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Framing Papers 

 

Guidance Paper: Building Local Capacity on the Ground 

Principles of Development Dialogue: From Practice to Policy 

March 7, 2012 

 

By Asif Shaikh, President, International Resources Group 

 

We all agree that the purpose of development is to build local capacity to the point that 

development implementers or practitioners, along with the funding mechanisms for the projects 

they carry out, are no longer necessary. We can also all agree that today’s development 

community, as it is historically understood, with its collected resources, cannot build all the 

capacity needed to reach the end goal. Today, 85% of the capital flows from the U.S. to 

developing countries are private. When you add in the forces that will shape the future of 

development, including technology, knowledge and ideas, donors are probably 5% shareholders 

– by far and away the minority. The question here is not whether local capacity-building is 

important (it is) or what success stories exist to “prove” that it can be done (there are many, but 

do they make the distinction between “aid effectiveness” and “development success?” ).  The 

question we as implementers and funders must ask, as minority-shareholders, is where do 

we focus our resources? What capacities, if we help to build them, will have the greatest 

multiplier effect over time? In thinking about these questions, please also consider the 

following three factors that make our decisions more complex: 

 

1. How do the capacity-building efforts by minority-shareholders relate to the larger forces 

that are shaping the future of development (technology, knowledge and ideas, 

globalization, private capital flows, e.g.)? 

2. Some of the most powerful advances in development have been “self-captured,” meaning 

they didn’t come as a result of something that was “taught” or “given” to a group of 

people. As an example, the role of Facebook in the Egyptian or Tunisian revolutions was 

profound, but Facebook as a resource didn’t come from a democracy & governance 

project funded by USAID. In other words, how do you see the relationship between the 

push to build capacity by implementers and the pull to capture that which cannot be 

transmitted through development programs? 

3. Finally, I would like you to address something I call the “attribution blues.” With the 

increased focus on monitoring and evaluation as a means of determining aid 

effectiveness, is our capacity building effort aimed at showing what we have done or at 

laying the foundation for development and progress that is so far-reaching, it cannot 

necessarily be “claimed” by one source of influence? This is increasingly complex in this 

industry because we must be held accountable for our successes and failures to determine 

the future allocation of limited funds, but we want development to succeed through its 

own internal dynamic
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Building Local Capacity: To What End? 

 

By Tessie san Martin, President and CEO, Plan International USA 

 

This paper examines several related statements that are becoming “truisms” in international 

development circles: 

1. Developing local capacity is essential for cost-effective and sustainable development.    

2. Developing local capacity is best done through partnering not contracting. 

3. Local capacity building leads to improved local ownership. 

To keep things concrete rather than conceptual, let us examine each of these through the lens of 

the organization I represent, Plan International USA.   

1. Local CapacitySustainable development 

Over its 75 years of existence, Plan has transformed itself from a 

charity (established in 1937 to help the children orphaned by the 

Spanish Civil War) to an international development 

organization, with the mission to improve the lives of children 

and youth around the world.  Along with this fundamental 

change, its approach has evolved from a centralized, highly 

prescriptive set of initiatives to a focus on a rights-based, 

participatory, and community-led process to achieve 

development objectives.  Plan’s timeline shifted from short-term: 

“let’s get these war-affected children some immediate relief,” to 

longer term: “let’s work with the children, their families and 

their communities to identify needs, and support their efforts to 

design and implement solutions to address them.”   Throughout, 

Plan has worked with and through local (mostly non-

governmental) organizations (LNGOs) of one type or another.  

LNGOs bring local knowledge, know-how, networks, and 

credibility.   Identifying and nurturing local capability has been a 

key to enabling Plan over the years to deliver cost-effectively.  

But, has building LNGO capacity to enable cost-effective 

delivery translated into building sustainable capacity to design 

and deliver effective development initiatives?  Not necessarily.    

In fact, I would argue that Plan, and almost every other 

development organization, became very good at building local 

capacity to enable it to get things done.  However, in the course 

of developing capacity to deliver for private voluntary 

organizations (PVOs) like Plan, LNGOs may have actually 

ended up shifting their mission and activities to complement and 

garner the PVO’s support.  In doing so, the LNGOs may end up jeopardizing their autonomy in 

the short-term and longevity in the long-term.   

Plan invests continuously in 

strengthening the capacity of a 

broad range of local NGOs and 

community-based networks to 

support its country strategy 

program goals. This includes efforts 

to strengthen capacity of groups, 

clubs, committees, and community 

based organizations (CBOs) and to 

mobilize their potential as 

mechanisms for local 

advocacy/lobbying and accountability. 

For example, in education, Plan works 

with local parent-teacher associations 

(PTAs) and school management 

committees (SMCs) to enhance their 

capacity to function as a mechanism 

for accountability. Plan is widely 

recognized for its leadership around 

Community-Led Total Sanitation 

(CLTS).  CLTS programs focus on 

building capacity of provincial and 

district level authorities and CBOs in 

open defecation free (ODF) 

certification and follow up, and in 

developing community leadership 

around good hygiene behaviors, 

especially hand washing with soap. A 

third major area of focus in Plan is 

child protection.  In these efforts, Plan 

will often ally with a wide range of 

CBOs to create child protection 

systems. 
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The smaller, less established LNGOs have always been the most susceptible to the negative 

impacts of the donor-recipient type relationship.  Plan’s research
1
 shows that all too often 

LNGOs, particularly those characterized by small geographic coverage, limited financial 

resources and sources, and a lower level of organizational capacity, were hindered rather than 

helped by their relationship with the PVO.  The donor-recipient relationship hindered the 

advance of an organizational culture and the corresponding systems that ensure sustainability and 

increase effectiveness.  These LNGOs often trade their longer-term interests for short-term 

financial benefits from the PVO.  As LNGOs become and remain responsive and adaptable to the 

PVO’s needs and interests, effective long-term planning (based on an LNGO mission separate 

from that of the PVO) becomes less likely; the LNGO becomes increasingly influenced by the 

PVO’s philosophies and mission. The LNGO’s programs and activities occur on an ad hoc basis 

as it responds to the needs of the PVO rather than to its long-term objectives or mission.  All of 

this compromises long-term sustainability. 

2. Partnerships, really? 

In my own organization, as we moved away from short-term oriented and charity-driven goods 

and services delivery, the instruments used to establish and manage relationships with 

LNGOs/CBOs also shifted.  We moved from contract-based relationships to “collaborative 

partnerships.”  We undertook our own procurement reform.   

In the previous model, most LNGOs were contracted to achieve specific deliverables.  With the 

new emphasis on participatory community-based development, the management wanted 

emphasis on “collaborative” processes, such as joint planning, with the LNGO.    

What did the “procurement reform” really accomplish?  A partnership assumes that there is a full 

alignment around mission and vision, complementarity around programming, and representation 

of the community.  In Plan, partnerships were carefully delineated as  “well-defined relationships 

characterized by relatively high intensity in which vision, risks, accountability, resources, and 

influence are shared.”  “Partnership” was a term reserved for relationships that demonstrate most 

or all of the following five main principles: 1) common vision, 2) long-term commitment, 3) 

pursuit of power balance, 4) trust and respect, and 5) sustainability of benefits and/or results 

(Plan, 2003).   

Real partnerships would allow us to work differently.  But were we looking for deeper 

engagement with the LNGO? Were we really seeking something different from the local 

“partners”?  Not always.   We were still looking for delivery capability and support.  In fact, 

while seeking partnerships connotes the desire to create a balanced relationship based on a 

careful strategic assessment and thoughtful alignment, in many cases Plan would partner with 

LNGOs for far less strategic reasons.  Particularly in more remote locations, Plan would select 

LNGOs because they are the only civil-based service delivery organizations in a geographic area.  

And, as highlighted above, the relationship between a PVO and an LNGO is not always “power-

balanced” -- making a true partnership in many cases more of an aspiration than a reality.   

                                                           
1
In fact, some of the results presented here came initially from a study commissioned by USAID in 2006 called Impact of PVO 

Partnership Methodologies on the Sustainability, Effectiveness, and Accountability of Local Partners. 
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The intentions were the right ones, but we failed to consider early on all the elements of our 

approach that needed to change if real partnerships were to be developed.  We failed to explicitly 

and concretely define what a “collaborative” relationship meant, why and when collaboration 

and not contracting should be used, and what types of partnership instruments should be applied.  

And in too many cases, we were trying to create “partnerships” when contracting was probably 

still what was required 

3. Local capacityImproved Local Ownership 

So, is local capacity building all that it is cracked up to be?  As noted above, Plan has built 

capacity on the ground in 50 countries around the world.  There is no question that this has 

helped improve the cost-effectiveness of goods and services delivery.  But this has not always 

translated into strengthening local capacity to design and pursue a community- or country-owned 

development agenda.  In pursuing a local capacity building agenda to strengthen external donor 

priorities, we may be at times actually weakening local capacity to pursue community-identified 

needs.  Efforts to partner external donors and implementing agencies with LNGOs may end up 

distancing LNGOs/CBOs from the very communities in which they were established to serve.    

Plan’s experience is instructive for all donors, given heightened interest in working with and 

through local organizations and fostering country ownership.  Our research has shown us that 

even in countries where Plan has developed prominent LNGOs (originally to support its 

sponsorship and other field programs), our partner LNGOs (interviewed after years of close 

collaboration with Plan) tend to still view Plan as a donor.  Joint programs and projects tend to 

be viewed as “PVO projects” and perceptions of local ownership are, as a result, weakened.  As 

colleagues at Plan have observed, such a view clearly threatens local ownership of program and 

project objectives and activities, and has negative implications for the notion that Plan programs 

will sustain after we have phased out of the region. 

What are clearly lacking are concrete programmatic indicators that measure the effectiveness of 

partnerships in building sustainable, community-led programs.   Before we all jump on the local 

capacity building bandwagon, thinking that we can leverage local resources and generate 

multiplier benefits, let’s take a step back and identify what capacity we need to what end, and 

what indicators are required to measure progress and “success.”   Local NGOs can do many 

things external organizations cannot do.  We should not be building their capacity to mimic 

external organizations but thinking through how to leverage their talent and resources to 

accomplish those things that local organizations are uniquely qualified to achieve.   

Plan is today in the process of evaluating its approach and evaluation methodologies to 

specifically target local ownership and sustainability as important outcomes to be fostered and 

measured.  We have learned that local capacity building is not (or not only) about building or 

enhancing basic accounting, logistics, or technical skills.  It is not about fundraising prowess 

(though all those aspects are important).  It is not (just) about harnessing cool technologies and 

social media to strengthen connections between local organizations and the rest of the world.  It 

is about creating processes that meaningfully engage and provide an equal voice to local 

organizations, and unleash imagination and energy to tackle local problems. It is about 

understanding, deeply, what these local organizations represent by way of local skills and 

knowledge, as well as aspirations and needs.  It is about listening more and telling less.   And it 
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is about patience.  None of this happens in three-to-five year increments, the timeline for so 

many development projects.    

We can build real partnerships that create local ownership.  But we must first realize that this is 

not what is happening now.  Not by a long shot.   
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Capacity Building on the Ground: Capacity Building at Two Levels 

 

By Mildred Callear, Executive Vice President, Small Enterprise Assistance Funds (SEAF) 

 

For Small Enterprise Assistance Funds (SEAF), capacity building for small and medium 

enterprises (SMEs) occurs on two levels.  First, we build capacity among our own local in-

country investment team that is making equity or debt investments in local, indigenous SMEs.  

Second, we build capacity among the entrepreneurs we invest in by using a combination of 

SEAF resources, outside experts and our Centers for Entrepreneurship and Executive 

Development.  We firmly believe that both are critical and that they have strong multiplier 

effects as there is a need both for building the skillset for investing as well as the skillset for 

operating SMEs on a sustainable, growth-oriented basis. 

 

Building Operational Capacity within SMEs 

 

With respect to the SMEs, it is often said that capital alone will not solve the Access to Capital 

problem.  SEAF agrees.  Unless a small firm has the knowledge, skills and experience to invest 

the capital wisely, efficiently, and in a manner targeted to achieve realistic growth, the net result 

will fail to meet expectations on all sides—those of the capital provider, those of the 

entrepreneur, and those hovering at 30,000 feet seeking to create macroeconomic growth.   Thus 

in the realm of Access to Capital, capacity building at the SME level is all about helping a firm 

improve its ability to invest capital effectively with a specific set of objectives in mind.   This 

doesn’t always mean a beautiful business plan (the development community is littered with 

disembodied business plans that won’t be implemented) but it does mean developing an effective 

strategy for deploying capital in a transparent and accountable manner to achieve specific 

business objectives.  Most SMEs need various types of support to do this well—improving 

financial management, financial controls, and transparency; enhancing or implementing strong 

corporate governance and accountability; rationalizing human resources; adding qualified 

functional management; implementing modern IT systems; evaluating both business processes 

and the technical aspects of products; developing realistic marketing strategies that stage growth 

at a manageable pace; and more.  Capital is a key component in the implementation of all these 

aspects of a business, but a high proportion of SMEs would skip over the less glamorous 

components and put all of the capital toward expansion, only to find out later that it is either 

unachievable or unsustainable without building a good foundation in the basic capacity of the 

business.  So for this reason, capital and capacity building have to be integrated well in order to 

achieve what we all want to achieve in our support for small business. 

 

Building Capacity in SME Investment Intermediaries and their Teams 

 

Because there is a tendency to immediately focus on the SME, the need to build the capacity of 

the personnel on the ground who are working to finance SMEs is often overlooked.  This is true 

both for banks and for nonbank institutions like those that SEAF creates and manages.  The 

ability to work closely and collaboratively as a partner over a long period of time (five to ten 

years in many cases) with a company to help it chart and achieve a growth path is not a skill that 

is nurtured in a traditional banking environment nor can be it be taught in a classroom.  It has to 

be experienced and learned first-hand and on the ground.  Not surprisingly, the vast majority of 
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bankers are taught how to minimize the risk of lending by focusing much more on the collateral 

support for the loan than on how to encourage the growth of a company.  Indeed the banker cares 

about repayment rather than growth and an intensive partnership that requires a significant 

commitment of time will eat into the profit that the banker hoped to make by extending the loan. 

Thus, it takes a different mindset and culture to invest in a firm and develop a long-term 

partnership based on the mutual benefits that growth of a company will bring to both 

entrepreneur and investor.  This hands-on training of the local team is thus one of the most 

valuable leave-behinds from SEAF’s work in managing an SME fund or facility.  The local team 

we develop and the skills that we introduce into the SME business culture are a key part of our 

legacy.  We usually have an experienced SEAF investment manager from outside the country 

who hand-picks and trains up a local team.  If we are lucky, we may find someone that has been 

introduced to the culture of SME investing, but usually those skills are not available to investors 

at the SME end of the spectrum at the pay scales that small funds or facilities can afford.  In 

many markets, SEAF funds have been the first private equity investment vehicles or the first to 

focus on smaller transactions.  So in a country like Macedonia, where the population is only a 

few million people, SEAF is still the only private equity firm focusing solely on that market, and 

we have created and trained up an entire industry.  Over more than a decade we have brought 

young people into the field and trained them, and they have gone on to make contributions in 

other areas of finance—including our former director who is now the Chief Economic Advisor to 

the President of the country.    

 

Thus not only are we helping small companies build capacity and grow, we are helping build 

financial and managerial talent in the SME space within those companies and within our funds 

and facilities.  Increasingly we are creating permanent institutions that focus on SMEs and their 

development through our Centers for Entrepreneurship and Executive Development (CEED) and 

through our nonbank finance companies.  CEED is now active in 10 countries and has achieved 

sustainability in many of them after an initial 3-4 year ramp up.  CEED creates a community of 

entrepreneurs and links them with the learning events, mentors, networks and financing 

opportunities they need to grow their businesses.  This type of network is fully able to seize upon 

and incorporate the “self-captured” advances in technology or development and put them to 

powerful use via the relationships and networks that the CEED programs build.  This type of 

capacity building at the intermediary level is worthy of donor support but rarely receives it—and 

yet it has the potential for longer-term and ever growing impacts as the circle widens and more 

talented individuals become part of the knowledge-sharing and skill-building networks that are 

created organically and over a sustained period of time. 

 

Attribution 

 

When capital is combined with capacity building the attribution issue is easier to address.  

Capital gives you the leverage (as shareholder or long-term lender) to insure that the components 

of capacity building become embedded in a firm’s operations.  Capital also gives you the ability 

to measure impact over time and to chart a course for sustainability on a realistic timetable.  And 

finally, when capital is deployed for a specific investment, you can see the results:  a new piece 

of equipment produces products with that are sold locally or regionally, revenues are generated 

and incremental employment is created.  Without the capital, no equipment purchase would have 

been made for the foreseeable future.   Again, it is more than the capital—it is the ability to 
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follow up on and track the impacts of its deployment and engaging in a capacity building 

partnership that permits you to embed new management and operational skills into the company 

and see their effects over time. 
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Developing Strong Local Organizations and National Ownership through Competitive 

Contracts 

 

By Betsy Bassan, President and CEO, Panagora Group 

 

Working worldwide in partnership with USAID, international development companies have 

played a crucial role in implementing and enabling programs for food security, clean water, 

health care, environmental protection, education, and improved governance for developing 

countries. Just as important, these programs build capacity in these countries, training local talent 

and putting it in the driver’s seat as soon as possible. This helps the people of developing 

countries to solve their own problems, and frees up scarce US development dollars for the next 

challenge.  

 

Results-oriented contracts, the main vehicles through which the government works with 

international development companies, are effective tools for building national capacity and 

ownership in the developing countries. Besides promoting accountability, the contracting process 

generates innovation, scalability, and a holistic, “ecosystem” approach that fosters effective 

working relationships among various stakeholders that are critical to a country’s development: 

government, NGOs and the private sector. Generally, international development companies aim 

to: 

 

Maximize creativity and national ownership. Through the USAID RFP (Request for Proposals) 

process, international development companies – the “implementers” -- are asked to develop and 

present innovative approaches to address clearly identified problems and achieve lasting results. 

USAID allows for and expects great creativity in developing a technical approach that fully 

factors in local perspectives and realities. This competitive process aims to foster new methods 

and technical solutions that do not yet exist “in country”. We view local conversations and 

discussions as essential to making a new technical approach work in a specific country that cause 

national ownership and capability evolve and solidify. 

 

Achieve scale and expanding national capacity.  As businesses, international development 

companies understand the need to maximize investments and to design development models that 

can be replicated. How do development projects expand from pilots to scaled-up activities? First, 

we build a management center or “back office,” as well as institutional policies, systems, and 

procedures. Second, we recruit and deploy a battalion of local staff and institutional partners. 

About 27% of our 2010 project funding went to local organizations and 87% of our project 

employees were local, many of whom go onto positions of leadership. Through very limited but 

strategic technical leadership from outside the country, we can create and carry out new ideas. 

We work mostly with local staff and through local entities, whether government, private sector, 

or NGOs. In this way, we allow donors to achieve goals they could not otherwise meet and 

develop whole new cadres of professional staff and organizations that can carry the torch going 

forward, equipped with new skills, know-how, and vision. 

 

Foster an integrated “ecosystem” approach. International development companies do not rule 

out working with any class of organizations. Instead, we are ready to work with business, NGOs, 
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and government. We recognize that each has a role to play in advancing national change. We are 

comfortable working with government and helping it modernize to better serve national 

objectives. We are at ease with business, and understand that profit and development are 

synergistic because businesses help achieve public objectives and social goals. We are 

comfortable working with NGOs at the national, local and grassroots levels.  International 

development companies navigate the “ecosystem” of key national organizations and experts -- 

local businesses, associations, chambers of commerce, NGOs, and governmental agencies – with 

our technical approach and detailed implementation plans. We reach out extensively to bring 

these organizations on board, often in non-exclusive relationships.  

 

Serve our clients. International development companies are committed to advancing economic 

development and eliminating poverty. Our mission statement is transparent and accountable – to 

serve our clients through contracts that have clearly defined outputs and measurable results. We 

seek to provide innovative solutions that build national capacity and ownership. We believe that 

we best serve our clients when we successfully work ourselves out of a job – thereby allowing us 

to apply these success stories to new challenges elsewhere around the world.  
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Case Studies 
 

Progreso – A Unique Approach to Sustainable Livelihoods in the Meta Region of 

Colombia.   

 

By Dick McCall, Senior Vice President for Creative Associates, and Home Office Project 

Director for the Program. 

 

The Livelihoods Initiative 

 

Progreso was launched in 2007 as an 18-month pilot livelihoods program in the Office of 

Transition Initiatives (OTI) Colombia Initial Governance Response Program.  It was designed as 

a rapid intervention model for rural enterprises that would produce profitable, licit activities for 

strengthening local institutions and producer associations.  Progreso provided technical 

assistance and capacity building to small and medium sized agricultural producers to help then 

transition from the underground coca economy to legal income-generating activities with a focus 

on production lines for sale at local markets.  As quality control was introduced for the various 

production lines, sales strategies later included regional and national markets. 

 

Progreso engaged the International Center for Tropical Agriculture to provide specialized 

technical assistance on agricultural entrepreneurship and association building on a continual 

basis and leveraging parallel municipal technical assistance to the beneficiaries.  All projects 

were developed in consultation with existing local associations and groups, making it possible to 

develop long-term, high impact activities in the short term and to implement projects rapidly 

without having to carry out costly and lengthy studies in contrast to traditional alternative 

development programs. 

 

With its focus on a rapid market-based intervention, Progreso provided disenfranchised, isolated 

farmers the necessary tools to establish legal livelihoods, while fostering legitimate State 

presence and citizen involvement within the underground economy of the Meta department.  In 

so doing, it facilitated both supply and demand for public services to ensure permanent State 

presence.  On the demand side, it supported the growth of producer organizations that need State 

services while on the supply side it built local capacity with which State services could interact. 

 

This market-based approach meant that crops supported by the program were the same crops 

supported by the government of Colombia through technical assistance, subsidy and credit 

programs.  Each crop had direct technical assistance from a multiplicity of State and private 

actors, such as departmental Agriculture Secretariats, Provincial Centers for Agribusiness 

Management, Municipal Agricultural Technical Assistance Units, the Research and Extension 

Institute, the Colombian Corporation of Agricultural Research, Chambers of Commerce, 

producer associations and guilds, and universities. 

 

Progreso’s demand-side grants to farmers were usually a discrete set of agricultural inputs 

designed in the short term to increase production or value, accompanied by ongoing technical 

assistance in cultivation, business skills development and social capital formation. 
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Some 120 producer associations (products included dairy, coffee, rubber, cacao, honey, chili 

peppers, yucca, cassava, plantain and sugarcane) were created and 25 existing ones were 

strengthened through the program. 

 

Of particular note was the fact that Progreso was a catalyst in mobilizing national, department, 

and local institutions, as well as the private sector and the international Center for Tropical 

Agriculture in creating a framework for a comprehensive, holistic integrated approach to 

sustainable livelihoods. 

 

The most important factor in the success of the program was that Progreso provided each 

municipality Colombian locals  living in the communities, who were technical specialists in 

diverse rural enterprise and livelihoods development. The deployment of these individuals at the 

community level served a very critical and dual purpose in that it put a Colombian face on the 

program and ensured that the program reflected local reality.  These staff were identified by the 

communities as part of the government and provided an invaluable personalized face of a benign 

state presence at the community level. 

 

Some Lessons Learned 

 

 The beneficiaries selected the production lines with which they had previous experience 

and a high comfort level; 

 A market survey identified vendors to purchase the production, originally at the local 

level and, as quality controls were instituted, at the regional and national level. 

 The program engaged all governmental institutions at the local, departmental, and 

national level, as well as training institutes, other producer associations, and universities 

in providing assistance to the newly formed associations. 

 Extension technical assistance was continually available to ensure capacity of the 

associations was sustainable over the long term 

 Even through Creative Associates was OTI’s implementing partner, only three expat staff 

(Chief of Party, Operations Manager, and Finance Manager) were not Colombian.  

Nearly 100 Colombians ran the program (after extensive training) to ensure there was 

always a local presence in the program, which was important to establishing the 

legitimacy and credibility of the Colombian government in previously ungoverned 

spaces.   
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Zambia: Transformative Capacity Building 

 

By Tessie SanMartin, President and Chief Executive Officer, Plan International USA  

 

What is the leading cause of death for girls between the ages of 15 and 18 in the developing 

world?  Pregnancy. Even a successful birth at such a young age usually leads to further 

problems, including an end to schooling and a life of illiteracy. Furthermore, tackling issues like 

child marriage, sexually transmitted diseases, and early pregnancy is delicate work; these 

practices are the result of a complicated web of religious, cultural, and social beliefs and 

customs.  These issues cannot be addressed without the involvement and partnership of local 

organizations and institutions.   

  

The work that Plan is conducting through a broad range of alliances in Chadiza district, Eastern 

Province of Zambia, is instructive.  Chadiza district is in the extreme south-eastern corner of 

Zambia. The district is rural and predominantly inhabited by Chewa speaking people under the 

leadership of Paramount Chief Kalonga Gawa Undi. The Chewas are well-known for their 

Chinamwali and Nyau initiation ceremonies, which negatively affect the health of young people 

by encouraging early marriage.  

 

Chadiza has high incidences of child marriages. A recent Plan survey showed the mean age for 

first marriage for both boys and girls was 16-years-old; the median age for first marriage was 15, 

while the modal age was 17. Almost all the respondents had been married before the legal age of 

18. Close to two thirds (65%) married between the ages of 14- and 15-years-old, while slightly 

more than a third (35%) were married between the ages of 16 and 18.  We also know from local 

surveys that most of the youth who enter into marital unions are coerced by parents and 

guardians against their wishes, while others are simply too young to make informed decisions. 

An overwhelming number (93.6%) of the children said that if they had a choice they would not 

have married at the age they had. 

 

The Plan program is designed to increase local capacity to advocate for adolescent health by 

partnering with a number of local NGOs, CBOs, and other community action groups with which 

Plan has built alliances over the last ten years.  Building and reinforcing local capacity to 

advocate, lobby, and employ rights-based approaches ensures sustainable community-level 

programs and positive outcomes. Following training sessions, stakeholders will be able to 

participate fully and actively during annual planning and review meetings and participate and 

leverage opportunities to give visibility to these issues, such as during the commemoration of 

annual international and national health days.   

 

Local organizations also work closely within the local leadership structure.  The Chewa Chief is 

now fully onboard with the program, understanding the importance of health and education for 

his constituents.  Chief Zingalume of Chilenga in Chadiza district is just 20 years old, and rules 

in a deeply traditional chiefdom.  Yet he has been working with Plan since he became Chief at 

age ten. He sees the main problems among his subjects as illiteracy, early marriage, and lack of 

infrastructure such as wells, schools, and health centers. “What saddens me most is the early 

marriage of young girls.  We used to think we should not invest in sending girls to school but 

should rely on boys to lead the country, now we think that girls can lead the country, too.” 
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The advocacy work is also complemented by education and health skills training for the 

primarily governmental healthcare providers in the region. Improved scientific research on the 

health needs of the most disadvantaged youth will seek to identify and look for mechanisms to 

tackle behaviors that have a direct impact on youth health. Plan has partnered with AstraZeneca, 

the pharmaceutical company (as part of their CSR and employment engagement initiative) and 

the Johns Hopkins School of Public Health to support the research and training materials design 

for this initiative. 

 

Plan cannot do this important but delicate work in these communities without close partnership 

with local organizations.  However, developing these partnerships takes time.  Plan’s long-term 

presence in the region, and its capacity to take the longer-term view is a critical asset to this 

partnership to transform lives.
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More Investment for Sustainable Alternative Development (MIDAS), Colombia  

Tetra Tech ARD, written with Coalition of International Development Companies 

Project Description: 

 

MIDAS created legal and workable ways for rural people in Colombia to earn their livings 

without producing coca. MIDAS built lasting local capacity, developing the political, economic 

and social landscape through targeted assistance to promote private sector growth and a more 

responsive public sector. 

 

Over 550 projects were implemented through the following five MIDAS components: 

Agribusiness (ABC), Commercial Forestry/Natural Forest Conservation (CFC), Small and 

Medium Enterprises (SME), Public Policy Support (MPC) and Productive Ethnic Territories 

(TEP). Efforts concentrated on improving production and marketing for key alternative crops 

while integrating farmers into economic value chains, stimulating jobs in profitable and 

competitive enterprises, expanding credit services and outreach into rural areas and helping the 

Government of Colombia to reform the agriculture and land sectors contributing to the country’s 

overall competitiveness. 

 

MIDAS Indicator Achievements (below percentages based on the percent of contractual 

indicator goals achieved): 

 New Hectares: 164,716 (96.5%) 

 Natural Forrest Hectares: 114,051 (113%) 

 Families Benefited: 287,812 (190%) 

 New Jobs Created: 260,364 (147%) 

 

Pilot(s) taken to scale:   
 

 Value Chain strengthening through networking to increase competitiveness of Colombian 

products. 

 Rural agriculture capacity-building workshops with first ever Spanish language manuals 

 Nursery production of target crop seedlings; installation of seedlings on to beneficiary 

plots; and specialized technical assistance through Field Farmer Schools, forums, 

accountability and follow up sessions. 

 Large-scale palm and silviculture (forest growth control) trainings for improved 

management, income diversification and long-term potential resulting in Rainforest 

Alliance Certification. 

 Assessing 225 organizations using the Organizational Competitive Index (OCI) for 

financial and managerial capacities, and governance and member services, preparing 

targeted improvement plans to strengthen producer groups. 

 Creating alliances with private processor and marketing firms, leveraging large-project 

investments and linking small farmers to businesses with whom they would not normally 

engage. 

  Working with 10 financial institutions to extend banking services into rural areas, 

creating non-banking models, piloting electronic and mobile banking and developing 



17 Working Draft: Case Study on building local capacity: More  Investment for Sustainable 
Alternative Development 

 

microcredit and insurance products for over 480,000 new clients. Based on its success, 

the MIDAS approach to large-scale private sector growth was adopted by several national 

and regional entities. 

 

Capacity-building interventions: 

 

To build capacities among farmers, producer organizations and SMEs, Midas created and 

conducted over 1,000 training activities. The MIDAS approach relied heavily on FFS (Farmer 

Field Schools), training of trainers (TOT) and workshops to actively engage participants and 

create multiplier effects throughout communities. Targeted training materials and participatory 

approaches were developed. 

 

Working through producer associations was a key feature of the MIDAS approach, accounting 

for some 70% of program efforts. Targeting associations allowed for: increased outreach and 

impact, strengthening social cohesion, knowledge sharing among participants, expanded market 

access, increased entrepreneurial capacities and project sustainability. MIDAS worked through 

associations, assessing and building the long-term capacities of over 225 producer organizations 

using the Organizational Capacity Index (Índice de Capacidad Organizacional [ICO])
2
. This tool 

assesses financial and managerial capacities, governance and member services, helping to 

prepare targeted improvement plans and produce meaningful impacts. 

 

Sustainable legacy: 

 

MIDAS benefited more than 500,000 Colombians by creating 260,364 new jobs and developing 

skills and resources. Farmers benefited from planting materials, group strengthening and 

production knowledge, cultivating 164,716 new hectares with high market potential and low 

environmental impact. 

In order to guarantee project sustainability, review committees ensured that sustainability was 

part of each project proposal. For the exit strategy, sustainability plans were prepared for each 

project. The MIDAS experience shows that project sustainability requires: 1) Matching resources 

from beneficiaries 2) Organizational capacity to manage on-going activities 3) Public or private 

sector capacity to provide on-going technical assistance, particularly with long term maturity 

crops and 4) Viable markets for sales. 

Through MIDAS efforts to leverage resources with Acción Social, a major governmental 

institution, the private sector, foundations and farmers, additional funding was available to 

increase programmatic impact and greater buy-in was achieved to expand participation and 

enhance long term sustainability.

                                                           
2
  The Organizational Capacity Index was a quantitative measure of the state of the organization based on 

the five-point strategic framework. Questions were related to activities and achievements in each of the five 
strategic areas. The maximum value of the Index was 100. It was conducted using surveys of producer association 
managers and members.  
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Smiling Sun Franchise Program (SSFP) funded by USAID/Dhaka, Bangladesh  

Chemonics International and Panagora Group, written with Coalition of International 

Development Companies 

Project Description: 

 

Through the Smiling Sun Franchise Program (SSFP) , 26 Bangladeshi NGOs with a national 

network of 323 stationary clinics, more than 8,500 mobile clinics, and a cadre of 6,300 

community health workers have been transformed into a social franchise using common 

blueprints to guide all aspects of clinic health care. In 2011, 15 million people were provided 40 

million health services, 31 percent free to the poorest, with more than 40 percent cost recovery.  

 

As the world’s largest and sole full clinic social franchise, SSFP is a unique public-private 

partnership,. It uses social franchising to create quality, affordable, and accessible health care for 

the poor in a sustainable way through national organizations.  

 

Service Delivery Achievements as of June 2011: 

 66,000 safe deliveries 

 4.1 million antenatal care (ANC) consultations 

 5.2 million couple-years of protection (CYP) 

 8.4 million child immunizations 

 28,000 TB patients treated 

 

Pilot(s) taken to scale:  

 

 Social franchising harnessing franchise principles to maximize efficiency in achieving 

social goals.  

 Extensive pilots in health services delivery, including management and control of 

illnesses such as diarrheal diseases.  

 Quality Management System (QMS) to integrate quality assurance in health services 

delivery and facility upkeep at the central, NGO, and clinic levels. 

 Franchise-wide MIS (Management Information System) to track service and revenue 

statistics in an increasingly automated, real-time basis and support management of 

franchise, NGO, and clinic-based service and revenue (business) plans. 

 Bulk commodity procurement system with ten pharmaceutical companies supporting 

decentralized purchasing at pre-negotiated pricing. 

 Surjer Hashi (Smiling Sun) Health Groups created and supported by community health 

workers to promote healthy practices and use of clinic services at the grassroots (now 

8,750 health groups with 185,000 members meet monthly across Bangladesh).  

 Revenue intake and management system accompanied by an automated financial and 

MIS in every NGO to ensure full accountability and transparency. 

 Declining grants program with NGO service and revenue plans managed by each NGO to 

increase internal cost recovery with cross-system subsidization. 

 Strategic partnerships with international and national corporations, government, and other 

donors to support clinic construction, operations, and third party service payments.  
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Capacity-building interventions:  
 

SSFP built the capacity of its 26 member NGOs, developing more robust organizations capable 

of providing high-quality health services to the poorest communities within a business (service 

and revenue) plan and with the program, technical, and financial oversight consistent with USG 

funding. SSFP seeks to transition the highest-performing NGOs to direct USAID funding. We 

are implementing an organizational self-assessment and institutional development planning 

process with each NGO and at the network level to ensure the ownership necessary for 

sustainable organizational change. These goals are advanced by using a local private sector 

capacity-building firm that grew out of a former USAID project, paired with a small US woman-

owned business providing strategic and technical support. Facilitated self-assessments at the 

headquarters of each NGO are attended by a cross-section of 25 staff from the organization – 

from governance, management, to program and administrative support. Organizational 

development support includes formal training as well as proactive mentoring and coaching in 

governance, strategic planning, program management and development, HR and performance 

management, financial management, and administration. Each NGO and clinic is transitioning to 

an automated financial and MIS system. Indicators of achievement and success include 

leadership at the governance level as indicated by minutes showing board participation in 

organizational decision-making, documented use of the financial management system, 

performance reports verified by site visits, and participation in institutional self-assessments. 

 

Sustainable legacy:  

 

The Surjer Hashi (Smiling Sun) health brand has become a well-known and trusted brand across 

Bangladesh. Clients know that Surjer Hashi health clinics offer a uniform and high quality set of 

health services, from newborn care to emergency obstetrics, childhood immunizations to family 

planning. With a long and proud history of service in Bangladesh, the 26 NGOs are developing 

ever-stronger organization systems and procedures for governance, planning, management, and 

provision of services. These systems are buttressed by manuals and guidelines for all elements of 

the work, including financial management, grants management and quality management. 

Operating already at more than 40 percent cost recovery while providing free services to the poor 

(31 percent of all clients), and having only tapped the surface of potential corporate, government, 

and other donor support, the service network has the brand strength, organizational 

underpinnings, and access to financial resources to continue to serve the health needs of the 

poorest in Bangladesh.  
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Growth with Equity in Mindanao (GEM), Philippines  

 

Louis Berger, written with Coalition of International Development Companies 

Pilot(s) taken to scale:  

 

GEM granted computer laboratories and internet connection to 920 high schools in conflicted 

areas of Mindanao between 2003 and 2009. These computer laboratories have trained over 1 

million students in basic computer literacy. 

  

GEM matched funds with 1,200 elementary schools for education enrichment activities selected 

by the school PTAs. After receiving funds from GEM, these PTAs were empowered to continue 

raising money themselves to expand school programs in music, home economics, vocational 

education as well as libraries. 

 

Capacity-building interventions: 

 

GEM worked with 124 private construction companies, mostly sole proprietorships, to improve 

their working efficiency, their quality control and their ability to withstand corrupting influences. 

These construction companies have built 1,450 small infrastructure projects since 2003 and 42 

large infrastructure projects since 2003. 

 

GEM worked with 175 cooperatives of former Muslim separatist combatants from 1997 to 2011. 

The cooperatives began to produce high value vegetable and fruit crops, much of it for export 

sale, and 5 different kinds of fish including both pond culture and saltwater cage culture. 

GEM provided management training and financial advice to 60 chambers of commerce and 

producer associations. This advice allowed them to help their members export the farmer’s 

product to other parts of the Philippines and to other countries.  

Basic capacity building/training results include:  

 Agriculture production/farmers = 21,000 

 Association members = 14,000 

 Workforce development (non-agriculture) = 49,000 

 

More Capacity-Building Results: 

 

 Percent of Filipino staff in GEM offices under USAID funding: 98 % 

 Through its community infrastructure program, GEM engaged 1,450 communities in 

public meetings to decide the kind of small infrastructure (bridge, road, canal, etc.) and 

its location. The communities paid 25% of the total cost of their infrastructure project, 

and these projects had benefit/cost ratio of 2.00 on average, discounted at 12%. 

 Percent USAID funds provided to local organizations:  64.4%  

o  Provinces and communities, universities, PTAs, schools, cooperatives, chambers 

of commerce, commodity associations 
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USAID West Bank/Gaza Palestinian Authority Capacity Enhancement (PACE) Project:   

 

By Chris Scott, Senior Vice President, Middle East Region, Chemonics and former PACE Chief 

of Party  

 

“The Centers of Excellence program—which builds the capacity of civil servants to strive for 

citizen-focused services, effective public administration, and greater transparency—is becoming 

a fundamental part of government operations.” Palestinian Authority Prime Minister Dr. Salam 

Fayyad in his weekly radio address, November 9, 2011   

 

PACE Project Background 

 

Through the USAID-funded West Bank/Gaza Palestinian Authority Capacity Enhancement 

(PACE) project, Chemonics International and its partners are providing targeted support to 

ministry and agency staff to improve public administration and civil service. The project builds 

institutional governance capacity to ensure that reforms will continue when this five year project 

ends in 2013. Specifically, PACE partnered with five Palestinian ministries to institutionalize a 

Centers of Excellence (COE) model (authored by The Kaizen Company) that motivated and 

empowered government employees to identify human and institutional weaknesses; gain 

leadership and employee buy-in for change, design, and implementation of reforms; and monitor 

impact. Specifically, COE teams within each targeted ministry assessed the ministry’s 

performance against international best practices in five areas: finance, knowledge, leadership, 

people, and processes. The teams then use the self-assessments to develop transformation plans 

to address the gaps.  

Sustainable Impact through Local Capacity Building 

 

PACE increased the commitment of social and political leaders to improve governance. Ministry 

teams in the COE program successfully implemented the 64 reforms planned by the project and 

then independently implemented more than 20 additional reforms. The success of the program 

led ministries to adopt plans to implement additional cycles of the COE program independently. 

Additionally, by building the capacity of ministry employees, teams are now capable of 

identifying gaps and implementing solutions independently. Some COE teams identified the 

need for process mapping in their respective departments as a key reform. To accomplish this, 

additional teams were created to develop operating procedure manuals with PACE guidance. 

With the manuals completed, the teams continue to monitor implementation and ensure the 

accuracy and efficiency of the operating procedures. 

Lessons Learned  
 

 An empowered staff is a confident and motivated staff. In interviews conducted by the 

project, COE members stated an initial hesitance with the program. But as the members 

completed training and implementation of the program started, confidence, motivation, and 

enthusiasm increased -- ultimately propelling the program forward.  
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Developing and Strengthening Local Institutions in West Bank/Gaza 

 

“We have human resources and capacity within the ministry, but we had been unable to 
use them effectively. Through the West Bank/Gaza Palestinian Authority Capacity 
Enhancement Program Centers of Excellence program, we were able to activate these 
resources and stimulate them to improve our performance.” 

 Don’t be afraid to push gently. The project faced resistance during the start of the different 

phases of the process. In many cases, the resistance was simply the result of attempting 

something new. After addressing real concerns, the project still needed to apply some gentle 

pressure on the teams to move forward.  

 Communication is important to gain buy-in and maintain support. Ensuring effective 

communication is critical. The teams launched outreach campaigns within the respective 

ministries to promote excellence, explain the program, and gain buy-in. The support and buy-

in gained during the campaign was important for successful implementation of reforms later. 

One method that was particularly successful was the use of video to promote the initiative 

and motivate staff. In the beginning of the program, a video was produced to explain what 

COE is, give examples of where COE has worked in another country (Jordan), and to 

establish buy-in from the various ministries. Another example of using video to promote 

communication was at the 2nd Annual COE Conference during which the PACE team 

showcased a short video of personal testimonies from ministry staff in the program. Their 

perspectives were motivating and honest. Videos for the project can be viewed on the PACE 

project YouTube page.   

 Leadership needs to be supportive. Maintaining leadership support is vital to the success of 

any reform program. PACE achieved consistent leadership support by ensuring leadership 

participation in all phases of the project.  

 Building trust and maintaining relationships is essential. Most institutions resist change. To 

ease the process, it is important to build relationships with partners and maintain that trust 

throughout the process. Without the trust of partner ministries, COE would not have been as 

successful.  
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Spotlight on a Comprehensive Approach to Capacity Development 

By Bonnie Kligerman, Senior Associate – Senior Capacity Building Advisor, Abt Associates 

The Republic of Georgia health care system has transformed rapidly from a centrally funded and 

managed system toward a system dominated by private providers. Health sector reforms in 2007 

included the adoption of the Master Plan of Primary Health Care Development in Georgia and 

the privatization of secondary and tertiary health care providers and institutions. As a result of 

the changes in the healthcare system, rural doctors have become “accidental entrepreneurs,” with 

their own practices, facilities and business structures and all of the rights, responsibilities, and 

challenges this new reality entails. Yet, they had little preparation for this change.  

Working with the Georgian Ministry of Health, Labor, and Social Activities, Health Care 

Department, the USAID-funded, Abt Associates-led Co-Reform project implemented a 

comprehensive approach to develop capacity for individual physicians — operating as individual 

entrepreneurs — to have an appropriate framework to operate efficiently and effectively to 

provide services and impact health outcomes.  

The initiative included a formal training activity to address skill, knowledge, and behavior gaps 

of physicians to operate a rural health clinic on market-based terms; the adaptation of operational 

tools and templates for financial record keeping, procurement, inventory, and marketing to 

ensure sound and accountable business processes/systems; coordination with the MoHLA to 

communicate new policies and regulations to rural physicians, and intentional feedback loops 

between the Ministry, the training partner, and the rural physicians to address policy and policy 

implementation concerns; and engagement with a local training and consulting firm who 

ultimately delivered the training, coached the physicians, and facilitated discussion between the 

physicians and the Ministry. 

This resulted in 1) 1,050 rural physicians in Georgia that have an understanding of the new 

policies and regulations and the ability to operate a privatizing practice; 2) critical adjustments 

made to MoHLA policy and regulations that include the appropriate type of business registration 

for the practices that has more favorable taxation requirements; and 3) A sustainable training and 

coaching platform provided by a local partner. 

Developing Capacity for Improved Outcomes 

The evolving consensus is that achievement of the Millennium Development Goals and other 

development targets relies on sustainable capacities of local development partners — individuals, 

organizations and the enabling environment — to transform in order to reach development 

objectives. The main vehicle for “sustained capacity development” lies within each partner 

country to, as stated in the Paris Declaration, ‘exercise effective leadership over their 

development policies and strategies and coordinate development actions.” Abt Associates 

incorporates a strategic approach to strengthen institutional capacity of local partners that 

encompasses a systematic and comprehensive process to address organizational performance, 

efficiency, and effectiveness.   

Lessons Learned 
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 Capacity development requirements must be understood at several levels – the 

organizational, the individual within the organization, and the enabling 

environment. Each of these points is a necessary step, as interventions at any one level 

will likely have an impact on other levels.  If investments in capacity are made only at 

one of these three levels, the results can be confined to a narrow part of the organization 

or group of individuals, and not integrated into the sustainable functioning of the 

organization. 

 Stakeholder expectations must be addressed and discussed during the process. 
The stakeholders — Governments, donors, and partners — must be engaged to ensure the 

regulatory and legal environment is appropriate and there are support structures to 

address skill, knowledge, and attitudinal concerns. 

 Local partners are a critical ingredient to “sustained capacity development.” 
Using local partners is an effective avenue to cascade activities, address country-specific 

legal and regulatory matters, and ensure context appropriateness. 

 A systematic Capacity Development Approach results in a cohesive, organized and 

coordinated strategy to strengthen institutions’ capacities to perform effectively, 

efficiently and meet organizational goals. 

 

- Engage: Partners and stakeholders to influence and drive the capacity development 

process.  

- Assess: The key capacities that exist and identify additional capacities needed to 

strengthen the institutional systems and processes and individual’s knowledge, 

skills and behaviors.  Assessment should cut across four functional areas – 

leadership; knowledge, skills, and behaviors; accountability; tools and resources.  

- Design: Roadmaps that clearly articulate the institutional goals and prioritize the 

capacity development needs to define an integrated set of specific and sequenced 

actions and interventions. 

- Implement: Activities and programs utilizing existing structures and processes and 

build on these.   

- Monitor and Evaluate: During the design stage, a measurement framework needs 

to be developed to be able to gauge effectiveness of the initiatives. Ideally, the 

framework can look at outputs, outcomes, and impact. This is an iterative process 

that continually feeds back into the other stages. 
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Oxfam and the Farm Labor Organizing Committee (FLOC):  Capacity Building through a 

Community Based Human Rights Impact Assessment 

By Chris Jochnick, Director, Private Sector Department, Oxfam America 

“We recognize that human rights within our supply chain are an area of increasing focus for 

stakeholders.” Spokesperson for Philip Morris USA, State of Fear:  Human rights abuses in 

North Carolina’s tobacco industry 

Community Based Human Rights Impact Assessment 

In early 2010, FLOC and Oxfam America partnered to conduct a study using the human rights 

impact assessment (HRIA)—a research framework and tool developed by the Canada-based 

organization Rights & Democracy .  Over the course of 18 months, with Oxfam’s support and 

guidance, a team of FLOC researchers used the HRIA methodology as a tool to document living 

and working conditions among migrant farmworkers and to evaluate the status of human rights 

in the North Carolina tobacco industry.  The research team examined the role of corporations, 

government, and civil society in promoting and protecting the civil and political—as well as the 

social, economic, and cultural—human rights of North Carolina tobacco farmworkers. 

Background 

Although abusive living and working conditions have been amply documented in agriculture, 

there has, nevertheless, been a dearth of primary research studies conducted at the worker-

community level by those representing workers. While various tools, along with other types of 

HRIAs, are at the disposal of companies for assessing risks related to their investments, this is 

the only known methodology that is community driven to assess the human rights impacts of 

private investment.. FLOC had been campaigning for years against Reynolds American Inc. on 

behalf of tobacco farmworkers but its knowledge of the abuses in the supply chain was 

anecdotal. FLOC was interested in documenting the abuses in a manner that was credible and 

would garner national attention.  Oxfam America had been supporting FLOC’s campaign for 

years and wanted to pilot the Rights & Democracy methodology which exemplified Oxfam 

America’s rights based approach to development. 

Lessons Learned 

 Several components ensure a good human rights impact assessment is conducted.  Oxfam 

and FLOC each had specialties that contributed to a successful human rights impact 

assessment.  FLOC ensured that it responded to the community’s interests and was timely 

in the issues it addressed.  Oxfam ensured that it was evidence based and grounded in a 

gender perspective. Both partners worked to make it participatory and empowering for 

the workers; that it included pragmatic recommendations, promoted accountability and 

served as a baseline for program evaluation. 

 The community based approach to a human rights impact assessment served to increase 

engagement. The report not only strengthened FLOC and Oxfam’s relationship it also 

increased FLOC’s ability to reach workers that were not FLOC members.  In addition, 

increased dialogue with several tobacco manufacturers resulted after the launch of the 
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publication including a formal acknowledgement of one of the recommendations in the 

report by Reynolds American Inc. 

 The community based approach to a human rights impact assessment deepened human 

rights knowledge. Oxfam provided mentoring and guidance to FLOC on human rights 

protocols and norms. Both FLOC and the workers were educated on the human rights 

that were being impacted within the tobacco supply chain.  Many workers did not 

connect the issues they faced in the supply chain to human rights principles until they 

were made of aware of the methodology and the tool. The tool helped to level the playing 

field with the tobacco manufacturers and FLOC which represents many of the workers in 

the tobacco supply chain. 

 

Past strategies for addressing abuses 

experienced by farmworkers have centered 

primarily on enforcement efforts focused on 

the bottom two links in the supply chain:  the 

workers and their employers.  This report 

went beyond that to other actors in the 

tobacco supply chain which revealed that 

changes in the tobacco industry have 

consolidated power in the hands of tobacco 

product manufacturers and created an 

uncertain future for tobacco growers. Thus, 

any solution to the problems in the supply 

chain must include the manufacturers. 


