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ABSTRACT

Capacity building is a conscious strategic measure to solve problems of change
in organizations and is often seen as a medium and long term strategy to address
major changesin the organizations' environment. This study present the strategy
as a timeless activity which management has to embark on following continuous
monitoring and evaluation of the operational environment to keep pace with
constant changes prompted by complex and multidimensional business
environment of modern days. The study adopts a survey design. Data wer e obtained
from fifty middle and senior management personnel of public interest entities
operating in Uyo, Nigeria. The sample was purposively selected. Data collected
were analyzed using measures of central tendency involving mean, standard
deviation and simple percentage. Results show necessity for timeless capacity
building strategy if organizations must succeed. It is therefore recommended
that adequate monitoring and evaluation be conducted regularly to confirm
needs for capacity building, to enable organization stay competitive, successful
and not adopt fire-brigade approach to changes that befall it. This is because
without good capacity building programmes, complex enter prisestend to become
chaotic in ways that threaten their very existence.

Keywords: Capacity building, change, complex environment, organizational
SUCCEsSS.

INTRODUCTION
Organizationsare constantly facing changesin their strategic environment and haveto
meet new demandsand challenges. Whether these changesareincidental, accidental or
planned, it isabsolutely necessary for an organization to preempt and react to change
factors. Thisbecomesimperative because organizational successand achievement of goas
and objectivesare afunction of having theright framework (policies, procedures and
human resources) on ground, by initiating and implementing proactive and preemptive
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measures. Theseinitiatives and measures, werefer to as capacity building, whichisa
conscious strategic measure to solve problems, to learn from experience, to adapt to
changesand to influence future changes (Ewurum and Okorie, 2008). Capacity building
refer to by someexpertsasthe concept of a“learning organization”, focuseson organization
that isconstantly observing and analyzing the environment inwhichit operates, and takes
the necessary stepsto adjust itself (its structures, working mechanisms, resource base,
among others) tothenew conditions. But, it istherareorganization that, inredity, responds
to the changesin strategic environment on aroutinebasis.

Usually, even the best earning organization link capacity building to somemajor
changesin theorgani zation’ senvironment, or to some point intimewherean organization
congdersitsmedium-and long-term sirategic options. Moreso, designing andimplementing
capacity building programmes can be keyed to an organi zation’ s success, but addressing
and overcoming thecommonly faced challengesiscrucial. Theconcept of capacity building
has always be discussed by looking at theword ‘ capacity’, described asthe extent of
provisionor availability of ingredient required for the successful implementation of agiven
task. Ndiyo (2008) referstoit as how inputs are applied and used to produce specific
outputs, resultsand outcomes. It isdynamic, multidimensional, and directly or indirectly
influenced by contextua factors.

Capacity isalsotask specific, and capacity constraintsare specific asthey relate
tofactorsinaparticular organization or system at aparticular time. Capacity istheability
of an organization, and theindividualsworking in that organization to perform functions
and to meet objectiveseffectively and efficiently. It thusimpliesthat capacity isbased ona
continuing review of the conditions, framework, and adynamic adjustment of functions
and objectives. Sncetheenvironment of businessisdynamic, complex and multidimensiond,
continuous diagnosis of both endogenous and exogenous variablesarerequired. This
exercisewhen properly carried out exposesthe needsfor devel opment in all aspectsof
theentity’ soperationsto enableit keep pacewith | atest devel opments, the cal for capacity
buildingweretheorganizationfall short of required standardization. For instance, applying
modern production techniques or gadgetsto production process, adopting new accounting
standards and principles, devel oping consumer oriented products/services so that the
organizationisnot left out in thewoods, requirescapacity building.

Thisstrategy enablesorganizationsto be proactiverather than reactiveto changes
intheir operational environment to keep the vision and missioninlinewith contextual
situations. Ndiyo (2008) describes capacity intwo dimensions. Capacity Assessment and
Capacity Development. Capacity Assessment entail sadiagnosisof the state of anexisting
capacity. Such diagnosisshould cover issuesthat are both endogenous and exogenousto
the organization aswell asboth institutional and operational issues. Thefindingsof the
diagnosiswill inform the design of strategiesand formulation of capacity development
policies. Ontheother hand, capacity devel opment encompassesingitutiona devel opment,
aswd| astheoveral system, environment and context withinwhichindividuals, organizetions
and societiesoperate and interact. Itimpliesthat evenif thefocusof concernisaspecific
cgpacity of an organizationto performaparticular function, theremust neverthelessaways
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beaconsderation of theoverall policy environment and the coherence of specific actions
with macro (company wide) level conditions. Hammer, Kinberg and Delvin (1993), thus
maintain that capacity building isabout being ableto keep up, with theever increasing
demand on the organi zation. The determining factorsin organization capacity building
systemarecustomers, competition, and change, which arecritica to attainment of corporate
goasand objectives, akey to good corporate governance. Generaly, therefore, Human
cgpacity buildingisthebaneof capacity building giving that thisdeterminestheright resources
(material, machines, and funds) to acquire. It embodiestheincul cation of relevant genera
andtechnical knowledge, skillsand competenciesthrough comprehensive human resources
devel opment programmesthat will facilitatetheredlization of set goals.

Lomash, Kaptesy and K g ela(2003) describe capacity building, intermsof capacity
factors, whichrefer to the preparedness of an organization to successfully faceany Stuation
arising dueto changesinitsexternal or internal environment. Mckinsey & Company and
Venture Philanthropy Partners (2006) describe capacity framework intermsof apyramid
model of seven essentia elements:. threehigh level elements—aspirations, strategy and
organizational skillsand threefundamental e ements—system and infrastructure, human
resources and organizationa structure. Binding theselevelsand their variouselementsis
the corporate culture.

Aspiration

Strategies

(7] Organizational skills

N
&
O

Human Systems and |\ g ganizational
Resources infrastructure structure

Figurel: Capacity Framework
Source: McKinsey and Company (2001) Capacity Framework in nonprofit organizations.
Corporate culturerunslikeaninvisible thread throughout the entire context of
capacity building (Ewurumand Okorie, 2008). Organizationsinvest heavily in programmes,
logisticsand efforts, inrolling out itsnew tracking system, so that the organi zationsculture
would embrace and not reject capacity building programmes. Combining all thedifferent
elementsof organizationa capacity inasingle coherent diagram, the pyramid emphasizes
theimportanceof examining each dement inthecontext of eh organization, bothindividudly
andinrelation to the other dements. The Capacity Framework definestheseelementsas.
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Aspirations: Anorganization’'smission, vision and goalswhich collectively articulateits
common sense of purpose and direction.

Strategy: The coherent set of actionsand programsaimed at fulfilling the organizations
overarchinggoas.

Organizational skills: Thesum of the organization’s capabilities, including such things
(among others) asperformance measurement, planning, resource management, and externd
relationship building.

Human Resources: Thecollective capabilities, experiences, potential and commitment
of theorganization’sboard, management team, staff, and volunteers.

Systemsand I nfrastructure: The organization’s planning, decision making, knowledge,
management, and adminigtrative systems, aswell asthe physical and technological assets
that support the organization.

Organizational Sructure: The combination of governance, organizational design, inter-
functional coordination, andindividua job descriptions, that shapetheorganization'slegd
and management structure.

Culture: Theconnectivetissuethat bindstogether the organization, including shared
va uesand practices, behaviour, normsand, most importantly, theorgani zation' sorientation
towards performance.

Capacity Building asa Change M anagement Strategy
Organizational devel opment activitiesareaimed at bringing about planned change, to
increasean organization'seffectiveness. Capacity building asaplanned change management
strategy isdirected at changing people and structuresto keep pace with environmental
changes. The objective of planned changeisto keep the organi zation current and viableto
meet with theincreasing demands of emerging challenges. The process of confronting
change becomes obvious because current products and servicesreach their maximum
maturity intheir respectivelife cyclesand become obsol ete. To meet the needs of emerging
customers, face competitors, government regulations and tax policies affecting the
organization, capacity building becomesaprerequisite so that management cantackle, at
individua level capabilities, to facethe changes.

M ost management expertsintegrate capacity building with manpower planning.
Lyon (1985) describesthe concept of manpower planning asthat integral part of manpower
management that will result from asystematic gpproach inthetota corporate management
process, towards creating effective capacity assessment grid, competency profilesand
framework, and the planned change programme of the organization. Fgana(2002), sees
human resources planning asthe accurate sourcing of dataabout thelevelsof skillsrequired
invariousjobs, to ensurethat enough and cgpableindividud sareavailablein theorganization
to meet the human resources need of the strategic plan or planned change programme.
Theabove show that thereisalink between human resources or manpower planning and
capacity building; if organizations want to succeed.
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Capacity BuildingversusTraining

It isastated fact that human being isat the center of any successful capacity building
initiative, being theonly activefactor of production that determinesthemodeof utilization
and productivity of other inputs. Thequality of human capacity building therefore places
anupper limit on the success of the overall capacity building efforts of an organization.
Accordingto Ndiyo (2008), trainingisanimportant component of capacity building because
training can increase skillsand competencies of individua sworking in an organization.
However, itisonly oneof the severa areasof intervention. Asshowninfigure 2, capacity
building hasto take place on threelevel sto be effective and sustainable:

The SystemsLeve: Thisaddressesissues such asregulatory framework, policiesand
conditionsthat support or hamper the achievement of certain policy objectives

TheInstitutional Level: This addresses the structure of the organization, decision-
making processes within the organization, procedures, and working mechanisms,
management instruments, therel ationshipsand networkswithin and between organizations.

Thelndividual Level: Thisaddressestheindividua skillsand quaifications, knowledge,
attitudes, work ethicsand motivationsof the peopleworkingintheorganization. Thisisthe
most important because no matter how good policies and programmes may be, the
implementation and successattainment dependson individua commitmentsand knowledge
levels

- Knowledge
- Skills

- Competencies
- Work ethics

Individual
Level

N - Capacity to
- Decision-making Deliver
Organizational - Resources Organizational
Level - Procedures g
- Structure goals and
- Mis-culture objectives

- Legal framework

System - Supporting policies

Level

Figure2: Levelsof Capacity Building Source: Designfor thestudy.

Thebasic questionsthat should often engage the attention of those carrying out Capacity

Building NeedsAssessment (ABNA) to particularly unravel the* gap” betweenthecurrent

and necessary tasksto respond to business environmental changesshouldinclude:

a What arethe problemsin the organization that can be solved by capacity building
processes?
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b. What sort of problemswhich though do not exist but are envisaged dueto changes
arising from new processes, equipment, and changesin staffing practices?

C. Couldtheorganization/staff membersgain competitiveedgeimproved performances
by taking advantages of new technologies, training programmesor consultants?

d. How can the organi zation take advantage of its strengthsas opposed to reacting
toitsweaknesses?Arethere opportunitiesfor training to bolster these strengths?

e. Could the organization take some sort of proactive approaches through the
application of human resourcesdevel opment activities?
f. Arethere any internal/external factors necessitating some staff training and

organizationa devel opment/changesthat should beimplemented?

Theabove questionsclearly indicatethat organizationsneed ahighlevel of dynamismto
managetheir human, financial and physical assetsand increasetheir chancesfor success.
Capacity buildingisthetimelessmanageria responsbility to achievethis. Answering the
above questionsrequiresacareful taught and purposeful planning. According tothe Global
Devel opment Professionals Network Partners (2014), six challengesto overcomefor
capacity building successinclude: balancing expertise, contextualizing learning, and
indtitutional devel opment, assessing impacts, keeping up with technol ogica advancements
and diversfyingtheworkforce. Inlinewiththis, Epele(2006), Fgana(2002) and Armstrong
(2000) highlight theimportance and objectivesof capacity building viastaff training among
whichincludethe assi stanceto organizationsto achieveitspurpose by adding valuetoits
key resource-human capital -through theright investment in the human resource at constant
basi sto enablethem performto the best of their natural abilities.

The objective of thispaper isan attempt to explain capacity building concept,
identify challengesfor capacity building successand how to overcomethesechallenges, to
present capacity building as atimel ess change management strategy, aprerequisitefor
achieving organizational success. Thequestion(s) raisefor thisstudy are:

I. Are proactive and preemptive measures a necessary means to shock-absorb
changesthat require capacity building policiesimplementationinany organization?

i. What chdlengesdo organizationsfacein capacity building issues?

i Towhat extent does capacity building hel pin achieving organizational goalsand
objectives?

Attainment of organizationa successnot only benefit management, but al so other
stakehol ders such asthe owners (sharehol ders), employees, government and itsagencies,
customers, suppliers (providers of credit) and the general public. Thisisbecause, an
organization maintaining itsgoing concern satusensure efficient and effectivedl ocation of
scarceresourcesfor optimal productivity whichin turn enhancesthegrossdomestic product
(GDP) of an economy. Thus, the outcome of the study will serveasareferencepoint for
practicing managers, consultantsin human resources management and the academiafor
futureresearch referencesand blue-print for policy maker. Capacity buildingispervasion
to both public and private sector organizations, to individuals, groups, society and nations.
This study focuses only on private sector entities whose primary objectiveis profit
maximization.
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METHOD

The study adoptsasurvey design to draw datafrom managersof publicinterest entities
with operational or areaofficesin Uyo, Akwalbom State, Nigeria. A samplesizeof fifty
(50) respondentswas drawn purposively and administered with questionnaire through
research assstants. Also, opinionswere sought from only public interest entitiesoperating
within Uyo, the Akwalbom State capital, though it is assume that the results will be
authentic asthese entities share common characteristics, principally operating in an ever
changing environment and primarily focuson prafit asit cardind objectives. Theorganizations
selected for the study covers those engaged in oil and gas, telecommunication,
pharmaceuti calsand medi cine, accounting firmsand manufacturing. Percentage, mean
and standard deviation werethe statistical tools used to analysethe dataand validate the
research questionsfromwhichinferencesweredrawn.

RESULTSAND DISCUSSION

Thisstudy was prompted by thefact that organizationsneed ahighlevel of dynamismto
manage their human, financial and physical assetsin theface ever changing business
environment. Capacity building seen asatimelessmanageria responsbility for achieving
organizationa goal sand objectivesrequiresmanagement overviewing their srategy notin
medium or long term but on aregular basis to keep pace with developmentsin their
operationa environment.

From theanaysison table 1, the management of the organizations sampled for
study show that the designing andimplementing of capacity building programmesaremostly
long and medium range programmeswith mean values of 4.93 and 4.89 and 82 and 81
per cent respectively. Thesefall outside the acceptanceregioninanormal distribution
curve. Moreso, theresultsindi cate that the design and implementation of capacity building
programmes represent only elghteen and nineteen per cent with mean valuesof 2.11 and
2.13 respectively, and standard deviation of 0.12 and 0.16. This shows that capacity
building programmes are seldom paid attention making it an optiona strategy toreact to
eventudities.

Fromtable2, thechalengesfor capatility buildingissuessurrounding organizations
includebut not limited to the accurate assessment of impact with 80% va ueand meanand
standard deviation of 4.75 and 0.243 respectively. The same appliesto keeping up with
technol ogical advancement which accountsfor 82%, mean of 4.88, standard deviation of
0.252; diversifying thework force account for 4.85 mean 0.254 standard deviation and
81%total responsesrespectively. Thesamevauesapply to contextualizinglearninginthe
study organizations.

Ontable3, theresult of dataanalysisreveal sthat the extent capacity building help
inachieving organizationa goalsand objectivesistoavery high extent (VHE) accounting
for thirty respondent (60%) inall thevariables, except for financia resourcesmanagement.
Thismay bebecausefinancial resourcesare most often acquired or sourcefor alongterm
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period to match returnsto outflows. With the acceptance of using capacity buildinginall
key operationsof any organization, thefundamental issuesisto monitor any gap that may
exist at any point in time between proposed and actual achievements. Thiswill ensure
organizationsremain focusto their goalsand objectives.

Table 1. Descriptive Statisticson Designing and Implementing Capacity building policies.

Satement Mean Sandard %
Deviation

Onlong term 493 0261 &

Designing and Implementing Onmediumterm 439 0311 81

Capacity Building programmes On short term 21 012 13

Whenever required 213 0.162 19

Source: Field Survey, 2014

Tables2: Descriptive statistic on challengesorganizationsfacein capacity buildingissues

Satement Mean Sandard %
Deviation

Assessing impacts — detailed monitoring and

Evaluation framework of operating environment. 475 0243 0

Keeping up with technological advancement 488 0.252 &

Diversifying theworkforce 485 024 81

Contextualizing learning 485 024 a1

Source: Field survey, 2014

Table3: TheExtent capacity building helpin achieving organizational goalsand objectives

Description VHE(4) HEQ) LEQ) VLE(D) Mean
Manpower planning 0 10 5 5 370
Technological innovations 0 15 5 334
Product planning and design 0 10 5 5 370
Financial resourcesmanagement 2 2 10 _ 339
Strategic planning K] 0] - - 332

Source: Field survey, 2014
CONCLUSIONAND RECOMMENDATIONS

Assessing capacity building needsand theimplementation of capacity building programmes
isideally acontinuing exercise (atimeless strategy), where the results and impacts of
capacity becomespart of the next round of needs assessment and for the adjustment of
the capacity building programme. Thisrequires adequate monitoring and evaluation to
confirmwhether the capacity building activitiesundertaken hadindeed theintended positive
effects. A concise set of relevant questionsthat could help the discovery of aneed for, as
well asassessment of an organization, to stay competitive, successful and not adoptingfire
brigade approach to changesare:
a Wheredidweplanto beoriginaly?
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b Wherearewenow?

C. Why arewewherewe are now?

d. Where do wewant to be over the next defined period of time?
e. How do we get there?

f. How do we stay there?

Finding appropriate answersto these questions, would hel p organizationsin discovering
the necessity of capacity building asatimeless managerial responsibility for achieving
organizational success. Thisisso because* without good capacity building programmes,
complex enterprisestend to become chaoticin waysthat threaten their very existence’.
Good capacity building strategy bringsadegree of order and consistency tokey dimensions
likethequality and profitability of products.
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