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Overview of the framework

The purpose of the Capacity-Building Project Development Framework (CBPDF) is to help develop cost-effective capacity-building projects. It consists of four forms – A, B, C and D – and a user manual for each. The manuals employ examples wherever possible to illustrate how the forms should be completed.

Form A, B and C of the framework deal with situations where an organisation is sufficiently informed about future funding of its investment program that it is able to plan at least part of that program for at least one year ahead. Form D applies in other situations; i.e. where an organisation is not sufficiently informed about future funding of its investment program that it is able to plan at least part of that program for at least on year ahead. Question A1 in Form A identifies whether the user should continue with that form or proceed directly to Form D.

Where an organisation is sufficiently informed about future funding of its investment program that it is able to plan at least part of that program for at least on year ahead, it is able to identify (a) the ‘project-specific’ capacities that need to be developed for those plans to be successfully implemented, and (b) other ‘general’ capacity-building activities to be undertaken with the available funding. General capacity-building activities are not focused on capacities needed for individual projects, but rather on capacities that a variety of unspecified projects may benefit from. 

One purpose of the CBPDF’s Form A is to identify sets of on-ground actions that your organisation expects to invest in and which depend on capacity-building activities that need to be resourced from your organisation’s investment funding for the coming year (i.e. the next financial or calendar year, depending on how the investment funding cycle is administered). The other purpose is to identify the budget your organisation expects to allocate in the coming year to ‘general’ capacity-building activities. 

The purpose of Form B is to help develop a cost-effective project for each of the sets of on-ground actions identified in Form A as depending on capacity-building activities undertaken during the coming year. 

Form C is then used to (i) compile details of the capacity-building activities included in the on-ground-action projects developed with Form B, (ii) detail how your organisation’s budget for general capacity-building activities in the coming year will be allocated between activities of this kind, and (iii) consider how to manage these capacity-building activities cost effectively as projects.

Some of the capacity-building projects developed using Form C will include capacity-building activities included in on-ground-action projects that were developed using Form B. Clearly it is not appropriate to manage these activities only as parts of capacity-building projects, independently of the on-ground projects that depend on them. The intention is rather for these activities to be managed, in a coordinated manner, both as part of an on-ground-action project and as part of a capacity-building project. 

This intention recognises, firstly, that the expertise required to successfully design and implement capacity-building activities is specialised and often not held by managers of on-ground-action projects who tend to be technically trained. 

Secondly, this intention recognises the benefits that can arise from coordinating the management of capacity-building activities included as part of different on-ground-action projects. 

Such benefits can arise from similarities in the resource demands of different capacity-building activities, which offer possibilities for either (i) saving costs by spreading ‘overheads’ over a greater number of such activities (e.g. running two workshops targeting similar groups of landholders back-to-back on the same day at the same venue), and/or (ii) increasing the capacity-building ‘outputs’ achieved for a given cost outlay (e.g. increasing landholders’ overall attendance at these two workshops because running them together makes it more worthwhile to travel to where they are held). 

Benefits from coordinating the management of capacity-building activities included in different on-ground-action projects can also arise from the greater opportunities to share the lessons gained in running these activities across the staff managing them.

As mentioned previously, Question A1 in Form A steers users of the CBPDF directly to Form D in those situations where their organisation is not sufficiently informed about future funding of its investment program that it is able to plan at least part of that program for at least one year ahead. This lack of information constrains the organisation from developing ‘project-specific’ capacity-building activities (i.e. focused on capacities needed for particular on-ground-action projects). 

Nevertheless, scope remains in these circumstances for the organisation to develop ‘general’ capacity-building projects to be submitted for funding. The purpose of Form D is to identify, justify and budget the general capacity-building activities for which the organisation intends to apply for funding in order to undertake them in the coming year. Once completed, this form will provide a sound information base upon which your organisation can apply for the funding it requires to invest in the general capacity-building activities identified in Form D. 

Relationship with the Investment Framework for Environmental Resources (INFFER)

The allocations identified in Form A from your organisation’s investment budget to different sets of on-ground actions will ideally be guided by investment priorities arising from application of the Investment Framework for Environmental Resources (INFFER) (Pannell et al. 2009). This framework develops a series of asset-based projects, ranks them according to the “benefit: cost indices” (BCIs) calculated for each, and allocates the available investment budget to the projects in descending order of their BCIs (although other criteria may also be taken into account in arriving at the final allocations). 

Although the focus of INFFER is on the outcomes of projects for the condition of natural assets, the focus of Form A is on the on-ground actions included in these projects. The two foci are equivalent in cost terms since the asset condition outcomes of a project arise from the on-ground actions it seeks to deliver. The costs of implementing these actions extend beyond the costs of adopting the actions themselves to the costs of any “delivery mechanisms” (e.g. financial incentives, capacity-building activities, etc.) employed to motivate that adoption. 

Form B of the CBPDF is adapted from INFFER’s Project Assessment Form (PAF). The PAF is used to develop projects to achieve goals set for the condition of a specified natural asset. In contrast, the CBPDF’s Form B focuses on developing projects to achieve goals set for implementation of on-ground actions. Where INFFER has been applied, the action goals to be specified in Form B for a project will follow logically from the on-ground actions that were identified in the corresponding PAF as necessary to realise the outcome goals it specifies. Moreover, much of the thinking and data needed to complete Form B will have been completed in the process of filling in the PAF. 

However, Form B (and the CBPDF more generally) was designed so that its completion does not depend on prior application of INFFER. Where INFFER has not been applied, and the allocation of available investment funds between different sets of on-ground actions is therefore likely to be less economically optimal than it could otherwise be, Form B serves a similar role as the PAF in seeking to ensure that the goal set for any project is pursued feasibly and cost effectively.  Finally, given the capacity-building focus of the CBPDF, Form B seeks more detail on the capacity-building needs of a project than is sought in the PAF. 

Not just a form-filling exercise
The CBPDF should be viewed as a structured exercise in group deliberation and learning rather than simply a form-filling exercise. Answers to many of the questions in the framework will benefit significantly from group discussion. A range of methods of facilitating such discussion are available. Users of the framework should the method(s) to which they are best suited. The relevant group membership will vary from form to form, and sometimes from question to question. At times it may be appropriate to include people other than staff of your organisation in these discussions; e.g., board members, Landcare group leaders, staff of other agencies, etc. 

Finally, the CBPDF is not meant to be applied as a linear process, starting with the first question and continuing ever-onwards to the final question. Answering one question will sometimes prompt reconsideration of answers given to previous questions. Although some users may find it frustrating to have their initial judgements challenged in this way, this is an essential step towards ensuring that capacity-building projects are developed which contribute cost effectively to the feasibility of future investments.
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