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Purpose of This Handbook
This handbook is intended to help development practitioners understand what Pact’s Capacity Development
Marketplace is, how to use it, and what can be achieved through approach. This document will provide Pact
practitioners and managers with the information they need to understand how the Pact Marketplace approach
works, how to judge whether the approach merits further exploration for use in a particular context, and how best
to incorporate it in their country strategy or program. This handbook is not meant as a detailed technical guide
(for this, please see Appendix 6: Links to Other Materials). While this handbook is designed for internal Pact
purposes, it can be shared with donors and partners when they need more information to make funding or
partnership decisions.

Note: Thanks to the Belarus, Kenya, and Ukraine country offices, whose leadership and contributions helped us develop this handbook. A
special thanks to Joy Kolin from Danya International and Martin Oluoch from FANIKISHA for allowing us to interview them for the case
stories, as well as ISAR Ednannia for sharing resources.
Developed by the Productization Project Team: Antonina Prudko, Balazs Jarabik, Benjamin Lawrence, Matt Reeves, Olga Yakimakho,
Rachel DuBois, and Yuliya Salnikava.
Guidance provided by the Productization Oversight Group: Graham Wood, Eddie Byrd, Hannah Poole, Katie Schwarm, and John Whalen.
Please send any questions or comments you have to mreeves@pactworld.org.

This work is licensed under the Creative Commons Attribution – ShareAlike 3.0 Unported License.
To view a copy of this license, visit http://creativecommons.org/licenses/by-sa/3.0/
or send a letter to Creative Commons, 444 Castro Street, Suite 900, Mountain View, California 94041, USA.
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The Pact Capacity Development Marketplace:
Description and Overview
Why establish a local capacity development market?

Despite the recent donor push for country ownership and direct funding to local organizations,
international actors still drive capacity development in the countries of their presence, and for good
reasons. Capacity development led by the home-grown civil society actors is rare due to lack of mature,
sustainable local leader organizations that are able to take on the challenging task of helping others
grow and get stronger. But when local actors lead capacity strengthening, they are better able to ensure
that the organizations they support develop according to the standards contextually appropriate for the
country. Local actors help funnel donor money to where it can make the most impact, and help to
increase cost-effectiveness of capacity development.
Even in situations where local organizations set their development agenda, the international actors are
who traditionally initiate most capacity development activities. The Capacity Development Marketplace
(CD Marketplace) aims at changing these dynamics and relationships by making capacity development
demand-driven by the local organizations. The CD Marketplace truly invests power into the hands of
both the local users (civil society organizations, or CSOs; governmental institutions; businesses) and
capacity development service providers (trainers, facilitators, consultants; see Figures 1 and 2). This
approach also enables international donors to provide funding based on the proven needs and demand
and thus keep their commitment to country ownership.
Research1 shows that local capacity developers have high potential but their community is undeveloped
and, consequently, underutilized. Market relationships increase the number, scope, and quality of the
locally provided services by offering multiple opportunities and incentives for the local trainers,
facilitators, and consultants.

Figure 1: Capacity development led by donors

1

Figure 2: Capacity development led by local organizations

“Building Dynamic Local Service Provider Communities: A Value Chain Approach.” Pact. November 2006.
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The same market relationships change the behavior of organizations: After they become the customer,
they get on the path to their own intentional and strategic organizational development. This is the
ultimate purpose of the CD Marketplace.

The Pact Capacity Development Marketplace: What is it?
The Capacity Development Marketplace is a mechanism – online, offline, or both – where the local
demand for capacity development finds local supply to fulfill organizational strengthening needs. In
other words, a CSO that plans to conduct its own strategic planning uses the CD Marketplace to recruit
a qualified facilitator in-country if such a person is available. International organizations and Western
experts can provide knowledge and skills that are not available in the country. The CSO also gets access
to funds to pay this consultant, either from a donor-funded “bank” or its own overhead or earned
income. The donors play an important regulatory role and ensure that the organizations spend their
funds in an accountable manner according to the declared purpose.
With the CD Marketplace approach, Pact helps its partners in a country establish appropriate
mechanisms to facilitate exchange of services, ensure market transparency and accountability, and
coordinate the flow of donor funds to support local transactions. In order to transform capacity building
from donor-led to CSO-led, and thus change the culture of organizational development, ownership by
the key local players is crucial. This ownership and commitment to the idea of the market-driven
relationships shapes the long-term vision of local capacity development and warrants sustainability.
Therefore, while Pact carries the know-how and facilitates the CD Marketplace establishment with the
local players, the latter take responsibility for its sustainability.
The initiative may also serve as a starting point for the conversation about national CSO standards and
other issues that require local leadership and a proper discussion platform.

Where does it come from?

The Pact CD Marketplace methodology originated from Pact’s Capacity-Building Services Group’s
action research conducted in 2006 in cooperation with the U.S. Agency for International Development
(USAID) and the Dutch nonprofit
organization SNV (originally Stichting
Nederlandse Vrijwilligers, or Foundation of
Netherlands Volunteers) in Zambia and
Ecuador. In 2008–2009 Pact introduced
the CD Marketplace in its Belarus and
Ukraine civil society support programs.
Ukrainian National Initiative to Enhance
Reforms
(UNITER)
was
the first project to implement the CD
Marketplace with both offline and online
components, lessons from which are used in
this
handbook.
The
Kenya-based
FANIKISHA project became the most recent
5

CD Marketplace implementer, marking the return of the approach back to Africa. Currently, the CD
Marketplaces that operate in Belarus, Kenya, Ukraine, and Mozambique are in the research or start-up
phase.

Whom does it engage?

The
market
approaches
to
capacity
development ensure that any qualified actor
present in the country is able to sell and
purchase services. Particularly, the following
stakeholders have expressed an interest in the
CD Marketplace with the following purposes:
§

Local users: CSOs – to be given an
opportunity to be the stewards of their
own organizational futures and be
equipped with the necessary tools to
identify and secure high-quality
services that meet their needs. These
organizations can also offer their
services to others. Local governments – to
play a much greater role in the creation of an enabling local policy environment for local
capacity development services. Local businesses may also wish to purchase services via the CD
Marketplace, for instance to develop policies on working with vulnerable populations.

§

Local capacity development service
providers: to push forward the needs
and agendas of local organizations,
remaining nimble in the face of their
changing demands. They play a key
role in understanding local demand
and
supplying
high-quality
organizational development services
that meet the demand. Furthermore,
local service providers take advantage of
opportunities to become stronger, both as individual organizations and as a key champion for
development.

§

Donors and international organizations: to shift their focus from direct interventions in local
policy and service provision toward indirect – supportive – interventions that strengthen and
maximize the impact of local capacity development service providers.

What makes it unique?

The idea of a Capacity Development Marketplace is unique in itself. We do not know of any other
organization that possesses both know-how and capacity to establish the Local Capacity Development
Marketplace. SNV, Pact’s research co-funder, has applied the methodology to agricultural markets in
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various countries. Pact has continued to develop the CD Marketplace approach and to date has collected
experiences and lessons learned from Belarus, Bolivia, Ecuador, Kenya, Ukraine, and Zambia.
Very few approaches to organizational
capacity development put CSOs in the driver’s
seat of their own capacity development. In the
CD Marketplace, CSOs have this opportunity;
and as a result, they become more empowered
to own their development path.
The CD Marketplace fundamentally changes
the nature of capacity development provision
by opening the market to diverse providers and
thus overcoming pressures from monopolies. It has also proven to drive down the cost of services. For
example, in Ukraine the cost of a training day per participant decreased from $100 to $35 when using
local trainers.
Moreover, the capacity development market
provides a platform for intensified interaction
between businesses, government institutions,
and CSOs from different sectors (health,
human rights, environment, governance, etc.)
around
the
issues
of
organizational
development and standards. The unique
collaboration
opportunities
contribute
to
building multisectoral and nonhierarchical relationships, which in turn generate solutions for systemic
issues of the society.

Key Principles of the Marketplace
A well-functioning and sustainable CD Marketplace is generally –
§
§

§
§

Demand-driven, generating the supply and improving the quality of provided services
Accessible for any stakeholder to participate in (for organizations to sell and buy services; for
people to convene and engage in dialogue about capacity development needs, standards, and
solutions; and for donors to invest)
Active and self-sustained by ongoing exchange of services grounded in fair competition and
public feedback to both providers and customers
Adaptable to work with a variety of actors and their programmatic and financial systems and
requirements

Based on these principles and Pact’s experience, we found that the CD Marketplace works best when –
§
§

Participants are convinced early on of the importance of market approaches in sustainability
planning
Local stakeholders are in the driver’s seat for planning, implementation, and monitoring and
evaluation of the initiative
7

§
§
§
§

No one group is seen to be single-handedly controlling the process
All interested stakeholders, even those potentially at odds, are included in the process
Information is shared openly and transparently throughout the process of establishment and CD
Marketplace operation
Conflicts of interest are revealed and excluded at every stage
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How does it work?
The mechanism for establishing a CD
Marketplace heavily depends on the country’s
context. To succeed in the establishment of a
market that changes the system of CD service
provision from international to local, the civil
society needs to be above a nascent stage of
development. The CD Marketplace approach
assumes that competition is a driver for
development and that local actors and donors
are ready for the transition to the market
relationships (see box on the right). It means
that we should initiate this project at a full scale
only in places where we believe these
assumptions to be true. However, it is possible
to pilot the CD Marketplace on a small scale with
a limited budget and time frame to test the
assumptions and make the appropriate long-term decisions later.
A CD Marketplace may contain the following components:
1. Face-to-face events – CD Marketplace fairs and expos that bring together
vetted providers of capacity development services (consulting companies,
trainers, facilitators, etc.) and potential customers (service organizations,
CSOs, etc.). At these events the providers showcase and promote their
services and potential customers establish contacts and choose the services
and providers they are interested in. The clients may purchase services
during or after these events.
2. An independent voucher system/bank that is supported by donors and
accessible for CSOs that demand organizational development services but
have no funds to purchase from their own budgets or existing grants. Donors
may choose to fund any organization that demonstrates a need for services or
a pool of organizations or a certain sector they are interested in based on
their own priorities.
3. An online portal similar to http://www.eBay.com where providers
establish accounts and sell their services, while customers are able to shop
around and purchase their desired services. A rating/feedback system
integrated within the online platform allows organizations to purchase from
those providers who offer high-quality and competitive services.
4. Side events, task forces, communities of practice, and other types of learning
and action opportunities for the civil society members and other
stakeholders to work together on promoting local solutions.
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Typically, in the beginning of the CD Marketplace establishment, Pact acts as the facilitator and
administrator. When the local stakeholders get used to the idea of a capacity development market, Pact
may start developing a sustainability plan by considering which local actors will be best positioned to
become the CD Marketplace administrator. In Ukraine, Pact announced a competition to find the most
appropriate organization via a request for applications. In Belarus, the local capacity development
community took the CD Marketplace design and implementation into their hands from the very
beginning and kept Pact as an external consultant. In Kenya, the FANIKISHA project team established
the CD Marketplace with a plan to transfer the administration to a government institution in the future.

Make the Capacity Development Marketplace Work for You

Like most of Pact’s approaches, the CD Marketplace is a flexible instrument that adapts to a variety of
contexts. Pact country offices have implemented it as a one-time event with short-term goals, as well as
a long-term initiative with a sustainable vision and lasting results. Figure 3 describes the hierarchy of
outcomes one can select from when designing the project with a CD Marketplace component. Some
sample questions, among others, that the project designers should be asking are, How long is our
project? What are our resources? Can we find partners who can take this forward? Are the CD
Marketplace viability assumptions true in our case? How does the capacity development market look
now?
It is possible to pilot the CD Marketplace in a country by simply holding a few face-to-face events
(Introduction to Marketplace). Such initiatives will
- Increase linkages between providers and users
- Launch public discussions on capacity
development
- Increase the capacity of providers to market
their services to the nongovernmental
organization (NGO) community
- Contract for capacity development services
according to organizational needs (deals)

With more time and resources, a project can
take the initiative through the Transition
where
- The participating capacity development
community becomes broader.
Figure 3: Four levels of CD Marketplace outcomes
- Participants act on capacity development
needs.
- Marketplace sustainability decision is made.
- Linkages between providers and users in the CD Marketplace begin to be sustainable.

In the next level of outcomes, the CD Marketplace focuses on its Governance and Quality of services
provided through it. The facilitators are concerned with
- Creating and initiating a sustainability plan
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- Establishing a mechanism for local ownership and management/administration of the CD Marketplace
- Defining and implementing a quality control mechanism for services
- Developing and implementing a system for ensuring transparency

A CD Marketplace designed with the Sustainability and Independence outcomes is a multiyear
initiative that will change the system of service provision as well as the behaviors of its stakeholders. As
a result of such an initiative,
- NGOs will know what they need in terms of capacity development and will be able to meet their needs
through the CD Marketplace.
- NGOs will invest more of their own money in capacity development.
- A fully sustainable (full cost recovery for mechanisms that are created) and fully local ownership of the CD
Marketplace will be developed.

Each of these four levels of outcomes will require different achievement strategies, resources, and time
frames. It is important to note that many activities to achieve multiple CD Marketplace outcomes are
concurrent rather than sequential and therefore are not to be confused with phases described in the
next section.

Step-by-Step Process

The process of the CD Marketplace establishment can be roughly divided into four phases:
preparation, design, implementation, and sustainability assurance. Each of these phases
suggests a series of steps, listed in a logical but not prescriptive order. The selection of activities and
stakeholders depends on the maturity of the sector, the amount of power invested into local hands from
the onset of the process, and the combination of offline and online mechanisms. In each country the
sequence and makeup of activities is very different, as well as the amount of time it takes to complete
each task. Figure 6 shows the approximate timeline for establishing a full-scale CD Marketplace where
online and offline mechanisms are present.

Phase I: Preparation (mobilization and
scoping of resources and possibilities)
§
§

§

Conduct and internalize the CD Marketplace
viability assessment (see Marketplace
viability assumptions box, above).
Prepare an analysis of the existing capacity
development
providers
and
their
engagement with the civil society, and donor
trends and potential interest in co-funding
of the mechanism.
Determine the potential scope of CD
Marketplace implementation depending on
the need, desired outcomes (see the section
above), project scope, and budget:
- One-time offline event
- Repeating offline events
- Repeating offline events plus an online CD Marketplace
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§

- Open to a predetermined list of participants or open to the whole civil society
- Any other decision that will influence the costs of and staffing for the initiative
Make a decision about the level of the local partner engagement in the CD Marketplace development: who
will “own” and run the mechanism?

Phase II: Marketplace design
§
§

§

§

Convene a CD Marketplace start-up group engaging key sectoral players and donors.
Develop a CD Marketplace strategy in a participatory way to ensure that everyone involved has the same
vision (see Kenya Marketplace strategy sample). Ensure that the strategy includes an assessment
mechanism (see Ukraine Marketplace logframe and
sample indicators).
Develop an appropriate financial support system, for
example by including capacity development funds into
grants or through vouchers. A voucher (see Figure 4) is a
guarantee of payment for provision of services to the
clients. It is important that the voucher award system is
different from a typical grant instrument. A voucher is a
funding tool that is easy and quick for organizations to
access but still provides safeguards against fraud. If Figure 4: Ukrainian voucher – a promise to
funds are included into grants, ensure that the decision pay a maximum of $3,000 for capacity
development needs, issued based on a CSO’s
on service and provider selection rests with the grantee. Institutional Strengthening Plan
More detailed information on vouchers is available here.
Build into the CD Marketplace system a transparency mechanism that will make the customer feedback
for services public and create a basis for selection of this provider by future customers (very important for
a long-term, sustainable CD Marketplace!).

Phase III: Implementation
§
§

§

§

Promote the CD Marketplace concept to the wider civil society, donors, government.
People know that they need to go to a store to buy bread or grain, but the idea of purchasing
organizational development services in the same way is alien to most organizations. Therefore, starting
implementation from a face-to-face CD Marketplace event/expo/fair is a good way of demonstrating to
your partners how the system works. With time, the CD Marketplace events have the potential to grow
into a national forum on capacity development (see
information on the Ukrainian Capacity Development
Forum.)
Design a CD Marketplace website. The existing websites
are for Belarus (http://orgconsulting.by/, in Russian),
Kenya (http://www.csokenya.or.ke/site/, in English), and
Ukraine (http://www.ngomarket.org.ua/, in Ukrainian).
The website will contain at a minimum consultant and
organizational profiles, announcements of tenders and
service offers, website statistics and consultant ratings,
useful links, and other elements.
Engage the capacity development providers to start selling
their services in the CD Marketplace. The Ukrainian CD The Kenya Marketplace website
Marketplace is open to all organizations and individuals.
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If the decision is made to announce provider selection to ensure the initial quality and provider
legitimacy, the Kenya Marketplace establishment process may be applicable.

Quality
Quality of providers and their services is an important issue for all countries that establish longterm, sustainable CD Marketplaces. In a business market, sellers increase quality because they
want customers to continue buying services from them and recommend their services to other
potential customers. Likewise, in a CD Marketplace the natural market forces should lead to
increasing the quality of services. However, in reality CD providers have guaranteed customers –
often identified by donors – and are not easily affected by the market forces. Therefore, quality
can be ensured in two ways:
1. Use a transparent, public, rating and feedback system similar to that on eBay or Amazon.
2. Some countries may decide to design and implement a system of accreditation, certification, or
endorsement of consultants, trainers, and facilitators. In Ukraine, service providers fill out a
questionnaire so that the CD Marketplace administrator can check their credentials.
§

Promote and popularize the website usage by having value-added functions such as useful resources,
blogs, announcements, and so forth. Other mechanisms that contribute to improving the culture of locally
led capacity development and conversation include communities of practice, webinars, meetings,
discussions, task forces, and informational sessions.

Phase IV: Sustainability assurance
§

§

Marketplace governance requires
substantial planning and negotiation
with various stakeholders. This issue
has no one universal solution. Pact has
various experiences outlined in
Marketplace
governance-related
documents from Kenya and Ukraine.
The Ukraine/UNITER project staff
took more than a year to select and
prepare a local organization to
manage the CD Marketplace and to
help them establish a governance
structure (see the Ukraine case story,
below).
Work with other donors to attract
funding to the CD Marketplace, not
necessarily via Pact but via the local
administrator, to support more
organizations. Figure 5 shows the pool
of voucher funding available to
Ukrainian CSOs, and this picture
excludes funding for CD Marketplace
administration.
Figure 5: Ukrainian Voucher Fund for 2012–2015
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Timeline and Major Milestones

Figure 6: Capacity Development Marketplace timeline

Resources Required

The CD Marketplace is a resource-intense and time-consuming methodology – unless it is envisioned
only in the form of the Introduction to Marketplace. After a decision to establish a sustainable
Marketplace is made, the implementer must be ready for substantial investments of money, technical
effort, facilitation, and outreach. For sample proposal language, see Appendix 2.

Staffing
Ideally, three staff members (chief of party or a senior manager and two program officers) will be
engaged with the CD Marketplace establishment on Pact’s side. The senior manager’s role in the process
would involve outreach to donors and partners at a higher level, and mentoring the local CD
Marketplace group. The program officers’ time will be spent meeting with the local capacity developers
and CSOs, coordinating website development, organizing events, and other related tasks.
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Depending on the scope of the CD Marketplace, the local administrator will have to dedicate more
substantial resources to this initiative. For instance, the Ukraine Marketplace local administrator has
nine staff members who are engaged. Please see ISAR’s Marketplace organizational chart.
If you or someone you know would like to discuss the opportunity to implement the CD Marketplace,
please contact Pact’s Capacity Development Team: Matt Reeves (mreeves@pactworld.org), Olga
Yakimakho (oyakimakho@pactworld.org), or Rachel DuBois (rdubois@pactworld.org).

Budget
Because of its systemic change nature, the CD Marketplace mechanism is most effective when it
involves key stakeholders from the beginning of the design process and is publicized widely at the
implementation phase. Significant resources need to be invested to ensure their buy-in and coordinate
their various interests and activities. The major expenses involved are for the staff time, local capacity
mapping and research, venue and transportation costs for participants of offline fairs, and website
development. Funding for the CD Marketplace vouchers is another budget component, the size of which
will vary from project to project. A sample budget is included in Appendix 3.
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Lessons Learned from Experience
Results and Efficacy Data
§
§

§

§

In Belarus, the local capacity developers took the CD Marketplace implementation completely
into their hands from the very beginning. Even though the initiative got a delayed start, it
mobilized the capacity development community in an unprecedented, collaborative effort.
In Ukraine, the CD Marketplace successfully transferred administration to a local organization,
ISAR Ednannia. The initiative attracted
more than $1 million from Sida,
Internews Network, and Charles Stuart
Mott Foundation, which granted to
ISAR to manage the CD Marketplace
and administer vouchers.
In Ukraine, a recent impact evaluation
of the voucher system determined that
local organizations are starting to
“internalize” capacity development.
They increasingly start using the CD
Marketplace to conduct organizational
assessments to determine their needs,
which shows important behavior
change. The diversity of services
acquired through the CD Marketplace
shows that CSOs thoughtfully select
those that are needed and not just the
popular ones, as had happened in the
past. The evaluation also demonstrated
that after receiving capacity development
services, 96 percent of organizations actually introduce recommended changes.
In Belarus and Ukraine, the CD Marketplace increased the number and selection of services
available locally.

Case Story 1: Marketplace in Kenya

In Kenya, the institutional-strengthening CD Marketplace is both a face-to-face and an online portal to
exchange information and best practices on institutional strengthening and match CSOs and their
demands to local institutional-strengthening providers. For the time being, the CD Marketplace focuses
solely on health organizations that participate in the project.
FANIKISHA’s original design aimed at creating two separate resources: the CD Marketplace and a CSO
database. But then the project team realized that a different approach would work better: A
comprehensive portal that included a CSO database, an online CD Marketplace, a resource center,
forums, events, and news – all focusing on institutional strengthening for CSOs – would attract more
users.
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Thus, the Kenya Civil Society Portal for Health launched in September 2012. At the time of the launch
the portal had vetted only 17 consultants. Currently, the CD Marketplace has a total of 75 approved
consultants and creates a virtual space for Kenyan institutional-strengthening experts to provide
services in institutional strengthening to any CSO that is registered on the portal.
To ensure quality in the management of consultants and their deliverables, the FANIKISHA
Marketplace team developed a set of standard operating procedures. Project staff also had to strengthen
the capacity of CSOs to identify and procure technical assistance services from the CD Marketplace
through training in consulting for results and contract negotiation. This skill set has continued to
empower CSOs to identify and address their own institutional-strengthening needs after the
FANIKISHA project ends.
In the beginning of the project, FANIKISHA put out a call for consultants in two major local
newspapers in Kenya to recruit experts with skills in CSO strengthening and governance. More than
200 potential institutional-strengthening vendors responded to FANIKISHA’s advertisement. Based on
criteria developed by the project, the team selected two to four experts for each of the 10 institutionalstrengthening categories: communication, information, and records management; institutionalstrengthening capacity; grants and subgrants management; human resources and change management;
financial management and planning; monitoring and evaluation, reporting, and knowledge
management; advocacy, networking and alliance building; board strengthening; organizational
planning and resource mobilization, and project management. The prequalified vendors worked with
CSOs to provide the required expertise based on the CSOs’ institutional-strengthening needs.
To ensure fair selection opportunities for all interested vendors and CSOs, FANIKISHA continues to
recruit more vendors for all of the institutional-strengthening categories using a standardized set of
criteria, tools, and processes. In situations where a CSO justifiably wishes to work with a specific vendor
that is not yet listed in the CD Marketplace, FANIKISHA advises the CSO to encourage the vendor to
apply for inclusion. Such vendors undergo the same vetting process as all other vendors do.
In 2013, FANIKISHA hosted its first face-to-face institutional-strengthening CD Marketplace forum in
Nairobi, bringing together more than 200 Kenyans as clients and providers of institutionalstrengthening services. This will become an annual event in Nairobi and also potentially in other
regions in Kenya to provide an opportunity for regional CSOs to interact with vendors within their
locality, thereby achieving geographical balance.
Because the CSOs are the primary beneficiaries and consumers of the CD Marketplace, FANIKISHA has
ensured good representation and participation of the CSOs in the recruitment process, for example, in
reviewing technical proposals from applicants for suitability and qualifications. These and other CD
Marketplace activities continue to be guided by the FANIKISHA institutional-strengthening strategy.
The CD Marketplace idea is not always easy to understand, and more so to implement, presenting the
FANIKISHA team with challenges. Due to the highly customized and innovative nature of the CD
Marketplace, the project team had to develop the idea and all the tools and processes. This caused some
disagreements among the staff on the “right” way to set up the CD Marketplace. Additionally, not
everyone had the same understanding of the Marketplace terminology and concepts, and it took time to
synchronize all views and opinions. CSOs and consultants also did not understand the CD Marketplace
concept, and this hindered people from engaging in it early on.
17

The Kenya Marketplace has generated an interest with other donors including Plan International and
the Aga Khan Foundation. Therefore, the FANIKISHA team is working on finding ways to make it
sustainable with additional funding when the grant from USAID ends in 2016. The Kenya Marketplace
has also become a forum to engage with the private sector and tap into the opportunities that
businesses provide to the civil society.

Case Story 2: Marketplace in Ukraine
Pact/UNITER started exploring the CD Marketplace idea in 2009 in close consultation with local
partners and capacity development service providers. The original concept foresaw a CD Marketplace
that is owned and implemented by a local organization from the onset as an integral part of its mission
and activities. However, some local partners resisted the philosophy of an inclusive CD Marketplace for
fear of failure. This caused delays in implementation and prompted Pact to lead the initial launch in
2010. The next year saw a greater acceptance of the CD Marketplace ideas by important players of the
NGO capacity development market.
From the very beginning, and despite some resistance, Pact ensured that stakeholders remained
engaged in the dialogue and implementation of the CD Marketplace through public discussions, round
tables, CD Marketplace fairs, and regional presentations. Only after a few years of the CD Marketplace
implementation did people start showing commitment to sell and purchase services through the
system. According to the 2011–2012 evaluation, UNITER’s Marketplace catalyzed the launch of a
domestic discourse about capacity building for NGOs. The assessment showed that the CD Marketplace
had triggered an important behavior shift: Organizations now engage in internal thinking regarding
their organizational development needs. Both providers and customers find the mechanism innovative
and flexible, responding better to their true needs than regular trainings offered by donors or capacity
developers with donor support.
Today, the CD Marketplace design includes annual forums; an online portal NGO Marketplace; and a
voucher system supported by Pact, Internews, Charles Stuart Mott Foundation, and Swedish
International Development Agency (SIDA). These donors and implementers are interested in
supporting the CD Marketplace because they believe in its philosophy. The annual forums supported by
Pact, Charles Stuart Mott Foundation, the United Nations Development Program (UNDP), and SIDA
are large civil society conferences that reach a large potential clientele. They also focus on innovative
capacity development products that aim to introduce specific technical knowledge that is unavailable
from the supply side of the market. The online platform is in the heart of the sustainable CD
Marketplace, and the staff works closely with the web designers to continuously improve the resource
based on user feedback. It has become a virtual social networking platform for users to communicate,
interact, and negotiate with each other. The voucher system enables CSOs to identify needs and finance
their organizational strengthening.
After the three parts of the CD Marketplace fell into place, Pact and its partners began thinking about
the critical questions of future liquidity, governance, and indigenization of the model to ensure that it
will become independent in the future. Pact announced a call for a Ukrainian organization or
consortium of organizations to take local ownership of the whole product. The foreseen administrator
was to be able to provide a vision for its long-term sustainability and success. When the selection board
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reviewed the proposals, it concluded that none of the received applications had fully and exhaustively
met the main requirements of the call.
Lacking the vision and strong commitment to the idea of the CD Marketplace from the local
organizations, Pact decided to take a different course to ensure local ownership. The project
implementers chose to gradually outsource the CD Marketplace, one component after another. At the
same time, Pact continued to spearhead those critical components that defined the future viability of
the CD Marketplace. Through incremental steps Pact was building vision, ownership, and capacity to
administer the CD Marketplace by the local organizations.
First, Pact selected ISAR Ednannia as the administrator of the voucher system in 2012. ISAR ensured a
smooth implementation of the voucher system and secured support from the Mott Foundation and
SIDA. ISAR proved to be a reliable partner and eventually became the main manager of the whole CD
Marketplace project. The main challenge ISAR had to tackle during the first year was a complete
overhaul of their grant management system, to make the voucher system fast yet accountable.
One of the key priorities for the future work with implementing partners was establishment of a
transparent governance system for the CD Marketplace. A year later, Pact and ISAR developed a
Marketplace governance structure that would ensure transparency of the effort and represent multiple
stakeholders. ISAR Ednannia owns the CD
Marketplace, which is governed by the steering
committee and the advisory board. The
steering committee includes current CD
Marketplace donors Sida, Charles Stuart Mott
Foundation,
and
Pact
(UNITER
and
RESPOND); and potential donors EU, UNDP,
and International Renaissance Foundation.
The steering committee is responsible for the
strategy, transparency, quality, and financial
sustainability. The advisory board consists of
capacity development practitioners and users
and
provides
recommendations
on
development of new services, directions of CD
Marketplace development, and trends and
approaches in organizational development.
For the time being, Pact continues to provide
overall support and funding to ISAR, oversees
the Marketplace promotion, and ensures
further cooperation with donors. Pact also
brings innovative products such as data
visualization, video advocacy, organizational
network analysis, and so on. Finally, Pact brings
in sectors that were previously not involved to use the
CD Marketplace: The RESPOND project working on the issues of most-at-risk populations encourages
health organizations to use the CD Marketplace for organizational development purposes.	
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Success Factors
1. Stakeholder buy-in: If the initiative reaches out extensively from the very beginning, builds on
the existing networks, and makes the idea (not necessarily the process) well understood, it will
have more chances to succeed. Involvement of multiple stakeholders in the project
development, including potential other donors, will ensure its programmatic and financial
sustainability.
2. Make all processes transparent, clear, and open: While establishing the CD Marketplace
governance system, developing criteria for vouchers approval, and so forth, the implementer
should be sensitive to any contribution and feedback as well as flexible to the local context.
3. Assist CSOs in identifying needs: Many organizations do not have the skills to properly identify
their capacity development needs. Dependent on donor-directed capacity building, many feel
lost when provided with an opportunity to define their needs and organizational development
priorities. Therefore, the CD Marketplace organizers should keep this in mind and provide
adequate support and assistance to organizations.
4. Put CSOs in charge: Give CSOs the freedom of choice and full responsibility for the services they
are getting from providers of their choice and for the results they are aiming to get. This
responsibility generates a strong ownership of the capacity development process.
5. Use the CD Marketplace as a platform to promote dialogue: Using the Marketplace as a tool to
popularize the ideas of capacity development will have more impact on the whole sector. This
will provide additional incentives to increase the quality of services provided through the
Marketplace.
6. Take time: At least several years are needed to set up a locally owned and sustainable
Marketplace. The Marketplace establishment process is capacity development in itself, which
has to do with behavior and culture change, and this change is takes a long time to happen.
7. Find confident local partners: The local partners, especially the Marketplace administrator and
advisory board members, have to believe in and share approaches and principles of the
Marketplace. Otherwise, they will mechanically implement the tasks per Pact’s suggestions and
not invest their “heart and soul” into the future of the initiative, thus wasting valuable resources
and time.

Mistakes to Avoid
1. Marketplace at a wrong place or wrong time: Attempting to establish the CD Marketplace in a
postconflict or otherwise weak third sector could lead to project failure and rejection of the
methodology by the stakeholders. Even in a stable and well-developed sector, it takes a lot of
effort and persuasion to convert nonbelievers into strong supporters of the market relationships
in local capacity development.
2. Selection of inappropriate mechanisms: In countries with poor Internet connections, it is not
advisable to create a sophisticated online platform that visitors can use when they have a
connection. Likewise, organizing a forum in only the capital of a country where travel is difficult
will negatively affect the stakeholders’ interest. Instead, organize regional events in places with
an average population of the target beneficiaries.
3. Conflict of interest in local Marketplace administration: Any governance body created for the
CD Marketplace has to ensure transparency of the mechanism and funding going into it. After
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4.

5.

6.

7.

the issuance of the first vouchers in Belarus, Pact noted that the CD Marketplace advisory board
responsible for the approval of vouchers consists of mostly local trainers and consultants. After
negotiations, Pact and the board agreed to transfer the function of voucher review and approval
to a selection committee, which consists of independent experts.
Tolerance of fraud: Giving freedom of choice to CSOs does not equal relieving them from
accountability. Without verification procedures, eventually CSOs and providers will use service
provision for mutual gains without actually providing the service. Therefore, the local
governance mechanisms and transparency assurance are so important.
Failing to take into consideration the local legislation: The CD Marketplace team should
scrutinize the national legislation to ensure that the voucher transactions are legal. Any illegal
arrangement will inevitably lead to risks for providers and organizations and the overall failure
of the Marketplace idea in the country.
Overly complex voucher system: Small, inexperienced organizations that could benefit most
from local capacity development services get intimidated by long and complicated applications.
The application for vouchers and their further usage has to be simple and straightforward.
Web design/technology contractor: It is tempting to try save money on website development.
However, selecting a company that does not understand the CSO context and basic capacity
development will eventually lead to problems. It is important that the company is able to
translate the CD Marketplace vision and implementation requirements into a user-friendly yet
technically sophisticated online platform.	
  	
  

Adaptation and Impact Area Applications
In Kenya, the Marketplace started to serve only health CSOs, with a view to open it up to other sectors
in the long run. In Belarus and Ukraine, Pact CD Marketplaces operate across sectors as a tool for peer
learning in general capacity development issues. Similarly to any other business, a CD Marketplace can
serve a community (sector), a region, a country, or international areas.

Contextual Considerations

The choice of CD Marketplace implementation tools (online vs. offline, locally managed vs. Pact
managed) depends on a variety of factors:
1. The number of current and potential service providers: Before making a decision to start the
Marketplace implementation, it’s important to map the service providers in the country. These
may include CSOs, NGOs, associations, individuals, governmental entities, and social
enterprises. The Marketplace start-up group also needs to decide whether business service
providers will be able to join the Marketplace (if there is enough capacity within the third sector
to compete with business).
2. The third sector’s capacity to sustain the Marketplace beyond the funded period: Leaders should
be able to manage and take this forward and maintain the Marketplace in accordance with its
principles.
3. The logistical considerations: These include geographic distances and costs of organizing face-to
face events, Internet access, capacity to host a large event depending on the number of
organizations that the Marketplace would serve.
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Appendixes and Resources
These appendixes are intended to provide additional information that the Pact manager or marketer may find
useful in trying to understand more about the Pact Capacity Development Marketplace.
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Appendix 1: Glossary
Civil Society Organization (CSO): An organization that operates in multiple communities or at the
national level. It can be an NGO, a nonprofit organization, a trade union, and association, etc.
Demand: Organizations that require organizational development services to help them grow,
strengthen, and become sustainable.
Institutional Strengthening Plan (ISP): A plan consisting of organizational development
milestones and description of actions that will need to happen to achieve the milestones along with the
people responsible for them.
Local Capacity Developer: An individual or an institution that provides capacity development
services to organizations and institutions; the services may include but are not limited to consulting,
training, mentoring and coaching, assessments, audit preparation, etc.
Marketplace: An online or face-to-face place where service providers meet their potential customers
and promote and sell their services.
Supply: An individual or organization that provides organizational development services to civil
society organizations.
Voucher: A guarantee to pay up to a predetermined amount for provision of organizational
development services to a customer (NGO, CSO, association, etc.).
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Appendix 2: Sample Proposal Language
The excerpts were selected and adapted from proposals to demonstrate how the Capacity Development
Marketplace can be presented in a range of proposals.

Proposal 1 – Generic	
  
To further ensure that the full spectrum of capacity development support needs are met with the
highest quality and most responsive support available, we will develop an online and offline
“Marketplace” mechanism whereby CSOs can interact with and source customized technical- and
organizational-strengthening services directly from local expert providers. Pact’s Marketplace approach
will leverage local capacity development resources, engage providers who understand the country’s
context, and eliminate the need for expensive international consultants. The Marketplace is the “eBay”
of short-term technical assistance for capacity development, with providers able to market their services
and implementers able to shop for and negotiate services, effectively comparing available services and
promoting excellence in services and prices. The Marketplace eliminates the need for a “middle-man”
organization to identify providers and procure services – speeding up the procurement process and
reducing overhead costs. The Marketplace has been shown not only to be cost-effective but also to be an
effective mechanism for capacity development strengthening. A comparative assessment of NGOs using
a Pact-developed Marketplace in Ukraine versus NGOs not using it showed that users had higher scores
on the Organizational Performance Index (OPI) than nonusers. External evaluators of Pact’s Ukraine
program indicated that the Marketplace had the potential to transform the face of civil society in
Ukraine.

Proposal 2 – Online and offline without vouchers
Activity: Create an Institutional-Strengthening (IS) Marketplace. Building on an innovative
process piloted in Bolivia, Ecuador, and Zambia and scaled up successfully by Pact in Belarus, Kenya,
and Ukraine, the project will link the country’s loosely organized group of capacity development
providers by strengthening their direct connections with each other and the organizations in need of
their services through a dynamic Institutional Strengthening Marketplace. By creating a sustainable
network of relationships, service providers are able to render expertise on a fee-for-service basis.
Pricing services directly toward peer organizations introduces market incentives for intermediary
organizations to lower cost through competition, while improving their service offerings. Likewise, by
purchasing their own services using grant funding, those receiving services build capacity in managing
consultants, feel greater ownership over the process, and take greater responsibility for the results. The
role of the project in the IS Marketplace is that of an “honest broker”: facilitating access to information
and creating a safe space for interactions between quality suppliers and knowledgeable purchasers of
capacity services. The IS Marketplace is detailed further:
The Institutional-Strengthening Marketplace will serve as a forum to exchange information and
best practices related to institutional strengthening, and match national CSOs to local organizations
capable of responding to their capacity-building needs. At the end of Program Year 1 (PY 1), we will
invite local providers to a one-day face-to-face Marketplace where they will have the opportunity to
meet the CSOs and learn about their capacity-building needs. Following the event, we will transfer the
information to an online format that will be managed and updated by the project IS Marketplace and
Communication Advisor. In PY 2, the IS Marketplace will be featured on the project website, and the IS
Advisors will monitor vendor performance and facilitate relations between the vendors and CSO
partners. Starting in PY 3, we will transition the ownership of the Marketplace to the local organization,
while supporting them to incorporate the data into their website.
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By providing a method to index Marketplace services and link services to needs identified through
assessments, IS providers will have to present their services in direct relation to specific CSO needs and
specific institutional-strengthening standards. This will ensure that services are relevant and will help
local CSOs to self-identify service offerings that meet their organizational needs. Furthermore, the
standards will be used as a benchmark for evaluating service quality: Where a service consistently fails
to assist organizations to achieve their goals, providers will be asked to modify their assistance or risk
being suspended from the Marketplace. We will also include a feature for customer feedback. This will
give CSO partners the opportunity to say whether they liked the vendor, provide feedback directly to the
service provider, and give new CSOs a way to make educated decisions about service providers featured
in the IS Marketplace.
	
  

Proposal 3 – Offline with vouchers
Track 2: Operational Capacity Development Support through a Local Capacity
Development Marketplace: Country organizations have received significant capacity development
support through multiple USAID and other donor mechanisms. At the same time, a nascent network of
the country’s capacity development support organizations has developed, offering training courses and
quality materials and expertise in organizational capacity development. Pact will build upon these
existing efforts to create a local capacity development “Marketplace” called Linking NGOs with Capacity
Services, designed to strengthen the direct connection between vetted and approved capacity-building
service providers and the organizations in need of their services. This sustainable network of
relationships independent of donor support and direction will allow capacity-building service providers
to render expertise on a fee-for-service basis. Network members will purchase services they need based
on their Institutional Strengthening Plans, initially using Capacity Development Vouchers (issued to
network members by Pact). Pact implemented a similar program in Zambia in 2006 with much success.
As a result of the program, local capacity-building providers have greatly increased their reach into the
market, the number of accessible providers has more than doubled, and a viable network no longer
dependent upon one or two central actors is beginning to develop. By taking ownership of their own
needs, all participants gain greater control and autonomy.

Proposal 4 – Adding a new sector to the existing Marketplace
Through its UNITER Project, Pact developed an online Capacity Development Marketplace
(www.ngomarket.org.ua) in Ukraine that enables civil society organization clients to interact with and
purchase technical- and organizational-strengthening services directly from more than 200 local
providers. The Marketplace eliminates expensive international consultants and maximizes local
knowledge in support of stronger civil society.
Pact will leverage the existing national Marketplace for technical and organizational capacity
development services to provide maximum benefit to CSOs while emphasizing the value and
sustainability of locally led service provision.
The most popular services to date have included fundraising support, financial management, strategic
planning, project management, proposal writing, communication, public relations strategy
development, and working with new media.
This project proposes to expand the innovative organizational CD Marketplace and include HIV
technical training for the first time. Traditionally in Ukraine, health-related trainings have been offered
through accredited institutions. Under this proposal, nonaccredited trainings on the evidence-based
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interventions (EBIs) will be the first trainings offered. Later, clinical service updates may also be offered
through the Marketplace. CSOs will receive vouchers as a part of their grant, which may be spent on
training services identified within their Institutional Strengthening Plans (ISPs). The project’s role in
the CD Marketplace will be that of an “honest broker,” facilitating access to information and creating a
safe space for interactions between quality suppliers and knowledgeable purchasers of capacity services.
Initially the project’s training will be offered through this mechanism, with the long-term aim of
enabling CSOs, government-training institutions, or other stakeholders to assume this role (reducing
costs).
Pact ensures the quality of capacity development service supply in a number of ways. First, prior to
participating in the Marketplace, each provider is vetted through a proposal process in which they
describe their services and expertise and provide references for cross-checking. A strong effort will be
made over the first two years of the project to attract providers of HIV/AIDS technical capacity
development to augment the existing pool of organizational capacity development services. Second, as
services are rendered through the Marketplace, they are monitored for quality and potential red flags by
the Pact capacity development team. Finally, upon completion of service delivery, providers undergo
evaluations. Trainings are rated by participants in a transparent “eBay” style, rewarding performance
with increased business.
In its current form, the CD Marketplace includes both physical meetings where providers and CSOs
meet face-to-face and a website where CSOs can view services online. Annual Marketplace events will
be timed to coincide with other project events to maximize resources and synergies, while the online
Marketplace portal will be accessible year-round.
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Appendix 3: Sample Budget Items
Type of Expense

Costs/Comments

Face-to-face event, expo, or fair
Online Marketplace
Website design
Website support
Grants/voucher pool
Local Marketplace administrator
Other items
Marketplace assessment
Task forces, meetings

Depends on the number of participants and local costs
$30,000
$3,000 individual organization, $10,000 group voucher
Depends on the administration organizational structure
$5,000–$10,000
Low-cost activities
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Appendix 4: History and Origins of the Pact Capacity
Development Marketplace
§

The theoretical underpinnings of the Marketplace approach come from the 10-month study by
Pact’s Capacity-Building Services Group (CBSG) with SNV’s funding that was done in 2006.

§

The Pact Capacity Development Marketplace methodology originated from Pact’s Capacity
Building Services Group’s LINCS (Linking NGOs with Capacity Services) events and was
originally piloted in the Zambia HIV/AIDS Learning Initiative in its offline format. The format
was deemed quite successful in the midterm evaluation of the project.

§

Following Zambia, LINCS events were introduced in Ecuador and elsewhere.

§

In 2008, the Belarus project offered the idea to the Belarusian leaders of capacity development
and developed an online platform for the mechanism. A Market Startup Group was called and
united four leading capacity development organizations. Unfortunately, the pressure on the civil
society from the ruling authorities delayed implementation of the project until 2012.

§

In 2009, Ukrainian project UNITER started implementing the Marketplace mechanism together
with a local partner. By 2011, the combination of offline and online Marketplace mechanism had
become fully functioning in the country and continues to develop.

§

In 2011, Pact won two projects, in Kenya and Mozambique, with the Marketplace component.

§

Today, Pact has accumulated experiences from at least six country offices and continues to
develop the Marketplace approach.
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Appendix 5: Contacts within Pact
Antonina Prudko, Capacity Development Officer
Kyiv, Ukraine
aprudko@pactworld.org
Skype: antonina.prudko
Matt Reeves, Capacity Development Director
Nairobi, Kenya
mreeves@pactworld.org
Skype: matthew_reeves
Olga Yakimakho, Senior Program Manager for Capacity Development
Washington, D.C., USA
oyakimakho@pactworld.org
Skype: impact.2008
Rachel DuBois, Senior Technical Officer for Capacity Development
Washington, D.C., USA
rdubois@pactworld.org
Skype: rachdubois
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Appendix 6: Links to Other Materials
SNV is also developing its Marketplace methodology, and their materials can be found here.
Additional Pact documents can be accessed at this link.
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Appendix 7: Two-Page Marketing Materials
	
  	
  
The Capacity Development Marketplace two-pager can be downloaded from Pact’s Intranet Storefront
page here.
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