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CD of local state institutions in Northern Sri Lanka

Implementing a project with and through government technical line
departments and organisations while simultaneously capacitating them is
nothing new, it is the mandate of most development cooperation projects.
However, in post-conflict settings the challenges of working with and
through government departments are more accentuated, especially given the
typical dilemmas that have to be faced, namely (Extracted from: Brinkerhoff,
D.W. (2007): Capacity Development in Fragile States; ECDPM; Maastricht):

State vs non-state service provision: In fragile states, donors/
implementing organisations at times make commitments to fund delivery
of basic services. On the other side of the equation is the need to rebuild
sustainable public-sector capacity. The trade-off concerns what some
have termed the “two track problem” of service delivery and public
sector capacity development, where the two tracks have fundamentally
different strategies and timeframes. The pressures for quick response in
fragile states with weak and destroyed capacity, where needs for services
are immediate, drive interveners to look to alternative sources of capacity
to fill gaps. These sources include foreign experts, private sector firms,
NGOs (local and international), or international donors/implementing
organisations themselves.

Services now vs institutional / organisation strengthening: A related
trade-off is how to balance the humanitarian imperative to provide
immediate services in low capacity settings against the need to rebuild
public institutions and their capacity to deliver services. Quick-fix and
bypass interventions that ignore existing local capacity and /or put off
attention to institution-building are accused of creating dependency,
reducing the chances for sustainability, and squandering opportunities for
nascent governments to increase their capacity and legitimacy. Donors/
implementing organisations are not the only ones who want to see
services now; citizens in fragile states also want to see this, irrespective
whether these are provided by the state, by NGOs or private sector.

Immediate security vs community resilience / long-term stability:

Most discussions of sequencing in deteriorating and post-conflict

fragile states target security first and the other capacities later. In fact
protection from direct violence is a non-negotiable right that needs to be
addressed, but the question is how the legitimacy and authority of the
state can be achieved to assure this right. A further dilemma that capacity
development approaches have to deal with is the potential re-building of
democratic governance to increase political legitimacy.

Copyright: GIZ-DETA Team, “Promoting reintegration of IDPs returning to Northern Sri Lanka” Example / Page 2



D

CD of local state institutions in Northern Sri Lanka

7

l///@

Technical vs political: Capacity development at times focuses more

on provision of resources, skills/knowledge, and organization targets
rather than politics, power, and incentives. The former targets are more
amenable to being addressed through methods under a high degree of
control of outsiders. They can provide resources, do training, provide
technical assistance, develop management systems, and support service
delivery relatively easily. The focus on political issues which are equally
important but harder to address is often left out or ignored.

External actors and local capacity: Fragile states often need external
actors to fill a national security deficit and lay the foundation for peace
and restoration of law and order. However, another gap that poses
difficulties for external assistance concerns an absence of capacity to
manage public resources, which can lead to problems with corruption and
accountability.

Given these dilemmas the context analysis is important prior to undertaking
any capacity development measures. In order to better target the capacity
development measures, two recent studies provide a very useful framework
for assessing the capacity development measures relative to context needs.
These basic concepts have also been taken up in new BMZ Strategy Paper
4/2013 on Development for Peace and Security (pages 8-9) and also in the
6/2013 BMZ Strategy on Transitional Development Assistance (page 9).

Table 1: Elements of governance constarints and dimensions of state fragility

Governance constraints / variables’ Dimensions of state fragilit)(2
PERFORMANCE CAPACITY (state capacity)
Extent of effective top-down Represents a state-society relation that is characterised by the
performance disciplines or bottom-up state giving the provision of basic services to the people. These
accountability mechanisms services include not only basic education and health care, but in

an increasingly globalised world they encompass also a basic
institutional setting for economic activities (legal framework, tax
system, governing common goods etc.), macroeconomic policies
and other basic state functions. Failure to perform in one or more
of these areas diminishes the life chances (i.e. the opportunities
to improve one’s quality of life) for large parts of the population.
The perspective of the state as a provider of services is that of a
contractual relationship between state and society.

ACCOUNTABILITY LEGITIMACY

Degree to which locally anchored It is about a type of state-society relation in which society itself is

institutions enable problem solving and  active, in that it accepts, or refuses to accept, the state’s claim to

local collective action (at any level in the = be the only legitimate actor to set and enforce generally binding

service chain, not necessarily at the rules. As legitimacy is closely linked to the forging of a sense of

frontline) identity within a society, this concept can be viewed as stemming
from a constructivist perspective on the state

FRAMEWORK AUTHORITY
Degree to which sector policies and Refers to the control of use of force by the state, which, for this
institutional set-ups are coherent purpose, takes the freedom to use force away from the people.

The exact degree of authority required to maintain a stable state
is dependent on context factors such as popular expectations and
the strengths of rivals.

" Tavakoli Heidi; Booth, David; Simson, Rebecca; Tilley, Helen; September 2012: Can aid address key governance constraints in public
service delivery? Overseas Development Institute — ODI- Workina paper 356
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Figure 1: Governance constraints / fragility dimensions in relationship to the four GIZ
y dimensions of capacity development
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A key capacity development strategy of the GIZ-DETA project was:

Th

The project works with and through the government institutions to
achieve the project objectives and improving the efficiency of the service
delivery of the government institutions (the government provides all
services to the final beneficiaries)

Capacity development will be undertaken mostly through on-the-

job training and advisory services directly to the government service
providers who then in-turn provide capacity development to the
beneficiaries

A key instrument / tool for achieving capacity development and
undertaking on-the-job training is the local subsidy contract instrument of

the GIZ

e following example illustrates how the GIZ-DETA project in Sri Lanka

contributed towards achieving the defined strategy.

Photo 1: Meeting with
partner institutions

- police department-
(source: GIZ-DETA)
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With the end of the civil conflict in Sri Lanka in May 2009 decades of turmoil
that seriously constrained the country’s economic development and that
negatively impact on people’s lives, especially those living in the North and
East of the country finally ended. The decades long conflict and in particular
the intense fighting of the final stages led to extensive destruction of the
socio-economic and production infrastructure as well as weakened public
administration system in the North and East. Equally important has been
the negative effects that the turmoil has had on psychological well-being and
livelihoods of the people. Not helpful in the whole process has also been the
regular shifts in the administrations between government, warring factions
as well as the military during the conflict period as this has considerably
affected the capabilities of the administrators as well as the populations
perception of the state (related to performance/capacity and accountability/
legitimacy constraints).

Nevertheless considerable progress has been made towards the commitment
by the Government of Sri Lanka to find a durable solution for all people
displaced by the war, including return to their home areas. Since the
humanitarian crisis triggered the displacement of nearly 300,000 Persons
from the conflict zone in 2008 and into 2009, the Government ensured basic
humanitarian assistance to those in camps, supported by the United Nations
(UN), national and international Non-Government Organizations (NGOs),
and International Organizations (IOs). Soon after the conflict ended, the
Government launched a sustained resettlement campaign for the displaced,
beginning with the 180-Day Programme in mid-2009, engaging closely

with partners in rapid early recovery interventions to stabilize returning
communities. Building upon these achievements, a Presidential Task Force
has been appointed to formulate a strategic framework for revitalization of
the province. The Uthuru Wasanthaya’ (Northern Spring), a medium term
development strategy for 2010 — 2012 programme was launched, which
serves as master plan for resettlement and development of the Northern
Province (related to framework/authority constraints).

Photo 2: Benefiacry
selection
(source: GIZ-DETA)
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Key areas of intervention were defined as: restoration of socioeconomic and
personal stability and safety; revitalization of basic livelihoods; development
of infrastructure in roads, electricity, ports, transport, water supply and
sanitation and housing; improvement of the rural economy through
technological transformation in the agricultural and livestock sectors, fishing
and valuable mineral resource; improvement of vocational education;
implementation of institutional reform for upgrading the quality and
performance of the public service and its overall responsiveness to the needs
and concerns of the public; establishment of industrial estates and economic
centres.

The programme is modelled on the initial Negenahira Navodaya (Eastern
Awakening) that was designed as an accelerated three-year project for
restoring normalcy in the Eastern province soon after the end of the war. Both
projects are incorporated in the ‘Mahinda Chintana’ — A Ten Year Horizon
Development Framework 2006-2016 for Sri Lanka (related to framework/
authority constraints). The projects are directly supervised by President’s
office and the Ministry of Nation Building and Estate Infrastructure
Development, while in the formulation of regional strategies a key role
should be taken by the local authorities (e.g. provincial council), the relevant
District Secretaries and a wide spectrum of grass-root level communities in
the province. The projects are financially supported by the state authorities

at the national level, including the Department of National Planning,
Ministry of Plan Implementation, Ministry of Highways, Department of
External Resources, Department of Census and Statistics, Central Bank, Peace
Secretariat, and international non-government organizations like Consortium
of Humanitarian Agencies (CHA), and United Nations (UN).

A Joint Plan of Assistance for the Northern Province (JPA) was developed
through a consultative process led by the Government of Sri Lanka (GoSL)
through the Presidential Task Force (PTF) on assistance needed to meet the
returnees’ immediate needs for shelter, food, health, nutrition and education,
while working to restore basic services, infrastructure and livelihoods.

Upon the Government's invitation this process was undertaken jointly

with the United Nations and its agencies (UN), national and international
Non-Governmental Organizations (NGOs) and International Organizations
(IOs). One main objective under the Joint Plan of Assistance for the Northern
Province (JPA) is to support the civilian administrations of the Northern
Province to further their capacity for providing administrative services

to returnees, related to access to land, missing documentation, family
reunification, protection of women and children, SGBYV, services for elderly
and disabled individuals, among others (related to performance/capacity
and to a limited accountability/legitimacy constraints). This particular
support will be led by respective government authorities at every level in the
districts.
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Some of the key issues to be supported by the administration include
facilitating access to land, addressing issues related to missing
documentation, supporting family reunification, providing protection of
women and children, supporting addressing sexual and gender based
violence, provision of services for elderly and disabled individuals. For each
of these specialised services the respective government authorities at every
level in the districts was responsible for leading and managing the processes.
Apart from the government effort, a resource and personnel intensive
support was provided by bilateral and multilateral donor organisations who
pursued different approaches for implementing the programmes, ranging
from direct support to the government hiring of international, national

and local non-governmental organisations or private sector organisations
who implemented projects on behalf of the donor organisations (related to
framework/authority and performance/capacity constraints).

This does not mean, however, that there is no internal displacement in

the country anymore. As of the end of September 2012, more than 115,000
internally displaced people (IDPs) were still living in camps, with host
communities or in transit sites, or had been relocated, often against their will,
to areas other than their places of origin. Among those registered as having
returned, many have not been able to achieve a durable solution but continue
to face difficulties in accessing basic necessities such as shelter, food, water
and sanitation, in rebuilding their livelihoods, and in exercising their civil
rights. De-mining operations are still ongoing in livelihood areas. Unresolved
land issues have been a major obstacle to durable solutions for IDPs and IDP
returnees. Conflict-affected areas remain highly militarised, which has made
progress towards achieving durable solutions more difficult. The military has
become an important economic player and a key competitor of local people
including returnees in the areas of agriculture, fishing, trade, and tourism.

It has also been involved in areas that would normally come under civilian
administration. It continues to occupy private land, thereby impeding

IDPs’ return. The Government of Sri Lanka has also developed a very
sceptical perception of both international and national non-governmental
organisations as well various different donor organisations, largely as a
result of their viewpoints during and in the post-conflict period (related to
accountability/legitimacy and framework/authority constraints).

Photo 3: Distribution
of fishing to recent
resettled IDPs
(source: GIZ-DETA)
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A core strategy of the GIZ supported ‘Development Oriented Emergency
and Transitional Aid” (DETA) project in Northern Sri Lanka has been to
support the government of Sri Lanka in strengthening the administration
in the Northern province of Sri Lanka. In particular strenthening the
service provision capacities required for both the returning IDPs as well
as for the existing communities. This was not only necessary to improve
the efficiency of the service provision but also essential in re-establishing
the trust and confidence between the state and society in the Northern
Province of Sri Lanka.

The project follows a participatory approach while at the same time it
works through relevant government institutions, taking into account the
‘do no harm’ principle. National and regional state authorities implement
the activities, also to support the acceptance of Sri Lankan government
institutions in the region. Livelihood support measures are based on
needs of households and communities and put into reality through
existing mechanisms such as farmers’ associations, rural development
societies and the private sector. The project promotes the interaction of
not only state and the public but also the effective and efficient service
delivery by state institutions.

The results of the initial context analysis for the proposed GIZ-DETA in
Northern Sri Lanka led to the proposal that the project should work through
a national non-governmental organisation as part of the implementation
process. The methodological approach foresaw that the GIZ-DETA project
would contract most of the implementation work to a national NGO who
would then coordinate their activities with the Provincial Council and

the government line departments, but the actual implementation would
be undertaken by and through the national NGO. One of the reasons for
the proposal was also the very restrictive access given to international
organisations at the time and the fact that national NGOs access to areas in
the North was slightly better. The approach of contracting a national NGO
seemed appropriate at the conceptual stage of the project. However, with
the rapidly changing framework conditions a change in methodological
approach was deemed necessary.

GIZ-DETA project started officially in September 2010 and several important
events led to a change in the methodological approach of the project:

In August 2010 the Government of Sri Lankan moved the DETA

project from the Ministry of Nation Building and Estate Infrastructure
Development to the newly created Ministry of Economic Development
(MED).

In 2009, the government of Sri Lanka created the Presidential Task Force
(PTF), whose task it is to coordinate all reconstruction and development
in the North. PTF also coordinates activities of the security agencies of the
Government in support of resettlement, rehabilitation and development
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and to liaise with all organizations in the public and private sectors and
civil society organizations for the proper implementation of programs
and projects. Since June of 2010 the NGO Secretariat is responsible for
approving the plans for development projects. It was therefore necessary
for GIZ-DETA to get approval from the new PTF / NGO Secretariat to
operate in the Northern province.

The project commission offer was translated from German to English and
was formally submitted to the PTF / NGO Secretariat. The PTF / NGO
Secretariat raised serious objections to the proposed methodological
approach of the project of working through a national NGO (in addition
to objections regarding the project component on psycho-social
interventions). The PTF / NGO Secretariat indicated that they would
only allow the project to work with and through the existing government
structure of line departments and provincial council system.

With the arrival of the GIZ international expert responsible for the project
commission a reassessment of the project methodological approach

was undertaken. The revised context assessment indicated that the
implementation of the project with and through the government line
departments as required by the PTF / NGO Secretariat was both possible
and also desirable,

The former North-Eastern province was sub-divided into two provinces
in 2007, namely a Northern and Eastern province. In 2009 a Governor was

appointed for the Northern Province and the provincial administration
was operationalised (this included the need to physically relocate the
staff from Trincomalee in the Eastern province to Jaffna in the Northern
Province. Thus a complete new administration had to be formed for the
Northern Province.

Thus the GIZ-DETA project formally took the decision in 2010 that the
implementation of all project measures should be with and through the
government system in Northern Sri Lanka and not as initially planned
through a national NGO. The methodological approach was revised and
adapted to take into account the revised approach.

Figure 2: Step-by-step process for capacity development in GIZ-DETA in Sri Lanka

Step-by-step approach of Capacity Development (CD) of government
institutions, GIZ-DETA Sri Lanka

Lessons-Learnt phase: ¥ Lessons-learnt report

- Step 8: Assessment /documentation of lessons-learnt completed
Implementation phase: v Project process defined
- Step 7.1: Designing project proposals v" Gov't Inst. Capacitated

« Step 7.2: Project applications v Project proposals
+ Step 7.3: Feasibility study and selection received and selected
- Step 7.4: Contracting v LSC contracts signed

« Step 7.5: Provision of funds and financial processing v Project impl ted b
« Step 7.6: Project implementation rejecimp ementeby
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« Step 7.7: Project monitoring and reporting

« Step 7.8: Overall reporting v' Government Institution

& beneficiaries trained

Developing appropriate CD measures phase: & gg/gfg‘ggdology
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. N g St : : v Areas of intervention
Step 6: Selection of priority areas of intervention defined
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- Step 3: Developing GIZ-DETA project steering structure line with CD approach
+ Step 4: Assessment of capacity development need v' CD needs assessed
Preparatory phase: v Agreement with Gov't
« Step 1: Decision to concentrate on strengthening government institutions on CD approach 5
Start of i n n A1
project CD using Local Subsidy Contracts and on-the-job training Outputs / Outcomes
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J With the new methodological approach having been confirmed, the project
proceeded to further assess and contextualise the administrative structure

and arrangements for the Northern Province of Sri Lanka. The process for the
context analysis involved four steps:

1. Review of the existing studies and reports on the National, provincial and
local government administrative structure for Northern province;

2. Assessment of the main strengths and weaknesses of the different levels
and different areas of responsibility especially between the national line
departments and the provincial council departments,

3. Assessment and joint negotiation with key provincial departments regard-
ing the potential process for implementing the measures to be supported
by the GIZ-DETA project in accordance with the respective mandates,

4. Determination of constraints that can be realistically addressed by a three
year DETA project (compared to structural framework conditions that
would need a medium to long-tem development cooperation project to
address these issues)

The current administrative and organisation structure which is also
applicable for the Northern Province in Sri Lanka is as follows (but not all
can be realistically addressed by a three year DETA project):

Sri Lanka has three levels of government: central, provincial and local.
Devolution of power is made under three lists as stipulated in the ninth
schedule to the 13th amendment to the constitution: List I identifies the
functions to be devolved to and carried out by the Provincial Councils,
while List II, the reserved list, specifies the functions to be carried out by
Central Govenment. List III, the concurrent list, outlines the functions

that may be exercised by the centre or the provincial councils following
consultation with each other. At the local level a dual administration is the
salient feature. On the one hand there is the Divisional Secretariat under the
Central Government, and on the other hand the Local Government under the
Provincial Government.

The latter comprise Municipal Councils, Urban Councils and Pradeshiya
Sabhas. They are under supervision of the Department of Local Government,
as one of the devolved subjects specified in the 13th Amendment to the
Constitution. This power- sharing initiative was undertaken primarily as

an alternative to demands for a separate state by the Tamil political parties
and militant separatist groups. It was also seen as a measure to enhance
democratic participation by communities and groups in the process of
government. Local authorities can be considered as semi-autonomous. The
people in them can assess the needs of their area and make certain decisions,
depending on the resources they possess.
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Table 2: Three-fold government structure with main responsibilities and functions

Provincial government

Provincial councils were
established by the 13th
amendment to the constitution.
Each province has a governor
appointed by the president for a
five-year term, responsible for
executing the policies of the
provincial council through a board
of ministers headed by a chief
minister and no more than five
other ministers. In addition each
provincial council has a chairman
and a vice-chairman elected from
among its members by majority
vote. The chief secretary,
appointed by the president, is the
most senior public official.

Central government

The central government can set
national policies on all subjects
and functions and has the power
to approve legislation on the
concurrent list of subject areas
that have been listed as provincial
subjects in the scheduled list. The
districts comprise an intermediate
level in the Sri Lankan
administrative system.
Administration at this level per-
forms reserved subjects and
coordinates national programmes
and projects. A powerful District
Secretary, commonly still referred
to as Government Agent, heads
the District Secretariat — also
called Kachcheri. District
Secretaries thus derive their
power directly from the Central
Government.

Local government

At the local level a dual
administration is the salient
feature. On the one hand there is
the Divisional Secretariat under
the Central Government, and on
the other hand the Local
Government under the Provincial
Government. The latter comprise
Municipal Councils, Urban
Councils and Pradeshiya Sabhas.
They are under supervision of the
Department of Local Government,
as one of the devolved subjects
specified in the 13th Amendment
to the Constitution.

Figure 3: Government of Sri Lanka administrative government structure
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Source: GIZ supported “Performance Improvement Project “ - PIP, Sri Lanka
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“ y Main constraints with the current system of government planning and
implementation

\ The Provincial Government does not include all sectors of government
but only those specified in the Thirteenth Amendment to the Constitution.
As a consequence, not all necessary functions that belong to the Provincial
Council constitutionally have been devolved (e.g. police and land
administration) and some functions which belong to the provincial
councils and which were devolved have been re-invested with the central
government.

The District Secretary plays the role of coordinator, linking the activities
of central and provincial administrations. Since the GA supervises the
Divisional Secretariats, he has a certain influence over other activities as
well. In reality, most of the provincial functions and activities at local level
are executed and implemented by the Divisional Secretariats. Despite
devolution of power to the Provincial Councils and the establishment

of elected local councils, the centrally appointed administrative
institutions continue to function in the provinces as agencies of the
central government The relationship of GA and the province is therefore
complicated, since lines of command and responsibilities are not clearly
defined. It comes down eventually to personal attitudes of the individuals
whether it is a conciliatory or a more conflicting relationship.

Both the Planning Secretariat and departments complain about the
information flow, although in different ways. While the departments
complain that the Planning Secretariat burdens their work through
frequent but irregular requests for data and information, the Planning
Secretariat criticises the poor level of cooperation they receive from the
departments.

Policy-making however, is fragmented between all institutions, which is
visible in poor coordination and total lack of strategic planning. Proper
development planning is made more complicated.

Ambiguous division of responsibilities between the centre and the makes
it difficult to improve administrative capacity at provincial and local
levels.

Local authorities generally lack capacity for land management and
enforcement capacity for development control.

Coordination of all relevant development actors is inadequate. Thus it is
apparent that a multi-headed, hydra-like construct exists especially in the
area of physical planning.

A pivotal problem is the fact that the present planning process is not
inclusive. Real participation and decision-making processes do not
take place in a manner that guarantees a product that really reflects
strategic needs. The population, CBOs, sector departments, and also
NGOs are an insufficient part of such a process. There is no adequate
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“ channel where the needs and aspirations of these grass roots level

y bodies (e.g. Community Based Organizations — CBOs - such as women'’s
societies, rural development societies, farmers’ societies, cooperative
societies) can be brought up to the elected Pradeshiya Sabha. For this a

\ mechanism is needed how these community based organizations can be
affiliated and effectively linked to the elected local authority. Local level
administrations, both local authorities and divisional administration,
are incapable of tackling the challenge of coordinating and monitoring
activities of NGOs efficiently. The consequence is that the local level
administrations cannot present solid development programmes to the
NGOs to guide their intervention.

The selection process of projects is also subject to a political component,
since MPs of the area are also involved. They have the power to select
special projects to be implemented with their own parliamentary budget
(“Decentralised Budget — DCB”). In this way MPs have the power to
channel their political influence through the district administration
system, undermining to a certain extent the relevance of the local
democratic structures, i.e. the local authorities.

Further the Provincial Council and Local Authorities are strongly
dependent on the centre through budgetary allocations, departmental
funding and allocations from central MPs and provincial council
members.

Additionally to the above-mentioned constraints other specific constraints
were identified in the Northern Province as a result of GIZ-DETA SWOT-
Analysis tool:

In October 2006, the North East Provincial administration has been de-
merged into two viz: Northern Provincial administration and Eastern
Provincial administration.

Newly formed Northern province required that the administration
shift from the former headquarters of the North-Eastern Province of
Trincomalee to the new provincial headquarters in Jaffna.

Staff had to be relocated and the provincial departments had to be (re-)
established.

The necessary personnel and expertise was not always available also due
to the results of the decades of conflict

The Northern Province provincial council is not elected to date, an
election is planned for September 2013. There were two fundamental
reasons why the central government has shown no urgency in conducting
the provincial council election to the Northern Province, (1) security, and
(2) politics. Both these factors are linked closely to the history of elections
conducted in the North in the post-war period.

Pradeshiya Sabha were only elected in 2012 in the Northern Province
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As part of the overall GIZ-DETA capacity development approach, a project
steering structure was developed and implemented that was specifically
designed to integrate the government administration and the provincial
council structure. In view of the national importance of the project, a national
steering structure was also developed and implemented.

Figqure 4: National Steering Committee of GIZ-DETA Project

Secretary, Ministry of
Economic
Development

Secretary, Presidential Chief Secretary,
Task Force Northern Province
Senior Advisor, GIZ- Government Agent
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Secretary, Provincial
Ministry of Agriculture,
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Government Agent
Mullaitivu
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Ministry of Youth

Affairs and Skills
Development

At the national level the project is steered by a National Steering Committee
(NSC), chaired by the Additional Secretary of the line ministry MED and
members include the Secretary of the Presidential Task Force (PTF) and
representatives of relevant national ministries, the Chief Secretary of the
Northern Province as well as the Government Agents. The NSC provides
policy advice and establishes the overall framework of the proposed GIZ-
DETA measures to be undertaken in the Northern Province as well as
assessing and approving the priority areas of intervention that the project
should pursue.

While the national project steering committee for the project was formed

in December 2010, it has only met one more time since then, the provincial
project coordinating committee (PPCC) has convened every quarter year. The
PPCC includes representatives of the line ministry MED, representatives of
relevant provincial ministries, the Government Agents of the three selected
districts as well as relevant central government structures operating at local
level such as the Assistant Commissioner Agrarian Services (ACAD). The
Chief Secretary of the Northern Province chairs the PPCC. Main tasks of the
PPCC are to ensure effective communication and coordination is undertaken
between the various stakeholders. A key function is also to effectively
prioritize, finalize and implement proposed project activities.
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“ y Figure 5: Provincial Coordinating Committee of GIZ-DETA Project
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For the implementation of the GIZ-DETA project working with and through the

government and provincial council system in Northern Sri Lanka was not only

designed to achieve an impact with regard to the development measures but also to
achieve an impact in capacitating the provincial council system. The objectives that
were being pursued included:

Developing and strengthening the planning, management, implementation and
monitoring capabilities of the various different departments within the provincial
council

Re-connecting and supporting the departments in gaining the trust of the
population in the selected districts with the newly developed capabilities of the
departments

Developing and strengthening state-society relations in a province that had been
affected by decades of conflict and where a fledgling administration had been
institutionalised but that lacked substantial capabilities and capacities.
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One of the main instruments used for capacity development by the GIZ-
DETA project was on-the-job training. This seeks to impart skills and
knowledge for the technical and administrative staff of the government

line ministries and provincial departments as they work within the actual
process of assessing, planning, implementing and monitoring the GIZ-DETA
supported project measures.

On-the-job-training was divided between providing (formal) structured

and unstructured (informal) methods which involved providing technical
support through the project advisors to the government and provincial
department staff. The formal structure training included supporting
government technical and administrative to attend national and international
courses on a variety of different topics. Informal training consisted of regular
provision of technical and administrative know-how through the project
specialists. The combination of both approaches was seen as the most cost-
effective and efficient way of providing capacity development in the short
space of time available for implementing the GIZ-DETA project (three years).

An effective way of promoting on-the-job training was to utilise the Local
Subsidy Contract tool of the GIZ. The local subsidy contract allows the
GIZ-DETA to make a contract with any partner organisation, including
government and provincial councils departments. The contract stipulates
the objectives and activities that will be implemented by the partner
organisation and will also define the financing procedures. The partner
organisation has the full responsibility for implementing the local subsidy
contract. A major part of the local subsidy contract involves improving the
planning, management, implementation monitoring and reporting skills

of the partner organisation. These improved skills are likely to also benefit
the partner organisation above and beyond the implementation of the local
subsidy contract. The GIZ-DETA team continues to assist in administering
the local subsidy and they are ultimately responsible for the proper use of
the funds by the recipient. Furthermore, the GIZ-DETA team assumes an
advisory and monitoring role with regard to compliance with regulations on
the procurement of materials and equipment and the purchase of appraiser,
consulting and construction services.

The main capacity development measures that were trained through the use
of local subsidy contracts and other on-the-job-training included:

Project proposal writing

Project assessment and feasibility

Project selection

Project planning

Project implementation, including operation planning
Financial and budgetary planning, monitoring and accounting
Monitoring and evaluation

Reporting and documentation

Special technical skills such as building plans, development of training
modules etc.
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This means that the project focused mostly on addressing performance/
capacity and accountability/legitimacy constraints but very little can be
done in the short period of time of realistically addressing framework /
authority constraints.

l///@

While the initial selection of the territorial area where the project should
work was highlighted in the original project commission (it was the result
of the initial project assessment) the exact details of which sub-districts or
villages to work in were left open. Thus, one of the first steps that the project
needed to clarify was the exact area where the project should be active in.

This selection process was undertaken by the Government Agents in close
collaboration with the central government, the concentration was to be areas
where all recently re-settled people from the refugee camps were to be found
and/or where very specific problems related to the resettlement programme
existed. The selection of thematic areas of concentration of the project was
defined in the project commission that was based upon the given context
and planning documents of the Sri Lanka government (including the above
mentioned ‘Uthuru Wasanthaya’ or Northern Spring plan.

While all thematic areas were re-confirmed by the national and local level at
the start of the project the aspect of psycho-social counselling had to be taken
out of the project outputs.

Photo 4: Enhancing agricultural
libelihoods -paddy harvesting -
(source: GIZ-DETA)

Photo 5: Improving access to
education - rehabilitation school

water and sanitation facilities -
(source: GIZ-DETA)
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During the designing process of the project measures the applicants were
the government departments who bought in ideas jointly developed with
the affected communities. The application process also helped to strengthen
and develop the skills to design proposals, plan activities, drawings,
develop estimates and detailed budgets. Projects are to be identified by

the final beneficiaries. Selection of the project measures was a joint process
between beneficiaries and local institutions to ensure consistency with the
overall development planning. As a general principle the project-proposing
local institution was required to make a funding contribution towards

the financing of the project (possibly with an exemption for very poor
communities). The contribution was in cash, kind (materials, land) or labour.

The applicant presented the detailed project proposal on the basis of a format
that had been designed and elaborated between the GIZ-DETA project

and the government administration by the Project Progress Coordinating
Committee and Chief Secretariats Office of the Northern Province in Jaffna.
Three proposal formats were jointly designed and the used for the process:
project proposal, proposal for food-for work measures and proposal format
for food for training.

Every project proposal was registered and was given a reference number.
GIZ-DETA’s technical team then undertook a pre-screening of the submitted
project proposals and also undertook site inspections. In some cases the GIZ-
DETA also supported the applicant in revising and improving the quality of
the proposals (this is to be seen as part of the on-the-job training). The initial
assessment of the projects undertaken by the GIZ-DETA team was done
according to the following jointly agreed upon criteria:

The project is designed to benefit returnees in the selected areas

The project is consistent with national and sector priorities.

The project is in the scope of GIZ-DETA Project components and agreed
priority areas of intervention.

The implementing institution can effectively deliver the intended benefits
to the target groups.

The estimated budget, drawings are appropriate for the type of project
proposed.

The maintenance costs implied by the project can be effectively met
(sustainability).

Beneficiary communities are involved in project design, implementation
and monitoring.

Beneficiary communities can make a contribution (in cash or kind)
towards project costs.
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Project proposals, which are pre-screened and approved by GIZ-DETA’s
technical team, then underwent a second assessment and evaluation round.
This was undertaken by the PPCC who reviewed the pre-screened project
proposals for feasibility, compliance and they also granted the final approval.
Local institutions were then informed about acceptance or rejection of their
proposed activities. Projects, that were not within the overall scope of GIZ-
DETA were forwarded to other donor agencies for consideration.

After the project approval, a local subsidy contract was prepared jointly by
the GIZ-DETA project and the GIZ Country Office in which the applicant was
commissioned to take the responsibility for the implementation and enter a
local subsidy contract. Different types of contracts were drawn up depending
on whether there was a financial contribution involved from the cooperating
partner, whether the contracting amount exceeded €50.000 or whether the
contract involved a building / construction component.

The latter requires the involvement and approval of the GIZ-HQ
Construction Division whose approval has to be documented in writing

in the project file using the standard form “Approval to implement a
construction measure by the Construction Division”. The contract includes
all the rights and obligations of the contracting partners. The Local Subsidy
Contracts was then signed by the respective officials of GIZ-DETA Project,
GIZ Country Office and the respective Head of the Department with the
countersignature of the respective Secretary. A copy of the signed local
subsidy contract was then sent to the Chief secretary, DCS, Planning and
Director, Department of Donor Coordination, MED.

Funding was provided directly to the contracting partner. They were
obliged to fulfil the financial and reporting obligations as per the contract. If
necessary a separate bank account had to be opened.

All payments to be contracting partner were released from GIZ-DETA
accounts department after signing the contract. The funds were released
in number of instalments, depending on the size of the contract. The first
instalment was provided after signing the contract (for this an advance
payment sheet was used), later instalments were paid after submission
of respective financial monitoring reports (use of a “settlement sheet”),
and the last instalment was provided after the project was completed and
satisfactorily evaluated.

The original invoices of all goods and services had to be submitted to GIZ-
DETA with a settlement voucher. The contracting partner got copies of the
vouchers after stamping “paid”. All vouchers were duly checked by technical
and finance team of GIZ-DETA and each voucher was then stamped as being
“correct” and signed by both responsible technical and accounting staff. All
costs regarding VAT and Contingencies are not covered by the contract and
needed to be excluded from the budgets.
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? Figure 6: Flow diagram of financial processing of local subsidy contracts
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The GIZ-DETA actively supported the partner organizations throughout

the implementation process. The GIZ-DETA technical team technical team
regularly monitored the implementation process. This included providing
on-the-job training, advisory services, jointly assessing the outcomes, outputs
as well as the initial impact the project is having on the beneficiary level.
When unforeseen event impacted upon the implementation of the partner
project, both the GIZ-DETA team and the implementing partner reassessed
the context and revised and adapted the implementation plan as needed. The
project also encouraged the implementing partner organization to report on
progress of the implementation of the local subsidy contract.

For the implementation of the project by the partner organisation the
following steps were undertaken:

Development of a plan of operations: On the basis of the agreed objectives
defined in the local subsidy contract, the partners further elaborated a plan
of operation. The plan of operation defined the detailed steps how the project
was going to be implemented

Beneficiary selection: The complex context in the Northern Province of Sri
Lanka required that all project activities are in-line with the do-no-harm
principles and that they are all conflict sensitive. The first step towards this
included in the implementation of a proper beneficiary selection mechanisms.
The results of this were then also fed into the process of adapting the project
to ensure that the needs of the most vulnerable were considered. The GIZ-
DETA project established a committee for selecting the beneficiaries who
benefitted from reintegration and rehabilitation activities. Transparent
beneficiary lists were developed using a set of criteria. In each village the list
of beneficiaries was also displayed in public. The main criteria was that the
beneficiary should be a returnee to the selected project areas and in addition
the following other criteria were applied:

Permanently resettled in the respective villages.

Priority for woman headed /widowed families.

Only one member in a family was eligible to receive one project measure
(e.g. home-garden package/poultry unit/ fishery gear).

Families having the necessary capacity and interest.

Families should not have received similar support from any other
organizations after re-settlement.

Procurement of materials, equipment and services: The implementing
partners who needed to order supplies or make services contracts they
needed to comply with the local subsidy rules and regulations. For

this process the GIZ-DETA staff provided continuous technical and
administrative support. Once all rules and regulations for procurement had
been followed and the contract awarded then the award or order placement
decision was documented in a procurement file.
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During the project implementation there was close joint monitoring by

\ GIZ-DETA and the partner organization. This consisted or regular joint
field and site visits, discussion with beneficiaries by the GIZ-DETA and the
partner organization staff. During these visits they provided further on-the-
job training and advisory services and addressed and jointly resolved any
constraints that arose during the implementation process. The GIZ-DETA
team also compiled an overall activity sheet to document all the different
activities and these presented and discussed within the GIZ-DETA team
on a weekly basis. The following is a typical example of the results chain
monitoring for a local subsidy contract.

Figure 7: Example of typical results chain for local subsidy contract

The Results Chain Simplified Results Chain of the GIZ-DETA project
Impact Improving economic and social living conditions of the population
RESOU RCES RESU LTS and stabilization of the region
Returnees to selected districts of the Vanni Region are enabled to
Outcome establish sustainable livelihoods
INPUTS ACTIVITIES OUTPUTS OUTCOME IMPACT
Beneficiaries will use the outputs of the project to improve
« Experts; « Training  People o + Conditions Use of Output livelihoods and living conditions
Equipme * Workshop trained created improved:
nt  Construction « Studies * Income Living e—
Funds... « Distribution completed increased standards, Output Indicators [nhancing Improving accessto ¢, work
of goods + Buildings + skills education,
constructed acquired health, MDG
land2
- All activities: distribution of livelihood packages, infrastructure
Activities construction, trainings, etc...
Inputs Staff, materials, tools, grants, local subsidies, etc...

The monitoring of the results of the implemented measures proved quite
difficult when measuring both quantitative and qualitative factors. The GIZ-
DETA used various different tools to assess the outcomes, including field
data collection, surveys, questionnaires, open forum discussions, etc. The
results of the monitoring were then documented and reported.

At the quarterly meetings of the PPCC the project presented regular progress
reports. These were then discussed with the PPCC members and the project
received further guidance and ideas how to proceed in the next quarter.
Important was that the presentation of the results was done by the partner
organizations at the PPCC and not by the GIZ-DETA project. This helped
create a common understanding of the whole process and allowed for better
monitoring of the implementation of activities.

The GIZ-DETA’s internal monitoring system was also linked to the
Government of Sri Lanka monitoring tool. This tool had been developed
through a consultative process as a primary monitoring tool for all
stakeholders and it is called “3W - Who does what where. The tool

tracked the progress of the humanitarian and early recovery efforts that
supported the re-establishment of services and livelihood access across the
Northern region. 3W is a global tool used to coordinate information during
emergencies.
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In Sri Lanka the 3W tool was initially used by OCHA following the

Asian Tsunami in 2004 to provide operational support in coordination of
humanitarian assistance. Thereafter the 3W tool was maintained by OCHA
to collect data from agencies operational in Sri Lanka and has now been
integrated into the Sri Lanka monitoring system for Northern province of Sri
Lanka

Final reporting and accounting of the local subsidy measure: After a LSC
contract measure has been completed the partner organizations submits

a final report and then the final payment is made. The GIZ-DETA team
supported the partner organizations in conducting the final monitoring of
the project and in ensuring that the respective beneficiaries also adhere to the
aspects of sustainability of the project (especially the issue of maintenance).
The final report marks the end of the local subsidy contract and also the end
of the direct assistance provided by the GIZ-DETA project to the partner
organization.

Contract monitoring and auditing: When a project implements numerous
local subsidy contracts an overview of the implementation process had to be
maintained. This process includes contract monitoring. Using an ordinary
excel sheet could be the easiest way of monitoring ongoing contracts and
payment details. On the other hand the overall financial monitoring for the
project management was done using a pre-designed MS-ACCESS database,
which was developed to plan and monitor ongoing project activities.

Auditing the use of funds for their intended purpose remained the
responsibility of the GIZ-DETA staff responsible for the contract and
cooperation. Overall auditing was undertaken for the project both by external
auditors as well as auditors from the GIZ Country office.

Photo 6: Establishing AWMU WDH@ius 2= =
business support centres 580 PRBEOING
(source: GIZ-DETA) Business Centre

The GIZ-DETA project compiled regular annual project progress reports for
the donor ministry in Germany (BMZ). The report provided a transparent
information basis on project/ programme status that can was empirically
verified. The reports contributed towards assessing the quality of the
project/ programme. The progress report provided information on the status
of results and objectives achieved, and documented the most important
events occurring and decisions taken during the reporting period. The
progress report also served as a tool for enabling BMZ to perform its
development-policy and strategic steering tasks for Sri Lanka as whole.
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A final step in the GIZ-DETA project process was a lessons-learnt exercise.
The exercise forms part of an overall evaluation process which was designed
as part of institutional learning and meeting accountability obligations
towards the client and the general public (the results of the lessons-learnt
have been integrated into this application example).

l///@

The lessons-learnt has revealed the following:

Capacitating and implementing the GIZ-DETA project objectives with and
through the government institutions worked effectively in the context of
the Northern province of Sri Lanka;

The approach also works for relatively short project periods of only three
years which is normal for GIZ-DETA projects;

The strategy of providing capacity development through a combination of
on-the-job training and advisory services to the government institutions
(who then in turn capacitated the beneficiaries) also worked out
successfully;

The strategy of using local subsidy contracts as a tool for achieving the
project outputs and as a key instrument for capacitating the government
institutions also functioned well;

In the three year implementation period of the project 239 project
proposals were received, 65 were approved of which then 54 local
subsidy contracts were completed. In total the project benefitted (via

the government institutions) a total of 39.226 beneficiaries (out of whom
14.900 were women) as well as 23,318 school children (where 208 schools
were rehabilitated) and 6.900 persons benefitted from the psycho-social
counseling.

Photo 7: Results of the good productive cooperation (source: GIZ-DETA)
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government institutions have demonstrated that different approaches are

possible and each has specific advantages and limitations. The Project has
proven that by combining the different approaches the overall objective of
strengthening the government institutions in providing more efficient and
effective services can be achieved.

? Six different models that were utilized to work with and through the
¢ J

In the case of Sri Lanka the project has highlighted how the strategy has also
been able to bridge a number of the dilemmas that were defined above:

The project focused on strengthening the state institutions successfully,
even in a post conflict setting and given the inherent weaknesses that
the state institutions had in the recently created Northern province of Sri
Lanka

By using the local subsidy contract approach and doing on-the-job
training the project bridged the gap effectively between improving
services immediately while also strengthening the institutional capacities.
The flexible use and / or combination of different models of working
through and with government institutions helped bridge the gap between
ensuring services now and institutional strengthening.

Through the support provided to the police in strengthening community
policing and other aspects, also the issue of immediate security could

be addressed while also addressing longer-term stability issues such as
improving the state-society relations

The project has had little impact on addressing this dilemma. DETA
projects are very technical in nature, the short term period of such projects
also makes them less able to address some of the key political issues

that could be addressed through longer-term development cooperation
projects.

The project made very little use of external capacities, it focused on
strengthening the government institutions and only selectively used
external actors as part of the overall capacity development approach.
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The advantages and constraints of each of the models was assessed and the
following tables provide an overview of the results of this assessment. The
results can be related to the ability of the project in addressing the dilemmas.

Table 3: Working only with and through the government and provincial institutions and

Departments /
institutions and
CBOs

- Provision of tailoring training to the women

Department of Fisheries and Aquatic Resources (Fish Dept):

- Construction of common hall, Provision of prawn fishing gears to fishing societies
Department of Animal Production & Health (DoAP&H):

- Strengthening of milk collection network
Industrial Development Board (IDB):

- Setting up of a banana fibre extraction unit & provide advance training
Palmyra Development Board (PDB):

- Palmyra cottage industry
National Design Centre (NDC):

- Training programme on banana fibre based new designs
Department of Agriculture (DoA):

- Establishment of protected agriculture structure

institutions

CBO's are the given
common platform for the
beneficiaries when
working with either
Government or NGOs

departments
Approach / Local Subsidy Projects supported by GIZ-DETA in Northern province Advantages Constraints
Strategy
* National Child Protection Authority (NCPA): An initiative for the protection and Direct mandate by the e Very slow progress
empowerment of women and children in marginalized areas in the Northern Province government ¢ Many inefficiencies
¢ Ministry of Child Development and Women affairs (MCDWA): Promotion of Child and Strengthens institutions of | ¢ Departments are often
Women Development Protection in Northern Sri Lanka an Integrated approach with government directly not or only poorly
Government and NGOs. Avoids creating parallel equipped to do the tasks
* National Institute of Social Development (NISD): Certificate course in counselling- institutions required
psycho social intervention (special focus on women and children) e Lack of staff
. * Department of Agriculture (DoA): (quantitative and
Working only - Sesame cultivation, 900 acres, Seeds distribution, Promotion of Papaw cultivation, qualitatively)
with Gov't Banana Dense Planting with Drip Irrigation System, Banana Dense Planting with ¢ Rigid government
Departments / Green gram as intercrop, Pawpaw cultivation with drip irrigation procedures
institutions ¢ Department of Animal Production & Health (DoAP&H): e  Very hierarchical
- Establishment of Back-yard poultry units for re-settled families, Supply of Goat
Farm unit to resettled farmer families
* Department of Rural Development (DRD):
- Building the organizational, project and financial management capacity of the
Community Based Organizations (CBOs) — WRDS and RDS
- CBO Training Follow Up
* National Apprentice and Industrial Training Authority (NAITA):
- Provision of furniture
Table 4: Working only with and through the government and provincial institutions and
departments who in turn hired contractors to implement all part of the project
Approach / Local Subsidy Projects supported by GIZ-DETA in Northern province Advantages Constraints
Strategy
Improves organisation and | ¢  Takes longer in order to
¢ Ministry of Justice (Mo)): approaches of government abide with government
- Training in social cohesion and mediation boards departments rules and regulations for
* Department of Building DoB: Improves quality of work contracting
- Renovation of lecture hall (District Agriculture Training Centre DATC) of government ¢ Project has only indirect
Gov't dept/ - Renovation of hostel _ DATC departments ability of influencing
institutions and ¢ Department of Education(DoE): Provides access to up to contractors
.. - Construction of classroom building, Construction of teachers quarters date technology *  Contractors not always
they hire in - Construction of teachers” quarters, Construction of teachers quarters Do not need to have available
contractors ¢ Department of Probation and Child Care Services (DPCCS): permanent staff for ¢ Project has only indirect
- Counselling training for officials specific functions of influence on quality
Creates efficiencies assurance
More economical *  More opportunity for
(tendering etc) corruption
Table 5: Working only with and through the government and provincial institutions and
departments and the Community Based Organisations
Approach / Local Subsidy Projects supported by GIZ-DETA in Northern province Advantages Constraints
Strategy
Creates / improves *  Very time consuming
* Department of Irrigation (Dol): ownership process
- Renovation of lift irrigation, Downstream Development of Irrigation scheme, Reduces investment and *  Requires mobilisation of
Renovation of lift irrigation, Rehabilitation of Bund schemes running costs for communities or
* Department of Education (DoE): government mobilised communities
- School boundary fencing, construction of sanitation units, Increases capacity of in advance
- Construction of numerous water tanks, sanitary units and toilets, Establishment of CBOs (in administration *  Time consuming to
Model School Gardens planning, finances, etc) select beneficiaries
¢ Assistant Commissioner of Agrarian Development (ACAD): Less time for contracting correctly
Working onIy - Repairing of several minor irrigation tanks (especially procurement) ¢ Increases costs due to
with Gov't * Department of Rural Development (DRD): Does not create parallel poor planning and

management and need
to address these
weaknesses
continuously
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Table 6: Working only with and through the government and provincial institutions and

departments and NGOJor contractors | UN Agency

Approach / Local Subsidy Projects supported by GIZ-DETA in Northern province Advantages Constraints
Strategy
¢ Brings in new expertise Takes more time to get
* Department of Industries (Dol) and NUCLEUS Foundation (NF): ¢ Good potential source of approvals
- Promotion of small and medium enterprises, Provision of equipment to additional resources Harder to manage and
entrepreneurs (funds, staff, etc) coordinate between
Working with ¢ CEFE Net: : Can be faster different organisations

Gov't Dept./
institutions and

- Development of war affected women, returned families and other vulnerable
persons for sustainable livelihood through promotion of self-employment,
Conducting technical training and CEFE business advisors upgrading workshop

Can tap into other
networks and other
contacts

(inefficiency of one
partner may affect all
partners)

NGO/or ¢ HABITAT&NAITA, CEFE Net: *  Access to wider range of Every organisation
contractors / - Vocational skills development of post war resettled communities facilities and opportunities wants to take the credit
UN A * World Food Programme (WFP): ¢ Can use other for the impact

ey - Food security situation analysis in the northern and eastern province, repairing of organisations good
minor irrigation tanks, Downstream Development of Irrigation schemes reputation and acceptance
*  UN organisations have
specific mandates
Table 7: Working only with and through the government and provincial institutions and
departments and INGo | NGO | UN Agency, Academia
Approach / Local Subsidy Projects supported by GIZ-DETA in Northern province Advantages Constraints
Strategy
Can tap into other In the specific context of

Working * World Food Programme (WFP): networks and other Northern Sri Lanka there
directly with - Provision of NFI for Schools contacts are hardly any
INGo /NGO / | * Jaffna University (Jaffna University): Access to wider range of advantages (government

® - Study on advantages and disadvantages of different storage systems facilities and opportunities approval processes, etc)
UN Agency, * Don-Bosco:
Academia - Tailoring course for the drop out girls at Children’s home, Industrial training in
tailoring
Table 8: Working with other GIZ projects
Approach / Local Subsidy Projects supported by GIZ-DETA in Northern province Advantages Constraints
Strategy
*  Tap into other technical *  Mixed benefits, some
Working with ¢ Peace Building through Vocational Training (PB-VT): expertise with long gestation
ther GIZ - Vocational Training on electrical wiring and aluminium fitting *  Sharing of costs periods
C er ¢ Education for Social cohesion (ESC):
projects - Provision of mobile science labs
* Small Medium Enterprises (SME):

The allocation of project resources to the six models varied and have been

summarized in the following figure.

Figure 8: Allocation of GIZ-DETA resources towards each of the 6 “models”

INGO, NGO, With ather
Acadernia Gl Projects
I 1%

Gowt, NGO and UN.
0%

Gawt and CBO
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The interviews and assessments with the government and provincial council
departments and institutions provided an interesting insight into some of the
constraints that they faced while implementing the Local Subsidy Contracts.
Also of interest was the capacity development measures mentioned by

the departments that they felt had an effect or influence on their daily
work (impact). This can be seen as a direct result of the on-the-job training
approach using Local Subsidy Contracts. The following table provides and
overview of the results of the lessons-learnt interviews.

Table 9: Constraints and long term impact (benefits) as viewed by the implementing partners

Constraints faced by partner organisations with LSC

Quality of human resources and institution:

Difficulties for departments to find the
necessary resource persons for training,
many of them do not have enough practical
experience, often too academic.

Lack of good professional staff in the
departments to do the implementation of the
activities in the field (difficult to find
qualified staff for open vacancies in remote
areas).

Not enough training of department staff in
managing and accounting for LSC.

Some departments did not give capacity
development to own department staff (in
planning, budgeting and project
management).

Could / should have done refresher training /
back-stopping on all procedural issues with
the departments to reassess roles
responsibilities and procedures.

Not always willing to discuss all problems at
project coordinating committee (PPCC)
worries of “loss of face”.

Problem of overwhelming the government
institutions with work by other NGOs,
INGOs and other donor organisations.
Language barriers since some resource
persons or field level staff cannot speak
Tamil/English/Sinhala.

Quality of project proposals:

.

Did not take into account adequately all the
internal time requirements for the planning
and implementation of the LSC measures
(led to time problems).

Not enough explanation about the mode of
delivery and LSC was given to the field level
staff within the departments. One possibility
could be to introduce the contract contents
to the field level staff, LSC starting date can
be used to launch the LSC officially (need to
check for sensibilities within cultural system
- hierarchy).

Use of abbreviations in project proposals
and budget lines/ vouchers need to be better
explained.

Long-term benefits for partner organisations

*  More delegation of responsibilities to field
level staff.

*  Restructuring of whole department in order
to integrate new approaches (Department of
Industries).

*  Now following new approaches to interact
with communities (for example group
approach in enterprise development rather
than individual approach).

*  Need for weekly and monthly meetings for
information sharing.

*  Now capacity building of own staff with
needs assessment being undertaken at the
regular monthly meetings, mainly in
planning and management of projects.

e Employment of additional temporary staff to
be able to cover increased workload.

* Increased awareness of working with and
through communities for sustainable
development.

* Linking development needs to respective
departments (communities are increasingly
asking for support from other departments
after intervention with DETA project).

*  Pool of resource persons available to
conduct theoretical and practical trainings.

*  Development of standard modules for
training CBOs in project management and
accounting, which set the framework for
further trainings (as well as of other
organisations).

e Enhanced planning approach, detailed
budgeting and whole implementation
process of projects.

e Proper timeframe and budgeting of activities
in the beginning of the planning process to
avoid delay and revisions during the project
implementation (“pressure” from GIZ
technical staff was also seen as being very
positive by the departments as it pushed
them to achieve results).
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Constraints faced by partner organisations with LSC

Quality of implementation:

Lack of transport facilities for field staff in
particular in remote areas.

Delay in financial contract management and
period of contract performance due to force
majeure e.g. "drought”, “floods” affected
timing and implementation or project
activities.

Huge differences between time when
budget for procurement of items was
calculated and actual procurement was
done (prices had changed dramatically due
to inflation, fuel increase, extended tender
procedures).

Admin and financial issue:

Missing tax waiver for procurement caused
problems with VAT payments and re-
payments by communities.

Problems of paying the trainers/suppliers,
etc. on time due to delays in payments
(instalments of the LSC) by GIZ. In many
cases departments had to use other funds to
pre-finance LSC measures until money was
provided by GIZ.

No contingency costs were covered under
LSC. Revision of budget and contract
amendment was needed.

Problems in accounting for LSC, translation
of vouchers into English, proper description
of measures financed (e.g. meals and other
aspects for training were not reimbursed
since not mentioned explicitly in the budget
line).

Many receipt and accounting problems with
LSC as the bills and quotations are in Tamil,
problems in ensuring proper translations
(from Tamil into English or Sinhala).

Long-term benefits for partner organisations

*  Process of defining “work-packages” and
linking these to budgets and budget lines.

*  Monitoring and evaluation of projects.

* Regular project progress assessments and
follow up of completed and ongoing
activities.

» Efficient and effective time management.

*  Provision of continuous follow-up services
to communities (e.g. for enterprise
development).

*  Enhanced self-confidence of staff (“feeling
that they are now capable of doing things on
their own (e.g. establish a business centre”).

* Need for a check-list of all the things that
need to be considered when planning and
budgeting a project (especially when
implemented through a LSC or with funds
from other donor organisations).

* Enhanced capabilities in preparing project
proposals, reports, budgets and financial
documents in English (better chance of
getting contracts from other donors).
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A final assessment undertaken by GIZ-DETA projects staff was to determine
the contribution made by the 6 different models of working with and
through the government institutions towards addressing the three aspects
of governance constraints (e.g. performance / capacity, accountability /
legitimacy and framework/authority). In the figure “low” means that the
GIZ-DETA project has only had a very low or minimal contribution towards
addressing the constraint while “high” means that it has had a major impact.

l///@

The figure highlights that the main impact of the capacity development
measures has been towards addressing performance/ capacity and
accountability / legitimacy issues and only very small contribution towards
framework/authority. This can be explained by the very nature conceptual of
GIZ-DETA projects in that they are short-term and designed to provide quick
impacts.

Figure 9: Assessment of governance constraints in relation to the 6 models of capacity develop-
ment approach undertaken by the GIZ-DETA project
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