THE ROYAL NORWEGIAN MINISTRY
OF DEVELOPMENT COOPERATION

Evaluation Report 5.89

EVALUATION
OF THE

TANZANIAN
INSTITUTE
OF DEVELOPMENT
MANAGEMENT

Oslo, november 1989

Prepared by:

@ imtec

The International Learning Cooperative







EVALUATION OF THE TANZANIAN
INSTITUTE OF DEVELOPMENT
MANAGEMENT

Prepared by:

@ imtec

The International Learning Cooperative

The views expressed in this report are those of
the authors and should not be attributed to
the Royal Norwegian Ministry of Development Cooperation.






PREFACE

The team would like to thank all those who participated in this evaluation.
Never before have any of us experienced a 100% success rate in being able to
meet with all scheduled interviewees, on time and with such a willingness to

honestly share information and opinions.

We have one major concern: that the collective wisdom accumulated through
this extensive, expensive and intensive data-gathering process not be left to
gather dust on a shelf. We hope that the issuance of the findings will be
viewed not as a report, but as a living document designed to help 1n taking

THE FIRST STEP toward an action oriented organizational improvement process.

We saw our role and the evaluation process as predominately ones of catalyst
and facilitator. If we asked the right questions, listened well and observed
accurately this document should in large measure be a Tanzanian document.
Most of the problems and potential solutions identified came not from us, but

from those of you with whom we talked.

The team see IDM, the largest management development institute in Africa, as
an incredible national resource. It can be developed, conserved, managed and
renewed to its full potential or it can be mined and wasted to the detriment of
the country with consequences far beyond this century. Only the Tanzanian
leaders, managers and teachers can really determine, "Whither IDM"?

Oslo, 14 September, 1989
Anthonie Wattel Kami S.P. Rwegasira Daniel A.N. Yona

Janet Poley Per Dalin
(Team Leader)

All administrative and technical coordination, the necessary data-processing of
the School Review, and the editing of this report has been done by Kari Milner

Strem (IMTEC).
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EXECUTIVE SUMMARY
"Evaluation of the

Tanzanian Institute of Development Management”

A report commissioned by the Tanzanian Civil Service Department and the

Norwegian Ministry of Development Cooperation
Prepared by IMTEC - The International Learning Cooperative

The Tanzanian Institute of Development Management was founded in 1970
and has received Norwegian Development  Assistance  continuously  since
then. This evaluation was undertaken in view of the planned phase-out of
NORAD assistance in 1992, and wused a comprehensive approach, including
a School Review among faculty and students, in-depth interviews with
representatives from key Tanzanian institutions, as well as with represen-
tatives of the Government, the IDM Governing Board, IDM administration,

faculty and students,

An excellent management training institute is more than just the sum of
Its parts; it is an integrated whole capable of modeling excellent manage-
ment practice and renewing and innovating for the improvement of its
students, faculty, clients and the country as a whole. IDM is a critically
important institution to the country and in the judgement of the eva-
luation team, must be sustained. At present it has some parts that function
well, but much work must be done for it to approach being a good mana-
gement training institution, let alone an excellent one.

The evaluation team thinks that NORAD must continue to support IDM in
its efforts to become an excellent and sustaining force for management
improvement in Tanzania. We  believe that it would be questionable in
terms of the recent donor concern with sustainability for NORAD (o
abandon IDM at this critically important juncture in ils history. Our
recommendations do, however, suggest that NORAD consider some changes

in its role and emphasis in providing this assistance.

The evaluation team used a "systems model" to analyze data gathered,
taking a hard look at IDM’s external environment, mission and: goals,
leadership  subsystem,  structural  subsystem,  technological  subsystem  and
human-social subsystem. This analysis allowed a compilation of detailed
issues that must be addressed in each system component. The team
strongly recommends that the President’'s Office, NORAD, the Governing
Board, the IDM Administration, Faculty and Students study these issues in
detail (see pages 150-156) of the report. These issues should also provide
the base for beginning work toward an organization development/manage-
ment improvement programme for IDM which is one of the central recom-

mendations of the team.

The team, in cooperation with representatives of MLMD and NORAD, also
developed eleven criteria considered essential for an excellent management
training institute and made judgments onm each criterion based on conduct
of a school review and  nearly 100 interviews. The following are our

conclusions.
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The team judged IDM to be performing reasonably well on Criterion 4:
TEACHERS AND STUDENTS HAVE OPEN AND CONSTRUCTIVE COOPE-
RATION: and Criterion 5: THE STAFF IS COMMITTED TO THE MISSION
OF THE INSTITUTION (see pages 132-134 for summary statements on
these criteria). IDM still has a fairly high reputation among clients and
with other professionals, students are proud to be at IDM and work hard,
student-teacher ratio is low by international standards and there Is a
generally  positive atmosphere in the classrooms and in the informal
system. There is some indication _that both cooperation and commitiment

may be slipping and there are some serious issues that must be addressed.

The team judged IDM to be performing in a moderately successful manner
on Criterion 1: THERE IS A JOINT UNDERSTANDING OF UNDERLYING
VALUES AND PHILOSOPHIES OF THE MTI AND THESE DIMENSIONS
ARE DISCUSSED AMONG TEACHERS AND THE MTI LEADERSHIP; and
Criterion 2: IN COOPERATION WITH REPRESENTATIVES OF THE MAR-
KET, THE MTI SETS ITS GOALS AND STRATEGIES, SERVING SOCIETY

(ECONOMY AND MARKET NEEDS) (see pages 127-129). At present, Lhe
institution has a survival orientation, no systematic needs assessment and
planning process is in place, and there are strong forces within and
external to IDM favoring a pragmatic market oriented policy. The leam

did not take a stand on the desirability of this direction.

The team judged IDM to be performing INADEQUATELY on the f[following
criteria.

Criterion 3: THE MTI HAS OPEN AND EFFECTIVE COMMUNICATION

CHANNELS TO ALL PARTIES WITHIN THE INSTITUTION (see pages 130-
131). The administration is heavy, control oriented and bureaucratic. The

climate lacks trust and is filled with suspicion, gossip and rumors.

Criterion 6: THE INSTITUTION HAS A HIGH CAPACITY FOR INNER RE-
NEWAL (see pages 134-135). Although IDM has shown renewal through an
expansion of courses and curriculum renewal, it has shown little or no
capacity for behavioral change and renewal. It shows little capacity to
resolve process issues. It is not succeeding in solving problems in teams
rather than individualistic —~modes, putting in place new approaches 1o
teaching nor developing the trust necessary for an open communication

and conflict resolution.

Criterion 7: THE INSTITUTION HAS STRONG AND EFFECTIVE LEADER-
SHIP (see pages 136-137). GOT has not developed acceptable criteria for
the selection of top administrator at IDM (see page 68 for characteristics
of an effective leader). This is a historic problem for the instilule.
Selecting a civil servant, particularly one near retirement, as the leader
of a professional organization like IDM is unfortunate.

Criterion 8+ THE MTI HAS BUILDINGS, FACILITIES AND EQUIPMENT
ADEQUATE TO A FUTURE ORIENTED PROGRAM (see pages 137-139). This

conclusion does not question the original investment, nor the quality of
the facility as such. The problems are related to the totally inadequate
Maintenance and Rehabilitation program, the ineffective use of the NORAD
sponsored equipment and the lack of effective distribution of needed
teaching-learning materials.
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Criterion 9: THE MTI ORGANIZES ITS LEARNING RESOURCES EFFEC-
TIVELY (see pages 139-140). In spite of major investments in buildings,
equipment, curriculum development and staff development, most teaching
is traditional lecture. Faculty and students realize the need to change
this and many teachers wuse different approaches while teaching outside
IDM. Also the new curriculum has not been fully implemented under the
semester system. Field Attachment is not well implemented, book allowance
is too low, salaries of faculty are too low and procedures for developing

Tanzanian training materials are inadequate.

Criterion 100 THE MTI ORGANIZES ITS CONSULTANCY TASKS EFFEC-
TIVELY (see pages 140-141). While some progress has been made during
the past year, the facts are that individual faculty members have done
very well as consultants, while IDM as an organization has not. Women
and junior faculty members are often excluded, organization and transpor-
tation are problems, and many faculty do not have the skills to do this

success fully.

Criterion 11: THE MTI ORGANIZES ITS RESEARCH EFFECTIVELY (see
page 142). The attempts to build up a research program have failed, New
models of management practice are imported, research is an add-on,
inadequately financed, the process is poorly understood and not supported
by leadership. Incentives are inadequate and support services for publishing

are poor.

The following recommendations are proposed to initially address these pro-
blems. Roles and functions for the GOT, NORAD and IDM are suggested.

‘i IDM NEEDS A 4-5 YEAR ORGANIZATIONAL AND MANAGEMENT
DEVELOPMENT PROGRAM. THIS MUST INCLUDE THE ENTIRE
INSTITUTION, THE GOVERNING BOARD AND RELEVANT GOVERN-

MENT BODIES.

- GOT Role/Functions: Redefine the roles and criteria for manage-
ment and advertise the principal position for open competition.
View IDM as an Experimental Parastatal, allow flexibility to
change the organization, set aside existing rules and regulations if

necessary, monitor progress and outcomes.

- IDM Role/Functions: Establish Internal Steering Resource Commilttee
for the OD project. Use own resources fully in the diagnostic and
implementation stage. Work closely with outside short-term experts.

- NORAD Role/Functions: Support  the  Steering  Committee, the
necessary Human Resource Development programs and the cost of

external short term consultants.

2. CLARIFY THE MISSION AND GOVERNANCE STRUCTURE TO
ALLOW ALL CLIENTS AND PARTIES TO EXPRESS THEIR NEEDS,
DEFINE IDM IN THE NATIONAL CONTEXT OF MANAGEMENT
TRAINING AND DEFINE RESPONSIBILITIES AND GOVERNANCE.

- GOT  Role/Functions: Establish a  systematic needs  assessment
mechanism.
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IDM  Role/Functions: Improve procedures for dialogue with users,
including up front expectation statements - what students should
learn and employers should gain. Use Field Attachment for such
purposes, draw on the experiences of participants in the short
courses and use external resource persons in the programme.

NORAD  Role/Functions: Support the development of the Needs
Assessment Programme for a minimum of 3 years, phasing this
funding out as GOT lakes over.

SECURE STABLE FUNDING TO ALLOW IDM TO CHANGE FROM
CRISIS MANAGEMENT TO A RATIONAL, ONGOING MANAGEMENT

PRACTICE. SUSTAINABILITY OF IDM SHOULD BE THE KEY
OBJECTIVE FOR THE NEXT YEARS.

GOT Role/Functions: Adjust ambitions for IDM to the actual
resources available. Decide on GOT funding and secure mechanisms

for accountability and cash flow.

IDM  Role/Functions: Improve budget and accounting system [0
allow for forward planning, sustainability and contingencies. In-
crease income earning activities and rely less on irregular GOT

funding.

NORAD  Role/Functions: Support local management expertise as
short term consultants (internally and externally to IDM ).

DEVELOP AN INCENTIVE STRUCTURE MATCHED WITH IDM'S
MISSION TO ASSURE ALL ACTIVITIES ARE PROVIDED FOR.
INCENTIVES MUST ENCOURAGE BOTH PERFORMANCE AND

QUALITY SERVICE.

GOT Role/Functions: Adjust incentives to guarantee goal achie-
vement in all activity areas. Monitor performance.

IDM  Role/Functions: Reallocate staff resources to reflect actual
workload and distribute incentives on basis of performance. Secure
fairness (e.g. women and young faculty). Monitor performance.

NORAD Role/Functions: Support necessary Human Resource Deve-
lopment.

SECURE NECESSARY LEARNING RESOURCES SO QUALIFIED TEA-
CHERS CAN CONDUCT QUALITY TEACHING AND STUDENTS CAN

BECOME PROACTIVE LEARNERS

GOT Role/Functions: Adjust student fees and book allowances or
adopt a book rental system to reflect real costs of needed resour-

ces. Monitor import support for books, equipment and materials.

IDM Role/Functions: Delegate to Faculty the responsibility for all
support services needed for teaching. Secure needed skills in all
areas (including training if needed), and improve management in

the area.



NORAD  Role/ functions: Change the support to import support
(books, materials, equipment). Provide short-term  expertise  for
computer based "Desk-Top" publishing and possible CD-ROM experi-
ment. Provide necessary transport facilities to  Secure  supervision
of Field Attachment.

IMPLEMENT THE NEW CURRICULUM - GET IT INTO ACTUAL
PRACTICE

GOT Role/Function: Set criteria for learning methodology as well
as criteria for mastery of content. Monitor the instructional

process.

IDM Role/Function: Set performance criteria for teaching. Supervise
instruction and use trained teachers as "Master Teachers”.

NORAD Role/Function: Support local IDM expertise (e.g. Master
teachers) and short term external expertise, with the clear aim of

sustainability.

REHABILITATE EXISTING FACILITIES BRINGING THE CAMPUS UP
TO A STANDARD WHERE PROFESSIONAL WORK CAN BE DONE

GOT Role/Function: Hire independent contractor on a tender basis
to effectively and quickly undertake all major rehabilitation work.

IDM  Role/Functions: Abandon the existing Rehabilitation Project.
Select a team of artisans to be trained for future regular mainte-
nance work. Use the Rehabilitation Project as a learning oppor-

tunity for IDM maintenance staff.

NORAD Role/Functions: In cooperation with the GOT, appoint a
team of professionals (architect, quantity surveyor, engineer) (o
review the existing plans for rehabilitation (major work). Fund a
contractor to carry out a complete once-and-for-all rehabilitation

of IDM now. NORAD should fund 100% of the cost.

DEVELOP MAINTENANCE MANAGEMENT TO SECURE THE UPKEEP
OF FACILITIES, TO IMPROVE LIVING CONDITIONS AND THE

QUALITY OF WORK AT IDM

GOT Role/Function: Set Maintenance standards and monitor pro-
gress.

IDM  Role/Function: Select and train a team of artisans through
the Rehabilitation work for future maintenance work.

NORAD Role/Function: Provide a maintenance coordinator 1o assist
in both the rehabilitation and the maintenance activity.
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SECURE EQUALITY OF OPPORTUNITIES, IN PARTICULAR FOR
FEMALE STUDENTS AND FACULTY

GOT Role/Function: Change recruitment practices to attract more
female students and also encourage female faculty to join [IDM.
Support remedial course development if necessary to accomplish

this objective.

IDM  Role/Function: Involve women in decision-making and in
defining areas where equality must be improved. Develop courses
and activities more attractive to women. Provide more housing for

women.

NORAD Role/Function: Give financial support for development of
programmes in this area. Monitor progress. Include more women in

provision of short-term TA.

CLARIFY DONOR ROLE AND SUPPORT STRUCTURE TO SECURE
THE MOST EFFECTIVE USE OF NORAD RESOURCES AND TO
ASSIST IN A GRADUAL PHASING OUT OF EXTERNAL DONOR
ASSISTANCE FOR SUSTAINABILITY. THIS SHOULD RECEIVE UP-

FRONT ATTENTION.

GOT Role/Function: Jointly with NORAD redefine roles and re-
lationships mutually acceptable and productive.

IDM  Role/Function: Assist in defining ideal external roles and
develop criteria and standards.

NORAD  Role/Functions: Jointly with GOT, clarify Development
Objectives, clarify lines of responsibility, improve problem solving
capacity, reorganize support and improve monitoring. Clarify with
the GOT and IDM expectations and possibilities for gradual with-
drawal. NORAD should set clearer capacity development goals and
performance  moniloring mechanisms  to  continually  assess  the
movement toward sustainability.



CHAPTER 1: EVALUATION MANDATE AND DESIGN

1.1. Background and Terms of Reference

The Tanzanian Institute of Development Management (IDM) in Mzumbe was
established in 1970 and from its inception has received development assistance
from Norway. In its early vyears it also received substantial assistance from

Denmark and Finland. The Norwegian Development Assistance 1is currently

scheduled to phase out by 1992,

The Tanzanian Ministry of Labor and Manpower Development! (MLMD) is cur-
rently the parent ministry and government funding channel for IDM. Since
IDM’s status change to a parastatal organization in 1972, IDM management

reports to a Board of Governors, which also receives the annual audit reports
on IDM.

Given the critical importance of IDM as a major supplier of trained personnel
essential for the country’s further development both MLMD and the Ministry
of Development Cooperation (MDC), Oslo, decided that a comprehensive inde-
pendent evaluation was warranted in view of the planned phase-out. The last

assessment - of Norwegian support was an internal project review by NORAD in
1983.

MLMD and MDC agreed upon the Terms of Reference (see Appendix A for
complete TOR) for this Joint Evaluation in late 1988 and MDC contracted with
IMTEC to conduct an independent evaluation to assess the effectiveness of the
Norwegian contribution and to draw lessons for the future. It was further

agreed that the evaluation team should be internationally experienced, and

include Tanzanians.

The team selected for the assignment were chosen because of their evaluation
experience, human-relations skills and previous work with developing country
institutions pertinent to the IDM assessment. Of the five team members, four

were thoroughly familiar with the Tanzanian environment.

1 The MLMD has recently been reorganized. IDM 1is as from April,
1989 under the Civil Service Department in the President’s Office.



Team members included:

Dr. Per Dalin, Director of IMTEC (Norway) and Team Leader

Dr. Janet Poley, Senior Manager within U.S. Department of Agriculture, Exten-
sion Service

Daniel A.N. Yona, Director, Devconsult International Ltd., Tanzania

Dr. Kami S.P. Rwegasira, Visiting Professor at the Netherlands International
Institute for Management (RUB) at Delft

Dr. Anthonie Wattel, Professor of Business and Public Administration in the
Netherlands

The Terms of Reference called for an analytical summary of IDM’s history;
examination of policy statements and documents concerning Tanzania’s trained

human resource needs: assessment of instructional modes at IDM and their
appropriateness: analysis of research and consultancy strategies and output]
review of system for student field attachment; and examination of the ope-
rations of the publishing unit. The evaluation of these areas was to include
analysis of structures and inputs related to forward planning; influences on and
control over curriculum design, content and modes of instruction; division of
roles and functions of staff: budgeting and accounting practices; planning and

control over maintenance and rehabilitation; student relations and relations

with other Tanzanian institutions.

In addition the Terms of Reference demanded an assessment of relative roles
and influences among the MLMD, the IDM Board, IDM leadership, external aid
agencies and other agents in shaping the current IDM. The adequacy, suita-

bility and quality of Norwegian assistance to IDM was to receive critical

evaluation.

On the basis of the preceding the team was charged with making recommen-
dations to IDM, GOT and NORAD and to draw lessons learned for application

to future Norwegian aid programmes and projects,

From the beginning it was understood that this was to be a joint undertaking.
While IMTEC’s client is MDC, it was understood that IMTEC was to serve the

interest of two Governments, the Norwegian Government on one hand and the
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GOT on the other. IMTEC understood its mandate to be to design, structure

and implement the evaluation according to the Terms of Reference in such a

way that it fully respected the interests of both parties and reflected the

norms of a joint undertaking.

1.2. The Evaluation Questions

This evaluation study is a comprehensive analysis of (a) the roles and functions
of IDM in the Tanzanian economy, (b) the quality of its operations, and (c)

the relative importance of external assistance to the institution in its first 18

years of development.

Specific evaluation objectives were as follows:

Assess the impact of IDM, as it relates to the needs of the Tanzanian
economy in terms of (a) both quantity and quality, (b) its relationship to
major clients, (c¢) its relative status in the economy, and (d) in relation-
ship to changing needs.

Assess internal efficiency, both in terms of (a) the quality of its program,
(b) its capacity for renewal (e.g. its capability for curriculum develop-
ment), (c) its internal management, and (d) its cost-efficiency (e.g. staff/-

student ratio).

Assess the governance and influence structure of IDM as executed by the
IDM Board and the MLMD and further to assess the relative impact
(positive and negative consequences) of external influences (e.g. external

funding agencies).

Analyze and explain the inter-relationships among: (a) major inputs (e.g.
staffing, funding, etc.); (b) contextual variables (e.g. economic conditions
in Tanzania during the 70’s and 80's), (c¢) 1institutional programmes and
processes (e.g. the existing instructional practice at a given time); and (d)

the outcomes.

Propose steps to be taken by IDM itself, the GOT and external agencies
to further improve IDM.

On the basis of the Terms of Reference and the specific objectives the Eva-

luation Team developed the following evaluation questions to guide data gathe-

ring and analysis:

What were the critical phases and processes in the development of IDM?
(to include both internal and external forces and events).
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2. How well has IDM met the expectations of the interest groups (e.g. the
GOT, receiving institutions, donors, staff, students)?

3. What are the strengths and weaknesses of IDM today (internal organiza-
tion as it relates to teaching, curriculum development, research, consul-
tancies, maintenance and overall management, relations to the market)?

4, What are the alternative scenarios for the next 5-10 years (as far as
market segment, size, mix of activities, sustainability are concerned?)

. How well has NORAD met the expectations (of the Norwegian authorities,
the Tanzanian authorities, the IDM staff)?

6. What are the strengths and weaknesses of the NORAD support (particu-
larly over the past 5 years)?

7. What are the alternative scenarios of internal and external support (both
in terms of size, areas of investments, strategies of management and

monitoring)?

8. How can IDM manage an appropriate Maintenance programme?

Specific issues identified prior to the evaluation meriting particular attention

included:

- Inadequate maintenance of the campus.

- General management of the institution.

- Women's participation as faculty and students at IDM and as bene-
ficiaries of IDM outputs.

- NORAD support with respect to funds management and monitoring.

- Future support, including an assumption that any seriously documen-
ted needs arising from the evaluation would be studied and taken

seriously by both GOT and NORAD.

1.3. The Evaluation Process

IMTEC believes and acts upon the idea that evaluation should be an investment
in project improvement. The evaluation process for the IDM evaluation was
based on state-of-the-art knowledge about making evaluation exercises and
results more useful to future action and learning. The key components of the
design: (1) team preparation, (2) internal School Based Review, (3) evaluation

team field work, (4) report preparaﬁun and (5) follow-on, are described below.



1.3.1. Team Preparation

In complying with the collaborative intent of this evaluation, as well as to
follow what is increasingly recognized as appropriate evaluation practice, a team

planning meeting was held in Oslo, December 12-14, 1988.

The purposes of this meeting were to develop an Evaluation plan -and to allow

all key stakeholders to become acquainted with each other and the task to be

performed.

Participants in the session included:

Jarle Harstad and Tore Rose, MDC, Norway
Svein QOlsen, NORAD

Alex Murasi, MLMD

Dr. Per Dalin, IMTEC

Dr. J. Minja, IDM

Dr. Janet Poley, IMTEC Consultant

Dr. Kami1 Rwegasira, IMTEC Consultant
Daniel Yona, IMTEC Consultant

Dr. Anthonie Wattel, IMTEC Consultant

1.3.2. Evaluation Norms

As a first activity, the group developed the following norms for the evaluation:

- the evaluation was to be truly a joint undertaking
- the evaluation was to be independent

- the results were to be public

~ activities were to be undertaken in the spirit of a process of learning
more than a product

- the evaluation was to be critical and constructive
- the evaluation process would respect the dignity of individuals

- the evaluation would bring data back to those who provided infor-
mation

- encouragement of user involvement would increase the value of the
evaluation

~ that the evaluation team be willing to comment and open to re-
writing in order to improve the quality of the final report.



These norms guided practice and decision-making throughout the process to the
maximum degree possible. Due to time constraints incountry while gathering
the data and some additional factors, the team was unable to hold a data
feedback meeting with the student group who provided information. It 1is
hoped, however, that the final evaluation results will be fully shared with the
IDM student body, discussed with them and that their further input be sought

to assist in solving some of the problems and issues that will be identified

later in this report.

1.3.3. Criteria for a Quality Management Training Institute

In order to provide a sound evaluative base, the team developed a set of
criteria to assist in making judgments about the quality of IDM as a Manage-
ment Training Institution (MTI). The team followed a process validated by

IMTEC in its work over time with numerous training institutions to arrive at

the following criteria:

- There is a joint understanding of underlying values and philosophies
of the MTI and these dimensions are discussed among teachers and
the MTI leadership

- In cooperation with representatives of the market, the MTI sets its
goals and strategies, serving society (economy and market needs).

- The MTI has open and effective communication channels to all the
parties within the institution

- Teachers and students have open and constructive cooperation
- The staff is committed to the mission of the institution

- The institution has a high capacity for inner renewal

- The institution has a strong and effective leadership

- The MTI has buildings, facilities and equipment adequate to a future
oriented program

- The MTI organizes its learning resources effectively
- The MTI organizes its consultancy tasks effectively

- The MTI organizes its research effectively



As can be seen in Appendix B these criteria guided the development of the
interview schedules used with IDM clients, faculty, administrators and students

and assisted in the analysis and critical assessment of the institution.

1.3.4. Sampling for Field Interviews

The team identified the procedures to be used for obtaining a random sample
of students and faculty for the January School Review. (See Appendix C for
School Review Instrument). They also identified the names of specific indivi-
duals and organizational representatives to be interviewed in relationship to
each of the eight evaluation questions. These include the executive and/or the
Training Manager of key client organizations and high level representatives of
the Government. (See Appendix D for a complete list of interviewees, excluding

student interviewees, whose names are being kept confidential).

This sampling procedure was adhered to as completely as possible during field
work, with the only major short-coming being an inability to get an adequate
number of female students to participate in completing the School Review and

face to face personal interviews.

As noted in the foreword, the 100% participation rate of interviewees during
the February field work was an exceptional performance, rarely achievable in
evaluations of this type. The team believes that the early identification of

interviewees at the December team planning session greatly assisted in helping

to achieve this outcome.

1.3.5. Work Schedule

The following work schedule was agreed to by meeting participants (some
minor modifications to the original schedule were required due to unforeseen

circumstances, however, none of these resulted in delay of outcomes).

December 10, 1988: Contract Agreement.

December 12-14, 1988:; Planning Meeting in Oslo.



December 16, 1988:

January 2, 1989:

January 12, 1989:

January 13-20, 1989:

February 1, 1989:

February 2-14, 1986:

February 18, 1989:

February 20-23, 1989:

February 24
- March 1, 1989:

March 2 - March 5, 19809:

March 5, 1989:

March 28, 1989:

March 29-April 15, 1989:

April 20, 1989:

May 20, 1989:
May 26, 1989:
August 1, 1989;

August 10, 1989:

8

Minutes of Team Planning Meeting sent to all partici-
pants.

Comments from team returned to IMTEC.

Second draft of School Review instruments sent to
team and first round of NORAD interviews and
document reviews (Oslo and Dar es Salaam) completed.

Dalin and Yona travel to Tanzania and conduct IDM
School Review with faculty and students.

Yona completes preliminary field data gathering for
background purposes.

Background data, School Review results and interview
schedules completed, circulated to team and comments
returned. Team does preparatory reading and contri-
butes questions in areas of expertise to IMTEC.

Team departs for Dar es Salaam. (Due to a flight
delay in Amsterdam team did not arrive in DSM until
3:00 a.m. February 20. However, additional team

planning was conducted in Amsterdam during the
period of delay. This allowed all scheduled events to

proceed as planned).

Interviews in Dar es Salaam.

Data collection at IDM Mzumbe and feedback meeting
held with faculty.

Additional interviews in Dar es Salaam, team meetings
and reporting to Minister MLMD, Chairman of IDM

Board and NORAD.

Departure of team (Dalin departed evening of March
2, replaced by Poley as team leader).

Preliminary draft of report completed.

Circulation and re-drafting of report by team, in-
cluding supply of missing data.

Draft report shared with NORAD and Team for
comment.

Comments received from NORAD and team members.
First draft circulation (MLMD and NORAD).
All final comments to IMTEC. (Actual date Sept. 11)

Final report delivered. (Actual date Sept. 15)



1.3.6. Logistics

The team agreed on the following logistic arrangements:

NORAD Dar es Salaam would provide meeting space, computer, supplies,

transportation and hotel reservations.

Murasi would contact all interviewees and assist Yona in document identi-
fication. At IDM Minja was to arrange for all interviews, document
access, accommodation, computer and copying facilities. In reality Yona

was required to play an active role in helping to accomplish these tasks.

1.3.7. Field Work

The evaluation design called for two segments of field work in Tanzania. The

first was the January Internal Schogl Review conducted by Dalin and Yona (see
Appendix E for complete results of the School Review conducted with students

and faculty). Sixty-one male and two female students, along with fifty nine male

and five female faculty members completed the School Review Instruments.

The main purpose of the Internal School Review is to give all faculty and
students a chance to provide information about key areas of the life of IDM,
to reflect on the practices, to provide ideas for development, and thereby to
give the evaluation team an empirical base for planning the interviews and

observations during the field work period (in February/March).

The completed questionnaires were carried to IMTEC for tabulation and prelimi-

nary analysis and then shared with all team members prior to departure for

the second segment of field work.

The second segment of field work was designed to focus on interviews with
key IDM stakeholders and clients using the instruments shown in Appendix B.
The questions were guided by the 8 main evaluation questions and the results
of the School Review. It was agreed that to the degree possible interviews
would be conducted in teams of one or two, taking into account the differing

backgrounds of team members with respect to the Tanzanian context, ability to
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use Kiswahili and areas of expertise. It was thought that use of this interview
procedure would be more efficient than full team interviews, provide the
appropriate climate for information sharing and best take advantage of unique

knowledge and skills areas of team members.

The IDM portion of this second segment of field work was designed to use the
data from the School Review instruments as a base for further indepth inter-
views. (See administration, faculty and student interview schedules in Appendix
B). The team stayed on the IDM campus, which also afforded informal obser-
vation and interaction opportunities, including class visits and social time with
staff and students. On site inspection of buildings, grounds and containers with

NORAD furnished commodities was also accomplished.

Given that the team was concerned about the lack of female participation in
the School Review data collection, arrangements were made for a special

indepth meeting with women faculty to discuss problems, issues and possible

solutions.

A critical component of the second phase incountry data gathering was the
addition to the team of an IMTEC data entry assistant (Kari Milner Strem,
IMTEC). After each interview, team members returned completed questionnaires
to her and she produced reports periodically showing the compiled answers to
each of the interview questions. This "quick turn around" process allowed more
on-going discussion in daily team meetings as to similarities and differences

among answers and the identification of data holes and deficiencies.

During the time of the IDM indepth field work, the team agreed upon a systems

model for organizing and analyzing the data collected. This model i1s presented

in detail in Chapter 3 of the report.

Preliminary data feedback, in keeping with the agreed norms, was carried out

in a two hour session with IDM Administration and faculty on March 1. Team
members prepared overhead transparencies summarizing some of the major
findings from the School Review and on site interviews and facilities inspec-
tion. The same data was also presented to the Minister of MLMD and the
Chairman of the IDM Board by the team in exit meetings in Dar es Salaam.

The NORAD Project Officer attended both meetings and was also fully briefed

by the Acting Team Leader prior to team departure,
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The initial evaluation design also called for a data feedback meeting to be held
with IDM students who had furnished data. It was decided by the team in
consultation with IDM administration and faculty that due to time constraints
and the sensitivity of some issues, that it would be more appropriate to delay

feedback to students until completion of the full report.

1.3.8. Report Preparation and Circulation

Prior to leaving Dar es Salaam the team agreed upon major recommendation
areas and decided that one team member (Janet Poley) should quickly produce
a preliminary draft report, in order to avoid too many variations in writing
and presentation style. It was agreed that additional inputs from all team
members would then be made upon circulation of the preliminary draft. Repre-
sentatives of MDC and MLMD have had an opportunity to comment on the

draft of this report.

This evaluation study is based upon criteria and questions developed with the
clients. Our data comes primarily from a representative sample of faculty and
students. They have each provided us with their perceptions of IDM. Based on
this data (the School Review data), as noted above, more in-depth and specific
questions were developed for on-site interviews (Dar and Mzumbe). We have
only included representative opinions in this report, to the extent that they
build on interviews. In cases of conflicting evidence (which can also be read in

the degree of frequency scores in the School Review data), such discrepancies

are reported.

1.3.9. Plan for Follow-Up

The evaluation design called for the provision of specific recommendations that
would be put to use. Involvement of key IDM and GOT stakeholders in the
report review process and follow-on incountry work under NORAD auspices will

hopefully assure that the results of this evaluation are widely shared and put

into action.
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CHAPTER 2: IDM HISTORY

2.1. Establishment of IDM

The Institute of Development Management, was officially established in July,
1970 when the GOT merged the Institute of Public Administration at the
University College Dar es Salaam with the Local Government Rural Develop-
ment Training Center at Mzumbe. This was a period of great national expec-
tations marked by a healthy economy, expansion in industry and social services.
During this time a growing number of Tanzanians were taking over managerial

positions in the civil service and other public institutions as expatriates gra-

dually left the country. |

Tanzania’s policy of Socialism and Self Reliance, culminating in the Arusha
Declaration of 1967 placed additional demands on the limited output of trained
human resources. These policies resulting in the nationalization of private
enterprises created numerous parastatals in virtually all sectors of the economy.

Trained personnel shortages were particularly severe in the fields of finance,

business management and administration.

To meet the growing demand for qualified local personnel capable of filling
middle grade professional jobs in the country, the specialized institutions of

IDM and IFM were created in the early 1970's. By Act of Parliament No. 15 of
1972, IDM became a parastatal.

2.2. GOT Objectives for IDM-1972 Policy Statement

The GOT Objectives for IDM as a newly created parastatal were:

1. to promote social, economic and political development by providing
opportunities for the study of, and for training in, the principles,
procedures and techniques of management accountancy and secretarial
practice, public administration, the administration of justice, local
government and rural development (thereinafter referred to as "the

specified subjects"):



13

2. to conduct training programmes in the specified subjects and in
such other subjects associated with development management as the
Governing Body may from time to time decide:

3. to engage in research into the operational and organizational
problems and training needs in the specified subjects and to evaluate

the results achieved by its training programmes;

4, to provide consultancy services in the specified subjects to the Govern-
ment, local authorities and such other bodies or organizations as may be
designated by the Minister:

5. to sponsor, arrange or provide facilities for conferences and
seminars on the specified subjects and other topics related thereto:

6. to give advice and make recommendations on such matters of
administrative reform as the Minister may refer to the Institute for

1ts advice:

7. to establish departments within the Institute for the organization
and administration of its work and activities:

8. to manage the affairs of any institute, college, training establish-
ment or other educational institution the interests of which are
transferred to or otherwise acquired by the Institute:

9. to arrange for the publication and general dissemination of mate-
rial produced in connection with the work and activities of the
Institute, including training manuals and materials, procedural hand-
books and the recorded results of research projects:

10. to do anything or enter into any transaction which, in the
opinion of the Governing Body, is calculated to facilitate the proper
and efficient carrying on of its activities and the proper perfor-
mance of its functions as specified in this paragraph.

The next major GOT policy statement related to IDM activities is the "Govern-
ment Statement on Management Training Study of 1975". This was a response
to a study titled Management Training Study (MTS) conducted under the
auspices of the World Bank in 1975, designed to examine training needs in the
country in relationship to the proliferation of training institutes being es-

tablished. The MTS recommended the following with respect to IDM:

(a) The IDM should be developed as a professional management
institute and re-organized into two teaching faculties-Public Manage-

ment and Accountancy.

(b) The IDM should be recognized as the major national resource for
professional training, research and consultancy in the field of public
management, excluding the financial and cooperative institutions.
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(c) The Diploma course in Rural Development now on offer at the
IDM should as soon as possible (and not later than the 1976 academic
year) be transferred to the Co-operative College at Moshi and at the
same time its duration should be reduced from three to two years.

(d) The course for Policy prosecutors and Lay Magistrates should as
soon as possible (and not later than the 1976 academic year) be
transferred from the IDM. The Police and the Judiciary should be

asked to make alternative arrangements.

(e) The course in journalism which the IDM has recently been
requested to mount should be transferred to the University.

(f) The Diploma course in economic planning should continue at the
IDM for the time being but should be reduced in duration to two
years. Over the next few years discussions should be held with a
view to the University absorbing this course.

(g) The Diploma course in business studies should be reduced in
duration from four years to three.

(h) The increase in student places resulting from the changes (and
from the proposed expansion of the IDM, the need for which is
endorsed) should be allocated as indicated in Chapter 8. Planning on
that basis, including the recruitment of additional teaching staff

should begin now,

Virtually all of the recommendations of MTS, with the exception of the recom-
mendation to move the advanced diploma in economic planning to the university

were accepted by the Government and implemented as policy over the years.

In 1979 the diploma in management development was phased out at IDM and
transferred to the Moshi Cooperative College. This was also the year when

consultancy began to be emphasized and the field attachment was introduced.

In 1981 IDM's parent Ministry, MLMD, issued the following statement on the
role of IDM:

"Government intention has always been that the IDM should be an
essentially practical, down-to-earth, work-related, training institu-
tion, dedicated to training course participants to perform specific
jobs efficiently, i.e. to provide participants with:

- professionalism in their own fields

- the necessary job skills

- the actual essential knowledge required to enable them to
perform their jobs effectively
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- a clear understanding of the National Ethic and of Tanzania’s
policies of Socialism and Self Reliance.

- the proper attitude to the work they will be required to perform
and the contribution they will be expected to make to the
nation’s development, when they leave IDM.

- the IDM should take its greatest pride in turning out efficient
administrators, managers, planners, accountants and auditors,
who effectively initiate, plan, manage and support economic
development and the production of goods and services."

While not necessarily in conflict with the 1972 Act of Parliament and the 1981
roles statement, a significant policy decision of the Governing Board, according
to many of those interviewed for this evaluation, was permission for IDM to
introduce two new programmes in 1988/89 catering for Masters Degrees in
Public Administration and in Business Administration. A number of the GOT
senior policy-makers interviewed thought that at its inception IDM was more
job oriented than it is today, changing over time in an attempt to emulate the
university, rather than fit into the nation's development need. There was
considerable concern expressed about the implications of this decision with
respect to future goals and objectives of the IDM - a concern that this single
decision by implication would too greatly redirect the Mission toward that of a

university and away from a more vocationally oriented training organization.

Another indirect historical influence on the direction of IDM was seen by
interviewees to be the GOT policies with respect to the roles of public and
private sectors in the economy. Originally IDM was conceived largely to train
public administrators. With nationalization and creation of numerous public
enterprises, its goals broadened to include commerce. The relatively recent
GOT policy shift to encourage more private sector activities and business
development is viewed by many as a new pull on IDM to become a practically

oriented business school also serving private sector needs.

2.3. Construction Phase

IDM covers an area of over 400 hectares (1,000 acres). It is situated 216 km
(135 miles) from Dar es Salaam and 24 km (15 miles) from Morogoro along the

Old Morogoro-Iringa road. It overlooks the Uluguru mountain ranges on the
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eastern side while on the south it shares a common boundary with the Mzumbe

Secondary School.

Before initiation of construction, in 1970 the student capacity at IDM was 360
students. The hostel capacity was 220 beds, there were 59 staff houses and 32
offices. From 1970 to 1976 Nordic financial support increased the campus
capacity to 1100 students, 990 hostel beds, 159 staff houses and 72 offices.
Library, dining hall and assembly hall capacity increased accordingly. A dispen-
sary, workshop for the repair of motor vehicles and machinery, sewage ponds

and transport facilities also became part of the campus facilities during the

period.

According to historical records (1972), the cost of IDM construction was T.Shs.
30,285,976. Of this total, GOT was to contribute T.Shs. 4,225,419 and T.Shs.
26,060,557 was to be reimbursed by the following NORDIC countries:

Denmark D.Kr. 8.3 Million
Finland F.Mk. 4.6 Million
Norway N.Kr. 7.9 Million

The February 1983 Project Appraisal Report of the Joint Nordic Project, pre-
pared for NORAD stated that by the end of 1982 Nordic support to IDM
reached a total of NOK. 57 million, of which 22.6 NOK million was for con-

struction of buildings and purchase of equipment.

At the end of 1984, a bilateral agreement was signed between Tanzania and
Norway under which a grant of NOK 48 million was made of which 13 million

NOK was to apply to the rehabilitation of buildings, vehicles, roads and sewage.

According to NORAD as of January, 1989 between 5 and 6 million NOK has

been expended for physical development, leaving a balance of more than 7

million NOK in the existing project.

According to the IDM Corporate Plan issued in December of 1988, IDM current-
ly has a classroom capacity for 1,170 students, hostel capacity for 990 students,
dining hall accommodation for 1,000 people, an assembly hall accommodating

1500 persons. Housing capacity is available for 184 families. The library has a

seating capacity for 210 readers at one time.
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This same Corporate Plan seeks a total budget of T.Shs. 765,635 mill. for
physical development of IDM between 1989 and 1994. Of this $4.13 million of

donor foreign exchange is sought and 270,035 million in T.Shs.
The purposes for which the physical development funds would be used include:

1. Construction of Short Course and Consultancy Center (277.2 Million
T.Shs.)

2. Expansion of the IDM Library Building (30.57 Million T.Shs.)

3. IDM Research Centre (36.2 Million T.Shs.)

4. Additional Graduate School Bldg. (32.4 Million T.Shs.)

5. Expansion of Dispensary (15 Million T.Shs.)

6. Construction and Rehab. of Staff Houses (104.6 Million T.Shs.)
7. Construction of two Student Resident Halls (194.8 Million T.Shs.)
8. Construction of Recreation & Game Center (22.93 Million T.Shs.)
9. Book Complex (12 Million T.Shs.)

10. Fencing of Complex (20 Million T.Shs.)

11. Printing Press (20 Million T.Shs.)

A number of the Tanzanian interviewees commenting on the historical develop-
ment of IDM indicated they thought some further physical facility development

was essential for IDM to achieve future GOT expectations.

A senior GOT official actively involved with the early construction negotiations
commented that in the beginning the physical facilities were not as well planned
as they might have been. He thought this was due to the necessity for the
Nordic side to learn Tanzanian building conditions and preferences before
deciding what would be constructed. He also thought the Tanzanians involved

lacked self-confidence and skills to critically assess and define their own

needs.



18

2.4. Governance and Internal Structure

2.4.1. The Board and the Principal

Organization charts for IDM can be found in Appendix F. The role of the
Principal, who is appointed by the President, is very powerful both up and
down the hierarchy. The Governing Board to which he reports and for which
he provides the secretariat is composed of a broad set of senior represen-
tatives reflective of the significant and comprehensive service IDM provides to
the Country. The current Chairman of the Board, also appointed by the Pre-
sident, is the President of the National Bank of Commerce. Board members in
addition to the Principal include Principal Secretaries in the Ministry of Fi-
nance, MLMD, PMO and the Ministry of Education and representatives of the
National Workers Union, Cooperative Union of Tanganyika and the University
of Dar es Salaam. There are also up to ten members nominated by the Minister
of MLMD. The duties of the Governing Body and the Principal remain the same
as those set forth in the 1972 Act. The Governing Body meets regularly either
as a full body or in committees to determine policies, review budgets and audit

reports and solve serious organization issues that cannot be resolved by the

Principal alone.

Some interviewees knowledgeable of the composition and role of the Board over
time indicated that they thought the current Board representatives were better
selected than ‘sometimes in the past. However, they were concerned that MLMD
was not participating at the right level nor as actively as it should in matters
of governance. A very large number of interviewees told the team that the
selection of poorly qualified Principal for IDM has plagued the institution since
its establishment. Evidence accumulated in the process of this evaluation
indicates that adequate selection criteria for the position of Principal of IDM
have never been developed, and persons appointed to that role have too often
viewed it as a demotion, rather than as a promotion opportunity. Several said
that the only criteria for evaluating an IDM Principal is whether or not stu-

dents rebel or strike during his term of office.
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2.4.2. SCOPO, MLMD and NAMDAC

IDM like all parastatal organizations must follow the directives of the SCOPO
with respect to salaries, and conditions of service. All GOT directives concer-
ning IDM are issued through its parent ministry, MLMD or through SCOPO.
Neither the Board nor the IDM have power to change salaries or employee
benefits outside the limits set by SCOPO. IDM’s annual report and accounts
must be laid in Parliament by MLMD. The Minister can also give directives of
a general nature to the Governing Body of IDM. In addition NAMDAC, also
under the auspices of MLMD, plays a significant role in accepting or rejecting

curriculum structure and content.

2.4.3. Parliament Increases IDM Autonomy in 1980

The IDM Act of 1972 was amended by an Act of Parliament No. 22 allowing
the Institute to have two major departments: Administrative Studies and Busi-
ness Studies. The Principal was to be appointed by the President and not by
the Governing Body. The posts of Vice Principal and Executive Secretary were
abolished and the posts of Director of Studies and Director of Manpower

Development and Administration were established.

From 1980 until recently the IDM organization was divided into two major
units, the Directorate of Manpower Development and Administration and the
Directorate of Academic Affairs. A Finance section reported directly to the
Principal. The Manpower unit dealt with administrative affairs and the general
operation of the institute, while the academic unit dealt with academic affairs.
The latter unit was divided into two main departments, Business Studies and

Administrative studies, These functions were supported with the following

committees:

~ Consultancy Committee (COCQ)
- Research and Publication Committee (RAP)
- Committee for Field Attachments (COFA)

Coordination and development of IDM curriculum rests with subject panels
organized within the subjects of: economics, public management, law, political

education, quantitative methods and business management and accountancy. A
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1988 amendment to the 1972 Act enabled the Institute to establish such other
Departments as may become necessary from time to time without resort to
Parliament. These amendments enabled the Institute to introduce the Depart-
ment of Short Courses and Consultancies in 1988. In late 1988 the Governing
Body approved a new organization structure for IDM with four directorates: A
Directorate of Graduate Studies, a Directorate of Planning and Finance, a
Directorate of Manpower Development and Administration and a Directorate of

Academic Affairs. Also approved was a Corporate Plan for 1989/90 1993/1994.

Careful historical examination of IDM'’s organizational structure, schemes of
service and reporting relationships (Appendices F and G) show that the formal
organizational model has moved toward a more complex committee and team
structure developed in the spirit of matrix management. The original IDM
charts, structures and reporting relationships reflect more traditional bureau-
cratic/hierarchical organizational principles influenced by a British colonial
past and an authoritarian social and cultural tradition that was fairly congruent
with these early structures. Implementation of matrix management requires a
climate of trust and behavioral norms and practices very different from those

required in traditional bureaucratic organizations. This internal structural shift

and its implications will be examined in detail later in the report.

2.5. Student Intake, Output and Enrollment

Since 1973 IDM student intake has grown from 362 (10% female) to slightly
more or less than 1000 students. 1989 official enrollment figures show a student
population of 940 of whom 188 (20%) are women. In 1988 IDM had a student
body of 826 with 16% females. Student output for 1988 was 343 or 42% of the
total. Large enrollment increases occurred between 1975 and 1976 (from 475 to
673) and 1978 and 1979 (from 778 to 920). 1985 was the peak year for both
total number of students-996 and total output-413 (15% of the student body
was female). Given that the potential capacity of IDM is approximately 1100,
it's 1989 enrollment means the institution is operating at 85% capacity with
respect to student intake. Given that the majority of students are sponsored
by GOT, either through MLMD, the Local Government Service Commaission or
parastatals, the decline in total student numbers since 1985 is directly corre-
lated with the GOT ability to provide sponsorship.Yearly some 3000 students
apply for enrollment at IDM. Only about 10% can be accepted. Until recently
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the majority of IDM students came for studies after working in the field for
two or more years. With the repeal of the Musoma Resolution (which required
people to work before pursuing further studies), more IDM students now come
straight from school with a General Certificate of Education Ordinary or
Advanced level, depending upon the entry requirements for the programme they
plan to pursue. The majority of the direct school leavers are sponsored by
MLMD and after graduation are normally employed in GOT ministries, local
governments or parastatals.In addition to Tanzanian students, there 1s also a
small number of sponsored foreign students coming predominately from the

Frontline States with financing provided by donors such as the Commonwealth

Secretariat, the African American Institute and UNDP.

All IDM applicants are required to sit for competitive Entrance Examinations

and undergo interviews set by the Institute.

2.6. Courses

Presently IDM offers the following courses ranging in length from six month

seminars to three year advanced diploma courses:

Advanced Diploma in Economic Planning

Advanced Diploma in Health Administration

Advanced Diploma in Local Government Administration

Advanced Diploma in Public Administration

Advanced Diploma in Business Administration

Advanced Diploma in Certified Accountancy

Advanced Diploma in Local Government Accountancy and Finance
Advanced Diploma in Materials Management

Certificate in Local Government Administration

Certificate in Manpower Management

Certificate in Local Government Finance

Certificate in Law for Primary Court Magistrates

Basic Management Certificate

Ordinary Diploma in Law

Masters Degree in Business Administration

Masters Degree in Public Administration

Others-e.g. Seminars, Workshops, short term courses (3-4 weeks),

etc.
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In 1972 only three major courses were offered: Accountancy, Public Admini-
stration and Community Development Diploma courses. The decision by GOT in

the early 1980's to revamp the decentralization of the 1970s and recreate the
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local governments, gave rise to many of the increased course offerings in this
area. The increased use over time of IDM by the parastatals gave rise to the

demand for offerings in business administration and materials management.

2.7. Staffing Levels

As of July, 1988, IDM had 100 members of the academic staff (including 5 staff
from the High Court) filling 133 established faculty posts (75% of establish-
ment). Seven percent of these posts were filled by women (Appendix N gives a
breakdown of the members of academic staff from 1980 to 1988). This repre-
sents a teacher/student ratio of 1 to 9.4, comfortably within or slightly below
international standards. (It should be noted that several faculty members have
left IDM since the July official count, so at the time of the evaluation actual
vacancies were higher than these figures). The July figures show 18 vacancies
in the Department of Business Studies and 15 vacancies in the Department of
Administrative Studies, with the majority of the wvacancies occurring in full
professorship, associate professorship and Senior Lecturer positions.
\
In 1987 IDM had 114 faculty members, representing 86% of establishment. Eight

percent of the faculty were women and the teacher/ student ratio was 1 to 7.4.

In 1986 IDM had 104 members of academic staff, representing 78% of establish-
ment. Nine percent of the faculty were women and the teacher/student ratio
was 1 to 8.6.At present IDM has over 60% of its faculty holding Masters
and/or PhD degrees with the remainder holding first University degrees or
professional qualifications, such as Certified Public Accountant diplomas. Table

1. below shows staffing levels by subject panel and qualifications for the past

three years.

In 1973 IDM had an academic staff of 97, including 1 PhD, 8 masters and 88
first degree level holders and three below the degree level. In 1977 7 held
PhDs, 42 masters, 47 first degrees and 4 below the degree level. In 1983 8 held

PhDs 50 Masters, 40 first degree and 2 below the degree level.
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Table 1: Academic Staffing Levels

SUBJECT PANEL 1986-87 1987-88 1988-89
PhD MA Other PhD MA Other PhD MA Other

LAW ] 4 10 1 4 10 ] 3 10
ECONOMICS 5 10 2 5 10 2 3 10 ]
DEYV. STUDIES 2 6 ] 2 7 ] 2 6 ]
PUB. MGT. 2 15 ] 2 15 3 2 11 3
ACCOUNT./FIN. 1 6 18 ] 6 19 1 5 18
BUS. MGT. 2 S 4 2 > 4 2 7 2
QUANT. METHODS - 8 - - 8 3 - 8 3
TOTAL 13 54 37 13 59 42 11 50 39

Interviews with IDM administrators and faculty indicated that there are ap-
proximately four hundred and fifty administrative staff members currently
employed at IDM. The IDM Corporate Plan of December 1988, indicates that
the total strength of the Directorate of Manpower Development and Admini-
stration is 471. This figure excludes the library, stores and purchasing, book-
shop and bursar’s office personnel, bringing the total close to the 550. Some
administrative areas are well below the establishment and others are in excess.
For example the cafeteria has an establishment of 85 positions and 49 workers
actually on board. The dispensary section has an establishment of 18 and

currently has 22 workers.

According to the 1988 IDM Corporate Plan, the Institute wishes to recruit 24

members of academic staff and 23 members for the administrative staff by

1993/94.
2.8. Staff Development
IDM has had a strong policy of staff development since its inception and has

been greatly assisted by donor agencies such as NORAD, the British Council,
CIDA, UNDP and USAID since the early 1970s. Appendix I shows the Institu-
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te’s Fellowship Programme broken down by type of course, duration, location,

beneficiaries, sponsor and rate of loss to IDM after training.

As the number of qualified local staff increased over the vyears, expatriate
staff fell from 26% in 1976 to 20% in 1981, 12% in 1984 and today there is

only one expatriate teacher.

In addition to formal degree training, IDM staff regularly participate in short

courses and consultancies outside the country to strengthen their teaching,

consultancy and research skills.

Fellowship funds of NOK 8.0 miIliu_n were designated under the present project
to support staff development through long and short-term training. It was
originally envisioned that the money would be fairly equally divided between
the two types of training. In reality more of the money has been used for long
term courses due to a back log of training needed particularly for Accountancy
Tutorial Assistants. Twenty-three members of academic staff and three members
of the administrative staff have attended short courses/programmes since 1986
in areas including: Materials Management, Project Management, Training of
Trainers, Consultancy Skills, Printing, International Teachers Programme,

Research Skills and Computer Science.

The rising costs of both long and short term training outside Tanzania has
created difficulties as well. Original cost estimates for outside training under
the Project were nearly 100% too low. IDM has requested NORAD to reallocate

money projected for third country technical assistance to staff development

and training.

Between 1982 and 1984, twelve IDM faculty members participated in Training
of Trainers courses conducted under the auspices of the USAID financed

Training for Rural Development Project and then co-trained with U.S. manage-

ment trainers and consultants.
2.9. Development of Research and Consultancy
As indicated in 2.2. IDM’'s Mission includes conduct of practically oriented

research, however, the institute has struggled with this dimension of its man-
date over the vears. In 1986 IDM issued a report titled "Research Strategy for
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IDM", but the recommendations have not yet been implemented. In 1988 another

report was written titled "Management Research Needs in a Future Perspective".

Formerly the research and publication activities at IDM were managed by the
Research and Publications Committee. It is proposed that this Committee be
replaced by an "IDM Research Center". RAP was intended to coordinate and
control research, but the committee had no executive powers and only made
recommendations to the Director of Studies for implementation. The second

main task for RAP was publishing, which it was never able to carry out effec-

tively.

The newly proposed Research Center will be managed by a Director, with

executive powers, who will report to the Director of Studies. The official

functions of the Center are to be as follows:

- To initiate, stimulate and develop research
- To administer and manage research

- To disseminate research results and relate to the client environment
Historically, research conducted by IDM faculty was of one of three types:

- research commissioned by clients from the public and private sectors
usually through personal contacts.

- research routed through the Institute but funded by a client, such as
research projects funded by international organizations

- projects funded and evaluated by the Institute.

In practice very little research has been undertaken and of that undertaken
very low percentages have been completed. Research requires time and money
and provides little immediate financial gain to the IDM researcher. While many
national and international organizations call upon IDM staff to provide consul-
tancies, very few organizations are willing to finance research that will ulti-
mately enrich the Institute’s curriculum. Another barrier to overcome 1is the
lack of printing facilities. The table below shows vyearly approved budget

estimates for IDM research from 1980-1987 and the actual amount spent.
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Table 2: Approved and Actual Use of Research Funds
YEAR APPROVED ESTIMATE ACTUAL SPENT
(T.Shs) (T.Shs)

1980/81 250,000 44,810

1981/82 100,000 -

1983/84 170,000 66,084

1984/85 100,000 302,361

1985/86 500,000 .

1986/87 800,000 -

Table 3 was prepared in December, 1986 and shows status of research projects
from 1977-1986. As can be seen, only 13% of the projects undertaken were

successfully completed and 47% of the projects undertaken were completely

abandoned.

Table 3: Status of Research Projects 1977-86

STATUS NUMBER OF PROJECTS PERCENTAGE

1.  Successfully 5 13
Completed

2 On-going 9 24

3. Stalled 6 16

4. Abandoned 18 47

TOTAL PROJECTS 38 100

Recent research undertaken by IDM staff includes:
1. Work Study in Tanzania.
2. Project Maintenance and Achievement of Project Objectives in Tanzania.

3. Marketing of Small Scale Industrial Products: The Case of Handloom
Textiles.
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4, Policies and Priorities for National Health Development.

& The Development of Corporate Planning Strategy for Tanzanian Parasta-
tals.

Just as with the research mandate, the official consultancy function has also
lagged behind. It began to emerge in 1976 with the establishment of an internal
committee known as Seminars and Consultancy Committee responsible for
seminars, workshops and consultancy. From 1980 to the present the seminars
and consultancy committee were separated to form the Consultancy Committee
and Short Courses. In late 1988 the two Committees were streamlined and

officially merged into one Department of Short Courses and Consultancy.

In general, the parastatals have been the major clients for IDM consultancy.
(For a list of IDM completed consultancy assignments see Appendix J.) While a
number of IDM faculty have undertaken private consultancy assignments 1o
augment their income, particularly during the past five years, the institute as
a whole has not been very active in this area. Just as with the research area,
some type of structure has been in place over the years, but a comprehensive,

active programme has really never been defined or carried out.

A study conducted in 1986 by C.J. Nyoni and A. Vollan indicated that the
Tanzania Industrial Studies Consultancy Organization (TISCO) is perceived as
the market leader for consultancy in Tanzania as compared to the National

Institute of Productivity (NIP) and the Eastern and Southern African Manage-
ment Institute (ESAMI),

When IDM was compared to other Tanzanian Management consultancy organi-
zations, the only strengths that were noted were the fairly high academic
qualifications of the faculty members, cost competitiveness and reporting
ability. On the whole, IDM was considered less experienced in consultancy

activities when compared to TISCO, NIP and ESAMI.

The current NORAD assistance is emphasizing improvement in consultancy and
short course training through workshops sponsored by the Project; overseas
short course training and field consultancy training with members of staff

working on field projects under the current Norwegian Curriculum Advisor.
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IDM began conducting short courses during 1977/78. By 1983/84 they included
the following short courses in their prospectus: Manpower Planning and Man-
power Management course, Planning and Appraisal of Agro-Industrial Projects
course (conducted in collaboration with Project Planning Center, Bradford
University-UK), Urban Management course, Senior Manpower Management

Officers course, Public Prosecutors course, Functional Manager’s course.

Together with ESAMI, NIP and the University of Dar es Salaam, Faculty of
Commerce and Management, IDM was a member of the Standing Training Team

and have been conducting Top Executive Training Programmes ever since.

In 1985, NORAD purchased printing and binding equipment for IDM, yet today
manuscripts produced by staff as part of the research and consultancy tasks
remain unprinted. This has not only frustrated staff, but has also defeated
some of the aim of the book fund which was to encourage production of local
teaching materials. Interviews indicated that no one seems to know how to
operate the equipment (we have contradicting information on this point). In
1987 a committee of staff produced a report on "Printing Policies for IDM"

with proposals for improving the printing unit, but no action has been taken.

2.10. Curriculum Development

Development of an appropriate curriculum in line with IDM’s Mission has been
a struggle from the beginning. The long-term tendency toward a theoretical
curriculum has plagued the institution over the years. The problem has been
compounded by the demand for a greater diversity of courses, moving from

three courses at the beginning to more than 16 at present, including short

courses and workshops.

As indicated in the preceding section, IDM has invested heavily in long-term
foreign fellowship training in many other countries, returning to the institute
with British, Canadian, Australian, Scandinavian, American and Yugoslavian
models and materials. NORAD has assisted with expatriates in an attempt to

help bridge the gap between the theoretical and practical, the foreign and that

appropriate for Tanzania.
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The 1983 Project Appraisal Report for NORAD indicated that the curriculum at
that time was too theoretical, too general and only partly based upon the
problems of the recipient organizations. It concluded that the IDM curriculum
was encyclopedic in nature with a tendency to equate instruction with learning,
hence there is an attempt to cover the curriculum through instruction, rather
than through the work of students. At that time students had a weekly compul-
sory class time of between 35 and 40 hours throughout the entire programme.

Learning modes did not include independent studies, group work and simulation

exercises,

The report went on to indicate that IDM had been more successful at adding
new content to the curriculum, partially as a result of the academic structure
of the organization, including the relatively strong role played by the Subject

Panels.

The over-all conclusion, which led to the Qualitative Improvement Programme
was that IDM had not been able up to that point to start the integration
process, the iﬂtEI'diS:CipIiIlH.l‘}" work necessary in a management training insti-
tution. To the appraisers the curriculum appeared to be "the sum of many

parts" rather than an integrated whole.

The curriculum improvement process was initiated in 1984 and began with the
production of "The Strategy for Curriculum Development at IDM" by Norwegian
curriculum advisors, Jon Naustdalslid and Andreas Vollan published in December
of 1985. It was ultimately adopted by the Institute. The restructuring started
with the Advanced Diploma Programmes and involved changing academic time
into a two semester system with courses conducted on a credit point system.
The number of contact hours was reduced from the average of about 34 per
week to 25 per week. The contact hours per course were divided into plenary
lectures where all programmes doing similar courses would attend the lecture
together and seminars involving smaller groups of up to 20 students. Course
content was also reviewed for relevance. Further curriculum improvement

decisions were then made for all three year Advanced Diploma Programmes.

Implementation of the new structure started with the 1986/87 intake and the

first graduates under the system will graduate in 1989. Detailed discussion and
analysis of the Curriculum Development process is contained in later sections

of this report.
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2.11. Income and Expenditures

Table 4 shows a historical breakdown for income and expenditures over the
years. The Institute receives most of its funds at the beginning of each quarter
of the financial year, except in the last quarter, when the GOT releases money
on a monthly basis. Since approximately 75% of the students at IDM are go-
vernment financed, the liquidity of the Institute is greatest in July, October,
January, April-May-June. Over the years unpredictable government policies
have affected IDM’s income and expenditures. According to the financial
analysis contained in the December, 1988 Corporate Plan, IDM has shown

consistency over expenditures for the following items:

Governing Body Expenses
Office Expenses

Audit and Legal Fees

Health Services

Building and Plant Maintenance
Institute Projects

Student Board and Lodging

Sport and Recreation

During the same four year period, the following expenditure items were under-

spent according to budget:

Child Care

Staff Development
Library

Special Expenditure

Top Executive Course
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Table 4: IDM Income and Expenditures
Major Items 1972/73 1976/77 1981/82 1986/87
INCOME
a) Student Fees 1,932,620 13,427,376 27,846,625 72,536,074
b) Misc. Income 231,115 1,233,508 3,488,061 10,372,611
¢) Govt. Subvention 4,170,000 3,875,000 9,800,000 19,761,585
d) NORAD Grant - - - 6,873,000
e) Seminar/Consultancy

Fees - - - 15,919,801
f) Others - 128,017 276,864 598,509
TOTAL 6,333,735 18,708,901 41,411,552 125,061,580
EXPENDITURE
g) Salaries 2,251,562 6,661,008 11,038,802 19,153,834
h) Transport/Travelling 208,486 699,624 1,321,727 4,504,186
1) Office Expenses 272,366 827,023 1,645,450 6,474,665
j) Student Training Exp. 1,053,153 5,656,851 18,099,134 45,219,523
k) Maintenance Exp. 345,744 1,845,963 2,187,655 15,577,731
1) Depreciation 203,799 1,644,025 3,704,472 4.616,549
m) Other Expenses 151,902 1,491,740 3,427,176 11,419,142
TOTAL 4,486,985 18,826,233 41,424,416 106,965,630
n) Surplus/Deficit 1,846,754 117,332 12,864 18,095,950
Student Population 362 728 905 845

Source: IDM Bursar

Notes on Line Items

a)

b)

d)

Student Fees: Fixed periodically by the Governing Body wupon the recom-
mendation of the Principal. The increases are made in an attempt to
cover running costs of the Institute.

Miscellaneous Income: Comes from different sources including cafeteria
sales, recoverable house rent, transportation project, fee from top exe-
cutive courses etc.

Government Subvention: Given to the Institute every year to supplement
student fees which are never set high enough to meet IDM expenditures.

NORAD Grant: Started in 1986/87



g)

h)

1)

k)

1)

2.12,
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Seminars/Consultancy Fees: These began from 1985/86 when this activity
began to assume a major role. In that year this source of income was 4.9
million T.Shs., in 1986/87 it rose to 15.9 million; it is estimated to reach
25 million 1n 1988/89.

Salaries: These are governed by the parastatal scales fixed by SCOPO.
The Board and Institute have no power to change the salary and employee
benefits outside SCOPO limits.

Transport/Travel: IDM has to assume responsibility for its own trans-
portation system, because of its location. Included here are costs of
transporting Board members, staff, researchers, field attachment, leave

travel etc.

Office Expenses: This reflects Institute growth, rising costs of consum-
ables, including stationery, telegrams and telephones, house rents etc.

Student Training Expenses: Includes the cost of board and lodging, tran-
sportation, books, training and field attachment allowances, recreation,

exams, etc.

Maintenance: These include maintenance of wvehicles, buildings, equipment
and environment.

Depreciation: For machinery, buildings, furniture and fittings, buildings
etc. This is done in accordance with standard audit rates.

Other Expenses: Includes pensions and gratuity for staff which stood at 2
million T.Shs. in 1986/87. It includes costs of conducting seminars and
consultancies, graduations, ceremonies, medical and hospital expenses, etc.

NORAD Support to IDM

Table 5 shows NORAD's total expenditures during the period 1974 - 1983. An
itemization of these expenditures is not available.

Table 5: NORAD total expenditures prior to 1984

1974:
1975:
1976:

1977:
1978:
1979;
1980:
1981:

1982:

1983:

Total

NOK 2.535.637
NOK 4.087.562
NOK 1.821.446
NOK 1.058.684
NOK 1.069.801
NOK 1.040.000
NOK 1.278.584
NOK 1.379.936
NOK 1.709.590

NOK 2.061.932
NOK 18.043.172
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During the period 1984-88 NORAD's expenditures can be broken down histori-

cally as follows:

Table 6: NORAD expenditures 1984-88 (mill. NOK)
1984 1985 1986 1987 1988 Total

1. Maintenance 1.810 1.903 1.580 2,352 7.645
2. Running Costs 015 2. 321 .839 1.049 1.097 5.121
3. Bl-programme 11 539 554 530 398 2,132
4. Expatriate

programme 262 1.770 2.764 2.521 1.949 9.266
5. Fellowship

Programme 260 1.492 1.985 1.675 781 6.193
Grand Total .648 7.732 8.045 7.355 6.577 30.357

The total NORAD grant from 1974 (until 1988) was NOK 48.400 million. The
relative size of NORAD support has been considerable. To use 1986/87 as an
example: The total budget (Tanzanian budget minus NORAD grant) is about 100
million T.Shs., or about NOK 5 million. The same year (average of 1986/87) the
total NORAD support to IDM was NOK 7.7 million. In other words NORAD
added 154% to the IDM budget.

2.13. Issues and Debates

Over the years numerous issues have been debated in various locations with
respect to IDM, yet none of them have been fully resolved and implemented.
The analysis and recommendations sections of this evaluation will look at many
of these issues in more detail. However, it 1s interesting to note that one
continuing debate, as pointed out in the 1984 report titled "Effects of a Ma-
nagement Institute’s Training Programmes on Employment: A Case of IDM-
Mzumbe-Tanzania", by the Eastern and Southern African Universities Research
Project, is why IDM has not addressed issues and implemented recommendations

of previous evaluations.
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1. IDM Goals:

IDM 1is defined as a professional institution preparing personnel for middle
management positions in the country. There has continued to be a conflict
at the Institute between professional/practical goals on the one hand and
traditional academic aspirations on the other, a tension that 1s well

known in most management schools.

Former President Nyerere, suggested shortly before leaving office that
IDM should change its name to Institute of Management Development,
meaning to emphasize the importance of it retaining a practical, profes-

sional, problem-oriented focus appropriate to Tanzanian conditions.

Sub-components related to this issue have manifested themselves histori-
cally in debates over whether to begin masters programmes, the level of
staff competency required (particularly the PhD) and even some of the
balancing of functions problems most probably have their roots in non-

resolution of this issue.

2. Who Has the Power? Degree of Autonomy and Decentralization:

This cuts across structural, procedural and practice issues and is debated

in terms of how much power should rest with Parliament, MLMD, with
SCOPO, with NAMDAC, with the Board, with the Principal, with donors,

with faculty, with clients and with students.

Toward the end of the evaluation interviews the team learned that a
reorganization proposal exists that would move the manpower function out
of the MLMD where it is currently placed and return it to a Central

Establishment in the President’s Office.
3. How to Choose Appropriate Top Leadership for the Institute:
History shows that questions of appropriate selection of IDM principals

have plagued GOT throughout time. Different organizational structures

and means for selecting the chief academic officer have also been tried.
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4. Appropriate Role for Donors and Behaviors Expected of Expatriate

Technical Assistance:

Questions of who decides what, who controls what and what constitutes
excellent performance on the part of external TA’s 1s still not clear.
There appears to be a rather general view from IDM faculty and some
senior GOT policy makers that most of the planning and control functions
should rest with Tanzanians. On the donor side back-home demands for

accountability may be on a collision course with local preferences.

5. Value and Cost of External Long-Term Training:

While related to the issue of goal clarification, this is linked to diverse
external models of management, versus models and materials appropriately
adapted by Tanzanians to Tanzanian needs, conditions and culture. The
rapidly increasing costs associated with this external training also raises

serious issues of who and how many can benefit from scarce resources

available for this type of training.
6. Opening the Culture:

The current Board Chairman has a stated goal of moving IDM from a
more closed bureaucratic organization to an open culture. Numerous

human, social and structural issues present barriers to rapid achievement

of this goal.
7. Salary and Benefits to Faculty:
Under the present economic conditions and with potentially more diverse

income opportunities available than were present in the past, this issue,

which to some degree has been present historically, is expected to become

an even greater factor in "whither IDM".

8. Creating a Staff College:

The IDM Master Plan now includes a mandate to develop a Tanzanian

Staff College to serve for the country the role formerly played by the
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East African Staff College. This proposal has arisen several times during
the 1980s beginning with a request to the World Bank to build a new

facility for this which was turned down.
0. Maintenance and Materials Management:

This issue has many dimensions and has been the subject of historical

debate for nearly all Tanzanian institutions.
10. Fiscal Accountability and Managerial Integrity and Fairness:

As with number nine it is a complex issue, not unique to IDM.

11. Use of Best Resources to Secure External Funds, Versus Using these

Resources to Better Manage Locally Available Resources:

This issue is also linked to the question of donor dependency and sustai-

nability.

12. Improving the Full Involvement at IDM and as Beneficiaries of IDM

Output;

This debate is raging within the IDM faculty and has yet to be very fully
addressed at upper Institute, Board and GOT levels.

13. Student Living Conditions, including quality of food, health care and

dormitories:

IDM experienced riots in the early 1980s over these issues and it is clear

from the evaluation data collected that the current situation could lead to

a repeat of that experience.
14, Instructional Modes and Methods:

The problems with theoretical, lecture only methods have been described
numerous times over the years, yet little has changed. The problem is

exacerbated by lack of books, hand-outs and other teaching materials.
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15. Poor English Language Skills of Entering Students:

Associated with historical shifts in the relative positions of emphasis for

Kiswahili versus English.

16. Most Appropriate Balance between Teaching, Research and Consultancy
and the Best Strategies for Developing Active Outreach and Broader

Services:

17. Teacher Sabbatical and Private Research and Consultancy Policy:
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CHAPTER 3: SYSTEMS MODEL OF ANALYSIS

To guide the organizational diagnosis, the team selected an organizational
systems analysis model, consistent with the development of the instrumentation,
to guide its work. The School Review instrumentation is based on the organi-
zational model used by IMTEC!. The model was selected partly based on the

IMTEC model and on general system models, and is shown below:

ENVIRONMENT

LEADERSHIP
Subsystem

/

IN- 1 HUMAN SOCIAL __ Mission/ STRUCTURAL_| = OUT-
PUTS Subsystem Goals/ Subsystem PUTS

NG

TECHNOLOGY
Subsystem

ENVIRONMENT

Feedback

1 Dalin, P. and Rust, V.: "Can Schools Learn?", NFER-Nelson - London,
1984.
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As already reported, numerous important issues have been discussed in relation-
ship to the development of IDM. A number of strategies and tactics have been
used over the past 18 years to remedy and/or improve IDM. Some have succee-
ded, some have had moderate success, and some have failed. A deeper under-
standing of the dynamics of the IDM organization and its relationship to the

environment is a condition for a further improvement of IDM.

The systems model presented is an "open systems model" illustrating key inter-
relationships and dependencies. An example will illustrate this: the maintenance
of the campus is dependent on a given technology, which again is influenced
by a structure (e.g. decision-making structure); informal human relations,

leadership behavior, cultural norms and goals and relationships in the environ-

ment (e.g. technical assistance, resources etc.). Quality of maintenance may
have to do with the quantity and/or quality of any one of these factors, or

with the relationship among them.

Both the subsystems and their components, as well as the interactions between

and among subsystems and components become the targets of attention when
using a model of this type. Use of a systems model is also helpful in deciding
upon the design and phasing of a management improvement process. For ex-
ample, the programme may start with an important subsystem for the first
intervention, move to another subsystem and then to the total organization, or

the initial focus might be the total organization and then movement to selected

subsystems.

What a "system" or a "subsystem" is, is purely relative and depends upon the
desired level of complexity and abstraction of the analysis. The concept of

system denotes interdependency of components and an identifiable wholeness.

The initial vehicles for organization development/management improvement
efforts tend to be the Leadership, Human-Social or Structural Subsystems.
These contain the vision and expectation-setting processes and the attitude and
values components of the total system. However, these become vehicles for
confronting problems in other subsystems. An external consultant serving as a
problem-solving facilitator can be critically important to carrying organization-
al diagnosis/evaluation data into action. As will be more fully discussed in the

recommendations, the team views this as a critical step in assisting IDM to
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make things happen. Essentially use of this type of model is the theoretical
floor for action-research and performance improvement approaches. The world-
wide development management literature of the past decade reveals fairly
clearly that skillful use of this type of modeling, diagnosis and action is
essential to creating sustainable development. It must however, be a continual

process of renewal?.

The following component classification was used for each of the subsystems. In
the following six chapters each subsystem and its components relative to IDM
will be described based on the School Review Survey data, the interview data

and observation data. Each section includes identification of issues associated

with that particular component.

A. External Environment of IDM

(political, economic and social changes
coming from national, regional and
international influences outside IDM)

1. Needs (quantity/quality)

- national

- local

~ private

~ parastatal

2. Governing Bodies Influencing

~ SCOPO

- Treasury

- MLMD

- Governing Body

- Tanzania Audit Corporation
- Examining Bodies

3. Funding Sources

- clients

- donors

N government
- individuals

é Model and discussion points adapted from Organization Development,
William L. French and Cecil Bell Jr.
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Goal Subsystem

1.

Overall mission

- degree of consensus
- complexity of mission
- clarity of mission

Policy-making

- who sets the goals, the process
- degree of external feed-in and internal autonomy
- interpretation of goals

Priority-Setting (how emerge and shaped)

Leadership Subsystem

i o B e

A&

9,

Set expectations
Vision building or explanation selling
Behavioral norms

. Motivation

Establish climate/mobilize/energize/
catalyze

Define and set performance standards
Define expected outcomes

Understand and influence external
environment
Orchestrate/negotiate/balance internal and
external "political" forces and interests

10.Build a cohesive leadership team

Structural Subsystem

1.

Roles: Organization chart, schemes of service

- centralization versus decentralization
- male/female

General Orders (Standard Operating Procedures)

- financial

- materials

- transport

- maintenance

- academic student services
- administrative (personnel)
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Incentives

- economic
- formal awards
- performance appraisal system

Measurement and Evaluation Systems

- performance appraisal

- academic quality appraisal

- student strengths and weaknesses

- managerial strengths and weaknesses

- utility of staff development programmes

Timetables and Schedules

Technological Subsystem

NOVAWLN =

Teaching/learning practice

Consulting practices

Research practices

Printing and Information Technologies
Transportation and Communication Practices
Catering Practices

Living/Hostel Practices

(includes variations with respect to gender)

Human/Social Subsystem

1.

Climate

- students

- faculty

- administration

- workers

Institutional Culture

- individual/group/cliques
- male/female

- closed/open

- cohesion/conflict
Informal Influence System
Problem-Solving System
Human Resource Development
Organization Development

Gender Issues

Expatriate Issues
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CHAPTER 4: IDM’S EXTERNAL ENVIRONMENT

4.1. Description of the International Environment

The past decade has been marked by dramatic global changes and shifts. It has
been a period of rapidly changing economic policies and retrenchment on the
part of many of the developed country aid donors, facing deficits, tax revolts
and rising poverty questions at home. For the most part it has been an era
marked by economic down turn, emphasis on policy reform and structural
adjustment. The decade has also been marked by a dramatic decline in the
capacities of the poorer developing nations, such as Tanzania, to cope with the

demands and requirements of economic growth and development.

This global externmal environment must be considered in relationship to its
impact on Africa, Tanzania and IDM specifically. If the need for adaptable
institutional capacity, management capabilities and policy analysis skills were
critical prior to these recent downturns in the capacity of nations to govern,
they are even more critical in an era of policy reform and structural adjust-
ment. In one sense this declining capacity is a decline in the ability of coun-
tries like Tanzania, not only for the long and medium term, but even the day
to day necessities of organized social, political and economic life. These econo-
mic crises of the 1980s have led to a fiscal crisis and also a crisis of confi-
dence in the ability of nations like Tanzania to manage development. This in

turn has led to a re-evaluation and decline in external assistance from many of

the developed countries.

International forces that cannot be overlooked in making evaluation judgements
include the recession of the early 1980s, following on the heels of the oil
shocks of the 1970s. Lower prices for agricultural commodities and curtailment
of new investment capital with a downturn in commercial bank lending have
been shocks to developing country systems. As a result there has been a net

transfer of resources from developing countries to developed economies annually

since 19831,

& Hyter and Watkins, 1987; The World Bank, 1988.
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For the most part the policy response of the multilateral and bilateral lending
community to these deteriorating economic conditions has been to increasingly

impose "policy reform packages." Some of the most often used measures include:

- lower exchange rates

- greater export incentives

- less industrial protection

- tighter monetary policy

- higher real interest rates

- less direction of credit

- higher energy prices

- smaller consumer subsidies

- elimination of wage and price controls

- restrained public spending and a reduction
of public sector employment

- administrative and budgetary reform

- divestiture of state-owned enterprises

- an increased scope for and participation of the
private sector

4.2. Description of IDM’s Regional Environment

Sub Saharan Africa has felt more of the effects of the global changes mentio-
ned in the preceding section, than any other part of the world. In addition to
the economic factors, drought, health problems such as AIDS and malaria, and

political and religious instability have damaged the ability of many of the

countries in the region to cope.

This 1s not to say that the present state of difficulties was entirely externally
caused. Rather the global external environment interacted quite deterilously
with the young and fragile governments and institutions in this part of the
world. Lack of broadbased skilled human capital, including managerial capacity
have also been coupled with a number of Iinappropriate policies and roles.
External debt has grown for many of the countries in the region exacerbated
by an expanded and pervasive role of the state as consumer, employer, investor,
regulator and service provider. Too often governments in this part of the
world have been the employer of first, rather than last resort. Dynamism has
been forfeited for a concern with maintaining the status quo. The state conti-
nues to absorb large portions of available capital in its role as investor and

absorbs large portions of GDP in transfers to state enterprises for consumption,

especially in energy and in staple goods.
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While there appears to be a revival of the felt need for more regional coope-
ration among eastern and southern African countries, it has not reached an
implementation stage anywhere near the original unity found in the East
African Community (Kenya, Tanzania and Uganda) during the days when its
institutions thrived. Initiatives such as the Preferential Trade Agreement and
the Southern Africa Development Coordination Conference (SADCC) appear to
be opening up new opportunities for cooperation to the potential benefit of
both Tanzania and IDM. IDM faculty have cooperated, usually as private consul-
tants and trainers, in regional programmes of the Eastern and Southern African
Management Institute. IDM has a formal relationship with SADCC and the chair
of the Human Resource Development Coordinating Committee is the Principal
Secretary of MLMD, the same Principal Secretary to whom IDM currently
relates as a parent ministry. There has also been an attempt on the part of
some donors to explicitly foster regional cooperation opportunities, using
trained individuals identified from an African country to provide technical
assistance under their funding to another country. USAID 1is increasingly
attempting to use this approach and has fostered linkages between and among

regionally funded projects and projects financed bi-laterally in Kenya, Tanzania

and Malawi.

Because of IDM’s size and its uniqueness other African countries and donors
do occasionally use the services of IDM for long-term training. All of these
regional donor financed cooperation mechanisms offer the potential for increa-
sing income in foreign currency to the country, and with the loosening of
some Tanzanian policies designed to stimulate the economy, there may be
increased room for IDM to negotiate for a more direct share of the pie of

foreign exchange it might earn by participation in regional activities.

4.3. Description of IDM’s Country Environment

4.3.1. The Country as a Whole

During the first half of the decade agricultural production stagnated and
capacity utilization in industry declined to an all-time low. The provision of
social services, health, education and water, which had recorded considerable
progress during the 1970s could no longer be sustained. Primary education

deteriorated in quality and in terms of lack of maintenance of physical facili-
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ties. Rural health services declined and environmental degradation caused by

deforestation and soil erosion increased.

According to the World Bank and several other Tanzanian donors the picture
today shows an upward turn. Presidential political power was handed over
peacefully in late 1985 and the introduction of the Economic Recovery Pro-
gramme resulted i1n an agreement with the IMF in August 1986. Local level
agricultural innovation has been spreading and significant agricultural production
increases have been achieved in regions such as Iringa, Mbeya, Ruvuma and
Rukwa (termed the Big Four by Tanzanians). Real producer prices have in-
creased shifting the terms of trade in favor of the agricultural sector and
thereby encouraging agricultural production. During the past three years ag:l*i-
cultural production has risen and the country is currently self sufficient in
food production. Agricultural exports are still not increasing, partially due to
lack of processing capacity and transport constraints, The effects of the ERP
on industrial production has varied. A Journal of Commerce article published in
the United State in February, 1989 based on an economic analysis of recovery
among African countries showed Tanzania, along with Ghana and several others
as being on the way to recovery and indicated that a number of 1985 and 1986

reforms were showing effects and expected to continue on that course.

Trade deficits and external debt remains a problem. The country faces a severe
balance of payments problem and government deficit. There have been frequent
and substantial devaluations, increased liberalization and deconfinement of
domestic trade and more emphasis on the private sector in production and

trade, the priority being to restore production momentum.

The past decade has seen a dramatic erosion in the real wage level for GOT
employees. Many can no longer subsist on their monthly wages without en-
gaging in a variety of additional money making activities. Qutside money
making activities have always been engaged in to greater or lesser degrees by
GOT employees, but were legally prohibited under the Leadership Code, no
longer in effect. The result of this has been to reduce the pay-out to the
bureaucracy but with side effects including lower morale and problems of

balancing professional position with informal economic activities.

Other than some fairly frequent flair-ups of tension between Zanzibar and the

mainland and some increased religious tension, the country has remained remar-
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kably stable through the period of grave economic difficulties. While tribal
affiliations are generally known and do influence activities and actions, they
have not been a destabilizing political force as in some neighboring countries

(witness the current situation in Kenya, Uganda, Malawi and Burundi).

GOT has been careful in its appointment of senior officials to balance repre-
sentation among the various groups, and while frequent transfers previously
were a serious problem the need for '_this has been considerably reduced as a

younger better educated generation, who schooled with mates from different

groups, are rising in the power structure.

4.3.2. The Education Sector

The 1988 "Tanzania Country Study and Norwegian Aid Review" published by the

University of Bergen had this to say about the education sector in general%

"Education has recorded greater achievements than any other sector
since independence (Ministry of Education 1987). In 1960 only one
quarter of the total school age population had been enrolled in
primary schools, and of the total adult population only 10% were
literate. By 1984, however a Universal Primary Education had more
or less been achieved, while literacy rates had reached 85% by 1987.
(By far the highest in Africa)."

"Secondary school expansion did not record a similar growth, in 1986
only 11,721 primary school leavers were enrolled out of the 380,096
who had completed primary school leaving examinations. Even though
the numbers of those enrolled had increased in absolute terms, the
proportion had decreased from 29.2% in 1963 to 6.4% in 1986, which

includes both public and private schools.”

"Higher education which is dictated by the need for high-level
manpower in the private, but primarily the public sectors, absorbs
only a small fraction of secondary school leavers."

"The state has made an effort to improve female education at all
levels. In 1988 for instance, 50% of primary school pupils are girls.
In 1961 in contrast, there were only 1229 girls admitted to form |
compared with 2967 boys. In 1988 4017 girls had been enrolled in
form 1, constituting 38.4% of the second school student population.
An effort has been made by the Ministry of Education to balance
the ratio of boys to girls at this level of education. Many girls,

: Havnevik et.al: Tanzania Country Study and Norwegian Aid Review,
Center for Development Studies - University of Bergen, October,
1988.
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however, are forced to leave school because of pregnancy or because
they face pressure to get married. Contrary to the situation on the
mainland, girls in Zanzibar are allowed to go on studying after they

have given birth to children."

"At the university level the ratio of females to males has remained
low. In 1960 only six female students were enrolled as compared
with 70 male students and by 1986 the corresponding figures were
190 and 1113. By 1987 the female population at university level
amounted to 25.6% of the total student body. Whereas secondary
school selection has shown "positive" discrimination in favor of
female students, university and technical college selection is based

on "merit".

The recent socio-economic problems affected the education sector. This si-
tuation was aggravated when the volume of foreign aid started to decline at
the peak of the crisis, in 1982/83. This meant that the government commanded
less resources for both recurrent and capital expenditure. It was forced to

reduce its spending for education.

At primary school level the major financial responsibility has been shifted from
central to local governments with a drastic decline in quality. At higher edu-
cation levels schools have had to do with fewer books, journals, chairs and
stationery. Parents at all levels have been asked to pay at least some of the
costs of their children’s education. Some parents are unable to meet these

costs, resulting in an increased drop-out rate.

As a result of these conditions the Ministry of Education has been forced to
make compromises both with donors and with the Tanzanian public. "We are
now going more for technical assistance experts even when it is not necessary,
because of the greater assurance of a continued flow of donor resources”,
remarked the Director of Adult Education in 1988 (Tanzania Country Study).

It also appears that the issue of equality has been shelved somewhat during

this period, an unfortunate occurrence given the plight of Tanzanian women,

discussed in the following section.

4.3.3. Gender Equality

Women constitute 52% of the country’s population. Women in the 15-42 year
old age group are the backbone of the domestic economy. Nearly 87% live in
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rural areas, where they perform a large share of the agricultural farming
activities and nearly all of the domestic chores, often walking long distances
daily to gather water and firewood. While the level of agricultural technology
is low, women generally have less access to improved technology and inputs

and technical services than do men. Their access to credit is constrained by

the traditions which make men the holders of land.

In 1966 women constituted only 6% of all wage and salaried employment,
increasing to 15.6% by 1980. The formal labor force has a tendency towards
sex segregation. In 1980 about 20.1% of middle and high level categories were
occupied by females. The proportion of women diminishes in the decision

making and professional categories where, in 1985 only 69 out of 538 managers

wWEre women.

Sex discrimination is not officially allowed in employment, but it does have a
hidden impact on women's opportunities in the wage-labor sector. Studies have
shown that employers discriminate against women because of their reproductive
role and do not often provide time for breastfeeding and child care centers
prescribed by law. In addition GOT tends to transfer husbands without conside-
ration of the family situation, impacting women’s opportunities for professional

growth and promotion.

The private, informal, economic sector is today dominated by women. Women's
small scale economic activities and enterprises are growing in number and size,
also employing other women. It has been estimated that some of these enter-

prises can bring in a monthly income 10-15 times the official minimum wage.

The participation of Tanzanian women in the national decision-making processes
does not yet correspond to their role and contribution in production and
reproduction. At present only 10% of Tanzanian women are members of UWT.
Women MPs have never exceeded 10%. Women Cabinet ministers have never
exceeded 25%, while only one woman has held the post of Principal Secretary.
The number of women directors in government ministries and parastatal organi-
zations has been increasing, but is still very small. The number of women in

leadership positions at Regional, District, Ward and Village levels is not impres-

sive.
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Educational inequality, the unequal division of labor, socio-cultural and politi-

cal patterns limit women’s participation in decision-making throughout Tanzania.

4.4, Description of IDM’s Proximate Environment

4.4.1, Influence of External Governing Bodies and Donors

IDM’s proximate external environment is influenced most directly by the MLMD,
the Governing Body, SCOPO, NAMDAC, the Ministry of Finance, the Tanzania
Audit Corporation, Examining Bodies, public and private clients and donors.

(see Chapter 2 for description of formally established influence structure.)

In terms of forward planning for the Institute, based on the School Review
and the interviews conducted, IDM faculty perceive that with respect to in-
fluence on planning of instructional programmes, the Certification Board has
the most influence, followed by the Governing Body. Donors ranked third,
clients fourth and MLMD eight with respect to influence. In an iéle:al world,
they thought the current influence exercised by the Governing Body, Clients
and MLMD was about right. However, they thought that the influence exerted

by the Certification Board and donors should be significantly decreased.

A number of the external IDM clients and GOT representatives indicated that
they thought the current IDM Governing Body was doing a good job and

exerting considerable influence on developing IDM toward a more open culture

and innovative climate.

A fairly large percentage of those interviewed thought that IDM: should have
more autonomy, particularly with respect to MLMD, SCOPO, NAMDAC and the

Certification Board with respect to forward planning and curriculum design and

development.

Perceptions of most external interviewees were that MLMD takes a fairly
"hands-of " approach to IDM, unless there is a crisis. Some thought this was
appropriate (in essence agreeing with faculty that a low key role at least in
influencing instruction was as it should be). Several of the most senior GOT

representatives interviewed thought MLMD had been lax in its participation on
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the board, in working appropriately with donors and in assuring that leader-

ship, finances, facilities, programmes and services were of the desired quality.

4.4.2. Influence of NORAD

It is unclear if NORAD actually has a policy in relationship to IDM. In many
ways NORAD’s general policies for development aid, as well as policies for aid
to Tanzania do not fit the type of assistance to IDM. This has probably been
one of the internal issues within NORAD, which has had consequences for

NORAD’s behavior vis a vis IDM. It has also had consequences for the work of

several expatriates.

Since NORAD’s policies have been rather ambiguous, or at least unclear, the
NORAD Dar office has been rather reluctant to plan an active role influencing
IDM policies even within the areas where NORAD plays a major role. NORAD’s
role is by most of our interviewees expressed as “"cautious", "gentle", "gene-
rous”, "unclear, but positive". This has also led to confusion within the expa-

triate community. "What do I represent?”, "What 1s my authority?”.

Several expatriates have felt that the leadership of NORAD-Dar either has
been uninterested or directly negative to the support of IDM. One expatriate
says "All NORAD reports on Tanzanian development projects indicate that
management is a serious problem. We have pointed out that IDM could serve a
useful role within other NORAD projects. It has never been picked up (except

for the use of IDM consultants which has been very positively received)".

NORAD has had no active strategy of influencing IDM policies (except for
saying no to support programs NORAD disagrees with, e.g. the Masters programs
or Ph.D. fellowships). This policy of "no intervention” is a general NORAD
policy in its development work. NORAD has had a minimum of contact with
senior officials within the relevant Government bodies, has spent a minimum of
time at IDM and not involved itself in any internal affairs. One example: In
spite of the fact that there was major concern about the Leadership of the
institution (seen as a major problem for the implementation of NORAD’s work),
NORAD made no attempt at openly discussing this with policy makers, and
through dialogue and communication influence the Ministry’s decision (e.g. to

suggest criteria for the top leadership position and to ask for open and fair

competition for the job).
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Evaluation data indicates that MLMD has missed the opportunity of having
NORAD as a dialogue partner ("but it is never too late", as one representative
said). Our information indicates that some of the expatriates at IDI\:I have had
considerably more contact with the Ministry and key parastatals than with the
NORAD Dar office. This would have been essential also for NORAD in relation-
ship to its own key priorities within development aid. One example was given
to the team: IDM’s policies and practices in relationship to female participation
has so far not been encouraging. An important part of NORAD’s development
policy is assistance to women in development. Through a dialogue with the key
decision makers this issue could have resulted in new programs beneficial to

both parties.

NORAD influences policies at IDM through its formal participation in the
Steering Committee for the Qualitative Improvement Project, the Rehabilitation
Committee and through the work of its expatriates (formally placed as "Head

of Departments". In many ways NORAD-Dar plays an active formal role in the

project.

The major argument is that NORAD's strategy for working with IDM has not
taken into account IDM as an organization. "You have to understand how this
organization functions before you decide how you want to intervene". It is not
a question of influencing/not influencing policies. By being the major donor

you are clearly influential. The question is "toward what goals and with what

means".

4.4.3. National Needs for IDM Products (Quantity and Quality)

The following quotation is from a former IDM faculty member who spoke

strongly about the quantity and quality of IDM products required by the

country:

"No one has well defined the problems and needs that IDM should
address with its training. This should be the next step after this
evaluation. A team composed from MLMD, IDM and perhaps a know-
ledgable outsider should do this. It would be useful if NORAD could
push for and assist with this. It is not the faculty who should
arbitrarily define the needs IDM should address. IDM should not be
a University. We are producing expensive miseducated people. Certifi-
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cates and diplomas should be the emphasis. The needs for a strong
curriculum in public administration are critical. Masters programmes
are foolish. They do not meet a broad set of needs. Unfortunately,
the intellectual grounding of faculty and students is in the outside,
rather than taking from the outside and adapting it to the real
Tanzanian situation. A building needs only one architect, but many
builders. We are in danger of encouraging over training to high
levels. GOT cannot employ all these people and the private sector
needs and wants more people with basic hands on skills. We have
needs for a greater quantity of output at the certificate level.
Output must be practical and problem-solving oriented.”

A high level GOT official also indicated he thought the greatest needs in the
country were for well trained public administrators to serve the regions and
local governments and for people well trained in business to practically serve
parastatals and the private sector. He indicated that the quantity of IDM output
currently wasn’t nearly great enough to meet the demand and that emphasis

should be at the certificate level, including introduction of a number of one

year courses to meet the real needs.

Yet another former IDM employee indicated that IDM had changed its mission
in the wrong direction, moving toward a posture of "where do we fit with the

university, rather than how do we fit into the nation’s needs". He thought

much was being lost by this departure.

Overall IDM got mixed reviews from external clients in ability to qualitatively
meet the needs of the country for trained human resource, consultancy, short
courses and research. One person commented, "we get what we put in! They
come back very much better". The theme of lack of practically skilled output

and lack of people coming out with a working knowledge of GOT laws, regu-

lations and procedures was emphasized by many.

IDM has practically no competition within Tanzania, and students are competing
to come to IDM. With no real competition, and no danger of not surviving,

incentives to improve are probably moderate.

Overall there appears to be strong felt need on the part of all external clients

(see list in appendix) for the following from IDM:

~ Tanzania grounded practically trained individuals, with a particular
emphasis on training more people, for shorter periods at lower levels
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- Increased attention to a systematic consultancy programme

- Increased short course offerings in many course areas

Only one interviewee specifically mentioned a need for MBA/MPA graduates for

his organization.

As reflected in a score of 3.0 out of a possible 5.0 on the question of the
degree to which IDM establishes its goals and strategies cooperatively with
client groups, external clients appear to believe that IDM needs to involve

them much more in determining the real country training needs.

However, in terms of the perceived importance of IDM to the needs of the

Tanzanian society and country, the external interviewees gave a combined

rating of 4.1 out of a possible 5.

Some interviewees thought that being a part of a rather cumbersome, bureau-
cratic set-up impeded IDM's ability to really identify and respond quickly to

their real needs. (Management by circulars and instructions.)

All but one external interviewee thought IDM was not satisfactorily meeting
the country’s needs for full, active and equal participation of women in socio-
economic development. While many identified barriers within the larger society
and GOT structure and procedures as the problem, several mentioned specific

actions that could be taken to improve the situation such as:

- increase the dormitory facilities

- make it deliberate policy to admit more women and set up remedial
courses if necessary to help them meet required quality standards

- re-orient programmes to lower levels and more women will be helped,
rather than going for Master's degree, which will be almost all men

- diversify programmes and include more offerings for personal secre-
taries, office managers, school principals

- consider instituting programmes to help women help themselves. At
present they often think too small, don’'t realize their potential.

Some type of intervention is needed to help them

- recruit more women faculty members and have those at the Institute
fully participate in short courses and consultancies
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A number of external interviewees indicated that IDM graduates were preferred
over UDSM graduates (according to DTMA in MLMD 75% of the employers
request IDM graduates, rather than UDSM). By implication it would appear that
most employers are looking for new employees with a practical bias and they
perceive that IDM graduates are more likely to have this than UDSM graduates.
However, a number indicated that IDM graduates were still too theoretical and
some worried that IDM was becoming more theoretical, was doing a poorer job
today than in the past of teaching practically and that this had even more

serious implications when coupled with taking in more students directly from

school without experience.

While expressing the concerns, mentioned above, the majority of interviewees
expressed the view that IDM has a positive image today, which could be
somewhat correlated with a perception on the part of external clients and GOT

representatives that IDM has done a reasonable job of meeting the needs to

date.

However, by reading the interview results carefully, one is struck by the sense
from these interviews that IDM is doing less well today in meeting the needs
than it was perceived to be meeting them in the past, particularly with respect
to teaching. An exception to this is short course delivery and IDM has never

had, nor been perceived to have done well in meeting the research and consul-

tancy needs.

Faculty and student views of the ability of IDM to meet the needs of external
client groups were compared with those interviewed from the external environ-
ment. Faculty in general seemed to think the curriculum was more relevant to
Tanzanian needs than did students, but were not satisfied that they were
adequately meeting the needs for practically oriented student output in the
quantity required by the country. Nor did they express the view that they

were doing enough research and consultancy resulting in localized materials.

Students were very concerned that they would leave IDM as "half-baked
professionals”. All but one said they were getting only theoretical training and
would require considerable on-the-job training from experienced professionals.

One said "this is not what we are getting here."
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A deficiency in the quantity and quality of people with action oriented manage-
ment skills has been identified by every major manpower study in the country
since independence. These trained people are needed for every sector and for
every level of society. Specific numbers associated with the needs from diffe-
rent studies are somewhat meaningless to report in light of the tremendous
human and financial resource constraints facing the country. The major findings
of significance from these studies and a trend line projection of GOT hiring
ability in the future, the largest needs for improved performance of the private
sector and parastatals i1s that the largest quantity needs are at the lower
levels in terms of basic managerial and business skills development and there

remains a tremendous unmet need for short term inservice practical business

and managerial skills and knowledge.

4.4.4. The External Funding Environment

As stated in Chapter 2, the GOT ministries, parastatals and local governments
and NORAD are the primary sources for IDM funding. IDM takes in a small
additional amount from Tanzanian privately sponsored trainees, sponsored
trainees from other countries and consultancy and training conducted for

donors other than NORAD. The Chairman of the IDM Board indicated that

IDM'’s public clients are in arrears.

In terms of funding the employment of IDM graduates, again the predominate
users are the GOT and parastatals, although with recent changes in economic
policies more former IDM graduates seek employment in the private sector.
This trend is expected to become greater in the future, if IDM is perceived to
offer training programmes that will really meet the needs of the private sector.
Given the magnitude of demand already existing in the public sector for trained
human resource and the comparative advantage relative to the skills of existing
IDM faculty, it would take a major and deliberate restructuring of IDM for it

to meet the training needs of the private sector in the near and even medium

term, other than by default.

Without exception the external clients and GOT representatives interviewed

were generally complementary of and appreciative for the funding support
received over the years from NORAD. One comment repeated was that NORAD
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was the donor which had most consistently and flexibly assisted the country.
There was concern expressed among a number of the interviewees that NORAD
might restructure its assistance to Tanzania after 1992 in such a way that the
end result could be either the death or waning of IDM. Several indicated that
donors should sustain the activities they begin and reflect themselves the long-

term commitment required to bring about lasting change.

There is general concern about IDM without external support. This goes for
both the external clients as well as the faculty and administration at IDM.
NORAD, in fact, is so vital to IDM’s operation that some indicate that major
programs "will have to close down", or the institution would be without the
most necessary learning resources. Some are worried that IDM probably has
become too dependent on external assistance from NORAD, and argue that
there should be more than one donor (due to the insecurity of NORAD possibly

withdrawing).

A high level Government representative said, "the trend now seems to be with
trouble at home, you desert your friend. This period with donors for us i1s one
of confusion, making it very difficult to plan and count on at least concerned
friendship. This is compounding an already difficult situation. IDM will sustain

without NORAD, but it would be a major disruption.”

Another Government representative indicated that without NORAD support IDM

would have been closed and it is not sustainable today without donor support.

One interviewee indicated that IDM would sustain without donor support, but
would have to make due with programmes in public administration, accountancy
and traditional business administration. He feared the commercialization of a
school such as IDM, with respect to meeting the real needs of the country

versus meeting predominately the needs of those who can pay.

While NORAD is and has been the major external donor, Denmark and Finland
made large early contributions and at various times the British, Canadians and

US. Governments have provided funding for scholarships and materials.
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4.5. Issues in the External Environment

) ¥ IDM faces a number of significant barriers and constraints, probably
largely beyond its control from the external international and regional
environment. Sources of capital on loan or grant are diminishing and
outward bound payments to the wealthier nations are increasing. Donor
flight in the face of trouble at home and shifting back home political
priorities and funding fads is at odds with the notion of creating sustai-

nable development.

While some of the developing countries’ current difficulties (Tanzania
among them) is of their own making, these young, fragile nations have
far less capacity and resources to withstand disruptions of the type they
now face, than when times are better.

2 There is a significant lag time in making judgments about "real" effects
of development inputs. Observable, tangible results often take one or two
generations. Economic upturns usually have their roots in actions taken
several vyears previously. Witness Tanzania’s recent listing among the
African countries showing improved economic performance, while the so
called crisis period it experienced during the early to mid 1980s (a basket
case) and its internationally loudly voiced denunciations of the IMF
probably brought more international negative attention to the country
from certain western donors than its performance deserved when judged
within the total African context.

The issue is whether Tanzania and the performance of its institutions,
such as IDM, because of its so well publicized stance on grassroots

development during the Nyerere era, is today judged by more critical
standards than other developing African nations.

For a period Tanzania bashing became a favorite activity among the
donor and international financial community. (A still classified World Bank
report describing some of this as well as its consequences to Tanzania
may help to bring some rationality and objectivity to the review of fits
and starts of Tanzanian development.)

At issue in terms of this evaluation may be how fully and carefully has
NORAD analyzed its historical reasons for and responsibility to its involve-
ment in Tanzania in light of what has been learned about the requirements
for creating sustainable development.

3. Compounding the international forces have been the regional difficulties
experienced by Tanzania’s neighbors. The issue to be explored is whether
IDM has the potential to become a more pro-active player in creating
management capacity and improvement within the region, and what are
the trade-offs given the tremendous national needs in terms of quantity
and quality of output, for it actively seeking to become more regionally

involved.

4. How to off-set the effects of an over-all foreign exchange and cash flow
crisis within GOT is at issue in terms of late fees payment for students
to IDM, ability of GOT to pay the real costs of training students at IDM
without donor assistance, the low salaries paid to IDM faculty forcing a
"juggling" act just to survive, how to mitigate against individual economic
enhancement, and how to lower expectations of the nation and various
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interest groups of what can realistically be achieved in today's environ-
ment.

How to set priorities, within resource constraints, so as to meaningfully
impact the country’s quantitively and qualitatively large needs and de-

‘mands for management improvement.

How to meet the needs of and expectations for a practically oriented IDM
product able to deliver the goods in light of resource constraints, faculty
perceptions of their role and available incentives, lack of real world
management practical experience on the part of most faculty, increasingly
less experienced student body and the tug and pull of already existing
"interests" on the part of current IDM clients to get their needs met In

expanded ways in the future?

How to reward well qualified local expertise well enough when faced with
having to import much more highly paid external technical assistance 1n

order to keep donors interested?

How to systematically catalyze and design IDM improvements in staffing,
student body, curriculum and placement so as to serve the country’s
stated objective of full and equal participation of women in development?

How to develop a systematic and ongoing needs assessment process and
dialogue with IDM clients and then interface this with continual revamping

and improvements to instructional practice and materials development?

How to balance the increasing demands for more students in a diverse set
of areas, with needs to conduct inservice short courses, do research and

consultancy?

How to address the external environmental influence questions. How much
autonomy should IDM have? How much should the various Governing
Bodies have? Who will decide? Will there be a reorganization shortly and
what will be its real potential consequences?

How does the donor best fit in? Will NORAD continue its assistance to
IDM over the long term in light of sustainability concerns? What role
does NORAD want for itself in the decision-making and influencing
structures at IDM and within Tanzania at large? Will NORAD be satisfied
with a less direct role in influencing IDM instructional modes as requested

by faculty?

For financial reasons will IDM choose to address their programmes largely
to those who can pay, or attempt to strike a balance between national
development needs for human resource development and the wants of

paying customers?
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CHAPTER 5: THE GOAL SUBSYSTEM

5.1. Description of Over-All Mission

The official statements of IDM Mission are contained in Chapter 2, including

an interpretation by MLMD focusing on the notion that "IDM was to be a

practical place."

Basically IDM is defined as a professional institution preparing personnel for
middle management positions in Tanzania. While the official statements and
official interpretations of the Mission have remained fairly clear and con-
sistently stated, there has been a consistently observed conflict (this evalu-
ation study, ESAURP DSM Study, NORAD Project Appraisal Reports) through-
out the life of the Institute between professional and practical goals on one
hand and traditional academic aspirations on the other. Senior GOT officials
external to IDM interviewed in the course of this evaluation frequently stated
that they saw no or only a small place at IDM for MPA/MBA programmes
within the context of its original mission. One senior official indicated that
given the current IDM resources - human and financial - there was little
possibility "that the programme would really materialize 1n the near future,
unless there was a major input of outside donor assistance, including expatriate
teachers". Both he and other high level representatives of the Government
emphasized the importance of diversifying to include more one year programmes
and putting emphasis on training more practically oriented lower-level cadre,

along with increasing the capacity to conduct practical inservice short courses.

One interviewee emphasized the importance a strong IDM would play in the
new economic directions of the country and argued for a business school
approach with a strong research programme, Several other interviewees agreed
with giving more emphasis to the research component of the mission as long as

it was practical, problem-oriented research that fed into teaching, materials

development and consulting.

Responses from the parastatal clientele group emphasized the practical training

aspects, as well as the need to strengthen consultancy services, particularly

for the parastatals.
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One senior official indicated that there has been a lack of consistency relative
to the demands made on IDM and that this was a problem. He said IDM does its
best to respond, but given that the Institute doesn’t have the resources to be

all things to all people and the GOT does not do long range planning, results
are ad hoc and unplanned. He also indicated that IDM’s mission has been

distorted. He agreed with a number of the other senior officials who indicated
they thought IDM wanted to be a university, even though they know what
they are supposed to be, but they do not like it. A former IDM employee also
stated that he thought IDM administration and faculty were also thinking too

much university.

At least three different approaches to mission, goals and future direction em-

phases emerged from the various client groups interviewed:

ractical. Downward an ward Model

This approach would have IDM devolve downward and outward to particu-
larly meet needs for public administrators in ministries, regions and local
government. It would diversify offerings and tailor them to jobs, offering
more one year courses and more offerings appropriate to inclusion of
women. Also would include extending and expanding inservice training
short courses and the development overtime of practical programmes

designed to meet the needs of the private sector for mid-level managers.

Busin hool Maodel

This approach would give more emphasis to training mid and upper mid
level cadres trained in practical business and accountancy skills. It would
emphasize the consultancy aspect of the mission. It would include develop-
ment of an MBA/MPA programme to provide inservice training for trade,
industry, business and public sector needs. It would also emphasize short
course development and delivery, including delivery in the workplace or
at satellite IDM campuses closer to the workplace, for example Mbeya,

Mwanza etc. Emphasis on new information technology, particularly compu-

terization would be a stronger future desire.

(Some version of this model was most often described by senior parastatal

officials, and also has strong support within the IDM faculty.)
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The University Approach

This would allow IDM to evolve toward becoming a full fledged university.
It would require putting considerably more emphasis on theoretical re-
search and teaching aspect of the mission and would not include the

downward direction and diversification called for in the first model.

(This model seems also to have some support among IDM administrators
and faculty. It is somewhat unclear if it is the model, or the privileges

and benefits assumed, that is seen as attractive.)

The choice among these models will shape the approach to the curriculum. It
will also have effects on selection of faculty, will influence the kind of gra-

duates produced, and will eventually determine the identity of IDM.

Choosing a "University model" means that emphasis will be placed on the field
of study as a science. This approach is basically discipline oriented. In sciences
the most important issues are principles and techniques. Instruction will there-
fore emphasize the underlying principles of management. The objective is not
primarily to train students to solve problems of today, but to train them to
solve problems of the future (e.g. sophisticated methods of decision making).
The curriculum prioritizes in the following order: (a) disciplines; (b) techniques;
and (c) practical functions. Advanced instruction is mainly oriented towards

research and theory building.

Emphasis on the "Business School model" will give techniques and functions a
primary place in the curriculum, with disciplines in "third place". This approach
is essentially field oriented. The object of instruction is to teach students to
exercise independent judgement in dealing with practical complex and non-
structured problems. Courses rely on cases from practical experience and
simulation of real life problems. Management is taught as the process of 'defi-

ning objectives, and creating policies and practices for carrying them out.

The curriculum incorporates the human skills needed to work effectively in
organizations, and emphasizes written and oral communication. It also includes

working on business strategies and entrepreneurship.
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Executive development programs are offered and the faculty is expected to

teach in them as part of their regular duties. The school maintains a broad

range of contacts with businesses and public communities.

Joint projects with businesses and public organizations will be organized, both

for research and for management development.

The curriculum for the Practical - Downward and Outward Model as indicated
would be heavily experiential and organized around real life problems, practices

and situations. Some movement in this direction could be combined with the

"Business School" approach.

5.2. Current policies

The current policies of most Tanzanian donors would be most likely to coincide
with the first two approaches. Which appear to be most consistent with increa-
sing participation, particularly of women, and evolving toward more support to

the private sector, as is the case of model 2.

As best the team could determine from senior Tanzanians speaking as policy
makers, GOT expects IDM to diversify its offerings and add more one Yyear
courses directed toward public administration and business training, particularly
for officials at the district level. These people will be needed to replace a
group of older able administrators nearing retirement. These policy-makers also
expect IDM to develop a "staff college" from the IDM base to meet the inser-
vice training needs of senior and middle managers. Only 16% of senior managers
in the country have received any real management training. They clearly see
the priority of IDM to be teaching and view research and consultancy empha-
sized only to the degree it is necessary to build appropriate curriculum and
materials for teaching. They do favor experimentation with new information
technologies, particularly technology such as CD ROM that would allow more

country-wide sharing of library materials.

The numerical average of the respondents’ scores (external respondents) when
asked about clarity of mission and goals was 3.4 on a 5 point scale with a

range from 1-3.
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External interviewees' scores on staff committment to the IDM Mission was
- rated on average 3.8, with a range of 3-5. Comments in responding to this
question link lack of committment in some cases to faculty needs/desires for

greater incentives, prestige and more desirable living and working conditions.

Faculty identification of major objectives of IDM showed that there is a
considerable degree of consensus among Faculty about what the IDM objectives

are - and how well they are met:

1. Teaching long courses is the number one priority, and faculty feel

quite satisfied with the extent to which the objective is met.

2.  Consultancy receives nearly as many responses as either the second
or third priority, however, this objective is very marginally met.

3. Research receives about the same number of responses as either the
third or the second priority, however, the staff again feels that this

objective is not met.

4, One out of four faculty members feels that "Short courses and

seminars" is the fourth objective, and those who mention it feel that

this objective is met to a considerable degree.

The general impression is that the faculty experience IDM basically as a

training institution but would, however, like to see the institution performing

better in terms of consultancy and research.

Student identification of the major objectives of IDM showed that students are
concerned about the overall objective of "developing dedicated and qualified
professionals”. Words like “"example", "academic standard”, "improve perfor-

mance", "effectiveness" are often used. Students are also concerned about the

intermediate objectives ("climate", "take care of each other", food etc.).

In summary, while IDM has a fairly clearly stated mission, it is ambitious and
broad. To execute all aspects in quality fashion would be difficult, particularly
in a resource constrained, high demand environment. There is not a clear
consensus among stakeholders as to which aspects of the mission should be

most emphasized now and in which direction IDM should evolve. It is a-rather
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classic case of periodic compromises worked out within the broad framework of

the act to juggle the competing interests of various stakeholder groups.

5.3. Policy-Making

Broad goals are established by the parameters of the Act. The Principal’s role
appears to be the most powerful with respect to controlling the policy-making
apparatus. He and his staff, serving as secretariat to the Board, control the

timing, agenda and background documents. He is also a primary information

filter, gatekeeper up and down the system.

The MLMD has more policy-making and interpretation power than it has chosen
to use in recent years, issuing few circular, directives and policy interpre-
tations. NAMDAC has also taken a fairly low key role, partially because of

professional respect accorded the IDM faculty in academic matters.

While SCOPO policies greatly impact IDM morale and motivation, its policy
making is universal to the parastatal sector and not particular to IDM. It 1is
more a question of how IDM can use its influence with SCOPO indirectly as it
provides consultancy or short courses, advocating changes that may ultimately

benefit the entire parastatal sector.

The Governing Body could potentially exercise more pro-active policy-making
power over IDM than it appears to currently. The relative powers and formal
and informal influence patterns among the roles of Minister MLMD, Chairman
of the IDM Board and the Principal should all be examined in relationship to
each other. In addition, the relationship and linkage of these actors to the
central government policy-making apparatus the Offices of the President and

Prime Minister are critical in determining what policies are established.

In terms of external feed-in from clients in policy making, survey respondents
rated this 3.0 on a 5 point scale, a fairly moderate/low response. They commen-
ted that the Chairman of the Board has tried to establish meetings with clients,
but not enough clients have responded and these sessions have tended to be
more for public relations than serious needs assessment and direction setting.
The question asked regarding open and functional communication channels

among all parties (Ministry, Board, management, staff, students and workers)

was rated even lower at 2.9.
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We have already described the unclear NORAD role in policy making. When
asking Faculty about the role of NORAD (external donors) in decision making,
the score was 3.47 on a scale of 1-5 (No influence - Much influence), and as
related to the Ideal state of affairs, the response was 3.11; about the same or

having a somewhat lesser influence.

5.4. Description of Priority-Setting

From the previous discussion, it becomes clear why priority-setting is frequently
ad hoc and highly dependent upon individual initiatives and personal influence,
Given the lack of consensus concerning which aspects of the broad mission to
emphasize in a high demand, resource poor environment allows formation of

special and individual interest groups to chain up and down the system and

attempt to influence for its particular priority.

This report includes a number of examples of how this has occurred historic-
ally. The decision to establish the MPA/MBA programmes is but one example
where certain interests at several levels of the system joined forces to establish
this as a priority, even in the face of some strong opposition by GOT and
NORAD. The Evaluation Team notes that the MPA/MBA programmes are in

demand, and several parastatals are currently sponsoring students for these

degrees.

The one area where there does seem to be general consensus among all levels
is that IDM should expand its inservice short course offerings. This consensus
appeared to have emerged or evolved from the original work done by the
Standing Traiping Team and while there are differences of opinion about how

to best operationalise this, there is general agreement it should be an immediate

emphasis.

5.5. Issues in the Goal-Setting Subsystem

1 No clear consensus exists on the part of the stakeholders about the
balance and which aspects of the mission need most urgent attention, as
well as in which direction IDM can realistically evolve to best meet the

country’s needs.

2. The relative policy-making roles of principal, chairman of the board and
Minister of MLMD and the relationship of these roles to the central
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policy-making apparatus in the Offices of the President and Prime Minister
appear unclear and lack formal linkages.

3. There is not a systematic approach to gathering feed-in from IDM clients
about their needs and no process or forum for consensus building on
relative importance of various aspects of the mission and goals (a role to
be played by the Governing Board).

4  The communication system relies heavily on informal exercise of power
and influence over goals and directions.

5. A long-range formalized strategic planning process does not really exist,
even though IDM has produced a corporate plan and there are other
strategic plan documents. The emphasis here is on the lack of a process.
This problem is true not only for IDM but for most of the GOT operations
as well (according to several respondents). This results in priority setting
being ad hoc and open to manipulation by individual initiative and in-

fluence.

The Evaluation Team has established a fairly high standard in respect to goals.
IDM is by no means the only institution of higher education that is lagging

behind such a standard.
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CHAPTER 6: LEADERSHIP SUBSYSTEM

6.1. Description of the Leadership Subsystem at IDM

Every study conducted on quality management training institutes identifies
"strong, effective leadership" as critical to the institutional performance and
sustainability. While what characteristics and behaviors are essential to "strong,
effective leadership" continues to be debated in development management

literature, everyone agrees that if you do not have it you cannot succeed.

The evaluation team chose ten factors it considered critical in defining what it

meant by "strong and effective leadership”. These were:
A strong effective leader:

1. Sets clear expectations.

2. Can paint a future vision for the organization and explain and sell
that vision to his/her subordinates.

3. Establishes behavioral norms that encourage high quality performance
and integrity.

4. Understands motivation and can use a variety of motivation tech-
niques to stimulate excellent performance in subordinates.

5. [Establishes and catalyses a healthy working climate, within which
people are energized, enthusiastic, motivated, volunteer and partici-
pate. He/she can mobilize human resources to quality action in
relationship to the organization’s goals.

6. Defines and sets appropriate performance standards and rewards
performance in relationship to the established standards.

7. Defines outcomes expected with respect to quality and quantity of
product to be produced.

8. Has positive influence skills and can understand and pro-actively
influence the external environment to assist the organization to

meet its goals.

9. Orchestrates, negotiates and balances internal and external "political"
forces and interests striving for appropriate compromises and consen-
sus among stakeholders.

10. Builds a cohesive leadership team.
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On the basis of the evidence collected by the evaluation team, IDM does not

currently nor perhaps has ever had “strong effective leadership” able to meet

these criteria (according to our interviewees).

External interviewees asked to rate IDM's leadership (Principal) on average
gave it a score of 2.9 on a five point scale. Senior GOT officials indicated
leadership has been weak for the last ten years and it is critical that the
institute develop criteria for and recruit suitable leadership, if it is to reach
its goals. It was also suggested that the person should be trained to manage an
institute such as IDM, which requires skills far beyond those necessary 1o

being a secondary school principal, teacher, professor or civil servant.

A few external clients of IDM commented that the only criteria for judging
the IDM leadership performance is whether or not there are commotions and
riots. One commented that, "as long as we do not hear of commotions and

riots among students or staff in public news media, we tend to think that the

leadership is doing its job well above average".

Viewed in totality the School Review Results from IDM Faculty and Students
clearly indicate that IDM Leadership is not meeting the challenge to provide
"strong effective leadership” in nearly any dimension, with the possible excep-
tion of some aspects of 8. and 9. above, concerning negotiating and politicking

with the external environment and attempting to balance different interests.

(See Appendix E for complete School Review Results).

On a 5 point scale faculty rated the current situation with respect to leadership

at IDM in general, i.e. the administrative leadership team, as follows:

Problem Solving:

When conflict arises, the members, as a whole, face the issues and work them

through with the affected individuals/groups - Score: 2.18

When a decision is made, it is clear when it is to be carried out and by whom:

- Score: 2.52

Faculty members’ suggestions have a recognizable impact on administrative

decisions: - Score; 1.98
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Leader Behavior:

Degree to which the formal leaders maximize the different skills found in the

faculty: - Score: 2.67

Degree to which the formal leaders display a strong interest in improving the

quality of the educational program: - Score: 2.79

Degree to which the formal leaders coordinate effectively competing interest in

the faculty: - Score: 2.46

Degree to which the formal leaders show a real interest in the welfare of

faculty members: - Score 2.46

Degree to which the formal leaders develop a sense of common purpose i1n

working with members of the faculty: - Score: 2.68

Overall, faculty thought IDM leadership tended toward rigidity, authoritarianism,
tradition and inconsistency. They saw the climate created by the leader’s
behavior to tend toward suspicion, individualism, non-support, routine and
rigid, rather than innovation, collaboration and trusting. These tendencies are
supported by a number of written and verbal faculty comments. However, there

are also other more positive views among some faculty members.

Faculty was very critical of the situation with respect to open communication,
rating the question about receiving adequate information about changes affecting

them at 2.92 and the quality of communication they have with administration

at 2.32.

In terms of clarity of faculty’s philosophy and what that philosophy means in

practice, the ratings were 2.6 and 2.4 respectively.

When assessing the Principal, the faculty comments from the School Review

(see Appendix E) express widespread dissatisfaction. They 1nclude statements

such as:

- "We need a committed leadership"
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- "The head is uninterested in IDM"
- "We need professional leadership”

- "Top management is very insensitive to issues pertaining to IDM"

- "The leadership lacks sincerity"

The past year shows a pattern of senior, well-qualified faculty leaving the IDM
and while the team cannot validly state that these departures were due entirely
to poor leadership (some of the leavers obtained promotions and more lucrative
positions elsewhere), the evaluation team’s findings indicate that it could be an
important consideration. Evidence of this comes from statements by former
faculty that they would return if the situation would improve and by the
amount of energy being expended on the part of departing faculty to call the
problem to the attention of policy-makers and decision-makers, energy that

would most probably not normally be expended in the course of a career

progression job change.

Students expressed even stronger views about poor quality leadership than did

faculty. (See Appendix E, School Review Results).

With respect to administrative decision-making they rated the statement, "when
a decision is made, it is clear when it is to be carried out and by whom" at

2.34: and the statement "students’ suggestions have a recognizable impact on

administrative decisions" at 2.06.

In terms of communication with administration they gave a 2.49 rating to the
statement, "I feel free to express to the IDM administration my opinion about
issues which concern me," and a 2.38 rating to describe the quality of commu-

nication they have with the administration.

Given that "strong effective leadership" should result in quality service to

students, the student School Review results are depressing. The following

ratings were given:

The classrooms are well-maintained: Score: 2.58

The buildings are well-maintained: Score: 1.84

The living environment is adequate: Score: 2.03

The food is good: Score: 2.0

The water supply is satisfactory: Score: 1.68

The buildings are clean: Score:2.11

The Estate Management is doing a good job: Score: 1.84
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Student comments on climate were strongly worded, €.8.
- "The administration i1s not good"
- "Management should be more flexible"
- "There is misunderstanding between principal and students”
- "Students’ grievances are not taken into consideration”
- "Management neglects most of students’ affairs resulting in:

- poor cafeteria services
- poor sleeping conditions
- poor facilities"

- "Management is not practicing the theory taught at IDM in running
the Institute”

In summary, IDM leadership may not be adequately meeting any of the neces-
sary criteria for "strong and effective leadership".IWhat is occurring today at
IDM with respect to "modeling effective management performance” may be
serious and counterproductive to the theory and practice IDM 1s supposed to
be instilling in their students. The "hidden curriculum" may be teaching as

many undesirables about what you can avoid doing and get away with, without

negative consequences; as the official curriculum exhorts behavior of a different

type.

6.2. Issues in the Leadership Subsystem

1. IDM Principals have historically been poorly recruited and selected. Data
shows wide-spread dissatisfaction with the performance of current leader-
ship, including lack of trust, ineffective services and a top heavy organi-
zation. The issue is how to stimulate the system to solve both the imme-
diate need for change and develop the appropriate criteria, process and
monitoring mechanisms to break the historical pattern and prevent its

future reoccurrence,

2. Implied in issue 1 is a question of how IDM Leadership in the future can

develop leadership and management style, skills and behaviors appropriate
to managing an academic service organization, rather than a bureaucracy.

3. As implied in issue 1 is a question about developing appropriate mecha-
nisms for trust-building, including a truly open communication climate.

4. Finally, the issue of what process and/or mechanism will or can be used
to begin to stimulate the appropriate leadership, managerial and climate
changes required for IDM to dissolve the "hidden curriculum”.
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CHAPTER 7: STRUCTURAL SUBSYSTEM

7.1. Description of the IDM Structural Subsystem

7.1.1. Internal Roles

The formally established organization charts and schemes of service can be
found in Appendices F and G. The historical evolution of the current structure
was also described in Chapter 2. It should be noted that at IDM, as with many
other organizations reported upon in the literature, the problem rests not so
much with the formal system structure, as it rests with the human-social
actions and processes within that structure. Most organizational change and
development undertaken historically at IDM, has appeared to operate under the
assumption that changing the organizational chart and role statements will
cause behavior change. In fact of historical evidence these types of changes,
while often the easiest to make, rarely solve the problems and often exacerbate

the situation, because energy goes into the reorganization that might be direc-

ted toward doing what really needs to be done.

This is not to deny that developing countries like Tanzania do have a need to
evolve their structures to forms appropriate to their situation. Given that the
existing structures were heavily shaped by colonial structures that may have
been functional at home or for their purposes, may or may not be appropriate

to the situation and needs of a country such as Tanzania now.

Also dramatic structural changes, for example moving from a top-down, hierar-
chical, bureaucratic structure to a flat, matrix structure requires more than re-
writing the organization chart. The organization chart will "allow" or "autho-
rize" the opportunity for making this happen. But without many other process

interventions and behavioral support systems, it will not happen.

Our examination of the role and organization chart component of the subsystem
indicated that there is a serious imbalance between the numbers of positions
established for administering the institute relative to numbers of faculty provi-
ding the "real" goods and services. While saying this it is recognised that

managing IDM is more than managing a non-residential college of this type and
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given IDM’s location away from other sources of goods and service certain

things, such as transport, must be provided.

The organization as a whole is heavy and requires an indepth managerial
review on the administrative side with respect to positions, functions and
schemes of service. For example are all employees really fully employed? Are
their services being provided (or not provided) that administration and faculty
could, should or do already by default? Can some administrative services be

moved out from under the principal’s management, for example food service,

and perhaps even be contracted out?

At present, while not really required in the schemes of service too much
power over facilities and resources is concentrated in the hands of the principal
and the director of studies. Roles, job descriptions and practices .should be
examined to determine whether more can be decentralized to the department
level (for example putting teaching equipment and supplies in the 1hands of

those who most need them.)

As indicated in the section on the goal subsystem the lack of consensus about
the degree of emphasis to be placed on the various mission components-
teaching, research, consultancy and short courses, coupled with the varying
incentives attached, frequently places faculty in a position of juggling without

formal guidance or leadership, resulting in individualized priority setting and

ad hoc-ness.

In addition to the formal structural organization and roles, it should be noted
that the historical male/female division of Ilabor with respect to roles and
accompanying attitudes about women’s proper place is clearly working against
increasing the numbers of women administrators, faculty members and students
at IDM. For example women faculty members reported that at IDM gender
determines who gets promoted (males), who gets selected for outside studies,
who gets to participate in consulting and short courses where monetary incen-
tives are greater, and who carries the burden for assuring that daily classes
are met and routine administrative duties are conducted. Women as a class at
IDM think they are regarded as second class citizens. Others note that all
female lecturers/teaching staff at IDM (except one) have been given scholar-
ships to study abroad, and that according to IDM's Scheme of Service for

Academic Staff gender should not be considered in promotion cases.
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It was reported by some women interviewees that IDM administration will only
accept married women faculty, and have turned away qualified unmarried
female potential faculty members. However, others note that 6 of the women

lecturing at IDM today were hired while they were still single.

Several female students and faculty state that an unhealthy double standard and
considerable sexual harassment by male administrators and faculty relative to
women faculty and students has developed. Women students who do well are
frequently accused of having done favors for faculty, and Dbecause of the

climate some women who do poorly resort to offering favors to male faculty in

exchange for passing marks.

These are very serious charges. As the Team had few female respondents to
the School Review, and also a limited interview sample, the Team cannot judge
how representative these charges are. We can only report that individuals

interviewed, as well as those present during group interviews, claimed that such

practice does take place. 1.

7.1.2. External Roles

We have already discussed the degree to which NORAD influences IDM'’s policy.

In this section we shall think about the structural implications of working on

an on-going basis with an "external consultant” - and funder.

1. NORAD operates with expatriates integrated in the IDM organization (as
Heads of Department). They are, however, not a genuine part of the IDM
organization. They are paid on a totally different scale (this is clearly
necessary. However, it can be questioned if an expenditure of close to the
entire Faculty salary budget for one expatriate is a reasonable use of
resources). Several persons indicate that the “expatriates are running a
parallel organization". Expatriates express the view that "from time to
time this is the only organization that is working (e.g. printing, copying,
etc.). In principle the expatriate is part of the formal line organization
(i.e. "Head of Department"), however, in practice they operate a separate
parallel system. Should an expatriate function as an external consultant or

as a line staff member?
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The "coupling" between a Funder-role and a Consultant-role is questio-
nable. For a consultant to be effective it must be based on a need for
his/her services. This must be clearly separated from where the money
comes from. The present system may well lead to a totally unreal assess-
ment of the type of external advisory services needed. In other words:
IDM may swallow inappropriate consultant services because it is the best
way of guaranteeing other needed resources. Our data indicates that this

may to some extent be the case at IDM.

Structurally, the Project design was in this case dysfunctional. To allow
two independent systems of Technical Assistance to exist parallel to each
other in such a relatively small project (i.e. The Norwegian School of
Management on the one hand and NORAD's Curriculum advisors on the
other), was a very unfortunate design. This caused problems for both
parties during implementation. More important: It also became confusing
for IDM. That it also produced rather strange lines of communication
within the NORAD system (e.g. the Norwegian School of Management
reporting on a project they knew very little about, their review based on
information from the Advisors whose work The Norwegian School of
Management should assess!), 1s an internal cause of concern. IDM, BI and
NORAD were aware of the problems and some efforts were made to
reduce BI's role to a professional advisory role during the project period.

In sum, however, BI's role in the development of IDM became much less

appropriate and useful than first anticipated.

The relationship between NORAD Dar and the expatriates at IDM is
another structural concern (set aside the human-social side of the re-
lationship). The expatriates are both wearing an IDM hat (as Department
Heads), as well as a "NORAD hat" (as foreign advisors). They do not have
authority to act on behalf of NORAD, therefore the Desk officer needs to
come to IDM regularly to supervise the project. Since on the one hand the
same officer is involved in a series of projects and has very limited time
for IDM, and on the other the complexities of working with a large
institution like IDM are overwhelming, the Desk officer will be totally
dependent on the information from the expatriates - as well as others he
relates to. In our view this situation calls for delegation of authority in
all major aspects of NORAD’s work to the expatriates at IDM. Which can
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only be done if they act gutside the IDM formal structure (e.g. as consul-
tants to the Project Team, which of course may be in conflict with a

policy of integration). We observe a real structural dilemma which needs

serious discussions with all parties involved.

The dilemma is that the external role is supposed to fulfill four functions

that, in some cases, are in conflict, i.e.;

- to add professional quality and have a guarantee that expensive
inputs are fully utilized call for an independent (of IDM and NORAD)

consultant role with full authority over necessary means.

- to maximize the changes of implementation of new practices call for

an integrated role.

- to develop programs of external assistance call for close cooperation

and a dialogue among equal partners.

- to supervise the use of external funds call for an external Donor

"auditor”.

At present these functions are somehow taken care of, however, none of

them to a satisfactory degree.

7.1.3. General Orders (Standing Operating Procedures)

In general, IDM is required to follow standard GOT and parastatal operating
procedures. For personnel, administration, finances and transport the proce-
dures, rules and regulations are quite clearly spelled out. Thus the question 1S
whether the structure and procedures are appropriate to the organization’s
mission. A number of IDM administrators and faculty think that the rules are
not geared toward supporting an academic service institution. In addition the
cash flow difficulties sometimes do not allow functions and activities to take
place that should under the procedures, due to shortage of funds. In terms of
credibility and accountability relative to the standing procedures, as one inter-

viewee indicated, "if you have credible people you will get results, if not you

won't".
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Government also has procedures and regulations for transportation, with respect
to institute vehicles, personally owned vehicles sold on loan basis to staff,
reimbursement procedures for use of own vehicle and reimbursement for use of
public transportation. Many staff own their own vehicles and those who do not

complain that IDM provided transportation is not enough to carry out responsi-

bilities.

Because IDM 1is an isolated campus without regular public transport facilities,
it has to rely on its own fleet of vehicles to transport staff, goods and stu-
dents to and from Morogoro as well as Dar es Salaam and other places. For
this purpose the Institute has created a Transport Project which is run on
commercial lines. It operates three buses and it is licensed by Government to
carry passengers and goods along specified routes around IDM. Students travel-
ling by these buses pay subsidized fares. While the project has not made large
profits in the past, it has nevertheless been able to meet its ordinary running
costs. However, it has also benefited from the NORAD Rehabilitation Pfﬂgramme
funds by way of spare parts and a reconditioned engine for one of its buses.

The project is run by a team of staff on voluntary basis, but they are paid an

honorarium for this extra work.

In the area of academic student services, IDM has written procedures for the
bookshop, library, admission, examinations as well as student fees and allo-
wances. There is currently tremendous dissatisfaction on the part of students
with the fees currently being paid and the cost of the books to students. Most
students indicated they could buy no more than 2 or 3 books when the syllabus
requires three to four times that amount and additional copies are not available
in a large enough supply in the library to meet the needs. The Evaluation
Team has learned that a Committee has recommended a rental system that
would allow all students full access to all books within the current allowance

system. (This was also recommended by the curriculum advisors in 1987.) The

proposal was turned down by the students.

The book store operates on a revolving fund basis with NORAD purchasing
books and IDM selling them to students at a reduced rate. The current book-
shop operation should be examined with respect to possible new arrangements
that would better meet student needs. Also there have been periodic problems
with having enough money available to pay transportation costs home and field

attachments due students under the regulations.
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7.1.4. Incentives

All evidence gathered indicates that IDM staff salaries are far too low and by
most accounts allow one to live for no more than a week, unless supplementing

this salary from other sources. Student allowances were perceived by students

to be far too low.

Additional economic incentives are provided by the institute when faculty
engage in short course training and consultancy, thus there 1is tremendous
pressure to be included in the group picked for these assignments. (One of the

biggest areas of contention with women faculty, who indicate they are syste-

matically excluded from involvement).

External interviewees gave a 2.9 rating (scale 1-5) in response to the question,
"the incentive structure supports mission accomplishment and commitment” and
there appeared to be broad based recognition on the part of senior GOT

officials and the Board that IDM faculty salaries were inadequate.

As a token incentive the decision was recently reached to pay electric bills for

teachers.

There was also a comment that the use of non-monetary incentives, such as

sincere appreciation could be increased.

As can be seen from the School Review Results (Appendix E) the largest
perceived gaps in the incentive structure related to monetary compensation
(2.95); consultancy opportunities (2.86); opportunities to take part in decisions
(2.92) and lack of recognition for research and publications (3.25). While gaps
did exist between the real and the ideal for all potential incentives they were
relatively small by comparison. This data seems to 1indicate that if adequate
compensation structures were accompanied with leadership and climate changes

IDM faculty would be fairly satisfied with incentives.

In terms of students, it can be noted from the School Review data, that lack
of good housing conditions (2.24), inadequate monetary compensation (2.32) and

lack of recognition from teachers (3.0) were the largest gaps in incentives.
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The team was not informed of any formal awards, such as merit bonuses,
public recognition, awarding of certificates for accomplishment at IDM etc.
However, the opportunity to be selected for outside long and short term
studies, operates as one of the strongest incentives in the Institute. As can be
seen from the faculty School Review cl:fta at present there 1is widespread
dissatisfaction over the mechanisms used for selecting those allowed to have
these outside opportunities, which carry both immediate economic benéfits, as
well as longer term benefits in relationship to promotion potential and skills
and credentials to be allowed into short course teaching, research and consul-
tancy. Women faculty at IDM thought that historically they had been discri-
minated against in having access to these opportunities, although NORAD has
made a significant attempt to push for selection of more women, and plans to
continue this policy in the future (all except one woman faculty have been on
a NORAD scholarship). These external training opportunities can be very valu-
able, but often benefit individuals far more than the organization as a whole,
in addition they are becoming increasingly expensive. A review of the costs
and benefits of these programmes with an eye toward improved selection

criteria relative to total organizational benefit should be undertaken.

IDM has been attempting to change the performance appraisal system, not only
at IDM, but throughout the GOT and parastatals. Faculty have prepared a
paper for discussion toward this end. As indicated earlier, IDM must conform to
SCOPO regulations and must influence the larger system in order to be able to
uffir:ial]y:use a performance appraisal system better suited to its needs and one
that provides for more objective, rather than subjective feedback for the
purpose of performance improvement, In fact a new "performance appraisal
system more objective and less open to personality judgement" was proposed at
IDM 1n 1988. As a point of information, the current performance appraisal
system wused fairly uniformly government wide is a hang-over from colonial
days and focuses mainly on personality traits, rather than behaviors and accom-
plishments. One former IDM faculty member has spent considerable time and

energy the past three years attempting to get the broader Tanzanian system to

recognize the de-merits of the system in present use.
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7.1.5. Measurement and Evaluation Systems

The inadequacies of the traditional performance appraisal system have already
been mentioned. In addition to the subjective and confidential nature of this
report (no feedback given to the subordinate), it does not require periodic
setting of performance standards, as criteria against which performance can be
judged. Lack of an improved structure coupled with no feedback, often results

in personal likes and dislikes influencing performance reports.

IDM’s subject matter panels structurally are responsible for maintaining aca-
demic quality of the curriculum and there is evidence to indicate that coupled
with the NORAD financed curriculum improvement process have done an ade-
quate job of evaluating academic content. The question of instructional techno-
logy and timing appear to have been less adequately dealt with under this

structure and will be discussed in more detail under the Technological sub-

system.

There does not appear to be in place any structure for assessing IDM manage-
rial strengths and weaknesses other than the legal monitoring requirements
under the Board and MLMD. This should be considered as part of an organi-

zation development/management improvement process for IDM.

Also there is no systematic structure for monitoring the results of staff deve-
lopment programmes, although there is a standard reporting procedure for all
scholarships. People may or may not write reports about what they did and
learned. Often when written they resemble travelogues, rather than reports
against specified learning objectives. Given the large cost associated with these

programmes a structure should be developed to monitor outcomes.

The evaluation structure for student work is related to each course unit. The
total marks of a course include tests, assignments and a final examination. The
research reports are subject‘ to a special evaluation. All courses are marked
"out of 100" i.e. total number of marks are 100 percent. Course work carries
50 percent and the final examination carries 50 percent of the total marks of
a course. To be declared having passed the course a student must receive not

less than 40 percent of the total marks i.e. course work and final examination.
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A student failing in more than 6 credit points (of the 20 cp required) in an
academic year will be discontinued. A student who fails in 6 cp or less in

Semester 1 i1s allowed to proceed into Semester 2. Passed courses in Semester |

are only declared conditionally.

If a student after the Semester 2 examination still has failed no more than 6
cp (failures in both semesters counted), he/she will be allowed to sit for
supplementary examinations in June/July. The student is required to clear 20 cp
each year. A student who fails in his/her supplementary examinations is allowed

to repeat the year. The scores from the failed year are nullified.

The registrar of IDM who is responsible for the academic integrity of the
examination structure reported that upon assuming his responsibilities he found
a number of human loop holes compromising the system, including sale of
examinations. This information was confirmed by several faculty members

interviewed. The registrar has tightened procedures and security, with a rather

dramatic downturn in the pass rate.

7.1.6. Timetables and Schedules

Several types of timetables and schedules are critical to a quality IDM. These
include a regularly set meeting structure, including Board, ‘'management team,
panels, faculty committees, the NORAD project, student government etc. Accor-
ding to evaluation data collected such a system structure does not exist and

when scheduled is generally not adhered to.

A second most critical timetable is the structuring of the academic year. For
the first time IDM is implementing a semester, rather than term system for
structuring the year. One semester consists of 17 weeks and an academic year

includes two semesters. Usually one before and one after a Christmas vacation.

break.

The Subject Panels offer a series of prescribed courses to each programme.
The courses are structured in such a way that when completed in a sequence,
they accommodate the objectives of the programme. Each course is a complete
unit. The course objectives are specified and all other relevant information 1is

included in the course descriptions.
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Some courses are common, that is to be taken by students in several pro-
grammes. Others are tailored to only one programme. Some programmes allow

one elective course to be chosen from a menu in the last semester of study.

An average student is expected to spend a total of 50 hours per week on

academic work. This total weekly workload of 50 hours is set to 10 credit

points (cp) per semester.

All courses offered in a semester have a total workload of 10 cp (50 hours),
and each course unit is assigned a cp weight reflecting the estimated work
involved. The cp weight includes plenary lectures, seminars as well as self

studies, group work etc. A course may be assigned 1 cp, 2 ¢p, 3 ¢p or 4 ¢p

etc.

An Advanced Diploma Programme consists of 6 semesters each of 10 cp. A
Certificate Programme consists of 2 semesters, each of 10 cp. An Ordinary
Diploma in Law requires 45 cp. 10 cp are granted each of the four semesters

and 5 cp cover the Field Attachment between the two years of study.

Field Attachment is confined to Advanced Diploma Programmes, Certificate in
Law and Ordinary Diploma in Law. Advanced Diploma students work on a Field
Project in their fifth semester of study. The project is identified and planned
in the fourth semester of study as part of the course work in a course dealing

with research methodology. A field project advisor is assigned to each project.

Students had a number of negative comments about the Semester System in the
School Review (see Appendix E), however, upon deeper examination through
interviews, it appears that the problem is not the semester system structure,
but rather implementation problems that need to be addressed in the human
social and technological subsystems. (No-show from teachers assigned to short

courses, lack of handouts, books etc., information confirmed by the School

Review data and interviews.)

7.2. Issues in the Structural Subsystem

How to help IDM successfully evolve from a top-down, hierarchical,
bureaucratic structure to a flatter, more matrix organization?
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How to correct the top-heavy, too many administrative positions, including
creative ways for re-structuring some required services?

How to assure that the structure guides correct balance among teaching,
research, consultancy and short courses, rather than leaving it to indivi-
dual decision-making?

How to counter the historical effects of traditional male/female roles, so
that women faculty and students more fully and equally share in IDM

benefits?

How to assure financial and administrative integrity and accountability
within the structure? Are there structural changes that would assist, as
well as improvements in human/social subsystem?

How to evolve IDM into a more responsive service oriented organization?

How to balance appropriate student fees with needs such as purchase of
books? Bus fees?

How to better design the incentive system so as to support mission and
goal accomplishment, particularly with respect to faculty salaries and
criteria for participating in short courses and consultancies that bring

financial gain.

How to gain acceptance for a new performance appraisal system more
conducive to performance improvement and more consistent with manage-

ment research worldwide in this area?

How to establish academic quality monitoring not just of content, but_ of
process, instructional modes and outcomes?

How to continue to ensure the integrity and security of the examination
system?

How to establish workable materials and maintenance management struc-
tures?

The need to develop a calendar of meetings that is widely disseminated
and schedules adhered to the degree possible?

How to establish a structure for monitoring and evaluating IDM mana-
gerial strengths and weaknesses with systematic reporting to Board and

MLMD?

How to reconcile semester system structure with the instructional techno-
logy?

The need to define the NORAD role more clearly and distinguish between
the funding role and the consultant role.

The need for NORAD to strengthen its support system for the expatriates.

The need to restructure the organizational and individual work conditions
to make research a viable option.
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CHAPTER 8: TECHNOLOGICAL SUBSYSTEM

8.1. Description of Technological Practices at IDM

8.1.1. Teaching/learning practice

Evaluation results on this aspect were highly consistent across all interviewees,
and to sum up the state of affairs when it comes to IDM’s regular teaching
programmes it is lecture, lecture, lecture. Faculty recognizes that instructional
modes are badly skewed in this direction as they reported in the school review
that lecture was the most used method (3.9 on 5 point scale), while they

thought the ideal state would be to reduce it to 3.4.

Students reported that lecture and group work were the predominate modes of
instruction (3.6), and wanted an increase in both to 4.1, which reflects the
current state of affairs of IDM, with some faculty not showing up to conduct
classes. Both faculty and students reported there was a need to use more
demonstrations (from 2.2 to 3.8 for students and from 2.5 to 3.5 for faculty);
more teacher led discussions (from 3.0 to 4.2 for students and from 2.9 to 4.2
for faculty): more use of audio-visual, handouts and teaching materials (from 1.5
to 4.1 for students and from 2.0 to 3.6 for faculty); more roleplays and simu-
lations (from 2.2 to 3.5 for students and from 2.0 to 3.7 for faculty); and more

field trips (from 1.6 to 3.9 for students and from 1.9 to 3.9 for faculty).

It is of interest to note that this lack of diversified teaching methods 1is
probably not due to a skills gap on the part of faculty, as many have received
training of trainers and actually have a reputation in their short course work
for being among the best trainers in the country, particularly with respect to
their senior management training. Most external clients rated IDM's short
course training as good and nearly on a par with the Eastern and Southern

African Management Institute. This external clientele group did indicate how-
ever, that there is a strong need for IDM to develop more Tanzania based

IThe term "technology" has in this context a wide meaning to include the
practices, processes and procedures used in all aspects of "IDM production”

(see chapt. 3, page 4).
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cases and materials, rather than relying so heavily on external materials and

models.

With respect to curriculum development at IDM, there appears to be a rather
puzzling paradox between perceived excellence and poor implementation of the
current curriculum under the semester system. External interviewees gave IDM
a rating of 4.1 for having an active and relevant curriculum development
programme. Students on the other hand expressed widespread dissatisfaction

with the implementation of the new semester curriculum system, supported in

large measure by NORAD curriculum advisors.

Students (interview data) complained of too much content, too much rushing,
inadequate visual supporting materials and hand-outs and too much theory.
They said it was clear to them that faculty was under pressure to "cover the

material" and that a number of faculty members were still using old notes,

unchanged to conform with the curriculum.

While the Norwegian Curriculum Advisors got positive reports from a number
of Tanzanians, it is clear that an improved teaching/learning process consistent
with a semester system exists predominately on paper. The lack of implemen-
tation can be observed in spite of the fact that a detailed monitoring system
was designed and agreed upon as late as 1988. The process agreed upon included
an annual schedule for curriculum revision; two IDM curriculum planners were

responsible, and data should flow from a continuous monitoring process.

On the positive side (see School Review Appendix E) students in general feel
personally productive at IDM, although they complained that they were left too
often to try to figure things out unassisted by faculty or tutorial assistants.
They are generally satisfied with their communication with faculty, but dissatis-
fied with communication with administration, as indicated earlier in this report.

Over-all they are pleased at having been selected to be a student at IDM.

However, students also feel they are not encouraged to express their views
about the quality of teaching they are receiving, (see Student School Review)
which most felt is all theory and will not well prepare them to actually practice
management skills on the job after graduation. One student said, "we will leave
here as semi-professional”. They feel they have not been listened to concerning

the frequent faculty absences and ad hoc night scheduled courses called. Over-
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all they expressed frustration with feeling rushed, overworked and unable to

obtain the learning aids such as books and hand-outs that would help them

achieve their goals.

The majority of the students we interviewed commented that the current
teaching/learning practice is all driven toward memorizing and cramming, and

does not promote real experiential learning and skills development.

8.1.2. Field Attachment

One important component of the curriculum is Field Attachment. The main
purpose being to increase the practical relevance of the training, as well as
bringing IDM faculty in direct personal contact with their main clients. The
School Review Data indicate that the students find themselves involved in
Field Attachment to a great extent, and that no other activity comes higher
on their list of preferences (IDEAL 4.30). As much as 68.3% of the students
rate the importance of Field Attachment to "a great extent”. In assessing the
teacher role they want teachers to work much more with Field Attachment.
Teachers find themselves involved in Field Attachment to a certain extent but
would, however, like to spend much more time on it (from 2.7 to 3.8). They
also think that students should be involved in evaluating their own practice
(from 2.2 to 3.9). Setting aside the fact that Field Attachment periods is a

main source of additional income, it is also potentially a strategy to link

theory and practice.

One of the concerns of the students, clients as well as that of teachers, 1s
keeping the students practice oriented. IDM has a reputation of producing
students that are more practice oriented than those graduating from the univer-
sity. However, since there is a lack of locally relevant training materials, as
well as lack of reading materials, Field Attachment becomes important for

providing students with a practical orientation.

Field Attachment was earlier organized during the holidays following the end
of the first and second year -of study. Presently, however, Field Attachment
has become part of the new semester system. The approach has been changed

towards emphasizing problem solving, and is now done by advanced diploma

students in their fifth semester of study.
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This method of organizing Field Attachment is now in its second year of
existence, and is run by the Committee for Field Attachment (COFA). In

charge of COFA is a Panel Chairman and an Executive Secretary.

The field projects are identified and planned during the fourth semester of

study as part of a course dealing with research methodology.

Client organizations are approached by IDM staff with requests for placement
of students. The students are expected to work on solving problems within the

context of the outside organization, and to report on their progress.

A Field Project Advisor or Research Advisor is assigned to each project and

student. Students can choose between topics and locations made available.

The IDM advisor is responsible for field supervision (visiting each student
twice) and supervision of report writing. An advisor will also be appointed by
the host organization, and will report to IDM on the project work. The stu-

dent’s final reports will be graded like any other subject within the curriculum.

It is easier to place students from accountancy courses than from other ad-
vanced courses. The reason for this being that the host organization can bene-

fit directly from their work during placement.

The administration of Field Attachment can be difficult. Provisors sometimes
leave IDM before the conclusion of a project, and have to be replaced. Provi-
sors in host organizations are not taking projects seriously etc. IDM could
exploit Field Attachment contacts more systematically, thereby creating a
permanent dialogue with the users of graduates. The feedback on course content

is now limited to individual and informal reactions by staff members.

Carrying out the new system of Field Attachment also creates practical pro-
blems, such as costs for students and staff members (host organizations do not
pay students as a rule). Students complain that allowances are not enough to
cover costs they have. They may have to go to remote places, and there they
are fully dependent on themselves. There are few Field Attachments taking
place in the areas around Morogoro, and it may well be related to the fact

that such placements would mean less travelling and subsistence allowances for

teachers.



89

Another problem is that of transportation. Staff members that wvisit students on
Field Attachment find that transportation is often unreliable. This can make 1t
difficult to estimate the number of days needed on a visit. The per diem
received is not sufficient, and the alternative system of accounting for real

costs, proves difficult to control effectively (formal transport may not be

available, no receipts etc.).

The Evaluation Team is concerned about the low effectiveness of Field Attach-
ment. In a situation where local materials are missing, the opportunities of
systematic learning from the field, generating case materials, and indeed ope-

ning up for consultancies, seem not to be utilized well.

8.1.3. Examinations

IDM degrees, diplomas and certificates are awarded to individuals who have
had at least the minimum required class attendance and at the end successfully
passed the Institute’s exams. Short courses in the executive development
programs do not have formalized exams. Examinations used to be done at the
end of the academic year in May. However, the reorganization of the teaching

on a semester basis a couple of years ago necessitated the exams to be done

twice, in December and May.

The rules and regulations governing the assessment of student performance and
the conduct of the exams are provided for in the IDM (Assessment of Student
~ Performance) Regulations 1987 made under Sect. 21 of IDM Act 1972 (Appendix
M). The Academic Planning Committee is a committee of the Governing Body
charged with the responsibility to advise, revise, vary or cancel, with the
approval of the Governing Body and set academic standards including the

academic performance of the students.

Before a candidate can sit for the Institute’s exams he or she needs to have
attained a minimum of 80% class attendance. The rules also provide for supple-
mentary exams and the handling of exam irregularities as well as the appeals
procedure by the disgruntled candidates. It is also within the same set of rules
and regulations that pass or fail cut-off grades and rules of award classi-

fication are provided.
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The examination process itself begins with the relevant lecturer in each exam-
minable subject making the exam paper in handwritten draft form. Two exams
are required to be made, with any of the two equally likely to serve as the

principal or supplementary paper in the same subject.

The examination drafts are subsequently handed over to the Registrar who
arranges for external examination where required. External examination was
done by outside competent people in industry or other teaching institutions to
certify that the exam paper itself as well as the student performance were up
to the required institutional standards. External examination is necessary for
professional papers in the second and third (final) years of the professional
accounting and materials management programs, as well as in all subjects of
each program in the final year. The external examiners, except in the case
where these were institutional professional bodies, are selected by the heads of
the departments in collaboration with the subject panels which recommended

appropriate names for the final appointment by the Director of Studies.

The Registrar is responsible for exam papers preparation, reproduction and
security until it is done, including the arranging for the invigilation process.
In short, most of the rules and regulations are well laid out covering many
facets of the examination process. However, despite a very elaborate set of
rules, examination leakages and irregularities have been reported. It is not
quite clear whether exam security can be enhanced further by more rules or
by a focus on integrity of individuals involved in the examination process,
including the candidates. The latter approach requires, among other things, the
inculcation of appropriate values of management amongst all concerned. And

maybe that 1s what 1s called for at this stage of development.

8.2. Consultancy Practices

When asked to rate whether IDM had an active consultancy programme, external
clients and senior GOT officials responded with a 2.8 rating (the lowest average
on the scales, shared with research). Particularly parastatal clients complained
that IDM was not doing enough consultancy, that they weren’t pro-actively
seeking consultancy and they weren't consistently following up when they did

undertake a consultancy, thus resulting in little effect. Faculty themselves also
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rated the consultancy dimension of their responsibilities much lower than the
teaching and short course functions. They rated consultancy with respect to
amount of time devoted to this activity at a level of 1.82 as compared to a
4.32 rating for teaching and a 3.44 rating for keeping up in my discipline.
They reported a 1.68 average rating for conducting personal consultancy work.
In terms of incentives they reported a desire to have more consultancy oppor-
tunities (the gap between the real, 2.86 and the desired, 4.59, was the most

significant incentives gap other than monetary compensation).

While it is recognised that IDM faculty today are required to do a balancing
act between official responsibilities and personal income generating projects, it
appears that there is a potential large demand for IDM consultancy work, both
under the Institute framework and as private consultants. It is clear that IDM

as an institution and IDM faculty as individuals may not be pro-actively taking

advantage of opportunities that may be there.

Nearly all external respondents indicated that they thought some systematic

attention to consultancy would feedback into curriculum 1mprovement and

materials development at the institute.

NORAD has had an active role in the development of consultancies. This has
partly been carried out as training programs in consultancy (e.g. by teams from
BI), partly as organized activities over time by the present Technical Advisor,
who is presently supporting the establishment of the new Department for Short
Courses and Consultancy. Both the new opportunities that consultancy implies,
as well as the training opportunities, are welcomed by the Faculty. As stated

above, the external environment is positive to these developments.

Among those interviewed, considerable concern exists about the selection
criteria for individuals who get the opportunities to go abroad for training
(e.g. for consultancy work). Numerous examples indicate that the best suited
persons are not always selected, that it is often done as a favor, and that the

financial benefits are considered the most important aspect of the study tour.
It is clearly a very major incentive, and in the present economic situation the

per diem on international travel makes a major difference. The Evaluation Team

does not have a representative sample (i.e. School Review data) on this respect.
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8.2.1. Gender Issues

The team was informed that women faculty have been attempting to formally
establish a women’s research and consultancy group at IDM for more than a
year, but administration has refused to act upon or endorse their plans. How-
ever, when donors interested in women in development visit campus they refer
to this group as though it was officially endorsed. The women indicated that
they are rather systematically kept out of research and consultancy opportuni-
ties, and while they acknowledged that they do not have as much experience as
some of the men in this area, they were pleading for at least an opportunity
to learn. After considerable struggle they gained agreement for two women to
join the expatriate led consultancy in DSM with two tourist hotels. They
complained that there was no structured plan to involve them or help them
learn. Most male faculty members interviewed have a different perspective on
these issues, however. The Evaluation Team concludes that the Gender issues

are not dealt with in such a way that females experience that their rights and

concerns are being met.

8.3. Research Printing and Library Practices

The story with respect to research practices is much the same story as consul-
tancy (see Chapter 2 showing the history of incomplete research projects and

stalled research projects.) Just as with consultancy, the external interviewees

gave IDM a 2.8 rating on their research endeavors.

Among faculty there was a huge gap between the amount of time they wanted
to devote to research (4.23), and the 1.97 score which they indicated the actual
level. This 1.97 score was only slightly above the 1.68 for consultancy which

commanded the least amount of time among the items rated.

The mission of the Institute of Development Management (IDM) is three-pron-
ged. It encompasses teaching, research and consultancy. It has sometimes been
pointed out emphatically in the literature that a management development
institution like IDM in a developing environment is likely to start making its
operations more effective in the local environment only by transforming its

current virtually exclusive role of management technology transfer to two and
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better integrated roles of management technology building (i.e. research) and

management technology transfer (i.e. teaching and consultancy).

In particular management research can assist in identifying and analyzing
management and other problems of business and industry in the country.
Through such research studies it is also possible to document descriptively the
state of the management art in practice. This has always been the first step
towards thinking about ways and means of improving management practice.
Management research can also throw light on training needs of the managers
and administrators trying to solve various problems. Again, it is through re-
search that management training practices and techniques can be improved and
effective evaluation and follow-up of the effects of training programs can be
achieved. And finally, if IDM in the long run is to solve the problem of the
lack of locally relevant training and reading materials, it can best do so

through a well planned and executed management research program - and

printing program.

The evaluation team observed that at IDM there was very little management
research going on. This assessment was based on the absolute number of works
accomplished as well as on the self assessment by the faculty members. The
faculty members interviewed admitted that there was "very little or no" manage-
ment research being carried out. They also expressed a deep dissatisfaction
with the state of affairs. Some other members of staff pointed out the obvious
competition between teaching, research and consultancy and concluded with an
admission that the amount of time devoted to research was on average 0-10%
of their working time. Teaching by far still dominated their working time
accounting for at least 80%, with the remainder attributable to consultancy and
short-term courses. The prioritization of activities was first teaching (in long-
courses), then consultancy and short-courses, and lastly research. The few

research works which have been attempted are in the form of articles, manuals

and manuscripts.

The Evaluation Team builds this assessment on Teachers Self-report only. The
Team had no opportunity to carry out an independent assessment of the actual
work load (including teaching load). Rather detailed reports by the Curriculum

Advisors show that in most panels the actual teaching workload is far below

the standard 12 hours/week.
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It was also observed that the little management research being carried out has
not well linked to and integrated with the other two main activities of teaching
and consultancy. Management research at IDM was still largely on an ad-hoc
basis. The lack of integration is likely to deny the institute the usual resultant
synergy and thus reduce the relevance and impact of each role as well as the

effectiveness and efficiency in the rest of its operations.

The lack of integration could be rooted in the observed absence of research
policy. There were attempts towards the evolution of such a policy but these
attempts have not borne fruit as yet. A couple of working committees have
addressed their attention to research needs® and the review of a management
research strategy®. However, none of these committees established in the past
worked on the management research policy as such. Because there is no clear
and comprehensive policy (with a structure and necessary incentives) it is also
impossible to articulate management research goals to give guidance to the

faculty members.

The research attempted thus far has been discipline-based rather than prﬂhleﬁ:
focused and interdisciplinary. It was noted that the existing organizational set-
up within which research was done could not encourage other type of research.
The individual academic member of staff normally initiates the process with
the production of a research proposal. The proposal is presented to the relevant
(specialist) subject panel for review and is passed, it is submitted to the
Research and Publications Committees (RAP) for funding and related conside-
rations. The narrow forms of the discipline-based studies is likely to de-em-
phasise the broader perspective of many local problems which could be investi-
gated, and tend to drag such investigations towards theory like it wusually
happens in a University faculty. The interdisciplinary outlook in the research
activities could be enhanced by encouraging more research by teams rather
than individuals. At the moment most of the research is conducted by indivi-
duals and such research is usually formulated and planned within the confines

of the relevant (specialist) subject panel expertise in order to maximize chances

of favorable consideration.

2 IDM, Management Research Needs in a Future Perspective (IDM
Project Team), September 1988.

3 IDM, A Research Strategy for IDM: Proposal from IDM Local Com-
mittee, October 1986.
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Finally, the whole research process at IDM was observed to be characterized
by a very high failure or abandonment rate of research projects. As reported
in Chapter 2, during the period 1979-86 a total of about 40 projects were
initiated and approved thru'ugh the Research and Publications Committee (RAP)
according to the records* which were available. Of this total in 1986, only 6
were recorded to have been successfully completed. About 20 or 50% of the
total were abandoned while the rest were still on-going or stalled in one way
or another. This performance was indicated to be less than satisfactory by the

admission of the faculty members as well as relevant administrators.

There are several reasons for this less-than-satisfactory performance. Some of

the reasons may be worth mentioning here.

8.3.1. Lack of skills

Many faculty members, especially relatively junior ones (Tutorial Assistant to
Lecturer grades) indicated that lack of research skills was one of the major
constraints to undertaking research at IDM. Junior professional staff get no

exposure to research practice starting with early stages in their career. They

are rarely put on teams with senior members of staff. The unavoidable result
is that those who have some idea about what research is all about cluster
together and those who have no experience remain permanently shut out of the

game until later in their career.

Frustrations mounted further when research proposals from the relatively
inexperienced staff got rejected with no indication on how they would ever be
able to improve and make them acceptable to the relevant approving autho-
rities. Skills indicated to be critically wanting, particularly among those who
had relatively less exposure, include how to write a research proposal, how to
choose an appropriate research methodology, how to wuse various research
techniques, how to plan and manage a research undertaking and how to write

a research paper and publish.

1 IDM, A Research Str for IDM: Proposal from IDM Local Com-
mittee, October 1986.
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8.3.2. Lack of funding

It was pointed out by several faculty members, as well as observed that the
funds generally allocated to research are not enough. The result is that too
few proposals are approved for funding. Often, those research projects which
are approved end up being allocated much less money than requested. The
problem is that the research vote in the Institute’s budget is very small and
depends exclusively on the fees income. The experience from other management
development institutions in the region shows that significant research promising

social impact invariably is funded with money other than that coming from the

institution'’s fees revenue.

8.3.3. Organizational set-up

The Research and Publications Committee (RAP) is the organization charged
with the responsibility for all research activities at IDM including review and
approving research proposals, sanctioning funds, as well as monitoring progress
in on-going projects. The Committee has representation from all subject panels
and is chaired by the Director of Studies. According to the view of the faculty
members interviewed, this organ was not discharging its duties smoothly and
effectively. The meetings of RAP were irregular and on an ad-hoc basis. Some
proposals took too long to be considered for approval. And the monitoring,
follow-up and feedback on the on-going research projects was unsystematic.
There was even talk among the faculty members (based on in-house studies) of
the need of a new set-up preferably in form of a full-fledged department for
research. The Committee concluded that the organizational set-up i1s one of the
main obstacles to the development of research at IDM. Organizational machine-
ries do not in themselves drive people to work. Many MDI's have successfully
used a similar committee in the early stages of research activities. It may be
inappropriate to set-up a new department with an expectation that this move
will generate research work. It might be advisable to try to make the existing

organ(s) work and once there is a significant and sizeable volume of research

activities, one may start to think of a new and more appropriate structure.
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8.3.4. Administrative Attitudes and Procedures

Administrative attitudes start right from the top, in this case the governing
board, and get reflected in the culture which has been nurtured by the chief
executive officer in the institute as well as in the behavioral responses of the
junior administrators in the organization. It was pointed out by the faculty
members interviewed that there is a general lack of top management support
for research at IDM. They complained that the lack of support is sometimes
reflected by small amounts of money accorded to this activity in the institute’s
budget. Finance officers were reported to delay unnecessarily in disbursing
even that small amount of money to researchers. The imprest system on the
basis of which the disbursement is made to researchers required 100% accoun-
ting for money advanced with underlying documents instead of largely focusing
on the quality of output. The result has been that when one could account
fully for money advanced (with appropriate underlying documents like receipts
and vouchers of expenditure) in the administration office, one was apparently
under no further obligation to produce the research paper which was the
essence of the financing by RAP. The Evaluation Team has earlier reported on
the communication problems between faculty and administration. The failure to
produce relevant research is a systems-phenomena, and no single "scapegoat"
can explain it. According to the academic members of staff, all complications
associated with the research activity could be traced to the perceived impor-

tance and attitudes of the administration in respect to this activity.

£.3.5. Weak incentive structure

Academic staff need no push to teach short-courses in the executive develop-
ment programs and to undertake consultancy assignments. The extra monetary
rewards (over and above the normal salary) are encouraging on their own.
They usually do not have to be pushed to teach the long courses because the
basic and pnrmal monthly salary is rightly or wrongly deemed.to be compen-
sation to the professional staff for this activity. But the way it is, there may
be need for a more potent and rewarding system to gear up the staff to
consider and undertake research equally seriously. The existing reward (and

punishment) system does not seem to support appropriately and equally well
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teaching, research and consultancy, thus raising issues of balance in the allo-
cation of the institute’s resources and staff time. Research was noted to be

specifically rewarded through promotions above the lecturer grade because then
according to the existing scheme of service, one can only be promoted further
if one can show to have specified items of research output, among other
things. But given the current economic hardships and problems of having one’s
ends meet for the day-to-day living, such types of motivation may not be
enough. According to some faculty members, it has to be a good combination

of immediate monetary reward plus career enhancement (i.e. promotion) pro-

spects.

8.3.6. Lack of dissemination media

Writing reports which do not have a chance to come out and reach the intended
target audience in the preferred form may in itself be a demotivator to a
researcher, If this i1s the case, the limited availability of publication media,
including journals and conferences or seminars to the IDM academic members
of staff should also have played its role in slowing down or dampening the
research fervor at the Institute. Complaints were aired among professional
staff members that the chances of attending conferences and seminars, espe-
cially those involving travelling abroad, were scarce and the few available were
unevenly spread among the members, reflecting what was perceived by the
majority of the professional staff to be favoritism. According to the academic
staff interviewed the administration provided very little or no support to

enable their works disseminated in one form or another.

8.3.7. Inadequate supportive services

Whatever the academic staff might attempt to do in the research area, it
seems also that a wide range of administrative supportive services are not well
aligned behind this activity. The professional staff complained of the inade-
quacy of secretarial and typing services. It was claimed that even the typing
of hand-outs for classroom use was a big problem. They indicated inadequacy
of transport services which might be critical given the isolated location of the
Institute in relation to the areas of major industrial activity. And the team

noted a bottleneck in the areas of library and printing including reproductive

services.
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8.3.8. Library

According to the academic members of staff, the Institute’'s library was not
well equipped to support research. Asked about how much time they spent 1n
the library weekly, and whether the library itself was well equipped to support
their work as teachers, some pointed out that the library was "a textbook
store” and did not contain current issues of publications. Periodicals were
observed to have been borrowed without being returned. And a walk around

the library confirmed some of the claims by the teachers.

Throughout the period of the "Qualitative Improvement Project” NORAD has
allocated around NOK 0.5 mill (about USD 70,000) yearly to the library. Each
year all faculty have been invited to recommend books and periodicals to be
purchased. According to one interviewee "this resulted in almost no response
from the faculty". The Evaluation Team has not made an attempt to assess the

adequacy of the library for research purposes, however, in general as a College

library it is rather impressive.

The library is under the responsibility of the chief librarian. He reports directly
to the Director of Studies who plays the role of chief academic officer at the
Institute. The Chief Librarian is the head of the library and technical services
department and the implementation of the policy decisions of the Library
Committee to which he is the secretary, and the Director of Studies is the
chairman. The Director of Manpower Development and Administration (DMDA)
is the deputy chairman. The other members of the Library Committee include
the heads of academic departments and the chairmen of subject panels. The
principal role of this committee is to advise the Principal through the Director

of Studies (see next page: Organizational chart) in respect to the smooth

running of this department.
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The library is reported to have about 48,000 volumes of books with a maximum
of 3 copies of one title. And there were 120 periodicals under subscription in

1989, which was a drop from the 310 titles of the past.

The library funding for books and periodicals is largely through technical

assistance and donations by various agencies including NORAD, British Council

and USIS.

UNESCO coupons were also being used to acquire some of the books and
periodicals. All such acquisitions require the expenditure of foreign exchange in
the country through the Bank of Tanzania (which i1s the central bank that
allocates foreign currency on the basis of predetermined government priorities)
1s a generally lengthy and problematic process. It was not clear what would
happen if NORAD phased out its assistance. Imasmuch as there is usually about
T.Shs. 3 million in the Institute’s budget for this department, because all this

money is in local currency, it is generally used to assist in bindery and printing
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activities rather than buy books and periodicals. In short, the development and

technical services department is largely foreign exchange dependent.

The operation of the library is faced with a number of problems. There is lack
of reading space. The existing reading space and facilities can accommodate
only a maximum of 210 readers at one time from a student population of about
1,000. With such congestion and competition among students for seats, the
academic staff rarely uses the library to do any reading or writing. If they do
come into the library, it is only for occasional borrowing of books. The other

major problems is in respect to the availability of locally relevant materials.

The Chief Librarian pointed out that the local commercial publishers generated
very little which could be taken advantage of by IDM training programs. And
the generation of relevant training and reading materials by IDM professional

staff is in part constrained by a bottleneck in the area of printing and repro-

duction facilities.

8.3.9. Printing

The printing unit which was also under the Chief Librarian had several mal-
functioning machines. NORAD had bought in photo-copiers (Canon) and plate-
makers. An Apple personal computer (with a laser printer) paid by USAID
reportedly worked well for the first two years only to break down thereafter
irreparably, largely because of being over-worked with minimal maintenance
service. The photo-copier and plate-makers could not be serviced locally and
apparently this factor of local serviceability had not been taken seriously into
account on ordering the machines. The local service is inadequate. Most of

these machines needed replacement. It was the two offset printing machines

which were still in service.

But sometimes the lack of ink and plate solution hampered operations. These
items could certainly be bought locally. However, the prices at which the items
were available made them unattainable. A cartridge of Canon photo-copier ink
could go up to about T.Shs, 75,000, so it was reported by the Chief Librarian,
and that amount of ink could last only on 5 reams (or 2,500 sheets) of paper.

This meant that when the supplies by NORAD were exhausted, it was a big
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problem. NORAD has bought ink and plate solution in great quantities, but it

has a tendency to "disappear very quickly" (according to several interviewees).

The evaluation team observed also that lack of technically qualified staff to
man the operations or at least provide the critically required leadership in the
unit was a very big constraint. There were two employees for word-processing
and two others employed for printing. There were in total about 8 personal
computers. Most of these machines were used for teaching. But the workers
who were operating the offset printing machines were originally messengers
who only got on-job training. While they could run these machines they at
least required leadership. The lack of technical training and a proper system of
incentives supported a very limited amount of commitment to the job. The lack
of appropriate management and limited commitment accompanied by the afore-
mentioned technical problems were observed to have resulted in a pile-up of
work to be done in the printing unit. For example, the first thing which was
suspended because of the breakdown of the laser printer was the printing of
books and manuals produced by the faculty members and approved by RAP for
publishing. The printing workers would rather wait for the repair of the better

quality laser printer instead of using the dot-printer to produce books and

manuals.

Some of the works by IDM staff still outstanding as of February, 1989 in the

printing unit included the following:

i Arora, M.L.: Bookkeeping (A Prelude to Accounting)

11 Arora & Mashingo:  Auditing: Theory & Practice

iii  Massawe, A.A.F.: Legal Aspects of Hospital Administration (1986)

iv. Mmbaga & Kuzilwa: Planning and Implementation of Public Projects in

Tanzania.

v Abdi, A.A.: Kanuni za Ukarani wa fedha (Maswali & Majibu),
Jan., 1988.

vi  Arora & Utoh: Accounting: A Need of the Business Trade and

Industry (1986)
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vii  Warioba, M.H.: Management of Local Government (some insights of
the Past, Present and the Future) (1986)

viii Rutebinga: Transportation: Economics Policy & Management
(1988)

According to the records® in 1987 out of the total of 33 manuscripts submitted
to RAP for publishing over the previous 3-4 years, 3 managed to come out as
RAP publications, 12 were awaiting printing and 18 were awaiting processing.
The number of unfinished works in the printing unit is high. It might have
contributed to the discouragement of even the few members of staff who might
have initially been motivated to produce something which could be considered
locally relevant reading or teaching materials to supplement foreign textbooks
used in the long and short training programmes. The quality of the content of
all these manuscripts seems to be high. But the quality of the final publication
output is likely to be enhanced further if RAP obtained some professional
editorial assistance before all such works were printed and bound into some
permanent form. All in all, the permanence in qualitative improvement in the
training programmes will critically depend on more such efforts geared towards

the solution of the problem of non-availability of locally relevant training

materials.

It needs to be added that the printing equipment has been used, however, for
materials produced for external agencies, and much of it totally irrelevant to
IDM teaching. Faculty (and curriculum advisors) interviewed explain this prac-

tice as a consequence of the incentives for staff and management of producing

printed materials for external agencies.

In 1989 there was still talk which started in 1987% about establishing the IDM
Printing Press later on to be transformed into a full fledged IDM publishing
house running its own printing press. Caution can only be advised. To run well

and efficiently such a printing press or publishing house will need good organi-

B IDM, Principles and Procedures for Utilization of the Book Fund
(April, 1987).

6 IDM, Printing Policies for IDM (A Report by Kavura et.al) (Sept.,
1987)
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zation, trained manpower, good funding and a continuous flow of work from
within and outside. It might in fact be instructive to revisit the well established
publishing houses in Dar Es Salaam, like the Dar Es Salaam University Press
and Tanzania Publishing House with a specific purpose to study the problems
they encounter in their operations because some of their manuscripts have
spent more than five years awaiting processing in these publishing houses. But
provided the IDM printing press or publishing house can run well, and geared
primarily to in-house needs, it may go a long way towards availing textbooks

and reading materials to the needy students.
8.3.10. NORAD’s Role in Promoting Research

As part of the Qualitative Improvement Project research was seen as a key
strategy. We have seen that this area of development has been a failure. The
system has not changed and very little is being produced. The analysis of this
failure is presented in Chapter 10. NORAD has supported this program with a
qualified adviser, and continues to support this activity with an expatriate who
will take up his work shortly. The first "research advisor” has been acknow-
ledged by all interviewed as a highly qualified expatriate who worked mainly
the first two years on Curriculum Development, and the last year on Research.
The wvalue of this support as such is not questioned. The Evaluation Team
questions, however, the value of this support unless the organizational and

individual conditions are changed.

8.4. Textbooks and Bookshop

The textbooks used by students in the training programs were more or less
exclusively available in the IDM bookshop located on campus. Bookshops in
town, Morogoro, hardly stock books used at IDM. The bookshop itself is headed
by a manager whose overall responsibility includes ordering, pricing and selling
books to students. The bookshop had a staff strength of 11 employees including
a sales officer, an accountant and a manager who among other things was also
responsible for ordering. The rest of the staff were largely attendants (see

Chart).
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Bookshop Manager

Accountant Sales Officer

The bookshop was financed by a revolving fund initially established in 1984
with T.Shs. 350,000 but later on let to grow with the proceeds generated from
the NORAD-subsidized textbooks sold to the students. The IDM bookshop as at
30.6. 1988 had a balance sheet net worth of about T.Shs. 9.8 million and a

stock volume of T.Shs. 5.8 million (net).

The bookshop is run as a "disguised" profit-center and thus produces its own
balance sheet and income statement to be integrated into the rest of the
Institute’s financial statements. It is a "disguised" profit-center because some
of the costs and operating expenses like employees’ salaries are paid centrally

by the Institute’s administration, but in drawing up the income statement such

expenses are allocated to the bookshop.

The NORAD subsidy program started in 1988 for the books in stock as of 1.7.
1988. This program provided a tremendous cost relief and easier availability of
textbooks to students. The students were buying books in T.Shs. equivalence of
the US dollar cost of the books at the internal (shadow) exchange rate of
T.Shs. 65=US$ 1, instead of the official exchange rate which was about T.Shs.
130 to one US dollar. The proceeds from this program were to be used to
increase the revolving fund, a portion of which was to be recycled into re-
search by staff and the production of locally relevant training materials accor-

ding to established policies and procedures’.

Despite the NORAD assistance, the normal student textbook allowance of T.Shs.
6640 p.a. is still inadequate. With an average cost of textbooks of § 20-30 or
T.Shs. 1300-2000 at the :nternal exchange rate, a student could only afford

about 3 to 4 textbooks against about 10 minimally required for the year. We

? IDM, Principles and Procedures for Utilization of the Book Fund
(April, 1987)
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have earlier reported that a proposal by the Curriculum Advisors to introduce
a book rental system (which would give all students all necessary books) was
turned down by the students, probably because they would loose a needed

income from the sale of used textbooks.

Textbooks were sourced mostly from UK-based publishers or international
distributors. Local publishers including the Tanzania Publishing House (TPH),
Eastern African Publications Ltd., Dar Es Salaam University Press (DUP), and
the Oxford University Press (Dar) provide some materials but not much. Over-
seas orders were made early in each calendar year and obtained after 6 months
because delivery is normally made by ship. The major operational problem of
the bookshop is the inability of IDM to prepare orders in time, long waits and

delays before the delivery of the required textbooks.

8.5. Transportation and Communication Practices

In addition to the buse_:s mentioned in the last chapter, IDM has also received
out of the NORAD rehabilitation assistance: one truck, three Landrovers, two
Pickup trucks and one saloon car. The Landrovers are attached to three acade-

mic departments in the Institute while the trucks are being used as utility

vehicles for the whole Institute.

Transport facilities at IDM are still generally inadequate and there is need for
expansion, particularly to enable teachers and students to travel on consul-
tancy and field attachment. Lack of suitable transport has been cited as one of

the constraints to the success of the Rehabilitation Programme of the Institute.

8.6. Catering Practices

The IDM catering situation is inadequate, and has not been improved by the
fact that equipment furnished by NORAD to completely refurbish the kitchen
has been left unused in a container for nearly two years. The head catering
position 1s vacant and health and cleanliness standards are not applied. The
evaluation team observed food preparation occurring with workers standing in

filthy water, food dropping into the water and being reclaimed. According to
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dispensary data high numbers of students visit the health unit each week

suffering from food and water related stomach problems.

Students complained bitterly about the food and catering practices, including
lack of variety, poor quality standards and inadequate amounts to go around.
Students said, given that lunch is served between 12:00 and 2:00 that they
frequently left scheduled classes at 12:00 to rush to the dining room in order

to be certain they were able to get food. Nutritionally the diet appeared to

lack an adequate amount of fruits, vegetables, eggs and milk.

Women in particular suffer under this system, as it is the traditional cultural
pattern in Tanzania for men to eat first and women indicated that unless they
were willing to be very aggressive they would go without. A number of women
students have taken to preparing food in their dormitory because of the sit-
uation. Also according to women faculty members, the female students are
subjected to considerable harassment in the dining room and even some of the
male students interviewed indicated that many women students have now taken

to collecting their food from the dining hall and then returning to their

dormitory to eat.

Students also indicated that they suspected considerable leakage in the food

system and that there were an inadequate number of chairs in the dining room,

forcing students to stand and eat.

According to a report on cost and management of foodstuffs at IDM prepared
by Mr. I.J. Temba, Senior Lecturer, for the Evaluation Team, IDM currently
spends about 30% of its budget on foodstuffs for students. However, judging
from what the team saw and heard, the students are clearly not getting value
for this large amount of money. The quality and quantity of food, as well as
the cooking and catering are very poor today at IDM. Another observation
made by the report is that IDM staff buy meat at subsidized prices from the
student cafeteria. These purchases which average around 40 kgs per day, not
only reduce the quantity available to students, but are paid for at a price
which is T.Shs. 80 below the market price for meat. In a year the students’
budget for food is therefore reduced by nearly T.Shs. 1.0 million or an amount

which could effectively improve their diet by way of more fruits and vege-

tables.
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The report observes further that unfortunately Morogoro has very few alterna-
tive resources of meat, fruits and vegetables at prices lower than what IDM is
paying at the moment. The present purchasing arrangement through regular
tenders would therefore seem to be the best for the Institute. However, quanti-
ties received should be carefully controlled to minimize short deliveries. Other
recommendations made by the report to improve quantity and quality of food

for students within the same budget limits include the following:

1. The slaughtering place be fenced and its access be limited to the few

employees who are directly involved in slaughtering and dressing the

animals.

2. The Cafeteria area be fenced and provide one entry/exit point to enhance

physical checking and limited access to authorized employees only.

3. Sales of meat, offal etc. to staff be done at some other place than at the
Cafeteria. This service to members of staff should be done in a more

properly organized way so that it is not mixed up with the Cafeteria

activities.

4. Management should review the price per kilo from time to time so that
the sale is done to at least recover the cost per kilo to the Institute,
The current price to employees is T.Shs. 120 per kilo, as compared to a

computed cost of T.Shs. 212, and market price of T.Shs. 200.

. Management should improve the receiving procedures of cattle by speci-
fying the live weight for tender and providing a weighing scale. This
could further be tied in with a bonus system where if a supplier exceeds
the minimum live-weight for cattle provided for in the contract, a bonus

is awarded to him/her after the contract period.

6. NORAD should assist IDM to acquire the necessary kitchen equipment and
to pay for the right electricity supply in order to improve food storage,

handling and cooking in the Institute.

The evaluation team will add that arrangements should be made to ensure that

female students get enough food and are not harassed in the cafeteria.
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While IDM has no control over price increases (both inflationary and statu-
tory), of food items bought in the open market, we do not see why the Insti-
tute is not itself producing at least part of its food items such as maize,
vegetables, fruits, poultry, eggs etc. The Institute has tractors, hatcheries,
good land, a farm manager and laborers but we were told that due to shortage
of working capital, these facilities were not being fully used at the moment. In
fact in 1987, the farm and poultry projects made losses while the milling

project made a modest operational profit.

The Evaluation Team considers this lack of initiative in harnessing this produc-
tive activity (farming), as another sign of poor leadership at IDM. This is In
contrast to the sizeable output from individually owned farms of teachers and

staff in IDM, who consider farming as a major source of supplementary income

and a main attraction of IDM as an employer.

8.7. Living/Hostel Practices

As with the food service situation, the living/hostel practices are extremely
bad, and in light of the building materials and financing provided by NORAD

somewhat inexcusable.

Students complained, as reported in Chapter 4 on the Leadership Subsystem, of
lack of maintenance, lack of water, poor or no toilet facilities (some claimed
that functional toilets were removed from dormitories and taken away to places
unknown), lack of decent mattresses (reporting that foam mattresses had been

removed and replaced with cotton ones). Poor lighting and cramped conditions

were also problems.

Students indicated that they thought services to them were being slighted in
favor of the more prestigious short course participants, who were provided
with good facilities and better food, a claim that was supported by the in-

spection made by the Evaluation Team.

Women faculty indicated that having only one female dormitory serves to
restrict potential for female enrollment and the dormitory that is currently for

women students does not meet the special needs of women with children and

does not provide things like mirrors.
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8.8. Rehabilitation and Maintenance Practices

No other area of IDM’s practice has caused as much concern as the inability
of the institution to maintain its own premises and to organize the Rehabili-
tation project. We have already noted the consequences in the sections above.
It is a major failure of both IDM, MLMD and NORAD that so little progress
(if any) can be documented during this five year period. It is simply a Campus
deteriorating. It is an organization where basic services are not provided (e.g.
necessary repairs, water supplies, vital equipment for instruction, stationery for

teachers etc.). No other concerns (for both faculty and students) create as

many problems.

In spite of a large materials grant from NORAD of NOK 13 million given in
1985 for rehabilitating IDM, substantial development funds from the Govern-
ment each year for this purpose and the existence of a large maintenance
labor force, maintenance and rehabilitation at IDM is still inadequate. The
team believes that the present ad-hoc arrangements to run maintenance and
rehabilitation activities need to be changed to a more professional and clear
cut approach to the exercise. We recommend a one time rehabilitation project
to be financed by NORAD and carried out by an independent contractor and

then regular small scale maintenance to be carried out all the time by IDM
staff.

8.8.1. Rehabilitation Programme/Project

Following the signing of the Agreement between Norway and Tanzania on
assistance to IDM in 1984, NOK 13 million was set aside by NORAD for physical
improvement or rehabilitation and maintenance of IDM premises and facilities.
The implementation of these activities was called the IDM Rehabilitation
Programme and was supervised by a maintenance management team (MMT). The
team consisted of the Principal as chairman and included the Director of
Studies, Director of Manpower Development and Administration, Building and
Estates Manager, Bursar, Chief Internal Auditor and the Maintenance Coordi-

nator appointed by NORAD as members. The functions of the team were:

a) to review materials supplied/ordered

b) to review progress of rehabilitation activities
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c) to assess works to be contracted out
d) to give guidance to the Maintenance Coordinator and to the Building and

Estates Manager.

Between 1985 and 1988, IDM received a number of vehicles as part of the
NORAD grant to alleviate the serious transport problems facing the Institute at
that time. By mid 1988, it had become clear that the rehabilitation programme

was not running smoothly. The main problems encountered by the programme

and the MMT were:

1. Lack of clear separation in the supply of local funds and labor for IDM’s
normal maintenance on the one hand, and for the rehabilitation programme

on the other. As a consequence the rehabilitation activities suffered more

than the ordinary activities.

2. The flow of local funds from Treasury was not only irregular but always
came after the works had been carried out. The Institute was expected to
use its own recurrent funds first and claim reimbursement on presentation
of certificates for completed works. This practice inevitably caused delays

in programme implementation whenever the Institute’s funds were inade-

quate (which was quite often).

3. An arrangement to engage contractors to provide services and some
materials while IDM provided "the NORAD materials”" on some jobs, proved
unworkable. Conflicts arose and contractors threatened to abandon works

and this led to further accumulation of "NORAD materials".

4, Relations between the expatriate NORAD maintenance coordinator and the
IDM management during 1986-88 were very bad. There was mistrust on

both sides and this frustrated the rehabilitation programme even further.

5. The ordering of materials was not properly coordinated between IDM
management, maintenance coordinator and NORAD. Some goods were
imported unexpectedly, unrequested and in some cases unneeded. These
are still lying in the containers at IDM today. They include kitchen
equipment which cannot be used because a lot of money 1is required to
transform electricity to the right voltage, hundreds of brooms and racks

which could have been bought locally, a grassmower which broke down
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during the first week of use - its spare parts are not available locally.
Some vehicle reconditioned engines which are reported to have failed to

even start, let alone run for some time etc.

Towards the end of 1988, it had become obvious to all parties that the main-
tenance programme needed to be changed. In its place a rehabilitation project

has been created.

8.8.2. Current situation

The current situation at IDM with regard to planning and control over mainte-
nance and rehabilitation is a slight improvement over the benign neglect
experienced in past years, The steps taken by IDM management recently are in
the Evaluation Team’s opinion only stop gap measures which cannot address

the serious maintenance problems adequately.

The starting point to the current situation is November, 1988 when a Rehabili-
tation Project Plan was launched to replace the Project Programme in force
since 1985. The plan sets out project objectives, components and outstanding
issues carried over from the previous years; it spells out leadership and the
management of the project as well as the relationship between NORAD funded
activities and normal IDM funded maintenance functions. The plan further lays
down purchasing, budgeting, storing systems and procedures. Finally, it gives

project activities planned for the year 1988/89.

A Rehabilitation Management Team (RMT) has been set up which includes the
Director of Manpower Development and Administration as chairman, the Chief
Internal Auditor, Chief Accountant, Registrar, Dean of Students, Building and
Estate Manager, Principal Manpower and Management Officer as members. The
newly NORAD-recruited Maintenance Adviser is also a member of the RMT. In
addition to RMT there are a few line staff including a stores clerk and ac-

counts clerk, and painters, masons, plumbers, electricians, carpenters etc.

The RMT meets every two weeks to review project successes and problems.
The team discusses the Project Manager’s Report which covers the physical as
well as financial status of the project for the period under review. The project
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manager convenes weekly meetings of his regular staff and keeps the RMT

informed by means of his regular reports.

While we acknowledge the appointment of RMT as a step in the right direction,
we must point out that even after so much discussion over mismanagement and
maintenance work at IDM, the subject is still not taken seriously enough by
any of the three main parties - the IDM Management, the Government and
NORAD. We have reached this conclusion after visiting IDM in February 1989,
seeing the status of maintenance work there, seeing stocks of materials sitting
in containers and after talking to members of faculty, students and members of
RMT itself. In our view a number of vital assets - buildings as well as teaching
and learning aids - are in need of urgent repair and maintenance. There are
materials from NORAD and further funds in the pipeline. To entrust such
works and vast resources to part time management is tantamount to negligence.
The Project Manager, for instance, is still teaching economics in IDM and he
has never been associated with the building industry before. He is the Manager
of the transport project as well. He works with a team of artisans picked
randomly from the regular maintenance force at IDM. He pays his workers a
bonus each month and this is already causing complaints of favoritism from
artisans who are not given work in the Rehabilitation Project. Although we
were shown a few premises and facilities repaired by RMT recently, we still

feel that this major exercise needs more serious attention and a professional

approach.

8.9. The Respective Roles of Main Actors in the Rehabilitation of IDM

In the paragraphs that follow we summarize the respective roles of IDM Lea-
dership, the Maintenance Controller recruited by NORAD, NORAD itself and
the Government of Tanzania in the rehabilitation fiasco at IDM since 1985. We
do this not to apportion blames for failures but in order to draw some lessons

for future bilateral cooperation of a similar nature.
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8.9.1. The Role of IDM Leadership

Throughout the life of the Rehabilitation Programme (1985-88) the IDM Leader-
ship played a passive instead of an active role. The leadership lacked profes-
sional knowledge on large scale rehabilitation projects, but it also lacked
vision to seek professional assistance. In addition there was the personality
conflict between the Principal and the NORAD-recruited Maintenance Co-
ordinator at IDM during this period. This conflict between the two main actors
in the programme was very unfortunate. The bottom line of this conflict was
the issue of trust, to what extent the leadership really was interested in
maintenance, or to seek as much personal gains and advantages as possible out
of the project. Again, the Evaluation Team does not take a stance on the
accusations themselves, but concludes that a leadership that cannot develop the

necessary trust and communication among the parties concerned is an ineffec-

tive leadership.

Attempts by IDM leadership to carry out the various works using part time

teachers and staff on a piecemeal basis, is further confirmation of its failure

to grasp the magnitude and complexity of the exercise.
8.9.2. The Role of the NORAD-recruited Maintenance Coordinator

Between 1985 and 1988, IDM has had two expatriate maintenance coordinators.
The first had good public relations with the IDM leadership and workers
generally. However, very little progress was made in rehabilitation and
maintenance work during his short tour in IDM (again, this does not necessar-
ily reflect negatively on his work). The second coordinator from 1985 - 88 had
many good ideas on the programme, but was considered "suspicious and over-
critical”. In the end he managed to antagonize the leadership at IDM so much

that he was not listened to any more and was left isolated at IDM.

8.9.3 The Role of The Government

Of the four parties to the rehabilitation issues, perhaps the Government has
had the least and most distant role to play in IDM. It is a reactive rather
than active role. Nonetheless, having agreed to provide local funds to comple-

ment NORAD materials in the rehabilitation activities, Government frustrated
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progress by not coming up with the funds in time. It is also true that Govern-
ment representatives on the IDM Governing Body failed to notice and remedy
lack of progress in the rehabilitation programme during its lifetime, and indeed,

the Government did not live up to its role as the body with the prime respon-

sibility.

8.9.4. The Role of NORAD

NORAD’s role in the rehabilitation and maintenance programme at IDM was
one of "laissez faire". This is a not unusual donor attitude to projects and
there are many examples of projects which have received large amounts of
money but have not taken off due to this policy of no-direct-interference in
the day to day running of a project. We assume that NORAD sees this role as
an "appropriate recipient orientation strategy". As a consequence NORAD’s
influence over the physical improvement at IDM, has been minimal in contrast
to the keen interest and involvement NORAD has shown in the Institute’s
qualitative improvement project. The main areas of weaknesses were 1n the
ordering of materials; some items were ordered without the knowledge of the
IDM Leadership; some items were not usable at IDM; some are more expensive
overseas than in Tanzania. Expatriate coordinators at IDM were not given clear
job descriptions; they complained of not knowing their exact roles in IDM, and
this undoubtedly contributed to their lack of clout in the Institute. The lack
of close monitoring of activities at IDM led to wastage of materials and delays
in project implelﬁen_{atiun. Considering its vital role as a donor to I_];JI;'L we
believe that an early warning signal from NORAD to the Government on pro-
blems at IDM would have been lis_.t;gn_etﬂi to quickly and seriuusly;' but no such

signals were ever flashed.

8.10. Financial Management at IDM3

Although the Evaluation Team was not an audit team, we nevertheless looked
into the financial practices in operation at IDM today. This was particularly
necessary in view of a widespread belief among staff and students that there

are financial malpractices at the Institute. We were told that money is being

8 Appendix L provides a Review of IDM’s financial management procedures.
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stolen, either in cash, services or in materials, for example, when purchasing
food items for students, through tenders for goods and services, stationery,
building materials, misuse of the institute’s vehicles etc. Such an image is of
course disturbing for an MTI which should be an example of the highest
standards of financial management and integrity. To partially satisfy ourselves,
we carried out a study on the purchasing procedures and management of
foodstuffs for students at IDM. QOur findings revealed some degree of wastage,
but not outright theft. (See Section on Catering Practices.) The Team also
looked at past auditors reports by the Tanzania Audit Corporation. In the

latest one (1987) for instance, we observed some rather strong qualifications

on the accounts.

Both reservations would have been understandable if they did not involve large
amounts and if they were not committed by Tanzania’s largest and best estab-
lished financial management training institute. The first discrepancy in the
accounts concerned unknown debits and credits amounting to millions of shil-
lings in Bank reconciliation statements. The second reservation by the external
auditors was that donations from NORAD in the form of stationery, building
materials and spare parts were not properly recorded, valued and incorporated

in the final accounts of the Institute for that year.

Another incident which the Team heard of while at IDM was the suspension of
a number of staff in the Maintenance section of the Institute following large
losses of building materials (not NORAD materials). While pilferage and small
scale "self helping" are not unknown in large service institutions such as IDM,
it was the stories of large scale misappropriation of assets and audit financial

discrepancies which made it difficult for the Evaluation Team to dismiss out of

hand the rumors of theft and corruption at IDM,

The Team noted with some concern the many roles played by the Chief Internal
Auditor in the Management of IDM. As the Head "watch dog" of the financial
discipline in the institute, we believe that he should not be directly involved
in the day to day decisions which will become the subject of his audit work in
future. His relationship with staff at all levels in the Institute must also not

compromise his independence to act firmly and fairly if and when the need

arises.
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8.11. Use of Norwegian Funds

Norwegian financial assistance to IDM is currently directed towards two major
areas. Firstly, for improvement of physical facilities; that is buildings, grounds
transport and teaching facilities; and secondly, for qualitative improvement of
the academic activities. In both cases funds are used strictly for the purposes
for which they were provided. This is true of NORAD cash as well as material
assistance to IDM. We were assured by the IDM leadership that as a matter of
principle, diversion of NORAD resources to uses other than those agreed upon
is not allowed or done, normally. However, it was admitted that on one occasion
a diversion of funds was done which management feels was not in contravention

of agreed norms. But the Evaluation Team feels that it was in fact a diversion

although perhaps not to an entirely different activity.

The Evaluation Team was told that in 1988 when the MBA/MPA programme was
launched (without the blessing or support of NORAD), the Principal borrowed
T.Shs. 2.5 million from the bookshop to buy foreign exchange and order books
for the Masters Degree Programme. The money was to have been credited to
the Book Fund created by NORAD from local sales (through the Bookshop) of
books imported by NORAD. This matter was reported to the Steering Committee
on which there is a NORAD representative. As of today IDM has repaid T.Shs.
1.5 million to the Book Fund and the Team was told that "the balance is expec-
ted to be paid by June". The fact is, however, that due to the critical economic
situation at IDM, the Book Fund has not been reimbursed and the debt is by

the month of May around T.Shs. 8.5 million.

While Norwegian funds have on the whole been used for the purposes intended,
we wish to caution that, due to NORAD's lack of close monitoring, the use of
the funds has been slower and perhaps less effective. A case in point is the
Rehabilitation programme which has been bogged down by lack of trust in its
management in spite of an abundance of Norwegian assistance. NORAD needs
to assist project holders in planning the implementation of its aided projects
more carefully in the future in order to ensure some reasonable degree of an

early attainment of the intended goals.
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8.12. Issues within the Technological Subsystem

10.

11.

How can IDM teaching practices be changed to be more conducive to
learning? A variety of teaching methods needs to applied. Many staff
already have the capability to use such methods and should be encouraged

to do so.

How can students who are deficient in English when coming to IDM be
assisted? Decisions should be made about the possibility of remedial
English (or possibly additional use of Swahili at least for certificate

courses).

How can an active and viable curriculum development process that results
in improvements to not only teaching content but real changes in class-
room instruction, be established? How does IDM move from curriculum
planning and development to actual curriculum implementation?

How can the balancing act of faculty between teaching, not teaching
(other than women faculty who seem to be carrying the load of meeting
teaching obligations), research, consultancy and private activities be
worked out (to create improvements in student learning)?

How can IDM develop a viable research program linked to the teaching
mission and to consultancies, and carried out in a professional and effi-
cient manner? Why are so many of the proposed strategies (i.e. from the
1986 and 1987-studies) not working in practice?

Printing and information technologies are important to the future of IDM.
How can appropriate improvements in hardware, software, management and
human resource development be developed to facilitate production of local
materials and cases?

How can the IDM library at the same time function as a resource center
for research and teaching, and as a support structure for students who
have very limited access to textbooks?

How can the situation with respect to audio-visual and teaching aids be
improved? Equipment has been brought to IDM that is not in use and
would greatly assist in instructional practice if put in the hands of
faculty. Also bottlenecks in the development of hand-outs should be

eliminated including disappearance of stencils and stationery.

What is the formula that will secure sufficient student textbooks for the
required courses? Is the "rental proposal” the answer? How do you get

general acceptance for the proposal?

How can improved research policies be established? (Connected with
developing greater consensus within goal subsystem.)

How can Field Attachment become a resource for learning and for the
development of the curriculum, and how can it be organized in a practical
and reliable way (e.g. with adequate and reliable transport, or to organize
it in such a way so as to reduce the need for transport)?
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13,

14.

13,
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How can catering practices and food services be improved; healthful
conditions created, leakages stopped and NORAD furnished equipment
installed? Conditions women students are facing in relationship to this
need correcting. (See proposals from special report.)

How can IDM capitalize from the large funds made available by NORAD
for rehabilitation? What changes in the organization, management and
incentives are necessary?

How can building maintenance and proper inventorying and security
procedures be put in place to improve the dormitory and living con-
ditions?

Should more than one dormitory for women students be considered if this
is serving as an artificial barrier to the admission of women? Alsn WO~

men’s real needs should be considered in dormitory facilities.
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CHAPTER 9: THE HUMAN SOCIAL SUBSYSTEM

9.1. Description of human/social subsystem

As 1ndicated in Chapter 3, in explaining the systems model used for this
analysis the human/social subsystem is usually the first to be addressed making
changes, stimulating organization development and management improvement.
Considered within the human/social subsystem are issues of climate, issues
related to institutional culture, issues of informal influence, problem solving,
human resource development, organization development, gender issues and in
this case expatriate issues. An extensive amount of data related to these issues
(symptoms) have been reported and analyzed in the preceding chapters. This
chapter will not repeat already reported information, but rather reference
sections in the report where data can be found to support the assertions made,

as well as in certain cases add additional data from the School Reviews and

Interview Data.

9.1.1. Climate at IDM

As already discussed, particularly in Chapters 5 and 8, a serious problem of
organizational climate exists at IDM. The climate issues, other than some
related to gender, do not really rest between faculty and students, as documen-

ted in the School Review Data (see Appendix E) and as observed by the exter-
nal interviewees who rated the statement, "teachers and students at IDM have

open and constructive cooperation” at a 4.0 level. The most serious issues
affecting climate rest with the Institute Leadership and may also emanate from

the rather poorly functioning communication chain up and down the system

(rated 2.9 by external interviewees).

The evaluation team concluded that the climate situation is of a most serious

nature and requires immediate corrective action or IDM will be irreparably

damaged. A further analysis will be provided in the next chapter.
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9.1.2. Institutional Culture

Although faculty and students appear to have reasonably open communication,
this does not apply to the entire IDM culture. The Chairman of the Board

should be congratulated for advocating such an open culture among all system

actors and external stakeholders and clients, but putting this into action

requires considerably more work.

IDM today is a culture marked by considerable suspicion, gossip and distrust,
as experienced by a majority of Faculty and students (see School Review data),
and working for self - rather than organizational interests. This characteristic
of the IDM culture creates particular problems for an Evaluation Team. How do
you distinguish gossip from facts? We can observe, for example, unusually large
frequencies to some of the items of the School Review, and indeed, discrepan-
cies of information is rather the norm. The Evaluation Team has worked
systematically to avoid matching assessment based on one-sided information and
has systematically challenged discrepancies of information in the representative

School Review sample through in-depth interviews of representatives of the

various interest groups involved.

The culture does not seem to reward or value team efforts and is doing very
little to encourage such group action, although there are selected examples
that are an exception to this; e.g. the spontaneous formation of the women’s
consultancy and research group. More group cooperation appears to exist on a

horizontal plane, rather than vertically, with students heavily cooperating with

students and faculty cooperating with faculty.

The culture has a heavy male bias, and this bias is blocking the full partici-

pation and development of women faculty and students.

There are clearly demarcated cliques among faculty and a perceived "in group"

that is able to control disposition of opportunities, such as teaching 1in short

courses and consultancies.

Faculty and students reported not to be involved in decision-making that

involves them and not being informed of decision taking and when to expect

results.
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The culture lacks cohesion, and appears to have deteriorated in this direction

in the past year.

Open conflict is not yet evident, but given the strong feelings and widespread
dissatisfaction of students and the departure of some quality faculty, coupled
with the economic difficulties, IDM is a conflict waiting to happen, and correc-

tive measures need to be taken as soon as possible.

For the most part the culture does not model behaviors consistent with a

quality management view of the world.

9.1.3. Informal Influence System

The informal influence system holds much sway over IDM operations, as already
discussed in previous chapters and in relationship to the charges of favouritism
(which the Evaluation Team does not take a stance on). This is not unique to
IDM, nor Tanzania; informal influence systems and reciprocity of expectations
in human relationships characterizes the culture of many African cultures and
clearly has elements that strongly support survival in a resource poor environ-

ment, where one must be able to define who one can count on.

There is no developmental conflict between the traditionally functional dimen-
sions of informal influence systems and building toward a culture with stated

laws, procedures and regulations that are enforced and enforceable.

9.1.4. Problem-Solving System

Innovative participatory problem-solving is a problem at IDM. External inter-
viewees gave a rating of 3.3 to the statement that "innovation and new ideas
are encouraged and staff is rewarded for them". Faculty gave ratings well
below three to the degree decisions on important issues involve consideration
of a number of alternatives, thorough discussion of problems until everyone
understands the issues and the degree to which members as a whole are able

to face issues when conflict arises and work them through.
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There were even greater gaps in students’ expectations and the realities on

these dimensions (See School Review Appendix E).

9.1.5. Human Resource Development

IDM is perceived to have a strong human resource development programme,
although, as reported above, women faculty indicated that they faced dis-
criminatory barriers toward full involvement. External interviewees rated the
statement, "IDM has an active, effective staff recruitment and development
programme” at a 4.0 level. They also rated the statement "staff has respect
among professional colleagues in management institutions in Tanzania and

outside” very highly at a level of 4.3. IDM has, partly as a consequence of

donor support, a highly qualified faculty.

Some problems concerning costs of external human resource development

programmes, selection processes used and cost benefits of the present system

have already been mentioned.

NORAD. has provided a very large amount of fellowships to IDM and has put
no restrictions on places of study. Many have taken their degrees in countries
like the UK, Canada and the USA that may have more appropriate programs
for IDM staff than Norway. This policy has been welcomed by all parties and
IDM’s staff today has as good formal qualifications as that found in any
business school. NORAD has been unwilling to support programs towards docto-
rate degrees (because it may tend to give priority to "academization"), and this
has been met with little enthusiasm from the Faculty. We will come back to an

analysis of this dilemma in chapter 10 and with recommendations in chapter 11.

We see the BI Twinning arrangement partly as a Staff Development oppor-
tunity. IDM has had other Twinning arrangements (e.g. Bradford and Birming-
ham Universities) which have worked fairly well, although we also heard
complaints about these arrangements (the Evaluation Team has not evaluated
these arrangements). The idea of bringing a major Norwegian business school
into such an arrangement was therefore quite natural. BI's Project Director
played a very significant part in the early developments of the Qualitative
Improvement Project. However, the role of BI as indicated above was am-

biguous. In this respect we shall assess Bl's role as a Twinning institution.
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This has not been a success as assessed by both parties. For IDM Faculty a -

"Twinning Arrangement” means a dialogue between two equal parties. To BI
this was never the case. Therefore, some of the BI consultants were exper-

ienced as "arrogant”, "top-down" and "not useful". Several crises developed, and
interestingly enough produced some very useful initiatives from IDM. As IDM
fellows visited Norway and BI, some felt left on their own, not supported and
as 'strangers". From BI's side a lot of energy and resources were used to
support each individual. However, BI is a large institution with lots of activities

and no separate unit to deal with this type of programs.

Increasingly, BI played a consultant role vis 4 vis NORAD. We understand that
this role was seen as useful, although the basis for this role was questionable

(as indicated above).

9.1.6. Organization Development

Although IDM teaches organization development to long-term students and
senior executives in the country it does not have any type of OD programme
for itself. Clearly many of the issues and problems identified in this study
could be well addressed by introduction of such a programme, particularly after

conduct of a more thorough needs assessment and management improvement

survey.

9.1.7. Gender Issues

These 1ssues have been discussed throughout the report. These are serious

1ssues and unless addressed will continue to hamper full participation of women

in the development process.

9.1.8. Expatriate Issues

While most interviewees were very complimentary of NORAD's overall involve-
ment with IDM, there were concerns about the quality and capability of some
of the persons selected for technical assistance roles. Some felt that the
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"wrong individuals were chosen", that "roles were not clearly defined", that
some had "inadequate background and experience", that "those who were quiet
were allowed to stay", that the productivity was “"everything from very useful
and excellent, to a very bad performance". Everyone commented favorably on

the work of the two first Curriculum advisors who have clearly done a very

impressive piece of work.

There seem to be two reasons for "malpractice™ First; that the Human-re-

lation-side is not working. In one particular case communication was nearly
non-existent (particularly with Top Management), and very little was actually
produced due to a very severe conflict (in which there are good arguments on
both sides). The second reason for low productivity is when the person simply

does not have sufficient professional background to deal with the complex

issues of the job.

There are clearly many factors working against Technical Advisor productivity,
including the general difficulties working in a foreign environment, technical
obstacles etc. Our impression from interviewing the last four expatriates is
that several internal NORAD factors have not facilitated their work. These
factors include: frequent turn-over of Desk officers in Dar, lack of experience
and insight about IDM in NORAD, lack of real interest in IDM (as perceived
by the expatriates), slowness and lack of communication from the Personnel
office in Oslo (e.g. unclarity and no actions regarding replacement of ex-
patriates slow down process), lack of physical support of work (e.g. great
skepticism to the use of computers resulted in serious decline in productivity),
lack of clarity about what to do and inability to resolve conflicts. These issues

depend to a large degree on the productivity of and the relationship with the

NORAD Desk officer responsible.

The more general issue is lack of sustainable development oriented goals, lack
of problem-solving capability, and lack of ability to monitor and evaluate
formatively progress towards goals within the NORAD support system. There is
little, if any follow-up of the performance of expatriates. Conflicts that inevi-
tably arise might have been avoided. Inappropriate behavior is not dealt with.
Follow-through is sometimes very inadequate. It is not acceptable that a
conflict between one expatriate and the IDM Leadership is allowed to continue
| for two full years, hurting both parties and literally blocking any productivity

in the area of investments. Since personnel issues inevitably will be an impor-
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tant and critical factor in Development assistance, the local NORAD office

should be equipped to deal professionally with the issues of Personnel Manage-

ment.

9.2. Issues in the Human/Social Subsystem

l. How can the climate at IDM, which is currently very poor, be improved
and get immediate attention?

2 How can one deal with some perceived inappropriate dimensions of the
IDM institutional culture (individualism, cliques, favouritism etc.) that do
not support sustainable institutional development, do support a hidden
curriculum and do not model quality management performance?

3. How can one use and control the informal influence systems that are very
strong and may be a two edged sword, at times helping, at time hindering
constructive developments?

4. How can one improve the problem-solving system to become open and
conducive to innovation, to be able to cope with conflict and to work

issues through and carry out decisions?

5. How can cost, benefit and equity considerations in the human resource
development programme be better taken into account?

6. How can IDM institutionalize a systematic organizational development
programme? (A process it teaches to the most senior managers of the

country.)

7. How can the gender issues at IDM receive serious attention?

8. Expatriate performance has been uneven, at times providing technically
qualified help with poor interpersonal skills, at others providing assistance
with good interpersonal skills, but lacking technical and influence abilities.

How can the expatriate system be improved?
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CHAPTER 10: ANALYSIS AND CONCLUSIONS

The purpose of this chapter is to draw conclusions and to attempt to explain
the dynamics in the internal and external environment that has shaped IDM as

we know it today. We have two major standards to apply to this analysis:

1. Criteria for a Good Management Training Institution: Chapter 1 dis-
cussed the main criteria developed prior to this evaluation project, criteria
we now tested against the experiences of key actors within and outside

IDM. These assessments are summarized using judgement based on the

information given to the team.

Use of a "Systems model" allowed us to analyze information across sub-
systems in order to explain the results by analyzing the data available.
The main purpose is an attempt to understand the underlying forces at
work which is a condition for doing something about it. This analysis will

lead us to recommendations in the next chapter.

2. The Evaluation Questions: Based on the Terms of Reference and dis-
cussions during the Planning Conference in Oslo in December, eight
evaluation questions were developed (see Chapter 1). These questions
guided the data-gathering process, and the subsequent section summarizes

our collective answers to them best on "best judgement".

10.1. IDM as a Management Training Institution

To what extent does IDM meet the criteria for a good MTI? We shall take

each criterion, summarize the information we have and try to explain the dyna-

mics internally and externally.

Criterion 1: There is a joint understanding of underlying values and

philosophies of the MTI, and these dimensions are discussed among tea-

chers and the MTI leadership.

We find that IDM is "moderately successful" in this respect. Within the

Faculty in particular, the Subject Panels discussions take place. It 15 very
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rare, however, that the entire Faculty involves itself in basic and strategic
discussions. The faculty is critical when it assesses its own joint under-
standing of values (see Appendix C, Faculty version, profile 14). Some
discussions have been initiated by expatriates (e.g. during the Qualitative
Improvement Project period), however, we do not see a regular ongoing
process that facilitates a joint understanding. This is particularly true
when it comes to discussions between Faculty and the Administration,
while not even considered as legitimate among administrators, faculty and
students. There are attempts to "bring the institution together", however,
as can be seen in the new "Corporate plan". Yet, these appear to be more
ad-hoc activities and do not really involve the administration and the
faculty in "basic" discussions that commit the parties. In reality "agree-
ment” on mission is a "fait accompli" due to forces only partly under the
control of IDM. Motivation for discussions on values is low simply because

external forces determine "values" in practice.

This can partly be explained through a combination of forces in the

structural, the technological, and the human-social sub-systems:

r rally, there are two forces that seem to drive the institution
towards its present institutional practice, namely the Economic crisis
on the one hand (that forces IDM towards a "survival strategy"; e.g.
developing supplementary activities that come with cash), and on the
other hand, large unmet short term training needs in Tanzanian
society that provide new market opportunities for IDM. Structurally

IDM 1s forced to meet short term in-service needs.

Technologically, this "pragmatic change process" is possible because
an on-going critical process of wvalue clarification and long-term

planning is not installed (therefore there is no "organized oppos-
ition"); also there is generally a lack of Needs Assessment and an
understanding of various client needs. This allows the more pragmatic
"survival orientation" (those who pay are served) in practice to

determine changes in mission.

In terms of the Human-social factors the informal system has been
quite strong in facilitating this process. The staff needs incentives;

strong teachers (often male teachers) get the opportunities and
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become a major force for the shift towards more market oriented

approaches.

The Evaluation Team does not take a stand on the desirability of these
changes. Our point here is that a systematic debate and development
process based on a joint understanding of values and mission 1s replaced
by strong forces within and external to IDM that favor a pragmatic

market oriented policy shift.

Criterion 2: In cooperation with representatives of the market, the MTI

sets its goals and strategies, serving society (economy and market needs).

From what has already been said, this criterion is met to a much higher
degree. There has been a major shift in the last few years, pushed by
internal faculty sensitive to demand and assisted by the "Qualitative
Improvement Project”, that has worked to establish a consultancy program
and short term courses. Again, we feel that IDM in relationship to this
criterion is "moderately successful", and can be explained through many of

the same arguments as for criterion 1. There are, however, a few modera-~

ting forces:

Technologically, IDM has not found a process that creates a useful
dialogue with the users of their services. Field Attachment could be
used in this respect, however, it is only marginally exploited for this
purpose. Occasional conferences have been arranged with the partici-

pation of the users, however, with only moderate success.

Structurally, we find the MLMD as well as the Governing Board to
be somewhat vague and unclear in this respect. We would assume
that the parent Ministry as well as the Board would have as a main

mission to be a bridge to the market. We do not find support for

this in our data.

The new Department for Short Term courses and Consultancy can be an
important structural element in the development of a dialogue with users.
It becomes imperative that this department is used systematically to feed

information to the on-going long term training program. At this stage we
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do not see structurally how this will be done, other than existing joint
appointments of faculty. The danger is that it has "a life of its own", a
prestigious place where new money can be earned, however, where the

potential professional benefit to the traditional IDM programs becomes

questionable.

Criterion 3: The MTI has open and effective communication channels to all

the parties within the institution.

This criterion is inadequately met at IDM today. This is particularly true
for communication between the Faculty on the one hand, and the Admini-
stration (in particular top management) on the other. It is also true for
communication between the students, and the administration. We find the
explanation within the Structural, the Human-social, the Leadership, and

the Technological sub-systems:

Structurally, two factors are important for our understanding. On
the one hand IDM has a very heavy administration (approximately 450
persons serving about 100 faculty and about 1000 students). Any
heavily centralized administration tends to become very bureaucratic,
client-orientation becomes blurred, communication with faculty and
students becomes cumbersome, and as a result, needed services are

not provided on time (or ever).

At the same time, IDM lives in new times economically - and this
goes for both the institution and the individuals. In this climate
there 1s a tendency to control - and there is also a tendency to use
funds and materials for private consumption. There are numerous
examples of very complicated control routines - and at the same
time - many charges of misuse of funds and materials. Rightly or
wrongly, those who do not control the funds (the Faculty) become

suspicious of those who do (the Administration), and top Management

is made responsible.

Human-socially this crisis of distrust is exacerbated by cultural
tendencies (in the organization), such as charges of favoritism (e.g.

perceptions about who gets consultancies), the informal system is
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very strong and there seems to be limited capacity to face these

charges and to resolve the communication problems. Gossip and

rumor are the result.

In terms of the Leadership subsystem we find the situation particu-
larly difficult. The Principal has not succeeded in building the

necessary trust within IDM, something which simply adds to an
already difficult situation. The Evaluation Team does not take a
stand on the many charges we have heard. It is clear, however, that
the Principal has not been able to deal constructively with the lack
of trust (based on facts or myths), and as a result the human-re-

lations in the institution are deteriorating.

Technologically, the institution has not developed norms and proce-
dures to deal with human conflicts. There is a general lack of
problem-solving skills and procedures. Crises are dealt with ad-hoc,

in an authoritarian manner and with very few positive effects.

Criterion 4: Teachers and students have open and constructive cooperation.

IDM is doing "reasonably"” well in this respect. There is a general positive
atmosphere in the classrooms and in the informal system. We have noted
the problems some female students and faculty have at IDM which is not
healthy for their future development and lessens their potential for
contribution to the country’s development. There are complaints from
students that teachers seldom have time to talk, that there is discrepancy
between time used for counselling students and what students need, that
student opinions rarely are taken into consideration by teachers, that stu-
dents are not involved in evaluation of instruction and that problem-

solving often is ineffective (see appendix C, Student School Review data).

When we assess the degree of cooperation among students and faculty as
reasonably good, we have tried to assess the IDM climate in this respect
with experiences students and faculty have had in other Tanzanian insti-
tutions of Higher Education. Both parties tend to agree, however, that

there is much to do in this area, and there seems to be willingness on

both sides to improve.
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We think this part of IDM life can partly be understood as a consequence

of forces within the Mission/norm, the Structural and the Human-social

subsystems:

In the Norm sub-system we believe that Tanzanian traditions of a rather
hierarchical teacher role has partly survived at IDM. Students normally do
not play an active role in Tanzanian schools. It is mainly through a
formal Student representation system that students have some influence

(which is rather moderate).

The Human-social subsystem, or the strong informal system of IDM
explains most of the practice. The School Review data tells us that
there is great variation in terms of communication and cooperation
between students and teachers. The situation is individualistic, it
depends greatly on the individual teacher, who has considerable
power in relation to students. Most teachers act in a responsible
way, however, there are several cases of questionable conduct that

damage teacher-student relations.

The Structural subsystem helps us to explain some part of the
practice. The teacher-student ratio (about 1:10) is comfortably low,
which provides the opportunity to work with each student and small
groups of students. We are afraid that this opportunity is not fully

utilized. However, where the teacher is motivated and able, the

opportunity exists.

Criterion 5: The staff is committed to the mission of the institution.

There can be little doubt that the Faculty in general is committed to the
IDM mission. In principle, faculty also make a real effort to follow
through. The facts of life are, however, that the balancing act of tea-
ching, earning extra money on consultancies and extra teaching, developing
a farm (which now provides a much better income than the "full time"
teaching position) and professional development necessary to stay qualified
in the job, becomes very difficult to manage. In practice, therefore, a
number of teachers have to spend time on money-generating activities
partly damaging to mission achievement. We still say that the staff - in

terms of Faculty has a high commitment to the mission.
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Even so, there are student complaints about unfair treatment, victimi-
zation, of teachers not coming to class. This is an increasing problem,
partly due to personal commitment and partly due to the fact that the
administration schedules teachers at the same time in long term and short
term courses (where there is extra money to earn). Many students also
complain about teachers not being prepared, of poor pedagogy, teachers
having no time and providing little guidance. Qut of some 120 individual
complaints from students, about one third dealt with complaints concer-
ning teacher commitment in our School Review data. How do we explain

-these complaints and what has caused the situation described by both

faculty and students today?

The Environment and the general reputation of IDM in Tanzania in

our view is an important factor in explaining the pride many feel at
working at IDM. It is a unique institution of higher learning. Tea-
chers of IDM have a fairly high reputation both among clients and
their peer group and it has been a place (so far) where professionals
have found opportunities for development (mainly through Donor

support). These factors are still important to understand the positive

attitude towards IDM.

The Structural sub-system provides some explanation. IDM provides

housing and farming ground. It is possible to have a decent life at
Mzumbe, including schooling opportunities for children, a short

distance to work and some other fringe benefits. The negative

factors are mainly to be found in:

The Technological subsystem. The lack of effective procedures for
maintenance has resulted in a rapidly deteriorating campus. Lack of
effective procedures for service to the faculty (e.g. Teaching aids,
stationery, etc.) make daily life intolerable for teachers (in particu-
lar when the Faculty knows that the equipment provided by NORAD
is stored in containers on the campus). There is a general lack of
fair and systematic incentives for Faculty (a necessity since salaries
are inadequate). This is causing great concern and may be one of

the most important demotivators today.
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One particular conflict that is potentially a problem in relationship
to Commitment is the conflict over Objectives, as illustrated in the
conflict over professional development programs towards Doctorate
degrees. This is a conflict within the Mission/goal-subsystem. The
opportunities for Professional Development - often in terms of
training abroad provided by Donors - has clearly been an important
motivator. The impression among faculty today is that NORAD is not
willing to support Doctorate studies abroad. This may be a case in

point where commitment will be tested (see recommendations in the

next chapter).

Added to this - as stated several times above - is the strong individu-
alistic informal system that operates here, i.e. it depends largely on the
individual teacher - taking all the above into account. This factor explains

most of the variation in our School Review data as it relates to Faculty

commitment.

The data does not allow drawing conclusions about the commitment of the
total administration to IDM. Our interview data deals with the higher
levels of administration only. These interviews indicate that much of the
same rationale exists among the administrators; e.g. a professional organi-
zation like IDM is more interesting than an ordinary Parastatal organi-
zation, the area is nice to live in, etc. Again, we do not have the basis

to draw conclusions about the commitment of the administration to IDM.

Both our student data and our School Review data from faculty indicate
that students at IDM are committed to IDM, they are proud of being
students at a unique institution of higher learning. They are generally
interested in their studies and they work hard, including organizing their
own learning groups to supplement classroom instruction (mainly due to

problems of English being a second language, and poor implementation of

the semester system curriculum).

Criterion 6: The Institution has a high capacity for Inner Renewal.

IDM has in many ways shown a considerable degree of Renewal. This is
best illustrated by the fact that IDM’s services have greatly expanded
(e.g. the types and number of courses), and partly by the fact that the
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institution has undergone a process of curriculum renewal (e.g. towards
the Semester system), to a considerable extent supported by NORAD

Technical Assistance.

As we analyze these processes further, however, the Evaluation Team
comes to the conclusion that renewal in terms of Behavioral change (e.g.
new approach to teaching, improved problem-solving processes) is gener-
ally not happening. In other words, IDM has a capacity for Structural
changes - at least those that do not change roles and relations - but has
only a small capacity to resolve process issues. We see the explanations

largely within the Norm-subsystem, the Human-social subsystem and the

Leadership subsystem:

The Norm subsystem of IDM is mainly that of a bureaucratic Para-
statal organization. Changes are fairly slow, the institution is ruled
by regulations and this type of system tends to favor structural

reforms over process renewal. There is little tradition for renewal in

any other sense.

The Human-Social subsystem is characterized by a negative and
suspicious climate (in particular between the Administration and the

Faculty), problem solving is rather individualistic or happens in
smaller groups (e.g. see Faculty School Review, profile 12). Few
believe that IDM as an institution can take hard decisions about
priorities. The tradition is to add new programs and ideas (so that

everyone is satisfied).

The Leadership subsystem has positive elements in terms of "fire-
fighting", providing food for students, negotiating between interest
groups and playing a "political" problem solving role. Also, in areas
of structural reform (e.g. the "Corporate Plan" activity), the top
Management has shown initiative. In critical areas, however, such as
the area of Maintenance Management and ability to establish commu-

nication and resolve human conflicts, the top leadership has shown

limited abilities.
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Criterion 7: The institution has a strong and effective leadership

The data and the discussion above indicates that this criterion is not met.
In fact, the leadership of IDM is weak. This has been a problem that has
plagued the institution since its creation (see chapter 6). We can best

explain this unfortunate situation as part of the Environment, the Norms

and the Structural subsystems:

The Environment, here represented by .the GOT, has not developed
acceptable criteria for the selection of the top administrator at IDM.
In the absence of clear and acceptable criteria the process of selec-
tion has been inadequate. The Evaluation Team has learned that the
GOT may have used this position (as well as the top administrator
position in other training institutions) to resolve leadership problems

in other Government and Parastatal organizations.

A second aspect of the Environment is related to funding. IDM’s
leadership is faced with a nearly impossible Management task r.;f
finding resources when they do not exist (due to very late payments
by the Government and the Parastatals). A number of the complaints
of Faculty about the leadership is in our view related to the insta-

bility of funding, a situation the present Leadership has not been

able to fundamentally change.

The Norms of seniority and the tradition of selecting a Civil servant
as the leader of a professional organization like IDM is unfortunate.
This leads to recruitment of persons near retirement with agendas
not necessarily constructive for the development of the institution,
Also the norms of hierarchical management with traditional "top
down" power within the institution make changing leadership behavior

difficult to achieve through a normal feedback process.

The Structural dimensions relate to the role of the Governing Board
and the relations between the GB and the Principal. The Principal
and the Chairman are both appointed by the President. The Board
members are appointed by the MLMD. These formalities are important
in Tanzania. In practice, the Principal has considerable power and is

the key informant to the Board about the institution, The Board has
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limited opportunity to really get information on a broader basis and

to supervise IDM effectively.

Criterion 8: The MTI has buildings, facilities and equipment adequate to a

future oriented program.

IDM is a rather unique campus, and by all measures should be an excel-
lent facility for a future oriented program. Donors, in particular NORAD,
have very generously provided assistance to nearly all aspects of the

facility. In spite of these heavy investments our conclusion is that IDM

today only meets this criterion to a "moderate degree".

This conclusion does not question the original investment, nor the quality
of the facility as such. The problems are related to the totally inadequate

Maintenance and Rehabilitation program, the totally ineffective use of the

NORAD sponsored equipment and the lack of effective distribution of

needed teaching-learning materials. (See chapters 7 and 8 above.)

How is it possible that IDM does not receive a high score on this crite-
rion, taking 17 vyears of external funding into account? The explanations

are very complex, involving all sub-systems:

The Environment of IDM, largely Government and Parastatal organi-
zations, has been going through economic crises during most of the

70-ies and 80-ies. The external criterion for effective leadership has
often been "avoiding student riots", i.e. the first order of the day is
to feed students, next to take care of the minimum requirements for

instruction, board and lodging. Maintenance 1is simply not the first

priority.

The Norm-subsystem does not encourage Maintenance. We see this as

historically and culturally related. IDM 1is not special in this respect,
although we have seen campuses in Tanzania where maintenance
indeed is valued and practiced. We assume that in institutions where

maintenance 1S not a priority, maintenance jobs are not the most

attractive either.
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Structurally, the organization of the Maintenance operation 1S not

effective. This is partly due to the top heavy administration creating

a distance between the actual user (e.g. student), and partly to the
service delivery (i.e. the Maintenance administration). The Mainte-
nance Committee has been largely ineffective and the present ad-hoc

Project organization is a doubtful structure.

The Management of materials and resources is totally inadequate in
other areas as well. The budget structure can be used to "borrow"
funds from the Development budget to the Recurrent budget (e.g. as
is the case for the Book fund). This creates large deficits and
undermines the Development intentions. Similarly, the matching funds
in local currencies are often not available for Maintenance to take
place (in spite of the fact that the equipment and materials as well

as the Maintenance staff is there).

Technologically, the system 1is even Wworse. The procedures and prac-
tices of NORAD in relationship to IDM have been less than clear.
Mis-communication has been the result. Procedures that allow needed
materials to be stored in containers at the campus for two years
leave much to be desired. Lack of control and feedback procedures
have made this pnssible. NORAD has relied on the work of a Com-

mittee, in this case a highly ineffective management strategy.

A major explanation may be found in the Human social subsystem.
All work connected with Materials management, Food Management
and the like, including Tender Boards can be exploited, and in many
peoples’ view they have been exploited by the administration. This
has created major conflicts and communication has in some cases
been poor. Not only is it true that IDM has no procedures for
conflict resolution and problem-solving, this is also the case for

NORAD - and its relationship to IDM.

As far as the opinions of the majority of the Faculty and many
students are concerned, the Leadership is responsible for the lack of
Maintenance. The Evaluation Team does point out inadequate insti-

tutional leadership as one aspect. It is, however, also clear that
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neither NORAD nor the Government managed their respective leader-

ship roles adequately.

The lack of maintenance and rehabilitation of the campus is a major
cause of concern. It penetrates everything, from the catering services, to
the lack of teaching equipment. The Evaluation Team can only conclude
that the present administration with more than 500 employees and a vVery
generous external Donor is not able to cope with the minimum require-
ments of maintenance at IDM. Decentralization of responsibilities to users

of buildings and to occupants of living quarters regarding maintenance

should be considered.

Criterion 9: The MTI organizes its learning resources effectively

IDM does not meet this criterion effectively. In spite of major investments
in buildings, equipment, curriculum development and staff development,
most teaching is traditional lecture. And only that. Both faculty and
students realize the need for more varied instructional methods, and we
have observed that several teachers are using more varied methods in the

short term courses as well as in teaching outside IDM.

Although there is wide acceptance of the Curriculum Development process
that was initiated and carried out by the "Qualitative Improvement Project”
(with Technical Assistance from NORAD), there are major complaints
about the implementation of the same curriculum. This has to do with
overload, use of old notes not tuned to the new semester system and lack
of handouts, textbooks and other materials. The students are not encou-
raged to assess the quality of teaching and they are really concerned
about the quality of their training. The reasons for inefficiency at this

level can probably be explained within the Structural, the Technological

and the Human-Social sub-systems:;

Structurally there are several problems: The salary levels are too
low, teachers are torn between several agendas, they will give
priority to survival (and short term teaching provides cash). As IDM
develops today there is a great danger that the full time student

gets less and less attention (due to the unbalanced incentive struc-
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ture). The new Semester system was well developed. However, tea-
chers were not well prepared for its implementation. The same 1S
true for Field Attachment which is structurally sound. However,
implementation is poor (usually due to lack of funds). The way ser-
vices and support for teachers (e.g. office space, equipment, statio-
nery, audio-visual aids, etc.) are structured today, they are highly
inefficient. Finally, the established system for book-allowance to

each student is far too low to cover the cost of books that are

necessary.

Technologically, there are also several factors that may explain lack
of implementation: On the positive side, teachers are highly quali-
fied, also trained in various methods of teaching, but due to struc-
tural conditions they do not use their skills (see above). The proce-
dures to guarantee teacher services are inadequate (probably due to
a very centralized administration), procedures to guarantee textbooks
and other materials are inefficient as well (and can, as we have
seen, be set aside when pressures arise). The procedures for deve-
loping Tanzanian training materials are inadequate. In total, the

break-down of these procedures constraints the teaching-learning

process.

There is variation in the way the curriculum is dealt with and the
use of alternative methods. The Human-social factors are important

here as well, and illustrate the "loose coupling” of IDM.

Criterion 10: The MTI organizes its consultancy tasks effectively

So far, IDM has not met this criterion effectively, however, progress has
been made during the last year, particularly as IDM has now organized a
separate department for Consultancy and Short Term courses. However,
clients do not yet see IDM as an effective consultancy organization. Yet,
there is an interest among several major clients to use IDM as a consul-
tancy agency. The reputation of individuals who have carried out consul-
tancy work is generally good. The facts are that individual faculty mem-
bers have done very well as consultants, while IDM as an organization

has not. This is what the new Department intends to change. So far, the
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more senior faculty members have been involved. It is the intention to
get more junior faculty members involved, and to involve female faculty

members more actively in this area of work, What can explain the slow

progress so far in this area of IDM’s mandate?

Technologically, there are several reasons: Consultancy is a profes-
sion. Apart from teaching. It requires special skills. Until recently,
the faculty was not systematically trained in consultancy work
(which is now changing). Since consultancy work usually means
working closely with the client over time, an effective transporta-

tion system is vital to IDM for consultancy work to materialize. So

far, transportation has been a major problem.

The Environment and the Structure are as important for consultancy
as the Consultancy organization. Consultancy is based on trust.
Regular communication is necessary. It is not only important to be
"the right person for the right job", it is also important to be there
at the right time. IDM is situated far away from the main clients.
This is a handicap for regular communication. Moreover, it is a
psychological handicap. Agreements are made informally at times and

places not planned. It is not only a question of transportation, it is

a question of location.

Structurally, a Training. institution as such is not normally geared to

the rapid pace of consultancy work. Since consultancy work is often
seen as a personal relationship to a client, the tendency will be for
individuals with good contacts to clients to seize the opportunities.

This is clearly facilitated by the fact that the salaries are inadequate

and consultancy work is relatively well paid.

The Human-social factors can probably explain a great deal about

successful and less successful consultancy work. It is probably an
illusion to think that most faculty members will be doing consul-

tancy work. Some will. It i1s important for the climate at IDM that

the process is as open and fair as possible.
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Criterion 11: The MTI organizes its research effectively

IDM does not meet this criterion. The attempts to build up a research
program have to a large extent failed. IDM is not producing research that
can guide its own practice, it does not serve Tanzanian Management In
providing alternatives based on empirical findings of management practices
in Tanzania. New models of management practices are imported. We

explain this lack of success as follows:

Structural research is an add-on and not an integrated part of each

faculty member’s work. Since it demands considerable time and
energy over long periods of time - and it is very inadequately

financed - there is little hope of producing significant results.

Technologically, the research process is poorly understood, there is a
general lack of research skills and the procedures for producing the
reports are regularly breaking down. The very basis for producing
research is therefore inadequate. In addition, the procedures for

accounting for every detailed cost figure are additional demotivators.
The leadership does not give research the necessary support.

The Human-social factors are interesting to note. Faculty 1is very
interested in doing research (See Faculty School Review data).

However, there is little support for it, incentives are inadequate and
even publishing cannot be guaranteed as an incentive. There 1s not a

"community of research" either - a condition for successful research

work.

As IDM has organized its consultancy and short term training programs,
it needs to organize and strengthen its research program. I*t has to be
geared to support the primary teaching activities. If IDM in the long run
is to solve the problem of lack of locally relevant training and reading
materials. it can only be done so through a well planned and executed

management research program (institutional research policy).
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10.2. The Evaluation Questions

The Evaluation Team, in cooperation with representatives of the MDC and the
GOT, set out to answer eight evaluation questions. This section briefly summa-

rizes the answers and refer the reader back to the various chapters for more

detailed information:

Question 1: What were the critical phases and processes in the develop-

ment of IDM?

The decision itself, to create a central Management Training Institution
clearly met a need in Tanzanian society. IDM 1is still a central and impor-

tant Management Training Institution.

Generally speaking there were three "phases" important to the develop-
ment of IDM:

1. The Construction phase with at first the Nordic Donor support,

and then NORAD support, was quite instrumental.

2. The Quantitative expansion phase, when the institution reached
out to a number of client groups and developed a rich variety of

long term courses.

3. The Qualitative Improvement phase, when both the Curriculum of

long term programs were developed, as well as short term courses

and consultancies.

Question 2: How well has IDM met the expectations of the interest groups

(e.g. Government, receiving institutions, donors, staff, students)?

We answered this question at some length earlier in this chapter. In
relation to external stakeholders IDM has a high reputation and
clients are generally satisfied. Increasingly, however, external groups
are worried about the "profile" of IDM. There is general concern

that IDM should "stay practical" and assist the country in providing
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relevant and practical Management skills to local and central institu-

tions.

The extent to which expectations are met for internal groups varies
considerably: Students are generally most satisfied. Administrators
also express general satisfaction. However, the faculty have concerns

about their work and about the developments of IDM (see discussion

above).

Question 3: What are the strengths and weaknesses of IDM today (internal
organization as it relates to teaching, curriculum development, research,

consultancies, maintenance and overall management, and relations to

market)?

Again, this question is answered at some length in the discussion
above. There are numerous problems with the IDM organization;
basically it is too bureaucratic, top-heavy, inefficient and slow to
change in terms of procedures and processes. The practice of the
classroom has not changed much the last 10 years, research 1is
nearly non-existent and maintenance 1S Very poor. General manage-
ment is less than effective. There are positive sides, though: IDM
has developed its curriculum, changed to a Semester system, rapidly
develops short-term courses and is presently organizing a separate
department for consultancies and short term courses. There is a very

clear need for Organizational and Management Development at IDM.

Question 4: What are the alternative scenarios for the next 5-10 years (as

far as market segment, size, mix of activities, sustainability are con-

cerned)?

The Evaluation Team has identified three "models" that play a role in the

discussion about IDM’s future:

1. The Practical, Downward and Outward Model: to meet needs for
public administrators in ministries, regions and local government,
diversify offerings and tailor them to jobs, offering more short term

and one year courses and offer more opportunities for women.
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This model was most often described by senior GOT officials serving
as ministers or principal secretaries. It may, however, demotivate

qualified faculty who seek career possibilities.

2. The Business School model: to serve mid and upper mid level
cadre trained in practical business and accountancy skills. It would
emphasize the consultancy aspect of the mission, include an MBA/-
MPA program and provide short term courses for trade, industry,

business and the public sector. It may include satellite IDM campuses

closer to the work places.

Some version of this model was most often described by senior

parastatal officials, and it also has considerable internal support at
IDM.

3. The University model: to place more emphasis on theoretical
teaching and the research aspect of the mission; this would not
include the downward direction and diversification called for in the
first model. It would emphasize theory and models and aim at higher

level management in public and private institutions.

This model has some support within the faculty and among top level

IDM administrators.

No Needs Assessment has been made to support any one of these models.
The impression the Evaluation Team has gained from discussions with
representatives of MLMD, is that there are larger needs than IDM can
possibly meet. The process of decentralization of public administration
makes the first model particularly attractive. There are also strong argu-
ments for the second model since the structural changes in the economy

calls for better trained mid and upper level managers.

As discussed above, there is a potential conflict over the IDM mission, in
particular because a well trained faculty has ambitions for further develop-
ment. To be able to define professional development and research as part
of the first and/or second model, is an important leadership challenge in

the next few years.
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Question 5: How well has NORAD met the expectations (of the Norwegian
authorities, the Tanzanian authorities, the IDM staff)?

It is unclear if NORAD actually has a Policy in relationship to IDM. In
many ways NORAD's general policies for Development aid, as well as
policies for aid to Tanzania do not fit the type of assistance to IDM.
This has probably been one of the internal issues within NORAD, which
has had consequences for NORAD's behavior vis a vis IDM.

The Tanzanian authorities seem to be very favorable to NORAD's contri-
bution to IDM. Expectations have generally been met. NORAD is being

looked upon as the key actor in the development of IDM.

The IDM staff expresses great satisfaction with the support from NORAD,
indeed, many feel that the institution would not be able to function
without some of the basic support (i.e. books, equipment, rehabilitation).

The faculty regret the "negative attitude" of NORAD towards "Doctorate-

fellowships" and towards the MBA program.

Question 6: What are the strengths and weaknesses of the NORAD support

(particularly over the past 5 years)?

The strength of NORAD’s support is the fact that it has supported a key
national institution with real needs over a long time span, a significant

contribution to development in Tanzania.

NORAD changed its support quite considerably in 1984 towards qualitative
aspects of IDM. Considerable progress has been achieved in several areas
like curriculum reform, staff development and provision of books. IDM
today has a highly qualified staff and a curriculum that generally meets
client needs. Although NORAD support has been important and necessary,
it has not been sufficient to guarantee implementation. As noted In this

report a series of implementation problems causes serious problems at IDM.
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At the policy level NORAD has been unclear, with negative consequences
for the expatriates and partly for the Government. NORAD does not have
a strategy for influencing IDM policies and has inadequate links to rele-

vant Government bodies concerned with IDM. Communication is inadequate.

The weakest part of NORAD support lies in the lack of strategy in its
Development policies vis a vis IDM. Expatriates are functioning as "consul-
tants", however, are integrated in the line organization. They combine the
"funder-role" with a "consultant-role", making it very unclear for the
client (MLMD and IDM) who they are dealing with. It tends to mean
acceptance of consultancy services not necessarily needed (because it may

be a better guarantee for other resources that are needed).

Also the project design of the Qualitative Improvement project was dys-
functional. To have two independent systems of Technical Assistance
working parallel to each other (BI and the Curriculum advisors) was a
very unfortunate design causing problems for both parties. In retrospect
the "Twinning arrangement" with BI in Norway has not met the expec-
tations on either side, partly due to the structural inconsistencies men-
tioned above, however, also due to different expectations to the arrange-

ment,

The expatriate program has received mixed assessments from faculty and
administration. The performance has largely been dependent on the indivi-
dual. The expatriate has largely been left alone at IDM and the NORAD
support system 1S described as "quite inadequate®. The Evaluation Team
has noted a serious of inconsistencies in the NORAD system, lack of
problem-solving skills (e.g. to resolve major expatriate-client conflicts)

and a general lack of follow-up.

NORAD’s support for maintenance and rehabilitation has largely been a

failure. The reasons for this failure have been analyzed earlier in this

chapter.

Question 7: What are the alternative scenarios of internal and external
support (both in terms of size, areas of investments, strategies of manage-

ment and monitoring)?
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This question deals with future support. It will be dealt with in the

recommendations in the next chapter.

Question 8: How can IDM manage an appropriate Maintenance Program?

This question will also be dealt with in the next chapter under recom-

mendations.

Having summarized our findings, related them to our original criteria and to

the eight evaluation questions, we shall now turn to our recommendations.
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CHAPTER 11: RECOMMENDATIONS

The purpose of this chapter is to put forward recommendations to the GOT, to
the MDC and to IDM. These recommendations are based on the observations
and the analysis above. Prior to a review of the issues and presentation of the

Evaluation Team's recommendations, a review of interviewee recommendations

1s in order:

11.1. Interviewee Recommendations

Representatives of the external environment are quite concerned about future
support. Recommendations are that NORAD continues its support, however,
partly changes the way it works. NORAD should work more with the Govern-
ment policy makers, and should channel money through the Treasury. It should
continue the support for books and materials, further support housing and the

infrastructure, and be more specific about project support.

Several persons stress the need for Information Technology building towards
improved future management. Others feel that Technical Assistance should be
reduced, however, that long term commitment is needed. Others strongly
recommend that Needs Assessment is done prior to new investments, and as a

clear basis for mission clarification and strategic planning.

Representatives of the Administration mention just about every aspect of IDM
needing further support. Of particular importance are books and stationery,

upgrading of the library, printing and maintenance.

Several additional buildings are mentioned a number of times: e.g. offices for
academic staff, staff houses, dining hall for the short courses and "short

courses block", meeting place for staff, etc.

They also mention staff development and incentives, the improvement of the
printing process and research. They are somewhat skeptical to more Technical

Assistance, would prefer short term experts and someone "who understands

Tanzanian problems".
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Representatives of the Faculty also propose assistance for the improvement of
the physical conditions and equipment. They are mostly concerned with profes-
sional development (including doctorate programs), better work conditions
(including offices, teaching aids etc.), propose a much more active Information
Technology program and support for ongoing evaluation. Many are concerned

about the prospect of NORAD possibly withdrawing.

The expatriates interviewed also had several proposalss They see a need to
promote programs that help IDM to "move from a bureaucratic top heavy
administration to a professional organization, using its own expertise in its
own yard". They see a need to limit the mission, to do well what one does,
not to build further on the MA programs, but concentrate on doing a fine
practical job. NORAD should support Needs Assessment, organizational develop-
ment, rehabilitation with external monitoring, books and materials as import
support, possibly develop a new Twinning arrangement and continue to support

professional development (which does not necessarily mean "courses" or "trai-

ning").

Discussions with Agder College may give IDM a needed "bridge" to Management

Development professional resources in Norway.

Let us now turn to the issues that we have developed in our discussions above.

We shall list them according to the subsystem they belong to:

Issues in the External Environment

1. IDM faces a number of significant barriers and constraints, probably
largely beyond its control from the external international and regional
environment. Sources of capital on loan or grant are diminishing and
outward bound payments to the wealthier nations are increasing. Donor
flight in the face of trouble at home and shifting back home political
priorities and funding fads is at odds with the notion of creating sustai-

nable development.

While some of the developing countries’ current difficulties (Tanzania
among them) is of their own making, these young, fragile nations have
far less capacity and resources to withstand disruptions of the type they

now face, than when times are better.

2 There is a significant lag time in making judgments about "real” effects
of development inputs. Observable, tangible results often take one or two
generations. Economic upturns usually have their roots iIn actions taken
several years previously. Witness Tanzania’s recent listing among the
African countries showing improved economic performance, while the so
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called crisis period it experienced during the early to mid 1980s (a basket
case) and its internationally loudly voiced denunciations of the IMEF,
probably brought more international negative attention to the country
from certain western donors than its performance deserved when judged

within the total African context.

The issue is whether Tanzania and the performance of its institutions,
such as IDM, because of its so well publicized stance on grassroots
development during the Nyerere era, 15 today judged by more critical
standards than other developing African nations.

For a period Tanzania bashing became a favorite activity among the
donor and international financial community. (A still classified World Bank
report describing some of this as well as its consequences to Tanzania
may help to bring some rationality and objectivity to the review of fits
and starts of Tanzanian development.)

At 1ssue in terms of this evaluation may be how fully and carefully has
NORAD analyzed its historical reasons for and responsibility to its involve-
ment in Tanzania in light of what has been learned about the requirements
for creating sustainable development.

Compounding the international forces have been the regional difficulties
experienced by Tanzania’s neighbors. The issue to be explored is whether
IDM has the potential to become a more pro-active player in creating
management capacity and improvement within the region, and what are
the trade-offs given the tremendous national needs in terms of quantity
and quality of output, for it actively seeking to become more regionally

involved.

How to off-set the effects of an overall foreign exchange and cash flow
crisis within GOT is at issue in terms of late fees payment for students
to IDM, ability of GOT to pay the real costs of training students at IDM
without donor assistance, the low salaries paid to IDM faculty forcing a
"juggling" act just to survive, how to mitigate against individual economic
enhancement, and how to lower expectations of the nation and various
interest groups of what can realistically be achieved in today’s environ-

ment.

How to set priorities, within resource constraints, so as to meaningfully
impact the country’s quantitatively and qualitatively large needs and de-
mands for management improvement,

How to meet the needs of and expectations for a practically oriented IDM
product able to deliver the goods in light of resource constraints, faculty
perceptions of their role and available incentives, lack of real world
management practical experience on the part of most faculty, increasingly
less experienced student body, and the tug and pull of already existing
"Interests" on the part of current IDM clients to get their needs met in

expanded ways in the future?

How to reward well qualified local expertise well enough when faced with
having to 1mport much more highly paid external technical assistance in

order to keep donors interested?
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How to systematically catalyze and design IDM improvements In staffing,
student body, curriculum and placement so as to serve the country’s
stated objective of full and equal participation of women in development?

How to develop a systematic and ongoing needs assessment process and
dialogue with IDM clients and then interface this with continual revamping
and improvements to instructional practice and materials development?

How to balance the increasing demands for more students in a diverse set
of areas, with needs to conduct inservice short courses, do research and

consultancy?

How to address the external environmental influence questions. How much
autonomy should IDM have? How much should the various Governing
Bodies have? Who will decide? Will there be a reorganization shortly and
what will be its real potential consequences?

How does the donor best fit in? Will NORAD continue its assistance to
IDM over the long term in light of sustainability concerns? What role
does NORAD want for itself in the decision-making and influencing
structures at IDM and within Tanzania at large? Will NORAD be satisfied
with a less direct role in influencing IDM instructional modes as requested

by faculty?

For financial reasons will IDM choose to address their programmes largely
to those who can pay, or attempt to strike a balance between national
development needs for human resource development and the wants of

paying customers?

Issues in the Goal-Setting Subsystem

1.

No clear consensus exists on the part of the stakeholders about the
balance and which aspects of the mission need most urgent attention, as
well as in which direction IDM can realistically evolve to best meet the

country’s needs.

The relative policy-making roles of principal, chairman of the board and
Minister of MLMD and the relationship of these roles to the central
policy-making apparatus in the Offices of the President and Prime Minister
appear unclear and lack formal linkages.

There is not a systematic approach to gathering feed-in from IDM clients
about their needs and no process or forum for consensus building on
relative importance of various aspects of the mission and goals (a role to

be played by the Governing Board).

The communication system relies heavily on informal exercise of power
and influence over goals and directions.

A long-range formalized strategic planning process does not really exist,
even though IDM has produced a corporate plan and there are other
strategic plan documents. The emphasis here is on the lack of a process.
This problem is true not only for IDM but for most of the GOT operations
as well (according to several respondents). This results in priority setting
being ad hoc and open to manipulation by individual initiative and in-

fluence.
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Issues in the Leadership Subsystem

L

IDM Principals have historically been poorly recruited and selected. Data
shows wide-spread dissatisfaction with the performance of current leader-
ship, including lack of trust, ineffective services and a top heavy organi-
zation. The issue is how to stimulate the system to solve both the imme-
diate need for change and develop the appropriate criteria, process and
monitoring mechanisms to break the historical pattern and prevent future

reoccurrence.

Implied in issue 1 is a question of how IDM Leadership in the future can
develop leadership and management style, skills and behaviors appropriate
to managing an academic service organization, rather than a bureaucracy.

As 1mplied in issue 1, is a question about developing appropriate
mechanisms for trust-building, including a truly open communication
climate.

Finally, the issue of what process and/or mechanism will or can be used
to begin to stimulate the appropriate leadership, managerial and climate
changes required for IDM to dissolve the "hidden curriculum"?

Issues in the Structural Subsystem

1:

How to help IDM successfully evolve from a top-down, hierarchical,
bureaucratic structure to a flatter, more matrix organization?

How to correct the top heavy, too many administrative positions, including
creative ways for re-structuring some required services?

How to assure that the structure guides correct balance among teaching,
research, consultancy and short courses, rather than leaving it to indivi-
dual decision-making?

How to counter the historical effects of traditional male/female roles, so
that women faculty and students more fully and equally share in IDM

benefits?

How to assure financial and administrative integrity and accountability
within the structure? Are there structural changes that would assist, as
well as improvements in human/social subsystem?

How to evolve IDM into a more responsive service oriented organization?

How to balance appropriate student fees with needs such as purchase of
books? Bus fees?

How to better design the incentive system so as to support mission and
goal accomplishment, particularly with respect to faculty salaries and
criteria for participating in short courses and consultancies that bring

financial gain.
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How to gain acceptance for a new performance appraisal system more
conducive to performance improvement and more consistent  with
management research worldwide in this area?

How to establish academic quality monitoring not just of content, but of
process, instructional modes and outcomes?

How to continue to ensure the integrity and security of the examination
system?

How to establish workable materials and maintenance management struc-
tures?

The need to develop a calendar of meetings that is widely disseminated
and schedules adhered to the degree possible?

How to establish a structure for monitoring and evaluating IDM mana-
gerial strengths and weaknesses with systematic reporting to the Board

and MLMD?

How to reconcile semester system structure with the instructional techno-
logy?

The need to define the NORAD role more clearly and distinguish between
the funding role and consultant role.

The need for NORAD to strengthen its support system for the expatriates.

The need to restructure the organizational and individual work conditions
to make research a viable option.

Issues within the Technological Subsystem

1.

How can IDM teaching practices be changed to be more conducive to
learning? A variety of teaching methods needs to applied. Many staff
already have the capability to use such methods and should be encouraged

to do so.

How can students who are deficient in English when coming to IDM be
assisted? Decisions should be made about the possibility of remedial
English (or possibly additional use of Swahili at least for certificate

courses).

How can an active and viable curriculum development process that results
in improvements to not only teaching content but real changes in class-
room instruction, be established? How does IDM move from curriculum

planning and development to actual curriculum implementation?

How can the balancing act of faculty between teaching, not teaching

(other than women faculty who seem to be carrying the load of meeting
teaching obligations), research, consultancy and private activities be

worked out (to create improvements in student learning)?
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How can IDM develop a viable research program linked to the teaching
mission and to consultancies, and carried out in a professional and effi-
cient manner? Why are so many of the proposed strategies (i.e. from the

1986 and 1987 studies) not working in practice?

Printing and information technologies are important to the future of IDM.
How can appropriate improvements in hardware, software, management and
human resource development be developed to facilitate production of local
materials and cases?

How can the IDM library at the same time function as a resource center
for research and teaching, and as a support structure for students who
have very limited access to textbooks?

How can the situation with respect to audio-visual and teaching aids be
improved? Equipment has been brought to IDM that is not in use and
would greatly assist in instructional practice if put in the hands of
faculty. Also bottlenecks in the development of hand-outs should be
eliminated including disappearance of stencils and stationery.

What is the formula that will secure sufficient student textbooks for the
required courses? Is the "rental proposal” the answer? How do you get

general acceptance for the proposal?

How can 1improved research policies be established? (Connected with
developing greater consensus within goal subsystem.)

How can Field Attachment become a resource for learning and for the
development of the curriculum, and how can it be organized in a practical
and reliable way (e.g. with adequate and reliable transport, or to organize
it 1n such a way so as to reduce the need for transport)?

How can catering practices and food services be improved; healthful
conditions created, leakages stopped and NORAD furnished equipment
installed? Conditions women students are facing in relationship to this
need correcting. (See proposals from special report.)

How can IDM capitalize from the large funds made available by NORAD
for rehabilitation? What changes in the organization, management and

incentives are necessary?

How can building maintenance and proper inventorying and security
procedures be put in place to improve the dormitory and living con-

ditions?

Should more than one dormitory for women students be considered if this
is serving as an artificial barrier to the admission of women? Also wo-
men’s real needs should be considered in dormitory facilities.

Issues in the Human/Social Subsystem

1.

How can the climate at IDM, which is currently very poor, be improved
and get immediate attention?
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2.  How can one deal with some perceived inappropriate dimensions of the
IDM institutional culture (individualism, cliques, favouritism etc.) that do
not support sustainable institutional development, do support a hidden
curriculum and do not model quality management performance?

3. How can one use and control the informal influence systems that are very
strong and may be a two edged sword, at times helping, at times hindering
constructive developments?

4. How c¢an one improve the problem-solving system to become open and
conducive to innovation, to be able to cope with conflict and to work
issues through and carry out decisions?

3 How can cost, benefit and equity considerations in the human resource
development programme be better taken into account?

6. How can IDM institutionalize a systematic organizational development
programme? (A process it teaches to the most senior managers of the

country.)

7. How can the gender issues at IDM receive serious attention?

8. Expatriate performance has been uneven, at times providing technically
qualified help with poor interpersonal skills, at others providing assistance
with good interpersonal skills, but lacking technical and influence abilities.
How can the expatriate system be improved?

11.2. Recommendations

The Evaluation Team will propose a few program areas considered important to
resolve these issues. For each area roles and functions for the GOT, NORAD
and IDM are suggested. Each Program Area needs to be further clarified and

developed. We assume that any one area considered important would need

careful preparation.

1. Changing the IDM organization and its management. which will imply
a 4 - 5 year Organizational and Managerial Development program,

involving the entire institution, the Governing Board and relevant

Government bodies.

A) GOT: Urgently redefine the roles and criteria for Management
and advertise the Top Management position for open compe-
tition. Give IDM permission as an Experimental Parastatal to
change the organization, set aside existing rules and regulations

if necessary, and work closely with IDM in the development

period and monitor process and outcomes.



157

B) IDM: Establish Internal Steering/Resource Committee for the
OD project. Use own resources fully in the diagnostic and

implementation stage. Work closely with outside short term

experts.

C) NORAD: Support the Steering Committee, the necessary Human
Resource Development programs that will be the consequence,

and cover external short term consultants.

Clarify mission and Governance structure; to allow all clients and
parties to express their needs, define IDM in the national context of

management training and define responsibilities and Governance.
A) GOT: Establish a systematic needs assessment mechanism.

B) IDM: Improve procedures and mechanisms for a dialogue with
the wusers, including upfront expectations statements - what
students should learn and what employees should gain. Use
Field Attachment for such purposes, draw on the experiences of

participants in the short courses and wuse external resource

persons in the program.

C) NORAD: Support the development of the Needs Assessment
program for a minimum of 3 years, phasing this funding gra-

dually out as GOT takes over.

Secure stable funding: to allow IDM to change from "Crisis manage-
ment" to a more rational, ongoing management practice. Sustain-
ability of IDM should be the key objective in the next 5 years.

A) GOT: Adjust ambitions for IDM and tune it to the actual
resources available. Decide what share of funding GOT is

responsible for and secure mechanisms for accountability and

- cashflow.

B) IDM: Improve budget and accounting system to allow for forward
planning, sustainability and contingencies. Increase income

earning activities and rely less on irregular Government funds.
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C) NORAD: Support local management expertise as short term

consultants (internally or externally to IDM).

Develop an incentive structure matched with IDM’s mission: to
assure that all activities within the agreed upon mission are provided
for. The incentives must encourage not only performance but also

quality service.

A) GOT: Adjust incentive rules to guarantee goal achievement in

all activity areas. Monitor performance.

B) IDM: Reallocate staff resources to reflect actual workload and
distribute incentives according to performance in all activity
areas. Secure fairness (e.g. women and young faculty). Monitor

performance.

C) NORAD: Support necessary Human Resource Development.

Secure necessary learning resources: to allow qualified teachers to
practice relevant quality teaching and to help students to be more

proactive learners.

A) GOT: Adjust student fees and book allowances to reflect real
costs of needed resources or change into a "book rental system”.
Monitor effectively import support for books, equipment and

materials.

B) IDM: Delegate to Faculty the responsibility for all support
services needed for teaching. Secure needed sKkills in all areas
(included training as necessary), and improve management in

the area.

C) NORAD: change the support to import support (books, materials,
equipment). Provide short term expertise for computer based
"Desk Top" publishing and possible CD-ROM experiment. Provide
necessary transport facilities to secure supervision of Field

Attachment.
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Implement the new curriculum: move from curriculum development,

new plans and content to actual classroom practice.

A)

B)

C)

GOT: Set criteria for the process of learning in addition to

criteria for the mastery of content. Monitor the instructional

process.

IDM: Set performance criteria for teaching. Supervise instruc-

tion and use trained teachers as "Master teachers".

NORAD: Support local IDM experts (e.g. Master teachers) and

short term external expertise, with the clear aim of sustainabi-

lity.

Rehabilitate existing facilities: to bring the campus up to a standard

where the professional work can be carried out satisfactory.

A)

B)

<)

GOT: Hire independent contractor on a tender basis to effec-

tively and quickly undertake all major rehabilitation work.

IDM: Abandon the existing Rehabilitation Project. Select a team
of artisans to be trained for future regular maintenance work.
Use the Rehabilitation Project (to be carried out by an external
professional contractor) as a learning opportunity for IDM

maintenance staff.

NORAD: Appoint in cooperation with the GOT, a team of
professionals (architect, quantity surveyor, engineer) to review
the existing plans for rehabilitation (major work). Fund a
contractor to carry out a complete once-and-for-all rehabili-
tation of IDM now. NORAD should fund 100% of the costs.

Develop Maintenance Management: to secure the upkeep of facilities,

to improve living conditions and the quality of the work at IDM.

A)

GOT: Set Maintenance standards and monitor progress.
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B) IDM: Select and train a team of artisans through the Rehabili-

tation Project for future maintenance work.

C) NORAD: Provide a maintenance coordinator to assist in both

the rehabilitation and the maintenance activity.

Secure equality of opportunities: in particular as female students and

faculty are concerned.

A) GOT: Change recruitment practices to attract more female
students and also encourage single female faculty to join IDM.
Support remedial courses development if necessary o accomplish

this objective.

B) IDM: Involve women in decision making and in defining areas
where equality can be improved. Develop courses and activities

more attractive to women. Provide more housing for women.

C) NORAD: Give financial support for development programs in

this area. Monitor progress. Include women in provision of

short term TA.

Clarify Donor role and support structure: to secur€ the most effective
use of NORAD resources and to assist in a gradual phasing out of

external Donor assistance for sustainability. This should receive

attention up front.

A) GOT: Jointly with NORAD redefine roles and relationships

mutually acceptable and productive.

B) IDM: Assist in defining ideal external roles and develop criteria

and standards.

C) NORAD: Jointly with GOT, clarify Development Objectives,
clarify lines of responsibility, improve problem solving capacity,
reorganize support structure and improve monitoring. Clarify
with the GOT and IDM expectations and possibilities for gradual
withdrawal. NORAD should set clearer capacity development
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goals and performance monitoring mechanisms to continually

assess the movement toward sustainability,

It i1s the hope of the Evaluation Team that these recommendations will be
studied carefully, that a dialogue will continue to work out a mutually accep-

table plan of action and that a follow through program will emerge.
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Appendix A

Dec 88
Joint Evaluation of IDM, Mzumbe
sponsored by MLMD, Tanzania and MDC, Norway.

Background

The Ministry of Labour and Manpower Development (MLMD) is
the higher authority and government funding channel of the
Institute of Development Management (IDM), Mzumbe. IDM was
established in 1970, and became a parastatal organization in
1972. IDM management reports to a Board of Governors, which
also receilves the annual audit reports on IDM. Noting with
with satisfaction IDM's progress, and also bearing in mind
its critical importance in supplying Tanzania with the
trained personnel so essential for the country's further de-
velopment, the MLMD sees a need for an independent evaluati-
on of IDM's role within the larger framwork of the Tanzanian
economy in order to assess - in the light of IDM's ex-
perience to date and its plans for the future - whether its
potential contribution to the Nation is being fully ex-
ploited. Such an evaluation could also clarify whether addi-
tional steps may need to be taken in order to further enhance

IDM s contributions.

Norway has supported the IDM both during its construction
phase and thereafter. This support is scheduled to be phased
out by 1992. Additional support was given by Denmark and
Finland in IDM's early years. The last assessment of Nor-
wegian support was an internal project review by NORAD in
1983. In view of the long period of Norwegian support, and
its scheduled termination, the Ministry of Development Co-
operation (MDC), Oslo, wishes to conduct an independent eva-
luation in order to assess the effectiveness of the Nor-
wegian contribution and to draw lessons for the future.

The MLMD and MDC therefore propose to undertake a joint eva-
luation of IDM, to be carried out by an independent consul-
ting company with a team which includes both Tanzanians and
Norwegians, with the following Terms of Reference.
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Terms of Reference

Prepare an analytical summary of IDM's history, covering the

following:

(1)

(11)
(iid)

(iv)

(v)

(vi)

(vii)

The decision to establish IDM, and the guidelines then
formulated; its change of status to a parastatal and
the functions and objectives then given to 1it.

The construction phase: costs and funding sources.
Formal reporting responsibilities of IDM as

an institution over the years; government directives
concerning IDM.

Student intake/output in each year of operation
(identify students  backgrounds and the nature of the
qualifications obtained i.e. by academic discipline);
show the percentages of female students.

Staffing levels each year, broken down by discipline
and qualification level; analyse staff/student ratios
by year.

The fellowship programme for staff: show number and
duration of courses taken, cost, location and
percentage of female staff involved. Identify rate of
loss to IDM of staff on fellowships, both immediate
and after a period back at IDM.

IDM's income(funding) and expenses by year: break down
by source of income(funding) and broad categories of

expenditure.

(viii)Trace the development of IDM's internal structures,

(ix)

(x)

on both the administrative and academic sides.
Summarise the principal issues’'that have arisen over
the years in connexion with IDM's functioning, through
an examination of documents submitted to the IDM Board
and the records of the Board s deliberations, and
through interviews with appropriate persons. Inter
alia, identify those issues which relate to Norwegian-
supported activites.

Summarise the qualitative discussions underlying ex-
ternal support for IDM over the years, through an exa-
mination of documents from general programming discus-



sions between the Norway and Tanzania (and Denmark-
Tanzania and Finland-Tanzania), and the relevant NORAD
and IDM files and reports, as well as interviews with

appropriate persons.

Examine available policy statements and documents con-
cerning Tanzania's trained manpower needs, in areas
relevant to IDM's fields of activity, during the 1last
15 years, with an emphasis on the most current situa-
tion. Relate these to the student output analysis in
1-(iv) above, and to planned student output in the fo-
reseable future. Comment on whether the balance
between disciplines in IDM graduates seems the most
appropriate to the Nation s needs. Comment also on
whether the academic/practical level of IDM graduates
appears the most suitable for the Nation s needs,
distinguishing as appropriate between disciplines.

Examine instructional modes at IDM, past and present,
and comment on their current appropriateness in the
light of the analysis in 2 above.

Examine IDM's stategy for applied research and case
studies, output of these to date and plans for the
future, and comment on the extent to which this has
contributed to strengthening IDM's curriculum,
especially with regard to the development of Tanzanian
teaching material.

Examine IDM s consultancy activities and planned
activities, and comment on these in the 1light of,
firstly, benefits to IDM and, secondly, benefits to
the Nation. Assess clients' views through interviews.

Examine the system of student field attachment during
their studies, and comment in fhe light of, firstly,
benefit to the students and, secondly, benefits to the
receiving organization.



7. Examine the operations of IDM's publishing unit, in
particular its ability to meet printing and
reproduction needs at IDM. To the extent that the
publishing unit may represent a bottleneck, comment on
present plans for its restructuring, and whether these
are likely to be adequate.

8. Comment on the current situation at IDM as described
under 1 -(viii) above, in particular in connexion
with:

(i) Structures for, and inputs into, forward planning.

(ii) Influences on and control over curriculum design,
content, and modes of instruction.

(iii)Division of roles and functions of the staff.

(iv) Budgeting and accounting practices, levels of
accountability and responsibility, and the
handling of auditors reports.

(v) Planning and control over maintenance and
rehabilitation.

(vi) Student relations.

(vii)Relations with other Tanzanian institutions, and
with other institutions (except as in 10-(v)
below).

9. Assess the relative roles and influences that
- the MLMD
- the IDM Board
- the IDM leadership
- the external aid agencies
- other agents, if any
have had in shaping the current IDM.



10. Assess the adequacy, suitability and quality of
Norwegian assistance to IDM over the years, both in
the light of the preceding analysis and in relation to
overall Norwegian aid policies and priorities. 1In
particular, comment on:

(1) Whether the volume of assistance, and the joint
IDM - NORAD machanism for the programming and
delivery of such assistance, have been approp-
riate to the prevailing circumstances at IDM.

(1i) Whether the support given to IDM has been in
accordance with prevailing Norwegian aid
policles and priorities.

(1iii) Whether the composition and quality of the
assistance, ie support for construction, running
costs, the library, fellowships, Norwegian staff
and institutional twinning, expatriate teachers,
and maintenance and rehabilitation, has been
the most useful for IDM's overall development.

(iv) Whether the funds have in fact been used for the
purposes intended; whether there are cases where,
because of the fungibility of money, Norwegian
funds have in fact supported entirely different
activities.

(v) The effectiveness of Bedriftsokomiske Institutt
(BI) as a partner organization; the development
of IDM s relationship with Agder College (ADH).

(vi) The effectiveness of the relationship between
the IDM Board, MLMD and IDM on the one hand,
and MDC/NORAD Oslo and NORAD Dar on the other,
in promoting the most effective programming and
use of Norwegian support.

(vii)The effectiveness of NORAD in discharging its
internal organizational responsibilities for
the management of IDM - earmarked funds:
distinguish, as appropriate, between the various
components of assistance to IDM (see 10-(414ii)

above).




11. Make recommendations in respect of :

527,48

(1) Any aspects of IDM operations which are appro-
priately addressed to the MLMP, the IDM Board,
or the IDM management.

(11) Any adjustments in current Norwegian support,
directed in the first instance to MDC/NORAD.

(1ii) Any suggestions concerning the planning of
future Norwegian.support for IDM, during the
forthcoming phasing-out pefiod or otherwise, di-
rected in the first instance to MDC/NORAD.

Make an assessment of what lessons tHe Norwegian authoritiles
can draw from their support for IDM over the years, which
could usefully be kept in mind in planning similar in-

volvement elsewhere.

15.12.88
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