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Background 

Tanzania’s National Multisectoral Early Childhood 
Development Programme (NM-ECDP) is an ambitious five-
year programme (2021/22–2025/26) designed to meet a 
full spectrum of early childhood development (ECD) needs.  

The government was keen to develop a national 
multisectoral ECD scorecard (NMECDS) to review 
performance on key ECD activities and processes every 
quarter, at different levels of government, to ensure that 
these were aligned with the strategic goals of the NM-
ECDP. 

Providing technical assistance to the 
government 
The Tanzania ECD Network (TECDEN) received funding 
from Conrad N. Hilton Foundation to develop, pilot and roll 
out a NMECDS. Thrive was approached by the NM-ECDP 
secretariat and TECDEN to provide technical assistance 
during the design and development of the scorecard.  

As part of this technical assistance, between December 
2023 and March 2024, Thrive conducted a rapid scoping 
exercise and developed a conceptual framework to support 
the design and development of the NMECDS. This involved:  

• a rapid review of literature on the use of scorecards for 
performance management, particularly in the public 
sector 

• key informant interviews with four district nutrition 
officers and four district planning officers from three 
districts on the use of the multisectoral nutrition 
scorecard (MNS) in Tanzania (see ‘Reader notes’).  

The first round of literature reviews and interview findings 
were shared with government stakeholders in the inaugural 
NMECDS design workshop in February 2024. Inputs from 
the workshop were used to further refine the literature 
review to address specific gaps.  

What does this paper do? 
In this briefing, we share key lessons and 
recommendations for developing a balanced ECD 
scorecard, based on our experience of working with the 
NM-ECDP secretariat and TECDEN in Tanzania. 

How to get in touch 
For all questions on the research and our work in this area, 
please contact: sadashiv.nayanpally@opml.co.uk  
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Reader notes 

Which line ministries are involved in 
Tanzania’s multisectoral ECD programme? 
• Prime Minister’s Office (PMO) – the lead coordinating ministry 

• President’s Office for Regional Administration and Local 
Government (PO-RALG) 

• Ministry of Health (MOH) 

• Ministry of Community Development, Gender, Women and 
Special Groups (MOCDGWSG) 

• Ministry of Education, Science, and Technology (MOEST) 

• Ministry of Home Affairs (MOHA) 

• Ministry of Finance (MOF). 

How does governance work? 
In Tanzania’s decentralised model, most social welfare 
services (such as health, basic education and social 
welfare) are delivered through sub-national governments.  

The country has 26 regions, which are sub-divided into 184 
districts. The regional government body is called the 
regional administrative secretariat (RAS) while the district 
government body is called the local government authority 

(LGA). LGAs are primarily responsible for services delivery 
while RASs provided overall coordination and supervision.  

What is a ‘scorecard’? 
A scorecard outlines key performance indicators that help 
organisations to deliver outcomes against their strategic 
objectives.  

What is Tanzania’s multisectoral nutrition 
scorecard and why is it relevant?  
The multisectoral nutrition scorecard (MNS) is a strategic 
tool designed to track and improve nutrition outcomes 
across various sectors, including health, agriculture and 
education. It derives its indicators from the ‘Nutrition 
Compact’ (which in turn takes its indicators from activities 
specified in the National Multisectoral Nutrition Action 
Plan) – an agreement signed by the President of Tanzania, 
regional commissioners and district commissioners.  

Nutrition scorecards are generated at ward, district and 
regional levels, and are reviewed quarterly at district and 
regional levels. There is an annual review event, chaired by 
a senior government minister, where good performing 
regions and districts are lauded, while poor performers are 
reprimanded. 

MNS provided a useful model for our study.
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Key findings 

Conceptual 
1. Scorecard purpose should drive design considerations.  

2. Scorecards are most useful when they have a clearly defined theory of change. 

3. Capacity to use data is crucial. 

4. Broader political will is needed for scorecards to achieve their goals. 

5. Processes to analyse and reflect data are important. 

6. Accessibility of the scorecard could differentially influence accountability. 

Practical 
7. Scorecards require different types of indicators that closely align with purpose.  

8. Indicator selection needs to be based on consultations with scorecard users. 

9. Scorecards are most effective when developed iteratively. 

10. Underlying indicator data quality is a key consideration. 

11. Consider the feasibility and cost of data collection. 
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Conceptual considerations 
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Scorecard purpose should drive design 
considerations  
Balanced scorecards may be used for different purposes, such as performance management, spurring competition and/or improving 
top-down accountability. Literature suggests that it is preferable for scorecards to be used to support actors within the system to learn, 
innovate and improve performance, rather than to enforce accountability – for instance by providing hard incentives to meet set 
targets as they can create perverse incentives such as gaming the system or stifling innovation (Moullin 2007; Gaspar and Mkasiwa 
2014).  

Early childhood development (ECD) service delivery in Tanzania involves multiple line ministries at the national level as well as multiple 
departments at the regional and district levels. Literature suggests performance management using scorecards in such a context 
involves three interrelated design concepts: 

• the scorecard is expected to be a measurement device that provides feedback to respective managers on key performance 
indicators, such as financial, internal processes, customer satisfaction, learning and growth (Hout et. al. 2022; Hasan and Chyi 
2017; Moullin 2017) 

• the choice of measures to report is tied to the overall strategy, and the process is cascaded at different entities/departments 
(horizontally and vertically) with each entity aiming to be strategically aligned to these strategic objectives (Ors 2009) – in the 
context of ECD in Tanzania, this strategy is expected to be the National Multisectoral Early Childhood Development Programme 
(NM-ECDP) 

• the scorecard is also a communication device that helps align all involved entities towards overall performance objectives and 
targets for service delivery quality (Cobbold and Lawrie 2002).  
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Scorecards are most useful when they 
have a clearly defined theory of change 
 

The literature indicates that, in delivering social welfare services, strategic interventions (i.e. those that have a clear theory of change 
linked with long-term goals) are generally more effective than tactical interventions (i.e. those that are reactive and focused on bringing 
about immediate changes).  

In the context of scorecards, this means that using scorecards just as a means of accessing performance data (i.e. immediate tactical 
outputs) will not automatically lead to better performance (Cobbold and Lawrie 2002) unless these outputs are clearly linked via a 
cause-and-effect relationship that drives progress (Ors 2009).  

Thus, ECD scorecards require a ‘theory of change’ that maps out causal pathways of improving outcomes. This would involve 
clarifying: 

• who the scorecard is intended to be used by 

• how is it intended to be used 

• how this is expected to contribute to the ultimate purpose or intended final outcomes of the scorecard. 

This clarity would then enable the selection of indicators and the design of the scorecard.  
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Capacity to use data is crucial 
A scorecard can only bring about improvement in performance management if the intended users have the capacity to use the data. 
Since 1997, most services relevant to ECD have increasingly been implemented by local government authorities (LGAs). A commonly 
used framework to evaluate decentralised government capacity is the ‘functions-funds-functionaries’ (3Fs) framework.  

Functions 
Functions refer to the legal authority given to implement services. In Tanzania, the delivery of most ECD-relevant services (such as 
health, education and nutrition) are the mandate of LGAs, with supervision from regional administrative secretariats (RASs). In the 
context of nutrition, the district/regional nutrition steering committees are mandated to review the multisectoral nutrition scorecard 
(MNS) every quarter as per guidelines established by the President’s Office – Regional Administration and Local Government (PO-
RALG).1 The district/regional nutrition officers are responsible for managing its secretariat as well as for planning and coordinating 
activities across the different government departments tracked by the MNS. 

Funds 
Once the legal mandate for service delivery has been clearly established, it is also important that the authorities have the requisite 
financial resources to deliver these services. Thus, for a scorecard to be effective, it is important that: 

• the performance management process is funded 
• the scorecard includes financial indicators.  

In the case of nutrition, the Ministry of Finance has mandated all LGAs to budget from their own-source revenues –an amount 
equivalent to TZS 1,000 per child under-5 in the district – for the purpose of funding activities outlined in the scorecards as well as for 
the MNS quarterly review process. The district scorecard also has an indicator to track the amount budgeted by LGAs for nutrition as 
per the Ministry of Finance’s guidelines.  

 
1 These committees comprise representatives from various government departments, representatives from nutrition-focused NGOs, umbrella 
community-based organisations, faith-based organisations and nutrition-related private sector representatives. It is chaired by the RAS (at regional 
level) or the district executive director (at district level). See PO-RALG (2018) for more details.  
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Functionaries 
Performance management can only be effective if the responsible office/institution at district level has the staff available to deliver the 
services. In Tanzania, the government is reported to have posted at least one nutrition officer in all districts and regions of the country. 

Broader political will is needed for 
scorecards to achieve their goals 
It is also useful to unpack what is driving current service delivery outcomes. Performance oversight and management is one part of the 
puzzle – but there may be other binding constraints that also need to be tackled simultaneously. Wild et. al. (2012) outline five factors 
that affect public service delivery. These five factors contribute towards developing an organisational culture of ‘improvement, 
innovation and learning, rather than a top down blame culture’, which helps facilitate effective performance management (Moullin 
2017). 

Political will with focus on public service  
Scorecards are most effective when there is a genuine commitment to improving public services from the highest levels of political 
authority. This means prioritising meritocratic systems over patronage or clientelism. In the case of nutrition, all regional and district 
commissioners signed a ‘nutrition compact’ with the erstwhile Vice-President and current President of Tanzania, which signals highest 
levels of political will at national and sub-national levels to service delivery.2 

Aligned policies and clear roles  
Conflicting policies and unclear roles between different government bodies create confusion and hinder progress. For scorecards to be 
effective, there needs to be policy coherence and a clear division of responsibility across relevant agencies. In the case of nutrition, 

 
2 In Tanzania’s sub-national governments, a district or regional commissioner is a presidential political appointee and is the ‘head’ of the respective 
district/region (equivalent to governors of states in the US except that they are nominated rather than elected). However, they are aided by the 
respective civil services head (the district executive director or regional administrative secretary) in executing their authority. Thus, the compact 
holds the highest political authority to service delivery rather at the sub-national levels rather than their government administrations. 
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PO-RALG’s guidelines (2018) clearly demarcate responsibilities for specific activities and their corresponding performance indicators to 
each government member of the nutrition steering committee at regional and district levels.  

Collaborative action and coordination 
Effective public service delivery often relies on collaboration across different sectors. Scorecards will struggle if there is a lack of 
coordination and information sharing. Weak capacity of actors to coordinate their activities results in groups failing to act in their 
collective self-interest. Interviewees for this study reported that their LGAs had budgeted at or above guideline levels for nutrition in FY 
2023/24. This ensured the quarterly review process was funded and enabled active participation and a sense of collaborative action 
for nutrition. 

Transparency and consequences 
Fear of repercussions for poor performance can undermine honest reporting. For scorecards to be a driver for improvement, there 
needs to be a culture of transparency and accountability, with consequences/rewards for improved/deteriorating performance. 
Stakeholders suggested that the MNS was mostly used for promoting competition with rewards and consequences.   

Strong performance management 
While scorecards themselves are a performance management tool, they require a foundation of robust monitoring and accountability 
systems. Weak oversight can render scorecards meaningless. The MNS has its own management information system (known as the 
Integrated Monitoring and Evaluation System (iMES)) that enables nutrition officers to efficiently collect, analyse and share progress 
while also being integrated with existing planning, budgeting and financial systems. This system, coupled with the routine quarterly 
review meetings is reported to have improved performance management for nutrition. 
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Processes to analyse and reflect data are 
important 
As mentioned above, access to data does not automatically lead to better performance. Processes must be in place for the data to be 
analysed and used, and for timely, corrective measures to be taken in response (Geda and Beyera 2015).  

These processes should be meaningful and effective, without being overly cumbersome and resource intensive. Literature warns that 
one unintended consequence of performance measurement can be an increase in bureaucracy (e.g. more paperwork or committee 
meetings), which diverts resources from core activities (Gaspar and Mkasiwa 2014). It also creates the risk of ‘isomorphic mimicry’, 
whereby processes or systems are adopted, but do not actually meet their underlying goal or function (Andrews et. al. 2017).  

Hence, it is important to carefully examine existing performance management functions and use scorecards as a means of facilitating 
these, rather than having separate meetings because a scorecard has been created. According to our stakeholder consultations, there 
are many existing platforms for routine performance management at the LGA level.3 These provide natural entry points for any new 
scorecard introduction. Moreover, it was reported that some of these already use scorecards (such as in health and nutrition). 

Thus, a critical objective is to ensure that the system achieves its function (i.e. that data is reflected on and used) without becoming 
excessively bureaucratic and leading to wasted resources. Some iteration is likely to be needed to achieve this.  

 
3 There are three management team meetings held each quarter – one each of the finance committee, the management committee and the full 
district council. These management team meetings are supported by four technical committees (on community services such as health, education, 
economy; urban/rural planning; nutrition; and HIV), which also report on quarterly progress.  



9 

Developing a multisectoral early childhood development scorecard for Tanzania 

Accessibility of the scorecard could 
differentially influence accountability 
Publicly available performance information that can be reviewed by service users, communities and local organisations is an important 
factor in improving the social accountability of public institutions (Danhundo, Nasiri and Wiktorowicz 2018). Scorecards have been 
used as a way of informing citizens about how well politicians or public service providers are doing their jobs. Publicly available 
scorecards can thus help empower users and potentially motivate politicians and service providers to perform better (Wild et. al. 
2012). 

Public sharing of performance information has had a mixed impact on social accountability in Tanzania. However, public authorities 
seem more likely to engage with performance information if it is designed properly. An analysis of the star rating assessment of health 
facilities in Tanzania shows that, on average, only 30% of health facilities were accountable to service users in 2017/18 (Kinyenje et. al. 
2022).4 However, the majority of health facilities (72%) had improved in their overall performance rating since the baseline assessment 
in 2015. which seems to suggest the initial star rating had galvanised district administrations into action (Gage et. al. 2020).  

On the other hand, the MNS in Tanzania is not publicly available and thus has limited ability to galvanise social accountability. However, 
stakeholders suggest that it has increased multi-sectoral coordination and improved service delivery due to the high-level 
engagements of political and administrative leaders. But despite this reportedly improved performance management, its influence on 
improving nutrition outcomes is yet to be established (Bhagawati et. al. 2021). 

 
4 All primary health centres (PHCs) were assessed in 2015 (baseline) and given a star rating (0 to 5 stars) on 12 outcome areas – one of which was 
social accountability. They were re-assessed in 2017/18.   
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Practical considerations 
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Scorecards require different types of 
indicators that closely align with purpose 
The national multisectoral ECD scorecard (NMECDS) is expected to be reviewed quarterly and so any indicator identified should be 
measurable over this time period. 

Financial measures 
If an activity or output is not budgeted for, it is unlikely to be implemented. Even if an activity has been budgeted for, it is unlikely to 
influence change if corresponding spending has not occurred to implement it. Hence, it is suggested to include some form of financial 
monitoring of output/activity areas.5 The district MNS has 3 financial indicators (out of 13) related to amounts budgeted and spent on 
nutrition from LGA own-source revenues. 

Input and output-related indicators  
These indicators are relevant to inputs and outputs of services being offered. Inputs could also include relevant process indicators 
(e.g. number of district-level coordination meetings held). In the district MNS, all remaining 10 indicators are related to inputs (e.g. 
percentage of children receiving vitamin A supplements), processes (e.g. number of council-level nutrition steering committees held or 
food inspections conducted) or outputs (e.g. percentage of primary and secondary schools that have a school feeding programme). 

Outcome indicators  
It is important to look at outcomes – but these are better measured through regular evaluations than a scorecard because they are not 
things that actors in the system can control directly and it may take time for improved service delivery to lead to improvements. The 
district MNS does not have any outcome indicators.  

 
5 Real-time financial tracking requires access to Ministry of Finance expenditure systems which are sensitive. In case accessing this proves 
challenging, certain summary indicators could initiate such tracking. For example, ‘number of health facilities that have budgeted for community 
health worker allowances’. 
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Indicator selection needs to be based on 
consultations with scorecard users 
Literature suggests that the indicator selection process should involve service provision staff (as well as service users) (Moullin 2017). 
Thus, in the case of the NMECDS, it is important to ensure that district and/or regional official scorecard users are involved in the 
indicator selection so that it is usable. If the scorecard is expected to be publicly available, then service users/communities are also 
encouraged to be involved in the indicator selection process.  

Scorecards are most effective when 
developed iteratively 
The literature highlights that there are various factors that influence whether data is used. These include staff capacity and motivation 
to use data (Gaspar and Mkwasiwa 2014) and whether there is an organisational culture of using data for performance improvements. 
Data use will also depend on how much control actors have over resource allocation and other key decisions. These factors all present 
risks that a scorecard may be introduced but not used for performance improvement. 

Typically, scorecards are designed and rolled out iteratively in a phased manner, often accompanied by a systematic process 
evaluation of each phase. These evaluations check:  

• the extent to which data is being used for decision-making 

• the relationship between data use and improvement in service delivery outcomes (if any) 

• if effective, the pathways through which this change is achieved. 



13 

Developing a multisectoral early childhood development scorecard for Tanzania 

Underlying indicator data quality is a key 
consideration 
If the NMECDS is to provide a reliable measure against performance indicators, its underlying data collection, storage, processing and sharing 
should be of good quality and ought to be reviewed against a relevant data quality assurance framework (e.g. UNESCO’s Ed-Data Quality 
Assessment Framework (Ed-DQAF)).6 

Consider the feasibility and cost of data 
collection 
The cost of data collection, management and dissemination is an important consideration. In Tanzania, data for the health scorecards 
and the MNS are derived from a management information system.7 Literature suggests that an underlying MIS system, such as the 
DHIS2, is a relatively simple, inexpensive and flexible application and has been used by multiple sectors in Tanzania (Sukums et. al. 
2021). 

However, data collection costs on MIS also need to be factored in. On the health MIS, facilities have reported that the data needs to be 
aggregated from multiple paper-based forms and has added to health worker workload (Ibid.). On the MNS, we observed a similar 
paper-based form being filled by community health workers and ward executive officers and manually entered at ward level each 
quarter. Some of these data points are also duplicating data collected on other MIS systems. For example, an indicator such as 
‘percentage of children under 5 with severe acute malnutrition undergoing treatment’ is also recorded on the DHIS2 system. Thus, 

 
6 See: https://uis.unesco.org/sites/default/files/documents/training-workshop-manual-data-quality-assessment-framework-2017-en_0.pdf  
7 Health scorecards are based on the DHIS2 system. The MNS is based on the iMES, which, in turn, is a customised version of DHIS2. 

https://uis.unesco.org/sites/default/files/documents/training-workshop-manual-data-quality-assessment-framework-2017-en_0.pdf
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community health workers collect this information from the health facilities, fill it in the hard copy form and it is then re-entered onto 
iMES by the Ward office. However, health facilities already collect this information on the DHIS2 system – a duplication of effort. 

A potential solution for this is to integrate data from multiple sources, collecting routine data in one scorecard. This would: 

• alleviate the need for a separate data collection and entry process 

• reduce the ability to game underlying indicators.  

For example, the DHIS2 is currently being integrated with the hospital MIS systems in Tanzania – the HOMIS – which would alleviate 
the need to enter most routine facility-level data. Originally, the MNS was proposed to have an integrated scorecard pulling data from 
multiple sources. However, due to the difficulty in securing cross-government data accessibility and sharing, PO-RALG developed its 
own MIS system (iMES) to host the nutrition scorecard (Bhagawati et al. 2021), which then requires a separate data collection and 
entry process. Thus, the ECD scorecard requires a comprehensive data sharing agreement across all relevant line ministries  
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Conceptual 
Finding Recommendation(s) 
1. Scorecard purpose drives design 

considerations 
It is preferable to use scorecards as a tool for performance management and improvement, rather 
than for competition or top-down accountability. 

2. Scorecards are most useful when they have a 
clearly defined theory of change 

Map out pathways for change  
• Clarify the causal pathways on scorecard use. Who is going to use it? How? And how does it 

contribute to the ultimate purpose of using scorecards?  
• Align causal pathway with larger strategic objectives (from NM-ECDP or other relevant strategic 

guidelines). 

3. Capacity to use data is crucial  Assess capacity and motivation  
Once relevant entities have been identified, understand their capacity to use the scorecard, 
specifically: 

• functions – do intended users have the legal authority to influence change in ECD outcomes? 
• funds – do these users have the financial resources available to review performance and influence 

change? 
• functionaries – do they have human resources available who are also sufficiently trained to 

improve performance? 
4. Broader political will is needed for scorecards 

to achieve their goals 
Situate NMECDS within existing context and factors 
Performance oversight is only one part of improving service delivery outcomes. Assess how the ECD 
scorecard would be situated in terms of: (i) political will (ii) policy clarity (iii) existing collaboration 
and coordination mechanisms (iv) existing transparency and accountability environment. 

5. Processes to analyse and reflect data are 
important 

Introduce NMECDS in existing performance management review systems 
It should aim to be used in existing performance management meetings, many of which already use 
scorecards, to avoid duplication, inefficiencies and ‘scorecard fatigue’. 

6. Accessibility of the scorecard could 
differentially influence accountability 

Make scorecards publicly accessible 
This better enables service users and the wider community to hold public institutions to account.  
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Practical 
7. Scorecards require different types of indicators 

that closely align with purpose 

 

 

• Input and output (and potentially process) indicators – these need to be carefully identified and 
aligned with the purpose and ability to influence change.  

• Financial indicators – if activities are not budgeted and financed, they will not happen and thus 
some financial indicators need to be included. 

• Exclude outcome indicators – these should ideally be measured through regular evaluations and 
not included on the scorecard. 

8. Indicator selection needs to be based on 
consultations with scorecard users 

Indicator selection and target setting needs to be carried out with stakeholders who have 
responsibility for ECD delivery, including those at district as well as facility level – the latter covering 
dispensaries, health centres, district hospitals, and pre-primary schools. 

9. Scorecards are most effective when developed 
iteratively 

Build iteratively and let evidence inform adaptations. It is also recommended to carry out a process 
evaluation and use this to refine the design and approach. 

10. Underlying indicator data quality is a key 
consideration 

Review data quality systematically – assess quality, reliability and ready availability of data using 
relevant data quality assurance frameworks. 

11. Consider the feasibility and cost of data 
collection 

Integrate indicators from multiple existing data sources – it reduces cost of data collection as well 
as scope for gaming indicators.  
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