic areas
· If the expatriate advisor model is introduced, make sure that the
‘one to many’ advisor modality is immediately applied. Advisory for
common functions across different institutions could also be
shared.
· The three pillar model, where appropriate, could be used as a
starting point to develop a comprehensive institutional capacity
development plan. Terms of Reference should be carefully
developed to specify key deliverables in the three pillars and
multiple counterparts.
· Codification of lessons learned should be mandatory, or at least
encouraged periodically.
· An exit from emergency assistance to a more sustainable
assistance needs to be carefully planned at the outset. A number of
existing planning frameworks, such as CCA and UNDAF, could
facilitate this process if properly applied.
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3. How to measure capacity development?

25Management as Social Function and
Liberal Art, in Essential Druker, Peter F.
Drucker, 2001

26 Druker, P. ibid.

Just as a human being needs a diversity of measures to assess his or
her health and performance, an organization needs a diversity of
measures to assess its health and performance. Performance has to be
built into the enterprise and its management: it has to be measured –
or at least judged – and it has to be continually improved.
Peter F. Drucker25
3.1 Why should we bother?
Any organization, regardless of its type – business, public entity,
church, or volunteer group – is created with a specific set of
objectives. Therefore, the existence of an organization can only be
justified by its performance in achieving the objectives26. If, for
example, a hospital is not helping patients, the hospital should try to
find out why and improve its performance. And if the problem cannot
be solved, the hospital should consider stopping its operations
entirely and stop wasting public funds (in the case of a public
hospital). Similarly, if a mobile phone company is not providing what
customers need, it should either change the way it does its business,
or it should be discontinued.
This means that an organization should be able to measure, or at least
judge if it is doing what it is supposed to be doing. And if one of the
primary objectives of the development agencies is to enhance the
capacity of individuals, institutions, and society of the country
receiving assistance, we should first of all know how well or badly we
are doing in capacity development.

27 For a debate on scientific
knowledge, see for example, Science:
Conjectures and Refutations, Karl
Popper, Routledge, 2002
28 See for example, Evaluating
Capacity Development Measurement,
D. Horton et. al, 2003; Capacity
Development, UNDP, 1997
29 While conducting research for this
paper, I have encountered a fairly well
established model developed by the
Global Environment Facility (GEF). A
full description of the GEF capacity
development assessment, planning,
and measurement is available at
www.gefweb.org/Documents/
Enabling_Activity_Projects/CDI/
cdi.html. There is a fair chance that I
have missed many important practical
researches – I would be grateful for
the readers’ advice.

Performance measurement is a tricky business though. It is tricky
because measurement can never be scientifically perfect. Many
people, however, seem to take one of two approaches – one is to
spend too much time and effort to try to make it completely
scientific, and the other is to give up the measurement completely.
Both approaches are incorrect. The first approach is not right, not only
because of its assumption that it can be scientifically perfect; there is
also a risk that measurement takes up the major part of development
practitioners’ time, rather than providing actual assistance itself. The
second approach is not right either, because measurement is too
important to be completely disregarded.
The third way is to develop a model, knowing its scientific limitations,
and continuously test, adjust and improve. And the model should be
‘practical’ enough to be tested27. In the development business, a fair
number of studies have been conducted in this area28, but few have
focused on developing practical models, with the exception of the
Global Environment Facility (GEF)29.

United Nations Development Programme – Oslo Governance Centre

Chapter 3 How to measure capacity development?

34

Having said that, I would like to share a preliminary model that has
been discussed and developed and is currently being tested in
Timor-Leste, in the hope that it will be challenged, tested, and
improved by other development practitioners as well.

30 My illustration of the process in
Timor might be slightly ‘idealized’, or at
least put too simply. Underlying all
these processes, there were many
discussions, disagreements and
frustrations. Also, capacity
development measurement is under
constant review, and what is described
here does not necessarily reflect what
is actually adopted in Timor-Leste.

31 Furthermore, it should be
recognized that in many post conflict
countries, the National Development
Plan is developed in a rush, making it
difficult to develop credible individual
ToR, let alone capacity development
plan.

3.2 Four steps of capacity development measurement
As shown in the chart below, four steps are identified to measure
capacity development. Obviously, capacity cannot be measured
without understanding first of all what needs to be delivered, the
capacity gap to deliver, and planning of the capacity development
intervention. I shall elaborate upon each of them with some
illustration of what happened in Timor-Leste30.
TABLE 3a: Four steps of capacity development measurement

Firstly, one has to know, capacity to achieve what. In many countries
there is a guiding strategic planning framework that sets out specific
development goals, in the form of the National Development Plan,
PRSP or otherwise. In Timor-Leste, the National Development Plan
(NDP) was developed in mid 2002, and shortly after the Annual Action
Plan (AAP) was also drawn out of the NDP. This gives a good idea of
what needs to be achieved by the Timorese state institutions, but we
should go beyond ‘institution’, and individual goals and deliverables
should also be clarified. In an ideal world, individual terms of
reference for civil servants should serve this purpose, but often there
is a gap between institutional plan and individual plan31. In TimorLeste, individual ToRs of Timorese civil servants are still being
developed, while advisors ToRs were already completed.
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TABLE 3b: Understanding the guiding plan

Secondly, the capacity gap needs to be identified. At the institutional
level, a sample group survey would be sufficient, but at the individual
level, rigorous discussions with individual civil servants should take
place.
TABLE 3c: Identifying the capacity gap
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Timor-Leste, UNDP Timor-Leste, 2004.
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In Timor-Leste, discussion between advisors, their national
counterparts and supervisors identifies the individual capacity gap.
Institutional capacity was also assessed both through interactive
workshops and a joint exercise by international advisors and
Timorese state institutions. The workshops, led by UNDP’s Human
Resources Management (HRM) project, assess the capacity
development needs through focus group analysis, behavioural
diagnostic, as well as interactive consultations32. The results are given
in indices for all three pillars on a scale of one to one hundred. ‘100’
indicates full understanding and capacity.
TABLE 3d: Capacity diagnostic workshop results

There were a number of other assessments made by other
development agencies. These assessments were also analysed and
incorporated in identifying the capacity gap.
Thirdly, based on the assessed capacity gap, an individual and
institutional capacity development plan will be developed. In TimorLeste, the capacity development plan indicates concrete activities to
be carried out by the Timorese civil servants, international advisors
and the state institutions. Below is a work-in-progress template for an
individual capacity development plan which builds upon the actual
experience and discussion in Timor-Leste. As you can see, it indicates
specific tasks to be completed by the civil servant, and the capacity
required to achieve them. Also note that it includes in the right hand
columns a concrete action plan to enhance the required capacity. It
should be further noted that the individual capacity development
plan also addresses institutional capacity development, because of
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the obvious contribution of individuals to institutional capacity
development.
TABLE 3e: Individual capacity development plan

For the institutional capacity development, another template has
been developed. This is important to hold senior managers
accountable for capacity development of the relevant state
institution.
TABLE 3f: Institutional capacity development plan
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Finally, capacity development measurement comes in. The status of
the capacity to deliver a specific task will be monitored on a regular
basis both qualitatively and quantitatively. The combination of the
two is essential because quantitative assessment only shows part of
the picture. It might be useful here to track the input side, i.e.
achievement of capacity development activities, in addition to the
actual output, i.e. the impact on capacity development.
Key to this process is to establish clear indicators, which are neither
too general nor too specific. Without these, it is not possible to
measure capacity quantitatively. If they are too specific, it takes too
much time to generate the indicators. A set of sample indicators is
shown in the chart below.
TABLE 3g: Sample indicators

And after all these efforts, measurement is made possible. Recall
Table 3d. Circled indicators (1) and (2) provide an overall picture of
the capacity development in skills and knowledge, systems and
processes, as well as attitudes and behaviour.
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TABLE 3h: Measuring capacity development

The shared approach is an attempt to measure the capacity of the
country we are helping to achieve its NDP and ultimately the MDGs.
It will tell us how well or badly it is doing in capacity development,
and will lead us to continuously improve the approach and ultimately
the effectiveness of our assistance. I must admit though that the
model is far from perfect — the linkage between individual and
institutional capacity development is still not yet fully spelled out in
the model, and capacity development at societal level is not in the
scope, to name a few shortcomings. However, it does at least provide
a starting point for the development agencies including UNDP to
operationalize recent discourse and regained focus on capacity
development.
3.3 A National Capacity Development Plan?
Having gone through the four steps, one will realize the intensity of
work involved in carrying out this whole exercise. Also, it begs further
questions – when should this be done? How is it linked to other
planning frameworks, such as the National Development Plan and
CCA/UNDAF?

33 Capacity Development for
Governance and Public Sector
Management, National Planning and
Development Agency with UNDP, 2001

There are already a number of planning frameworks in the
development business. In Timor-Leste, the Governance and Public
Sector Management (GPSM) framework was developed by UNTAET
and UNDP in 2002, encompassing the capacity development plan for
the entire state institutions with 75 projects within a ten year time
span33. This was an ambitious plan and the report produced was
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conflict countries is a vivid illustration.
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indeed fairly comprehensive. However, the GPSM has not yet been
fully followed up or played a leading role as the national guiding
framework for capacity development. This might be partly due to the
high staff turnover in UNDP and UNTAET, but also due to the fact that
Timorese involvement in the development process was not as
extensive as it should have been, making it less ‘nationally owned’34.
Another reason could be that the establishment of the CDCU, which
was tasked with monitoring and coordinating the GPSM programmes,
was severely delayed, and it lacked the capacity to carry out the
enormous tasks.
The National Development Plan of Timor-Leste, finalized in mid 2002,
does indeed mention Capacity Development, and is regarded as the
guiding framework for national planning and development
assistance. The subsequent prioritization and sequencing exercise of
the NDP resulted in the development of the Annual Action Plan and
the ‘Road Map’ for each state institution. AAP, however, was still not
enough to operationalize capacity development interventions – AAP
needed to be broken down into manageable pieces with cost
estimates, i.e. AAP needed to be ‘projectized’.
In August 2004, two years after the development of the NDP, the
Ministry of Planning and Finance developed yet another scheme, the
Sectoral Investment Plan (SIP). Out of many SIPs, SIP for Public
Management indicates specific activities to achieve the NDPs and
develop capacity to meet the NDPs with a rough cost estimate. This
provides a somewhat clearer picture for donors to finance
development activities, including capacity development. The issue
is, however, that another process of institutional capacity
development planning, led by the CDCU, went parallel with the SIP
process. In the end, Insitutional Capacity Development Plan and SIP
for public management, part of which focuses on capacity
development, are not so different, but this illustrates the need for a
more simplified and coherent planning approach to capacity
development.
The problem goes beyond planning. In Timor-Leste’s case, the
mandates of the CDCU and the Ministry of Planning and Finance are
not clearly distinguished. The CDCU, established under the Prime
Minister’s office, is essentially in charge of ‘all capacity development
activities’. It is not clear whether it is simply ‘coordination’ or whether
it involves ‘planning’. The Ministry of Planning and Finance is leading
the planning process for all the ministries. So ‘who does what’ is not
entirely clear, making the planning process rather messy. A more
fundamental issue is that national development planning and
capacity development planning are not separable in the first place.
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One option to handle this complexity might be to integrate a
detailed capacity development plan fully into the National
Development Plan. This would also have an impact on our planning
framework, CCA/UNDAF. The process for the National Development
Plan would be even more time consuming, but in the longer term, I
believe that this could make everybody’s life slightly easier.
3.4 So what?
Let me highlight the key lessons in this part:
· If we are serious about capacity development, our performance in
assisting the capacity development of the country should be
measured through established methodologies.
· Capacity development measurement cannot be scientifically
perfect, but it can be continuously improved. The suggested four
steps (understand what needs to be delivered, identify capacity
gap, develop capacity development plan, and review progress)
and proposed templates should hopefully be tested, challenged
and improved by development practitioners
· Despite regained attention to capacity development at the
conceptual level, the way we do business in the field has not yet
been fully adjusted to make the capacity development focus
operational on the ground. It is time to discuss concrete steps to
make it happen, and one suggestion is to fully integrate a detailed
capacity development plan into the national development plan.
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4. How to strengthen coordination with the
peacekeeping operations?

35 Strengthening of the United
Nations: An Agenda for Further Change
(A/57/387)

The United Nations is a complex institution with a global mandate,
an ambitious agenda and complicated machinery for addressing a
vast range of often interrelated issues. Improving coordination within
the Organization was a major focus of my 1997 reforms. Since then
we have made significant progress, and the United Nations today
functions in a more cohesive and coherent manner. We have to do
better still, however, if the United Nations is to achieve the systemwide coordination demanded by the daunting social, economic and
political challenges that it confronts each day. The lives and wellbeing of large numbers of people depend on our ability to work
together more effectively.
— Kofi Annan35
4.1 Again, why should we bother?
Why is it necessary to talk about strengthening coordination
between the UN agencies including UNDP and the peacekeeping
mission? Let me provide two major reasons among others. First, the
United Nations as it stands is fairly fragmented, thus making it
difficult to provide a coherent and concerted assistance to tackle the
global issues. The United Nations system has evolved since its
creation. A number of agencies, including the Funds and
Programmes, specialized agencies as well as the Bretton Woods
institutions have been created with specific mandates. Since then,
every institution has attempted, quite rightly, to adjust and
sometimes expand its mandate. This has resulted in a substantial
overlap between different agencies. Some donor countries have
shifted their focus to bilateral assistance, while pressuring the UN to
be a more efficient and lean organization.

36 Another important linkage is with
humanitarian aspects. Emergency
support, such as provision of food and
shelter is indeed an integral part of the
entire post-conflict assistance. In this
paper, however, I focus on the security
and development nexus.

Second, there is a growing recognition that development and
security cannot be separated. For example, if we fail to reintegrate
the demobilized soldiers into society, the security of the country
remains on a fragile base. Without rebuilding transparent, efficient
and accountable democratic governance institutions, post-conflict
recovery is doomed to fail. Unless issues of potential conflict are
addressed, gains made by development will be easily lost. The
nation (re)building process is indeed a long term process, which
requires not only ensuring security and stability, but also ensuring
social, economic, and political development36.
It is clear that development agencies and security agencies should
work together. And indeed, some positive progress has been made to
date.
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4.2 Progress made to date
Since the Secretary-General’s call for ‘renewing the United Nations’,
hitherto messy UN agencies have started to act with fewer voices, if
not with one. The Millennium Declaration and the MDGs, adopted by
the governments (recipient countries and donors), UN agencies, and
IFIs, provide broad guidance for all the parties concerned to work
together. Under the leadership of the United Nations Development
Group, which is leading the simplification and harmonization effort
for the operational activities for development in the UN system, a
number of achievements have been made. For example, a common
needs assessment, programming frameworks (CCA/UNDAF), and
joint programming guidelines have been developed, and the UN
agencies in many countries now share a ‘UN House’, operating in
physically integrated premises. Mobility among the UN agencies has
also been enhanced. Further effort is being made to integrate
representatives of the different agencies into one, rather than
resident coordinators acting as first among equals. The simplification
and harmonization efforts are particularly advanced for the
frameworks for sustainable development phase.

37 In the case of Timor-Leste, UNDP
Resident Representative is also
Resident Coordinator and SRSG.

38 I thank Espen Barth Eide & Anja
Therese Kaspersen of the Norwegian
Institute of International Affairs (NUPI)
for their advice.

39 Report of the UNDG/ECHA Working
Group on Transition Issues, UNDG/
ECHA, 2004

For conflict/emergency and post-conflict/transition phases, serious
efforts started only very recently. In some countries where the
peacekeeping mission is present, Resident Representatives of UNDP
are also operating as Resident Coordinators and Deputy Special
Representatives of the Secretary-General (DSRSGs)37. In most recent
missions including Sierra Leone, Sudan, Cote d’Ivoire, and Burundi,
the humanitarian coordination function is further added, making the
DSRSG ‘quadruple hatted’38. Holding one person accountable for the
traditionally separate but strongly interlinked areas represents
considerable progress. In a bureaucratic organization like the UN, the
reporting line does have a critical impact on the behaviour of the
staff, and this integration at the highest hierarchical level forces
different agencies to work together for a common goal.
In February 2004, ECHA and UNDG completed a report on the
assistance in the transition phase39. In August 2004, post-conflict
needs assessment guidelines were jointly developed by UNDP,
UNDG and the World Bank. These examples show that the need for
simplification and harmonization in the conflict/emergency and
post-conflict/transition phases is indeed widely acknowledged and
we are heading in the right direction.
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TABLE 4a: Existing assessment and planning frameworks

In the following part, I shall describe how UNDP and the
peacekeeping mission worked together in the area of capacity
development of state institutions in Timor-Leste, and based on the
experience, suggestions for further integration will be made.
4.3 Integration occurred and challenges faced in Timor-Leste
The state institution-building support in Timor-Leste was operating
at the very intersection of the peacekeeping mission and UNDP, and
it was in fact initially planned and developed as a joint programme
with a similar set of objectives. Now let me recap on the three
phases of capacity development outlined in the Part 2: stabilization,
building and consolidation phases. The two charts below show
collaborative activities that took place both in the stabilization and
building phases, and bottlenecks for further collaboration for the
entire value chain of the operation – from needs assessment,
programme formulation, starting up/implementation/evaluation,
through to exit planning and follow-up.
In the stabilization phase, efforts were made, for example, in jointly
organizing the 4 November workshop and ad hoc policy coordination
discussion. At the same time, a number of bottlenecks made it
difficult for both parties to collaborate further. Time pressure, lack of
prior experience, high staff turnover, lack of political will, lack of
capacity and funds, and differences in operational procedures are
among the most acute problems that emerged in this phase.
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TABLE 4b: Collaboration in the stabilization phase

Description

Bottlenecks for further
collaboration

In the building phase, a more coordinated and solid integration took
place. As was described at length in Part 2, the needs reassessment
was conducted jointly by UNMISET, UNDP and the Government of
Timor-Leste, leading to the ‘most critical’ and ‘critical’ advisor
positions. Joint discussion among the two parties also resulted in a
new institutional capacity development programme which
operationalizes a shift from individual to institutional capacity
development. Following UNDP’s practice, recruitment procedures
for ‘most critical’ advisors were slightly modified to include national
counterparts in the recruitment panel. A joint programme
implementation team was formed and is now up and running in a
physically shared office.
With all the positive progress, we are still facing many of the
challenges that we faced in the stabilization phase. UNDP and
UNMISET still have different funding mechanisms, which makes
UNDP’s operations more focused on resource mobilization and donor
liaison (funding issues will be further discussed in Part 5). Although
two programme teams ultimately report to the SRSG/RR/RC, internal
reporting layers are different, as illustrated in Chart 4e. Further,
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recruitment procedures, staff performance evaluation methodology,
different entitlements between UNDP employees and UNMISET
employees, and other operational differences in rules and
regulations have made further harmonization difficult.
TABLE 4c: Collaboration in the building phase

Description

Bottlenecks for further
collaboration

This process of trying to harmonize the assistance in state institutions
building made me wonder what would be an ideal situation in which
both UNDP and the peacekeeping missions work closely together,
and what would be the prerequisites for it to be realized.
4.4 Hypothetical ‘fully integrated mission’ and its prerequisites
How does it look, when UNDP and the peacekeeping operations are
working peacefully and effectively together? And what needs to be
done to make it happen? Let me go through a hypothetical case
using the same value chain analysis. It should be noted that some of
the ideas here have already been tested in the most recent
peacekeeping operations.
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TABLE 4d: A hypothetical fully integrated mission?

Description

Prerequisite
Source : UNDG; WB/UNDP/UNDG
Practical Guide to Multilateral Needs
Assessments in Post-Conflict
Situations; UNDP internal document

First of all, the assessment of the situation and needs is jointly carried
out. If possible, a prioritization exercise should take place at the
same time. Also transition to the NDP and CCA/UNDAF framework is
at least envisaged at this point. Secondly, a number of joint
programmes are formulated in the areas that are of both security and
development concern, including capacity development of state
institutions, Disarmament, Demobilization and Reintegration (DDR)
programme, parliamentary support, transitional justice, and human
rights, among others. The structure and logic of the programme
document, including the results matrix, is developed. For these joint
programmes, both UNDP and the peacekeeping mission could
contribute funds, or in some cases, assessed contribution may be
channelled through UNDP to implement priority activities. The
programme clearly indicates the exit strategies and a preliminary
assessment of who will take over what after the departure of the
peacekeeping mission.
Third, in setting up the programme implementation team,
appropriate personnel are immediately identified from a common
database of the pre-screened candidates. The same recruitment
procedures and criteria are applied, irrespective of the funding
source. Joint programme implementation teams are thus rapidly
established and they start to operate in a common premise, or
expanded ‘UN House’. The joint team share everything that can be
shared – IT support, secretaries, and procurement among others.
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During the implementation, the joint team reports to the same boss
while secondary matrix reporting might be kept alive.
After a while, a joint evaluation of the programme is conducted,
according to the results framework of the programme document. In
response, corrective actions are made by the joint programme team
to improve the effectiveness and quality of their programme output.
Towards the end of the peacekeeping mission’s mandate, a joint exit
needs assessment is conducted to clearly identify the level of the
required assistance in the post peacekeeping phase, as well as who
will actively provide the required assistance – the ‘helping hands’. A
rough cost estimate is also made, and to ensure smooth exit and
handover of responsibilities, part of the assessed contribution is
made available for the priority follow-up activities to be
implemented by UNDP and other agencies.
Obviously, this cannot happen smoothly without making efforts at all
levels, country office, regional and HQ. The common needs
assessment and programming methodology need to be in place. A
common personnel database shared between UNDP and DPKO
needs to be established. Operational rules and regulations need to
be streamlined. Reporting lines should be rationalized for the joint
programme unit (see the chart below). Clear guidelines should be
made at the Security Council to allow and operationalize the use of
assessed contributions by the UN agencies. Last but not least,
capacity of the personnel should be augmented to make all the ‘tools’
work on the ground. Otherwise, we are simply creating more
bureaucratic tasks for ourselves rather than making an impact on the
countries we are assisting.
TABLE 4e: Rationalizing reporting lines
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4.5 So what?
I hope that the illustration of the Timor-Leste case and a hypothetical
scenario will stimulate the discussion and implementation of further
integration between the UN agencies including UNDP and the
peacekeeping operations. To summarize, here are the key points in
this part.
· Increasing recognition of the indivisibility between peace and
security, and development has been pushing for a strengthened
coordination between the peacekeeping operations and UN
agencies, including UNDP.
· Progress is being made, particularly in recent Missions, in which
the Deputy SRSG also functions as the Resident Representative of
UNDP, Resident Coordinator as well as Humanitarian Coordinator.
· In Timor-Leste, a number of efforts were made to push integration
further on the ground. The state institution-building support
programme exemplifies a fairly integrated process for the entire
process from needs assessment, programme formulation,
programme implementation through to the exit strategy
development.
· However, in this process, we encountered a number of bottlenecks
including different operational procedures, reporting lines, and
funding availability, among others.
· In order to push the integration further, a range of suggestions are
made: development of a common assessment and programming
methodology and a common personnel database between UNDP
and DPKO; rationalization of operational rules and regulations, and
reporting line; use of assessed contributions by the UN agencies;
capacity development of the UN personnel to make all the ‘tools’
work on the ground.
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5. How to effectively mobilize and use
resources?

40 Peace Operations: The Civilian
Dimension Accounting for UNDP and
the UN Specialized Agencies, Susan L.
Woodward, 2004

41 The draft report is available at
www.unmillenniumproject.org/html/
globalplan.shtm

If there is one constant theme in the evaluation reports of all UNDP
and agency projects and programs in countries emerging from
conflict, it is the direct consequences of this financial system –
insufficient financial resources to complete projects started, implement
them as planned, or to follow through
-- Susan L. Woodward, Professor, CUNY40
5.1 Chronic financial gap in post-conflict transition phase
Development agencies have long claimed that there are not enough
financial resources to respond to the needs of the developing
countries. A recent draft report by the Millennium Project41 also calls
for a large scale increase in the Official Development Assistance
(ODA) in order to achieve the Millennium Development Goals. This
may be simply because the MDGs, and ourselves in general, are
overly ambitious, but let’s keep that argument aside for now.
The problem of funding seems particularly severe in the post-conflict
phase, where requirement for assistance is massive. When basic
infrastructure is cruelly destroyed, health conditions have
deteriorated, and the democratic mechanism is brutally damaged, it
is understandable that the required budget for recovery and
rehabilitation tends to skyrocket.

42 The check is in the mail: improving
the delivery and coordination of postconflict assistance, Stewart Patrick,
1998

Just to illustrate, let’s look at what happened nearly ten years ago in
Rwanda. The government and the international community
requested USD 762 millions at the round table in January 1995.
Donors, in response, pledged USD 707 million in May. In September
the same year, donors committed USD 523 million. By the end of the
same month, USD 245 million was actually disbursed42. This means,
first of all, that donors do not provide what is required; secondly that
they do not deliver what they promise; and finally, that the money
comes only after a long while when rapid assistance is desperately
needed.
TABLE 5a: Funding gap
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44 Including the bilateral
contribution, it is estimated that about
USD 3.5 million was mobilized after
one year.
45 It may be too early to judge if the
entire design for ‘stability’ and
‘development’ advisors programme
was appropriate or not. Despite many
hiccups and difficulties, the state
institutions did not collapse while the
majority of the advisors (mostly
‘development’ advisors) were not on
board. The longer term effect of this is
yet to be seen.
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In Timor-Leste, exactly the same thing happened. It was estimated
that approximately USD 17 million was needed to financially support
the ‘development’ advisors initiative43. After nearly one year, only USD
2.5 million was disbursed to UNDP44. After 1.5 years, about USD 10
million was disbursed to UNDP, and combined with the bilateral
assistance, and the financial gap was reduced to USD 4.5 million. One
might say that we should be satisfied with this result, because after
all, more than USD 13 million (bilateral and UNDP combined) was
mobilized to support one of many projects in a small country with a
population size of 800,000 people45. But we had to literally beg for
money every time we meet with potential donors, and the
government was calling us and sending letters to request immediate
recruitment of advisors on the list. This phenomenon of the chronic
funding gap has repeatedly emerged in many other countries too.
TABLE 5b: Funding and implementation gap

There is yet another gap between getting funds and expending them.
The UN is well-know for its bureaucratic red tape, and combined with
other internal and external factors, they do hinder timely
implementation of the programme.
5.2 UNDP’s funding sources – the problem is structural
The issue is structurally inherent in the way in which most
development agencies operate, including UNDP. UNDP’s budget is
roughly composed of two parts – core and non-core budget. The
recent trend in UNDP’s income is an increasing reliance on the nonUnited Nations Development Programme – Oslo Governance Centre
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core resources, that is, mostly 3rd party cost sharing or programme
country cost sharing.

46 The other source in Timor-Leste is
Management Service Arrangement
with the Government of Japan, which
works essentially in the same way as
the 3rd party cost sharing.

In Timor-Leste country office, core funds, which could relatively easily
be secured from the HQs every year, account for only about 10% of
the entire budget. Everything else, that is, 90% of its income, comes
from cost sharing or income from a similar mechanism46. Heavy
reliance on 3rd party cost sharing is more extreme at the project
budget level. For example, the Support to Development Posts
project depends for 98% of its income on the 3rd party cost sharing.
Securing funds through this type of cost sharing is almost
automatically time-consuming though. It normally starts with project
formulation, followed by a series of formal and informal consultations
with donors. Interested donors will then start lobbying with their
HQs. The HQs will then ask for justifications and more information in
order to convince their Ministry of Finance, and ultimately their tax
payers. In some cases, the HQs need to go through parliamentary
approval in their own country. And the entire process can easily take
a whole year. If UNDP, as an organization, continues to be dependent
on cost sharing of this sort, it is obvious that the issue of the funding
gap cannot be easily solved.
TABLE 5c: Increasing reliance on non-core
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Logically speaking, there are only two ways to deal with this situation.
One is to limit our expenditure by first of all limiting the areas of our
involvement and activities, and secondly cut the running costs of the
organization so that more money could be spent reaching out to the
countries we are helping. Limiting our areas of intervention, i.e.
increasing focus, is indeed what the current Administrator has been
trying to implement. However, a call for UNDP to play a more active
role in crisis prevention and recovery, as well as development
coordination has put UNDP in a very difficult situation – UNDP is
expected to do more for less.

47 The financial impact of the ERP
system into UNDP (Atlas) remains to be
seen.

Running costs could be considerably reduced, for example through a
business process reengineering for the entire UNDP operations. My
hypothesis, which needs to be tested with factual data, is that
mobility and general staff cost should be targeted at the HQ, and
more utilization of local staff should be encouraged at the field
level47. However, what usually happens is an ad hoc application of
‘cost effective’ modalities (such as UN Volunteers or SSA – Special
Service Contract) as opposed to more ‘expensive’ modalities (such as
100/200/300 series), to reduce the cost.
The other way is, obviously, to boost the income from alternative
sources. Let me elaborate on this.
5.3 Alternative funding sources?
What funding sources does UNDP potentially have? For the purpose
of this discussion, let me take a country office’s perspective. There are
‘stable’ and ‘ad hoc’ funding mechanisms.
‘Stable’ funding mechanisms include core funds (TRAC 1.1.1/2 and
1.1.3) and Trust Funds. They are usually very handy for country offices,
as TRAC money is mostly automatically allocated, and Trust Funds are
generally easily accessible if you write a convincing proposal. And
they are quickly disbursed to the country office’s bank account.
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TABLE 5d: Available funding sources and mechanism for post conflict
situation
Type
Source of funds
Brief description
Stable
mechanism

Ad hoc
mechanism

TRAC 1.1.1/2

Core funds almost automatically
allocated to the country offices

TRAC 1.1.3

Core funds which are allocated
to crisis and transition countries

Trust Fund

Funds earmarked for specific
thematic areas of UNDP

Donor Conference

A large scale donor meeting
where a large amount of funds are
pledged and later committed

Consolidated Appeals
Process (CAP)

A large scale donor meeting
to raise funds for emergency
humanitarian activities

Transitional Appeal
and trust fund

A new large scale donor meeting
being discussed for transition phase

3rd party cost sharing

Funds raised from a developing
country usually for specific project
activities at the country office level

Programme country
cost sharing

Funds contributed by a recipient
country for specific project activities
in the country

Assessed contribution

Funds made available by the
Security Council to finance
peacekeeping operations

Other sources

Private sector, foundations and
other type of funding

The other category, ‘ad hoc’ mechanism, includes several kinds of
large scale events: donor conference, Consolidated Appeals Process
(CAP), and Transitional Appeal, which is currently being discussed by
the UNDG. The 3rd party and programme country cost sharing can be
included in this category, although they are becoming increasingly
non ad hoc in nature in UNDP. The assessed contribution refers to the
budget to finance the peacekeeping operations. Other sources, such
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as private sector and foundations, should not be omitted. In-kind
income could also be counted in ‘other sources’.
Now, let’s map these funding sources according to the amount and
potential accessibility for UNDP. Stable mechanism, i.e. TRAC and
Trust Funds (category 1) are easily accessible but the amount is
limited. Even with TRAC 1.1.3 and Trust Fund for crisis and recovery
combined, a maximum ceiling is around a few hundred thousand
dollars for a country office. The 3rd party and programme cost sharing
is (category 2) also not large in terms of amount. As we have already
seen, they cannot usually be made available as quickly as UNDP
wishes.
TABLE 5e: Mapping potential funding sources

48 Shortly after the launch of the CAP
for Timor-Leste in 1999, Trust Fund for
East Timor (TFET) was established
under the leadership of the World
Bank. By April 2002, TFET mobilized
more than USD 300 million including
the committed funds. For some reason
UNDP was not involved in TFET, but this
could have been a huge potential
funding source for UNDP’s programme
activities. See Evaluation of the United
Nations System R in East Timor:
Coordination and Effectiveness,
Aemando Duque Gonzalez et. al (JIU/
REP/2002/10); Report of the Joint
Inspection Unit on the evaluation of
the United Nations system response in
East Timor: coordination and
effectiveness. Note by the SecretaryGeneral, ECOSOC (A/58/85/Add.1 – E/
2003/80/Add.1). Access to the World
Bank resources is also a critical issue for
UNDP, but it is beyond the scope of the
paper.

49 Gonzalez et. Al, ibid. With the policy
of quadruple ‘hatting’ of DSRSG/RR/RC/
HC, however, the allocation of CAP for
UNDP might increase in the future.

Large scale donor conferences (category 3) do bring in a large
amount of money, although it is usually much less than the country
needs, and the funds are not immediately available, as we have
seen48. CAP, a mechanism to mobilize funds for humanitarian
assistance, has not been a large fund provider for UNDP. For example,
a study shows that UNDP secured only 1% of its requirements from
CAP in Timor-Leste49. It remains to be seen if the Transitional Appeals
will bring much needed funding for post conflict countries, but they
will face the same challenges as the traditional donor conference and
CAP, namely, the difference in the requirement, pledge, commitment
and final disbursement and the time lag between when it is needed
and when it is made available.
Finally, the amount of the assessed contribution is large. For example,
an annual budget for UNMISET in 2003 was USD 185 million, whereas
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UNDP’s was USD 27 million. In Kosovo, UNMIK had an annual budget
of USD 315 million while UNDP only had USD 13 million! It is worth
repeating that after a few years’ ‘honeymoon’ period between the
donors and recipient country, a sudden and massive reduction of
financial flow into the country is expected. The financial drop is
particularly severe when the peacekeeping mission leaves the
country. Peacekeeping missions should indeed leave at some point
when their mandate is fulfilled. But departure of the peacekeeping
mission does not mean that all security and development challenges
are already solved. There is a continued need for support after their
departure, to be provided by other development agencies. If the UN
system is heading for one UN as opposed to a loose association of
multiple overlapping and competing agencies, a ‘cross-subsidization’
should be made possible. Indivisibility between security and
development, as well as the growing convergence between the
peacekeeping operations, provides ample justification for sharing
the assessed contribution.

50 I thank Richard Ponzio for making
this very important point.

The mapping provides a set of broad suggestions for the future.
Firstly, a strategy to increase the amount of category 1 (TRAC and TF
for crisis situations) needs to be developed. This ultimately relies on
our continued effort to improve our performance in development
assistance, and quality public relations50. Secondly, efforts need to be
made with donors to make the category 2 (donor conference, CAP,
and Transition Appeals) more efficient and timely. However, this may
not be easily done, unless the budgeting cycle of the donor countries
is shortened and harmonized, and our capacity to foresee and plan to
prevent potential conflicts is substantially increased. Finally, an
extensive discussion with the donors and the DPKO needs to be
continued to make the sharing of the assessed contribution possible.
5.4 So what?
Key points in this section are as follows:
· Development agencies have long been suffering chronic lack of
funds to respond to the complex development challenges, and this
is also true in post conflict settings. In Timor-Leste too, the same
problem came up
· Chronic shortage of funds is structurally inherent in UNDP’s budget
composition and increasing reliance on the non core budget
· To respond, efforts are needed to increase core funds, to make the
donor conferences more effective, and to allow UNDP access to the
assessed contributions.
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6. Concluding remarks

The paper has attempted to outline the assistance provided in
Timor-Leste in building its state institutions and our unique
experiences in this process. Specific lessons are drawn and
some suggestions are made for the future.
In Part I, the background to our assistance and its relevance to the
broader development discourse was explained. The vacuum in state
institutions created following the violence in 1999 led to a largescale intervention by the international community to place hundreds
of international advisors in key positions in state institutions. This
state institution-building support is unique in terms of its utmost
emphasis on capacity development, its ‘joint’ nature between UNDP
and the peacekeeping operations, and the transitional phase in
which country finds itself.
In Part 2, the paper illustrated a number of activities to improve the
effectiveness of our capacity development assistance in Timor-Leste,
which resulted in a changing approach to capacity development. A
one to one advisor modality with individual capacity development
focus has now been shifted to a one to many advisor modality with
institutional capacity development focus. The remaining challenge is
to smoothly handle the planned departure of the peacekeeping
mission in May 2005, which could leave a huge gap in development
assistance, and to ensure smooth entry into a new mode of capacity
development assistance, while funding to the country is expected to
decrease substantially.
In Part 3, a model of capacity development measurement was
provided. Stronger focus on capacity development in the
development assistance community calls for a mechanism to
measure the effectiveness of our assistance, not only in achieving the
development goals but also in developing the capacity of individuals,
institutions, and the society of the country to achieve these
development goals. The model shared in the paper could serve as a
starting point, to be tested, challenged and improved by
development practitioners.
A case for strengthened coordination with the peacekeeping mission
was made in Part 4. Indeed, the peacekeeping operation and the UN
agencies are more integrated than ever now, but to achieve the ‘one
UN with one voice’, further efforts need to be made. Finally in part 5,
funding issues of the post-conflict phase were highlighted and some
suggestions made. While the overall cost structure of the

United Nations Development Programme – Oslo Governance Centre

Chapter 6 Concluding remarks

58

development assistance should be reviewed carefully and
rationalized, we should also continue to mobilize sufficient resources
in a timely manner to provide effective assistance in countries in
transition.
A knowledge organization needs to codify experiences gained,
accumulate them and build on the successes and lessons learned to
continuously improve its effectiveness in helping the developing
countries deal with their development challenges. I do hope that this
paper, through an illustration of our state institution-building
interventions in Timor-Leste, contributes to this larger effort.
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