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TRAINING FOR RURAL DEVELOPMENT ,IN TANZANIA 

"A Case Study in.;Sustainable Development" 

1. INTRODUCTION 

Tanzania, the count~y where modern kan may have 'origin~ted, 
is a land of great size a1d beauty. More than 60 different ~ 
ethnic groups with distinctiVE histories, language and 
traditions people this m~sai~ of more than 19 million. 
Physically, the n~tion extends over 362,000 square miles, 
ranging from the coast of the Indian Ocean to the height o~ 
Mount Kilamanjaro to the inter~or rich farm earth of th~ 
Southern Highlands. 

"E::pei-imentaticln" mi~ht b:a:t c:aptl.l'i-e the develclpiIIEnt P2\t~1 CIT 
Tanzania since independence. Use of a national languaqe -
Kisw~hili; stressing of edLcation and liter~cy; and 
fostering of deep seated national pride and interest in 
political stability have s~~ved the country well. 

Economic experimentation has been less successful, leaving 
the country among the poorest in the world. After 
considerable pressure from the IMF, Worl~ Bank and other 
dClnclrs Tanzania in 1986 devalued the shilling and began tCI 
open up its economy. 

But this story from a USAID perspective began in 1978 and 
ironically closed officially in 1986. 

The Training for Rural Development I Project was designed 
originally in response to a request by then President Julius 
Nyerere to then President Carter to assist the country to 
develop more human resource capacity, particularly in the 
agricultural sector. At the beginning two strains of 
though~ existed as to project dire~tion: The Minister of 
Agriculture favored a massive long-term U.S. training 
project and the Minister for Rural Development favored a 
grassroots improvement in outreach and extension 'in the 
fertile, rain-fed regions of the southern highlands. 

TRO I.became a bifor~~ted effort attempting both, providing 
degree training for 80 Ta~zanians and pilot testing improved 
organizational,management and incou~try training approaches 
for reaching villagers. TRD II built on the part!cular 
success of the incountry pilot efforts and explicitly using 
a systems approach attempted to improve agricultural 
production and quality of life in five high production 
potential regions in the country. The two projects were 
implemented with USAID asslstance fro~ 1979 - 1986, at a 
level of 511.45 million. Due to the Tanzanian default to 
the U.S. Government TRD II was terminated more than two 
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years ahead of schedule. Tanzania continues it t~day 
through its own res~urces and ingenuity. 

The ~uthor was the~prlmary American lnv~lved with the 
F'l-Clject fl-clm the time clf trle Ta11zanian request until USAID 
withdrawal and has continued t~ f~ll~w inc~untry 
develclpmt:nts clelsely. The data SC'LIl-ces are wide-ranging. 

I I. THE TARGET .3YSTEI'1 

"Static" 

This is the pal-t c.f the Tam:anian F:Lu-al Devele.pment set-up 
that was directly targeted by TRD. Its territ~ry included 
fiv~ (there are 20 mailand regi~n5) regions of th~ country, 
Irin~a, Mbeya~ Ruvuna, Rukwa and Arusha., including wit~in 
these regi~ns 300 vill5ges, four village training centers, 
22 Dist~ict Development 0irect~rates~ five Regional 
Development Dir~ctorat~s, ~s well as local government~l 
organizations at Ward and District levels. At national 
level the system includeo a National Co~rdinating Committee 
(NCC) composed of Principal Secretaries of the inv~lved 
Sectoral Ministries, a small Pr~ject Coordinati~n Office 
within e~ch of the Sectoral Ministries (Agriculture, 
Livest~ck, Natural ResourCES, Community Development and 
tooperatives).It also includ~d educational and supp~rt 
instituti~ns in Tan~ani2 charged with village improvement 
and management improvement, including the Institut~ f~r 
Developm2nt Management (IDM) and the C~ntinuing EducatioG 
Centre of S~koine University of Agriculture. 

The target system was a natural 5ubs~stem of the larger 
Tanzania~ rural development system, operating within 
national policies~ politics, goals, institutions and 
financial arrangements. 

For the purpose of this di~~~ssion the environment includes 
the rest of the Tanzanian system, beyond the ~cope of the I 

description above and the external international 
environm~nt, particularly influencing maCTO level poli~ies 
and decision-making within Tanzania. 

Initially key stakeholders included President JUlius 
Nyerere, the Minister of Agriculture, the Minister of Rural 
Develc.pment, the Principal Secretary c.f the Min'istry clf 
Manpe.wer Devele.pment and theUSAID Missic,~ Dh"ectc.r. Rather 
quickly the circle of stakeholders expanded to ~nclude a 
rather large group of previously U.S. trained middle and 
upper middle managers,and the author. 

The was rather general agreement from the beginning that the 
system for "delivel-ing the ge.c.ds" te. villagel-s was in decay. 
Village t'l-aining centel-s in the tal-get syste,m were in twe· 
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cases empty and in two cases poor managed and underutilized. 
The two operating centers received some budget support from 
thelgovern~ent. Built originally with donor funds - in/one 
cas~ USAID and the other Nordic money - neither had a 
fun~tioning village outreach program. Staff, many 
technically wall trained, largely sat in the centers 
waiting. pn organized demand system - from above or below 
did not appear to exist. 

While well structured and decentralized, the regional and 
district management support systems were inefficient, f~irly 
isol~ted and non-interactive. It was interesting to note 
that after the signing of the agreement Regional Development 
Directors in the two of the PrDject regions, were rather 
quickly replaced with capable, energetic U.S. trained 
le~derE. (A key stakeholder~ the Principal Secretary of the 
Ministry of Manpower Development - now Deputy PY-incipel 
Secretary to the President of Tanzania played a key role 
here). Most of the villages in the Project r~gions had 
governments in name only, agricultural production was 
declining and there was a general attitude of sitting and 
waiting for the Gc.vernment tc. delivel- develc.pment as 
prc.mised. 

"Dynamic" 

As c~ptured in an earlier paper about T~nzanian 
decentralization by Dr. Garry Thcma~, titled "The Center and 
the Per i fel-Y" - the fLIl-ther fl-c.m the Centel- cIne travelEd the 
greater the decline.in both capacity and performance. 
Environmentally~ a~thority cam~ from the top down, yet the 
country~s stated development philosophy and the 
decentralized structure called for it to push up from below. 
Behaviorally managers reacted to orders from above then 
directed, ordered and controlled those below. Behaviorally 
trainel-s prc.vided "right" answers tCI villagers c.n the rather 
infrequent occasibns when they met. 

While peopled with government workers with ~echnical skills 
and at the village level a great deal of in~igenous 
know-how, the system was largely reactive, frustrated and 
sc.mewhat paralyzed •. The.re "'Iere few oppc,rtunities fCtI- the 
system to learn and change as a system. The scattering of 
highly trained individuals over the large geography of a 
country with poor communication systems, isolated peDple who 
together might devise ways of acting. Few po~itive 
incentives existed for improv~d performance alt~ough 
negative sanctions were applied rather whimsically if a "big 
perscln~s" e>:pectations were unmet. 

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



perquisites such as housing, vehicles and opportunities to 
travel ~utside the country. 

The Project rather early deduced that the coun~ry's 
decentralized structure~ positively stated gr~ssroots 
development philosophy and goals and the number of 
~echnically well-trained people in the system might be able 
te. " e•i- c hestrate" a new path ",ith st\-.ategic and techne.le'gicCiI .. 
change. ~ 

III. INDUCED CHANGE: THE FACILITATION OF THE TARGET SYSTEM 

The intel-ventie.n w.as designed te. c.atalyze the "t.arget" 
system into action so as to better assist gr.a~sroots 
vill.agers to improve their incomes~ production and quality 
of life. Without the benefit of the SCOPE mod~l TRD used 
systems theory as a guide. (For ex~mple the fir~t exer:isE 
in TRD management training, a~ked participants to map the 
existing Tanzanian rural development system as they sa~ it.> 
Systemmatically scheduled cycles ~f experiential tr.aining 
for managers and trainers were followed by routine follow-up 
and consultation on-the-job so that performance could be 
observed. Initially the~e tasks for performed by outside TA 
by the end of the Projects these tasks were performed 
entirely by Tanzanian staff. External orientation was 
explicitly treated with units on managing change~ managing 
the external environment and sessions of positive power and 
influence. Many within the Project came to believe they 
could and would change the system~ in fact to such a de~ree 

that they became a political force, rather threatening to 
some elements in the country uninterested in movement to~ard 
a more participatory, democratic operational mode. 
Fe.rtunately the key,key stakehe.ldel-s· in this Pre.ject 
identified themselves from the beginning. The Minister of 
RLlI-al Develc.pment (mentie.ned eal-liel- and now the Ministei- e·f 
Agriculture) and the Principal Secretary of the Ministry of 
Manpower (now the Deputy Principal Secretary to the 
President) strongly influen~ed the direction of the project 
and have supported it in every conceivable way up to the 
present. The advisor to the Pres~~ent for Rural 
Development(a Yale trained PhQ in political science and a 
well published scholar) became actively engaged early in 
year ~hree of the Project and deserves much of the credit 
for strategizing and thinking the Projects in~o 
sLlstainability. The Regional Development Directors provided 
the real day to 'day leadership, dynamism and ov~r time more 
money from their budgets for both,i~plementation and 
sustainability. Much went on behind the scenes of a 
political and influence nature that was real, hard hitting 
and 'at times highly risky fcq- thelse inve.lved. The deep 
relationships built among the ~ver ex~anding TRD family, the 
common beliefs, norms, language and jokes wer~ probably 
essentially te. surviving the shc.ck e.f the P)-e1ject clo~;e-e'Llt·. 



Frclm the begirlning TRD paid particulal- attenticln tCI ._. 
involving wom~n throughout the system from the village to 
seni clr wc.men pC11 i t ic i ans and managers.' Vi llage i ''''pact 
studies seemed tCI indicate that much CI·., the spread effe~t c,f 
learnings gained in TRD village traini'ng tCI tIthers rlc,t 
attending" the training came from the women involved (men 
often tended to adopt the practices on their ;Dwn plots, but 
were not ~o likely to share the knowledge with others in the 
vill~ge). Women managers also app~ared to play essential 
roles in managing the proje~ts over the stress hump of U2AID 
pull-out. Women as a gro~p appear to be key stakeholders. 

In terms of increased valuation of 'outputs, four of the five 
TRD Regic'",1s Co"I-e nC,~J called liThe Big FClllr". Agl-icultul-al 
productio~ increased threefold in these areas over the life 
o~ the Proje:t. TRD certa~nly does not claim entire credit 
but village i~pact studi9s and comparis~ns witn other 
regic.n£" have sr,c" ... n that it: WclS defll-,itely i:i c:clnt",-ibl,"i::ing 
factor. OYer the life of tMe projec~ a large demand S}DtSfi' 

fc,\"- TF\D S21-vices de-velclped at all levels c.f the s"y'ste:o 8";lU 

continues to this day. 

The following quotation from the May 1984 evaluation of TRD 
speaks rather directly to the SCOPE notion~ withnut 
identifying them as such: 

"The pn:'g",-e::s clf TRD tCI dt!1te i nd icates. that, in general, the 
project pu~pose will be achieved by the end of project, 
although the degree of.achievement will probably vary 
between project specific regions based on the extent of 
involvement. TRD appears tohaye wide-spre~d acceptanc~ 
within the TANGOV and with villagers which has lead to 
pc.sitive \-esL\lts." 

"TF:D shc.ws that a systems appl-c.ac:h te. i'mprclved uti I izat·ic.n 
of existing government resources is possible. Too often 
planners and donor agencies complain about the ineffic:ient 
use of human and ~ther resources within governments, but shy 
away from tackling the problem in a systematic manner. 
Instead, they address spec:ific: constraints within an 
organizati~n ~ather than foc:using on the linkages between 
organizations ~r parts of ~rganizatiDns which Affec:t 
operations. An overall~ general effort to improve the 
systzm can lead to positive results, since it requires 
several types ~nd levels of organizations working together 
in ~ coordinated manher for rural devel~pment to occur. The 
TRD management training program for officials is proving 
that it is possible to achieve this." 

"The ·TRD management training is based c.n the premise that 
training can l~ad to ihanges in attitudes and behaviorE when 
te~ms of colleagues receiye the same training and that 
training is phased and puntuated with performance and 
follow-up. This overcomes the often encountered problem of 



well-train~d individuals not being able to utilize ~~wly 
acquil-ed skills and ~me.wledge because elf infle::ibility in 
thei;- welrking en'li'I-~Inment." 

"Alscl TRD deme,nsti-atas the: pc.wel- c.f adult edLIcaticln me1:hcds 
c:ntel-ed C,j, e>:per ient i.:.l, pl-'clb I em-scI 1 vi ng tectm i ques tel 
evoke change. It shows that these methods are applicabl~ to 
wor~ing with highly educated people as well as illiterate 
villag8rs. The strength of t~is educational approa~h is 
usi~g the trainee ES the focal point. The trainee is 
acJ;ively inve.lveCl i.n tl-Ie l6o""lling pl-clces~." 

TRD was designed and developed to sustain (we then calle~ it 
institL:tic,nali:::e:1>, tCI be as natural as pel:~sibl:!·(wii~h\.1':~ 

rath'::'l- than cll_:tside i;he rlel'-i~al gCI'lernmr:~t S£?t-L~r> a'iid t::" 
1 e':I,;-n f;-ei;TI ,,;'oj-Id i nfl L',Emc:e i 1;,: i?:: :1:8;-ila I envi )-e,',lf:'E-lt . 
C ,- 8 ,:7,'!'; i '" i, t ': e, Ii d T ~ ~ ::! i b i 1 i t ~ , "J '? r e 'E:: p 1 i cit 1:? :! ':- n i 'I-I 9 
elb j ec t i \/I?!::,. 

Two m~jor artific~alit~es ~~~t b~ not2d, however - 1) ~ 
large a.nclun't clf e:,:tan-,al i',-IP!.ltsii-lcluding vehicles, 
equipment, micro-computers~ limi~ed recurrEnt budget support 
in early days of project and 2) nine years of long-term 
cDn~istent techni=al as~istance - six years for the awthGr 
and three for a second TA and a lsrge numb2~ of short-term 
consulting and tr~ining TAs. 

'ThE$8 rathEr large re50u~ce infusions were also rather 
ab)-Llp'.;ly L-Jithdl-':H·;n by US;;!!::, dLle t.r.1 the default; situat;c,',-,o 
The lo~g-term cO~5istEnt TA had both p~sitives and pot~~tial 
)"'egci't i ',Ie:::,. The aL'thc'l\" sta\.Ec:1 sc· ICIng ai-·d ~'JCiS SCI mLlch t:',o:? 
hub of Project c~talyzing/3d2pting and communicating th~t 
her departure - as well as the end o~ external financin~ -
were SEvere syste~ shock5, both practically and emotion~lly. 
It is pc,tentially easier fClr eNtenlal adviscq-s tCI crclss 
sLlbsystem bCILmdaries and the incentives fC'I- delil1g SCI al-e i.'11 

mCI$t cases g)-eate)- fCI)- the TA ,than fcq- th~se iil regula)
organizational positions. 

IV. 5USTAINABILITY: FUNCTIONING OF THE INDUCED SYSTEM 

The ICln~-tei-m ad'lisclr th.::t sel-ved wi th the aLlthcq- in 
TanzC::lnic' retu'l-nl?d vel-y recently frclrn Co fielLl vis,it. tel ti'le 
F'i"~lject. The prcIgnc,s,is - just as, the all the signs pCI~,ted 
at gc,ing a\.'Jay parties fcq- the U.S. acvisors s",-;id - "TRD ~·~il1 

ne'lei- die." 

The tl-aining centei- createc! fil-st LInder -the F'l-Clject is tile 
strclngest (as prec icted in the May 1984 eva luat iCI\,) and is 
in ever increasing demand to provide training and consulting 
to ~n ever ~idening set of clientele. Multiple funding 
sources support activities and income generating activities 
continue to grow. While the la~k of fpreign eNchange has 
yet to be felt in a damaging way~ v~hicle~ ar~ agina and 



could become probl~mmatic to continuing village a~tl~itl~~ 
if nett addn~ssed. While USAID has shctwn nco intel-est il-· i;h·? 
Project since U.S. TAs ~ep~rted and in fact so pDorly 
managed close-out activ~ties that vital equipment purch~sed 
Io'~ith pl-c'ject funds Io'Jas 'ne'.~l- delive',-ed, engineei"ing 
assistance pl-etmised was paid fCtl- and nett delivel-ec and m~iiy 

files are currently either missing or shipped back to 
Washin£ton. other donors are bog inning to use the cen~e~s 
and will assist in ~upporti~g some of their ~eeds. 

Trainlng for Rural Development i~ new a national prog~~~ anc 
the former Project Coordinator 15 now the TRD Direct~r. Th~ 

National Coortinating Committ~e was meeting while the 
author's =olle~gue was in ~h8 country e~d ~i~e RegiQns ~r? 
nC'~'1 In'.colved c·'- abetLlt t!:J oegi'-' tr,e- p··-e:gl"cHO. (r r. i:=. 
int~re5tir£ that in this C~S? tr~nsfers of RDD~ to rew 
;-egie.-:-.s 't.:"- n::sl.!lt'.nc; 1"1" ~;:i"E'=d .;nd inc:r,=a~';2d d~ilh~.\"·II: 

sys.te/:\s ,l • 

The 1DM mc?l'"Ic'gefi,2·,-,t tl-:all-'E·· .. S ai-e in demand tl'l\"/)ugh':'Llt t.h~ 

system and by c,thel- dc.rk·'-~. Dne TR~ ti-clil:el- is n::'lo'J 
cc,nsLl1 t i nl] a 1 mc,si: e::c I us i ',Ie 1 / te, th~ WC'j-1 c Bank ' ..:,'d::i ~ig te, 
incorporate some of the TR~ approaches into the Bank sy5~~m 
with con5ideratle developing interest. 

On the political and economic front, the economy continwes 
to become more o~en~ entre~reneurship is emeraing and t~e 
TRD staff is beginning to S~E a whole new set of 
;::·c,ssibilities. F'c:d'Lticr.iI1.;/ a·em'? e,f the:~ "pr.,w,;?,." el~.te" mc:~t 

outspck~n ag~i~~t TRD arE n~ longer in go~ernment, ~l~~oug~ 
s t i 11 ai: t i \Ie i:1 the P2;'" ~C'.:, c::,,-:d a ,:.n,p' r,f the me, j- e in t.c: 11 ",'c, ~: '.; 21 

and less id~ological politicians are ove~tly m8viGg to 
advocate the types of ch6nges brought to the system by TR[. 

Six indiyidu~ls stand-out in this transition which now 
appears to be emergent an~ sustainable. Two are leeders ~t 
the n~tional lEiel, two are ragional directors~ one is the 
L'Jc.man ~.il-incip~l Cof the fll-st TF:D Cent.er and c,ne is 1:r,E? T;::"D 
Project Director. Strategicslly they were able to cross ~ld 
u~crossable system bounda~ies and togethe- reform, re-p12~~ 

~ct~ influence their environ~Dnt and keep people tog2t~~r 
bEl ie'ling that indeed TFID wC'uld nevei- db'? 

In tE",-ms c,f SCOPE TF:D tc . ..:,k a systems '1ie~' fn:,fi'. the 
beginning, built e:n a reasonably s~und decentralizatior 
structure, appears to have overcome the terrific economic 
problems experienced by Tanzania, used the best ~f what is 
known about developing capacity/parfcrmance and k~pt working 
the politics. In revisiting what was done, recovery fr~ffi 
project close-out might have been quicker and deeper if: 



committed 
catalytic 
naturally 
are still 

TAs ~nd how to re~tructure the communication, 
and linkage of vari~us system eIEffie~t~ n;~ 
tied toge~her (i~ fact TAs are in U.S. they 
interacting rather regularly to help keep 

this part going 

*Better economic planning, {or non-donor dependent 
incom9 


