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The Summary of Mid-term Review

1. Outline of the Project

i Project Title : The Project for Institutional Capacity
Country : The Republic of Ghana . . .
Development of Civil Service Training Centre
Issue/Sector : Governance Cooperation Scheme : Technical Cooperation
Division in charge : JICA Ghana Total cost (at the time of evaluation study) :
Office 158 million yen
March 1, 2011 Partner Country’s Implementing Organization : Office of
~ the Head of the Civil Service (OHCS), Civil Service
Period of February 28, Training Centre (CSTC)
Cooperation 2014 Supporting Organization in Japan : PADECO Co., Ltd.
(3 years) Related Cooperation : Capacity Development of
Government Administration Project

1-1 Background of the Project

The Government of Ghana identified strengthening of governance as one of the high-profile
problems in “Ghana Shared Growth and Development Agenda(GSGDA), 2010-2013”, and the
capacity building of civil servants has been proceeded with by one of the key components of
GSGDA, public sector reform.

As for civil service training, Civil Service Training Centre(CSTC)has been providing training for
middle and lower level civil servants in the Republic of Ghana under Office of the Head of the Civil
Service(OHCS). Since the targeted trainees play core roles in formulation and implementation of
policies in the Government, their capacity building is crucial in order to improve quality and
productivity of the service delivery. However, practical training of leadership, work ethics as well
as quality and productivity improvement had not been carried out before 2007 due to the lack of
capacity of OHCS/CSTC, despite of the training needs in the country.

In response to those needs and the request from OHCS, Japan International Cooperation Agency
(JICA) implemented the three-year technical cooperation project, named “Capacity Development of
Government Administration” (hereinafter referred as “the previous Project”) for developing
OHCS?’s capacity to launch and implement training programmes for the target group from March
2007 until February 2010. As a result, CSTC succeeded in strengthening its institutional capacity
such as designing and implementing training courses for civil servants, with increased numbers of
training courses and trainers of CSTC and establishment of ADDIE (Analyse, Design,
Development, Implement, and Evaluate) cycle.

During the operational period of the previous project, OHCS/CSTC invited civil servants from
Sierra Leone and Liberia (six from each respective country) to participate in the Ethical Leadership
training course in Ghana. The Governments of Sierra Leone and Liberia expressed appreciation to
OHCS and have requested OHCS to provide more training opportunities for their civil servants.
Through the previous Project, OHCS/CSTC realized the need to further improve its training
capacity in order to extend its training services to English-speaking countries in the West African
sub-region.

In order to respond to the increasing needs of providing training not only in Ghana but also in the
sub-region as “the Centre of Excellence (COE)”, OHCS, in 2009, requested JICA for the “Project




for Institutional Capacity Development of Civil Service Training Centre” (hereinafter referred as
“the Project”), and JICA launched the succeeding three-year technical cooperation project
scheduled from March 2011 until February 2014.

The activities of the Project focus on implementing international training courses inviting civil
servants from Sierra Leone and Liberia in collaboration with partner institutions in the countries.
Also, international Training of Trainers (TOT) course was developed utilizing ADDIE cycle model
in order to cultivate trainers who can facilitate both national and international training courses, and
institutional skill for training /course management has been strengthened. Such skills include
developing new training courses for middle and lower class civil servants and local government
officials. In addition, the Project has been supported by offering overseas training opportunities in
Singapore and in Japan and supplying equipment to CSTC’s new training building currently under
construction.

Since the Project has now reached the midpoint of the operation period, a joint Mid-Term Review
was conducted in order to evaluate the expected achievement of the Project Purpose and Outputs, to
verify contributing/ inhibiting factors and to make a consensus on the activities that enhance its
impact and sustainability in the remaining period of the Project.

1-2 Project Overview
The Project aims to strengthen the institutional capacity of CSTC in order that CSTC will be
capable of functioning as the COE in West Africa by scaling up its training management skills, such
as TNA, developing curricula and training materials, organizing training and M&E, through the
process of providing EL/QPI and TOT courses for the participants from Sierra Leone and Liberia.
(1) Overall Goal
Civil servants and institutions in the sub-region benefit from the services of CSTC as ‘Centre of
Excellence’ in civil service training.
(2) Project Purpose
Institutional capacity of CSTC strengthened towards its functioning as a ‘Centre of Excellence’ in
civil service training in the sub-region.
(3) Outputs
1) OHCS/CSTC personnel have developed capacity to conduct TNA and to develop training
curricula and materials, including for Ghana and the sub-region.
2) Training delivery capacity of the CSTC trainers has been strengthened for delivery of
training for the sub-region.
3) Capacity to plan and deliver regular training for participants from the sub-region has been
developed at CSTC.
4) An M&E system to ensure quality training has been established and implemented by CSTC.
(4) Inputs(as of October 2012)
Japanese side :
Japanese Experts : A total of 4 persons
Counterpart Training in Japan and the third countries : A total of 10 persons
Provision of Equipment : Equivalent to JPN 8,637,714 (by JICA standard exchange rate of
November 2012)
Local expenses :  JPY 44,926,273




Employment of local staff : A total of 7 persons
Ghanaian side :
Counterpart personnel : A total of 15 persons(OHCS, CSTC)
Provision of spaces (Project office, training venue) etc.
Construction of the training building utilizing Japanese Counter-value Fund, amount of
GHC 1,191,587, which is equivalent to JPY 51,076,662(by JICA standard exchange rate

of November 2012).
2. Evaluation Team
Mr. Koichi Kito Team Leader Senior Representative
JICA Ghana Office
Members Mr. Hajime Evaluation Planning 1 Assistant Resident Representative
of Usukura JICA Ghana Office
Evaluation | Ms. Megumi Ando  Evaluation Planning 2  Local Consultant
Team JICA Ghana Office
Ms. Fumiko Iseki Evaluation Analysis Consultant
Global Link Management
Period of th th . . .
. 127~28" November, 2012 Type of Evaluation : Mid-term Review
Evaluation

3. Results of Evaluation

3-1 Project Performance

(1) QOutputs

Output 1 has been mostly achieved. OHCS/CSTC conducted TNA (Training Needs Assessment) in
Sierra Leone as well as in Liberia, and TNA guideline was compiled. Based on the result of TNA,
the course curricula and material were developed (indicator 1-2), which participants found relevant
to their needs (indicator 1-1). It is worth noting that CSTC developed 23 courses targeting local
government officials mostly by itself. On the other hand, the TNA capacity needs to be strengthened
since the capacity of TNA differs among individual.

Output 2 has been partially achieved at the time of Mid-term Review, which is more likely to be
achieved within the remaining period of the Project. Learning Platform (LP), which is an
opportunity for reciprocal learning as well as means to train trainers, was organized for nine times.
At LP, TOT manual was developed and was utilized at advanced TOT for CSTC trainers as well as
at the 1*" international TOT (indicator 2-2). On the other hand, 40% of trainers taught more than
one module; 60% of trainers self-evaluated as capable of teaching more than one module (indicator
2-1). The challenge to achieve a targeted 80% is the capacity development of newly recruited
permanent trainers.

Output 3 has been achieved and most likely to maintain its achievement during the latter part of the
Project period. Based on the developed Course Administration Manual, the 1%, 2" and 3"
international EL/QPI courses as well as the 1% international TOT were organized (indicator 3-1).
Following the manual, the newly recruited permanent trainers have been coordinating international
courses with the support of CSTC Assistant Principal as well as the Japanese experts. Furthermore,
100% of the 1*" international TOT participants (all 16 participants) demonstrated the ability to
deliver training session (indicator 3-2). During the latter part of the Project period, CSTC trainers
are expected to implement training timely without the support from Japanese experts.
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Output 4 is most likely to be achieved within the remaining period of the Project, but it has certain
concern. Based on the developed M&E guideline, M&E were conducted for the 1%, 2", 3" EL/QPI
and 1° TOT. The course content and training materials as well as course delivery method have been
reviewed according to the results of course evaluations and impact survey (indicator 4-1). While the
monitoring on the implementation of Action Plans has been mainly conducted by HRMO and CSA,
it is only at the time of the impact survey, which is conducted after four months from
implementation of the training, CSTC can actually observe the situation(indicator 4-2). However,
CSTC is considering making this impact survey optional due to its cost implication after the
termination of the Project. If the Project can invent more sustainable and efficient alternative
method, the effect of the Project can be maintained in better manner. It is also worth noting that
MSD(Management Service Department)which has been in charge of M&E since the beginning of
the Project, has been transferring the skills to CSTC. During the latter part of the Project, M&E
skills of CSTC need to be institutionalized by skill transferring and enhancing the computer literacy
of permanent trainers on the data input, compilation and analysis.

(2) Project Purpose

The narrative of the Project Purpose is not clearly defined, and the interpretations were found
slightly different among the Project members. Based on the indicators, the Project is advancing
progressively to achieve the Project Purpose. However, the Project design lacks the aspects of
upgrading the capacity for national courses, as well as strengthening the institutional management
of CSTC, although both of them are deduced to be necessary for becoming the COE.

Descriptions on the indicators are given below. As per indicator 1, the number of adjunct as well as
permanent trainers increased from 26 to 47 (by 81%); the number of classroom will increase from
three to 12 (300%) at the completion of the new building. Since this indicator will be most likely to
be achieved by the important assumptions, it is better to be replaced with another indicator. As per
indicator 2, the satisfaction rates on trainers’ performance at the 1% 2" and 3" international EL/QPI
courses as well as the 1% international TOT course were 95%, 100%, 100%, 75%, achieving the
targeted figure of 60%. As per indicator 3, TNA guideline, Course Administration Manual, M&E
guideline were developed, and international trainings have been conducted following the ADDIE
cycle. As per indicator 4, HRMO in Sierra Leone is requesting CSTC to send trainers for TOT
training in Sierra Leone. HRMO is currently looking into a possibility to link CSTC training with
TOT in Civil Service College, for which EU plans to support.

Another achievement of the Project was that the JICA Project of Capacity Development for
Comprehensive District Development (CDCD) in Sierra Leone has sent participants to CSTC. This
kind of collaboration with other JICA projects is desirable for CSTC to secure the opportunity for
conducting international training.

3-2 Summary of Evaluation Results

(1) Relevance

Relevance of the Project is high in terms of the policies and the needs of the governments of Ghana
(GoG) and Japan (GoJ), as well as the needs of Ghana, Sierra Leone, Liberia and CSTC. On the
other hand, there is certain limitation in the design of the Project, which decreases the effectiveness
and the sustainability.

(2) Effectiveness
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The effectiveness of the Project can differ, depending on the scope of the Project Purpose. This
Mid-term Review takes this scope of institutional capacity, to be able to provide international
training with ADDIE cycle. With this definition, the likelihood for the Project Purpose to be
achieved is high. On the other hand, to be able to provide the service as a Centre of Excellence in
Ghana as well as in sub-regional countries, the followings need to be dealt with : (Dto apply the
knowhow acquired through international trainings into national courses to ensure the sustainability
of the effect of the Project; @to strengthen the management capacity of CSTC. However, this
Project does not contain the above two aspects, except for developing curriculum and material
design for national courses. These two aspects have practically become as important assumptions.
Therefore, the effectiveness consisted of the four Outputs is moderate. During the latter part of the
Project, the effectiveness could be enhanced by incorporating the above mentioned two aspects.

(3) Efficiency

Major portion of the Inputs were properly utilized to produce the Outputs, except for the delay in
construction of the new building. The large portion of local cost was spent on covering the
international training course fee, traveling cost for international participants as well as for
OHCS/CSTC staff to visit sub-regions at the time of TNA and the impact survey. When considering
the nature of the Project as contributing to the sub-regional cooperation, this point could be
conceded as appropriate. The aspects which enhanced the efficiency are : (Ostrong commitment
and the ownership of the Project, as well as good relationship between counterparts and Japanese
experts, @overseas training with the right content at the right timing, while the aspects which
became as constrains on efficiency are : (DDelay in construction of the new training building and
the provision of equipment, @some aspects that are necessary to achieve the Project Purpose, was
not factored in PDM.

(4) Impact

The likelihood of achieving the Overall Goal is heavily depending on the important assumptions.
While HRMO and CSA may continue seeking services from CSTC even after the termination of the
Project, CSTC will not be able to provide services (indicator 1), nor will HRMO/CSA be in difficult
positions to replicate training in respective county (indicator 2), if they cannot secure funds either
from their governments or donors. On the other hand, CSTC is aiming at providing training and/or
advice not only in sub-regions but also to local training centres in Ghana as the COE. The Project
also produced other positive impact as following :

+ Application of knowhow acquired through international training into national courses

+ CSTC staff becomes time consciousness and their team spirit has been enhanced.

+ LP motivated some adjunct trainers who were about to withdraw from the Project.

« Improvement of CSTC’s prestige

(5) Sustainability

The sustainability is a concern at the time of Mid-term Review.

Policy environment

The momentum to strengthen civil service training is in favourable direction in the current policy of
GoG. However, the enforcement of Scheme of Service Training might be hindered, unless the
centralized training funding under the Training Policy is authorized by the Cabinet; as a result, the
collection of training fees may not be improved at CSTC. Even though OHCS is committed to push
forward to materialize the central training funding, it is difficult to estimate how long it would take
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for the consultation with other MDAs as well as for the authorization by the Cabinet.

Technical aspect

Various manuals have been developed to ensure the knowhow and skills acquired through the
Project to be maintained at CSTC institutionally. On the other hand, the level of developed capacity
differs by individual trainers. As for M&E component, it has been transferred from MSD to CSTC,
but the skill transfer has managed only on individual basis. Therefore, the transfer of skills from
those individuals to other trainers is to be accelerated to further strengthen the dissemination of the
acquired capacity in the latter part of the Project. As for the planning of the training, it is expected
that Ghanaian CPs will be able to manage it on timely manner without any support from the
Japanese experts.

On the other hand, the technical sustainability of CSTC is expected since CSTC has organizational
culture to maintain the acquired skills as following : (DCSTC introduced various mechanism (LP,
material development task team, teaching team etc. ), @CSTC has culture to incorporate the
positive change as CSTC applied new skill acquired at Singapore training immediately, (CSTC
principal has strong commitment toward becoming COE.

Financial aspect

Financial sustainability is of the deepest concern at the time of Mid-Term Review. The Project has
been providing the cost for sub-regional training courses and traveling etc. Therefore, unless
sub-regional countries secure their own funding through donors or their own governments after the
termination of the Project, it would be difficult for CSTC to continue the international training
scheme. Furthermore, the international trainings have been better occasions to ensure adjunct
trainers to be utilized. Unless CSTC can secure funding from MOFEP or MDAs, CSTC remains in a
less favourable position to provide opportunities to utilize trained adjunct trainers for national
training courses. Therefore, the challenges in the financial aspects need to be solved in order to
continue utilizing the effect of the Project after the termination of the Project and to achieve the
Overall Goal.

3-3 Factors promoting project progress

(1) Factors related to the implementation process
Assets accumulated from the previous Project : (DStrong sense of ownership by CSTC
Principal, @good communication between OHCS and CSTC, utilization of the approach
established in the previous Project into sub-regional training.
Incorporation of various approaches : (DTask team system for developing curriculum and
materials, @ LP, (® Retreat workshop, @ Skill transfer mechanism for newly recruited
permanent staff, (®Utilization of Subject Matter Expert (SME), ® Recruitment of local
consultant.
Own initiatives by CP, such as Committees and My Excellency Series.
Overseas training
No transfer of major CPs and the increase in the number of staff.

3-4  Factors inhibiting project progress
(1) Factors related to planning
Non-incorporation of the activity for developing the capacity of newly recruited permanent trainers.
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(2) Factors related to the implementation process
Delay in infrastructural improvement of CSTC, which means an important assumption in PDM
not met.
Budgetary constraints on the Government, which means an important assumption in the PDM
not met.
Less motivation of some adjunct trainers
The issues related to the coordination of training, such as nominating training participants.

3-5 Conclusion

Regarding the relevance, the needs and the policies of GoG and GoJ were met, as well as the needs
of Ghana, Sierra Leone, Liberia and CSTC. However, the strategy of the Project had a certain
shortcoming, which reduces the effectiveness and the sustainability. As for the effectiveness, it is
fair if the narrower definition of the Project Purpose is assumed, which is to establish the
framework to implement international trainings. The effectiveness could be enhanced, provided that
some challenges, such as the variance of capacity between senior and less experienced trainers, the
managerial/administrative capacity and the capacity to serve national training are addressed. The
Project has both factors that enhance or reduce the efficiency. Some noteworthy factors include: @O
strong commitment and trust between CSTC and the Japanese experts, @good contents and right
timing of overseas training in Singapore and in Japan, as well as @delay in the construction of the
new building and the provision of the equipment. The Project also enjoyed several positive
impacts : application of skills acquired through international training to national courses, and the
enhanced image of CSTC. In terms of sustainability, it is the deep concern and requires intensive
efforts for the improvement.

Overall, the Project is successful in developing capacity to implement international training
following ADDIE cycle. In the latter part of the Project, the institutionalization of the skills
acquired should be further strengthened through dissemination of skills among CSTC staff, as well
as application of the skills to national courses, in order to sustain the effect of the Project by
cherishing the assets created since the previous Project.

3-6 Recommendations

It is recommended to formulate and implement a strategy to enhance the sustainability of the effect

of the Project as follows.

Recommendations to the Project

1. The Project is suggested to accelerate handing over the parts on which the Japanese experts
have been providing much assistance as a part of exit strategy, especially the planning and
coordination of the courses.

2. The Project should accelerate to standardize the capacity of CSTC permanent trainers,
especially strengthening M&E and TNA. The implementation of skill transfer mechanism is to
be continued.

3. The Project is suggested to identify necessary ICT skills of permanent trainers related to the
Project activities, and take feasible measures to enhance their ICT capacity, starting with M&E
data inputs, compilation and analysis.

4. The Project is recommended to monitor the implementation status of CSTC three-year
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10.

11.

Strategic Management Plan periodically.

The Project is recommended to follow the progress on the application of knowhow obtained
through international training into national courses, especially into EL/QPI course. It is
recommended to include this aspect in the activity at the time of PDM revision.

It is recommended to include some aspects to stimulate their intellectual desires.
Recommendations to CSTC

CSTC is recommended to prepare the staff development plan with the long-term perspective.
The plan could include the possibility of attaching them to MDAs for certain period to deepen
their understanding of the civil service. Furthermore, it is suggested to take into account
permanent trainers who will be employed next year in this staff development plan.

As CSTC plans to increase the number of permanent trainers next year, CSTC is recommended
to consider the possibility of hiring more experienced permanent trainers in order to make
balance among training management class.

In order to strengthen the institutional capacity as well as to enhance the sustainability of the
Project, CSTC should implement three-year Strategic Management Plan, an action plan
formulated at TOT in Japan.

As a part of marketing strategy, CSTC is encouraged to consider approaching development
partners to conduct training for other institutions inside and outside Ghana. To establish the
first model, liaising with HRMO in Sierra Leone should be strengthened to materialize the
collaboration with EU funding.

Recommendations to OHCS

12.

13.

14,

15.

In order to raise the awareness on Scheme of Service Training, OHCS should hold the
dissemination seminar at CSTC, targeting MDAs HR director and HR person in charge of
training.

In order to materialize the Centralized Training Funding mechanism, OHCS is requested to
continue making efforts to finalize the Cabinet memo and seek for its authorization.

In order to develop the capacity of the CSTC trainers, it is suggested that OHCS could
facilitate the provision of further training (diploma, mater’s degree etc.) through fellowship
programme or whenever funding becomes available.

OHCS is recommended to continue making efforts on updating personnel database.

Recommendations to JICA

16.

17.

18.

JICA is recommended to revise PDM by consulting the Project on the above suggestions for
the Project; at the same time to clarify and build common understanding on the definition of
the Project purpose.

JICA is recommended to make efforts to look into the possibility of liaising CSTC training
with other JICA projects in the sub-region and Ghana.

In order to secure CSTC continue conducting international trainings, it is important for JICA to
promote the collaboration with partner institutions (HRMO/CSA) in Sierra Leone and Liberia
as well as other development partners.

3-7 Lessons Learned

The foundation of CSTC, such as the capacity to implement national courses and the managerial
capacity, was found to have some limitations, considering the necessity of developing the capacity
of newly recruited trainers, although this Project was designed as an advanced version of the
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previous project. Therefore, when JICA plans the second phase of a project with advanced level
when formulate another similar project, it is important to ensure that the pre-condition is met so that
the sustainability of the effect of the Project is secured.
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