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TRAINING FOR RURAL DEVELOFMENT .IN TANZIANIA
"A Case Study in-Sustainable Development"

I. INTRODUCTION

Tanzanias the country where mcdern *an may have coriginsted,
is a land of great size ad beauty. More than 60 different °
ethnic groups with distinctive historiesslanguage and
traditions pecple this mosaic of more thanm 19 million.
Fhyeically, the natiocn eutendz over 362,000 square miles,
ranging from the ccast of the Indian Ocean to the height of
Mount Kilamanjarc to the intericr rich farm earth of the
Scuthern Highlandes.

"Experimentaticn” might bes=t captuire the developiment path of
Tamzamia since irndependence. Use of & national language -
Fiswshilis stressing of edication and literacyd and
fecetering of deens seated raticnal pride and interest in
palitical stability have served the country well.

Economic experimentation has been leses successful,s leaving
the country among the poorest in the world. After
cennsiderable pressure from the IMF, World Bank and cther
donoars Tanzariia in 1986 devalued the shilling and began to
cpen up its economy.

But thie stcry from & USAID perspective began in 1978 and
ironically closed ofticially in 1986.

The Trairming forr Rural Development I Firoject was designed
c¢riginally in resporise to 2 reguest by then President Julius
Nyerere to then Fresident Carter to assist the country to
develop mcve human rescurce capacity, particularly in the
eagricultural sector. At the beginning two strains of
thought exicted as to project direction: The Minister of
Agriculture favored a massive long-term U.S. training
praject and the Minister for Rural Development favored a
grassraates improvement in cutreach and extension in the
fertile, rain-fed regiocns of the scuthern highlands.

TRD I.became a bifcrcated effort attempting both, providing
degree training for 80 Tarzanians and pilct testing improved
crganizational,management and incountry training approaches
for reaching villagers. TRD II built on the particular
success of the incountry pilet =2fforts and explicitly using
a systems apprcach attempted to improve agricultural
proaduction and quality of life in five high preoduction
potential regions in the country. The two projects were
implemented with USAID assistance from 1979 - 1984, at a
level of $11.45 millicn. Due to the Tarmzanian default tco
the U.S. Government TRD II was terminated more than two



vyears ahead of schedule. Tanzania continues it today
through its ocwn rescurces and ingenuity.

The author was the primary American involved with the
Froject from the time of the Tanzanian regquest until USAID
withdrawal and has continued to follow incountry
developments clocsely. The data scurces are wide-ranging.

II. THE TARGET #3YSTEM

"Static”

This is the part of the Tanzanian Fural Development set-up
that was directly tai-geted by TRD. 1Its territory included
five (there are 20 mailand regicne) regions of the country,
Irincas Mbeya, Fuvuma, Rakwa and Arusha.s including within
these regions 300 villagess four village training centers.
22 District Develocpment Oirectoratess five Regicinal
Development Dirvectovratses. 25 well as local governmental
erganizations at Waird and District levels. At national
level the system includeo a National Cocordinating Committes
(NCC) compeosed of Frincinal Secretaries of the involved
Sectoiral Ministries, a small Froject Coordination Office
within each of the Sectocr-zl Mirnistries (Agriculture,
Livestocks, Natural Rescources, Community Development and
Cocoperatives). It alsc included educaticonal and support
inetitutione in Tarmzanie charged with village improvement
arnd management improvement, including the Institute for
Developmznt Management (IDM) and the Centinuwing Educaticon
Centre of Sckoine University of Agriculture.

The target system was a natural subsystem of the laraer
Tanzanian ruiral development system, cperating within
national peolicies, politicss goalsy institutions and
financial arrangements.

For the purpcse of this discussion the environment includes
the rest of the Tanzanian system, beyond the scope of the
description above and the external internaticnal '
envircnment, particularly influencing macro level policies
and decision-making within Tanzania.

Initially key stakeholders included Fresident Julius
Nyerere, the Minister of Agriculture, -the Minister of Rural
Develcpment, the Frincipal Secretary of the Ministry of
Manpower Develcpment and the USAID Missicn Director. Rather
quickly the circle of stakeholders expanded toc include a
rather large group of previocusly U.S. trained middle and
upper middle managers and the author,

The was rather general agreement froem the beginning that the
system for "deliveéring the goods" to villagers was in decay.
Village training centers in the taroet system were in twe



cases empty and in two cases poor managed and underutilized.
The two cperating centers received some budget suppert from
the'!gevernment. Built eriginally with donor funds - in' cne
case USAID and the other Nordic money — neither had a
functicning village cutreach program. Staff, many
technically well trained, largely sat in the centers
waiting. @An crganized demand system - from above or below
did not appear to exist.

While well structured and decentralized, the regicnal and
dicstrict management support systems were inefficient, feirly
iscleted and non—-interactive. It was interesting to note
that after the signing of the agreement Fegiconal Development
Directeres in the two of the Froject regicns, were rather
quickly rveplaced with capable, erergetic U.S5. trained
lesderse. (A key stakehclders the Frincipal Secretary of the
Ministry of Marpower Develcopment — now Deputy Frincipal
Seciretary to the Fresident of Tanzania played a key role
here). bMoet of the villagee in the Froject regicrme had
goverrmments in name only, agricultuwral producticon was
declining and there was a general attitude of sitting and
waiting for the Government tco del;ven develcpment as
promised.

"Dynamic”

fs ceptured in an earlier paper about Tanzanian
decentralization by Dr. Garry Thomas, titled "The Center and
the Ferifery" - the further from the Center cocne travelsd the
greater the decline. in beoth capacity and performance.
Environmentally, authority came from the top down, yet the
ccuntiry s stated development philosophy and the
decentralized structure called for it to push up from below.
Behavicrally managers reacted to orders from above then
directed, crdered and controlled those below. EBehaviorally
trainers provided "right" answers tc villagers on the rather
infrequent cccasions when they met.

While pecpled with government workers with technical ckills
and at the village level a great deal of indigencus
know-hcow,s the system was largely reactive, frustrated and
scomewhat paralyzed. There were few cpportunities foir- the
system toc learn and change as a system. The scattering of
highly trained individuals over the large gecgraphy of a

ceuntry with poor communication systems, isclated pecple who

tcgether might devise ways of acting. Few positive
incentives existed for improved performance although
negmtlve sanctions were applied rather whimsically if a "b1g
perscn’s” expectations were unmet. :

Economically, it was a tough time. O0il prices were high and
the war with Uganda had nearly bankrupted the country.
Salaries were low, although higher officials received mcve



perquisites such as hcocusing, vehicles and cpportunities to
~travel cutside the country. :

The Project rather early deduced that the country’®s
decentralized stiructure, positively stated grasesrcocte
develapment philoascophy and gocals and the number of
zechnically well-trained pecple in the system might be able

¢ "orchestrate" a new path with strategic and technolegical
chanqge. -

II1I. INDUCED CHANMGE: THE FACILITATION OF THE TARGET SYSTEM

The intervention was designed toc catalyze the "target"
system into acticon sc &s to better assist girassvoots
villagers to improve their incomes, production and quality
of life. Without the benetit of the SCOFE mocd=l TRD used
systems theory as 2 guide. {For example the firset exerzise
in TRD management tvaiving. azked participants to map the
existing Tanzanian rural development system as they saw it.)
Systemmatically scheduled cyclese of experiential trainrirmg

for managers and trainers were followed by routine follew-up

and consultation on—-the-job s that performarice could be
cbserved. Initially these tasks for performed by cutside TA
by the end of the Frojectse these tasks were performed
entirely by Tanzanian staff. Externsl crientation was
explicitly treated with units on managing change, managing
the external environment and ceessions of positive power and
influence. Marmy within the Froject came to believe they
could arnd would change the systems in fact to such a degree
thet they became & political foerces vrather thireatening to
some elements in the country uninterested in movement toward
a move participatory, democratic operaticnal mcde.
Fortunately the key,key stakeholders in this Project
jdentified themselves froem the beginning. The Minister of
Rurral Development (menticned earlier and now the Minister of
fgricultuwre) and the Principal Secretary of the Ministry of
Manpower (now the Deputy Frincipal Secretary to the
Fresident) strongly influenced the direction of the project
and have supported it in every conceivable way up to the
present. The adviscr to the Fresident for Rural
Development(a Yale trained FhD in pclitical science and a
well published scholar) became actively engaged early in
year three of the Froject and deserves much of the credit
for strategizing and thinking the Frojects into
sustainability. The Regicnal Develcocpment Directors provided
the real day to day leadership, dynamism and cver time more
money from their budgets for both.implementation and
sustainability. Much went on behind the scenes of a
palitical and influence nature that was real, hard hitting
and ‘at times highly risky fcr thoee inveolved. The deep
relationships built among the ever expanding TRD family. the
common beliefs, normss language and jokes were probably
essentially to surviving the shock of the Froject clase-cut.
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From the begirming TRD paid particular attention to .
invoelving women throughout the system from the village to
senior women peliticians and managers.l Village impact
studies seemed to indicate that much of the spread effect of
learnings gained in TRD village training to others not
attending the training came from the women involved (men
often tended to adopt the practices on their .cwn plotes but
were noct o likely to shaire the knowledge with others in the
village). Women managere alsc appéared tc play essential
rcoles in manacing the projects over the strese hump of USAID
pull-cut. Women as a grodup appear to be key stakehcolders.

In terms of increased valuation of outputs, four of the five
TRL Regicons &re now called "The Big Four". Agricultural
producticr, increacsed thirreefold in these areas over the life
cf the Frojezt. TRD certainly doces not claim entire cradit
but village impact stuwdies and compariscens with cther
regicne have shown that it was definitely & comtiributing
Tactcrr. Cver the litTe of the project a large demand sycien
forr TRD services developed at all levels of the systenm and
coentinues to this day.

The following quotaticon from the May 1984 evaluation of TRD
speakes rather directly to the SCOFE notior= witheout
identifying them az such:

"The progrecs of TRD to date indicates thats in general, the
praject purpocse will be achieved by the end of project,
although the degree of achisvement will probably vary
betweer project specific regions based on the extent of
involvemert. TRD appears to have wide-spresd acceptance
within tke TANMGOY and with villagere which has lead to
positive results.”

"TRD shows that a systems approcach to ¥mproved utilization
of existing government rescurces is possible. Too aften
planmnmers and dono agencies complain about the inefficient
use of humarn and cther rescurces within governments, but shy
away from tackling the problem in a systematic manmer.
Instead, they addiess specific constiraints within an
crganizaticn rather than focusing on the linkages between
crganizations or parts of cirganizations which affect
cperations. An overall, general effort to improve the
eystem can lead to positive results, since it requires
several typee and levels of crganizations working tocgether
in a cocordinated manner for rural develepment to cccur. The
TRD management training program for cfficials is prav1ng
that it i1s possible to achieve this."

"The -TRD management training is based cn the premise that
training can lead tc changes in attitudes and behavicre when
teams of coclleagues receive the same training and that
training is phased and puntuated with performance and
fellew-up. This cvercomes the cften encountered problem of
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well-trained individuals nct being able to utilize newly
acquired skills and knowledge because of inflexibility in
their working envivronment.”

"Alsc TRD demonstiratze the power &f acdult educaticn methcds
- c2ntered on experiential, problem—sclving techniques to
evoke change. It shows that these methods are applicatrle to
working with highly educated pecple as well as illiterate
villagers. The strength of tHis educational approach is
using the trainee ze the focal point. The trzinee is
actively involved in the lzerning proces=s."

TRD was desigied and developed to sustain (we then callec it
institutioralized), to be as natural as pozsiblel{wiithinvg
rathner than outeide the no-@mal government set-up) and o
learv from end influence itz aulzrnal environmseat.
Creztivity endg 17igxibility were euplicit lzarning
objectives.

Tuwo mzjor artificialities rust b= notads however - 1) &
large amount of extarnal inputs inmcluding vshicles,
equipment, micro-computerss limited recurrent budget suppoirt
in early days of project and 8) nine years of long-term
consistent technical assistance - six years for the auvthar
and thiee Tor & sscond TA and s large number- of short-term
cornsulting and training The.

Theze rather large rescurce infusionzs were alsc rather
abruptly withdrawn by USAID due to the default situation.
The long-term cornsistent TA nad both pasitives and potecitial
vegatives. The avthor staved s loeng ard was o much bhe
hub of Froject catalyzing/adapting and communicating that
her departure - as well as the end of external financing -
were cevere system shocks, both practically and emcticnally.
It is potentially easier for external advisors to croses
subsystem boundaries and the incentives for doing soo are in
mcst cacses greater for the TA than for those in regular
organizaticonal positions.

IV, SUSTAINARILITY: FUNCTIONING OF THE INWDUCED SYSTEM

The long—-term advisor thet served with the author in
Tanzanie retuwrned very recently from a field vieit to the
Firnject. The prognosis - just as the all the signs posted
at going away parties for the U.S. advisores said - "TRD will
never die."

The training center created first under the Froject is tne

- etrongest (as predicted in the May 1984 evaluation) and is
in ever increasing demand tc provide training and conzulting
to an ever widening set of clientele. Multiple fundiing
souirces support activities and income generating activities
continue to girow. While the lack of Toreign exchange has
vet to be felt i1m a damaging way, vehicleg are aging ard



could become preblemmatic to continuing village actiyitiss
if not addressed. While USAID has shown no interest iv the
Froject since U.S. ThAs Beparted and in fact so poorly
managed close—-cut activities that vital equipment purchssed
with project funds was 'never delivered, engineering
assistance promised waes paid for and not delivered and many
files are currently either missing or shipped back to
Washington. other donore are beginning to use the centers
arnd will assist in %upportimg some of their resds.

Training for Rural Development ig itcw a naticnal program anz
the former Froject Cocordinator 1s now the TRD Director. Th=
Naticrial Coordirating Committes was meeting whiles the
authcer 'z colleegue was in ths country end rine Regimng -r
mow anvelved or about to begi- the prcgram. (It is
intzrecstivreg that in thie came tiansfsrs of RDDRe to rew
regicors 1o reselting v esvesd and 1nureas2d deinare

syetemsz i,

i
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Thke TIDM menegernzat traine-s are in demand thnoughout thz
cyetem and by cther donors. e TRD tirairer 15 now
consulting almost enclusively to ths Worle Bank  avking to
incorporate soms of the TRI apmroaches inbkc the Bank syss
with consilderekle develeping interest.

On the political and ecocnomic fromts the econoemy continues
to become more cLen. entreprenewrship ie emerging and the
TRD gtaf? iz beginning to sze a whols new set of
possibilities. Folitically some of the "powse elite" most
cutepcken against TRED ares ne lemger 10 government, alithougs
etill active in the perity end soam of the more intellactas]
and less idzclzgical politicizmes are overtly movicng to
advacate the typese of changes brought to the systzm by TRE.

Six individuesles stand-cut ivi this transiticn which now
appears toc be emergent and sustainable. Twe are leeders at
the naticnal lge,el, twoe are regicnal directors, one is the
woman principal of the firet TRD Center and one is the TRD
Froject Divrector. Sirategicelly they were able to croes old
urcrossable system boundacies amd togethe- vreformy, re-gpisz-,
acty influsace their envirennent and kesp pecple togsthar
telieving that indeed TRD wculd neveir die.

In terms of SCOFE TRD toaok a systems view frrom the
beginmming, built cn a reascnably saund decentralizaticr
structuwre:. appearrs to have avercome the terrific economic
preblems experienced by Tanzenia, used the best of what is
known abcut developing capacity/performance and kopt working
the politice. In revisiting what was dones recovery from
project close-cut might have beeinn guicker and deesper if:

*Move strategic "what if" woorrk had been done

*More analysis of the real raley played by long—-tarm



committed TAs and how to restructure the communication,
catalytic and linkage of varicus system elemerts not
naturally tied together (in fact TAs are in U.S8. they
are still interacting rather regularly to help keep
thie part geoing '

¥Better economic planning. for non—doncoyr dependent
income



