NSJ: TRAINING IMPACT ASSESSMENT

Terms of reference: supplementary document:

Background:
This process began with the document: ADraft terms of reference for Training Evaluation consultant on Nordic-SADC Journalism Centre@.  In this, a study was called for that would: 

* develop a system for assessing the impact of the NSJ,

* conduct the impact assessment,

* propose revisions in NSJ strategy for improved impact.

In response, a document titled AProposal for an impact assessment for the Nordic SADC Journalism Centre@ was submitted to the NSJ, and substantial discussions took place around it in Maputo in May.  The draft terms of reference were subsequently narrowed, and a broad methodology for conducting the Impact Assessment was agreed.  What follows below sets out the more specific terms and further elaborates the methodology to be followed. 

1. The point of the impact assessment.
It is agreed that the assessment should meet the broad objective of establishing whether NSJ=s training activities have been effective in terms of achieving the NSJ objectives of assisting professionalisation and strengthening free media in the SADC.

The assessment also needs to be forward looking as regards possible and probable change and continuity at NSJ.  This means it should help in planning Phase III of the NSJ, including modifications in its training, in the light of the training record thus far.  The results of the assessment should help to make an informed judgement as to whether NSJ activities justified the donor support they received. 

Discussions with key NSJ officials included the following considerations to be borne in mind in the impact assessment: 

- To attempt to assess the impact had there not been any NSJ training courses. 

- To show failures as well as successes in what impact there is. 

- To assess current evaluations by the NSJ itself with a view to recommendations for future evaluations. 

2. Definition: 

The phrase Atraining and other activities@ in the Terms of Reference will be narrowed down to mean assessing the impact of core courses. This then excludes all but passing focus on activities like co-operation between NSJ and other institutions, the newsletter, legal, Department of External Projects, and Train the Trainer courses. This is a tight focus, designed to do justice to the difficult business of assessing the various impacts of the bulk of NSJ outputs - training courses for SADC journalists. 

The focus, further, is on the impact of training as a whole, and not foregrounding the question of whether one course (or even the courses within a given medium like radio) had more impact than others. The primary idea then is to gauge impact at a general level, not the specific or variegated.  This is not, however, to ignore the possibility that a range of patterns may emerge within the general impact findings during the unfolding of the research and analysis process. 

3. Timetable

Time required: maximum of 35 days
	Tasks
	Timeframe
	Rate
	Cost

	Developing protocol, complete literature review, prepare research

(8 days work)
	end July
	R1000
	8000

	Conduct research

(12 days work)
	July 27 - August 26
	R633


	7600

	Collate and analyse results

(5 days work)
	August 28 - August 31
	R1000
	5000

	Write up draft report, send to NSJ (5 days work)
	September 1 - September 7
	R1000
	5000

	Visit to NSJ (3 days)
	September 14 - 16
	
	3000

	Final report completed, sent to NSJ (2 days work)
	September 21
	R1000
	2000

	Total: 35 days work
	
	
	30600


Other costs (estimate): 

	Travel: Gtn to Maputo (incurred already)
	
	2500

	Travel: Gtn to Maputo 
	
	2500

	Telecomms
	
	300

	Per diem in Maputo 
	$50 per day x 6 days 
	2100

	Printing/binding/courier
	
	300

	TOTAL:
	
	7700


Payment: 

Consultant=s fee: half to be paid by 6 August 1998, the remainder to be paid after satisfactory submission of the final report as per draft terms of reference document.  Costs incurred: to be reimbursed within two weeks of presentation of invoices recording costs. 

4. Scoping: identifying the impacts to be assessed.

In discussions in May, four relevant points of impact were identified. Thus, the study will look at impact: 

- on the individuals attending the courses

- on the media they work for

- on the media environment they operate in

- on the NSJ itself.

Impacts on individuals:
Quantity of journalists, training hours expended, costs. 

Skills of participants

Confidence 

Motivation (including negatives like frustration)

Ambition and aspiration

Changes: remuneration, position, productivity, ethics, ongoing learning

Retention and recall

Perceived factors limiting impact

Follow up areas

What stands out?

How measure improvements?

Before and after - what criteria to apply?

Exposure to other countries and journalists

Create a network

Leadership

Disruption

Motivation in newsroom

Culture of excellence in newsroom, or jealousy

Trainees sharing experience

Impact on media:

Types of courses regarding needs 

Quality of media

Employers= views (negative and positive)

Follow up courses

Impact on the Media environment:

- left govt media for independent media

- tried harder for balance

- started new media

- provoked clampdown. 

Impact on NSJ:

- development of a cadre of trainers

- development of training materials and manuals

- promotion of NSJ courses 

- NSJ profile amongst editors

- Impact as a clearing house marrying needs and trainers

Generalised impact: 
It is agreed (after the discussions in May) that rather than examine the impact of a particular type of course, or family of courses, the combined impact of all courses will be assessed. 

Regarding the sectoral dimension of impact, it is deemed relevant (also following the May discussions) to assess impact on independent media and impact on government-controlled media, in terms of possible contribution to press freedom (stronger independent media, transformation of government media into public service media). This points to countries with relatively more, or relatively less,  government restrictions on media.  Drawing on information from MISA, the World Press Freedom index, and the IPI, one can categorise SADC countries as follows:

	
	High restriction
	Uneven 
	Low restrictions

	Angola
	x
	
	

	Botswana
	
	
	x

	Lesotho
	
	x
	

	Malawi
	
	
	x

	Mauritius
	
	
	x

	Mozambique
	
	
	x

	Namibia
	
	
	x

	South Africa
	
	
	x

	Swaziland
	x
	
	

	Tanzania
	
	x
	

	Zambia
	
	x
	

	Zimbabwe
	x
	
	


Taken in terms of the degree of press freedom, it can be read off this table (vertically), that the three variants can be covered by a survey that takes into samples just a number of the relevant countries. This lends itself to looking at, for instance:

High restrictions: Swaziland, Zimbabwe

Mixed restrictions: Zambia, Lesotho

Low restrictions: Mozambique, Malawi

It will be seen below that this selection corresponds with many of the countries selected for study for a different rationale. 

After consulting documentation about the SADC=s state of media training, it is deemed relevant to assess impact on: 

- a. SADC countries with weak media training capacity, and 

- b. Those that were relatively stronger.

- c. Countries whose nationals and media where NSJ training had been more concentrated, and 

- d. Those where it had been more thinly spread (relative to the country size)

- e. Countries that could become potential commercial markets for NSJ training, and

- f.  Countries that could probably only use NSJ with donor assistance.

This suggests that nationals from the following countries should be considered when drawing up a sampling methodology:

a. Swaziland, Lesotho, Botswana

b. Zambia, Zimbabwe, Nambia

c. Malawi, Mozambique, Swaziland, Tanzania, Lesotho

d. Zimbabwe, Zambia

e. Zimbabwe, Namibia

f. Mozambique, Malawi, 

Recurring countries are: Swaziland, Malawi, Zimbabwe, Mozambique and Zambia. 

Taking into account both the training set-up, and the issue of media diversity and freedom, the combinations can be seen on the following matrix:

	
	Swaziland
	Zimbabwe
	Mozambiq
	Malawi
	Zambia

	Training Apoor@
	x
	
	
	x
	

	Training Aweak@
	
	
	
	
	x

	High NSJ 

training
	x
	
	x
	x
	

	Low NSJ

training
	
	x
	
	
	x

	Potential market
	
	x
	
	
	

	Donor needed
	
	
	x
	
	

	High media restrictions 
	x
	x
	
	
	

	Uneven media restrictions 
	
	
	
	
	x

	Low media restrictions 
	
	
	x
	x
	


This table should be read both horizontally and vertically.  A horizontal reading reveals the number of sample cases per category. A vertical reading shows what criteria are fulfilled by each country.

Concerning the boundary of impact, it is also considered important to look at impact along gender and language lines, ensuring there was attention to the impact on women and on Portuguese-speaking countries.  Mozambique meets the language  criterion, while gender can be taken up at the level of individuals to be selected for interviews in each country. 

By concentrating on the countries listed in the matrix above, one can achieve a representative sample of SADC experience of NSJ training, rather than having to survey each and every member country. This reduces costs without reducing the credibility of the impact assessment. 

When the matrix above is compared to that required for the separate project, Management 2000 (Editoral management training for the millennium) Needs Assessment, the following picture emerges: 

	
	Swaziland

	Zimbabwe
	Mozambiq
	Malawi

	Zambia

	private print
	x
	x
	x
	x
	x

	state print
	
	x
	
	
	x

	private broadcast
	
	
	x
	
	x

	state broadcast
	x
	x
	x
	x
	x


What this suggests is that research for the Impact Assessment can be easily combined with research for the Management 2000 Needs Assessment.  A visit to these countries will therefore Acover all the bases@ needed for a representative survey for both the Impact Assessment and the Management 2000. This also  contributes to reducing costs. 

As regards the time dimension of the impact, the period under review is agreed as January 1996 - December 1997.  This range allows impact over time to be assessed (ranging from 2.5 years, to .5 years, depending on when the course took place). To assess courses conducted in 1998 could mean too little time has elapsed to measure ongoing impact. On the other hand, the danger exists that the further back one goes, the more the number of variables that will have come to bear on the individual, his or her media and the media environment, and the more memories will have faded.  In these cases, it may be difficult to precisely pin impact of an NSJ course.  

However, in weighing up these two potential disadvantages, it is preferable to lean towards measuring impact over time, rather than leaping to conclusions drawn from assessing the short-term impact of freshly held courses. After all, the NSJ has an interest in more than the immediate results. In addition, the NSJ itself conducts evaluations immediately after each course. While these do not measure impact as such - and not in the way that this study does (at the level of the individual, medium, etc) - there is some relevant data already available from these exercises. This data will in fact be compared with the new data to be collected in this project, and the results included in the final report. Hence the time period will remain January 1996 - December 1997.

A final point to note is that while impact will be assessed primarily in terms of whether intended objectives were achieved, unintended impact will be sought for as well. 

5. Baseline study:
Impact has to be gauged against the previous situation. Information is needed about what existed prior to the phenomenon whose impact is being studied. Part of this may will be built into the research required around establishing impact - in a Abefore and after@ comparative methodology, for instance. Also of use in baseline research is relevant literature as follows: 

NSJ course evaluations and follow up surveys. 

Misa reports

Danida. Ministry of Foreign Affairs. 1993. Programme document. Nordic-SADC Centre for Further Education of Journalists SADC-Countries. February. Danida ref. No. 104. SADC.45

Danida, Ministry of Foreign Affairs. 1996. The Nordic-SADC Journalism Centre Phase II, final draft project document. Ref. No. 104. SADC.45, April 1996. 

Hotopp, U. 1997. Media profile Mozambique. A study on the role, needs and changes of journalism in a developing democracy. NSJC. December. 
Gonsunds, Stein-ove. nd. Status report - baseline data.

Gonsunds, Stein-ove. 1997. A survey of training needs of journalists and editors in the SADC region. 22.04.97

NSJ. n.d. Manual for Training Needs Assessment ((draft)

NSJ. n.d. Manual for the administration of courses 

NSJ. 1994. Media Training in the Southern African Development Community. A survey. (Conducted by Tonic Sakaike and Tawana Kupe)

NSJ. 1997. Semiannual progress report. Danida file no. 104.SADC.45. Period under review: 1.4.1997 - 30.9.1997.

NSJ. 1997. Strategy Paper on sustainability of the Nordic-SADC Journalism Center, Maputo, June.

6. Methodology to establish the impacts:

Data will be gleaned in part from the literature cited above, and in part from fresh research.  This research will entail a random sampling process that identifies particular persons as sources of information, which selection in turn will be corrected to ensure representativity according to the scoping spatial and boundary considerations cited above, as well as to ensure representativity across a range of course specialisations and across the timing of the range of courses taught (early 1996, end 1996, mid 1997, end 1997) where appropriate. These sources will be tapped through qualitative interviews, primarily face to face. 

The universe to be surveyed relates to the teaching programmes run by NSJ over the specified time period: January 1996 - December 1997. This consists of 374 individuals, several hundred media institutions from which they come, and their 12 countries= media environments. From these, a representative sample of NSJ course participants, and the people to whom they report, will be selected for interviews that should explore impact on all four points noted above (individuals, media, environment, NSJ). It is anticipated that 19 individuals and 9 editors will be interviewed. 

Bearing in mind the numbers of men and women attending the different courses, and in terms of the matrix at hand, the following would be the approximate allocation:
	
	Swaziland

	Zimbabwe
	Mozambiq
	Malawi

	Zambia

	men
	3
	2
	3
	3
	2

	women
	1
	1
	1
	1
	2

	editors
	2
	1
	2
	3
	1

	
	6
	4
	6
	7
	5


7. Analysis of findings:
Drawing on the baseline study, this will seek to establish not only what the action did impact upon, but also what the likely impact would have been had there not been the action. 

8. Assessment of findings: 
Positive or negative aspects of impacts will be cited. Likewise an assessment will be made of the economic costs and benefits. 

9. Background documentation prepared:
This appendix to the final report will set out a record of what work has been done, and how it was done.

10. Recommendations will be made in report for NSJC.
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