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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 in 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 
Strøm (IMTEC). 
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EXECUTIVE SUMMARY 

"Evaluation of the 

Tanzanian Institute of Development Management it 

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 used 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 to 
abandon IDM at this critically important juncture in its 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 on 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 committment 
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, the 
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 team 
did not take a stand on the desirability of this direction. 

The team judged IDM to be performing INADEQUATELY on the 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 to 
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 institute. 
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 use 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 10: 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 
successfully. 

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. 

1. 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 Committee 
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 takes over. 

3. 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 to 
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). 

4. 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. 

5. 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. 

6. 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. 

7. 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) to 
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. 

8. 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 to assist 
in both the rehabilitation and the maintenance activity. 
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9. 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. 

10. 

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 monitoring mechanisms to continually assess the 
movement toward sustainability. 

< 
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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 years it also received substantial assistance from 

Denmark and Finland. The Norwegian Development Assistance is currently 

scheduled to phase out by 1992. 

The Tanzanian Ministry of Labor and Manpower Development1 (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. 

The MLMD has recently been reorganized. IDM is 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 



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: 

1. 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. 

2. 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). 

3. 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). 

4. 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) institutional programmes and 
processes (e.g. the existing instructional practice at a given time); and (d) 
the outcomes. 

5. 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: : 

1. What were the critical phases and processes in the development of IDM? 
(to include both internal and external forces and events). 



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?) 

5. 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 preparation 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, 
T 

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 Hårstad and Tore Rose, MDC, Norway 
Svein Olsen, NORAD 
Alex Murasi, MLMD 
Dr. Per Dalin, IMTEC 
Dr. J. Minja, IDM 
Dr. Janet Poley, IMTEC Consultant 
Dr. Kami 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 is 

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. 
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December 16, 1988: Minutes of Team Planning Meeting sent to all partici­
pants. 

January 2, 1989: Comments from team returned to IMTEC. 

January 12, 1989: Second draft of School Review instruments sent to 
team and first round of NORAD interviews and 
document reviews (Oslo and Dar es Salaam) completed. 

January 13-20, 1989: Dalin and Yona travel to Tanzania and conduct IDM 
School Review with faculty and students. 

February 1, 1989: Yona completes preliminary field data gathering for 
background purposes. 

February 2-14, 1989: 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. 

February 18, 1989: 

February 20-23, 1989: 

Team departs for Dar es Salaam. (Due to a flight 
delay in Amsterdam team did not arrive in DSM until v 
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. 

February 24 
- March 1, 1989: Data collection at IDM Mzumbe and feedback meeting 

held with faculty. 

March 2 - March 5, 1989: Additional interviews in Dar es Salaam, team meetings 
and reporting to Minister MLMD, Chairman of IDM 
Board and NORAD. • 

March 5, 1989: 

March 28, 1989: 

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

Preliminary draft of report completed. 

March 29-April 15, 1989: 

April 20, 1989: 

May 20, 1989: 

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. 
• 

May 26, 1989: 

August 1, 1989: 

August 10, 1989: 

First draft circulation (MLMD and NORAD). 

All final comments to IMTEC. (Actual date Sept. II) 

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 School 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 Strøm, 

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 is 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 I970'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"): 
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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 
its 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. 
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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 
i 

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 (COCO) 

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 Commission 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 


