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1. INTRODUCTION 

1.1 CONTEXT AND AIM 

The project ‘Water Negotiations and Investment Planning Support, Albania’ (AKUM/SIDA01) (hereinafter 

‘the Project’) is financed by the Swedish International Development Cooperation Agency (SIDA) and 

managed by the National Agency of Water Supply, Sewerage and Waste Infrastructure (Agjencia 

Kombëtare e Ujësjellës Kanalizimeve dhe Infrastrukturës së Mbetjeve, AKUM) on behalf of the Ministry 

of Infrastructure and Energy (MIE). The Project aims to support Albania’s negotiations with the 

European Union (EU) in regard to Chapter 27 (Environment), by developing among other things 

Directive-Specific Implementation Plans (DSIPs) for 

 the Urban Waste Water Treatment Directive (UWWTD) and 

 the Drinking Water Directive (DWD). 

One component of the Project (Result 6) consists of providing capacity development to support the 

implementation of DSIPs. 

In the course of our discussions with AKUM it has become clear to us that the people with whom we 

have interacted have a good understanding of technical water and waste water engineering issues and 

related project cycle management. Whether that applies more generally in AKUM we cannot say at this 

stage, but there is at least the essential core expertise present. The key requirement for the capacity 

development now under consideration is that it should be oriented towards implementation planning 

and management in the context of national policy. While an understanding of engineering and related 

chemical, biochemical, biological and surface water quality science needs to underpin that, the 

capacities that bridge the gap between what Albania has at the moment and what it needs to have in 

order to master implementation in relation to EU accession are: 

(a) an understanding of where the Directives fit within the overall framework of EU policy, what they 

are trying to achieve and how the way in which they are construed achieves this; 

(b) expertise in how to convert a policy instrument such as an EU Directive into a coherent action plan 

aimed at achieving compliance; 

(c) skills in managing the multi-stakeholder implementation environment that inevitably is involved 

with Directives of this nature and in this context; and 

(d) the ability to put in place such procedures as may be necessary in order to convert personal skills 

into sustainable institutional capacity. 

The Terms of Reference (ToR) envisage this work commencing with a Training Needs Assessment (TNA). 

Normally this would involve the design of one or more questionnaires to be used as the basis for a series 

of interviews with relevant stakeholders’ staff. In the present context, the following additional 

considerations need to be taken into account: 

 Given what we have learned from our conversations with AKUM, ERRU and other consultants 

working in the water sector in Albania, the successful and sustainable implementation of the 

UWWTD and the DWD in Albania is likely to depend upon a rationalisation of the water services 

sector, in order to benefit from economies of scale and improve capacity to absorb and manage 

EU funds. This will determine the operational and financial structure of the water services sector 

in the future and hence the business model upon which the DSIPs and the accompanying 

National Sludge Management Strategy would be based. The steps to achieving such reform 

would themselves form a subset of the measures to be included in the DSIPs. This is significant 
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because it means that change management, institutional development and water services 

sector accounting and finance are at least as relevant to implementation planning as the more 

obvious legal and technical aspects of the Directives under consideration. 

 We have observed elsewhere that: 

o Implementation almost always requires people to make decisions and manage processes that 

extend beyond normally perceived institutional boundaries. 

o This way of working presents a challenge for people used to a working culture with rigidly 

defined institutional boundaries and communications protocols, who sometimes feel 

uncomfortable answering questions that do not relate to their immediate job role. 

For the purposes of establishing perceptions regarding training needs, we propose to invite respondents 

to visit a password-protected web-based assessment survey (based upon e.g. WPForms or 

Surveymonkey). Besides being more responsive than a hard-copy questionnaire, such an approach 

provides a degree of privacy that we believe may encourage respondents to participate. The intention 

would be to ensure as far as possible that people understand the context, the reasons for developing 

certain skill sets and hence the motivation for the questions that are being asked of them. 

1.2 BASELINE 

It is probably not unreasonable to assume that the majority of the skills covered by points (a) to (d) 

above would be new to many people. Therefore we suggest that a training programme should 

effectively address the subject “from scratch”, in order to bring all participants up to the same level 

without disadvantaging less experienced people. 

Effective implementation planning requires good teamwork and is often conducted to tight deadlines in 

order to tie in with negotiations. Therefore anything that reduces interaction time between participating 

institutions is to be encouraged. Such interaction needs to add value to the planning process. In our 

experience these requirements are best satisfied when the people working together know enough 

about each other’s areas of work to be able to contribute genuinely meaningful ideas. This has the 

added benefit of making the planning process more coherent, because policy linkages are more easily 

identified and potential problems more likely to be spotted in time to address them. It may seem 

counter-intuitive to train a person in somebody else’s area of work, but it contributes to developing the 

broad base of understanding that the implementation planner needs.  

1.3 RELEVANCE TO ACCESSION NEGOTIATIONS 

Implementation in the present context is intended 

to support accession planning and negotiation. Any 

implementation planning process depends for its 

success upon recognising and respecting certain 

axioms, as shown here. Whatever may be Albania’s 

needs for technical and administrative capacity 

development in regard to the UWWTD and the 

DWD, the fundamental goal needs to be the 

incorporation of these axioms into Albania’s 

negotiations and implementation planning. 

 Assuming nothing. This should be the guiding principle although in practice some assumptions 

are unavoidable. The skill lies in recognising which assumptions are the most risky, the severity 

Axioms of implementation planning 

 Assume nothing 

 Anticipate everything 

 Do not plan to use resources that 

o you don’t have or are unlikely to get 

o somebody else is using or planning to use 
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of the risk and what you can do to manage it. It is particularly important to avoid making risky 

assumptions, especially if these relate to things beyond your immediate control or depend upon 

political issues. 

 Anticipating everything. The success of an implementation plan is assured only if the planner has 

anticipated everything that could foreseeably go wrong and developed the necessary 

contingency plans. This is especially important for a DSIP in which the implementation period 

extends over several electoral cycles, because continuity of governance structures and fiscal 

policy cannot be taken for granted in any country. The most frequent cause of things going 

wrong with implementation is people making overly optimistic assumptions, particularly 

concerning things that are not under their direct control. Tools such as SWOT analysis and risk 

management planning are very useful if applied correctly and help in identifying scenarios that 

could compromise the success of implementation. 

 You can’t use resources that you don’t have. Nobody deliberately sets out to use resources that 

they know to be unavailable, but it is all too easy to make assumptions that do not take 

adequate account of resource constraints. Firstly, experience is needed to estimate reliably the 

resources needed to implement a particular policy action; and people who lack such experience 

tend to under-estimate. Secondly, people in governmental institutions have many demands 

upon their time besides the particular implementation measure under consideration, reducing 

resource availability for planning purposes. 

This particular axiom is very well illustrated by the problems that Romania is presently facing in 

regard to waste water treatment infrastructure. The focus of the country’s implementation of 

the UWWTD tended to be upon capital investment and maximising the prospects for investment 

co-financing from EU funds. Romania is now having problems covering from tariff revenues the 

costs of operation and maintenance of waste water treatment infrastructure, implying that 

insufficient attention was given to this constraint when assessing project feasibility.  

In order to make these axioms a natural basis for Albania’s implementation planning the following 

considerations need to be addressed by the programme for capacity development: 

 Defining the baseline for planning. The baseline needs to cover everything that is likely to affect 

implementation or change in the course of implementation. This can range from institutional 

structures to environmental status. An awareness of the relationships between data, on the one 

hand, and information, on the other hand, is particularly important if one is to avoid the risk of 

inappropriate assumptions being made or of placing too much confidence to assumptions. 

 Defining constraints and dependencies. Constraints and dependencies are often difficult to 

identify; incorrect assumptions relating to these are in our experience the most frequent source 

of implementation problems (e.g. Romania, where assumptions regarding tariffs and cost-

recovery were too optimistic). 

 Realistic scheduling. Policy objectives and the timetables for achieving them are constrained 

absolutely by applicable reality, in terms of the planning baseline, the constraints and the 

dependencies. If institutional reform is likely to be needed, then implementation planning needs 

to include a step dealing with structures and possible reforms, before any further institutional 

development planning can commence. 

 Dynamic coordination. Key planning variables often change during an implementation period 

and implementation logistics need to adapt to this. This becomes easier if all dependencies have 

been properly characterised. 
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If these considerations are adequately understood and assimilated into the planning process, the 

administration and management of implementation reduces to the task of applying established 

principles of project management, albeit to a complex programme of work conducted at State level. 

Applying these axioms will improve the coherence of the DSIPs and give to both Albania and the EU 

added assurance that implementation will proceed as planned. This assurance comes from recognising 

that: 

 The DSIPs make no assumptions that are not fully consistent with applicable realities and 

constraints; 

 The DSIPs are resilient to any change in circumstances (including not only government 

reorganisations but also reforms of the water and waste water services sector); and 

 The resource demands of the DSIPs do not at any time exceed what is guaranteed to be 

available, after taking account of all competing demands upon the resources required. 

As long as this is done, Albania will be able to ensure a logical connection between commitments that it 

accepts during the process of negotiation, on the one hand, and what it can realistically expect to 

achieve, on the other hand. 

1.4 DEVELOPMENT LOGIC 

With reference to the capacity development now to be undertaken, the ToR require that the TNA should 

consider: 

 The requirements for administrative capacity. In regard to the implementation of the directives 

in question there are two essential generic skills. The first of these is project management, made 

more challenging in this context by the wide range of activities, disciplines, people and 

institutions involved in an implementation plan. There are various approaches to project 

management, each with its own merits depending upon the situation to which it is applied. In 

Albania’s case, the approach needs to work in an institutional environment that is relatively 

fragmented, far from monolithic and dependent upon a relatively small number of key 

individuals. The so-called Agile approach could be adapted to cope with these complications and 

has the merit of providing a clear collaborative framework for exactly the kind of situation faced 

when managing a DSIP. 

The second essential generic skill is change management. A degree of institutional reform is 

likely to be necessary if the implementation of the UWWTD and the DWD is to be financially 

sustainable. Reforms of such a nature require a careful analysis of all institutional roles, 

functions, resource demands, communications linkages, data access requirements and systems 

logistics. There then needs to be a plan that ensures the smooth and continued operation of all 

essential functions during the process of transition from the status quo to the intended 

structures. The need to ensure such continuity often means that certain functions need to be 

duplicated at critical times during the transition. It is quite usual for a transition to require more 

resources than both the start and end points. This then raises the question of how such interim 

resources are to be procured. Change management is an aspect of implementation that is 

therefore very important. We are not aware of any technical assistance projects that deal 

explicitly with capacity development in relation to change management. 

There are in addition a range of more directive-specific skills requirements. These relate to 

people’s aptitudes not only in regard to the DWD and the UWWTD but also the essential 

concepts on which they are based and the external dependencies that are often the most 

important factors in determining what can be achieved and how quickly. Implementing the 
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DWD and the UWWTD in a way that is both realistic and achievable depends on knowing why 

certain measures are necessary, what might be the consequences of carrying out a measure 

later rather than sooner, how the timing and scope of measures is constrained by external 

linkages and how one expects to meet the resource demands of whatever implementation plan 

is under consideration. Almost invariably this will require that different institutions collaborate 

closely: and, as we have explained above, such collaboration is always easier and more 

constructive if people have a basic appreciation of other people’s areas of specialisation. 

 The capability set defined in the relevant strategic documents, which will including the DSIPs, 

the National Sludge Management Strategy (NSMS) and the investment programme. Clearly 

these documents will define capabilities that need to be developed, which will be in the nature 

of the skills described above supplemented by essential legal and technical concepts. This 

capacity development work can be undertaken even before the strategic documents are 

prepared. There is in any case merit in launching at least a part of the capacity development 

programme as early as possible, with the target audience being the members of the DSIP and 

NSMS working groups. 

1.5 ESTABLISHING AND CONSOLIDATING CAPACITY 

Given the probable duration of implementation transition periods (at least twenty years) it cannot be 

assumed that people trained now would necessarily continue in post for the whole period. Therefore 

the training to be provided needs to do three things:  

In order to equip people with the wide-ranging general understanding necessary to coordinate 

effectively the work of several stakeholder institutions, our suggestion would be to design a training 

programme that assumes relatively little prior experience-based understanding of the Directives in 

question, of the concepts that underlie their design, their external linkages and the principles of 

implementation planning as applied to them. One of the aims would be to train people in subjects that 

are not necessarily part of their day-to-day work or related to their particular professional specialisation, 

to the minimum essential level needed to establish a common base of understanding among the many 

people who will need to be involved in implementing the UWWTD and the DWD. Once this has been 

achieved, the programme could then progress to more detailed consideration of implementation-

related matters. 

The first part of the programme (Tools and Techniques) is essentially about making sure that everyone 

involved in implementation of the UWWTD and DWD understands what the Directives aim to achieve, 

why they aim to achieve it, what are the basic assumptions that the directives make and what is actually 

involved in implementing them. The starting point for this would be an introduction to essential 

environmental and water management concepts (objectives, standards, how sewage and sewage 

effluent interacts with lakes, rivers and coastal waters, and the relationships between data, information 

quality and decision-support requirements). This would be followed by developing an understanding of 

Instil essential concepts to 

understand the legal and 

technical scope and 

justification for the 

implementation objective 

Develop awareness of the 

planning and management 

processes needed to keep 

implementation on track in an 

accession context  

Teach people the skills needed 

to document the acquired 

knowledge so that it can be 

applied by and used to train 

others 
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how these come together in the Directives under 

consideration, examining the role of policy 

instruments in enabling the processes needed to 

put a Directive into effect. 

The second part of the programme would be 

concerned primarily with Strategic Planning. The 

emphasis here is not so much upon the specifics 

of the Directives but rather upon the project 

planning and management skills needed in order 

to ensure that an implementation plan is realistic, 

properly co-ordinated and managed, and kept on 

track once implementation commences. It would 

start by recapping the linkages that were covered in the first part of the programme, in order to 

establish the principle that implementation plans for linked Directives are not only interdependent but 

also often subject to a common set of resource constraints. Based upon this principle, the programme 

would then introduce people to the planning and management techniques needed to succeed in 

Albania’s particular situation. An important 

component of this would be the question of how 

to identify the actions and resources need to put 

into effect a particular legal provision, also the 

principles of change management as applied to 

any institutional reforms that may be required. 

(Resource demand during a transition is likely to 

be one of the key constraints in determining a 

realistic transition period.) 

The final part of the programme aims to convert 

individual skills into sustainable institutional 

capacity that is not dependent upon trained 

individuals continuing in post. Concepts such as 

“training the trainers” go only part of the way, 

because ultimately they also depend upon the 

trained individuals being available to do the 

training. Truly sustainable Institutional Embedding needs to be based upon documented procedures 

that can be followed by anyone regardless of whether or not particular individuals are present. This part 

of the programme would introduce people to the concept of management procedures and the 

institutional culture needed in order to make them effective. It would then use the methodology for 

defining agglomerations (needed for the UWWTD) as a basis for illustrating how to do this. The aim is 

not to write procedures for the people being trained, but rather to equip them with the skills necessary 

to do the work for themselves. 

1.6 TARGET GROUPS 

It is reasonable to assume that one institution would manage the implementation process. The following 

logic applies regardless of which institution this may be. 

As the primary project beneficiaries, the MIE and AKUM are essential participants. At the same time it 

needs to be noted that: 

RESOURCE-CONSTRAINED PLANNING 

Why is it necessary? 

The water-related directives are interconnected in 

many ways. They all presume a level of technical, 

financial and human resourcing that lies significantly 

beyond Albania’s present capability*. When planning 

implementation one needs to be ruthlessly realistic in 

one’s assumptions regarding who is available from 

which institutions and when, in order to estimate with 

reasonable confidence how long a task is likely to take. 

* The human resource situation is unlikely to improve 

in the foreseeable future as population overall declines 

and more young qualified people choose to work 

abroad. This makes the planning techniques to be 

introduced here all the more necessary. 

POLICY INSTRUMENTS 

What are they? 

In order to implement a policy, its aims need to be 

converted into a realistic work plan based upon a 

coherent set of measures. Policy instruments can be 

thought of as the tools needed to put such measures 

into effect. These can be 

 Legal and regulatory tools 

 Economic instruments 

 Financing mechanisms 

 Public information tools 

 Institutional mechanisms and procedures 
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 The Ministry of Tourism and Environment (MTE) is the institution charged with co-ordinating 

Chapter 27 negotiations; 

 The Agency for the Management of Water Resources (Agjencia e Menaxhimit të Burimeve Ujore, 

AMBU) is responsible for the implementation of the Water Framework Directive, to the 

achievement of whose objectives the UWWTD contributes significantly. 

Successful implementation will depend upon each of these institutions having sufficient understanding 

and appreciation of the roles of the others to be able to work together. Therefore there would be some 

merit in including them also as target groups. If so, then the following would need to be borne in mind: 

 The MTE is receiving technical assistance via phase II of the SANE27 project (SANE27) in this 

connection. We are in close contact with SANE27 and are investigating ways of ensuring closer 

and more regular engagement. 

 Surface water and groundwater monitoring programmes, also the implementation 

arrangements for the WFD, are intimately linked to the implementation of the re-cast DWD. 

AMBU is responsible for the WFD. AMBU is receiving significant technical assistance in relation 

to the WFD, but we understand this to be dealing more with the specifics of that Directive than 

with the coherence-related planning and management issues discussed above. For the time 

being, therefore, we believe that the potential for overlap is relatively limited. 

 

  



 

 

SETEC & SWECO  - 11 - 

2. PROGRAMME ELEMENTS 

2.1 TOOLS AND TECHNIQUES 

2.1.1 Overview 

In order to become proficient in implementation planning and management, a person needs to 

appreciate the following in regard to the Directive being implemented: 

 Why it exists in the first place (the aims and objectives); 

 The relationships between the objectives and real-world processes; 

 How the way in which the Directive is framed contributes to achieving the objectives; 

 How the approach enshrined in the Directive compares with other approaches to achieving the 

same policy objectives, in order to appreciate its strengths and weaknesses; 

 The motivation for the various definitions that the Directive contains; 

 The Directive’s place in relation to other aspects of EU accession. 

These issues will be addressed in a single Foundation Module, which will be followed by more specific 

training. 

2.1.2 Foundation module – tools and techniques 

The Foundation Module is designed to be 

delivered as a series of tutorials, possibly 

supplemented by working group sessions, over 

two consecutive days. An understanding of the 

issues to be covered is essential for all 

implementation and investment planners working 

in connection with water supply, waste water 

collection and waste water treatment, in 

whichever institution they work. (The question of 

where formal responsibilities lie is actually 

irrelevant: anyone who works with DSIPs relating 

to water and the environment will need a basic 

grounding in all subjects to be covered here.) 

While some people will be experts in their 

specialist areas, others may not be: and the aim here is to bring everyone to a common level of 

understanding on a range of topics, in preparation for more specialised training. Furthermore, while 

there will be elements of “received wisdom” in what we present, our emphasis will be on developing an 

understanding from first principles. In this way people will understand better the logical justification for 

what they do and from this to discern more easily what may or may not be appropriate to Albania’s 

specific circumstances. 

We suggest that the Foundation Module should cover the following topics: 

(a) The aims and objectives of the UWWTD, including a review of the different approaches to 

regulating sewage effluent quality that led up to it. This will help people to appreciate the 

SEWAGE, WATER SUPPLY AND THE ENVIRONMENT 

Why is environmental understanding relevant? 

Waste water collection and treatment is regulated by 

the UWWTD. River quality management is regulated by 

the WFD. Potable water supply is regulated by the 

DWD. 

All of these aspects of water management interact 

with each other, the timetable for achieving one thing 

constraining the timetable for achieving something 

else. Without a clear understanding of these 

interactions and why they arise, one cannot appreciate 

in context the linkages in implementation planning. 

This Foundation Module is designed to establish that 

understanding. 
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UWWTD in context and understand better how its provisions derive from the prior experience 

of EU Member States. 

(b) The essential principles of pollution control that underpin the Directive, with specific reference 

to sewerage and sewage treatment and the prioritising of related investments, including 

o What are the chemical, biochemical and physical characterics of sewage, why does it need to 

be treated and how does the final effluent compare with the raw sewage? 

o What happens when sewage (treated or untreated) mixes with a river or stream? 

o What are surface water quality objectives, how are they usually expressed, how have they 

been used in the past to regulate the quality of sewage effluent? 

 The relationship between data, 

information and decision criteria in regard 

to effluent and surface water quality and 

compliance monitoring. 

 Using all of the above to explain what the 

UWWTD is trying to achieve and how it 

achieves it. 

 The skill of being able to identify measures 

without having to be reliant on data: 

getting a realistic perspective on sewage 

treatment, monitoring and other measures, from a river catchment planner’s point of view1. 

 Regulating drinking water quality: a question of risk management and the different ways of 

looking at how to minimise public health risk. 

 The DWD old and new, also the complexities of linking this to the implementation of the WFD. 

At the end of this module, people should not only have sufficient basic understanding of all the issues 

covered but also be better able to work with the other institutions involved thanks to a common base of 

knowledge. 

2.1.3 The statistics of compliance assessment 

Compliance is a key aspect not only of accession planning and implementation but also of ongoing 

regulation and enforcement. Assessing compliance, therefore, has a number of applications, which 

include but are not necessarily limited to the following: 

 Compliance of Albania as a country with the terms of an accession agreement that relate to the 

water sector; 

 Compliance of a treated sewage effluent with applicable permit conditions; 

 Compliance of raw water quality with requirements for use as a source for potable supply; 

 Compliance of objectively verifiable indicators with programme targets; 

 Compliance of treated water put into potable supply with applicable standards; and 

 Compliance of sewage sludge with requirements for particular disposal or re-use pathways. 

                                                           

1
 In some ways this can be thought of as having the confidence to trust in one’s own professional judgement. 

ASSESSING COMPLIANCE WITH STANDARDS 

Why is it relevant to implementation? 

Investment in sewage treatment is often triggered by a 

failure to comply with applicable standards or limit 

values; and in any case it is usually a requirement to 

monitor the performance of a project against key 

performance indicators. Therefore, it is a good idea to 

make sure that you understand how to judge whether 

the data that are available provide sufficient 

confidence that you are making the right decision. 
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All of these applications have one thing in common: the outcome of the compliance assessment is a 

binary variable. The parameter being assessed either complies with a requirement or it does not. 

This is significant when a planner or assessor comes to consider data sets comprised of such binary 

variables. It means that the relationship between the data, on the one hand, and the confidence with 

which one can draw conclusions from the data, on the other hand, is governed by binomial distribution 

theory. Many of the limit values contained in EU legislation relating to environmental water quality are 

based implicitly upon this fundamental statistical relationship. An understanding of the theory and of 

the distribution characteristics of the variables being assessed is necessary in order that a planner can 

establish performance targets that are consistent with a desired level of confidence based upon the 

monitoring regime that is envisaged. 

In regard to the distribution characteristics of the main traditional indicators of sewage effluent quality 

(suspended solids, biochemical oxygen demand, total ammonia measured as nitrogen) it is worth noting 

that these indicators exhibit a naturally wide range of variation even within a twenty-four-hour period. 

This has one implication that is all too often overlooked: one needs a large amount of consistently 

collected and homoscedastic2 data in order to draw conclusions with any meaningful level of 

confidence. 

We suggest that this module should address all of these issues in order that: 

 implementation planning, management and monitoring may have a sound statistical basis; and 

 people have the understanding necessary to make the most effective use of potentially sparse 

data when designing implementation measures, establishing key performance indicators and 

assessing compliance. 

2.1.4 The law and its implications 

This module would help people to understand how the construction of the Directives relates to the 

policy context in a subset of Member States. This gives people a better appreciation of the assumptions 

that the Directives make in regard to such things as institutional structures, resourcing levels and staff 

deployment. This is necessary in order to develop realistic expectations on how the Directives would 

work in the context of Albanian Law given the country-specific circumstances that apply. 

Such an understanding then provides one of the starting points for the subsequent discussion on how to 

understand the Directives for the purposes of implementation planning and compliance monitoring. 

2.1.5 Water utility finance and accounting 

The aim of this module would be to establish key principles and practices for water utility finance and 

accounting that are relevant to: 

 Determining the financial sustainability of implementation measures that depend upon capital 

investment in infrastructure and cost-recovery for the purposes of operation and maintenance; 

 Financial transparency, cost-centre accounting and how these determine eligibility for 

investment co-financing (in the form of either grants or soft loans) from various institutions for 

the purposes of implementation; and 

 Optimising the structure of Albania’s water services sector in relation to all things of a financial 

nature. 

                                                           

2
 A time series is said to be homoscedastic when it consists of observations that have been made at more or less 

regular time intervals. 
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2.1.6 Concluding seminar – tools and techniques 

The purpose of this half-day seminar would be to draw together all of the subjects introduced so far, for 

all of the participants, in order to explain how the topics link in to the strategic planning aspects of 

implementation (to be introduced in the next part of the Programme). As already noted, good 

teamwork is one of the keys to effective implementation: this seminar may be seen in part as a team-

building exercise in preparation for the more difficult issues to be introduced subsequently. 

2.2 STRATEGIC PLANNING 

2.2.1 A general introduction to policy implementation planning 

This would take the form of a half-day seminar aimed at explaining what policy implementation planning 

is, why it is relevant, the contexts in which it normally applies and some of the factors that make it a 

particular challenge in the context of accession and trade-related negotiations with the European Union. 

This may be seen as a preparatory module for the specific topics described below. 

2.2.2 Effective teamwork 

Teamwork does not happen naturally: teams succeed; teams fail; and this 1½-day course (based upon 

one delivered by the Consultant’s Team Leader for the Ministry of Environment and Spatial Planning in 

Kosovo) helps people to understand why it is important to choose team members with care and allocate 

roles for which people’s personalities are best suited. Designed to be delivered to a group of not more 

than sixteen people at a time, it would cover: 

 What aspects of implementation work best if undertaken by a team working in close 

collaboration? 

 What would be a good example of teamwork? 

 What would be a bad example of teamwork? 

 What is the ideal size of a team and why? 

 How are personality and behaviour relevant to teamwork? 

 How to make multi-agency teamwork effective in the Albanian context. 

The principles apply also when constituting implementation working groups, management committees 

and any such collaborative effort involving inputs from different stakeholders. 

In our experience participants have enjoyed the fairly light-hearted nature of this course and the 

opportunity that it affords to work with people from other institutions in an environment that 

encourages people to exchange ideas freely. 

Ultimately, this module is relevant not only to teamwork for implementation purposes but also to 

institutional personnel development in the more specific sense. 

2.2.3 Essential elements of implementation planning 

This two-day seminar / workshop would address the four key areas in which people most frequently 

encounter difficulties with regard to DSIPs for the Directives under consideration, namely: 

 Defining the baseline for planning. As already mentioned, this needs to cover everything that is 

likely to affect implementation or change in the course of implementation. This would start by 

recalling the subject of the adequacy of data for the purposes of decision-support in the context 
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of implementation and extend this to technical, institutional and financial aspects of the 

baseline.  

 Identifying and characterising all applicable constraints and dependencies. This will link in to the 

module on risk management planning described below. 

 Realistic scheduling. Here we cover the issue of estimating human and other resource 

requirements of implementation measures. This is then compared to the applicable constraints 

in order to work out a realistic timetable for implementation. It will introduce the subject of 

institutional reform, in preparation for more detailed consideration in a subsequent module. 

 Dynamic coordination and the essential principles of project management. The emphasis here 

will be on how to keep track of actual progress against planned progress and the actions needed 

in order to keep a programme of work on course. This will be preceded by a general 

introduction to the Agile system of project management. 

The module will conclude with an overview of strategic environmental and social impact assessment and 

its role in relation to implementation planning. 

2.2.4 Change management 

This important subject will be covered in a 1½-day course, during which the following topics would be 

addressed: 

 What actually is change management and why is it relevant to implementation? 

 What things change during a process of institutional reform and how is this likely to affect the 

functioning of institutions? 

 Case study 1: Designing and planning for the establishment of Romania’s regional environmental 

protection inspectorates. Drawn from experience in 2003-2004, this will cover topics such as the 

analysis of roles and functions, the movement of staff during transition, maintaining continuity 

of operations and adequate communications, operational support systems and institutional 

development planning. 

 Case study 2: Developing an institutional framework for the implementation of Romania’s water 

and waste water master plans in relation to the DWD and the UWWTD. This will be presented 

by the two members of our team who had direct involvement in this process. 

 Possible drivers for change in Albania, the pros and cons, and the change management issues 

arising. 

2.2.5 Managing implementation risk 

“Stuff happens”, as they say; events unfold, people do things, decisions get made: and unless you can 

anticipate and understand how these things relate to and potentially impact upon your implementation 

project, you cannot reasonably hope to keep your programme of work on track when such “stuff” does 

happen. 

This one-day course would address: 

 Using the SMART principle3 as a guide when deciding how to describe assumptions and risks. If 

you can’t say precisely what your assumption is, you can’t possibly know the associated risks 

with sufficient clarity to manage them. 

                                                           

3
 Specific, Measurable, Attainable, Relevant, Time-bound 



 

 

SETEC & SWECO  - 16 - 

 The application of SWOT4 analysis to implementation planning and management, its value in 

identifying risk-critical assumptions, the best institutional set-up for implementation, required 

institutional development areas, risks arising from the way in which Albania’s own institutions 

are structured, and the degree of control that one can (or cannot) exercise in each case. 

 The relationship between assumptions and risks, how to differentiate assumptions and risks on 

the basis of their root causes and possible solutions. 

 Probability, severity, mitigation and residual risk. What do they mean in this context and what 

do you do with them? 

 How to write a risk management plan. 

2.2.6 Financial management planning for implementation 

This half-day seminar would look at how you go about estimating the probable cash flow during 

implementation, the scheduling of budget allocations and disbursements needed to keep the 

programme on track and the timing implications of having to rely on external co-financing for eligible 

measures. 

2.2.7 Concluding seminar – strategic planning 

The purpose of this half-day seminar would be to draw together all of the subjects introduced so far, for 

all of the participants, in order to explain why and how the topics need to be made institutionally 

robust, removing dependencies on key individuals. This will form the bridge to the final part of the 

programme. 

2.3 INSTITUTIONAL EMBEDDING 

2.3.1 An introduction to methods of embedding skills in an institution 

This half-day seminar will look at the pros and cons of the various approaches to trying to make acquired 

capacity sustainable from an institutional point of view. Specifically we will discuss the relative merits of: 

 Individual training as such; 

 Training trainers; 

 Guidelines; and 

 Embedded quality management procedures. 

The aim is to enable people to understand why sustainable institutional capacity is so important in an 

accession context, where programmes of work need to be sustained over many years. 

We will touch also on the issue of depending too much upon a relatively small number of people and the 

risks that this poses in the present context. Finally we will explore the question of how to attract more 

people to work in Albania’s implementing institutions, encompassing also how the issue of gender 

relates to this.  

                                                           

4
 Strengths, Weaknesses, Opportunities, Threats 
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2.3.2 Communication skills 

Co-ordinating implementation programmes is as much about being able to communicate with and 

engage the attention of other people as it is about planning and other techniques. Here we will take a 

light-hearted look at how to make effective presentations and engage your audience. The module will 

be structured as follows: 

 The participants will have been asked in advance to prepare a short presentation on a topic of 

their choice. 

 Four participants will be selected at random and asked to make their presentation. These 

presentations will be video-recorded for the following feedback. 

 Our presenter will then explain all the things the people usually get wrong when they make a 

presentation and why their audience loses interest as a result. 

 The four videos will then be shown and the selected participants invited to critique their own 

performance. 

2.3.3 An introduction to the principles of quality management 

The half-day seminar will illustrate the principles needed to make institutional capacity sustainable by 

reference to the quality management system of an international consulting engineering company. This 

will include the various roles needed to make the system work. In the process we will highlight aspects 

that could beneficially be adopted in Albania’s implementing institutions, along with any adjustments to 

working culture that might facilitate this. 

This module will cover also such concepts as objectively verifiable evidence and the auditing of 

compliance with a quality management procedure. 

2.3.4 How to design and write a quality management procedure 

Here we will look specifically at how our methodology for identifying agglomerations in the context of 

the UWWTD could be converted into a quality management procedure, such that the work could in 

principle be undertaken by anybody in the future. 

We will then use this as the basis for explaining how one might design a procedure for regular 

monitoring and workflow control of an implementation work programme. 

2.3.5 The influence of working culture 

In order for a quality management system such as that described above to work, institutions need to 

understand that the procedures need to be “hard-wired” into the working culture and the 

circumventing core procedures is not an option. The ethic of following procedures needs to become 

ingrained and accepted as part of the recruitment and staff development strategies of institutions. 

This module will take the form of an open seminar at which people will be invited to brainstorm ways in 

which these things could in principle be achieved for their respective institutions. 
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3. CONCLUSION 

The capacity development concept presented here covers all of the skills sets and areas of 

understanding necessary to enable AKUM or any similar institution to cope well with the planning and 

management of implementation programmes for their respective areas of responsibility. Furthermore, 

by including the “institutional embedding” component of the programme, we believe that this capacity 

development can be “future-proofed” to provide genuinely sustainable institutional capacity. 


