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Intervention form

Support to the development of human resources of
beneficiary organisations (SDHR)

Intervention code UGA 11888 11

Intervention name

Location Uganda / National and specific regions /districts

Budget 6.482.598 EUR

Ministry of Finance, Planning and Economic

Partner Institution
Development (MoFPED)

Date intervention
start / Opening
steering committee

(1) 8 April 2014 (CMO)
(2) 27 May 2014 (PSC 0)

End date Specific
Agreement

25 March 2021

Human Resources of selected beneficiary
Target groups organisations in the health, education and
environment sectors.

5 Improved service delivery of Ugandan institutes and
Impact I
organisations.

Increased skills of human resources of selected

Outcome beneficiary organisations in the health, education and

environment sectors.

(1) BOs are selected and strengthened to define
objectives to improve their organisations.

(2) BOs are strengthened to develop their HRD Plan
linked to organisational performance goals.

(3) Activities selected from the HRD Plan effectively

implemented

Outputs

(4) Individual scholarships are managed.

Period covered by the

8 April 2014 -29 February 2020
report

1 T
Impact refers to global objective, Outcome refers to specific objective, output refers to expected result



Global appreciation

The Support to the Development of Human Resources Project (SDHR) was initiated as a pilot project
for the new strategy for Enabel’s scholarship programmes of 2011. The main guidelines of this
strategy were increased alignment to both the Belgian and Ugandan development priorities,
complementarity with other Enabel supported programmes and using a capacity development
approach instead of merely training.

The project focused on development and training of public servants for improved service delivery of
Ugandan institutes and organisations. 49 BOs were selected; health (20), education (23) and Water
and environment (6). It was implemented in three phases: the organisational self-assessment and
identification of improvement areas and related skills gaps, planning of HRD and training and the
implementation of HRD/Training plans including support to transfer of learning to the workplace.

Global appreciation of the intervention:

The project achieved most of its objectives, scoring an “A” (very good) in relevancy, efficiency,
effectiveness and a C (problems) in sustainability. This is because the project was planned well and
implemented relevant capacity building solutions using the right tools and strategies.

For reason of sustainability, the work environment within and outside the organisation need to be
further strengthened to consolidate the capacity building efforts and improve public service
provision to citizens. Many organisations are not in charge of their Human Resources Management
(HRM). Most human resources functions are too dependent on decisions at higher levels in the
hierarchy and have limited power to change. It is unlikely that the actual situation will change in the
short or medium term as it implies a very comprehensive public sector reform.

National execution official Enabel execution official
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PART 1: Results achieved and lessons learned

1  Assessing the intervention strategy
1.1 The general context

The SDHR project was developed within the general framework of the Government of
Uganda’s (GoU) 2010 Comprehensive National Development Planning Framework for the
next 30 years, called Vision 2040: “A

Figure 1: Linking the GoU Vision 2040
Transformed Ugandan Society from a

to other development plans
Peasant to a Modern and Prosperous

Country within 30 years”. At the time

Global nativesand Commitments ——+ SHR  was  launched, the second

3 National Development Plan (NDP I,

Africa Agenda 2063  2015-2020) whose 5-year theme was

§  “Strengthening Uganda’s

East Africa Commusity Protocals ! Competitiveness for Sustainable Wealth
wmmmm§ - Creation, Employment and Inclusive
Uganda Vision 2040 ] Growth” was being implemented. NDP I
AL "*ft__ﬁ focused on five key areas with one being
Netional Development Plan (NDP) | Human Capital Development with
M ‘ emphasis being on increasing the stock

of a skilled and healthy waorkforce

Sector and Local Government Plans L .
i) towards the production of human

h i capital to accelerate the achievement of
[ Anpual Work Pansand Budgets ] a demographic dividend. In July 2007,
N GoU approved the Comprehensive

Source: www.npa.go.ug National Planning Authority . .
Strategic Plan 2015/2016 - 2019/20 National Development Planning

Frameworlk (CNDPF), which provides for
the development of a 30-year vision to be implemented through: 5-year NDPs, Sector
Development Plans (SDPs), Local Government Development Plans (LGDPs), Annual Work
Plans and Budgets as illustrated in Figure 1.

The Ministry of Public Service (MoPS), with the mandate to Develop, Manage and Administer
Human Resources Policies, Management Systems, Procedures and Structure for the Public
Service, is in charge and should drive all Capacity Development Initiatives in Uganda, and
should support each Ministry and Sector in developing their 5-year Human Resources
Development Plans.

Each Ministry has a Human Resources Function which is staffed by employees seconded
from MoPS. These employees, with a Commissioner or Assistant Commissioner as the head
of the Unit, are responsible for all HR related matters within the Ministry, including capacity
building, manpower planning, payroll, HR data management amongst others. The HR
representatives from the various ministries meet with the Permanent Secretary of MoPS



once a month to report on progress and performance of their Line Ministries regarding
strategic plans and NDP alignment, particularly on aspects of Human Resources
Development and job creation.

All HR professionals in the Public Service are members of the Uganda Public Service Human
Resource Managers Network (UPS-HRMnet), which is an association for Human Resources
Managers in the Public Service. It aims at promoting the HR profession in a manner that
transforms service delivery in the Uganda Public Service, in partnership with MoPS as the
parent ministry. The private sector has a similar association: The Human Resources
Managers Association of Uganda (HRMAU) that governs HR professional.

In its efforts to develop capacities at national level, the GoU through the MoPS drafted and
formulated the National Training Policy in 2006 though it has not been implemented to date.

The GoU has approved the NDP lil which will be effective June 2020 and whose key
strategies include’;

(1) Maintaining Peace, Security and Good Governance

(2) Maintaining stable macro-economic environment as an anchor to economic growth
and development

(3) Promotion of Science, Technology, Engineering, Innovation and Knowledge products

(4) Improving the productivity and well-being of the population

(5) Increasing Domestic Revenue Mobilization

(6) Promotion of Social Services based on the Parish Model

Human Resources Development and Capacity Building remains a key focus area for the
government under NDP III.

1.2 Important changes in intervention strategy

Some adaptations to the original project structures were proposed to the Steering
Committee in February 2015 and approved. More specifically for the Sectorial Technical
Committees (STC), the responsibility for selection of beneficiary organisations was
transferred to the line ministries. The STC’s core function was then exclusively focused on
the assessment of the applications from the Beneficiary Organisations and on the appraisal
of the quality of the strategic HRD & training plan. Also a new structure, a Co-Coordination
Team (CCT), was introduced to ensure the link between the intervention and the ministries,
to be closely involved in the aperational management and follow-up of the intervention and
to take joint operational decisions with the Project Coordination Team. The CCT serves as
such as an inter-ministerial coordination between the different ministries. As planned CCT
meetings took place on an ad hoc basis.

The SDHR made changes in the structure and implementation period. Originally, a lean
project team with 1 ITA/project coordinator, 1 national TA, 1 accountant, 1 driver, 1
secretary and consultancy support for procurement was planned. Considering the amount of

Strategic Dircetion for the 10-year and thivd 5-yjear National Development Plans by National Planning Autherity



work, the MTR advised to increase the number of staff, especially the training officers at
field level. The initial intention of having the STCs carry out the field support work, appeared
not feasible. The implication was that more Enabel paid staff were needed to make the
programme run, especially when the training activities got started. From April 2017 until
September 2019 there was a considerable staff increase, mainly for field support, M&E, ICT
and communication.

The project redesigned the result areas and updated the indicators. Result areas and
indicators were reformulated in the course of the process of development of baseline and
M&E frameworl (April — June 2015).

The organisation of selection rounds {calls for applications) was dramatically redesigned. The
idea of organizing various open calls for applications {per year / 8 in total} selecting 5
organisations per call was abandoned. The main reason was that the idea of these
continuous calls relates to the previous calls for individual scholarships approach and
underestimates the amount of work that comes with selecting each time 5 organisations
{out of a preselected list of 1,237 organisations). Maintaining this approach would mean the
PCT and the STC would have to spend continuously a lot of time on screening erganisations
applications. The project instead decided to use a 1-time selection process at the project’s
start. It also maintained the application process for selected organisations and redesigned it
as a phase where readiness for change is assessed based on an organisational self-
assessment and the definition of areas of organisational improvement.

The other reason for change of process was that there was an assumption that HRD plans
are available and could be used in selection processes. The second assumption relates to the
first and was that organisations have a good view on what they want to improve and how
training can support that. These assumptions have proven wrong. Therefore the project
devetoped a phased integrated capacity development framework were organisations go
through 2 preparation steps {readiness for change and then HRD and Training Planning)
before accessing training {step 3}.

fn the steering commitiee meeting of August 2018, there was a request for approval of the
decision to extend the project for one more year. Originally, the project was planned to end
in March 2019, This was due to the fact that budget execution was slow at the start, caused
by various discussions on BO training plan/budget development and organizing the large
number of tenders for service providers, Also, in 2018, there was a directive by the Minister
of Finance in Belgium to transfer part of the budget expenditures to 2019. The project
transferred Transfer 787,335 EURQ from 2018 to 2019. The third reason was that the project
needed to ensure quality of the trainings and achieve positive impact in the BOs. The project
also experienced delays of training implementation due to procurement processes that
ensured recruitment of guality trainers, Therefore, the steering committee also approved
the project exiension of 11 months untif February 2020.
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2.2 Analysis of results

2.2.1 To what extent will the intervention contribute to the impact (potential
impact)?

The impact of SDHR is “improved service delivery of Ugandan institutes and
organisations”. During the project end term review it was revealed that SDHR successfully
initiated service delivery improvements. As an example of this, the BOs that were involved
in the Leadership & Management courses are clear about their intentions to increase
service delivery. During these courses they developed vision and mission statements
directing their organisations towards improved outputs.

In addition, some cases detail improvements towards the BO clients, i.e. the students at
the educational facilities and the patients at the health facilities. The contribution of the
training activities towards improved service delivery are explained in several “stories of
change” collected during the project. A number of the success cases refer to internal
organisational improvements that would be better categorized under effectiveness above,

e.g. management of drugs, waste and patient/ student

data. Figure 2 - Satisfaction with
improvement in service

i i i : deli f BO
The satisfaction and confidence survey provides ENRERFORALE

information that links SDHR training support to improved
service delivery, see Figure 2.

Not satisfied

Fairly satisfied

Very satisfied
= 17%

20%

Another measurement of SDHR’s impact is the difference
between the first organisational self-assessment at the
start of the project and the second self-assessment at the
end, roughly 3 vyears later. The organisations were
supported through self-assessment exercise to identify
areas of improvement and related skills gaps and
prepared Human Resource Development plans at the
start of the project. At the end of the project, the same exercise was repeated to find out
if there have been some organisational improvements in terms of service delivery owing
to the implemented Human Resource Development and training activities. The overall
scoring was considerably higher at the end of the project for all the parameters assessed
indicating organisational improvement.
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2.2.2 Towhat extent has the outcome been achieved?

The overall outcome of SDHR “Increased skills of human resources of selected beneficiary

institutes in the health, education and environment sectors” is rated as good by all the

stakeholders.

The interviews conducted during the ETR mission and the end-of-project satisfaction survey

both confirm that skill levels have increased. The application of these newly acquired skills is

also positively evaluated, see Figure 4. From the Satisfaction survey, there are examples

from BO staff and managers how on-the-job performance is improved. This was especially

evident in computer use {sometimes from no skill at all to

confidence in writing reports and e-mail messages) and

Figure 4: Satisfaction that
staff are applying acquired

staff performance appraisals. knowledge

Other examples of organisational change are:

(1)

(2)

(3)

(4)

(5)

Very satisfled ot satisfied

10% \\ 29

airly satisfied

Weekly talk show by health workers on the local
Amina FM station; soliciting feedback via community
leaders on monthly talk show (Ajumani Hospital). This
hospital jumped from place 20 to 14 in the country-
wide annual hospital rating scale;

Zombo District Health Office jumped from place 53 in
2016 to place 9 in 2019. lts management attributed
this performance improvement to the leadership & Source : PTC, Enabel.
strategic planning courses;

Bundibugyo hospital introduced a computerised patient register as a consequence of the
ICT training;

ICT training has been very effective. Training providers keep on receiving requests from
BOs, also after their activities were finalised;

Various health facilities have enlarged their Continuous Medical Education with
organisational topics. These are weekly internal sessions usually covering only medical
topics;

BOs have regularly trained those not involved in the SDHR training activities. The
trainees hecame trainers. One training provider suggested a more structured ToT
programme;

Holy Family Hospital Nyapea has appointment focal persons for waste management in
each unit;

Several arganisations have introduced performance contracting, based on their Strategic
Plan.



2.2.3 To what extent have outputs been achieved?

QOutput 1: BOs are selected and strengthened to define objectives to improve their
organisations

SDHR supported 49 BOs. During inception 44 organisations were selected by the Secretary
General of the three Line Ministries. When the Belgium/Ireland/EU Support to the Skilling
Uganda Programme (SSU) started in 2015, 6 Vocational Training Institutions (VTI) were
added. In 2016 one Health facility was dropped, making a total of 49 organisations.

The 49 BOs were distributed across the sectors as follows: 20 Health facilities (Health
Centres IV, District Health Offices, hospitals and national agencies), 23 Education facilities
(Vocational Training Institutes, Teacher Training Colleges and national agencies) and 6
Environmental facilities (mainly national level agencies). The number of facilities in the
Water & Environment sector were less than in the other two sectors because of the reduced
attention to this sector in the Uganda-Belgium cooperation agreement.

To be admitted to the SDHR support process, each BO carried out and organisational self-
assessment. The tool was used at the start and the end of the support process, and provides
insights on 10 organisational topics like strategy, structure, work processes and (HR)
management.

Figure 5: Satisfaction by Bos with
During consultations with the BOs during the ETR the BOs initially i:’:”tiﬁEd gaps

stated that the instrument succeeded in making them  verysatisied i
16% |

Fairly satisfied
16%

think critically about their organisation and in creating
awareness about organisational achievements and
constraints; in this way, the needs assessment inventory at
the start of the project already contributed to their

organisational learning.

For SDHR, the tool helped in assessing the readiness for
change and formulating the BOs’ own priorities for organisational improvements.

Ouiput 2: BOs are strengthened to develop their HRD Plan linked to organisational
performance goals.

Phase 2 of SDHR ensured that quality plans and budgets were made, as the basis for working
on the identified priority areas. Fach BO formed a Working Group guided by one of its
managers and a Single Point of Contact (SPOC) who were in charge of the planning and
budgeting process. A mobilization workshop and on-site assistance by SDHR staff and
consultants led to the HRD/training plans; prior to SDHR, the BOs did not have training
plans. Subsequently three joint budget workshops for clusters of BOs were organized in
which a budget plan format and budget instructions were discussed. The draft HRD/training
plans and budget were appraised by the respective STCs during appraisal meetings taking
place from May-August 2016. Some plans needed to be re-submitted more than once. For
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the BOs, developing appropriate plans and budgets has been a capacity building process in
itself,

BOs were quite positive about the demand driven approach of SDHR. We got comments like
this one:

‘We often receive training offers from donors that are not always our priority. Through
SDHR we could make an integrated plan that fits our purpose’.

However, SDHR also had its supply driven training activities, like gender (in all three sectors),
and energy efficiency, solid waste management and occupational health for the education
facilities.

Output 3: Activities from the HRD plan effectively implemented.

In terms of training implementation SDHR was a productive project, especially considering
the staffing levels available and the less than optimal field conditions. A total of 500 training
activities, mostly short courses for groups, are implemented at the end of the project.

The originally planned number of activities and involved participants were considerably
higher than the actual implementation figures. Reasons for decreasing the activities were:

(1) Implementing organizationally relevant and effective courses take considerably more
time than organizing a series of long-term scholarships.

(2) The HR practices in the BOs were less advanced than expected during the formulation
phase; national policies were available, not yet its implementation at BO level. This
necessitated additional discussions during the planning and budgeting phase on what
would be the best training solutions.

(3) Asthere was a shortage of equipment for use after the training, 5% of the budget under
this output area was allowed to be used for equipment.

(4) Training providers were costlier than expected during the budgeting phase, so less staff
could be trained

(5) Deciding to include post training support (on- and off-site) had its cost implications.
According to project data this coaching henefited 1000 trainees but this number was
not added to the total hecause the project did not have the means to assess how many
people participated during the coaching.

Quality of training activities was ensured via a PCT guided tendering process for training
service providers. Elements of this process:
(1) Develop ToR for each training activity in consultation Figure 8: Satisfaction that staff
with the BO, mostly derived from the training plan. A acquired right knowledge
total of 442 ToR were formulated.
(2) Maximum 25 participants per training activity




(3) Training materials to be delivered to PCT latest one week before start; quality check and
ensure adult learning principles
(4) Training report, evaluation and action plan formulation to be part of service provider’s

task

SDHR employed 25 training providers who had tendered for 30 training lots, covering 317
contracts.

Source : PCT, Enabel.
The BO participation and attendance rate was 90% on average
which was a positive sign showing that the trainings were relevant and to the needs of the
beneficiaries.

Ouiput 4: Individual scholarships are managed.

Managing the individual scholarships is a left-over activity from the earlier scholarship
strategy, initiated by the Belgian Embassy. In 2014 SDHR took over the scholarship
programme. A total of 198 students enrolled in this programme of which 89 were selected in
2014 and using SDHR budget. Almost all students have finalized their studies, the last four
will complete their studies in February 2020. Three scholarships took place in Tanzania, one
in Kenya and the rest at Ugandan universities. Makerere University was most popular with
41 students. 131 scholarships were Master programmes, 65 Bachelor and 2 Post-Graduate.
Sector distribution was health 122, education 57 and environment 19. The male-female ratio
was 121-77.

2.2.4 To what extent did outputs contribute to the achievement of the outcome?

The project strategy is straightforward and clearly linked with the outputs which contributed
to the achievement of the outcome. The first three outputs are three consecutive phases:
once the BOs are selected, first assist them to identify improvement priorities, then jointly
create plans and budget, and subsequently implement the training programme.

The support provided in phase 1 was fundamental to achievement of outcome as it helped
the organisations to analyse their own organisation and prioritise improvement areas as a
basic condition for focusing human resource development. In fact the identified
improvement areas were used for defining the HRD/training plan.

All organisations developed HRD and training plans (output 2) based on their organisational
improvement areas (output 1) using standard guidelines for HRD planning and budgeting
developed by the project.

This process of on-site training and on-line coaching resulted in quality HRD and Training
Plans that relates to the improvement goals and skills gaps of the organisation. Therefore
the achievement of outcome in terms of “Increased skills of human resources of selected
beneficiary institutes in the health, education and environment sectors” is high.
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Regarding output (3) activities of the HRD and Training Plan were organized and the effect
on the organisation was followed through action plans to ensure transfer of learning to the
workplace. To effectively follow-up the training an action plan for linking training to
performance were developed. This plan was the basis to follow-up transfer of learning.
Follow-up sessions (coaching, mentoring) by training providers were provided although
started only in November 2018 while training activities had been implemented from end of
2016. Although BOs were satisfied with the implementation of training activities, the
transfer of learning was hindered by among many others inadequate equipment to practice
acquired skills

In output (4) Scholarship Programmes & CD/OD programmes are in principle two separate
activities with a different perspective. They should not necessarily be integrated in one
programme although if the organisational development perspective is clear scholarships (>2
years) can be useful.

2.2.5 Assess the most important influencing factors. What were major issues
encountered? How were they addressed by the intervention?

Phase 1: Identify general training needs

(1) Alarge number of hand written applications yielded information that only a limited
number of employees in many organisations had basic ICT skills. We therefore
integrated the obligation to improve basic ICT skills in training planning for all
organisations.

(2) Identifying general needs is a must-do that provides the rationale for training
projects.

(3) Identifying general training needs requires adequate time and budgeting. Having
organisations draft their own assessments and decide their own areas of
improvement ensures ownership and builds a strong foundation rooted in capacity
development.

(4) Transversal themes (gender, HIV, environment, etc) need a proactive approach.

These themes are an issue because they are neglected but crucial from a
development perspective, see Annex XIII.

Phase 2: HRD/Training planning

(1)  The development of training plans and budgets requires time and a budget.

(2)  The ownership that comes from drafting plans and budgets develops the capacities
of an organisation.

(3)  An organization’s management must provide an environment that enables learning
and development in order to influence change and transformation. Post training
support should be defined in a plan and a reasonable budget must allow that it can
happen.

21



(4)

Define preconditions (especially basic equipment) and prerequisites for effective
fearning and development and allow for a reasonable budget to ensure this
preconditions.

Phase 3: Design training arrangements

(4)

Framewark contracting was an organized way to roll out training and save time.
Some supporting tasks may be delegated to specialized service providers if you do
not have skilled staff in areas such as purchasing air tickets and booking hotels, and
in areas refated to training delivery such as printing materials and certificates.

Do not underestimate the administrative workload that comes with procurement
and contract management; provide enough human resources.

Having an in-country procurement unit available is crucial given public tendering is
one of the main financial instruments.

3.1, Training development

(1)

(3)

Defining terms of reference for a training activity allowed to be more specific about
a training and to take remedial actions if needed (to enhance cost-efficiency, to
prevent not relevant participant to be present, to ensure the right training modality
is used)

Training development time cannot he underestimated and some complaints were
ohserved by training providers that too little time was provided. The general
principle {adding ane third of training delivery time for development and reporting)
generally was useful but néeds flexibility.

if expectations towards training materials are higher {for example a manual instead
a presentation) more development time is needed.

3.2. Conduct training sessions

(1)

(4)

3.3.

Quality assurance of training activities requires adequate time and hudgeting. None
of these parameters were planned for well in the original projects design of the
SDHR. There is no need to he all the time at every training but it should be possible
to perform regular spot-checks,

The availability of relevant materials on a broader scale may be considered; for
exampie, through the estahlishment of a resource centre.

Training dates can change due to unplanned and uncontrolled events {mainly as
effect of a decision of higher level in government). Some assurances for flexibility
were built in the framework contract but one cannot expect full flexibility only from
the service providers.

BOs at central level have generally less time available to be trained.

Training evaluation
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(1)

(2)

3.4.

(2)

(3)

Don’t underestimate the function of M&E in projects where a multitude of trainings
are planned.

Consider an M&E tool to measure the growing amount of data and documents
generated in training projects, this tool should allow the project to report to
partners.

Linking learning to performance

More attention needs to be paid to structured reflective practices and
accountability at the level of beneficiary organisations.

The task of collecting stories to illustrate performance and objective improvements
is specific and should not be underestimated.

Actions that link learning to employee performance need to be incorporated in a
project’s design and budget.

2.2.6 Assess the unexpected results, both negative and positive ones

Besides achieving its results, SDHR also contributed to a series of untended results that
may prove useful for future support programmes:

(1)

(2)

(3)

(4)

(7)

(8)

The training in project proposal writing — usually part of the leadership training —
appeared a strong motivator for acquiring additional resources. It makes the BOs a
little less dependent on national level funds;

The leadership training also motivated the DHO managers to initiate coordination
efforts at district level to ensure better public services, e.g. coordination with
agriculture, veterinary services and water & sanitation;

The DHOs and hospitals used their technical and supervisory training results
towards improving the lower level health facilities. At the same time, trained staff
initiated training activities towards staff in their organisation that were not trained;
The Ministries of Health and Education are realizing that SDHR has trained a number
of managers and staff that can be used as trainer pool for the future

Some of the individuals that benefited from long term training have since been
promoted to higher positions at the BOs and in some cases out of the beneficiary
organization.

The first two phases of SDHR were equally part of the capacity building to the BOs.
They picked skills of carrying out their own capacity assessments.

Some of the SDHR tools for example the assessment tool was adopted and used by
the Ministry of water and Environment to identifying the entire sector capacity
development plans.

The gender training although it was a basic module has propelled some BOs to
develop their own gender strategy.

2.2.7 Assess the Integration of Transversal Themes in the intervention strategy
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The transversal themes as mentioned in the TFF are gender, environment, children’s rights
and HIV/AIDS. The project considered how to integrate these themes after realizing that
they barely came out as training priorities in the organisational assessment and
identification of the improvement areas. The Steering Committee approved the project’s

proposal to take a proactive position and address these themes per sector.

Subseguently, in September 2016, a backstopping mission (BSM)} from Enabel HQ was
organized to support the project in the development of a training pregramme related to the
transversal themes3. This mission proposed the development of a proactive training offer to
ensure that the ambitions expressed in the indicator “number of training activities organized

addressing cross-cutting aspects” are met.

As a resuit, the project developed stand-alone modules for each of the theme. These tailor-
made 3-day programmes were delivered as a bonus training. 45 trainings (3 days gender
training) organized in 42 BOs and environment {energy efficiency, waste management,
occupational health and safety], were implemented. An action plan resulting from these
trainings is being put in into practice hy the BOs. A telling example of training effect comes
from the Uganda National Meteorological Authority, one of the BOs. After the gender
training the management has put in place a gender committee to analyze the internal
gender situation. This committee has organized an internal workshop for management and
staff to develop a strategy of gender mainstreaming. The costs for this workshop will be paid
by the crganisation itself and through a letter the PCT was invited to join. See figure 6
Showing the staff and management of UNMA during a gender mainstreaming training at
Esella Hotel in Keampala. Another example involves the staff of NTC Mubende. After a gender
training, they embarked on a campaign to keep the girl child in schoal. They organized a
training for the students in the college to make reusable pads that will be distributed to
primary schools neighboring the college. See figure 7 with students making reusable pads

following a training in gender for the lecturers at NTC Mubende.

In cooperation with the Ministry of Gender, Labor and Sacial Development {(MoGLSD), water

and environment, communication messages in gender and environment were developed

and integrated in the training as discussion materials. For an example see Figure 11. All
communication messages for Transversal themes are in Annex X1V,

Improving the quatily of the working environment as a means for improving the quality of service; SDHR proactive offer for fraining on
transversal themes, Mission Report, September 2016,
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Figure 10: Staff of UNMA attending a workshop to . o
develop a gender strategy in the authority. Figure 11: Communication Message on fighting
i ;& . gender based violence
Fight gender inequality,
L
don’t abuse your power
e . B L

Figure 11: Students making of sanitary pads under
the guidance of one of the partcipants that took part
in the gender training ate NTC Mubende
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Concerning female participation in HR and CD issues within the BOs, the 40% female
participation in the courses was a positive sign. We may safely conclude that organisation &
management issues at the SDHR supported BOs, are to a considerable extent, covered by
female staff and managers.
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2.2.8 To what extent have M&E, backstopping activities and/or audits contributed
to the attainment of results? How were recommendations dealt with?

M&E: Theory of Change was conducted at the start of the project which led to preparation
of the baseline report and review of M&E framework and M&E tools. Consequently, the
project proactively adopted strategies, activities and updated its risk analysis. This redesign
took into account the actual development level of each organisation and ensured adequate
interventions and as such full achievement of the outcomes.

The Results report, is prepared on annual basis and contains the strategic orientations and
steering of the project. It provided also the recommendations for strategic decisions of the

steering committee.

The project Reviews were conducted on mid-term (mid-term review) in 2018 and at the
end of the project (final evaluation) in 2019 by independent consultants, and their reports
shared with steering committee. The MTR made suggestions on the strategic direction of the
project for the remaining half term. Most important was the need to incorporate fourth
phase of the project concerning the transfer of learning to the beneficiary organisation work
environment. Secondly, was strengthening of synergies with the other Enabel interventions.

The end term review focused on the issues of sustainability and capitalization of lessons
learned for the future.The recommendations were accepted by both the HQ and the project
implementation team.

Financial and systems audits: two audits were conducted by independent firm. The first one
in in November 2015 by the Belgian Court of Auditors (Belgian Cour des Comptes) and the
second one in 2016 by Moore Stephens LLP. In both audits, there were no findings with
remarks on both financial and management controls.

Backstopping missions: 2 Backstopping missions were conducted by HQ experts over the
years of the project with reports shared with project. Backstopping mission on strategy for
incorporating transversal themes within the project was very fundamental: it led to the
implementation of specific transversal themes in areas of gender, digitalization,
environment and waste management across all the 49 organisations. There was another
important mission for capitalization of the project achievements and lessons learned. The
product of this mission was a comprehensive document detailing all the project processes,
achievements and lessons learned. Lastly, some of the missions provided guidance to the
project management team on strategic issues in the fields of training and operational
management.

Findings and recommendations of each of the above exercises were shared and discussed at
the project Steering Committee which met regularly on a six-monthly basis from 2014
onwards. Towards the end of the project, additional steering committee were held on adhoc
basis. The decisions are recorded in the project Steering Committee minutes and the SC
decisions matrix.
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3 Sustainability

3.1.1 What is the economic and financial viability of the results of the intervention?
What are potential risks? What measures were taken?

Although the project has concentrated more on the internal functioning of organizations and
systems (structures, strategies, staff, skills, attitudes, etc.) financial/economic viability to
maintain and reproduce the benefits of SDHR in the long run, is not guaranteed. The main risk
relates to the very low investment in HRD by the target ministries. This might imply that the
project is reduced to a one off HRD-intervention when continuous budget is not available for
the selected beneficiary organisations any more. According to ETR:

The four main factors facilitating lasting change within the BOs are not sufficiently available:

« Training and organisation development support financed via the national/district
budget;

«  Equipment needs adequately covered by the national/district budget;

o Staffing norms adjusted to the current service delivery needs;

« Local organisations becoming more effective in local resource mobilisation.

Since the SDHR-project has limited leverage on the national budget framework and national
decision on investments in training, the project focused on the aims of the national training
policy to improve training provision and raised the lack of training funding and training
coordination to national stakeholders through its steering committee level.

3.1.2 What is the level of ownership of the intervention by target groups and will it
continue after the end of external support? What are potential risks? What measures
were taken?

The SDHR-project opted for a participatory approach asking organisations to assess their own
organisational situation, set their own improvement goals linked to these goals and identify
related knowledge and skills gaps. The project also planned for flexible post-training coaching
by training providers. One of the main reasons to use this strategy was to create more
ownership.

The TFF ascribed operational responsibility to three temporary Sector Technical Committees
(STC) with senior members from the respective Line Ministries. The STCs’ aim was to ensure
ownership, create linkages between the field level BOs and the policy environment in the
capital, and take joint decisions with the PCT on implementation issues. In practice, the STC
members were also PSC members and since their high ranking in the government were not in
the position to be fully involved in field-policy linkages and in project level decision making. The
field-policy linkages got reduced to a minimum. The lack of links between field and capital are
the main risk of the intervention regarding ownership.

Regular reporting, project steering committees, meetings at different level and knowledge
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sharing platform accessible to BOs and central level were put in place to enhance ownership.

3.1.3 What was the level of policy support provided and the degree of interaction

between intervention and policy level? What are potential risks? What
measures were taken?

In its efforts to develop capacities at national level, the GoU through the MoPS drafted and
formulated the National Training Policy in 2006 though it has not been implemented to date.
MoPS have the mandate to create changes in the HR institutional framework and implement
the policy however they face several challenges to implement the policy.

The MoPS was not part of the PSC from the start of the project but after a letter from the
MoPS Permanent Secretary in November 2014, explaining their role in national HR and
requesting to be part of the support process on policy matters, the project suggested to
invite MoPS to the PSC meetings; the first PSC meeting with MoPS participation was in
August 2018, MoPS was active in the PSC and interested to cooperate with Enabel. With
budget from the Study Fund a tender was announced in May 2019 for developing an HR
framework jointly with the MoPS.

The involvement and interest of MoPS in the project opens up a possibility to improve the
national frameworks and governance in HRD. Maintain and increase the collaboration
between Enabel and MoPS in future interventions has been one of the key
recommendations of the ETR. A feasibility study was also a recommendation in order to
minimize potential risk.

3.1.4 How well has the intervention contributed to institutional and management
capacity? What are potential risks? What measures were taken?

At BO level, the project had stimulated the formation of Working Groups (guided by the
single point of contact- SPOC) responsible for organising the activities from their side and
follow-up on the action plans formulated after each training activity. These working groups
have remained the entry points for PCT and training providers; they monitored their own
progress and provided information to the PCT for overall SDHR monitoring. They were also
in charge of the planning, budgeting process and follow-up of all activities of the projects in
their institutions. For the BOs, developing and monitoring the implementation of all these
tools has been a capacity building process for the managers and SPOCS in itself.

Employee performance improvement is about change and change will only happen when
there is some minimal enabling environment. Management of an organisation plays a key
role in creating such an environment. The SDHR project experienced this management
requirement was often not fulfilled and certainly not a given. Specific efforts were
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undertaken to enhance management involvement. For that purpose the project organized
general meetings with management and HR of the beneficiary organisations and invest time
and other resources in keeping then involved and aware of project activities. This allowed
for cross learning and cross accountability.

4.1 Lessons Learned

In its capitalization report?, SDHR has not only explained its approach in working with a
large number of local organisations towards improved performance, it also lists per
development phase a series of lessons at operational level and lessons to be considered
for future programming. A summary of some of the lessons for future programming are

listed below:

(1) Training is about adult learning. Adults come to a learning situation with their own
priorities and attitudes. They are ready to learn when they decide to open their minds
and spirits to it. How can you get them to do this, especially if they are determined not
to do so?

(2) Involve the right national stakeholders and negotiate a higher involvement (of line
ministries). If a national training policy exists, then the responsible ministry should be
part of the project.

(3) In selecting beneficiary organisations assess their readiness for change. Without
readiness you better not engage with an organisation as it will imply a waste of time and
money.

(4) Training provision needs strong engaging training providers. First, for a training project
selecting these providers is a key task. The volume of tender work and contract
management cannot be underestimated for training projects that have a significant
budget to be spent on training multiple organisations in multiple sectors. Secondly,
Enabel should reflect on the instruments to engage training providers: are there other
instruments that need to be developed?

(5) Tendering, contract management, training planning, and organisation and follow-up for
a wide variety of 49 organisations in multiple sectors located all over the country implies
guite some worlk. This was strongly underestimated. Any training program needs better
workforce planning based on a more correct estimate of the workload

(6) How to get more government buy-in: SDHR implementation has realised that lasting
effects of training to local organisations needs more buy-in from the side of the
government, more than involvement as PSC members and the initially planned STCs.
Discussions with PSC members and chairman confirm the need for more support actions
at national level. Not only in training, but also in getting CD higher on the (budget)
agenda.

4 Helping people becoming better at their job: Training and development in the werkplaee in 49 Ugandan organizations. Lezsons from SDHR, Updated version, June 2019.
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(7) Data-base crucial for a large training programme. Project implementation benefitted
considerably from the elaborate training data-base. This M&E tool was designed rather
late in the project so at the end it was still under development. It would have been
bhetter if this tool was part of outputs 1 and 2 activities. The data-base is a good example
to be used by other similar projects.

(8) Mutual learning among BOs: Regular joint events among all BOs were planned with
the objective to learn from each other’s experiences. This appeared less the case than
anticipated. Exchanges among sectors, or even sub-sectors like DHOs, hospitals, VTIs
and NTCs, might have been better

(9) Identification of general training needs is a must-do step for every training project,
providing it with its rationale. Not doing this step well implies taking the risk that a
training project might start training without a clear rationale. On the other hand some of
the HR context analysis can be done at project formulation allowing for faster start-up.

(10)identification of general training needs takes time and budget. None of these
parameters were planned for well in the original project design of SDHR.

(11)Ensuring ownership creates a strong foundation for capacity development. The principle
that organisations (working groups), and not external consultants, drafted their own
assessment and decided on their own improvement areas proved to be crucial. This
approach is not only more expensive but often creates less ownership. We however
cross checked by an external consultant the self-assessment scores for TVET institutions.
Scores varied only slightly and not sufficient enough to motivate mainstreaming external
assessors.

(12)Transversal themes need a proactive approach. These themes are an issue because they
are neglected but crucial from a development perspective.

(13)Working with a single point of contact per organisation is crucial as the training project
had no staff in all organisations. Where sector projects are having staff on the ground
this staff needs to be engaged in this process too.

(14)For assessing applications from different sectors, assessors need a technical background
to be able to appraise problem definition and skill gap definition. Good composition of
sector committees is crucial and cooperation from sector projects is important.

(15)To speed up the analysis and arriving faster to training needs identification, the call
procedure proved to be time consuming. Training all organisations at the start would
have enhanced the understanding. Although this can be considered from an efficiency
perspective, it likely would cover up to a certain extent the readiness of change of
organisations and it allows less insight in the real status of the knowledge and skills base
of employees.
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10 Tools and products

The project used a variety of tools and materials that helped in planning and
execution the intervention activities. A lot of benefits were reaped out of the use of
the tools and materials as explained in the next sections.

e (Scientific) Publications
N/A. There were no publications produced during the project implementation
period.

e Capitalisation reports

The capitalization document tells the story of SDHR based on its experiences. In the
document there is integrated information that came from reflections of team members,
beneficiary organisations as well as contracted training providers (both national and
international).

The document makes a case for training and development of public employees. It also
indicates the main frameworks that the project inspired in developing and implementing its
training approach. There is an explanation on the project experiences with the
organization’s strategic framework for training programs; indicating the main
characteristics, the problems encountered and how they were dealt with.

The document shows the commonly used models for training design (ADDIE - Analysis,
Design, Development, Implementation, and Evaluation), the Kirkpatrick Model, which is
probably the best known model for analyzing and evaluating the results of training and
educational programs and the Turning Learning into Action™ (TLA) methodology

Finally, the document shares Lessons learned and insights for future programming.
e Audio-visual material

In searching for concrete improvements, the project training officers identified success
cases. SDHR has succeeded in documenting a large number of success stories (most
significant change) and in making the lessons learned as explicit as possible. These cases
were captured in audio visual formats and compiled per sector by the communication
officer and subsequently published as Stories of Change’. Many of these cases detail
improvements towards the BO clients, i.e. the students at the educational facilities and the
patients at the health facilities. The contribution of the training activities towards improved
service delivery. A number of the success cases refer to internal organisational
improvements that would be better categorized under effectiveness above, e.g.
management of drugs, waste and patient/ student data.

SDHR storivs of change, Enabel, three volumes, imdated,
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Other video materails relate to the lessons learnt during the first 2 phases of the project
while others are a summary of the lessons learnt during capitalization. See the stories on
this link.

¢ Other resources
The table below shows the tools and formats developed by the SDHR in the three phases of

project implementation. These tools were helpful in planning and executing all aspects of
the project management process. The project relied on the toolsto ensure that each task is

completed on time and to also help balance staff workload for optimal time management.

A e .Ana!ys.rs 1: Jdent:fy general training | needs i Gk x

. A generic organisational self-assessment tooi +an add.'tronal seif assessment
tool for TVET institutions

2 Sheet to identify key improvement aregs -

3 Training materials  for supporlting organisation  self-ussessment  ond
identification of key improvement areas

4 Assessment sheet for evaluating organisational self-assessment and
key improvement areas

5 A standard Memorandum of Understanding

B |Analysisstep 2: training planning

6 A generic training plan format

7 Overall budget envelops definition

8 Training budgeting guidelines

g A training budgeting format (Excel)

10 Training materials for supporting training planning and budgeting

11 Assessment sheet for evaiuatmg trammg pian and budget,

c Training afrangements X

12 Overall training databank

13 Training arrangement guidelines per training modality

14 General format for tendering training services, transport services and training
venues, equipment and catenng

D | Training development A . i

15 Format for terms of reference !mked to work orders (spec;f;c per trammg
activity

Eo Training eviluation. G : Sy

16 Questionnaire on sat;sfact:on of Benefrcmry Orgamsatron on the conmbutmn
of training to organisational improvement

17 Survey on satisfaction and confidence with HRD planning processes

18 Training status report format

i9 Training evaluation format
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e MA&E approach/system

The tools for monitoring and evaluation of training activities were developed in the
framework of the overall toolbox for the M&E. The Theory of Change was developed at the
start of the project which led to preparation of the baseline report and review of M&E
framework and M&E tools. The project M&E framework was aligned with existing
frameworks and methodologies already used by the partner.

The project developed tools to ensure that both planning and follow-up of the intervention’s
management information (inputs, activities, outputs) and are achieved. An overall internal
tool was developed to monitor the project expenditure and implementation of activities.

A midterm review to monitor the progress towards the achievement of results was
conducted. The MTR team that conducted the exercise made recommendations that were
approved by the PSC and acted on the by the project coordination team. The end term
review involved of all the project key stakeholders and made recommendations that have
been fully accepted for the improvement of future similar projects in the country.

Additionally all 48 Beneficiary Organisations were asked to present to the project a current
staff list. This exercise helped in approximating the amount of potential staff that might
benefits from the project , function groups that might benefits from the project, gender
figures related to staffing and retention rates. The data was updated on a yearly basis and to
used was used for monitoring purposes but also more pro-active to guide HRD and Training
planning (for example gender friendly budgeting). The project calculated the attrition rated
and determined that 19% of the employees left the beneficiary organisations within the
course of its implementation.

The Results reports were developed on annual basis and they helped to give a clearer picture
on the project implementation and budget execution. Two financial and systems audits were
conducted by independent firm and by the Belgian Cour des Comptes (Belgian Court of Audit)
without major issues being found.

The backstopping missions provided guidance to the project management team on strategic
issues in the fields of training and operational management. Consequently, the project
proactively adopted strategies, activities and updated its risk analysis and led to full achievement of
the outcomes.

It is however important to note that much as the partner existing M&E frameworks are very
comprehensive, complement each other, and are becoming increasingly aligned, there are
still considerable coherence challenges, and managing all these frameworks together is labor-
intensive. Besides, there are concerns about the accuracy and quality of the EMIS data,
where the education M&E system is mainly built on. Currently, M&E findings reveal key
challenges; however they are not used up to their full potential in terms of learning by
decision makers. M&E findings in education reveal key challenges and areas of
underperformance, but they do not always result in adequate policy responses.
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¢ Methods

Through the development of a phased and integrated capacity development framework,
Theory of Change, the baseline, M&E framework and M&E tools, the project significantly
improved its intervention logic. Results and indicators were, when needed, reoriented and
risks and assumptions updated. The project had in place a framework that oriented its
implementation.

A Phased Integrated Capacity Development Framewaork to facilitate effective project delivery
was developed. Phase 1 was about the organisational readiness for change. The purpose of
this is to verify if the organisation is ready to start a process to improving its performance. in
the application an organisation made a self-assessment of its organisation, identified areas of
improvement and relevant skills gaps and motivated why it wants to embark on the change
journey. Phase 2 involved Planning for change with a focus on Human Resource
Development. This process came with on-site training and off-site coaching and as a resuit, a
quality HRD and Training Plan that relates to the improvement goals of the organisation was
developed. Phase 3 was about Human Resource Development by implementing the HRD and
Training Plan. Activities of the HRD and Training Plan were organized and its effect on the
organisation is followed through an action plan to ensure transfer of learning to the
workplace. During the training and development phase, a variety of modalities were used;
long term training courses, short term courses, attachments, study tours and coaching and
mentoring,

To establish a framework for the official partnership with the Beneficiary Organisation a
proposal of memorandum of understanding {(MOU) was developed and validated by all line-
ministries and by the Solicitor General by 11 September 2015,

Although the intervention is located at the Enabel representation is has strengthened its
embedding with the line-ministries through the establishment of the Co-Coordination Team
and the provision of training of members of the Sectorial Technical Committees and Co-
Coordination Team. This has approach has enabled that the project approach is known and
can find a place in the HRD-divisions in the ministries or even in the work of the training
committees. The project will continue to invest in this coordination and training but
realistically has to accept that the sustainability with regard to embedding its approach will
depend finally on the available budgets for HRD.

Enabef » Belgian development agency « Public-law company with social purposes 17
Rue Haute 147 « 1000 Brussels « T +32 (0)2 505 37 00 » enabel.he
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