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EXECUTIVE SUMMARY

This study responds to an A.LD./Washington mandate to improve upon the management and
measurericait of training impact. In addition to field testing the Africa Bureau’s Impact
Methodology, USAID/Tanzania invited the team to: (1) evaluate the Human Resources
Development Assistance (HRDA) training project; (2) evaluate project-related training, and (3)
provide guidance for the mission’s new Country Training Strategy (CTS).

The evaluation is an effort to go beyond manpower indicators (e.g. number of individuals trained)
and assess impact in terms of the training induced changes experienced by participants,
institutions, and sectors. It must be noted that HRDA, as managed by USAID/Tanzania, is an
endeavor to train Tanzania’s "best and brightest" and not intended to achieve institution-building
or strategic objectives. Therefore, no indicators for institutional or sectoral impact exist for
HRDA training, and impact that has occurred beyond the individual level has not been planned
nor measured.

MAJOR EVALUATION FINDINGS

Outputs. Since 1955, USAID/Tanzania has funded nearly 4,000 Tanzanians for training in the
U.S. and third countries, in addition to the hurdreds trained in-country. HRDA alone has trained
257 Tanzanians since it began in 1989. Currently, training initiatives across sector projects and
umbrella training projects constitute over 13 percent of the mission’s portfolio and total $13
million (cumulative since 1980).

Mandated Targets. The participation of women in training ‘s impressive, with 49 percent of
HRDA and over 40 percent mission-wide. Overall the percent of in-country training is 73, but
only 13 percent in HRDA. The participation of the private sector is 8 percent mission-wide and
20 percent in HRDA. In 1992, 8.2 percent of total person months of U.S. training was at
Historically Black Colleges and Universities (HBCUs), and 11.4 percent of new start person
months was at HBCUs.

Individual Impact. The evidence clearly shows that USAID-funded training has had a positive
impact upon USAID trainees. The trainees are now able to take on additional responsibilities
with greater confidence and initiative, enhanced skiils, and a wider perspective. Participants have
been able to multiply the benefits of their training by advising others, providing on-the-job-
training, and spcaking at workshops and conferences. Women appear to be able to utilize
training as much or more than the men.

Iastitutional Impact. Although aver 130 Tanzanian institutions have sent individuals for USAID
training, it is not clear what the cumulative impact has been on the institutions, especially in the
case of HRDA since specific institutions have not been targeted for training. Parastatals and
government ministries have sent the majority of employees foir HRDA training, but because
trainces come from different branches or departments, it is difficult to assess the collective
benefits on the institution as a whole. Participants from private firms report that they have
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affected change in the form of increased sales, new jobs, more products, and strengthened
business ties with U.S. firms, but no baseline data are available to quantify or verify the impact.

Sectoral Impact. USAID/Tanzania has targeted three sectors and designed strategic objectives
for the period 1992-1997 for: health; infrastructure support; and the private sector. Current
project training falls into those sectors, but there is no clear mandate for HRDA to focus on the
same sectors or to contribute to the achievement of Country Program Strategic Plan (CPSP) goals
or objectives. However, the major fields of study to date have closely paralleled the current
strategic sectors. The sectors receiving the most attention under HRDA are health/population,
private business, and infrastructure (banking, transportation, energy).

While HRDA participants in the health sector have contributed to specific health needs, few have
to the CPSP objective of "health enhancing changes in reproductive behavior." In the private
sector, participants have been able to contribute, (o varying degrees, to "increased formal private
sector employment and income growth." HRDA has also funded training in banking, road
rehabilitation, and energy which has contributed to better delivery of services.

Management of HRDA. The excellent management of HRDA has resulted in a project that is
successfully meeting most placement targets efficiently and on schedule. The project has also
been successful in achieving individual impact, but has not systematically collected or analyzed
data to demonstrate institutional or sectoral impact. Currently, the Participant Training
Management System (PTMS) is not fully utilized to track training throughout the mission or to
record impact data for any mission training.

CONCLUSICNS AND RECOMMENDATIONS

While USAID/Tanzania training has been relatively successful, the measurement of impact is
somewhat limited because of lack of strategic planning for: (1) participants’ utilization of
training; (2) institutional development through training; and (3) achievement of sectoral objectives
through training. The current philosophy and management of USAID/Tanzania training will
continue to limit the impact of training, the ability to measure impact at all levels, and the ability
to assess how training contributes to achievement of strategic objectives. To reverse the trend,
the team proposes that USAID,Tanzania consider the following when developing the new CTS:

*  Embrace an orientation that views training as a strategic developmient intervention;

*  Standardize the procedures for mission-wide training through the development of a
Mission Training Order;

*  Focus on utilization of training when planning, managing, and evaluating trainirg
interventions;

*  Develop indicators that will help determine how mission objectives are met through
training; and

*  Track all mission-funded training on the PTMS.
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USAID/Tanzania has the human resource capability and willingness to use its current training
portfolio to achieve development objectives. Based on past successes and current capacity, the
team belicves that should the new CTS be designed with the above considerations in mind,
USAID/Tanzania will enhance its contributions to Tanzania by implementing high-impact
training, and by improving its ability to demonstrate the returns to its investment in Tanzania’s
human resources and its progress toward the mission goal.

Recommendations for HRDA:

Reaching Targets

*  Require Partners for International Education and Training (PIET) to propose HBCU
placement options, especially for long-term placements.

. Work with the Women in Development (WID) officer to maintain the high rate of
participation of women.

*  Revisit the 1989 Private Sector Training Needs Asscssment, and use the mission’s
private sector advisory board to increase private sector participation,

*  Develop guidelines and solicit proposals for in-country training.

Increasing Impact

«  Continue with self-nomination and merit-based selection, but work with sectoral
leaders, employe=rs, and participants to plan for utilization of training and measurement
of impact.

*  Continve to focus on short-term training and consider making more slots available in
the Entrepreneurs International program.

*  Make more diligent efforts to place participants in third countries, and find ways to
deal with the inefficiencies and frustrations associgted with third-country placements.

*  Work with U.S. Information Service (USIS) to design more comprehensive pre-
departure orientations.

*  Require PIET or training providers to conduct reentry planning, especially for long-
term participants,

*  Organize an alumni association, using returnees to plan alumni activities




Meeasuring Impact

*  Rewrite the existing application in an effort to collect baseline data.

¢ Refine the cxisting returnee questionnaire to measure institutional and sectoral impact,
aid format relevant questions in such a way that the answers can be easily entered
onto the PTMS.

* Develop a questionnaire that managers can use to assess the performance and
institutional contribution of the trainee.

¢ Correct the employer section of the PTMS so that it can produce reports by
institution and alter the program so that impact data can be recorded.

*  Train other Training Office staff to operate the PTMS and setup a network so that use
of the program is not limited to one operator at a time.
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I. INTRODUCTION

In June 1991, the Africa Bureau began an effort to improve measurement of development results. To this
end, Africa Bureau, Office of New Initiatives, Training Program and Project Implementation
(AFR/ONI/TPPI) contracted Creative Associates International, Inc. (CAII) to develop a methodological
framework and pilot test an approach: for developing country training strategies (CTS). In contrast to prior
CTSs, which primarily focused on numbers of individuals to be trained, the new approach emphasizes how
the results of training are monitored and measured, and how training will be concentrated in such a way
as to increase impact and contribute to higher level development objectives. CAII field tested the
methodology in Swaziland and Rwanda in 1992, and Tanzania is the third country where the framework
has been applied. Based on the three pilot ests, the methodology will be improved and assistance offered
to other missions.,

This study uses the proposed methodological framework of AFR/QONI/TPPI to evaluate USAID training
in Tanzania. It also uses the cumulative knowledge of the three studies to provide guidance for future
USAID/Tanzania training, including the development of a new CTS.

A. TASK SUMMARY

CAII conducted this study under IQC No. PDC-5832-1-00-0095-00. The 3-person team worked in Dar
Es Salaam during March and April 1993.

At the invitatior. of USAID/Tanzania, the tcam applicd the “Training for Impact" methodology in: (1)
assessing the impa=t of HRDA and project-related training; and (2) providing guidance to USAID/Tanzania
regarding future training and development of a new CTS. This approach is a combination of the two
preceding efforts in Swaziland and Rwanda, where the methodology was applied to evaluating the impact
of all USAID/Swaziland iraining to date, and developing a CTS for USAID/Rwanda.

The CAIi team reviewed a variety of USAID/Tanzania documents, interviewed USAID/Tanzania staff,
analyzed questionnaires, and conducted interviews and focus groups of returned trainces and managers
from their sponsoring institutions, as well as decision makers at the sectoral level.

Serving on the CAII team were T.L. Maliyamkono, Douglas J. Passanisi, and Meclanie Sanders-Smith
(Team Leader). Technical and administrative oversight was provided by Bienda Bryant and Derry Velardi
of CAIL. The AFR/ONI/TPPI cognizant technical officar was Elizabeth Torrey and the tcam reported to
Paul D. Morris and Z. Kristos Minja at USAID/Tanzania,

E. TRAINING FOR IMPACT METHODOLOGY

The evaluation of USAID/Tanzania’s past training activities and the guidance for future training was
conducted using a framework developed by CAII in collaboration with AFR/ON:/TPPI. The framew ork
is theory-based and requires an understanding of these key concepts:



. Development impact is the sum of the benefits that accrue to a target population as a result
of development efforts. Impact is defined as an improvement in quality of life for the
designated beneficiaries, and it should refer to people-level impact, not to process indicators.

. Development preconditions are the sum of the changes—events, activities, effects—that must
occur in order to achieve the desired impact.

. Impact leverage is the ability of a particular intervention 10 deliver impact; high leverage
interventions are those that get maximum results for the least cost.

. Development capacity is the sum of the resources needed to create desired results. An
individual trainec may have a capacity in the way of knowledge, skills, and motivation; and
an institution may have capacities in the form of skilled personnel, equipment, and effective
procedures. Development capacity is the precondition for developnient performance.

. Development performance is the sum of actions taken to achieve a development precondition
or impact. As individuals, institutions, and social systems perform, they use their capacities
to obtain results.

Training is only a precondition to impact, and the completion of training in 1tself does not constitute
impact. In other words, increasing the capacities of individuals through training is not an indicator of
impact; the improved performance of individuals and institutions must be measured. Performance is also
only a precondition except in those cases where performance explicitly means the delivery of goods or
services that will enhance the quality of life for a target group.

Impact occurs on a varicty of levels ranging from the individual to the nation, as depicted below. The
impact hierarchy consists of six levels of intervention that must be integrated to leverage development
resources in general, and training resources in particular.

IMEACT HIERARCHY
Contirent -
"y
Natton
$
Target Benoficiery Papulation
t

Sector
|
Institution
t
Individual

In designing, managing, and evaluating training for impact, it is important to consider all six levels of
intervention and to define strategies that cause the levels to be integrated. Planning for impact shculd start
at the highest level possible. Using the framework, USAID/Tanzania would first consider ihe mission's




program goal of "real growth and improved human welfare" when determining USAID/Tanzania’s training
strategies. To support the strategic objectives at the sectoral level, annual training plans should targst the
health, infrastructure, and private scctors, as identified in the CPSP. Institutions within these sectors
should be targeted for training, and then qualified individuals from the target institutions should be
selected for training. Impact can best be realized through training individuals who are most likely to
achieve desired results.

When assessing impact of iraining interventions, however, evaluation efforts should start with the
individual and move up the hierarchy, USAID/Tanzania should not only assess the increased capacities
and performance of returned trairces, but also the improved ability of institutions and scctors to provide
goods and services to the target population. In tum, assessments should be made of the achicvement of
strategic objectives and national goals.

Training cannot Lo fully credited with impact at any level, just as no other single intervention can. There
are an infinite number of variables that contribute to and constrain development cfforts. The impact of
training, however, should not be ignored or treated as an isolated development intervention; it should be
measured to assess the contribution it makes toward USAID/Tanzania's strategic objectives.

Ideally, development impact evaluation attempts to:

’ Measure or estimate the economic, social, and/or political change induced by an intervention;

. Determine the extent to which the change was attributable to the intervention;

’ Establish the extent to which the intervention was critical to change;

. Discover how and why the change occurred; and

. Asscss the role of constraints and external factors.
In evaluating USAID/Tanzania’s training activities, the team assessed impact in terms of individual
trainees’ changes in performance, conrributions to their employing institutions, and contributions 1o the
sectors they represent. The participants were asked to link changes to the training they received, assess
how critical the training was, and describe the constraints they experienced in utilizing their training and
affecting change. The tcam queried participants about the management and content of their training in
an cffort to discover why the changes did or did not occur. The findings, discussed in Chapter 11, will
be used by USAID/Tanzania in planning future treining, and in particular, developing a new CTS.
C. TRAINING IN THE TANZANIAN CONTEXT
Tanzania has made considerable progress in economic policy reform within the framework of the 1986

Economic Recovery Program (ERP) and the subsequent 1989 Economic and Social Action Program. The
reforms have stimulated economic production an‘  sversed a decade-long decline 1n per capita income,



Tanzania has also made impressive gains in literacy and trained manpower, although recent years have
seen a decrease in primary school enrollments and the quality of education overall (CPSP, 1992-1997).

Tanzania has only 3 percent of its eligible secondary school students in public schools, and primary school
graduates are leaving school with half the formal education of their Kenyan classmates. Tanzanian
policymakers have realized that their policy not to build a broad-based middle class was a mistake. The
result has been a middle class of bureaucrats bom of a manpower training philosophy who have guided
the nation-building process. To help tum this situation around, and to support the ERP, USAID/Tanzania
initiated a training program based on a merit selection philosophy. HRDA is designed to help men and
women gain skills to assist in Tanzania’s develcpment.

1. Government Training Priorities

As for the Government of Tanzania (GOT), efforts over the last three decades (1961-1991) demonstrate
a shifting emphasis, resulting from changing national requirements. At independence in 1961, the GOT
was faced with huge shortages of trained manpower. Moreover, a substantial portion of jobs requiring
trained personnel were held by expatriates.

During the period 1961-1971, most GOT efforts were concentrated on expanding primary and secondary
crrollments to generate a trainable cadre. Some ministries formed training centers to cater to the needs
of trained manpower in their departments. A few national institutions, including the University of Dar
Es Salaam, were formed and intake was expanded to include sectoral colleges, (e.g., the teacher training
colleges).

From 1971-1981, GOT created most of 142 tertiary training institutions now existing in the country, The
objective was to attain national self-sufficiency in trained mid-level manpower rcquirements.

During the period 1981-1991, the establishment of tertiary training institutions declined and enrollment
dropped to about 75 percent. Resource limitations and public sector labor market size restricted the
cxpansion of szcondary education and tentiary training. Secondary enrollment has never reached 5 percent
of primary school lcavers, and only 15 percent of primary school leavers is being projected by the year
2000.

Entry 10 the University is cqually restricted, with fewer than 4,000 students being accepted into several
facultics. A recent government announcement that university graduates can no longer be guaranteed a
job in the public sector upon graduation sends a signal that the public labor market is about to be
saturated, especially the more general fields.

Overseas training, however, has been increasing over the years. Figures from the Ministry of Science,
Technology, and Higher Education show that there was a total of 952 government-supported students
pursuing 36 differcnt programs in overscas universitics by 1992, Although this figure docs not include
those who go dircectly through donor-sponsored programs and those who pay their own way, it is alrcady
well over a quarter of the local university enrollment.  Of these, 58 students study in Westem countries
on govemment sponsorship. For the same cost, note that approximately 348 students could be educated
locally. Overall, it is estimated that over 8,000 Tanzanians arc studying overscas. This is ncarly double
the number of students studying in the two local universities,



2.  Cultural Obstacles

There have been a number of cultural obstacles to the completion of education. Resistance to education
is noted in communities where school-age children must rear cattle and take care of their siblings. Early
marriage is also an obstacle to education, especially for girls. Although these obstacles are beginning to
dissipate, their affect on the distribution of education among regions and bctween genders is stll a
problem.

Tanzania has a notable disparity in education among the regions. As testimony to this, the region where
the first formal school was built in 1862 is perhaps the least advanced because of its cultural norms.
Differences in culture and especially the elements that determine receptiveness 0 new ideas are partly
responsible for disparities in education among different communities.

Gender disparities are also a product of cultural norms. As a result, there is low female participation in
almost every level of the education system. Less than a quarter of the university enrollment is female and
less than 10 percent of technical training. Between 1987 and 1992, enrollments in the three technical
colleges (Dar, Arusha, Mbeya) indicate an average female enrollment of a mere 6.5 percent. Likewise,
female enrollment in tertiary, non-degree training programs constitute no more than a quarter of the
student population,

3. Developments in Support of Training

Training is largely supported by the GOT. A recent tertiary study conducted by Eastern and Southem
African Universities Research Program (ESAURP) reveals that 90 percent of the local tertiary training
institutions are government owned and financed. The two universities are also owned by the GOT. The
bulk of privately owned training institutions are mainly in the health sector, and mostly owned by religious
organizations.

Training is conducted mainly at two levels: post-primary and post secondary. At thc post-primary level,
formal ¢ ning is generally done in vocational centers now set 3 in cvery region of the country. There
is a move o build vocational centers in every districi. Informal training at this level takes the form of
apprenticeships. At the post-secondary level, training leads to several awards ranging from a certificate
1o a degree. In-house training (on-ihe-job training) is also practiced at this level.

A tertiary survey in 1992 revealed a capacity for almost 30,000 places in six major sectors in Tanzania.
Table 1 shows the breakdown and proportion in capacity and number of institutions among the sectors.
(Seec ESAURP’s 1992 report for a full listing of institutions by sector and field of study.)



TABLE 1
Tanzanian Tertiary Institutions

— —

SECTOR INSTITUTIONAL STUDBNT % OR TOTAL

CJUNT POPULATION CAPACITY

(CAPACITY)
Educauon 30 9.878 33105
Business 17 5.004 16.74
Transporiauon 7 4,532 1516
Agnculture 19 3,014 10.038
Indusury/

Manufactunng 11 1,884 6.13
Health 40 2,470 826
Other 18 3,106 1039
TOTAL 142 29.888 100

Source: ESAURP, 1992.

Through a popular philosophy, "Education for Self-Reliance,” introduced in the 1970s, schools and training
centers emphasized work cthics and vocationally biased curricula. This culminated in the introduction of
the "Musomau Resolution,” requiring secondary students to work for at least two years (after one year of
mandatory national scrvice) before joining any institution of higher learning. Although this requirement
is row relaxed, emphasis on cnrolling "maturc” persons continues to be viewed as critical to more
cffective training. However, "mature entry" currently constitutes only about 10 percent at the University
of Dar Es Salaam,

The 1980s expericnced a notable deterioration in African education and training, particularly in higher
lcaming. Duc to cconomic hardships, governments had to divert resources to other competing needs, and
witnessed the share of African governments spending in education fall from 19,1 percent in 1980-84 to
17.6 percent in 1985-88.

Tanzania was no cxception 1o the 1980s decline in spending for cducation. This was a period during
which enrollments in training and higher leaming institutions was cxpanding while funding was falling
in real terms. The result was seen in a sharp deterioration of standards in cducation and poor upkeep of
the instituticn’s physical set up.

A 1984 publication, "Educational System of Tanzania Toward the Year 2000," states that sccondary
cducation will continue to be provided to a few Tanzanians in their preparation for appropriate training,
to meet middle-and high-level manpower requirements of the country. This is a clear indication that the
government is not prepared to train if it cannot provide cmploymeni. And the 1990s have alrcady
witnessed the policy of cost sharing and possible privatization to improve financing for training, a major
constraint of the government. A logical step and a challenge for most training institutions is to adopt their
curricula to respond to labor markets, and wherever possible, to train for sclf-entreprencurship,



4. Donor Training Activities

According to the latest figures available from the United Nations Development Programme (UNDP) in
Dar Es Salaam, there are at least 13 countries with education and/or training projects in Tanzania. These
countries include: Belgium, Britain, Canada, Denmark, Finland, France, Gemany, the Netherlands,
Norway, Sweden, Switzerland, the US and Yugoslavia. The World Bank, the Europcan Economic
Commission (EEC), and at least three United Nations agencics are also involved in education and training.

1t appears that the preference is for training that directly relates to technicai assistance or capital projects.
Much of the training is in-country and carricd out on-the-job by project staff. When it is necessary o
send an individual out of Tanzania, first preference is given to regional and third-country institutions.
There are exceptions and some trainces are sent to the donor country for academic and technical training,.

The EEC is a good cxample of project-related training, dropping its long-running Multi-Annual Training
Project because it tended to be a catch-all. The EEC does, however, support a sizable training program
funded from training componeats built into each contract for project implementation.

The EEC, UNDP and several denor countries provide gencral support for training in the region by aiding
regional institutions such as the Eastemn and Southem African Management Institute (ESAMI) in Arusha,
Tanzania.

In terms of both funding and number of participants, the British Council manages the largest program
currently offering general training outside Tanzania. In 1988, 260 awards were programmed with total
funding of US $3 million. Somewhat fewer than half these grants were for long-term training in the UK.

Despite its centralization of management, the British program is still closely tied to projects being carried
out by the Overscas Development Administration (ODA) with a number of grants being approved by
project officers. This is understandable, given that ali but a small portion of the funds arc provided by
the ODA. The large number of educatica participants, particularly those involved in English language
training, directly reilect the main thrust of the ODA program. Thosc categorics not directly related to
projects generally reflect special concemns of the British effort.

Belgium and Yugoslavia are the only two donors to describe their training grants as scholarships and/or
fellowships, according to the UNDP data. The 5-ycar Belgium program, which began in 1984, spent just
over $1 million in three categorics, all for training in Belgium or support costs for students in Belgium
universities. The Yugoslavian effort, which is the only non-Westem program listed, shows a total funding
level of $500,000 for 29 full scholarships for S years plus short courses in a varicty of development-related
ficlds.

Tanzania is still in great need of training to aid its transformation from a state controlled ccoromy tnward
a market cconomy, as well as toward her other long-term development needs.



II. EVALUATION OF TRAINING INITIATIVES IN TANZANIA

A. COUNTRY PROGRAM STRATEGIC PLAN (CPSP)

USAID/Tanzania’s CPSP for 1992-1997 states its program goal as "the increase in real growth and
improved human welfare." The subgoal is improved household socio-cconomic well-being. To meet these
objectives, the strategy for intervention is targeted in three arcas:

’ Infrastructure support: to strengthen road rehabilitation and services and utilities:

. Increased private sector cmployment and income growth: to augment private scctor
development; and

. Health enhancing changes in reproductive behavior: to increase client awareness of and access
10 public and private family planning services.

The mission has also named onc target of opportunity: to strengthen the GOT capacity to manage wildlife
resources.

The CPSP includes goal, subgoal, and strategic objective indicators. These indicators should measure
impact by demicostrating change over a designated time period. The mission assessment of program
impact (API) r2lates indicators 1o program impact including cxogenous factors, assumptions, progress
toward statcd objectives, ctc. USAID/Tanzania has not included human resource development as an
objective or cubgoal. Therefore, indicators have not been explicitly developed that link the impact of
training to CPSP success.

Nonetheiess, trainirg is often a project component and the training officc manages mission-widc training
programs across scctors. Since the mission’s key strategic sectors are supported by project interventions
that include training, we can hypothesize that training plays a role, at least in part, in meeting strategic
objectives,

B. TRAINING PORTFOLIO

USAID/Tanzaniza’s puntfolio for training is impressive. According to mission records, US-sponsored
training dates as far back as 1955. By 1976, 723 participants had taken part in US-sponsored training in
the US and third countsics in 16 major training arcas including agriculture, community development,
~ducatinn, public administration, and matemal and child health.

By 1989, the number of retumned participants reached 1,563 in 42 different projects interventions. Since
1989, USAID/Tanzania has supported at least 2,366 more participants. ‘This brings the total portfolio to
ncarly 4,000 trainces from over 130 institutions in Tanzania including uver 40 governmental, 50 parastatal,
and 40 private firms. (Sce Annex 3 for full listing of training between 1955 and 1989.)

It bas onty been since 1989 that participant information has been documented on the PTMS and
disaggregated in order to get a clear picture of the composition of the panticipant pool. It is anticipated
that past records will be entered on the PTMS so that USALD will be able to determine overall training
participant composition. Nonctheless, training data in disaggregated fonm is available since 1989.



According to the 31 December 1992 Summary Project Financial Report (1980-present, does not include
all non-mission funded training), project line items for training total $17,538,739 in obligations (not
including technical assistance) out of the total mission obligations of $133,327,012, or roughly 13 percent
of the mission’s portfolio. Since some projects include training in other line items or obtain funding for
training from other sources to complement USAID project funds, it can be stated with confidence that the
total training contribution is higher than the recorded figure above.

C. MISSION TRAINING INTERVENTIONS

Table 2 summarizes the active and recent USAID-funded training. Currently, PTMS shows that only 643
participants have been involved in the listed projects, but after interviews with project staffs and review
of documents, it was discovered that there were at least 2,366 participants. This total may still not be
completely accurate because all in-country training has not been tracked. (In-country training has not been
fully documented at USAID/Tanzania because of differing opinions about whether it is considered
"participant training.")

Over 20 percent of participants have come from projects managed by the Training Office, including the
HRDA project, the African Training for Leadership Project (ATLAS), the African Graduate Fellowship
Project (AFGRAD), CRSP: Beans/Cowpeas, Sorghum/Millet Research, and the Energy Training Program,
These have been managed directly by the Training Office, meaning that they recruit, sclect, place, and
monitor individuals participating in these projects, The remaining 80 percent of participants come from
scctor projects that are managed by project officers.

Training is a project component across sectors. Although project managers monitor project movement in
order to cnsure that objectives are met, they state that they may correlate training with project outputs
(numbsers of trained), but rarely link training to cither individual or institutional performance or increased
productivity. In addition, since no longitudinal studies are required, they often do not know what happens
with participants (mobility, promotion, policy decisions, etc.) once training is completed or the project
cnds. Since pmjcect training is not planned or measured by the Training Office, any description of training
impact is documented only in project evaluation reports. Generally, training is evaluated and mecasured
by output of participants {numbers) rather than by training impact.

The team interviewed mission staff to determine the process that is followed for project training. There
were some recurrent factors that seem to affect the mission’s ability to train for impact and demonstrate
that impact. Five arcas emerged as salient to project training: opaque training design mandate; lack of
bascline and follow-up measurement; lack of utilization of the PTMS system; lack of coordination with
the Training Office; and lack of a mission-wide commitment to planning training for impact and utilization
rather than as an output.

Training components are designed in the initial stages of the project or prior to implementation by training
consultants. In some cas: 5, contractors arc asked to design the training. In all cases, no project manager




TABLE 2

Current/Recent Training Interventions in USAID/Tanzania 1989-1993

Project Totst * &L Pivate US-based Third 728
T I q? N S ﬁ 2 e c EE q ! i T ! 03 }

Regional Transport Management
690-0240 276 >1% 0% 13% 5% 2% 0% 100%
Energy Training Program
936-5734 66 6% 0% 98% 2% 0% 15% 85%
University Linkage
621-0174 4 25% 0% 100% 0% 0% 100% 0%
Planning & Assessment for Wildlife
621-0171 158 n/a 0% 2% 98% 0% 100%
Agriculture Transport s.ssistance
621-0166 184 n/a 5% 1% 1% %% 4% 96%
Project Development & Support
621-0510121 549 60% 17% 49 <1% 95% 0% 100%
Family Planring Support 621-0173 363 n/a n/a 3% 10% 87% 3% 97%
HIV/AIDS 693-0474 195 50%+ 0% 0% 0% 100% 0% 100%
Finance & Enterprise Development
621-C176* 77 24% 0% 12% 4% 84% 0% 100%
Beans & Cowpeas 931-1310 6 33% 0% 100% 0% 0% 83% 17%
Sorghum/Millet 650-0224 13 8% 0% 100% 0% 0% 100% 0%
ATLAS 658-0475 21 24% 14% 100% 0% 0% 100% 0%
AFGRAD 698-0445 18 28% 0% 100% 0% 0% 100% 0%
HRDA 698-0463 436 47% 20% 2% 15% 13% 11% 89%
TOTAL 2366 40% 8% 2% 5% 3% 6% 94%

Source: Project documents and interviews with project staff

* Planned through 4/93
** Excluding those that were not gender disaggregated

10



was able to suggest any standard mandate that made training comply with mission objectives and mission
processes for cvaluating training impact. Therefore, the evaluation of training has typically measured
numbers of participants and not how the participants utilize their training. Of course, it is casier to link
training to project objectives (as compared to an umbrella design such as HRDA) since there are
institutions that are targeted for the training. Even in these cases, institutional prodnctivity linked to the
training component may be assumed but infrequently measured.

Although training is a common pioject component, no common measurement or approach to training
cffectiveness is in place. Therefore project offices have not formulated project indicators that reflect how
training is linked to skills utilization. Without exception, project managers stated that such measurements
would enhance their own understanding of the use of training and would add significantly to their ability
1o state project successes based on changed behavior in the target population.

1. Health

Health has had, and will continue to have, substantial numbers of training initiatives. In fact, the Family
Planning Suppont Services Project (FPSSP) has many different training cfforis implemented by different
organizations including: INTRAH with 10 trainces, AUSC-UMATI with 2 trainces, logistics management
with 1 trainee, [EC with 4 trainees, population control with 2 trainees, and the medical schcol with 66
trainces. To date, the project has trained 106 participants in these short-term training cfforts, and 9
participants have had US training through the Leland Trust.

Training has also been a substantial part of AIDS projects implemented by the health office. AIDSCOM
focused on peer education, AIDS in the workplace, and institutional workshops and seminars. AIDSTECH
focused on phammacists, Iab technicians, and STD training and workshops. Over 300 participants have
had short-term training,

AIDS projects have significant training components, including in-country, third country and U.S. training
for technical and acadcmic programs. Causal relationships between training and target population behavior
can be documented and should be made part of the mission's strategy to meet sectoral objcctives.

Training impact is more visible in the health sector than in other sectors. INTRAH, the contractor, is
establishing indicators to measure how taining is utilized according to the training design in the pmject
paper although this effort is not mandated by any mission-wide training stratcgy INTRAH has developed
a detailed training design that includes a system for training impact measurement, and combined with the
strong support of the health office, has resulted in the attempt to articulate how training is used. Although
the health office requires its contractors to dncument training cfforts, these procedures do not follow any
mission-wide mandate to demonstrate impact of training.

USAID health officers stated that there has been little coordination with the Training Office. There have
been few meetings mandated by the mission to clarify the purposes and differences of Training Office
programs (specifically HRDA candidates for health training) and health project training cfforts. In fact,
when the tcam offered the list of Tanzanian health personnel trained by the HRDA project, it was the first
time that the health office had seen the list and beecn made aware that certain individuals with whom they
work had been on training through HRDA. Likewisc, the Training Cifice was unaware of the vast
numbers of individuals who had received training through health projects because those participants had
not been registered on the PTMS.
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There is no mandate to coordinate training efforts between offices, thus meetings to discuss health and
training are limited. How HRDA participants are selected, the institutions and departments they come
from, and priorities to help meet health goals should be a mission effort to maximize the training
mechanism o improve sectoral influence. Such coordination would include assistance by the Training
Office for the advertisement for HRDA training, participation on selection comrmittees or boards, and
design of baseline and follow-up data collection.

The health office staff state that they would welcome mandating that baseline data be obtained (both
individual and institutional) and that standardized follow-up be implemented. Although it requires
increases (o already heavy workloads, personnel would like to explore the replication of the INTRAH
model for other training interventions, since the results would greatly enhance the sector’s ability to
articulate the impact of its training.

2. Infrastructure Support

The project manager of the Regional Transport project revealed a significant impact from on-the-job-
training of some 200 railroad maintenance workers in-country. He said that availability of transportation
has significantly increased duc to reduced tumnaround times. He directly links the increase to training.
Indicators of success were: accident rates; number of breakdowns; and availability of locomative service.

In addition, a recorded 46 individuals participated in short-term courses. According to the project
manager, the cumulative effect has been increased railway services. The linkage made was that training
had been cffective, although no measurement or follow-up had been made to determine how ‘raining had
influenced the availability of locomotives and what other cxogenous factors were at play.

Although this project cites training as the most significant component in achicving irreased locomotive
availability, this information is not formally mcasured nor reported to the Training Office as training
impact. The basis for linkage has been informal discussions with past training participants. The
Agriculture Transport Assistance Project has also funded several training events. Working with an initial
$200,000 training budget, 8 workshops were designed:

. Design and devclopment of a road maintenance management system (RMMS), (20 Ministry
of Works participants @ 2 days);

. Development of quantity standards and unit costs for RMMS (10 MOW participants @ 2
days);

. Design of rural roads, review workshops (10 MOW participants, 10 private scctor consultants
@ 1 day);

. Misccllancous computer training (4 engineers, 2 sccretarics @ 6 weeks);

. Development of criteria for road maintenance prioritization and for upgrading feeder roads (20
MOW participants @ 3 days);

. Workshop 1o develop annual road maintenance work programs and budgets (80 MOW
participants @ S days),
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. Management/administration of routine maintenance contracts (12 MOW participants, 8
technical assistance personnel @ 3 days); and

. The contracting experience (seminar for 30 on procurement of civil works and services under
the integrated roads program participants).

The major problem identificd by ihe contractor is the inability of the Ministry to identify and manage
training despite the fact that a training stratcgy plan has been developed. In addition, little USAID
guidance was given to design, implement, or measure training effectiveness. Coordination with the HRDA
program for additional training possibilitics was suggested as well as collaborative cfforts with the
Training Office.

3.  Private Sector

The Finance and Enterprise Development Project has a specifically designed training component. Four
participams have attended on US training with an anticipated 8 who will also complete such training.
However, ccntractor training redesigns call for increased in-country training and seminars limiting US
training to identified individuals who could benefit after having received in-country support.

Although the training is designed to offer the best implementation scheme, few measurements are in place
to determine the utilization of training. Bank of Tanzania officials were present at some of the focus
groups and were able to articulate direct linkages between their training expericnce at the Federal Reserve
in Washington and how they have utilized that training to impact upon bank services. They had never
been asked how they had utilized their training and found it useful to identify arcas of increased
productivity. Participants could link training to increased institutional performance and cven to increases
in the central bank’s ability to negotiate forcign investment. These linkages were unknown to project staff
since no mechauism was in place to measure such impressive impact on the national level.

The private scctor is supported by Training Office projects as well and planning is currently underway to
incicase private sector participation. Proogram Development Support (PD&S) also provides a significant
amount of training for the private sector, particularly private sector women.

4,  Program Office Training

The Planning and Assessment of Wildlife Project is implemented by an OPG grant to the African Wildlife
Foundation to support thc Wildlife Department at the Ministry of Natural Resources. Major training
interventions include the training of two pilots (3-month training in the U.S.) and seminars.

Onc of the most significant components of the Wildlife Management Project is the implementation of
training for both staff and parties involved in the planning and manageracnt of wildlife in Tanzania, Six
staff members have had short-term training courses in computer skill enhancement and will have additional
training programs introduced.  Workshops for over 150 persons (including Ministry personnel, game
wardens, and staff) were held to discuss the management of ostrich, crocodiles, and the bird trade. The
Wildlife Management Project has resulted in the development of three new national management plans
for three animal groups.

Also managed by the Program Office was the Microenterprise Training of Trainers, which trained 60
paiticipants (38 men and 22 women). It was conducted by a local training institution in two-week training
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cvents. Training content included methodology of adult education; self-employment activities; business
ethics and group effectiveness; managing small-scale business; and credit facilities for women. The impact
cvaluation showed that participants had measurable increases in sales, business skills, and record keeping.
Combined with the changing economic environment, the training "provided and impetus for improved
microenterprise performance." Other training implemented with PD&S funding includes:

. Marketing Workshop for Entreprencurs (32 entrepreneurs including 6 women);

. Development Employment Workshop (7 women, 44 public sector participants from the
planning commission and civil service);

. Project Management for Tanzanian Women’s Organization (UWT) for National Council
Members (30 women) and a workshop on the Economic Systems in Tanzania; and

. Sensitization Workshops for Women Employees of the Ministry of Finance, 5 days including
sessions on gender, obligations and rights of civil servants, legal issues, project planning, and
AIDS (256 women attended).

The University Linkage Project focuses on three major arcas: training (3 US long-term, 6 short-term in
Tanzania); applied research (grants to the university and the Institute of Continuing Education); and ficid-
based rescarch (62 participants). No formal relationship exists between the University Linkage Project
and the Training Office (i.c., no usc of the PTMS for any short-term training). Although rescarch project
bascline data is collected to support research projects, the program management specialist states that
documentation is insufficient (o measure the impact from trainees upon completion. And though long-term
trainees are recorded on the PTMS, baseline and impact data are not collected.

Followiuy the current mission procedures, all PD&S trainees are identified by institutions, approved by
mission management and then passed to the Training Office for processing. Thereafter, little contact is
maintained between the Program Office and the Training Office. The Program Office does not track
completion of training, participants’ comments regarding their training cxperiences, or final on-site
utilization of training. According to the Program Office, this is dircly nceded to identify training
accomplishments and impact. In addition, the Program Office is unaware of how PTMS can be used to
help document training. Quarterly reports, coordination meetings, and sclection processes need to be
transparent and implemented to assist the Programming Office articulate impact,

5.  Conclusions and Recommendations

Training is a common component for all sectors and seems to have significant impact for mecting project
objectives. In-country training is having far reaching effects through the lack of a system for measuring
cffectiveness leaves project management unable to articulate the changes in participant behavior that have
led to institutional or scctoral improvements in target populations. Further linkages between individual
training and better goods and services supplied to target beneficiaries are not tested.

a. <oordination with Training Office
A mission-wide mandaic that project offices coordinate with the Training Office in planning and

measuring training impact would improve the mission’s ability 1o document the impact of training
interventions. Mission staff who were interviewed expressed willingness to accommodate such efforts and
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make training (like WID) part of the mission-wide strategy in Tanzania. Sectorally, training is highly
valued but minimally utilized as part of project indicators to meet objectives. Mission-wide, training may
be less valued, causing the lack of collaborative efforts to measure training’s contributions to project
objectives and mission goals.

Project managers and project officers do not have a relationship with the Training Office that embraces
a mission-wide philosophy to design, manage, and measure training impact. As demonstrated in the
HRDA impact scction of this report, USAID/Tanzania training has significantly contributed to impact in
key institutions and scctors. Yet no system is in place to monitor and measure such impact, allowing
institutions and USAID/Tanzania to describe success only at the project level. Such documentation would
only bolster the mission’s already iinpressive training initiatives by demonstrating impact.

b.  Mission Training Guidance

Mission guidance does not clearly detail the role of training at USAID/Tanzania, or the roles and
responsibilities of project staff and the Training Office. From planning for appropriate training
interventions to the processing of selected participants, the mission has not had a coordinated effort,
resulting in the inconsistencies outlined above. USAID/Tanzania should develop a Missicn Training Order
that clearly outlines the roles, responsibilities and relationships, procedures, and policies that will lead to
a mission-wide approach to training for impact. It should also provide guidance on how to use PTMS to
track training and record baseline and impact data.

D. HUMAN RESOURCES DEVELOPMENT ASSISTANCE (HRDA)

The HRDA project is the third in a series of regional training projects. It follows the African Manpower
Development Project 1 (1976-82) and AMDP II (1982-87). HRDA differs from its predecessors primarily
in terms of its increased attention to in-country and third-country training, and training opporturities for
women and the private sector. The purpose of HRDA, as stated in the 1987 Project Paper, is:

To stimulate, facilitate, and support national and regional training programs that will provide
qualified technical, scientific, and managerial personnel and policy planners o strengthen
African devcloprient institutions, enhance the growth of the private sector, and increase the
participation of women in development.

The project indicators are: (1) strengthened training institutions in scientific, technical and planning fields;
(2) increased share of women among A.LD. participants to 35 percent; and (3) increased sharc of project
participanis for private scctor training to 50 percent. It was originally planned that minimal training (22
percent) would take place in the US, with 50 percent in-country and 28 percent in third countries and
regionai seminars,

A year after the Project Paper was signed, USAID/Tanzania entered into an agreement with the GOT to
provide training to strengthen the GOT's ability to implement its development program and in particular
its Economic Recovery Program, and the private sector’s capacity to contribute to economic growth. This
was a striking departure from past AMDP training that focused on the public sector, and a strong
indication that privatization was moving forward.
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1.  Accomplishments of HRDA
a. Overview

Since USAID/Tanzania’s HRDA project pioneered in fiscal year 1989, a total of 257 participants have
completed training in the US, in third countries, and in Tanzania. The majority of the participants have
been trained in business and management, and arts and sciences. The focus has been on short-term
training, with the balance of participants receiving master’s degrees. To date, there has been a remarkable
balance between men and women, but with very few participants from the private scctor.

Of the total short-term trainees funded under HRDA, 38 participated in the Entrepreneurs International
(EI) Program. EI custom designs programs that are composed of intemships, site visits, short courses, and
conferences. About one-third of EI participants have been women.

b.  Project Effectiveness
The breakdovm of HRDA's contribution to Tanzania's human resource devclopment is based on the

information available from the PTMS as of 16 March 1993 (see Table 3 aad Table 4). The totals
represent training completed from the beginning of the project in 1989 to the present.

TABLE 3

HRDA Trainees by Gender
Completed Through March 1993

TABLE 4

HRDA Trainecs by Secior
Completed Through March 1993

GENDER | NUMBER | PERCENT SECTOR | NUMBER | PERCENT
Men 131 51% Public ) 198 77%
Women 126 49% Private 59 3%
TOTAL 257 100% LTOTAL 257 1007

Source: PTMS, 16 March 1993. Source: PTMS, 16 March 1993,

USAID/Tanzania is doing extremely well in recruiting and selecting a balance of men and women. To
date, 49 percent of project participants have been women. Although this falls slightly short of the mission
target of 50 percent, it is considerably higher than HRDA'’s target of 35 percent, and an incredible
improvement over previous rates in Tanzania. However, it is possible that the rate may fall because
HRDA has shifted away from the health sector--a sector that is predominately female--unless an applicant
is sccking managerial training in health. In preparation for the potential dccrease, USAID/Tanzania has
sought other ways to attract women (e.g., adding law as a ficld of study) and will reconsider accepting
applications from nurses if nccessary.

The success in recruiting panticipants from the private scctor is less impressive.  Only 23 percent of
trainces have come dircctly from the private secter, compared to a project target of 50 percent. The
targeted 50 percent may, according to the Project Paper, come from the private sector or othier institutions
that support private scctor operaticns. So, for example, if public scctor participants received training in
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price statistics or agribusiness management, they would be counted among the public sector participants,
but in fact be contributing to the develcoment of the private sector, This target is consistent with the 1988
agreement with the GOT, but it is difficuit to calculate the exact number of HRDA participants whose
training programs focused on private sector deveiopment.

It is important to note that the formal private sector has only recently been allowed to emerge in Tanzania,
and employers and employees are still of the mindset that training is done by and for the public scctor,
There is also the cost facior; it is difficult for micro and small enterprises to atford training, both in terms
of the direct and the opportunity costs. It is much less expensive and casier to recruit already trained
personnel from the public sector rather than pay the salaries of employees whilc in training. This is true
even for short courses in the US whea USAID/Tanzania pays for all training costs.

The placement of HRDA participants in Tanzanian training institutions is considcrably lower than the
target of 50 percent, as stated in tne Project Paper. To date, only 13 percent of HRDA training has been
in-country. However, there is some question as to whether HRDA has had any in-country training, in the
traditional sensc, because the 13 percent is based on placements at ESAMI, which is a regional institution,
but located in Tanzania. PTMS records those placements as in-country because they were in Tanzania,
but it may be more appropriate to classify them as third country training because they arc under regional
management.

The 1988 Training Plan placed emphasis on in-country training and regional training, but the focus quickly
changed. In pan, it nay be attributed to the demand for US training and the many cha.denges in sending
participants to local and regional institutions. The Training Officer reperts that it is casier to make
placements in the United States because US institutions publish reliable. brochures and catalogs, while
Tanzanian and third-country training institutions may change the dates tad costs randomly, thus making
it difficult to make firm plans. The Truining Officer also has more confidence in the (uality of US
facilitics and training methods because of the commiument and experience of the faculty, an« the exposure
of participants to a wider perspective.

The Traiming Office reports that they are beginning to emphasize in-country training and 10 solicit
proposals for short-term training in Tanzania institutions, especially for the private sector.

USAID/Tanzania has been quite successful with placements at HBCUs. To date, more than 7 pereent of
all US placements have been at IIBCUs. The pereent of total person months of US training that was at
HBCUs in calendar ycar 1992 was 8.2 percent and 11.4 percent of new star person months was at
HBCUs. (The lower rates that OIT reported in January 1993 for USAID/Tanzania were based on
incomplete data for 1992.) However, OIT is placing pressurc on missions to reach a 10 pereent target of
annual new stans at HBCUs, regardless of the length of the program. This target values a I-month
placcment the same as a 24-month placement. So, while USAID/Tanzania has done well in placing many
long-tenn participants in HBCUs--thus increasing the total person months in those insiitutions--the mission
falls short of annual new stan placements.

USAID/Tanzania’s success with HBCU placements has been impressive given the many challenges in
reaching a 10 percent placement rate at HBCUSs. But the biggest chatlenge USAID/Tanzania laces is the
unavailability of HBCU short courses relevant 10 the needs of developing countries, and in particular, the
ficlds of study targeted by the mission. Table S lists HHIRDA training by location.
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TABLE 5

HRDA Training by Location
Completed Through March 1993

LOCATION I NUMBERS | PERCENTAGE
US Training 172 67%
Third Country 51 20%
In-Counury” 34 13%
TOTALS i 257 _130%

Source: PTMS, 16 March 1993.

*Atended programs at ESAMI, which may be classified
“third country” since 1t is a regional institution.

TABLE 6

Table 6 shows the type of training that has been completed under HRDA. Ninety-five percent of all
training has been in shont-term technical programs. This closely follows the HRDA Project Paper
guidelines and USAID/Tanzania’s Annual Training Plans of focusing on techrical/short-term training, and
funding academic training only at the masters level. Other nonproject-related academic training is done
through cither ATLAS, which--according to a 16 March 1993 PTMS report--is funding 6 PhDs and 15

masters, or AFGRAD, which has funded 10 masters and 2 undergraduates, and still has 6 PhD participants
in training.

HRDA Training by Type and Objective
Completed Through March 1993

[ OBIJECTIVE | NUMBERS | PERCENTAGE
B PhD 0 0%
Masters 12 5%
Bachcelors 0 0%
Technical 245 95%
TOTAL 257 100%

Source: PTMS, 16 March 1993,
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TABLE 7

HRDA Training by Major Fields of Study
Completed Through March 1993

FIELDS OF TRAINING | NUMBERS | PERCENTAGE
Agriculture 21 8%
Arts/Sciences 53 21%
Business and Management 157 61%
Education 1 <1%
Health 10 4%
Population 13 5%
Other 2 <1%
TOTALS 257 100%

Source: PTMS, 16 March 1993,

Table 7, "Training by Major Fields of Study," closcly reflects the priorities sct forth in the project
agreement with the GOT. The emphasis clearly has been on business and management, which includes
such topics as human resources development, cos: and financial management, accounting, and marketing,
Sccond in priority has been "arts and sciences"” which includes economic planning, economic development,
agricultural economics, transportation econumics, transportation management, law, and engineering,

With the exception of agriculture (8%) and education (<1%), the HRDA training also is closely related
to USAID/Tanzania’s strategic objectives: health/population; infrastructure support; and private sector
development. This is interesting to note, since USAID/Tanzania does not consider HRDA to directly
support the CPSP, nor is HRDA planning and selection coordinated with the sector offices. Further,
HRDA is never mentioned in the CPSP as a strategic intervention.
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TABLE 8

Training Status as of March 1993

—— = —
STATUS NUMBERS | PERCENTAGE
Active 32 7%
Planncd 118 27%
Completed 257 58%
Canceled 33 8%
TOTALS 440 100%

Source: PTMS, 16 Merch 1993.

¢.  Project Efficiency

HRDA is a 7-year project that began in 1988. Fifty-five months have passed since the grant agreement
was signed, which means that USAID/Tanzania is 64 percent through its project life. As of March 1993,
58 percent of training prograins have beer. successfully completed, and an additiona! 7 percent are now
active. With a total of 65 percent of all placements complete or active, USAID/Tanzania has kept pace
with the annual training plans. Only 8 percent of programs have been canceled (after sclection but before
departure) and only one participant is recorded as a non-returmce.

As shown in Table 9, over $7.5 million has been carmarked or actually spent for HRDA training, or an
average of $1.5 million per year. Of that total, 16 percent has been for the private sector. The dollar
figures include tuition, maintenance, allowances, and administrative fees paid to the contractor, PIET.

TABLE 9
Cost of HRDA Training by Secctor
$$
FISCAL. YEAR PUBLIC SECTOR | PRIVATE smcro_R_L TOTAL!
1989 247,016 6,174 $253,190
1990 1,389,161 333,853 $1,723,014
1991 1,348,084 251,415 $1,599,499
1992 1,422,852 245,321 $1,668.173
1993 1,921,744 360,941 $2.282.685
| 1994 39,550 39,550
’ TOTAL $6,368,407 $1,197,704 7,566,111
! PERCENT OF TOTAL 84, 165 1006

Source: PTMS, March 1993,

"Total represents actual, except for 1993 which is the obligated amount.
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Table 10 shows the distribution of training dollars. More than one-half have been spent on short-term
training, and over 90 percent have been spent in the United States. Only 3 percent haye been spent
for training in Tanzania, and 5 percent in third countries.

TABLE 10
Cost of HRDA Training per Year
1989-present
TYPF. OF TRAINING | PARTICIPANTS' AVERAGE TOTAL COST?
COST/PERSON $$

ACADEMIC
In-Country 0
Third Country 0
United States 48 67,750 3,253,446

{ TOTAL ACADEMIC 48 $67,760 $3.253,446
B e T S S T T R e S D T v oy, o cdadce m

TECHNICAL
In-Country 60 4,251 255,085
Third Country 64 5,357 342,832
United States® 218 14,688 3,201,893
Entreprencurs Intemnational 50 10,257 512,855
TOTAL TECHNICAL 10,916 4,312,665

TR T R R T T B e T T D O Y et Wy ,,,.}.,,-m‘,,...,,‘k,.'-, W

ORAND TOTAL 444 $17.39 ] $7.566,111

Source: PTMS, March 1993,

lCompleuad, active, and planned participants,
Totals are based on actual costs of retumned participants and obligated amounts for active and
lanned participants.
US technical does not include Entreprencurs International,

d. Summary of Achievements

HRDA has done well in approaching its targets in the following arcas:
. Women;
. Short-term training,

. Priority ficlds of training;
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. Total placements to date; and
. Completion rates.
The areas where more attention is needed are:
. Private scctor training;
. In-country training; and
. Placements in HBCUs,
2. Collection of Evaluation Data

To determine the impact of HRDA in Tanzania, the team tabulated and analyzed questionnaires from 151
retuned participants and 17 interviews with participants in EI. The main questionnaire was dcveloped
and distributed by the USAID/Tanzania Training Office beginning in 1991, and the El interviews were
conducted by PIET in November 1992 with 17 of the 38 retumed EI participants. The tcam also
conducted interviews with sclected individuals from public, private, and parastatal institutions, and with
their managers. Finally, three focus groups were held consisting of the following:

. Retumned participants from the public, parastatal, and private scctors including the
Ministry of Health, Bank of Tanzania, IPP (a private fimn), and Association of Tanzanian
Employers (9 participants).

. Managers and supervisors from the above institutions (7 participants),
. Health scctor training officials and decision makers (9 participants).

Focus groups were uscd to asscss impact of training at the individual, institutional, and sectoral levels, and
to determine the factors that contribute to and constrain the utilization of USAID/Tanzania-sponsored
training.  Participants, managers, and scctoral training planners were asked to make realistic
recommendations for improving the process of planning and better utilizing training,.

The findings from all the sources of information are the basis of our analysis of the impact of HRDA
training. No bascline data or indicators for measuring utilization of traiming were available. Further, the
information available is highly subjective and difficult to quantify. Nevertheless, much can be said about
the impact of training on individual participants, their institutions, and their clients.

3. Findings on the Impuct of Short-Term Training

As demonstrated above, USAID/Tanzania has invested significant resources in various types of training
for Tanzanians. For the purposes of this evaluation, however, training completion is considered only a
pre-condition for impact, and in itseif is not an indicator of impact. Training may have increased the
potential capacitics of individuals or institutions, but it cannot be assumed that it has increased the
performance. To cvaluate the impact of HRDA training, we assessed the outcomes of training, in terms
of the contributions that training has made to the development of individuals, institutions, and scclors.
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Outcomes of training take many forms, and some are clearly casier to measure than are others. Increased
volumes of sales for a private firm can be casily documented, for example, but improved policy-making
and decision-making abilities in government are more difficult to measure. Thus, one might be tempted
to conclude that impact has been greater in the private sector because there are more visible signs of
change.
It is also important to note that some of the traditional indicators, (c.g., salary raises and promotions), can
be used as proxy measures of an individual’s production worth to the cmploying institution, but are not
useful indicators for self-employed trainees or for trainces who were at the top of their organization before
training. Thus, it is wrong to conclude that lack of salary raises or job promotions means that the self-
employed and high-level trainees were not able to have impact on their organizations.
Despite the short-comings of the traditional indicators of training impact, they are used here for evaluating
HRDA. Unfortunately, data are not available for any other indicators due to time and fiscal constraints
and cffort. Further, it would have been difficult to link development impact to training interventions
because no relevant baseline data had been collected on individuals, institutions, or sectors served by
HRDA.
This portion of the report is divided into the following five sections: (a) expectations for training impact;
(b) individual impact for shont-term training; (c) institutional impact for short-term training; (d) sectoral
impact for short-term training; and (¢) constraints. While findings are gencrally for all HRDA training,
long-term training and EI are occasionally singled out.

a.  Expectations for Training Impact
Managers openly stated that they had high expectations from retumed participants, including:

. Better attitudes toward work;

. Improved interpersonal skills;

. Broader perspective;

. Preparedness for increased responsibility;

. New and/or improved skills relevant to their job;

. New technologics;

J Greater cfficicncy;

. Increased productivity;

. Improved organivational performance; and

J Greater institutional competitiveness.
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Managers also realize that returnees who obtain these desirable attributes pose challenges. For example,
managers must provide incentives to keep trained employees; material and financial incentives are essential
in retaining these individuals who are professionally more marketable. When the increased expectations
of returnees are not met, they are often frustrated and the benefits of their training become limited.
Managers think that these problems could, in part, be attributed to the fact that there is little institutional
planning for utilization of new skills,

b.  Individual Impact

When asked 1o identify the most visible changes that can be directly linked to their training experiences,
individuals revealed that they now have:

. Increased professional confidence;

J Discovered new ideas during training;

. Obtained wider or more worldly perspective;

. Increased professional motivation;

J Increased job responsibilitics;

. Improved possibility for promotion;

. Enhanced technical skills; and

. Improved analytic skills.
Similar questions about irnpact were asked through written instruments. Responses to these questionnaires
can be grouped into the following categories: (1) new skills; (2) increased recognition; (3) increased
salary and promotion; (4) enhanced abilities and competence; (5) impact on women; (6) unplanned

benefits; and (7) non-job related impact.

New Skills. Participants respondeu in the following ways when asked "Which of the following activities
have you been able to undertake in your job as a result of your training?"
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TABLE 11
New Skills of HRDA Participants

ACTIVITY OVERALL % W_(_)_iM;EN % C('I)‘UH;IIFI%Y EE%;
Improving operational procedurcs o 85 T 78 72 D 78
Training others 68 64 72 78
Managing projects, office, company 51 53 50 67
Initiating new projccts or services 38 50 11 56
Researching 30 24 17 0
Influencing or making policy 27 40 28 56

Women appear to have gained more from training than men in their abilitics to initiate new projects or
services, and to influcnce or make policy. Likewise, participants of the EI program gained more than
other perticipants in these two areas as well as virtually every other type of activity. Those who attended
programs in third countries, however, fell shon of their counterparts who studied in the United States in
their abilities to initiate new projects/or services and research.

Panticipants mentioned that, as a result of their training, they were zlso better able 1o present papers at
conferences, manage budgets, analyze financial data, and manipulatc computers.

Increased Recognition. In general, training has been well received by the colleagues of surveyed
trainees. Trainees reported that their colleagues now approach them for consultations and advice, on-the-
job training, decision-making, and Lroblem-solving. The positive recognition by collcagues of EI
participants was higher than the overall ratings, and lower for those who pariicipated in third country
training,.

Reaction on the pan of superiors reflects basically the same pattern as that of colleagues. Overall,
participants noted that recognition has come in the form of increased duties or responsibilitics (56%) and
increased esteem or prestige (45%). For the participants of third country training, the increase in dutics
was greater (67%) than the overall rating, but fewer (28%) stated that their superiors have recognized their
training through increased esteein or prestige.

There is no evidence to support the contention that such training automatically guarantees one increased
csteem or prestige from collcagues or superiors.

Increased Salaries and Promotions. While training has, on the whole, been positively recognized, it has
not necessarily led to job promotions or to higher salaries. Questionnaires show that positions of
participants (60%) have changed since training, bat only about 20 percent received promotions and/or
salary increases. Most participants credit their improved positions and higher salarics to the training.

Promotions and salary increases are not likely to result from short-term training for government or
parastatal employces. In the public sector, pay grades are fixed and cmployces can upgrade 2 increments
after 9 months of training. In parastatals, the service regulations effect changes in salaries for training of
12 months or more. Funthermore, because USAID/Tanzania targets the most qualified participants, these

25



individuals are already in positions where top grade salaries are being paid, with no possible irncreases
available from the institution.

Promotion and salary increases were not good indicators among private sector cmployees cither because
so many of those who were sclected for USAID/Tanzania training were either self-cmployed or were in
the most senior positions (e.g., general manager).

Participants who had not been rewanded stated that they were in much better positions to receive rewards
after training because of their improved skills, but that promotions and raises would come only after they
had demonstrated improved performance.

Enhanced Abilities and Competence. A large majority of those surveyed testificd that their training has
had a very significant impact on their ability to more competently perform their duties, with the highest
ratings coming from EI panicipants. Only a small number (<3%) revealed that such training did not
impact their job performance.

Job performance was affected most by increases in confidence. This was especially true for the women
who attended training in the United States.

Aspects of the US training that participants noted had most contributed to the professional development
of HRDA participants are, in order of frequency:

. Expericnce in the classroom, especially related to the teaching style of US professors and
trainers;

J Exposurc to US lifestyles;
. Site visits, conferencss;
. Sharing cxperiences with other students;

. Exposure to US workstyles, including time management, supervisory styles, openness,
asscrtivencss; and

. Access to computers.

(Note: The first two most popular responses were the cues provided in the questionnaire. Also, most
third-country participants did not respond to this question.)

It is also interesting to note that panicipants mentioned such things as the impontance of developing
objectives, evaluation, and reporting systems.

Impact on Women. Although only one-third of those surveyed conceded that Women in Development
issues were included in their training, about two-thirds reported that experience gained during their training
had been applied to benefit the women of Tanzania.

In comparison to male participants, females had been more successful in applying their experiences to

benefit other women. Some examples of the ways in which female participants had helped other Tanzania
women include;

26




J Training: trained on-the-job, especially with computers; trained a group of 56 women
administrators from the Ministry of Education; asked to present a paper at a workshop
for female entreprencurs; conducied a seminar on women, population growth and
development; counscled to other ministnies and women’s groups in 6 regions about
promotion of health and the rights of women and children.

. Initiating/supporting new projects or services: mobilized S women to set up a funds-
generating project; consulted female clients on how to initiate and manage rew projects;
advised women entreprencurs on contracts documentation; counseled women who were
trying to start export business; shared the need to provide housing for homeless children
and 9 centers have been proposed.

. Sctting an example: became one of the first woman jet pilots in Tanzania which will

inspire other women to learn to fly; encouraged other women to be assertive and free

in expressing their concems and opinions; inspired other women to apply for training.
One woman in the private sector reported that since she retumed from training, she has been asked to talk
to women’s groups including: ELTC, a group of local and intemational women who were interested in
her experiences in the United States; Intemational Women’s Group of Arusha; and UWT Women from
the neighboring region. She has tried to persuade these women to apply for training in an effort to
increase the efficiency of their projects, especially in agribusiness.
A few male participants also reported that their training had benefitted women through on-the-job training,
proposing and supporting women in work groups, and using new material in scminars for women
entrepreneurs. A man in the banking sector teaches in a credit lending program for women and in his free
time writes project profiles for women.

Unplanned Impact. Trainces identificd a number of uncxpected changes experienced since training
including:

. New awareness and exposure to a variety of cultures;

. Increased respect by peers, colleagues, and supervisors;

J Institutional recognition as an expen;

. Sectoral recognition for policy reform decisions:

. Professional marketability and mobulity;

. Increased desire for training among colleagues; and

. Realization of need for menitoring and evaluation.
Onc woman, through her training in the United States, gained a better understanding of the rights of
children. Upon retuming from the US she took in a foster child and now provides daily carc and pays
the child’s school fees.
Summary of Individual Impact. It is clear that USAID/Tanzania-funded training has had a great impact

upon the individuals who have participated. The participants are now able to take on additional
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responsibilities with greater confidence and enhanced skills. They have greater initiative and a wider
perspective. Participants are able to multiply the benefits of their training by advising others, providing
on-the-job-training and speaking at workshops and confercnces. Women have gained as much as, or more
than, the men who have been trained.

¢. Institutional Impact
If human resources development is to be a cost-effective investment, training should benefit more than
individual participants. It is anticipated that individuals will use their new skills, knowledge and
perspective to contribute to the productivity of their employing institutions. It is important, then, to
consider the institutional impact of training.
HRDA is a general training project and is different from sector-specific projects, which may have training
components. As currently implemented in Tanzania, HRDA sclects participants based on individual merit
and not institutional or sectoral training needs. Consequently, participants come from a wide range of
institutions (over 130), sc the impact is dispersed among many institutions rather than concentrated in a
few.
Despite the fact that institutions were not targeted, there are a few institutions that have sent over five
individuals for training, and a number of privaie scctor firms where the top decision makers have gone
for training (c.g., owners, general managers). The information gathered from these individuals allows us
to make some observations on impact expericnced by several institutions.

Bank of Tanzania (BTO). Through the HRDA project, USAID/Tanzaniu has trained 14 cmployees of
the BTO. Itis difficult to assess the cumulative effect of their training, but individually these participants
have been able to contribute to the BOT by:

. Acting upon ncw cconomic development options;

. Negotiating for foreign exchange;

. Increasing forcign investment;

. Collecting on loans more cffectively;

. Disseminating repornts throughout the bank;

. Directing the new operations department;

. Implementing the new in-hcuse training;

. Leading tcams on various audit/inspection assignments a1 head office and branch offices;
and

. Embarking on investment--resources mobilization--through government sccurities, which
gencrates returns to both the bank and the country at larg.e.

According to the participants, liberalization of the banking scctor will call for increased monitoring of

bank operations by the central authority. Several of the BOT employces took courses in the United States,
in which they were exposcd to new techniques that prepared them for assignments in monitoring and
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supervising bank activities. They stated that the bank supervision course is a great necessity to banking
devclopment objectives.

Some gained a better understanding of the relationship between commercial banks and central banks, and
the extent to which the central banks can influence the operations of the commercial banks. BOT credit
to banks and financial institutions will be repaid in time for the development of rural arcas due to
participants’ exposure to appropriate credit arrangement skills and effective follow-up.

Tanzania Electric Supply Company, Ltd. The institutional impact of USAID/Tanzania training of 8
TANESCO employees has been mostly in the form of increased internal ef ficiency. Participants reported
that they have contributed to TANESCO in the following ways:

J Conducting research studics that save TANESCO money duc io reduction of cnergy losses and
perfect energy auditing;

J Improving specific consumption of fuel, lubricants, and other consumables which contributes
to energy losses in TANESCO plants througk: an cnergy management prozram;

. Completing reports quicker because of expanded knowledge of the use of computers in
data analysis;

. Improving the availability of information to management because of a new database for
sales generation;

. Managing human resources better; and

. Preparing development hudgets.

Private Firms. Top managers in the private sector are in good positions to affect change in their
organizations. They are also better able to assess the impact of their training because of access to
institutional financial and management data--that lower level cmployers may not have. These factors make
it casier to measure the impact that participants in the EI program, for cxample, have had on their
institutions. Table 12 is a summary of the impact that EI participants have had on their firms.

When asked if these changes were a direct result of training experience in the US, more than 75 percent
responded in the alfirmative.

Panticipants have introduced over a dozen new products to their fimms, including cotton sced, sesame oil,
herb plants medicines, leather products, a new hote! lodge, and consultancy services. Many reported that
they have improved the quality of exising products ~nd have increased cificiency and production,

Every EI panticipant spoke of training inspired further planned changes in their firms, ‘These changes

include: new locations, new products, improved quality, computenzation of the firm, cxponting their
goods, and importing machinery and parts.
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TABLE 12
Survey of Returned Participants
Entrepreneurs Intemational

CHANGES IN FIRMS TOTAL % WITH
AFTER TRAINING FOSITIVE CHANGE

A. BUSINESS SIZE

Expansion to new locatiors 53

More employees 35

Increases in revenue/sales 41
B. PRODUCTION

New products 65

Quality control 47

Raw material acquisition 35
C. DISTRIBUTICN

Packaging 59

Distribution systems 29
D. ORGANIZATIONAL

Supervision/management skills 59

Finance and accounting 35

Employce training 29

Labor rclations 29
E. MARKETING

Customer identification 41

Product definition 29
F. INFORMATION SHARING 82
G. TIES WITH UNITED STATES

Purchasing US products/services 29

Maintaining contact with US hosts 76

Anticipating {uturc cooperation 82

Source: Interviews conducted by PIET in November 1992,

From the EI program, there were many participants whose training has had impact beyond what can
normally be expected of short-tenn training programs, and cenainly beyond their own expectations.
Ms. Grea Mollel, General Menager ol Kijenge Animal Products, Ltd. in Arusha in one such ¢xample.

Kijenge Animal Products, Ltd.  One of the most valuable experiences Ms. Moillel had durmyg the
training program was working and tiving with a fann family m ilhnois o mid-1991. There she
witnessed the high productivity of a small fami. When she retumed to Tanzamia, <he called a meeting
with semor statt who wete not working to capactty. She reorpantzed the hom, 1educing the number of
cmployees in the poultry section from 20 to 6, and i the teednall from 2010 14 My Mollel reports
that the finn is much more eticient now.  Forunately, her traming did not result ina net loss ol jobs;
before her trainmng, she was cmploying 96 and the current company size s 150,
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Ms. Mollel leamed how 10 run a company for maximum output. She also leamed the imponance of
rewarding productive employees with good salaries so they will continue to perform well. Additionally,
Ms. Mollel has provided new benefits to her employees 1 the form of an evening literacy class.

Total sales at Kijenge Ammat Farms have also taken a big jump.  The 1991 sales figures are nearly 70
percent higher than in 1982 Ms. Mollel credits the increase, in pan, (o an approach to marketing that she
leamed from her Illinots hosts who do their own direct marketing to customers.

Summuary of Institutional Impact. With well over 130 institutions represented by HRDA trnees, one
may conclude that a farge number of institunons in Tanzania have benefitted from USAID/Tanzania-
fune ! training, but it is not clear what the cumulative impact of the training has been on thetr institutions.
Parasi. Is and govemment ministries have sent the majonty of employees for traiming, but since the
trainees come from different branches or departments, it 1s impossible to assess the collective benefits on
the institution as a whole. Participants from pnvate firms also reported that they have affected change
in the form of increased sales, new jobs, more products, and strengthened business ties with US firms, but
no data are available o quantify or venty the impact.

d.  Sectoral Impact

USAID/Tanzania has targeted three sectors for the penod 1992-1997 and has idennficd strategic objectives
in heaith, infrastructure, and the private sector. ‘There 1s no clear mandate for HRDA 10 1ocus on the same
sectors or to contnbute to the achievement of CPSP goals or obje :tives.  However, the major fields of
study to date have closely paralleled the current sizategic sectors. ‘Fhe sectors receiving the most attention
under HRDA are healily/population, mfrastzucture (banking, transpontation, energy), and privaie business.

In this section we desenbe some of the changes i two sectors--health and pnvate buuness. It s,
however, nothing more wan anecdotdl information about how some mdividuals have alfected the sectors
they represent. It is not an atimpt to link mereased productivity of individuals or mstitutions 1o sectoral
productivity or change. While these individuals argued that they have helped their sectors, it is impossible
to measure how their training has improved the quality of life of the target populattons, which should be
the ultimate goal of development mterventions, “cludmg training,

Health Sector. HRDA has tramed over a dozen individuals in the health sector, representing the Minisiry
of Health, Ministry of Home Affairs, Muhumbils Medical Center, and Mumcipal Director ttamuly planning
and MCII. Amorg the contnibutions made by HRDA partcipants o the health sector are:

. Increased fami!y planming coverage (acceptance rate) as aresult of the knowledge and
skills pained 1 traming,

. Provided more etiective and etticient dehvery of Larmily planming services;
. Developed surprcal shalts through tammg tor VS,

’ Improved manavernal perfomance of health anapement teams;

. Initiated compounding phannacy.

. Reduced expenditares on draps at the medical center,

. Rescarched and presented paper on antibiotic use;
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. Coordinated mental health services within the central zone;
. Provided more services to STD paticnts;

. Shared knowledge with other ministries about public health thus influencing health care
policics;

. Trained, treated, counseled, and mobilized people to do voluntary health scrvices; and
J Developed new regulations on meat and pouliry.

One former HRDA participant reported that, because of the improved computer skills she developed in
training, she has contributed to the efficiency of her .nstitution. Beyond the institutional level, she is now
held in higher esteem by her health sector collcagues. Since returning from the US, she has been asked
to organize cvents for women, speak at meetings, and participate on committecs. Her influcnce now
extends to the national level, where she has been asked for her advice and expertise in formulating
national health policies.

Private Sector. In April 1991, a member of the Exccutive Council of the Chamber of Commerce,
Industry, and Agriculture went to the US for 5 weeks of training. He attended the Annual Mceting of US
Chambrrs of Commerce and visited several chambers thrcughout the US. He learned how local and
national chambers in the US are crganized and managed.

As a result of his visit to the US, Mr. David A. Mwaibulla is now one of three National Vice-Chairmen
of the Chamber. In this position he has been able to affect change at several levels. For example, the
Chamber in Morogoro has doubled in size and the chambers in Iringa and Arusha have tripled.

Local business communitics and clients of the Chamber have benefitted as well. Mr. Mwaibulla better
understands how the Chamber can help businesses and how businesses can help the Chamber, und that
business people can play important roles in the development of Tanzania. As a result, the Chamber is
more involved in all the region’s activitics. Mr. Mwaibulla has convinced people that a Chamber is not
just for clite organizations, but for all businesses regardless of sizc or ownership, and that it can be a
mutually beneficial relationship. Mr. Mwaibulla has also produced a brochure promoting Morogoro, and
gives advice to the govemment on making business more open, removing burcaucratic red ape to allow
more investments, and promoting investmeiit in regions outside Dar Es Salaam.

Mr. Mwaibulla has also strengthened Chamber, commercial, and cultural rclationships between the US and
Tanzania by cstablishing a Sister City relatior ship between Fresne and Morogoro. He was invited back
to Fresno 1o address the city council and in retum, three members of the Fresno Chamber of Commerce
visited Morogoro. Sceveral American doctor, will be visiting Morogoro to explore ways to assist heart
patients, and discussions are taking place to make some animal donations to the Fresno 700.

Commereial relationships appear to be improving as is evidenced by the number of letters of inquiry from
US companies regarding trade and commerce. Mr. Mwaibulla has initiated an exporting arrangenient with
a Fresno-based company that plans 1o open a cashew packaging plant, and the Overseas Private Investment
Comoration (OPIC) is now investigating mvestment opportunities in Tanzania,

Plans that Mr. Mwaibulla has for the future include: (1) making the chamber an apex body for all
businesses in the country; (2) training unemployed wotkers as does the Fresno Private Industry Council;
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(3) training the informal business scctor to formalize their activities and to use the banking system; and
(4) writing a guide in Swahili on how to run a small business.

The experience that Mr. Mwaibulla had in the US not only affected him personally, but has also
contributed to the development of his community and the private sector of Tanzania,

Summary of Sectoral Impact. While the participants in the health sector have been able to contribute
to specific health aspects, few have forwarded the CPSP objective of promoting "health cnhancing changes
in reproductive behavior." In the private sector, participants have been able to contribute, to varying
degrees, 1o "increased formal private sector employment and income growth," and possibly to the CPSP
subtarget of "BOT functioning as a central bank."

e.  Constraints to Ulilization
About half of the participants surveyed responded "YES" to being able to make full use of training in their

jobs. Those who responded "NO™ consider the factors listed in Table 13 to have constrained their ability
to fully utilize their training.

TABLE 13

Constraints to Utilization of Training

CONSTRAINT PERCENT'. ...
Lack of equipment 61
Too many other respensibilities ' 39
Lack of support from superiors 22
Resistance to change by others 19
Lack of qualified staff 17
Non-applicability of training to local conditions or to new job 17

Source: HRDA questionnaires.

*Percent of respondents that indicated that the constraint restricted
full utilization of their training.

The primary constraint that has prevented El participants from implementing new idcas or methods is the
lack of working capital. Availability of credit, machinery, and spare parts has also prevented them from
fully utilizing their training,
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4.  Findings on the Impact of Long-Term Training

Much less information was available about the individuals who have received long-term training under
the HRDA project. To date, only 12 participants have returned from th=ir training programs in the United
States, and 7 were available for interviews. Of those interviewed, only 2 have been back for more than
6 months. They believe that it is too soon to have realized impact from long-term training.

Nevertheless, participants were able to identify some new skills and responsibilitics acquired through
training. They have improved in the following areas:

. Computer skills;

. Evaluation and reporting methods;
. Research skills;

. Teaching methods;

. Curriculum devclopment;

. Management stylc;

. Supervision and cvaluation of staff;
. Interpersonal skills;

. Decision-making abilitics; and

. Business strategics.

It was even more difficult for long-term participants to articulate the contributions they have made to their
organizations, but thcy were able to identify a few:

. Training staff on personal computers;

. Improving computer-aided analysis tools;

. Computcrizing accounting systems;

. Upgrading communications systcms;

J Preparing clients’ accounts faster and better;

. Offering more flexibility of courses;

. Preparing better credit applications;

. Decentralizing opcrations and more clearly defining responsibilities; and

J Introducing techniques used by other countrics.
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Retumned participants believe that their clients have benefitted because the participants arc now able to:

. Advise on better ways of financial control and accounting systems, thereby producing
petter and faster accounting and management reports;

. Provide higher quality courses;
. Respond to customer complaints; and
. Access US goods.

The constraints that long-term participants face are somewhat different from those of short-term trainees.
The challenges they face in trying to affect change are mostly related to re-entering the workplace after
long absences. It takes them considerably longer to adjust to such things as a slower pace of operating,
unreliable staff and machinery, and lack of high-tech equipment. Some of them are still trying to adjust
10 new positions and, in several cases, 1o new senior management and ownership. They face resistance
to change and alicnation (colleagues think they have become "too American"),

There were only a few cases whiere any contact exsisted between the employers and participants during
training. This meant that the majority of participants were not aware of the changes taking place in the
company, and employers did not fully appreciate what the trainees were leaming or experiencing. Further,
only one returnee reported that any sort of re-entry preparation was given before departing from the United
States. Most left unprepared to meet the challenges they would face upon retum to their jobs.

5.  Findings on the Management of HRDA Training

The team interviewed cach member of the Training Office and observed them performing their duties over
a 3-week period. Participants were also asked questions about how their training was planned, managed,
and cvaluated. The following pages document the findings from these sources on the management of
HRDA training,

a. Planning

National and Sectoral Planning. Public scctor training officials revealed that the planning process for
training intcrventions are experienced in five major scenarios:

. The National Development Plan identifies arcas of need and training interventions are
identificd by sector training officials.

. Ministries determinc needs and pass them down to departments to identify necded
interventions.

J Communities identify needs and pass them up to Ministry or depantmental officials for
inclusion in training interventions.

. Institutions determine needed training and request Ministrics to assist,

. Individuals idenuty their own training needs and approach department heads or international
donors for assistance.
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The process of planning for training seems to vacillate between sectoral or national mandate and
community, institution, or individual's stated nced. In any of these scenarios, participants reported that
USAID/Tanzania had not been involved in the planning for training to meet needs at these levels. No
individual was aware of USAID/Tanzania participating with sectoral or institutional officials to identify
the most effective use of training funds. In almost every case, HRDA has responded to the last planning
scenario described above.

Scctoral managers stated that they had no involvement in the selection process, nor were they asked to
cvaluate the impact training has had in their sector. Managers also noted that they had not been involved
in the training process, which had limited tieir ability to institutionally plan for the absence of participants,
for utilization of skills of returnces, and for institutional growth by identified training interventions.

Institutional Planning. Some institutions have human resource development depantments, or at least a
Training Officer, and in most cases are required to approve staff training requests. However, participants
stated that there was little if any connection between USAID/Tanzania and that department. The lack of
coordination between USAID/Tanzania, HRD departments or Training Officers, and individual training
recipients often results in the unplanned depanture of individuals whose training may or may not be part
of an institutional growth plan. Therefore, the role of the individual’s newly acquired skills at the
institution remains tenuous.

On the other hand, participants do not recommend that all training be coordinated through the institution,
particularly in the sclection process. There is a deep distrust and dislike for reliance on internal officials
to be fair about training opportunitics.

In the cnd, participants agreed that there should be a coordinated cffort between employers and
USAID/Tanzania. They suggested that USAID/Tanzania could approach different institutions and allow
for a certain number of slots to be made available at certain times and then work with the institution to
choose appropriate candidates. However, limiting training opportunities to specific institutions was not
desirable; individuals should be permitted to continue to apply and be selected on their own merits.

Individual Planning. Individuals can plan for training by cither following institutional procedures (which
often are not satisfactory) or independently approaching donors to enhance their own professional growth.
Individuals stated that few if any attempts to conduct carcer planning were practiced at their institutions.
This results in convoluted promotion schemes, unassessed performance, and undcrutilization of newly
acquired skills,

The EI participants all reported having developed training objectives before their visit to the United States.
In most cases USAID/Tanzania assisted them in establishing objectives. They were all able to accomplish
their objectives to varying degrees.

USAID/Tanzania Planning. Annual Training Plans originate in the Training Office at USAID/Tanzania.
The Training Officer drafts an annual plan wornth $2 million based on the following considerations:

. Parameters and mandates of the GOT’s Economic Recovery Plan;
. USAID/Tanzania’s strategic objectives;
. HRDA and Atlas project papers;

. GOT Plaaning Commission’s assessment of deficiencies in human resources;

36



. Information gathcred from meetings with officials from GOT ministrics, parastatals,
private sector, NGOs and PVOs;

. Experience of past participants; and
. Demand for training, as demonstrated by the applications from the previous ycar.

Based on his review, the Training Officer determines how many public and private scctor slots will be
available, and within thosc categories, he assigns the number of technical and academic slots, and the
number of in-country, third country, and US slots. (These decisions arc somewhat tentative, and they may
change depending on the qualifications and needs of the applicants.)

The draft plan is then shared with the Planning Commission. The next stage is to have the planned
approved by the USAID/Tanzania Program Officer, the Controller, the Mission Director, and the REDSO
Office in Nairobi. After confirmation of availability of funds, the limited scope grant agreement is signed
by the Ministry of Finance. The final agreement is sent to A.LD./Washington.

b. Managing

Recruitment. While some recruitment letters are sent by USAID/Tanzania, the major recruitment effort
is in the form of newspaper advertisements. The advertisement is based on the annual training plan and
is placed in several English and Swahili newspapers that have the widest circulation, USAID/Tanzania
receives anywhere from 3,200 to 4,500 applications cach ycar. Although not all applications are complete
(and therefore not considered), there has not yet been a lack of qualified individuals to fill the slots.

The majority of participants responded individually to the news advertisement for HRDA training. They
then approached their manager or supervisor for approval. Some were advised of the availability of
scholarships by their supervisors; others contacted USAID/Tanzania dircctly for a specific courses in the
United States.

Advertisements were deemed an effective recruitment method to attract self-motivated individuals from
a cross scction of sectors and interests unaddressed by other USAID/Tanzania or other donor programs,
In addition, advertiscments scems to limit cronyism and nepotism at the institutional level. Individuals
are therefore free to take control of their own training and professional growth rather than relying on
institutional supervisors to identify training oppcrtunitics. It seems unlikely that all institutions or
managers are aware of the vast array of training opportunitics and therefore may not encourage
applications due to inexperience with USAID/Tanzania programming.

Statng in the advertiscment that "women are encouraged to apply" significantly affected the number of
female applicants. All the women in the focus groups stated that they might not have applied had the
advertiscment not encouraged them to do so. On the other hand, men said that they were not discouraged
by the statement and applied just the same. Of the 151 panticipants surveyed, about three-quarters believe
that tie zdventisement is effective in encouraging qualified women to apply. This approach succeeds in
attracting a sulficient number of highly qualified women to apply, and no further "atfirmative action” hag
been required.

This recruitment approach has not been as successful in attracting a sufficient number of qualified
individuals from the privatc scctor. There are a number of theories for the low participation: (1) the
private sector is still young in Tanzania; (2) the pool of cducated individuals in the private scclor is
limited; (3) there is less appreciation for the value of training and definite financial gain must be
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demonstrated; and/or (4) USAID/Tanzania has not implemented an aggressive recruitment campaign that
responds to the needs of the private sector.

Selection. USAID/Tanzania hires pre-screeners to review all the applications, using a standard set of
criteria established by USAID/Tanzania. (The most common probleras with applications are that they are
incomplete or are not relevant to the advertized fields of study.) At the next stage, two members of the
sclection committee review each application. Long-term candidates are interviewed and tested. The lop
ranking individuals sccking short-term placements are notified of selection, and visits are made to the woik
sites of EI candidates before final selection.

Not surprisingly, HRDA panicipants stressed their approval of the selection process at USAID/Tanzania
and that this approach should continue. Since individuals are not allowed to contact USAID/Tanzania
before selection and deadlines are respected, participants felt like it was a fair and objective process.

On the flip side, those who may in fact be in greater need of training (based on national, sectoral, or
institutional objectives) could be passed over for a more qualified individual. Also, a senior level
participant stated that news advertisements might not attract the best qualified (c.g., at the minisicrial level)
since they would be unlikely to submit their names to be put amongst the pool of all paniicipants, and
would expect to have direct contact with USAID/Tanzania.

Placement. Once candidates are selected and confirm their training objectives with USAID/Tanzania,
copics of the dossicr are sent to A.IL.D./Washington and forwarded to PIET. The applications are sent by
PIET to the appropriaic universittes and then PIET notifies USAID/Tanzania when candidates are
accepted. In collaboration with the candidate, USAID/Tanzania makes a final decision on the most
appron~ate placement and informs the employer.

In the casc of short-term participants, USAID/Tanzania makes recommendations to PIET for specific
programs. EI placements, however, are custome-designed by PIET. This is a labor-intensive effort that
requires considerable communicaiion among PIET, USAID/Tanzania, and the candidate.

Overall, short-term participants noted that their placements were very relevant, although many argued that
the programs were tco short.

Long-term participants strongly expressed a desire to be more involved in the sclecticn of the university,
They also stated preference for programs that have practical attachments or intemships, advisors with an
understanding of developusyg countrics, and a large group of foreign students,

The main problem with placements is that they are confirmed at very late dates. This is especially true
for long-tenn participants, with some Laving less than a week between when the "call forward” reaches
them and the departure date. It is not clear if the botileneck is with the universities or with PIET, or
whether USAID/Tanzania beging the placement process too late.

Orientation. Pre-depanture onentation currently consists of a 1-hour session with a participant or group
of panicipants. The USAlD/Tanzania Training Office reviews the details of the training plan, the
schedule, finances, weather/clothing, housing, and transportation. In addition, some participants attend
a 5-day orientation at Meridian Intemational Center (MIC) in Washington, DC. ‘The orientation covers
topics such as US culture, educatic n, politics, govemment, banking, and professional ctiquette.

Panticipants who attended MIC reported that it was a favorable experience, helping case their transition
into the US, and thus allowing them to focus on their training objectives.
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Participants emphasized the importance of receiving a more thorough «...cntation, cither before departure
or upon arrival. They belicve that the problems they faced could have been addressed better in an
orientation. In order of frequency mentioned, oricntation issues identified by participants and their
recommendations {or addressing them are:

. Financial problems: budgeting recommendations, locating inexpensive housing;
. American English: information on basic vocabulary and accents;

. Homesickness and ways to deal with it (e.g., taking photos with you, budgeting money
for phone calls);

. Use of computers: advance computer training;
. Culwral differences: videos and discussions with former participants; and
. Intensity of the training programs: ways o cope with the faster pace.

Monitoring. It is the contractor's responsibility to monitor short- and long-term participants., PIET
involves USAID/Tanzania with monitoring by sending Academic Evaluation Term Reports (AETR) of
long-temm trainces. These are then sent to the employers, but there is no evidence that employers maintain
regular contact with the trainees.

The most common concems that short-term participants had while in training were related to finances,
(c.g., refunds for expenses are not paid by PIET in a timely manner and per diem rates arc inadequate),

The concems of long-term participants are, of course, related to their long absences from home and work.
Issues they faced during training included: feeling secure that their families are safe and healthy, receiving
news about political and economical changes in Tanzania, obtaining information about events and changes
in their employing institutions. They would have liked more information sent to them and have had their
spouscs visit them in the United Siates.

Re-Entry,  USAID/Tanzania has allowed for re-entry training in cach Project Implementation
Order/Participant (PIO/P). llowever, there is no evidence that PIET, African-American Institute (AAI),
or training providers conduct re-entry workshop for short-term trainees. Long-term participants are
debricfed by PIET and AAL in New York, but re-entry issues do not receive much attention,

Most participants were ill-prepared for a retum to the workplace. They said they were not aware of the
challenges and frustrations they would face upon retum, and thus not ready (o deal with them. They also
reported that without a carcer plan they were not sure what they would be doing or what their position
would be. This is an especially serious problem for jong-term participants who may have been replaced
during their absence.

Follow-Up. USA'™/I'anzama currently has limited contact with participants after trainmg, The contact
includes: (1) final reports wntten or given orally by panicipants; (2) ceremonies for wchievement (c.g.,a
ceremony was conducted in 1990 to present centificates and another is planned for April 1993); and (3)
cvaluations, ( c.g., starting in 1991, questionnaires are being sent to participants six months after they
rctumn from training).
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Retumed participants were unanimous in their support for an alumni association. They viewed it as a
forum for associating with other Tanzanians who have had similar experiences, thus providing a support
system. They would also appreciate seminars and lectures which reinforce and enhance the knowledge
and skills acquired through training. There is no USAID/Tanzania alumni association, but
USAID/Tanzania plans to use the Fulbright alumni association. Based on what was expressed by
Tanzanian participants, and USAID/Tanzania experiences in other countrics, participants might be less
supportive of an association that was not their own.

¢.  Evaluating

A.LD./Washington and USAID/Tanzania have not established impact indicators for HRDA training, nor
have most institutions that send participants.  Additionally, baseline data is not collected by
USAID/Tanzania or participating institutions.

USAID/Tanzania and some institutions require that participants report after training. This is gencrally to
assess the quality and uscfulness of the training program. To date, no longitudinal studics have been
developed to evaluate impact and no formal mechanisms exists 10 measum changes in behavior or in
institutional productivity.

Sectoral Level. In terms ot measuring impact, the most important issucs identified at the sectoral level
were: (1) the necessity for national statistics to be strengthened in order to accurately measure pre and post
behavior or output; and (2) the need 1o follow-up training to determine the impac.. The nced for this
support could not be overstated.

In addition, exogenuus factors in the data collection process--such as poor roads, transport, and
communications--limit the possibility for planning and follow-up to occur.

Institutional Level. At the institutional level, responsibility would likely fall on supervisors or managers
to evaluate the institutional impact of training. Participants pointed out some of the disadvantages of
managers' evaluations: (1) they do not realize the contributions that result from training and are therefore
unable to speak to training impact; (2) they may be at a lower cducational/expericntial level than the
traince and nct realize how trairiing is utilized; and (3) they may not be objective in cvaluating
performance.

Currently, in most institutions there is no mandate to measure what retumees can do diffcrently. Some
institutions have performance scales, but assessments may be conducted on a ycarly basis and not related
to training interventions. Unfortunately, these mechanisms are non-existent even in large government
ministries that have human resource departments, and in inst'ntions that have made considerable
investments in long-term training.

USAID/Tanzania. Within USAID/Tanzania no mechanism exists for collecting baseline regarding impact,
For the past several years, post-training questionnaires have been sent to participants 6-months after they
retum from training. The questionnaires are comprehensive, asking questions about changes in positions,
responsibilitics, management activities, esteem or prestige, performance, and professional development,
While these are full of rich information, the data is not entered into the PIMS, tabulated, or analyzed.

USAID/Tanzania’s PTMS s well-maintained and appears 1o be accurate. However, it is not being used
to its fullest capacity. It has the potential to store data on individual participants’ post-training
performances so that the impact of their training can be analyzcd on an ongoing basis. It should also be
able to generate reports by employers, allowing evaluation of institutional impact.
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6. Conclusions and Recommendations

Conclusions about HRDA can be grouped as follows: (a) Training Office management; (b) reaching
targets; (c) achieving impact; and (d) measuring impact.

a. Training Office Management

Overall, HRDA has been a well-managed project with staff who understand their roles and responsibilitics
and perform them cificiently. There are no obvious overlaps or gaps in responsibilitics, and all staff are
well-qualified and well-trained for their current responsibilitics. Individuals in the Training Office have
great potential, and able and interested in being given greater responsibilitics. This will require some
organization within the office and relevant staff training.

The excellent management of HRDA has resulted in 3 project that is cffectively and ctficiently meeting
most placement targets. The project has also been successful in achieving impact, but has not
systermatically collected or analyzed data to demonstrate the impact.

b.  Reaching Targets
HRDA has done well in kecping pace with their annual training plans and are currently on target, both
in terms of numbers traincd and monics spent. If the project continues at the same pace, it is likely that
USAID/Tanzania will have successfuily completed the project on schedule in September 1995, There does
not appear to be a lack of qualified candidates and USAID/Tanzania has been successful in attracting a
large selection pool. The sclection process appears to be open and fair, and results in a balance of
qualified men and women in tie targeted ficlds of study.

There arc a number of targets set by USAID/Tanzania, the HRDA project paper, and the US Congress.
These targets include:

J 10% placement at HBCUs:
. 50% female panicipation;

. 30% private scctor participation; and

30% training conducted in Tanzanian institutions.

HBCU Placements. USAID/Tanzania is doing well in making placements at HBCUs given the many
challenges with this US congressional mandate. However, with a 1992 new start placement rate of 8.2
percent at HBCUs, they are stiil below the target of 10 percent that was set by the US Congress. Most
of the placements have been long-term academic, which HBCU  are prepared to accommodate, but which
USAID/Tanzania is not focusing on. The emphasis of HRDA is on shon-term training, but HBCUs have
only a limited choice of short-courses available at any given time.  Further, the selection of courses has
limited relevance to the targeted ficlds of study identified in the Annual Training Plan,

Recommendation: USAID/Tanzania and the HRDA contractor, PIET, should idemtify at least one HBCU
for cach long-tenn placement, and place pressure on HBCUS, through OIT, 1o offer more short-courses
that arc relevant to developing countries,
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Women. USAID/Tanzania has done an extraordinary job in recruiting and selecting qualified women for
HRDA training. At 49 percent of participants, they are well above the HRDA target of 35 percent and
only slightly below the USAID/Tanzania target of 50 percent. There is some question about the ability
to maintain this high ratc of female participation since HRDA is giving less attention to the health sector,
from which many of women past participants have come. (They will continue to train individuals from
the health sector, but at the managerial level where there are fewer women). In anticipation of this
potential decrease, HRDA has opened other fields of study where there are significant numbers of
qualified women, (c.g., law).

Recommendation: The Training Office should solicit the advice and assistance of USAID/Tanzania’s WID
officer in an effort to maintain the high level of participation by women.

Private Sector. The participation of individuals from the private sector (23 percent) is well below the
HRDA target of 50 percent. It is not clear whether the problem is at tiie recruitment stage (not enough
private sector individuals apply) or at the sclection stage (they cannot compete because of their
qualifications).

Recommendation: If the problem is related 1o the selection pool, USAID/Tanzania should consider:

. Changing the ficlds of study to better respond to the needs of the private scctor;

. Offering more short-term training and/or in-country training so that it is less costly (in
terms of lost time) for firms; and

’ Working aggressively with firms and organizations to encourage individuals to apply,
rather than relying on the newspaper advert to reach them.

Recommendation: USAID/Tanzania should revisit the Private Sector Training Needs Assessment and
Proposed Training Plan, both written by Labat-Anderson, Inc. in 1989, Among the recommendations in
the reports are:

. Training for small and medium cnterprises;

. Creating an Export and Agribusiness Promotion Center;

. Offering US study tours for UDSM Faculty of Commerce;

. Funding short courses for business support organizations;

. Developing in-country short-courses for business owners and managers;

. Enhancing institution curricula; and

. Organizing a forum for dialogue between GOT and private companics,
Recommendation: USALD/Tanzania should collaborate with the Project Development Office in using the
private scctor advisory board 1o assist HRDA in increasing private sector participation and to support

USAID/Tanzania’s strategic objective to increase pnvate sector growth. ‘e board should be used to
identify private scector training uceds, find suitable candidates, develop training plans, and assess impact.
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These efforts should be follc wed by persistent and aggressive follo w-up on the pant of USAID/Tanzania.
(See Annex 5 for guidance on private sector training advisery board.)

In-Country Training. The HRDA targer for in-country training is, 50 percent, but there is currently no
training in Tanzania for HRDA participants. Some participants have been trained at ESAMI in Arusha,
Tanzania, but because it is a regional institution, it may be considzred third-country training.

There have been no serious attempts to use local training institutions or 10 build their capacity to offer
short-ceurses. In 1993, the Trainipg Office plans to focus ils attention on in-country training, and has
solicited and reccived proposals for such training. The proposals are lacking in form and substance and
USAID/Tanzania is unwilling to fund the proposed courses untii they are betrer designed.

USAID/Tanzania should issuc a set of siinple guidclines for proposal preparation and send them, along
with a solicitation for proposals, to all local training institutions. This effort should be followed with
personal visits to the most promising institutions.

¢.  Achieving Impact

HRDA has had significant impact on a large number of individuals, institutions, and sectors. However,
the impact has not been strategically planned or systematically measured. When participants have had
impact on their institutions and sectors, it is more related to that individual’s performance, initiative, and
sphere of influence, rather than a respoase to carcful institutional planning.

Institutional Planning. Little effort has been made to work with cmployers to determine training needs
in their institutions or in their individual training plans. This lack of coordination limits the utilization
of the training.

Participants and project decumentation reveal that, at this time in Tanzania, merit-based selection procuces
better qualified individuals than does targeting institutions and allowing them to identify candidates.
However, this approach must not necessarily limit the involvement of the cmployer once the candidate
is selected. After selection, USAID/T'anzania and the candidate can work with the institution to deturmine
indicators, design training objectives, select the most appropriate training design, and plan for utilizati~n.

Recommendation: Continue with self-nomination and merit-based selection, but work with institutions
and panticipants to plan for wtilization of training and mcasurement of impact.

Short-Term vs. Long-Term Training. In tenns of the type and length of training, short-term technical
training appecars to be most cost-effective. It is clearly the least expensive and produces the most
immediate impact and the result are casily mzasured. This is particularly true for EI, which costs an
average of $10,000 per participant and has proven to add jobs, new products, and increased imponts from
the United States.

Long-term training is clearly the most expensive, at an average of $68,(XX) per program.  Further, it is
difficult 10 assess the retum (o the investment because retumees have a difficult tme articulating the
impact of their training. ‘This is, in pant, because HRDA retumees generally believe that it 1s too soon 1o
expect impact from their training, since most have reiumed in the past few months, ‘Their immediate
impact is also limited because it takes them longer 10 readjust to the workplace witer their long absences.
Longitudinal studics would have to be done to see if their impact is more fong-range, i.c., they arc more
likely to be promoted to policy-making positions,
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Recommendation: Continue to focus on short-term training and consider making more slots available in
the EI program,

Third Country vs, US Treining. There appears 1o be liule difference in the post-training experiences
of those who studicd in the US from those who studied in third countries. Participants who attended
short-courses in the region were equally able to rmanage projccis/otfices, improve operational procedures,
and influence policy. They were better able to train others and fully utilize their training. In pan, this
may be related to the tact that they rate their training more relevant to Tanzanian development objectives,
than do their US trained colleagues. Panicipants trained in third-countries also reported more frequent
increascs in duties, responsibilities, and salaries.

The costs of sending panicipants to third countries are almost one-third the cost ot sending participarts
to the United States for shon courses.  Additionally, there are fewer family issucs associated with third-
country traiting and the training is more relevant. Although the evidence is not definitive, 1t is reasonable
to conclude that shont--term trainees have equally good (or better) expericnees as a result of their training,.

Recommendation:  USAID/Tanzania should make more diligent cfforts to place participants in third
countrics, and find ways to deal with the inefficicncies and frustrations associated with third country
placements.

Private Sector vs. Public Secter. Findings show that private scctor participants have had greater
immediate impact in their institutions than their public sector counterpart.  In addition, private sector
impact is casicr to link dircctly to training and is casier to quantify than public sector impact. Private
sector impact is also more likely 1o extend beyond the institution in the form of increased expons/imports
for clients, new jr'ss, and new products. This may be the result of more specific training objectives and
fewer organizational constraints when attempting to affect change.

Recommendation: Increase private sector participation following the above recommendations.

Oricntation.  The 1-hour pre-departure sessions conducted by the Training Office do no adequately
prepare trainces goiny to the United States. USAID/Tanzania could enhance the training experiences of
their paniicipants by: (1) providing a more cor..prehensive pre-depanture oricntation; (2) funding orientation
at MIC in Washington, DC; or (3) using training providers thet give orientations to forcign students or
that assign advisors who have cxpenence with foreign students,

Recommendation: Consult with USIS on developing a more comprehaisive orientation. (This option is
the most affordable and the one that USAID/Tanzania would have the most control over.)

Re-entry Planning. Participants would experience less cross-cultural shock and more casily retun to their
work environment if they received some sort of re-entry onentation. This i especially cnitical for long-
term participants.

Recommendation:  USAID/Tanzama should place pressure on PHST or traming providers to provide re-
entry planning for all long-tenn parucipants. “The onentation should melude action planning for utilizing
the newly acquired skills and knowledge upon retum,

Follow-up. HRDA alumni could benetit from a follow-up progran that builds upon existing etfosts (e.g.,
more frequent awards ceremomes) and attempt some new etforts such as a newsletter, an alumni
association, and occasional workshops.  These cltorts would also mcrease  the visibility  of
USAID/Tanzania.
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Recommendation:  Form an alumm assoctation using the deas, commument. and energy ol 1elumed
partcipants 1o plan wumm acavities.,

do Measuning Impuact

Overall, sticant changes nave oceutred tor the individuals, mstitutions, and sectors mvolved in
USAID/Tanzaney tammn s However, 1t s ditticalt 1o Iink these changes to traming because ot lack of
buascline data and systematic peronmmance assessments

Fhe Tramimg Office has done agood job ol collectny data on returmed parucipants, but the data has not
aeen recorded on PTMS, analszed, o1 ieponted

Recommendation. The collecton and analysis ol tpact data should be reconsidered with the following
i mind:

. Rewrite the aavan ¢ questionnare tonm to mclude baselime data such s posttton, instution,
number of people supervised, nunmber/type o chients, by pe/amount of tratting, and (raming
objecuves tshould not create an addimonal torm),

. Refine the existuie tollow-up questionnire
- add questons onlenstth ot trainimye, and project name,
- adaptat tor shorcterm, n-country, and third country traming programs;
- divide questions into two catepories (process and tnpact); and
- improve ability o assess insbtutiona/sectoral impact

. Format relevant questions so that answers can be eastly entered onto PTMS; and

. Develop a questionniire that mandyens can use 10 assess the pertormance and institutional
contributon of trainees

Recommendation: USAID/Tanzama should continue sendimg questionnares 10 short-temm participants 6
months atter thewr retum, but wait 12 months for long-tem participants  Because of the nature ot long-
term tipningt and the constaants o utilization, participants need more tme to evaluate the tmpact ol their
trathing,

Recommendation, o make PTMS more helptul i assessing mpact,  Labat-Anacsson, Ine., should be
requested o:

. Correct the employcr section <o that PIMS can produce teoorts by institution;
J Alter the progeam o that impact data can be iput;
. Tram other Tramine Ottice statl how o operate PIM; and

. Setup a network o that aee of the progran s not linited (0 one Operaes at any given
time,

Recommencation.  \ssien omeone mthe oy Ofhice (o analyze the impact itonuation on g
systematie basis, report the imtonnation, aitd use i plannmst and desimim Annual Liamimg Plans and
individual tramimg, propgrams




e.  Summary of Recommendations
Reaching Targets

. Require PIET to propose HBCU placement options.,

. Work with WID otficer to mantain high female participation.

. Revisit the 1989 Private Sector Training Needs Assessment and Proposed Training Plan, and
use the miscion’s private sector advisory board in an effort 1o increase private sector
panticipation,

. Develop guidelines and solicit proposals for in-country training.

Increasing Impact

. Conuinue with sclf-nomination and merit-based selection, but work with institutions and
participants o plun tor urilization ot training and measurement of impact.

. Continue 1o tocus on short-term trmning and consider maxing more slots available in the El
program,
. Make more diligent eltorts 1o place wanticipants in third countrics, and hind ways to deal with

the inefficiencies and trustrations acsociated with third-country placements.

. Work with USIS 10 design more comprehensive pre-departure orientations,
. Require PIET or tamin, providers 10 conduct re-entry planning,
‘ Organize an alumni association, using retumees 1o plan alumni actvitics.

Meusuring Impact

. Revise the application in an ctfont to collect baseline data.

. Refine the ¢xisting guestionnaire 10 measure institutional and sectoral impact.

. Format relevant questons i such a way that the snswers can be casily centered onto
PT'MS.

. Develop @ questionnine that managers can use 10 assess the pertormance and stitutional

contnbution of the tranee

. Correct the emplover section so that PEMS can produce repons by stitution and
program t o that impact data can be recorded.

. Tram other Tramimye Office statt how to operate PIMS and set up a network so that use of
the program is not hmued o one operator at a time.
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III. GUIDANCE AND RECOMMENDATIONS FOR
FUTURE TRAINING

A. DEVELOPING A COUNTRY TRAINING STRATEGY (CTS)

The purpose of a CTS is to outline a plan for addressing the hunian resource constraints that prevent
USAID/Tanzania trom achicving its CPSP strategic objectives. In the case ot USAID/Tanzania, the CTS
should aluo address the human resource factors that constram the GOT in reaching the goals of its
Economic Recovery Program. The CTS should cstablish training objectives in support of the CPSP and
ERP, and provide a justificaton and tramework for the mission’s training porttolio, including HRDA.
Further, the CTS should detine long-range strategics 0 address these constraints.

A CTS should cover the tollowing points:

. USAID/Tanzamia Development Program
- CFSP objectives
- Impact indicators

J Human Resource Analysis
- Human resource constramts
- Human tesource development objectives (USAID/Tanzania and GOT)
- Past USAID triuming acuvities
- Other donor traning acuvitics

. Mission-wide Tramning Strategy
- Targeted mstitutions ana sectors
- Private sector training
- Traimng of women
- Special training requirements
- Management and evalnaton, including use of PTMS

. Mission Trammyg Plan
- Percerved tranmng needs  andividual, institutional, secteral, nationai)
- Aviilable training opportunities
- Proposcd tramning activities (in-country, third country and US)
- Available resources
- ‘Techmeal assistance tequirements
- Estinnated tranng budget

The guidance that tollows results from the evaluation ol USAID/Tanzania’s training, in combination with
the cumulative knowledge gined trom simular studies in Swaziland and Rwanda, ‘The recommendations
are based on the assumpuion that USALD/Tanzama washes o strengthen its etforts 1o tram for high impact
and improve their ability 10 measure .

L. Valie Training as a Strategic Intervention

The first step v developmy o mission-wide CTS is embracing a philosophy that values training as a
strategic intervention.  The philosophy must view training as a development activity that helps
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USAID/Tanzania achicve its strategic objectives in Tanzania, Training cannot be treated as » serics of
1solated events, but must be considered a vital intervention that cuts across all sectors and all projects, and
contributes to the development ot Tanzania.

Overall, USAID/Tanzania training is highly valued, respected and sought atter in Tanzamia. Since 1958,
USAID/Tanzania has funded ncarly 4,000 participants trained locally and abroad. And with over 2,000
applications annually for HRDA and ATLAS alone, there is cvery reason 1o believe that the demand will
continue.

Iraining is also considered important by USAID/Tanzania, as is evidenced by the percentage of operating
and program funds that are devoted 1o it annually, which is roughly 13 percent. HRDA has trained 257
individuals since 1989, and vinually every project has a training component that reaches hundreds of
Tanzanians cach year,

At this point, however, there is no indicaton that USAID/Tanzania considers troming a strategic
mtervention:: HRDA is not mentioned in the most recent CPSP, nor 1s project-related training; there is
no mission training order to ¢nsure coherent management and reporting of training; project-related training
15 done independent of the traming otfice; and there is hutle coordination between HRDA and ATLAS and
seetor offices, despite the tact that participants are sent trom health, infrastructure, and pnvate enterpnse.

The Atnca Bureau recognizes that miost missions treat tramning as an independent :ntervention, and is
concemed that traming 15 not linked 1o higher level development objectives or o measunng development
results. AFR/ONI/TPPL, in collaborauon with Creative Associates International, Inc., has responded by
developing and field testing a methodology that links individual traming 10 instututional productivity, to
changes in the sector, and to improvements in the quality ol lite tor the target population.  The
methodology places emphasts on measuring the etfects ot training-considenng the completion of training
to be only a preconditton tor impact-and the contributions o the mis.ion’s goil.

The new CTS for USAID/Tunzania should be based on the mcethodology promoted Ly the Africa Bureau.
The strategy should difter trom past training strategies in the following ways:

. Training constitutes a nussion-wide, mtegrated phitosophy that tosters traiming tor development
IMPact across sectors and across projects.

. Measurable tramig impact mdicators are presented in project papers and retlected 1in the CPSP
and APL based on artculated needs of the beneticianes.

. A tratning event 1s a precondition tor development mmpact and does not necessartly guarantee
impact.
. The impact of trasming extends far beyvond individual tracking and isolates nstitutonal and

sectoral changes Imhed to trammg intervenuons.
. Accountability tor productivity hinked 1o trammng s placed on reaipient istitutions,

. Longrtudinal studies yruatantee montonng and evaluatimg changes m behavior ol largeted
populations o assess the impact ot tamng.

. Adatabase 1s established o document change over ume, and is institutionalized for sustainable
impact measurement,
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Training for impact mandates a careully designed process 10 oblain measurable tramning impacts that link
training activities to mission API and CPSP objectives. This must be based on a mission-wide
commitment to training as a strategic intervention.

2. Issue a Mission Training Strategy and Order

Training for impact will requite that USAID/Tanzania develop a Mission Training Order as a Mission-wide
document, with input {rom all sectors and the Training Office. The Training Order should be supported
by mission leadership and be the basis for planning, designiag, implementing, and evaluating all training
in the mission. This means both cross-sectoral, regionally funded training projects (¢.g., HRDA, ATLAS)
as well as scctoral projects.

The Mission Training Order should address the lollowing topics:

. Purpose of the Mission Traimng Order;
J Background: overall mission strategy;
J Types ot tratming covered by the order;

. Key definions;

. Procedures tor all statf to tollow;

. Policies goveming training; and

. Roles and responsibilitics.
Special attention should be given to the definition of training and the degree of detail that will be required
in planning and evaluaung cach type of training fin-country, third country, US, long-term, short-term).
The mission must determine, tor example, 1t in-country and on-the-job training tor projects will be
included in the Mission Traming Order. The mission must also decide the level of detail that will be
required for such things at conterences and workshops.
A mussion traming commiuttee should develop the order and be responsible for monitoring mission training
effonts. Serving on the commuttee should be the Training Officer, Controller, and one person from cach
sector office,

3. Analyse the Mission’s Strategic Sectors

To develop a mission-wide taning strategy, trmning utilization within cach relevant scctor should be
analyzed. The amalysis should cover the tollowing:

. The mission’s stateric objective in the sector;
. Human resource constramts in the sector:
. Percaved trammny needs;

. Intemational donor traming actvities m the sector;
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How USAID/Tunzania training will address the constraints and assist the mission in reaching
project objectives, as well as CPSP objectives and gouls:

Impa t indicators and national capability for statistica’ analysis
key players and how training is managed by relevant government and non-government
agencices;

Institutions that might be targeted for training; and

Local training providers and appropriate traming prog: ams.

4. Define the Capabilities and Utilization of PTMS

A mission-wide strategy tor trmmng must necessanily include a single, standard system tor tracking and
reporting all mission truning activities. The PTMS, which 1s in place at USAID/Tanzania, is capable of
pertorming this tunction.  In this regard, the C1'S should address the tollowing:

Function of PTMS in iracking participants by project and by scctor;
Capability o PT..1S 10 record and repont on traming outputs and impact;

Roles and responsibilities tor teeding informauon mto PTMS, including bascline and tollow-up
data; and

Maintenance and upgrading needed trom Labat Anderson, Inc., the current PTMS contractor
in Washington, D C.

5. Prepare for Measuring Impact

In preparing for the new CTS, the mission should develop instruments and procedures for reporting on
the impact of tramnimg acuvities i the mission. USAID/Tanzania should consider:

Type and scope of traming to be measured for mpict;

Bascline data which 1s required for all mission training;

Baseline Cata related to project-specitic indicators:

Pre and post measurement tools o be used:

Capacity for PIMS 10 1ecord and summarize such mformation: and

Responsibilities tor collecung, recording and reporting on impact data.;

The guidance should be meluded i the Mission Traimng Order for repottimg onimpact. USAID/Fanzania
should first prlot test (hew or retined) pre and post trunmg measurement imstruments betore 1ssuing the
guidance. U is also recommended that USATD/Tanzama test the ability of PITMS 1o 1ecord and report
impact data by first entering sample data and then producing summary repoits by institution and by

project.
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Paperwora should be kept at a minimum and atready heavy workloads tor USAID/Tanzana statf shoutd
not be increased.  Theretore, the instruments should be simple and short, and contractors should be
required 10 administer the istruments.  USAID/Tanzania In-country project contractors expressed a
willingness and desire 1o assist in this etton.

ILi> important to remember that the pnmary purpose of reporting on impict is 1o assess the degree (o
which training 1s helping the nussion achieve its strategic objecuves.

6. Define Roles and Responsibilities

As part ol the CTS exercise, USAID/I'anzama should clearly detine roles and responsibilitics, with an cye
toward maximizing the etfectiveness ot training and ensuning measurement of the impact ol training
interventions,

Mission leadership has responsibilities that are both internal and extemal. The intemal responsibilitics
concem mission requirements tor designing training and measuring impact, and the external requirements
are 1n relatonship to GOT and other outside entitics.

The Traning Office 15 adequately statfed and organized, but currently not required 1o work to full
potenual. They are able and willing 10 take on additional responsibilities tor designing, managing, and
cvaluating the actvities nmanaged by the Traimng Otfice, and able 1o assist with project-related training,

This may, however, require othice reorganization and statf traning,

Project Managers and contract statt also expressed a destre 1o inerease the etlectiveness of their training
and improve their ability (o demonstrate impact.

Internal Responsibilities of Mission Leadership

. Sct up a mission trainmng commitice to dralt a Mission Training Order and monitor
USAID/Tanzania traming imtratives,

. Publicly endorse the Misston-wide ‘Traming Order.

. Assure that project and misston-managed trammng imtiattves have been accommodated in the
mission management plan.

. Write traming impact measurement and reporting responsibilities into program otfice and
project management job descriptions.

. Initiate and participate in traming meenngs,

External Responsibilities of Mission Leadership

. Provide assistance o the GOT tor developmg and institutionalizing a national manpower
development plan, human resource development pohcy, traming needs assessment guidelines,

and a database 1o document trmming nnpact,

. Participate and/or monitor private seclor taning advisory boands.
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Responsibilities of Training Officers

. Mcet with GOT oticials, hey individuals in the private scetor and intemational donors 10
coordinate trauminy procedures and areas of intervention.,

. Set up, manage, and partcipate on private scctor tramning boards providing recruitment,
selection, and processing assistance.

. Manage all procedures and activities for ATLAS, HRDA, and mission-tunded P1O/Ps,
including recruntment, selection, placement, pre-departure onentation, monitonng, re-entry,
follow-up, and 1eporung,

. Keep Program Othicer and nussion traming committee informed of Tramng Office activities

Responsibilities of Tramng Office Staff

. Adminmster mission-managed traming, HHRDA, and ATLAS.

. Manage all pre-departure onentations, tollow-on, and alumni assoctation activities including
USIS/Embassy collaboration.

. Process all trammng documentation mcluding visas, anline tckets, dlowances, medical
centifications, and PIO/Ps

. Advise and supervise project manager. and contractors on PIO/P generation and project
documentation.

. Check all PIO/Ps tor impact mdicators.
. Upgrade PTMS 10 1record mdicator measurement data,

. Record results ol g events on PTMS, in collaboration with project managers and
CONLractors to secure knowledge dissemimauon,

. Comprle trammyr quarterly teports tor miss,on management and teleyant project otficers,
. Write rammg activity news such as alumm association activities and pre-departure activities,
Reponsibilities of Project Officers

. Become tamiliar with the Tramnng Office, HRDA, ATLAS, and I"IMS,

. Consult PIMS mitormation and Tranmg Office when making taming decistons.,

. Formulate trimme impact mdicators with contractons and project manayrers

J Design baseline cnd tollow up evaluation msiuments (o secure IRPACE measurement,

. Ensute compliance with Mission Trnming Order, tollowing procedure 1ot PIO/PA, pre-depanure

onentation, montonng dunng trannng and unpact evaluation upon e
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Establishing Indicators

[t is important to first difterentiate betveeen manpower development indicators and training impact
indicators.  Unlike manpower development, impact cannot be measured by counting the number of
individuals trained 10 a parncular tield. Meeting manpower requirements indicates a decrease 1n
manpower shortages, while achieving impact indicates that trasning has contnibuted to development, or at
a mmunum, has helped alleviate human resoutee constramts 10 development.

Trainng projects are otten substitutes tor manpower or human resource development plans. This is an
error both in the perception ol what trmnmg 15 and how 1t can be part ot the larger USAID/Tanzania
picture for national development.  Impact indicators should be used when USALID/Tanzama 1y dedicated
to mstiutional capacity-burlding tor development rather than slot ilhng, I a project’s objective 1y unpact
- particular sector--to more ettectively deliver intrastructure services, tor example--then the role ot
traimng 15 greater than sunply tecreastng number ot tramed individuals i the Ministry o1 Works., An
mnereased number ot traned personnel may lessen an identitied manpower shortage but it does not mdicate
that improved intrastiucture ~ervices were partially caused by or related to more traned personnel.

Measurable indicators must be in place tor behavioral changes 10 be hnked (o tanung intervenuons,
Tramng should be measured 1or s own contnbutions and/or tatlures Indicators of impact saould be
based on the eitect that tramme s on the mdnadual, the msututon ob employment, and on the targeted
beneficianes served by the tined mdis idual

Frasming for impact requires measuning and companny pre- and post-trasnimgt productiviey m order 1o
dattnbute changes oty Ldeally, impac mdicators will have been developed i the desien phase ard
baschne data would have been collected dunng project start-up - Caution should be tahen drawing
conclustons about impact when idicators, are estabhshed and duata colleted only alter tramimng has been
unplemented

The tollowing gwdelmes should govemn the identitication ot mpact mdicators tor Mission-funded truning:

. Impact should be assessed by indicators that measuie chanpes incthie behavior ot reaipients of
goods/services provided by tamed personnel s assesstient should be based first on
measurement qualits b quantity of e voods o cenaces provided and secondly, on the
chanses m qualits ot lite resultimy rom thowe Souds or services

. Indicators should be tonmulated based i nationa manpower devclopment plan baseline data,
I no plan exist -l attempes shoul d be ade 10 asast 501 1 constpcting one ~o that
ey mitraty o e not sube ptgtes fonmellecty e tanposer phanmmy and <o that icreased
manpowcer numbor, e not msused as onpact imdicators The plan should be incaorporated
Mo project destenalons with apovemmentad and/or nsttutional suatantee that such data
sathenimtand reporime sl be snnitutionalized Sach duta will et Lanzanu, the sector,
the insttution, L ndivodual, and U5 AT/ L anzania

. fmpact qehicator Lonid e baod on natonal fane e, s hen e Gy ateavalable and
relable It the Clndc e notasalables oy impact Cannot e buased on statistical
mdicatons Fabiesd s aahioton musd be ninged, o Profctobiecove st lude yathenng
Salistios s bl dataan b Ccompariag these 1o ity autpuly - Optonadiy, the process tor
yathenne data to doermine impact <hould be nstitutionalized



. USAID/Tanzania should not attempt to address training impact on the national level unless
baseline data, connnual assessment, and client tracking 1s ensured by the project, institution,
or by GOT.

. AL a mummun, baseln2 data must be gathered on:
- participant’s current pertormance criteri;
- employing isntution’s productivity;
- behavior ot the chentele related to the area of intervenuon: and
- related acuvities i the sector/mnation,

These data should be in place betore a project 1y undertaken, or at leas. betore the trarnig component is
implemented. Trammg impact 1s ditficult 1o measure when basehne data are not avaulable. If trmning has
already been implemented, post-trmning data collection should make distinct etforts 10 link change 1o the
traming intervention. However, the conclusions wall be based on subjective data that s ditficult to verify
or quantity

. Work with empioving insttutions (o establish mdicators.  While random trarimng in targeted
sectors may increase individuals” capabilities and/or mobulity i the sector or society at large,
evidence suggests that traming has hitle measurable impact unless mstitutions and sectors are
accountable tor the utiizanon and measurement of the individualy’ capabilities. Al
parucipuants should be monitored 0 measure changed productivity and mstitutional unpact.
If tramng will only have measurable mpact on the mdividual or mstiutonal levels,
appropnate indicators should be idenntied ior those levels Impact on nanonal development
should not be clanned 1t nattonal mdicators will not be used s an apact measurement,

. Upgracie PTMS o that ot can record basehne data and post-traning impuact daa.

In establishing indicators, USAID/Tanzania should consider the following durning the tran.ng design
process:

. The meaning ot the terms “development,” “mpact,” and Mindicator” should  be clearly
arnculated betore a wamnmg project 1s destgned.

. The plan should specity the types ol tramning (¢ s on-the-job, seninars, workshop, in-country
courses, thud-countty U'S stte visits, ¢ 1o be measured tor impact and the level of detal

approprate tor cach tyne

. Trammme desipns hould speaity the process by which mtommonon on mipact will be
extrapolated from national mdic wors and other measurements

. Assumptions Letedan a projects lomeal framework should be evamimed when identilying
impact mdicatorn

J Impact measurement proce ses should be added 1o the project’s lopical framework.,
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Identifying the Appropriate Project Design

Projects that target institutions allow tor ditferent project impact and require distinct impact indicators
from umkbrella, or generat scholarship projects such as HRDA or ATLAS. Institution-specitic projects,
such as USAID/Tanzania’s Finance and Enterpnise Development project which targets the Bank o)
Tanzania, tend to identity numbers ot required manpower and olfer training 10 chosen individuals while
techmical assistance is provided tor mstation-building. A posttive teature of this lype ot project is that
it should be easier to monitor and evaluate because 1t focuses on only one mstitution, or a discrete nuraber
ot nstitutions.  In these cases, mcereased productivity of trainees can be dureetly linked 10 mcreased
producuvity of the employime mstitution. Increases i tramed manpower at the msutution should not be
cquated with achievement ol impact. Insttutionat capacity or productivity must be assessed determining
impact ot the traming mntervention

Another potential problem tor tramng projects dt targeted public insututions is that tained mdividuals
leave tor othzr job opportunities, typrcally laterally within the pubhe sector or vertreatly mto the private
sector. Participants may have less vested iterest Fecause the tramng was destgned tor the stitution and
not the individual, and may 1esign themselves 1o what 1s oftered rather than be proactive about their
truning needs and the most appropriate tramimg destgns

s dresulty leaving the mstutution may become an atiractive optton. - While this may not decrease the
mdividual's contnbrions i other sectors, 1t has an etfect on the targeted insutuiion. Because leavers are
not accommodated i project designs, therr departure from the msttution 1s : detriment to reaching project
objecuves.  Litle eftort s mude 0 measure project leavers' contnbutions 10 therr new places of
cmployment or the mstitutional capaciy-bulding resulung trom the individual’s trainmng, In such a
seenano, mobility 1s denouiced rather than supported or encoutaged

Projects that target isttutions provide a torum for tpact measurement only i baseline data are gathered.
They allow trackhing and monttonnyg systems for both individual and institutional changes in productivity
o be msttutionalized and hinked 10 trining puts. Project design must specity how the tracking
mtormation will beecome part of USAID/Tanzama’s database and how post-project measurement will
aeeur

Individuals and instiutions are less accountable for utilization of traming under umbrella projects, or
teneral scholarship trammng such as HRDA and ATLAS. Individuahzed truming programs allow
tmeonsistent planmng and measarement ol tranmng, utilization Employers, participants, and contractors
lustorically have not been co planaers i the truning process. Sinee there s no tareeted institution, i is
dutficult o measure bevond indvidual mmpact. - As aresults evaluations tocus on manpower idicators
rather than on mpact indicators

Insttution-bulding can only be measured i umbrelia projects it an individua s perlomance 1 assessed
betore and abter taniny Yo wanming desiens do not gencetally mandate that paricipant pertormance or
unstitubonal productivity be tacked Bonnpact i 1o be demonstrated, 1t must be measured To measure
mpact, umbrella project deaen b indlude the same bvpe of montonny and evauation systemys that
bargeet mstitunion projects Should o

Fhe potentially Laee number of vouton, noan uimbrella project ductate that project desiyn should
fequire the imttutions” pathpation i uackimg and measutingy mpact - Such endeavors should melude
the pariaipation ot the cmplover in destrmng the trnmy a tvary, planmmy tor the mdivdual's e,
and post iy tollow up fmpact tackimge sust be exphathy desnmed and nnpact witormmation added
to the mission’s database, cithicr by contradtors or by desnmated UsATD/Tanzani personnel
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Assisting with Institutional Development

Training ctfectiveness is proportional to the value placed on training by the employing institution.
Insututions can show their support tor participants’ training by: assessing and wtilizing new skills,
conducung pertornance assessments lor promotions, increasing job responsibilitics, monitonng job
saustaction, and faclitaing knowledge dissemination J2rocesses.

An nstiiution’s support of traming can be described in s human resource development plans. It none
¢xisi, project objectives should include Human Resources Development(HRD) training for human resource
otficials at participating institutions. HRD traimng should occur as part ot the participant training project
design,

‘The HRD plan should specity a clearly aruculated methog tor promouon-posttion and salary-based on
pertormance, senionty, and acadenic qualitication, hi the public sector, government regulations regarding
promotion attached 1o tramny should be reviewed with designated munistries. ‘The entena tor promotion
skould be clearly outlined, including any promouon probation penods required 1o assess the best utilization
ol newly acquired skills.

A trnnng plan must also be designed for the mstitution Although there may be some traiming otficers,
they rarely are part ot 4 larger HRD scheme and are more lihely managers of tramme logistics or ot other
projects.

It cntena for an HRD strategy are no: melt, the project should cither not tran partcipants trom that
institution or make HRD at the institution i project objective and precondition 1o other planned training
intervenuons and disbarsement of tunds,

Individual career plans should be included n the HRD plan. ‘The career plan may specity the training
institution and course of study  History shows that participants who are mvolved in these decisions are
more satistied with trning 1esults on the job.  Further, managers who are aware ol these choices prior
to departure might be more willing 1o discnss career plans. Individual career plans should be mandated
and presented as employer-cimployee agreements,

Considering Institution Type

Allinsututions are not alihe and theretore erteria tor selection, mnsutution:l contribution, and nmpact
NG Ators must be appropriate to the msttution type, be 1t public, pnivate, parisctal, or NGO, Institution
type should be accommodated dunng project destgn. — Tor example, by yivinge o grant 1o a PV9,
USAID/Fanzama might auwtomancally deselect mdividuals tor long-term (rming vecause ol lunding
requirements  Sumilarly, NGO~ may not be able o participate in long-wim tramme due to techmeal
assistance and budget constramnts

Parastatals may Lave vaore tunds avardatdhe to stupport trammng titiatiy es but imted manageenal positions
o ensure promotions  Parastatals may aiso be limited by povemment Cronyism abd nmimal mobility,
However, they may be i key positions 1o altedt policy chanees athin the vos e v

Public sector institutions may be able to release more parbiaapants teo ttamny simphy because ot the
number ot emplovees s mnistny - ilowever, ey miay Lick 4 systern of decountabuhits tor ietunnee shill
utthzanion and contnbution, \ preject may require thai ditferent cinera be established tor public sector
paricipation beeause projed alumm can be seconded o other depatiments, there may be no torum tor skall
transter, hmted mcentives fornaeased produchvity, or other saables



Explicit institution type criteria are necessary tor both target mstiution and umbrella traming designs.
Traming project design should include review ot employee performance appraisals, especially in the nublic
sector it they will be used tor judgimg alumni skills, Participant mobility must be planned lor and
accommodated.  Project desnn should be based on the mstitunion’s ability to manage human resource
development, ot which participant mobiiity 15 an mtegrat part, Izamimyg desien should acknowledge leaver
contnbution and mmpact.

All parucipating institutions should be requiree 1o track panicipant pertormance, msututional capacity,
clientele changes, and other simular indicators ot the impact o! tramning.

Training impact is maximized when recipient insututions:

] Have a HRD deparimient or otficer who 1s direetly accountable tor supportios mdividuals who
are i tranimyg,

. Plan for tramming uulization rather than merely “receive ' retumed tramees:

. Fully utilize returnee shills,

. Do not exnect that acadernie qualiicauons alone guarantee an individual’s capability as a
manager,

. Give prnionty 1o promoton based ¢n a combmat:on ol ment, dacademic qualification,

perfonmance and sentorty, and

. Promote probation or tnal penods as ways to allow institutions a chance 1o ASSeNs returnee
skills betore promouons are tinalized.

Selecting the Most Appropriate Training
The selection of the tramming provram 1s another major mgredient m successtul planning. Project managers
must decide between long-term acadenmie and <hon-tenn technical trammnyg;, between undergraduate,
masters, or doctoral degree progiams, and between sending the partteipants to the United States, a third

country, or conducting the traimng in-country.,

Table I4 compares the advantages and disadvantages ot academie and non-degree traming,
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I'ABLE 14
Long-Term vs. Shon-Term Training

LONG-TERM ACALEMIC TRAINING SHORT-TERM NON.DEGREFE TRAINING
l i == )
PROS I+ Wide scope * Spectahzed skalls

i+ Protessional creditnliny ¢ Short aisence

N e Individual marketabihiny + Regronal possibiisties
+ Research and analytic 1 shalls developed *+ Phased trainung possible
» lechmieal expenence + Can traan enure work yroupy/respond 1o msuiutional need's
+ Develop wnung abitities o Pracucal, application-based
+ Lixpusure to munagement techniques + Can promote local network
o Puts fanan aee memational arena + Can reach more women

I+ I stracumncular acuvitesresearch ¢ Can resch more private sector panticipants

o Pariapants more ke o recenve salary
o Loess expense

) =

+ Re eniry 1o the workpiace

CONS + Prerequiites it pool ui gashtied candiaates e Tunued scope

+ Lapenses tor USATD/Lanzania and emplover + May not attord envuph ume to developrbecome
¢+ Possible salany suspasion comtortable with techn pues
+ Long absence + Can be percenved as mvignilicant
o Famuy relavonships stramned + Per diem otren inadequate

] . Lncenamte of emplosment situation upon retum « Lide contributon 10 individual markctabilny

, . Reverse calture sho

! ¢ Atltudesiwork habats ot colleagues wno did not

f TeLeIve traininy

j * Sense of L olation trom dey elopment newds

USAID/Tanzama can provide amvetsily tramimng leadm, 1o undergruduate, masters, or doctoral degrees.
Each academic trmning objective tesponds o ditterent utilization requirements.  The triuning objective
selected depends on the impact desired for cach trovmng event and the acadenic background ot the
candidate.

Table 15 on the tollowmg pase compares the advantages and disadvantages ot undergraduate, masters and
doctoral educanon,

Once the type of traiming 1s determined, the project manager must next decide on the most cost-clfective
location tor the trammng. Tuble 16 on the tollowing page compares the advantages and disadvantages o
ot US, thud coantry, and m country traning,

2. Managinge Training

Managing traming tor high impact will also reyuire additional responsibilities tor the Training Office and
for project oliicers who have trming components in their projests.

Recruitment avd Selection
In an ctlon to mcrease mstitution 1 and seetoral impact, USAID/Fanzaniz should:

. Farpet stitutions and sectors witere human resouree deticiencies prevent USAID from
dchieyimy ity strateic objechives;

. Work with institunon 1o assess tinning needs;
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Undergraduate

TABLE 15

vs. Masters vs. Doctoral Degrees

jf UNDERGRADUATE DEGREES MASTERS DEGREES DOCTORAL DEGREES
E PROS i‘ + Broad-based traminy I * Prepares tor management positions « thgh-level reseaich skalls
! i Plexibiliy in technical hields ¢« Develops analvtical shalls
| i Practical traiming complements + Broad techoucal base * Develops entical tacultes
| theory + Broad theoreucal base » Develops wrting shaills
! + Faporure 1o work methods + lhess related 10 fanzana o0 + Good tor local tacubty
o leaches selt-natative tegion development
* Academic presequisites result + Research apphied to Lanzama or
large pool of candid stes reson
| + More wonen can quality (more + bapands Lanzama’s visibiluy
women have sccondany schoot worldwide
credenuals)
« Undergraduate trances are younger,
meamng they have tower family
responsibihiies and are more willing i
K | to undenshke lengthy traning J
’ ~ =
T OCONS ; * Noprior work expononce o ity i + lenwth of tranmg e Pow trarung job docs not always
I devree ie Thests topie not abways pertinant tu | jsuly depth ot
i * Dstablished traming sork force with | POt tramning job ! research/analyocal shalls
g baste Fnowicdye amd wally 40 Wdvisors not dwass tamiliar wath ¢ Nolappuaition onented
| Length of traiming | lanzania T ngth of traning
! -1 xisting depree proyoans i |« Advisors not abwavs funiliar wih ]l + Paponsive
i I‘ Lanzania m v preclude USAID/ T anzama egutations e Dissertition topic no always
i ! USAID/ Lanzamia tunding, l POItnent o post e
: undergraduate degrees ’ utthzation
I ! ’ * Ndvisors not alwasy tiehar with
| Laang
* Ndvinors oot adwonve famibiar with
|‘ USAID T anzania 1evulaaonsy
. Sclect mdividuals, or groups of individuals, most capable ot atfecung chiange within targeted
instituttons and sectors; and
. Train a4 cniical mass of employees within largeted mstitutions.
Placemem

To design and deliver a trmming program that maximizes uulity, the to

Howmg actions should be taken:

Collaborate with the individual and institution i developms tramn.g objectives and selecting
the traiming propram,

Develop tamme plan, iht hink tamime o ulumate uthzanon:

Include practcal tamine, mtenship, and s visits:

Recomr nd Tatizania speaitic research that s relevant 1o cmploying mstitution;

Explore possible tocal/iesonal rescarch sies:
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TABLE 16
US vs. Third Country vs. In-Country Training

US TRAINING ” THIRD COUNTRY TRAINING ” IN-COUNTRY TRAINING
|
PROS o Comparauve advantaye .i wchnic i areas ¢ Suniar scope + Hands on trauing
¢ Resewrcn sxlls ¢ CWLULG Can tane place L1osumlar context v N Ly assaes
¢ Practaal vaming o v cmant teory + Applicabilary e Short absances
s T adership developmant * Muy not requue lunguage runuiy * Bailds local waamy capaaty
* Puruapanis leam bngoon v Natwerk bullding ¢ Muluplier ettect st 1O1
o baposure y US work 1 vt ods * Caareact more people
+ baposire o other wtemation al students + Relatively wexpensive
v \uws prachiang contend witha foca)
~ontext
¢ No wider scofe noessary
CONS ¢ HUT requirement lengu s program + FHT can lengihen program 1f required * Noread uternauonal wutacts unloss
+  Culture shox * Rolenresponsinility of receiving Mission  URram wiclades non- | unizamang
* Atiudesswork hubits 6 codcagues who Jriciear » baiguage sklls not enhanced
Jd not receive wrauany + Can be logistically compucated oo diern issuc
* Keenry wthe wurkplie o | unitat scope + Mouvation tactor
o Semse of yolition from Jeveopment needs + las texible program content ¢ Foquures yhaey triming end logistics
» Kequires quanty tinaig and logstics + Kequires quality taining and logistics ¢ Depandance on contraciens
e
J Select traimimng providers that provide academic advising by nformed faculty members who
have hnowledge ot the developmg world and the trames ' Job und organizational setuing;
J Encourage mentonny relationships; and
. Munimize fanmly issues by identifyimg the shortest and nearest posstble programs.
Orientation

Participants are better able 10 tocus on their traming program when they know what 1o expect and are
t

prepared o face the challenses. Among the cultural and logistical issues 1o be covered in pre-departure
and arnval onentations are:

J How trinmyg tits mto their career plan and the wsnution’s human resource development
plans; ‘
. Intensity of the taning schedule;
J Use of computers,
J Financial and emouonal maintenance of family;
. Cultural and Lanyuase ditterences; and
J Bankiny, budyetng, weather, transportation, housing.

~

USAID/Tanzama should take advantage ot the services and materils avatlable through USIS for designing
and delivenr,z pre departute onentations. USAID/ Tanzania should alse mvolve former parucipants in pre-
departure orentations,
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Monitoring
Actively monitoring pa:ticipants in training 1s the responsibility of the contractor, PIET/AAI and
USAID/Tanzama. Activities that will improve participant experience and contribute to training utilization
include:

. Keeping trainees current on major events in Tanzama:

. Distributing addiess lists of Tanzanian participants in training to help build a support system;

. Encouraging employe. 10 keep i contact with tamees:
. Keepimg in contact with tramees tanulics: and
. Monitonng progress agamnst the impact mdicators,

Reponting should occur trom the tramimg imsntution back 1o the contractor and USAID and onto the
employer. This is particularly important for long-term participants.

Re-Intry

The likelthood of utlization can be increased when there 1s 4 structured re-entry program that prepares
tramnees tor therr retum 1o protessional and soctal responstbilities  In an etfort 1o case the retum of
participants, USAID/Fanzania should require that trainimg providers and/or PIET ofler e-eniry training
to all long-term tramees and as nany short-tem tramees as possible, Long-term tramees can also be sent
o existing Mid-Wanter Senunars that deat with re-eney ivsues - Whatever the mechenism, panicipants
should be given the followime assistance betore then return 1o Tanzann

. Practucal judance ior copme with retum 1o work and Lannly,

. Action planmny 1o utihze uewly acquired skalls and hnowledge, and
. Approaches for dealing with reverse culture shock

Utilizatic n

The post-trmmimg phase 1y the participants” and  ctaploying institutions” tesponsibihity tor full and
appropnate utilization of USAID-tunded traming, as well as the measurement and demonstraton of the
mmpact of trammng - Bindinges show that the utihzation of trammy 1 enhinced when

] The employmy nstution s prepared for the return of (he pariapant and s reeeptive 1o
possible chanye s,

. Job assirnments and position relate directly and mmmeditely o the s and

. Framees have opportunities (o tran others
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Follow-Up

Isolated tramning events with no tollow-up support tund to .'mis the impact of training. To increase the
SUppOrt given 1o participants upon return trom training, USAID/Tanzania should:

J Require that retumees give oral debriefings at USAID/fanzania:

. Host a ccremony where retumees are preseiied with centiticates;
. Fornm an alumni association tor retumed participants;
J Maintain contact through alumnr newsletiers,

. Ensure that parucipants are taking advantage of the allowance lor professional memberships
and subscriptions tor professional journals;

. Encourage protessional hnkages with the tramning institution or other organizations; and

. Fund follow-up taning and activitics as appropriate,

Follow-up activities not only enhance the parucipants’ experiences with USAID training, but increase the
visibility of USAID/Ianzama. The mission should call upon other Africa Bureau missions lor ideas for
follow-on acuvities,

3. Measuring the Impact of Training
Assessing Training Impact Indicators

Impact indicators are designed to measure change m individual performance, institutional capacity, and
national development.  In order for change 10 be measured, baseline data must have been collected.
Optunally, a control group o1 quasi-control group would have been identified to compare the trained and
un-trained over a speettied tume period  This companson could also be accomplished by using national
or regnonal trends an the tareeted sector

Individual and mstitutional impact can be measured by tracking the movement of partcipants in their
mstitutions  The data pathered should be part of a continuous assessment process ol the impact of training
ds desiprned mthe project. 1 basehine data were gathered and benchmatks reached throughout the ditferent
project phases, smpact ducctly hoked 1o traming imtiatves might be measurable and accessible,
Evaluaion schemes must be part of the trnmy design 1o allow tor such data 10 be gathered tollowing
trammng or the Preject Assistance Complenon Date (PACD),

Fo measute mpact, participants” chients skou! be tracked i addition 1o the partcipants themselves, For
cxample attramed health personnet can say that 1000 men have changed ther sexual habits and are now
usmgt condoms, ventied by tachmg chents--absence ol Seaually Fransmitted Diseases (STDs) and
prevnancies--the msttution would have had an spact that could be hinked 1o stat tramung, It the GOT
could measure the decrease i natonwide pregnancies and $1Ds, the tole ol the taned personned i that
chamgte process could also be measured. 1t could then be sard that [uning was one contnbuting lactor
to the reduction of births and STDs m ‘Tanzani.
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This process raight be costly if perceived as an extrancous evaluation event rather than a pant of the
training process. If investigated during the initial phases of design, methodologies for gathering and
monitoring such data might be possible.

Ti:> insutution should be held accountable tor measurement and that the project inctudes technical
assistance for measurement. .\ national agency is now held accountable for assisting with implementation
and insututionalizaton.  Failing a national agency, a separate individual, agency, or project should be
designated and held accountable tor measurement,

Mecasurcment schemes should consider:

. Individual capabilities and upward mobility based on increased job productivity,
responsibilities, and quality of goods and services rendered by the individual, measured by
evaluating the products or services the individual provides;

. Institutional capabilitics based on productivity and/or scrvices ol individuals, measured by
cvaluating the pertormance ot individuals who are responsible 1o~ the production of tangible
goods and services 1o the mstitution:

. A scctor’s capabilities due to the productivity and/or services ol institutions, measured by
evaluaung the sututionts) with tangble services and/or products that contribute to the sector;

. Changes 1o the quality of life ol targeted clientele or recipients ol product or services,
measured by evaluating changes on target population us a result o tangible goods or services
provided:

. Tanzuma’s capability 10 realien and modity areas of nced, measured by cvaluating
modificatione in the nauonal deveiopment plan as a direct result of goods or services now
available in a scctor; and

. USAID/Tanzania's capability to modify areas of intervention, measured by cvaluating changes
in targeted sectors or sub-sectors as a direct result of changed needs.

Participant Training Management System

PTMS should serve as the tundamental tool for project assessment.  Fortunately, PTMS in
USAID/Tanzama s well-mamtained for HRDA training  However, it is underutilized in project-related
traning. Data Tor most project-related training has not been entered and most project otficers and
contractors do not know what PI'MS is or even that the mission has such a database and management tool.
Contractors, project otficers, project managers, and GOT otficials should all be aware of 1ts use,

Contractor access and input mto PIMS should be determined.  17I'™MS should be assessed 1o determine
what it can and cannot measure. The variables that PTMS cannot handle should be wdentificd and
accommodated dunng project design and impact tracking. (See Annex 4 1o cample PTMS summary of
traiming impact.)
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Instruments for Measuring Impact
Training for impact requires . process ol

. Articulating the specitic behavior changes to result from the training
(the busis ot the truning objectives);

J Establishing indicators that will measure impact;
. Collecung relevant baseline duta;

. Evaluaung post-traiming behavior; and

. Analyzmg the changes 1o assess impact.

The instruments should be as simple as possible. Simplicity will increase the likelihood that the data will
be collected, recorded, and analyzed. In an ellort to streamline the clton, USAID/Tanzana should use
existing data collection mstruments, such as application torms.  Though this may 1equire some alteration
in the exisung forms, 1t 1y preterable o mtroducing additional paperwork.

The Family Planming Support Services project has developed an nstrument o evaluate mpact at the

institutional level. ‘The instrument, which 1s currently betng reviewed for possible changes, 1s attached
as Annex 4 of this report,
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ANNEX E

Guidelines for a Private Sector Training Advisory Board










The board’s role in supporting the mission’s private sector training strategy is such that the composition
should evolve as the board is tested and its role retined over time.

2. Planning Private Sector Training Activities

The planning of private sector training begins with the organizations and companics who will ultimately
benelit trom training and the institutions that develop specific and detailed plans for this training.

The plans for traming include commitments of how the organizations will ultimately utilize mission-funded
traming and how they will he evaluated.

. The mission should strive whenever possible 16 empiwasize cluster training-training work
groups rather than individual groups.

. Whenever possible, the mission should emphasize follow-on training-training a same corps of
people sequentially, in phases, as new skills are applied and new training needs are perceived.

Traming that supports private sector development in Tanzonta f4ls into two categones:

. Training destined lor private scctor operators, existitg small and medium scale businesses, or
new business start-ups; and

. Training provided tor the public sector environment governing Tanzania’s private scctor-this
training should target both public scctor target policy makers and day-10-day implementors of
GOT policy goveming the prnivate scctor.
The board should work with orgamzations requesting training to define the requested training activity and
to develop proposals for training. Each tramning activity’s proposal devetopment process must include
detining the impact criteria that are specific to that activity, including:
. What bascline data exists;
. Where this data is housed;
. What baseline data will be collected:;
. Who is responsible for collecting bascline data;

J How this data will be gathered; and

. When and by whom longitudinal impact studies will be conducted 1o evaluate the impact of
the training requested.

‘The guidelines governing mussion training in general apply to the private sector as well, The mission
should work (o develop a local trming capacity when needs for training are recurrent.  Selection of
traming type-academic or non-degree-and traming location-US, third country, or in-country-should be
made according to the gencral recommended implementation plan,
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3. Assessing the Impact of Private Sector Training Activities

Assessing private sector training activity impact is the shared responsibility of the board, the institutions
receiving training, and mission staff. Longitudinal studies can be the 1esponsibility of outside evaluators
il they fall outside project completion dates.

4. Who Does What?
The management structure can be described as follows:

. USAID/Tanzania is responsible for overall management of private sector training activitics,
including working with the board to establish initial operational guidelines, approving requests
for training, and mcasuring the impact of training,

J The board is responsible for supporting traming planning, reviewing, sclecting, and
rccommending trauning proposals to USAID/Tanzania for approval and, in conjunction with
the mission, tor creating initial implementation guidelines and for keeping these guidelines
.imely, relevant, and responsive.

J Organizauons requesting mission-funded tramning are responsible for developing complete
training proposals, lor defining the impact of training proposed, for gathering the baseline data
against which the impact ot training will be measured, lor participating in the management of
training activities, and for appropnately utilizing mission-funded trainees and training,.

C.  POTENTIAL BOTTLENECKS IN IMPLEMENTING THE PRIVATE SECTOR
TRAINING STRATEGY

This section highlights potential bottlenecks to implementing the mission’s private scctor training strategy
and rccommends possible solutior.s.

Government policy, Tanzania'’s particular constraints, and the general environment in the private sector
functious arc not discussed here. The following table deals with potential bottlenecks o implementing
the mission’s private sector training straicgy, not constraints to the private sector's operations in Tanzania.



Table 17

Potential Bottlenecks in Implementing the Mission’s Private Sector Training Strategy

BOTTLENECK

POSSIBLE SOLUTIONS

Establishung the board

* Denine roles and responsibilinies and identity appropnate stalf

* Call in technical assistance using HRDA tunds as necessary to supplement mission statf endeavors
(demonstraung that traiming for impact 1s a misston cormmutment, supported by mission leadership,
4nd umplemented by mission statf)

Obtatning requests for
training

Adveruse training oppontunities using a vanety of media (newspapers, radio, and signs posted where
putential beneticianes are likely to congregate)

Usc board members to mobilize their various cemsutuences

Determining what training
should accomplish

Work with companies requesting training 1o SLppont capacity 1o plan, manage, and utilize training

Work with board to tran members to evaluate traning requests

Idenufying providers of
requested training

Work with recognized, accomphshed traiming providers

Wark 1o develop local capacity to meet recurrent training needs

Board operations

I stabhish board procedures, including rotation provisions, quorum requirements, and clear guidelines
un contlict of interest 1o make sure that the board tuncuons sinoothly and that cach nember knows
the board’s mandate and parameters

USAID/Tanzania
administratve
rcquirements

L:stablish guidelines and procedures for selecting traming activiies—if the board 1s trained enough
to be screening traming requests properly, most requests reaching USAID/ Tanzania will be
admissible

A~ nuch as possible, work with the same traiming providers so that they become knowledgeable
about A TD contractual requirements and procedures

Mimmize required ATD approvals and signatones

Minmimize adminsstrauve tumaround ume—organize a single meeting once hoard tramning acuvity
recommendations are recetved 1o allow one-time discussion and signatere ot training task orders

Faplore contracting mechamsms that mimmize tumaround tume
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