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Local Capacity Development:  Principles and Standards

Efforts by CRS to support the development of local institutions are moving beyond from limited material inputs and practical interventions focused on financial and commodity management, proposal and report writing, and project implementation.  They instead increasingly draw on a broader approach that includes creation of healthy partnerships based on shared vision and mutual trust, the participation by local stakeholders, the organizational development of individual counterparts, and strengthening of civil society.

As many players in the international PVO and NGO community are recognizing, strong and sustainable relief and development institutions must include capacities to address these four areas. While separate capacity development projects can and are being implemented by CRS to address various local needs, all programming sector projects (health, SED, agriculture, education, human rights, etc.) should seek to accomplish all or a combination of capacity strengthening components. The purpose of the CRS Principles and Standards for capacity development is to provide a conceptual framework and set of ideal goals for how we go about working with local organizations and communities in carrying out the agency's mission. [Principles are listed by Roman numerals and Standards are listed by capital letters] 

I.  Build Strong Partnerships 

Partnering must be the conceptual starting point, the context and a principal approach to all capacity development. In order to build strong partnerships, all interactions must be based on developing, strengthening and maintaining right relationships. Effective partnerships involve CRS, its local counterparts, and the communities in which projects are implemented. This first principle focuses primarily on the relationship between CRS country programs and their counterparts. The basic tenets, however, are also applicable to relationships CRS should seek to promote and foster between its counterparts and the communities in which they work. Principle III, Value and Build on Local Capacities, specifically addresses the relationship between counterparts and communities. 

Right relationships in successful partnerships are based on mutual trust and respect; mutual accountability and transparency; shared learning; mutual commitment to shared vision and goals; mutual understanding, respect of and openness to religious, cultural, social, political and economic differences. 

A. Promote Mutual Trust and Respect -- In order for CRS to foster better partnerships with our counterparts, priority must be given to listening, learning and being willing to change behaviors and attitudes. Underlying these priorities is honesty: staff must be transparent regarding CRS' capacities and constraints with each partner. Several steps can be taken to promote mutual trust and respect between CRS and counterparts: 

1) Country programs should provide all staff opportunities to learn why and how CRS works with counterparts (using, for example, [B Principles and Justice Strategy/CST). Performance expectations for CRS staff of appropriate behavior towards counterpart staff and community members reinforces attitudes which generate positive relationships; 

2) Joint activities that allow sharing perceptions of existing relationships and expectations for change should be carried out. Such activities might include capacity assessments (e.g., SWOT analysis), partnership analyses and surveys. Consistent and regular solicitation of feedback from counterparts, followed by concrete and timely changes based on reasonable feedback, is essential to dynamic and positive partnerships. 

B. 
Foster Accompaniment -- The CRS commitment to support counterparts must be explicit. Accompaniment, however, goes beyond a commitment to support: it is about joint efforts in all areas including problem analysis and project design, implementation and evaluation. Whether a commitment is short or long-term, its terms must be clearly understood and accepted by all partners. CRS must be transparent in what it can and cannot bring to a partnership in terms of financial and physical resources, human resources, time and technical support. 

In order to effectively and fairly accompany a counterpart in a mutually agreed upon relationship, consideration should be given to the number of counterparts which is within the country program's capacity to provide sound and regular financial, management, administrative, technical and moral support that is consistent with CST. 

C.
Get to Know and Value Communities - Country programs should create sufficient time prior to project development to strengthening relationships with counterparts and understanding communities. Participatory methodologies that increase substantive interaction with community members should be promoted and supported for both CRS and counterpart staff. Methodologies such as rapid and participatory rural appraisal can provide opportunities for CRS and counterpart staff to learn more about each other and their respective institutions, as well as increase their knowledge of communities, generate improved projects, and increase community ownership of the development process. Greater understanding and insight into economic, political and social dynamics of communities will help to foster improved partnerships between CRS, counterparts and communities, as well as result in higher quality programming. 

D.
Encourage Counterpart Interaction - While upholding CRS' commitment to Catholic organizations as preferential partners, country programs should consider possible benefits of establishing partnerships with a variety of organizations. Counterparts could include, for example, organizations which are: 1) Caritas or other Catholic agencies; 2) other faith-based; 2) secular; 3) intermediary or support; and 4) community-based and grass-roots membership. Under appropriate conditions, such diversity may permit access to a range of experiences and enhance opportunities for cross-fertilization, complementarity, and broad coalition-building. 

II.  Enhance Counterpart Organizational Development 

Organizational development is the practical and technical center of capacity building. It is most closely related to CRS' traditional approach to institution-building: transferring systems, skills and knowledge, often with a focus on accountability.  Within the context of partnerships, however, organizational development must be a collaborative process with the primary directive voice coming from the counterpart. Country programs must facilitate and promote the strengthening of counterparts' ability to identify and build on their vulnerabilities, strengths, and specific capacity-building needs through a process which leads to institutional independence, viability and sustainability. 

A.
Build on Joint Capacity Assessments - Country programs should engage counterparts in joint, mutual processes that identify organizational strengths and weaknesses of both CRS and its counterparts. Counterparts must be allowed to prioritize their own areas in need of improvement as well as contribute to planning how those priorities will be addressed. In addition, CRS should be willing to consider its own institutional changes based on assessment results. 

B.
Improve Institutional Capacities - Country programs should work with counterparts to improve their institutional capacities, focusing on priority areas identified by counterparts. In all areas, accountability and transparency should be promoted and upheld. Utilization of local training resources should be a priority whenever possible. Counterparts should be supported to: 

· develop, clarify and promulgate their mission and vision;

· achieve good governance and positive leadership; 

· develop technical skills in prioritized programmatic areas;

· improve service delivery; 

· improve financial, commodity and human resources management; 

· develop relevant, community-based projects; 

· write informative and widely-relevant project proposals and reports; 

· conduct and report on monitoring and evaluations, preferably using participatory methodologies; 

· learn skills to identify, document and disseminate learning from their experiences. 

C.    Work with other PVOs - Country programs should coordinate organizational development training activities with other international PVOs which are working with local organizations to provide consistency, avoid repetition and increase cost-effectiveness. Collaborative efforts will also provide networking opportunities for local organizations and decrease possible dependence of local relief/development organizations on one PVO. 

III. Value and Build on Local Capacities 

All communities, rural and urban, have strengths, coping mechanisms, and capacities which should be identified, understood, and strengthened as the primary source for solving local problems. While our counterparts tend to have the more direct relationship with communities, CRS plays an important role to assist counterparts in maximizing local capacities by promoting right relationships.  In addition to the Standard listed below, the Standards for Principle 1, Build Strong Partnerships, should be promoted by country programs as fundamental to the partnerships between counterparts and communities. 

A.    Use Participatory Methodologies - Rapid and participatory rural appraisal, and other participatory methodologies are the most effective, thorough, and reliable means of identifying local capacities. In addition, participatory methodologies provide: 1) opportunities for intense and substantive interactions with community members; 2) community- defined bases for project design, implementation, monitoring and evaluation; and 3) greater opportunities for community member ownership of their development. Country programs should provide or support training for counterpart staff in such methodologies and, consistent with those methodologies, promote community member training as well. 

IV. Strengthen Civil Society 

Civil society is the arena in which CRS and its counterparts operate, even though not every country in which CRS works has a viable or even identifiable civil society. It is the "third" sector, alongside the government/governance and market/business sectors, that is critical to sustainable development. Strong civil societies are made up of and fueled by myriad organizations from the informal village women's association to the national network of Catholic Diocesan development offices to the internationally-connected, capital city-based human rights organization. 

By building partnerships, improving counterpart institutional capacity, and enhancing local capacities, CRS is already strengthening civil society. However, CRS has a critical role to play in furthering counterparts' participation in and promotion of viable civil society.  CRS counterparts can go beyond service delivery to engage in dialogue and action with other members of civil society, as well as members of the government and business sectors, to improve the condition of the poorest of the poor and move their communities and countries away from injustice and cycles of violence. 

A.    Promote Participatory Citizenry - A citizenry involved in and committed to positive, pro-active change for the common good is fundamental to sustainable development and a viable civil society. Counterparts and communities require skills, knowledge, and confidence to work together to bolster public and private service delivery, improve the policy and legal environment in which they work, and create positive working relationships between civil society, government and business aimed at fostering human development. Specific activities which can be incorporated into projects in all programming areas include advocacy and civic education. 

Areas in which CRS country programs may seek to facilitate and support such efforts by counterparts include: 1) improving community access to local resources or legally provisioned portions of national budgets; 2) increasing and improving government provision of services; 3) improving legal and policy environment for civic organizations; 4) improving human rights conditions; 5) improving the rights of women and children in terms of land tenure, healthcare or education; 6) increasing government accountability and transparency. 

B.
Strengthen the Legal, Policy and Operating Environment for Civic Organizations - Fundamental to progress in local capacity-building -- and development overall -- is the policy and legal environment for civil society. CRS country programs, with their strong relations with national governments, the Catholic Church, other PVOS, the US Government, and multi-and bilateral aid organizations, should seek to assist counterparts in improving and strengthening national operating environments for civic organizations as a condition of solidarity and with the purpose of sustainability. 

Country programs can assist its counterparts in strengthening the legal and policy environments for civil society, in particular development organizations, through multiple efforts, including: 1) supporting efforts to effect legislation by providing contacts in other countries, supporting trainings, and lending writing or editing skills; 2) bringing people from civil society, PVOS, UN agencies, donors and host government bodies together in various fora for discussion and action. 

C. 
Emphasize Coalition-building and Collaborative Efforts -Support to local participation and capacity building as well as efficient, effective and long-term relief and development programming is not successful when done in isolation. Strength in numbers to accomplish goals avoids duplication or overlap and allows individual organizations to specialize. Such action can be taken in two ways: 1) intra-sector     among development organizations and between development organizations and other civil society organizations (advocacy, civic education, human rights, trade associations, etc.); and 2) inter-sector -- between and among civil society organizations (development and others), market actors (small business), and government or institutions of local democratic governance (regional water boards, district councils, regional health ministries, mayors, etc.) 

CRS can support coalition-building and collaborative efforts by: 1) funding workshops, conferences and trainings; 2) implementing umbrella projects that involve multiple local organizations working together; 3) support intermediary or support organizations which can provide services to weaker or smaller organizations; 4) engaging local government and small business in development efforts to alleviate tensions between sectors, build working relationships, improve service to the poor, and positively influence policy. 

D.
Create Linkages - In an emerging global civil society and shrinking pool of development funds, the future for our counterparts and the communities which they serve and represent will be increasingly associated with their creating connections to groups and organizations other than CRS which can provide financial, technical and moral support. In addition to and in support of local, national and regional networking is a growing importance of linking local organizations with mature US, European as well as Southern organizations with similar missions. Country programs can assist counterparts in making linkages by providing contacts, identifying viable organizations in other parts of the world, in particular the US, and facilitating initial communication between parties. The articulation of specific action plans in this regard should be carried out in consultation with HQ if support from Domestic Outreach departments is envisioned.
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