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LGMA model of providing capacity building programs at
a fee to local authorities might suit the Tanzanian context. 

Although there were some challenges with ALAT’s
perceived credibility with its members (particularly the
appointed members), there appeared a willingness to
give the association the benefit of the doubt.

1.2. Project methodology
Based on discussions between ALAT and LGMA staff, a
proposed approach to support capacity building based
on the LGMA model of collaborative volunteerism was
submitted to the ALAT executive committee, which
approved it. This approach included a plan to incorporate
an initial training workshop in conjunction with ALAT’s
Annual General Assembly, to be held in May 2012. The
initial training succeeded in generating $10,500 in
revenues for the association. 

Collaborative volunteerism model for local authority
capacity building
In its essence, the “collaborative volunteerism” model
for local government capacity building is extremely
simplistic, which is also its strength. In this model, one or
more local authorities authorize staff who are “content
experts” to conduct training workshops at a central
location for other local government officials who do not
have the same skills. Staff providing the training do not
receive any additional remuneration for this activity,
although they continue to receive their regular salary
from their local authority while conducting the training. 

1. Overview of the project
1.1. Summary
In 2011, the Association of Local Authorities of Tanzania
(ALAT) faced new and significant financial challenges as
it became responsible to collect its own membership
subscriptions, rather than receiving them as a grant from
the central government as it had in the past. As a result,
the association would in the future have to invoice local
authorities, which would then have the discretion whether
or not to continue as paying members of ALAT.

Given the financial constraints under which most local
authorities operated, this posed a real financial risk to the
sustainability of ALAT. At the same time, there was some
evidence, garnered from community visits under taken
during the mission, that local governments in Tanzania
had a limited relationship with ALAT and that appointed
staff in those jurisdictions were unsure of ALAT’s
mandate and felt the organization lacked credibility. 

In November 2011, ALAT hosted a mission in Tanzania
with the Local Government Management Association of
British Columbia (LGMABC), its partner in the Municipal
Partners for Economic Development (MPED) program.
During discussions, local authority officials noted some
local government training from the central government
already existed, but tended to be more academic and
longer term in focus. The overriding opinion was that
more practical and technical training available was lacking
at the department head level. When asked whether they
saw any value in ALAT providing such practical training
(to both elected and appointed officials), there was a
positive if guarded response from officials. They felt this
would be welcomed and that local authorities might
consider providing staff to provide such training based
on the “collective volunteerism” model used by LGMA
in British Columbia and under which approximately
1,200 local government officials are trained each year.

Given the financial challenges facing ALAT (in particular
regarding membership fees as noted above), alternate
sources of revenue would be necessary to ensure the
long-term sustainability of the organization. It was felt the
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The association (in this case ALAT), would look after the
logistics of arranging registration and venues for the
workshops and would cover the costs of travel, meals
and accommodations for the presenters. In return for
performing this organizational and logistical service,
the association would levy a registration to each local
authority participant attending the workshops. The fee
would allow the association to cover its direct expenses
related to the staging of each workshop. In addition, it
would receive an additional amount toward the overhead
of the association. 

If enough workshops, seminars and conferences are
staged using this model, the association stands to realize
considerable net revenues to support its operations. It
is understood the national government provides some
funding to local authorities in Tanzania to support staff
training that could be used for this purpose.

Recruitment of volunteer instructors — process

It was apparent during the 2011 mission to Tanzania that
there was not an established culture of individual volun -
teerism that would instantly support the model being
proposed for capacity building. However, based on many
years of experience conducting similar programs in
British Columbia using this exact model, there was clear
evidence that if ALAT took the necessary steps to nurture
its relationship with its members, it would eventually be
able to build a roster of speakers who would be willing
to train their peers. 

When it works, the simple elegance of this approach is
that over time, the association can build a network of
on-the-ground trainers who, while helping others, are
also having an opportunity for great personal growth
and development and are seen among their peers as
leaders in their field. Experience has shown this to be
a strong motivator.

Learning process

Following the mission to Tanzania in the fall of 2011, the
parties agreed it would make sense for their represen -
tatives to observe firsthand the organization and delivery
of a capacity building program in Canada based on the
model described above before launching their first
training program. 

In preparation, between November 2011 and February
2012, LGMA and ALAT officials were in constant contact
by email and Skype calls as LGMA staff prepared for
a forthcoming program that would be based on the
principles of collaborative volunteerism. During this
time, ALAT officials were able to observe firsthand all
of the steps necessary to prepare for a training event.
These included booking venues, logistics such as food
and audio-visual support, and the recruitment and
confirmation of volunteer speakers. In February 2012,

four representatives of ALAT (including its president and
secretary general) attended the LGMA “CAO Forum”
in Kelowna, BC. The forum is an annual opportunity for
chief administrative officers from BC local governments
to come together to discuss issues of mutual interest
and to receive practical training on skills that will help
them perform their jobs more effectively. This mission
proved to be very effective and inspired the ALAT
officials to begin in earnest to develop their own
program in Tanzania. 

For the first time, ALAT would be offering a training
program for a small fee (applying the value for money
principle). This was a risk for ALAT as it was unsure if
members would be willing to pay for training. Care was
taken to select a training program that had broad appeal,
met the local economic development mandate of MPED
and was provided in conjunction with ALAT’s annual
congress to take advantage of members’ attendance at
that meeting. This was similar to the strategies employed
by the LGMA when developing its own training programs.
In support of this first capacity building initiative, a
representative of LGMA attended the workshop in the
spring of 2012 to observe and provide assistance to ALAT.
Because the training program was held in conjunction
with ALAT’s annual congress, LGMA representatives had
the additional opportunity to learn firsthand about ALAT’s
relationship with its members and provide feedback on
ways it can enhance service.

Developing the appropriate training

Identifying and developing the right training for its
members required that ALAT develop a survey and
receive an adequate amount of results. As the initial
training topics required external knowledge such as the
application of the new public private partnership (PPP)
legislation, ALAT hired an expert who had worked with
central government to design the legislation. Once the
potential areas for training were received, ALAT was
able to identify potential staff within its membership
database. A mixed use of members and external
experts were used in the initial trainings in response
to new legislation. 

1.3. Partners and stakeholders

The Association of Local Authorities of Tanzania
(ALAT) is an autonomous membership-based
organization that brings together and unifies all the
urban and district councils in Tanzania Mainland. The
association was established on December 13, 1984 and
draws its mandate from its own constitution. ALAT has
members from all 168 urban (city, municipality, town)
and district councils. The major organs of ALAT are the
Annual General Assembly, which is the highest policy
and decision-making body, the executive committee and
the Secretariat. Other structures include ALAT regional
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branches, council branches and ward branches. The
strength of ALAT within the local government movement
lies in the competencies, ideals and values that have
been developed and accepted since it was established
in 1984. Its mandate is to promote the system of local
government decentralization in Tanzania, lobby for the
rights of its members, provide a platform for the exchange
of information and skills, and provide capacity building
opportunities for its members.

Local Government Management Association of British
Columbia (LGMABC) is governed by a 13-member
Board of Directors, and six staff members to handle
daily operations. In June 2000, the association’s name
was changed to the “Local Government Management
Association of BC” (LGMA) from the Municipal Officers’
Association (1919) whose mandate was to encourage the
interchange of ideas and to foster/encourage a “greater
efficiency of municipal officers in the performance of
their duties”. The LGMA continues to uphold these
ideals, striving to promote professional management
and leadership excellence in local government, and to
create awareness of the local government officers’ role
in the community. The association provides timely
and forward-thinking educational programs for local
government professionals that encourage fellowship
and networking.

ALAT’s role in this project was to develop its leadership
and implement the project together with its members
while LGMABC’s role was to develop/adapt the revenue
generation process with its partners and support them
in implementation. 

2. Project results

2.1. Expected versus actual results

This new membership training model altered the usual
modus operandi whereby all expenses were paid by the
association. The new training capacity approach requires
that the ALAT membership cover their expenses and
pay a fee for the training. This was an overnight,
180-degree shift. 

The single expectation for this initiative was that ALAT
would apply the revenue generation model process
thoroughly. The importance of the process would enable
the partners to adapt and tweak as the event occurred. 

Results from the capacity building training
workshops 

In April 2012, ALAT staff/executive committee and
LGMA observed the implementation of the first training
program. The interaction between ALAT and its members
provided an opportunity for LGMA representatives

to discuss face to face their approach to capacity
building training. 

Observations made to ALAT provided an opportunity to
further explore the challenges and opportunities as it
moves forward in its programming and engagement
plan. There was a clear demand among the estimated
250 delegates for this type of training. The session was
deemed a success and provided the impetus for ALAT
to consider other topics that would be appropriate for
future workshops. 

In terms of financial results, ALAT’s first capacity building
workshop was also a success. Total income generated by
registration fees and sponsorship was T.Shs. 42,562,000
with expenditures being T.Shs. 25,387,500 with a net
revenue of T.Shs. 17,174,500 (approximately USD 10,500).

In principle, the model of collaborative volunteerism
advocates that trainers be skilled practitioners from
local government. However, given the short timeline
from inception to delivery of the program, as well as
the nature of the featured topic, ALAT persuaded
senior officials of the central government to attend
the workshop as presenters. In addition to benefiting
the program directly, the participation of central
government officials also had the side benefit of
enhancing the credibility of ALAT both in the eyes
of its members and of the central government.

All told, 85 per cent of the process was strictly followed
and with the support from Canadian partners, adjusted to
reflect local needs. Again, the changes would work as long
as the process is followed during the subsequent training. 

Following the success of the first workshop in April 2012,
ALAT decided to hold a second workshop in June. This
would expand on the general topic of PPP in local
government authorities, including a session on best
practices in procurement under a PPP model. This
one-day workshop was held in Mwanza on June 30, 2012.
With per person registration fees set at T.Shs. 150,000
(about USD 92), the workshop attracted over 100
delegates and was deemed a success both in terms
of content and finances. Net revenue for the workshop
was T.Shs. 6,109,000 (approximately USD 3,700). 

The other four training sessions were not as successful as
the process was not followed. In the end, the asso ci ation
did not make enough revenues to bank a kick-start
amount. Ideally, following a training workshop, it is
recommended to safe-keep a small amount of funds
to “kick-start” and cover the initial prep/logistic costs
for the following workshop. These costs could be the
promotional flyers, down-payment to reserve a room,
etc. The amount can then be recovered from the
revenues generated once the training is completed. 
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Delegates at ALAT’s Public-Private Partnership (PPP) Workshop, May 2012.
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essential if the model is to succeed. While websites, email,
text, social media, printed materials and tele phone calls
are useful tools, nothing beats personal contact for
getting members engaged and excited about professional
development opportunities (i.e. becoming a trainer),
as well as engaging participants as learners.

In some situations, there might not be sufficient resources
available for an association such as ALAT to conduct
the numerous on-site visits that would make such
an engagement strategy successful, particularly if a
jurisdiction is geographically large and the population
dispersed. While the association staff would ideally
make these face to face visits, it is almost as valuable if
the association’s regional representatives (e.g. Board
members) carry the message of the association to their
respective jurisdictions. This can be achieved at Board
meetings, annual local government awareness days,
as well as at the Annual General Meeting when the
membership comes together. Naturally, these efforts
should also be supported by an active online presence
as noted above.

Membership engagement

The key to developing a successful capacity building
program for local authorities is to properly assess
training needs and then deliver those programs at a high
enough level that members will spend the necessary
training funds to participate. Underlying this notion is the
credibility of the association itself and the perception by
members that it can successfully deliver on its promises.
This credibility must be earned over time and can be
best supported by an active membership engagement
program. The association should be frequently in contact
with local authorities to determine their needs, as well
as provide other services (e.g. advocacy) that will help
improve its reputation among the membership.

Cultural/social considerations

In Tanzania, a long-term cultural/societal perspective
might be considered at odds with the model of training
being advocated by LGMA. A frequent response received
during the 2011 diagnostic mission was along the lines
of “why would I volunteer to help my colleague from
another local authority receive inexpensive training?”,
or “why would I pay to receive training from a colleague
from another jurisdiction?” with the implication that the
training may not be as good as that received from a
consultant or a university professor. One of the lessons
learned by LGMA over its 90+ years of operation is that
many skilled presenters from within local government
ranks possess the ability to deliver first-rate training
enhanced by practical experience. The challenge (and
opportunity) is to find those people and encourage
them to get involved. When explained in detail how the
model works, the vast majority of local government
officials acknowledged the merits of such an approach. 

2.2. Compatibility with program crosscutting
goals

Gender equality
Capacity building in local governments in Tanzania is
crucial and even more so for women who wish to move
up the ladder. ALAT could use the model to ensure that
a percentage of the seats are reserved for women who
wish to attend. There is also the opportunity to check
in with members to adapt programming or offer
training that responds to some issues that women
face in local government. 

Environmental sustainability
This crosscutting program has no environmental
sustainability implications. 

2.3. Success factors

Recruitment of volunteer trainers
The key to any successful training program provided
through an organization such as ALAT is that the
offerings are (and are seen to be) excellent in the eyes
of participants. It is not just a simple matter of finding
someone with content expertise and placing them in
front of an audience. What is also essential is to have
the content skills matched with the ability to deliver
the presentation effectively to an audience — i.e., the
presenter should be a talented speaker and/or storyteller
as well. 

To achieve the desired training objective, the association
put considerable efforts toward the recruitment of the
right volunteers. Any association contemplating such
an approach must first spend considerable time on a
membership engagement strategy to develop the profile
and trust necessary to encourage the best volunteers
and to develop a roster of instructors who will make the
model a success. As noted previously, the value and
importance of face to face contact with members is
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training. It is also important to ensure that members are
paying ahead of time to reduce the cost, time and efforts
of support staff trying to recover the costs of the training.
During this project, ALAT successfully developed an
advance payment method that ensured their main costs
would be covered and that members would attend
the training. 

Social 
As mentioned before, the cultural and socio-economic
aspect of suddenly requesting members to assume the
cost of the training rather than receiving funds to cover
their travel fees, per diems, and hotels to attend a training
session is huge. The simple fact that the executive board
approved such an organizational change provided support
to the association staff to determine the amount for the
training and then invite its membership. However, this is
a slow process and it can be expected that acceptance
of assuming the cost of training may take a few years. 

Environment 
This project creates no impact on the environment. 

3. Sharing the experience 
3.1. Lessons
Despite these encouraging findings, there are a number
of challenges involved in designing and delivering
capacity building forums. These include the choice of
relevant and saleable topics to train, ensuring adequate
participation and financial support to the participants
and, above all, getting support from the government
and the association board.2

Based on the experience gained and taking into account
factors contributing to the success of the previous capa -
city building forums and conscious of the challenges,
ALAT is in a position to also train its membership to use
the user-payer model as a revenue-generation approach.

The second long-established practice that had to be
addressed head-on was the custom of paying delegates
a “sitting fee” to attend conferences. Not only did they
not receive this fee, they also had to pay to attend. In
this regard, the key element for success is that training
opportunities are seen as excellent “value for money”
and that training topics chosen and instructors featured
would entice participants to register, pay and attend at
their own expense. In the case of the first ALAT workshop,
over 250 delegates felt these criteria had been met. 

Support from central government and the
association Board
In any developing jurisdiction where decentralized local
government is being supported as an initiative of the
national or central government, this support must also
transfer to support for local government associations
as they provide services to their members. ALAT was
fortunate to receive direct support and encouragement
from central government officials and its board, which
not only endorsed the training but also had senior staff
participate in the program as volunteer expert speakers.

Process
Using the program and planning resource manual (step-
by-step guide) with the checklists built for this process
is crucial to maintain quality through the various training
programs. 

2.4. Sustainability of results

Organizational 
ALAT staff has received all the training and experience.
Within two years, over six trainings were offered across
Tanzania. The onus at this point is with the association
to choose, if it wishes, to pursue this revenue generation
module as designed and proved sustainable, and adapt
it according to new membership requests to increase
sustainability in the long-run. 

Technical 
Technology is a positive component. The better the
technology, the more the association can make use of it
to promote the training and use savvy new tools. As a
whole, the current technology is sufficient. The current
model was built with the technology available at the time. 

Financial 
This model is self-sufficient if procedures are followed.
The success factors include good preparation (“your last
training is your marketing strategy for the following
training”), sound sponsorships that can be renewed, and
using a percentage of the revenues to kick-start the
expenses generated by the preparation of the following



The Morogoro Municipal Council, in developing its local
economic development (LED) office, has applied the
approach to local entrepreneurs by offering (following a
survey) training in various areas (marketing, accounting,
etc.). As a result, the LED office has generated revenues
for the local government. Again, the same approach
(tweaked) was used in West Africa in other MPED
projects, and the result was positive. 

Local governments who have tried the model have
ensured they are well aware of the needs of their
potential clientele. The fees charged are profitable,
but lower if the clientele had to travel to the capital
city for the training. 

Annexes
• Program and planning resource manual (step-by-step

guide) with checklists, 2015

• A promotional brochure for the first capacity building
workshop 

• ALAT membership needs survey
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