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FOREWORD
by

J. Riby-Williams
Chief
Human Resources Development Division

Most African governments, during the past decade, have been engaged in
the preparation and implementation of development plans, as a means of
accelerating their economic and social development., Often, however, the
inadeguaclies and defects inherent in their administrative structures and
management procedures, at various levels of government, have persistently
constituted major obstacles to the full realigation of their plan objectives
or targets.

Recognizing that a very important step towards the eventual removal of
these sonstraints on development is 1o assist African governments to identify
and bridge the gaps in thelr administrative structures and procedures, the
Eeconomic Commission for Africa has felt the urgent need for a practical and
down—-to—earth handbock, on administrative framework for development, to guide
African governments in their efforts to establish sound, modern and efficient
administrative and management services. This monograph is an attempt to
meet that need.

The document is based on the findings and recommendations of conferences,
seminars and courses, in Africa, on planning and plan implementation, organiza-—
tion and management, personnel administration and trzining, local government,
public enterprises and administrative framework for development, as well as
on mission reporis and other experience in Africa. It has been designed in
such a manner that practising adminigtrators and their staff could use it as
ready checklist for their guldancey and it should also serve as a useful
handbook for those engaged in training and administrative reform or
improvement exercises.

This ig the first document of its kind to be issued by the Commission
and 1t is hoped that those who have occasion to use it would offer suggestions
that may lead to the improvement of its future editions that may be reguired.

A number of ECA staff members contributed draft chapters to this
monographs whilst r. S.0. Asabia, Deputy Governor of the Central Bank of

i, eria, contributed a Paper on financial Institutions. Mr. V.HN. #uoneke,
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as Consultant, revised and edited these drafts, taking into consideration
the comments and recommendations of the Seminar on the Administrative
Framework for Development, which was held in Addis Ababa (7-18 December 19?0)

under the auspices of the Commission.

The Commission wishes to place on record its appreciation and thanks
to all those who in one way or another have contributed to make the issue

of "Administration for Development" possible.

25, ¥preh 19971
Addis Ababa
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TNTRODUCT ION

It is recognized that there is an urgent and pressing need for each
developing country in ALfrica to establish a scund administrative machinery for
its programme of accelerated social and economic transformation. Already most
of these countries have embarksd on preogrammcs of rapid development, but in
many cases the plan targets have never been fully realized. There ore a number
of rensons for this lock of full wchievement. One such primary resson is the
lnck of administrotive capability to g lvonize 311 orgong of the government in a
coordinnted nnd purposcful effort to rezlisticzlly formulite and implement the
government progrommesg. Thus, the esgtablishment of coffcctive ndminigtrative
machinery is bolsic, not only for the maintonance of 2 nntion-stute, but wlso for
r pid socio-cconomic devclopment. General administrative copability is necded

to sustain plonned cconomic, gocinl and cultural ohnngese.

Aas part of its effort to agsist member States to improve further their
adminigtrative caprbility so aé to bridge the gap between planning 2nd plan
implementntion for national development, the Econ.mic Commission for africa haos,
since 1962, orgonizcd no less than 20 seminars, workshops -nd courscs dealing
with various =spects of public ~dministration. Thesce meetin s provided a forum
for the study 2and identification of urgent administrative proWlems confronting
african countries nnd for the prep-ration of proposals cipablce of providing
practicnl soluticns which could be opplicd to these pressing problems, and which
could likcwise serve as o guide for the administrative nctivities of the govern—
ments concerned. In addition, the Commission hag undertzken o number of missions
to the devcloping countrics with the vicew of appraising and ascertnining how the
govcrnnent machinery whe being resh ped in order to improve =nd sustain, on a
mere permanent feooting, the requigite rdministrative capability for nationanl

development.

In December 1970, the Commission organizcd 2 seminar in Addis aboba on

“adminigtrotive Fromework for Development® for the English-specking African



countries. With the leadership offerced by the Public administration Seceticn,

a draft monograph was preprred on the brhgis of popers submitted by vorious
scctions of the Humon Resources Development ond Trade, Fiscal and Monctary
Affairs Divisions of the Commission, on identificed administrative obstacles to
developmente This scminar focusscd 2ttention on thosc aspects of government
machinery directly concernced with development ~ particularly its organizotion,
procedurces ~nd monagement proactices. The seminar cngrgoed in o re.listic exehonge
of views, pooling of i1deas,; c¢xperionces, imsights and cxpertisce leading to the
identification of administrative obstaclcs to the preparstion ond implemont-tion
of development plans and progrommoes ond to the development of npproprinte pors—
peetives and principles indicating possible solutions ~nd measures to improve
the cxisting government machinery. On the b.sis of the rccommendations of the
sceminar and on its comments on the menogroph, this publicaticn hasiyeen produced
by a Consultant, ¥r, V.M. Muonecke, to sarve as a frame of raference to draw
from in the design of a suitable adninistrative framework for developnent as

well as in the actual administration of development plans and programmes.

It is not intcended in this publication to prescribe to countrics how they
con corry out their plonning ond plan implementation.  Such an attompt would
be impossible benring in mind the voricus stiges of develoepment and the widely
differing circumstinces from one country ancther. The ten chaptoers connot cven
clrim to have covered cvery subject that may be of intercegt to planning ond plan
implementation. The wmain objective thon 1s to underiince certoin bosic problems
of genernl importince nd to moke suggestions o to the principlces and methods

for tuockling theme.

The planning orgons of government should be so arringed 2s t¢ be able to
provide adequate machinery, both ot the contre and 2t the loecal lovels, to
undertzke the planning proccess starting from the collection of gtatistics and
the making of projcctions to the stages of froming prograommes, claborating
realistic projects, supcrvisiing, rcporting, cv:luating and rcevising the oxe

cution of the plans. It is, thorcferce, obvicus that o central government, with
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reguisite administrotive capability, is o prercguisite for development. 8o

also should o systom of decentrnlization be cvolved which would cnable the

local communities to engnge in sclf-initiated messurcs integrated ne port of the
national development programmes. Thus, cffcective administrotive orgonization,
monagement and pergeonncl administration have to be planned, created and suse
toincde Notionsl develepment, through the applic tion of cconomic ~nd sveiznl
melsures, depends, to 2 great oxtent, on creating snd supporting suitable orginizo—
tion wnd montgerinl mothods wnd technigues g well ag wn efficient znd competons

civil gervice,

Although the public scoctor contruls plonning and plan implemcentation, the
role of parastotal bodics and the views of the private scctor have to be taken
intc co.nsiderstion, otherwisc it is difficult to cnvisnge how planning, much
less plan dimplementntion, ewn boe cffectively corriced out. EBodernizing the ad-
ministration of public cnterpriscs ond previding for acceuntibility without
ncecessarily impairing controls should ossist such bodics in contributing to-
wards notional developments The advances made in scicnce and toechnology should
be horncesscd for rapid growth. Budget wnd financial administration provide trz
mechanism for chanelling #ll the roscurces of government towards the o svelopmont
processes. Budgeting brings nll tho rescurces into focus wnd frcili+n « their
allocation and control for mcecting the voricus plan purposscse 48 © densione—
making instrumcnt, the budget sheould be synchroenized with the development plans
4 machincery must be devised for relating scorce resources to progroamming plan
implement~tionand for mobilizing local savings, through financial institutions

for national development.

1 April 1971 G.0. Orcwa
Head
Ladis Ababa Public Administration Sceticn



CHAPTER 1

CENTRAL PLANNING ORGANIZATION

1. Introduction

The word "planning" is capable of a variety of interpretations and
a number of international conferences have submitted definitions of the
term. In this context any definition must include those elements which
seem to require particular emphasis in relation to national development

in Africa.

Planning may, therefore, be described as a dynamic process, a
method of analysis and thinking, and should involve the preparation
of a blueprint, either sectoral or comprehensive in character, for
social, physical, environmental and economic development. Planning is
and should be a continuing process of making present risk-taking de-
cisions systematically and with the best knowledge of their probable
future consequences, organizing the efforts needed to carry out these
decisions and measuring the results against expectations through or-
sanized systematic reporting. The blueprint must be flexible in nature
and be capable of providing alternative programmes for attaining national
goals. It must at the same time be sufficiently simple and pragmatic
to provide easy interpretation in terms of action by the implementors.

Planning is concerned with social and economic development.

2o The Position of the Central Plamning Organization in Government

Machinery

With the establishment of indigenous elected government,; even
before independence, the need for quickening the tempo of development
began to be felt in every African country. In order to meet this need,
there was an urge to launch national development plans. In this con-
nexion, in terms of setting up an administrative machinery for planning,
the deliberations of two international conferences are significant.
During the first conference at which many developing Commonwealth

countries were fully represented, the subject of the desirability of



establishing a Planning Organization in each State was exhaustively
discussed. HWhile there was some measure of agreement on the need for
such an organization the points for and against placing it in the Depart-
ment of Finance were outlined. Some of the arguments advanced in favour
of such an arrangement included the ease with which the financial pro-
posals could be examined according to normal budgetary procedures by
experts in the Department of Finance; and the liaison and co-ordination
between the Treasury and the Planning Organization. Points were raised
against this arrangement and thus in favour of making the Central Plan-
ning Organization a separate division within another department or as an
independent department. These included the conflict between the trad-
itional control role of the Department of Finance andxthe expansionist
role of the Planning Organization; and the fact that the location of
the Planning Organization in the Department of Finance might overburden
the lMinister -because of the additional task of adjudicating between the

1/

financial and planning divisions in his department.—

The United Nations Meeting of Ixperts held in Paris in June 1964
was more definite in its recommendations when it concluded that "where
planning functions are entrusted to a Central Planning Organ, it is
desirable that the Organization should be located as closely to the
Chief Executive as possible in order to secure for it the high degree
of status necessary for the performance of its duties, especially those
of consultation and co-ordination with other branches of the administra-
tion, political and government circles, social and professional organ-

. . . . . 2
izations, and agencies of foreign assistance'" .-

There are indications that in addition to the increasing realiz-

ation of the cardinal role which planning has to play in the government

E/ Royal Institute of Public Administration -~ Administrative Organiz-
ation for Development, Conference Report, pp. 39-40 (Lawrence Bros.
WS- Ltd.).

g/ Administration of National Development Planning: Report of a Meeting
of Experts held at Paris, France, 0-10 June 1964 - United Nations
Publication No. ST/TA0/N(27), p. lk.
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of any developing country, the recommendations of these two international
meetings, among others, have to some extent influenced the views of many
English-speaking countries in their decisions to establish Central Plan-
ning Organizations. It is, therefore, no surprise that apart from the
few exceptions (the Gambia, and more recently, Lesotho and Ghana), the
Central Planning Organization is either a division in the Office of the
Head of Government or his Deputy, or is a separate department. In
Swaziland, Mauritius and Ethiopia, it is in the Prime Minister's office;
in Botswana it is in the Vice-President's office; in Tanzania and Kenya
it is under the charge of a senior liinister; in nearly all other En-
glish-speaking African countries (other than Lesotho, Ghana an! the
Gambia), there is a sepzrate Department of Economic Planning or of
Development. From the foregoing it is clear that as far as most En-
slish—speaking African countries are concerned, the stage is passed for
any useful debate as to the need for the Central Planning Organization
o be a separate division or department. UWhat is of significance is
whether from the point of view of effectiveness, the Organization

should be in the office of the President or Prime Minister, or of his

Peputy, or under any other linister,

Before discussing further the position of the Organization in the
government structure, it would be useful to mention briefly the main
functions of a Central Planning Organization. One is to appraise the
existing and potential resources for development in terms of the various
factors of production - manpower, naturzl resources, and capital - which
are likely to be available to the country during the proposed plan
period. In the light of this information, the Organization is expected
to collate and co-ordinate the development programme proposals of the
various levels of the administration, for the preparation of short,
medium or long-term national plans. The Organization is also expected
to offer guidance and assistance to the different departments and
agencies in the preparation of their programmes, in order to ensure
that these programmes are aligned with the national plan objectives.
After the plan has been approved, it is the responsibility of the Organ-

ization to obtain periodic reports on plan implementation from the sub-
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stantive departments and agencies for use in appraising and reporting
te the goverrment on the progress of implementation. As and when
necessary, the Organization has to arrange for the revision of the plan

with the support of all executive departments and agencies concerned.

Having commented on the place and the role of the Central Planning
Organization in the machinery of government, what could be the normal
planning procedure may be stated briefly in order to indicate the major
roles and positions of the various organizations connected with planning,
including parliament, cabinet, national planning board or commission,
sectoral planning committees and planning units/cells. The main reason
for this method of approach is that the planning procedure in this
chapter is meant to apply, with some modifications, to a mixed economy
which characterizes most English-speaking African countries as well

as to the situation in a few socialist-oriented economies.

3. Statistics

The first step in the plamning process is for the Central Planning
Organization to collect statistical and other information on existing
popyulation structure and potential manpower, capital, and natural re-
sources of the economy. The sources from which this information is
collected are usually the various government departments including the
Manpower Board and Statistical Office, public enterprises, local author-
ities and the private sector, including employers organizations and

trade unions as well as higher institutions of learning.

The importance of statistics is fully realized by all planners
some of whom are usually frustrated and often inhibited by lack of
accurate statistics when they have to rely on obsolete data or mere
guess—work. National planning must be based on effective fact-finding
and projections. Sound planning and decisions on national development
depend a great deal on carefully collected and compiled statistics.

In fact, a distinguishing feature of modern planning is more reliance
on scientific fact-finding and statistical analysis and less and less
judgment based upon opinion or guess-work. Statistics is a tool for

critical analysis, and when properly used, it can clarify information
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to a point where it gains additional meaning and perspective. The need
for establishing or strengthening existing Statistical Offices, as an

instrument of planning, cannot be over-emphasized.

La Consultation

Having gathered the necessary information and assembled them; the
next step is that of assigning priorities to the allocation of these
resources in accordance with the national objectives which have to be
egtablished. At this stage it would be desirable to obtain the views
of leading members of a cross—section of the economy through a general
National Consultative Committee. Uhile in countries like Botswana and
Lesotho these consultative bodies are established by the government
with specified regular membership, in a country like Nigeria, this
consultation ig carried out at a conference to which leading represent-
atives from the various sectors of the economy, including University
teachers,; are invited. One such meeting was the Conference on Hational
Reconstruction and Development held at the University of Ibadan, Nigeira,
in terch 1969. Provided the quality of representation is good, on:z
can expect high-level discussions at such conferences or ' etings of
the Consultative Committee which would provide general i. .. tions on
the imnlementation gaps of the previous development yplans and on the
priorities which should be accorded to development in the various

sectors during the proposed plan period.

The recommendations of the Consultative Committee would be submitted
by the Central Planning Organization to a [ational Planning Board or
Commission whose membership would include some Cabinet Finisters.

Zeniocr government officials, and a few representatives of public enter-
prisce and of the private sector would sit on the Board either as
members or as advisers. Its clhairman could be the [Minister of Economic
Plarring. The private sector representatives on the Doard should be
tusiress executives who can appnreciate the political, social and econo-
mic imnlications of the cevelopment proposals in @ perspective wider

tiz o vhose of their individuzl business interests.
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The National Planning Board or Commission should examine in detail
the general outline of the objectives, principles and priorities of the
proposed plan, taking into account the suggestions of the National Con-
sultative Committee. The recommendations of the Board would then be
submitted by the Central Planning Organization te the Cabinet for
decision on the priorities, principles, and objectives of the plan and
for broad indications on the allocations of resources to the various
sectors. These decisions would be conveyed to all departments and
agencies connected with the preparation of the plan by means of a

policy circular issued by the Central Planning Organi=zation.

5. Planning Units Cells

The main responsibility for the preparation of the draft proposals
should rest squarely on the shoulders of the departments and agencies
concerned. The Central Planning Organization should render advisory
support to them in the performance of these tasks. This could be re-
inforced by the establishment, particularly in large development depart-
ments, of planning units or cells which would be headed by professional

planners.

One problem which many Central Planning Organizations in African
countries are experiencing is that in the absence of planning units,
especially in the major departments, it is becoming increasingly
difficult to get well-prepared plan proposals emanating from the depart-
ments. In many cases, the generalist Administrative Officer,wiinh no
social science background, or specialist training in planning, is des-
ignated as 'Planning Officer! in the department. The term "designated"
is of significance because in fact his normal function is that of the
financial and general administration of the department - planning is

only an irksome appendage to his normal function.

Some countries, in an attempt to solve this problem, have assigned
responsibility for assisting groups of departments with their planning
exercises, to planning officers based in the Central Plamning Organiz-
ation. 1In one or two cases because these officers are "non-resident”
in the executive departments they do not operate with meximum collabor—

ation with the departmental officials. The result is that the depart-
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mental officials lose interest in the planning exercise and, in the end,
the draft proposals emanating from the department are produced by the
"non-resident”" planners from information collected from the department
officials., As there is usually no planning committee of officials

in the department to collate and synthetise these drafts prepared by the
plenners, they usually get through with the signature of the head of
department who himself is too busy to scrutinize the proposals carefully.
In fact, in one country the situation is such that it 1s beingz suggested
that departmental proposals should be prepared by the planners under

the direction of the Chief Planning Officer in the Central Planning

Organization.

It has to be recognized that the officials in any organization are
in the best position to prepare its plan proposals. What is needed is
for the planning experts to assist them in this task - not to do the
job for them. To do this effectively on a continuing basis, and in
order that the planner can appreciate fully the possibilities and
problems of the programmes of the department, it is desirable that le
should be a part of the department itself. This is why it '.as beer
strongzly suggested that each of the large development depar acaits 1.ke
Agriculture, Trade and Industry, Works, Transport and Comuuw. ations as
well as Local Government, should have a planning unit under tle leader—
ship of a trained planner. The planning unit should be an in.egral part
or division of the department. If, for the purpose of creating adeguate
promotion prospects for planning officers, it is considered necessary to
have a pool of planners with a centralized cadre in the Central Planning
Organization from among whom plsnners could be posted to the unit in
the departments, it should be made clear that such officers are opera-~
tionally and administratively responsible to the respective heads of the
departments to which they are posted. T.ey would of course be under
the technical supervision and co-ordination of the head of the Central
Planning Organizetion., As will be discussed later, the functions of
the plenning unit, apart from those of collation and co-ordinction of
the proposals of the department and reportin:g on the implementation of
plan proposals, should include the manpower planning function of the

deprrtment.
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6. Departmental Planning Committee

Each major department or agency should have a departmental Planning
Committee, preferably under the chairmanship of the official head of
department, and the planning unit should serve as the secretariat. The
committee should include the senior officials of the department or agency,
particularly those directly involved in the preparation and implementation
of the development proposals as well as officials of other department/
agencies and representatives of the private sector whose activities are
closely related to those of the department concerned. This would ensure
that there is adequate consultation with the various sectors at the early
stages of the planning process. The responsibility of the committee
would be to co-ordinate all the proposals submitted by the units of the
department/agency and to ensure that the proposals conform with the main
objectives and principles of the national plan and that there are justif-
iable grounds for any serious depzrture from these objectives or for
going beyond the level of resource allocation made to the department.
Thereafter, the departmental plan should be submitted to the Central Plan-
ning Organization. In this connexion, the Department of Local Government
should be responsible for the processing of all District/Provincial plans
and for submitting the project proposals contained therein to the re-
spective government departments and agencies concerned for inclusion in
the departmental plans, where such projects are expected to be partly or

fully financed by the national or state government.

The procedure for the preparation of the district development plans
is described in detail in Chapter II. Briefly, the projects in the

district plen proposals are listed in categories A, B, C, D and E:

Projects on list A are those considered reasonable for execution
by the wards/villages, but for which they can only get technical and
advisory services of the local government council during their con-
struction; when completed the wards/villages will assume responsibility
of their maintenance for at least five years, without any grant from
the government or the local government council. List B projects are

those to be executed by the ward committees with the support of capital



- 9 -

grants—in-aid from the local government council in charge of the area

and for the eventual management by the council. Projects on list C are
those which will be fully implemented and maintained by the local govern—
ment council without government grant. List D projects are those which
will be implemented with government's financial assistance and technical
support. Projects on list E are those which are of national or govern-—
ment-wide interest and which the district development committees recommend
to the government for inclusion in the national plan,jT}he Department of
Local Government will, after consultation with other departments (which
will provide technical and financial assistance), approve projects on
lists B and C of the district draft plan. List A projects will be ap-—
proved by the local government council for implementation by the ward
committee. It may be added that the government could include some or

211 of these projects in the "Contingencies" section of the national

plan for possible grants—in-aid should there be a considerable improve-
ment in the public revenue resources during the plan period. The propo-
sals in categories 1) and E will be forwarded to the appropriate depart-
ments to be considered for inclusion in the draft national plan. They
will be considered at the respective multi-sectoral or inter-departmental
committees, on which the representatives of the Department of Local Go-
vernment should serve. If the proposals in list D are accepted by the
committees; they will be included in the "District/Provincial Projects”
section of the national plan, with adequate provisions made for govern-
ment'’s grants-—in-aid towards the implementation of the projects Imple-
mentation will be undertaken by the respective local government councils
with the technical and finencial support of the government. Such projects
in list E es are accepted by the government will form part of the sectoral
plan proposals along with other proposals submitted by gzovernment depart-
ments and agencies (including public enterprises). It finally approved,
their implementation will be the government's responsibility although the
fact that they were initially proposed by the ward/district development
committees would give them better chances of receiving practical support
at the local level. Such support could, for instance, be in the form of
making land available at a2 minimum or reasonable rent, or in the form of

construction of access roads to the project sites.
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7o Multi—sectoral/Inter—departmental Committees

The Central Planning Orgenization, before submitting all the propo-
sals to the National Planning Board or Commission, should ensure that
the private sector and other interested parties have been given ample
opportunity of commenting meaningfully on the relevant proposals. For
instance; proposals submitted by the Department of Agriculture might
have far-reaching implications for the industrial project proposals put
up by both the public investment agencies under that department and by
the private sector. The consultative committees established by individual
depertments in some countries for sounding the opinion of the private
sector, on departmentzl projects, may not meet adequately the need for
inter-departmental or inter-sectoral consultation. Uoreover; these
consultative bodies seem to be ad hoc, and the possibility of their being
cct up, as well as the extent to which they are consulted, depend to a
great extent on the wishes of the political or executive heads of indivi-
dual departments. It may well be that the lack of enthusiasm on their
part to use these consultative bodies is due to the fear that they could
degenerate into bargaining forums, e.g., for industrialists, particularly
foreign-based ones, to bring pressure to bear on the Department of Trade
and Industry for unnecessary concessions. bioreover, if every department
has to establish one or more of these committees, they might get so
many as to constitute a strain on the limited expert or specialist man-
power resources available in a developing country. For these and other
reasons, it has been suggested that multi-sectoral committees should be
established, each covering related fields of development. The combination
of departments and agencies within each multi-sector, as appropriate,
would depend on the nature of the major economic activities of each

country.

Fach committee could have as cheirman, a top civil servant, and the
members would include government officials as well as staff representatives
of the public and private enterprises which have business interests in
the activities of the departments concerned. The non-government staff
members should be experts in their respective fields so as to be able to

advise the committee with technical competence. For instance; those
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serving on the multi-sectoral committee responsible for agricultural
development should be able to advise on the future prospects in the
world market of the major agricultural projects, the expansion of which
is being proposed in the plan. For the purpose of c¢ross co-ordination,
an official wember of each of the other multi-sectoral committees could

also be an observer on the committee.

One of the advantages which this multi-sectoral arrangement has
iz that it helps to reduce the area of differences between the various
development agencies on the varied approaches to the common goals and
objectives of the plans This in turn helps to minimize the possible
areas of conflict which could have existed through the direct confron-
tation between the individual agencies on the one hand, and the Central
Planning Organization and National Planning Board, on the other. Another
advantage is that it affords the private sector an opportunity for a
wider degree of consultation than would have been possible on the National
Plenning Board or Commission. Since this is a working committee; the
partners in national development would nzturally try to ensure that they
have expert representatives on the committee who could discuss seriously

the technical issues involved in its deliberations.

In the alternative, inter-departmental Committees may be set up to
perform the functions of inter-sectoral Committees. Such inter-depart—
mental Committees should consist of the Chairmen of the Planning Com-
mittees of departments/agencies involved in national planning. The

Chairman would be the official head of the Central Planning Organization.

On receipt of the draft proposals of the various depazriments from
the Central Planning Organization, the multi-sectoral committees should
discuss and submit recommendations for the modification of the proposals
to the Central Planning Organization for consideration by the ational
Planning Bozrd. It could azlso submit comments on the draft proposals
of the departments and eagencies in other multi-sectors, through the
Central Planning Organization, for the consideration of the committees

concerned.
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The Central Planning Orgesnization would process the recommendations
and draft proposals of the multi-sectoral committees and submit them to
the National Planning Board or Commission. The National Planning Board
would then examine the draft plan and the submissions, and make its
recommendations to the Cabinet for approval. In some countries like
Kenya, Botswana, Tanzenia and Nigeria (under the Civilian Administration),

the plan hes to receive the final approval of the National Legislature.

(Appendices 'A' and 'B' on pages 25, 2¢ indicate possible alternative

Planning Machinery Charts for guidance).

3. Ma jor instruments for plan implementation

kMost African countries have recognized the need to tie up the
preparation and the implementation of the plan. Apart from the experiment
which the former Civiliam Administration of Ghana introduced of having a
State Planning Committee for controlling the execution of the plan as
distinct from the National Planning Commissiongi/ practically every
English-speaking country which hes established a Central Planning Organ—
ization hes given it the responsibility for co-ordinating the plan
preparation and the implementation activities of all executive agencies.
The main problem at the moment is that of the effectiveness of the
Central Planning Organization in co-ordinating the implementation act-
ivities of the executive agencies. It is noteworthy to observe that
the Central Planning Orgenization in each of these countries has not
been clothed with executive powers of directing the departments in
respect of their functions of execution. This has been left in the
hands of the Cabinet. Tt is in acceptance of this situation that the

points which follow are being made.

The ma jor instrument and procedure for the implementation of long

and medium~term plens are:

1/ ‘aterstone, iflbert: Develooment Planning: Lessons of Lxperience
— . . A
(The John Hopkin's Press, Beltimore), p. 5£20.
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(i) The annual development budget;
(ii) Project appraisal;
(iii) Participation of the private sectors
(iv) Co-ordination of the implementation activities of the various
executive departments and agencies;
(v) Reporting system, including remedial action;

(vi) Plan revision.

The first three subjects are of such magnitude and importance at
the present stage of development of the African countries that they
deserve special treatment and are, therefore, being deferred to the
subsequent chapters. The role of the various planning agencies in
respect of the remaining three items will be discussed briefly in this

chapter.

9. Co~ordination of Activities

Plan implementation (¢s well zs the preparation of plan) is the

primary responsibility of the executing departments and agencies, and

-

the main function of the Central Plamnin; Orpanicetion is to co—ordinate
the activities of these bodies zt different levels to ensure that as far
2s possible the implementztion process goes accordiny to schedule and

as intended. The methods &nd procedures devised for achieving this
objective, including those of rer~ting and epplyinz remedizl measures,
would depend on the structure of the administrative mechinery of the
government and its acencies (the irter-dependence of administrative end
socio-economic planning is discussed in more detail in Chapter III),

the degree of devolution of powers to the field organization and of

the decentralization of the plemning system, zs well as on the nzture

of the economy.

In 2 number of African countries, the Central Planning Orgenization
is just in the process of being staffed by indigenous professional plan-
ners, and the establishment of planning units, even in the larsge depart-
ments, has herdly started. It would, therefore, be too much to expect
that the administrative end technical staff in the depsriments and agencies

who hzve not been trrined in plenning technicues would acouire thet ex-
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pertise without further training, orientation, or experience in develop-
ment, for the purpose of reporting zccurately on plezn implementation.
Tvidently, one of the first assiznments of the Central Planning Orjzan-

ization is thet of 'educating'

these officers on the need for, and the
techniques of, reporting. This is & delicate assignment which recuires
tact. As some of these officers mizht resent the ideaz of being "trained”,
the conference system might be z ressonable zpproach. For example,; the
linistry of Economic Development in [lidwestern igeria started in 1969
with this procedure, even at the plznnins stage, in connexion with the
preparation of the 1970/1574 National Plan. The meterials for discus-
sions/lectures should be designed specially for those reporting =t dif-
ferent levels and on different types of projects. ‘lhile short orient-
ation conferences might be adecuate for senior officers operating at
the headqusrters of the various organizeations, lonzer seminzrs/courses
and more detriled lecture notes might be necessary for those who have
to prepare originazl and basic reports on the execution of individual

projects.

fnother point worth mentioning is that with the Centrzl Planning
Organization still trying to establish itself within the family of govern-
ment institutions, it should try =2s much s possible to use other agencies
as partners in its orientation crusade and other zctivities. In this con-
nexion, it might be desirable to get the Institute of Administrazation in
the country to sponsor and to desin zppropriate syllzbi of such orient-
ation conferences, seminzrs and courses; with the Central Plannin3z Organ-
ization, providing the bulk of the staff on & part-time basis. In this
manner the perticipants might tend to regard these treining prozrammes

less as directives from the Central Planning Organization.

The other point is thet of designingz procedures znd forms for
reporting and of determining the schedules or regularity of the reports
on implementation. Care has to be taken to ensure that the procedures
and forms are not too compliceted for the level of appreciation and com-—
petence of the majority of the reportings officers. These should be

drawn up in full consultation with the respective executive departments
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end agencies so that they can eccord, as much ¢s possible, with the
existing circumstances; and take account of the zdministrative cepabil-
ities of the organization to cope with the task of reportinz. It is
sometimes said, ond gptly too; thet it is better to have simple but
reliable freturl reports than to have inaccurste reports prepared on

sophisticatedly designed forms.

After the conferences, seminars and courses, and the distribution
of prozress report forms, the most importént public relations tasic of
the Centrel Plenning Organizetion then begins -~ that of visiting the
departments snd agencies and their field organizations to assist them
in the preparation of their first few progress reports on implementation.
Before the planning staff are sent out on this mission, care should be
taken not only in selecting those with leadership qualities and aptitude
for dealing with people, but the head of the Central Planning Organization
or his deputy should give them adequate briefinz on the proper method of
approach. This is to ensure that from the very start the personnel of
the Organization ore able to establish the best working relationship with
the staff of the executive agencies as this would form the basis of future
and continued co—operation, not only for the purpose of progress reports,
but also for the supply of other valuable information on the periodic

reviews of the current plan and for the preparation of future plans.

Where a planning cell already exists and is headed by a professional
planner based in the department, it would be desirable that such a plan-
ner, who has been accepted as part of the organization, should undertake
this "orientation'" exercise in the various headquarters and field report—
ing units of the department. If possible, this could be done with the
support of a few senior departmental staff who themselves have a working
knowledge of the subject, together with any available staff from the
Central Planning Organizeation itself. In this connexion, it would be
the responsibility of the planner in the planning cell of the Department
of Local Government and other appropriate staff of that department to
undertake the orientation of the staff of the district and local develop-
ment committees (or of any provincial development committees) as well as

the loecal government staff who are involved in the reporting system.
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10, Reporting 5System including remedial action

The system of reporting would depend on the nature, importance and
priority of the programmes and projects of eanch department or agency.
In cases where the projects are in an active stage of comstruction and
large investments are involved; it may be necessary to call for monthly
reports. This could also zpply to other projects on which monthly com-—
prehensive reports are possible;, e.g., construction of highwoys. In the
case of the execution of a project of a lonj-term nature, where the
stages of construction are of such complex form, and where lnrge stocks
of equipment hazve to be imported and the delivery process tokes some time
or is slow, it may be desirable to zllow for gquarterly reporting in order
to obtain meaningful 2nd reliable information os well as properly pre—
pared data. This is becnuse if the reports 2re too frequent and o large
nnumber of the construction staff have to furnish data for the reports,
they might, out of a dislike for the irksomeness of the procedure, furnish
rough estimates and inadequate informetion for monthly reports. It
would, therefore, be useful for both the Central Planning Organization and
the departments concerned to reach an agreement from time to time on the
regularity of the reports for each major project in order to ensure that
once the department agrees, and appreciates the need for these reports,
it would do its best to obtain accurate data and submit the reports
promptly and regularly. In the same manner, periodic consultation
between both parties could be held to modify the forms of reporting
either to provide for more detailed information or to simplify them and
yet meet the requirements of the reporting officers. A system must be
evolved for obtaining necessary statistical and other development date

from the private sector.

Whatever mey be the system of reporting, whet is important is that
it should be designed in such a manner as to produce vital information on
the progress being made in the implementation of projects according to
schedule, and to indicate any bottlenecks being encountered in this
process. It should also facilitate the operation of the mechanism which

the government uses to exercise control over the levels of development
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expenditures, in relstion to its ccsiz flow inm particulsr and to the
nvailcble resources in general. Tor example, in the Philippines, the

L)

periodic report of o deptrtment indicotes whot expenditure hos been in-

-

curred in ench sector on = porticulsr project in one gurrter and whnt
allocction of funds is required for the next quarter. 1If due to deloys
in si-ning contraocts for construction or for the delivery of metericls,
there is zn under-spending of the first gurrter's ~llocation and it is
felt thrt this night nffect thie level of expenditure in the second
cunrter clso,; the necessary adjustment would then be made in the second
currter's ~llocntion ~nd this would relense some funds in excess of re-—

suirerents for other projects wiiich ~ve in o rctive stojze of execution.

"3

his =rrangerent thus obvintes the difficulties encountered in tyin up
funds in excess of reuivements to individurl projects which the Treasury
cnsh flow mizht not be ~>le to rfford ~nd, in cnse of shortfzll of revenue
collection, the pernicious ~cross—the—boord budzset cuts mry be minimized,

if not elimin-ted.

In ~ few countries, in order to provide ¢ cross-—check on the depart-
mental progress reports; some of the staff of the Central Plraning Drgan-
ization visit the sites of lorge projects, ~mon; others, to discuss with
the construction staff ond obtoin useful informetion on the progress and

e problems of implementation. ‘'Thile apprecisting the use of this de-
vice, particularly during the ecrly stagzes of pleonning in ~» developing
country, it moy be useful to observe thot this procedure should be in-
troduced with the agreement of the executing organizntion in order not to
crente the impression that there are doubts os to the accuracy of the
departmental reports. For tie s~me reason, the visiting st-ff of thne
Centrnl Plannding Orjanization should be toctful in the noture of cuestions
which they zsk and should trv not to descend to the level of asking un—

L)

recesscrily detriled ruestions, lest the comnistruction staff might regord
this exercise ns o unsteful duplicotion of the informatio: collected for

the deprrtmental reports.

In view of the donger thot these site visits by the plonning staff,
if not carefully plonned ~né toetfully corried out, might rffect adversely

3

the rel~tionship between the Centrnl Plonning Orponization and the execut—
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ing oencies, it should be the ultimrte aim thot; os soon as the planning
units in the deprriments nre properly established snd headed by profes-—
sional planners, these visits should become less resulsar and eventunlly
discontinued. This would be on the understendin~ thot the planning of-
ficers in the units should themselves visit the project sites when neces-
sary to cross—check on informotion related to me jor implementation pro-
blems before the field reports are submitted to the departmentel planning
committees They should also, if necessary, be required by the Centrzl
Plenning Orzeniration to obtain such information -t ¢ loter stagze for

use by the National Plenning Boerd or the Cobinet.

The procedure for reporting which is discussed here recognizes
the proctice in nearly all Pnglish-speckiny Africen countries that the
Central Plonnins Orzeonization is not ¢n executive but o co-ordincting
agency. The planning unit in each department or ~zency (whether or not
it is headed by = plenning expert) is responsible for collecting data
and subsidinry reports from ~ll executings units under the department on
the implementotion of the vorious projects under their charge. This
information is used by the planning unit to prepere the draft of the
depertmental periodic report which is submitted to the repulsr meeting of
the departmentr1l plannins committee. On the bosis of the observations
and recommendations of the committee, the head of department submits
the deportmental report to the Central Planning Orgenizotion indicating
eny bottlenecks in implementation, including couses of possible increases
in the costs of the projects, the need and the reasons for possible re-
arrangements of the priorities of execution of some projects by the Orzon-
ization; and recommendations on weys and means of achieviny these object-

ives or removing the bottlenecks.

The Central Plenninz Orzonization on receipt of these proposals
would obtain, 2s necessory, further information on the mz jor recommend-—
ations either from the reportin~ depertments or from other zzencies that
might be of zssistance in solving some of the implementation problems
raised in the reports. It would then recuire the cssistance of = properly

staffed Project Apprrisal Unit (discussed in Chepter VI below), to analyse



these reports. This Unit, apert from appraising projects in wnich
various zovernment deportments ond agencies are involved; 2lso evalurtes
periodic implementation progress reports from these orcanizations and
offers comments and recommendstions through the Centrol Plenning Organiz—

ation to the iletional Planning Bosrd for considerstion.
o

The scrutiny of these reports is one of the main reasons why the
Hntional Plenning Boerd should meet regulorly. The Board could invite
the representati&es of the cgencies concerned to its meetings in order
to explain certain points in their reports ond to discuss vorious alter-
native means of resolving the problems posed. Periodically, soy, every
six months or as often as is necessary, the lictional Plannings Board would
request that the multi-sectoral committees concerned, where they exist, or
the inter~depcrtmentel committee should meet to examine specific problems
arising from implementation reports of the departments and sjgencies in
their respective sectors, or problems which would affect them but which
hzve arisen from reports submitted by departments in other sectors. As
far as possible these meetings should not be too frecuent so thet the
situation does not arise whereby it would be difficult to get technical

experts and senior civil servants to attend regularly.

The HNational Plamming Board's recommendations on various issues
raised in the departmental progress reports should go through the Central
Plenning Organization to the Cabinet for decision, if necessary. The
Cabinet would; after consicderinz these recommendations, and in the 1light
of any other information os well as on the brsis of available and anti-
cipated resources, issue prompt directives on the necessary zdjustment
to be made to the phasing and structuring for the execution of the dif-
ferent projects onintra-or inter-sectorzl besis as well as on the direct
removal of bottlenecks to the implementation of the projects. These
decisions and directives of the Cabinet would be conveyed to all the
depertments cnd agencies and their future progress reports would reflect
how far these directives hrve been implemented and how fzr they hove been

successful in resolvin the problems in question.
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11, Revision of the Plen

"t should be remembered that no metter how relicble the information
snd renlistic the projections in = plan moy be, circumstances do change
durin; the life of auy plan. These may be due to politicrl, socizl or
economric’ changes either within the country or as o result of external
forces. In recognition of the foet thet pleaning is a continuous nrocess,
every povernnment, therefore, should be prepored to review ond revise its
plan periodiczlly, as necezsary, during the currency of the plen. It
must be recosnized thot owing to the multiplicity of the veriable factors
which go into the planning process, poarticulsrly in o developing country,
r medium~-term plen, say, for I vears or 2 long~term plan, soy, for 10 to
20 yerrs, should a2lways be regorded ms 2 blueprint. It is in realization

£

of

tinis fact that » country like Dotswene hes decided that the plen must

oy

of necessity be revised everv two verrs so thot the second biennial re-—
vision exercise tckes sccount of the projections which are likely to o
into the subseguent five-year plan.

"h-tever mcy be the system of revisin~ the plen, it is importent
thrt this exercise should be regerded as beiny of such a mejor importonce
tiet the full process »nd procedure which were cdonted in the prepeoration
of the orisinzl plan would heve to be gone through. This mezrs thaot once
the Crbinet, on the advice of the liztionrl Plennine Borrd, decides on

revising the plan, the respective depertments ~nd r-oncics with the sup-

port of plrnninz cells and plenning committecs g it their pro-—
nosels for revising the plar with =s wuch irformotion ornd date, if not
more, &s were used to support the proposzls for the orizinzl plen. There~
after, these proposcls would heve to be considered by the multi-sectorsl
plonnins committees where they exist, or the inter—cenartmentsl planning
committee, by the I'ntionnl Consultstive Committee :ind finslly Dy the
lintionsl Plennin-< Boerd or Commission end the Cabinet. If the origineal
olan was npproved by the Hotionnl Assembly the revision zlso ousut to

a0 to that body for its approvals



12. Technical Assistance

he € tue zrp betweern plannin rnc olewn

% s Leen pointed out t

1

implenertrtior is due in - lrrze messure to the lrclkh of rdeucte rdmire-

istrrtive crnpoility thet cein sustrlc nlrnned soci-l cnd ecoronic trons-—
o
L

formetion, The rdainistretive problems of developin @ countries rre meny,

i

ud drncluce sportsrze of trrined wrupower, lnck of raministretive, (i.e.,

executive tnd wmereszericrl) experi

nee, log in institution:s! development,
poor educationri and trzinin: foecilities and incdecuste finmncicl re-
sources., Creating on administrative mechinery to remedy these deficiern-

cies is an urpgent tosh facing develoning countries in Africo.

Iinternationsl co-operntion has o vitel role to pley in bridgin”

this acdministretive op, in cddition to ~idin; the immediate techinical

and finrneial needs of developing countries. This co-operction "should

B

e viswed in lon—-razpe perspective as contributing: towsrds non's sbhility

T

-+

o cone cdministrotively with the criticel problems not onlv of notione-
buildin- but clso of nromoting ccononmic cnd cocinl development cmidst

G
rapic populction growth, increasing urbrnizstion, the changing structure
of rurzl society, as well as Teconolozicnl, political =nd other changes”oi/
The mein objective of technical cssistonce in public cdministration is to
help ceveloping countries improve their ~overmment machinery and to sssist
irn. troining efficient and competent personnel to operate the mechinery
needed to cope with the problems of cccelersted socizl and economic

Zevelopment.

vy African countries hove clrendy reclized the role which technical
assistence playe in plannins and plon implementation. The crux of the

m-tter, however, is how to mcke the wost effective use of such zssistance.
fn important consideration is that the cssistonce needed {for securin.

cdwinistrative trensiormotion for notionsl development should be selective

ir the sense thet it promotes the strateszic sectors of the economy. This

. 4 e .. . .- . . o . .
if Chay, Chi-Yuer: Internctionzl Co-operztion in Public Administraotion,

Public Administration lNewsletter Ilo. 3 of ipril 1366,
po 1}



would depend upon the objectives and priorities set forth irn the nationzl
nlan, Where the erphasis is on the z2gricultural sector, for example,
technical assistance should concentrate on that sector, and more so on
the sub-sectors which would have the greatest impesct on the agricultural

projrammes.

It should be emphasized that any transfer of methodology or tech-
nology should bear maximum relevence to the particular needs and the
environnent of the country, based on an assessment of the economy as a
whole, and should be in direct support of, and integrated with, the plan
policies and programmes of the country. Lack of understanding of the
social, economic, political and other factors in o developinz country
cd¢iminishes the effective contribution of technical assistance in plsnning
and plan implementation. This is one reason why the criticism has been
made that "Proposals for improvements zre sometimes based too much on
the experience of highly developed countries. EIxperts from industrialized
countries sometimes propose administrative improvements of the type that
have, or are being, discarded at home. Sometimes, with well intentione’
enthusiasm they offer ideas that would not be listened to seriously in

1/

their own countries" .~ This brings into focus the role of the experts

themselves.

In the selection of technical assistance personnel, care should be
taken thet those chosen to assist in planning and plan implementation
have the requisite expertise, and more importantly, the necessary practical
experience preferably in developing countries. It is generally advisable
to have a team of experts, specialized in the required fields, under a
team leader, than to have 2 number of independent experts each working
in isolation of one another. Experts with proven practical experience
are generally more suitable for the needs of developing countries in
place of prestigious experts with limited practical experience. For
example, experts from a developed country under a unitary system of
government which does not use formal planningz as an instrument of economic
development may not be able to offer real and effective advice in planning
and plan implementation in z developing country with the federal system

17 Appraisal Administrative Capabiiity for Development - Ul Document
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where the national plan is being executed concurrently by both the
federal and the state governments, unless such experts had had plan

and plan implementation experience under such z system.

The experts themselves should work with the knowledge that there
are many shortages in a developin country - cdministrative capability,
stotistics, development institutions etc. They should understand that
a2 number of ruestions cannot be answered readily, and thet it is part
of their work to help to find the ocnswers to these questions. They
should inform themselves on all aspects of their work and be prepared
to o round ard meke investipation even at the local level., Experts
recruited to assist in planning and plan implementation should closely
associate themselves with appropriate government depsrtments/agencies
and with their work programmes, and establish themselves as understanding
figures. They should explain the beckground ond reasons for their recom-
mendations so that these are properly understood by permanent officials
in order that cny cueries raised in the minds of these officials may be
fully expleined. This provides an opportunity for finding out whether the
experts are on the right track or whether for political or other reasons
the method of approach is not in conformity with acccepted government policy.
Such discussions provide the chance for the permament officizls to indicate
which aspects of the problem should receive priority so that the experts'

programmes may be adjusted accordingly.

Technical assistance personnel should demonstrate their effectiveness
by participating in the actual implementation of their recommendations
and in on-the-job training in the departments to which they sre attached.
The advisory role should be combined with effective assistance in imple-
mentation. There the experts estzblish new techniues or systems of
administrative machinery, the need to train counterparts becomes quite
clear. These counterperts will continue to operate the technizues or
systems when the expert personnel depart. ‘‘hen the experts set up plan-
ning units in verious departments, they should organize their work and
treining programme in such a2 way thet when they finally leave the country,

there should be competent and trained personiiel to continue to ruinn the



units effectively, 4 7ood arvanzement wouald be for the experts €

£

[#]

select;, in consultztion with senior cificiclis of the depocviments cone
cerned, & Zroup of promising young officers and hold resulcr working/
Aniny sessions with them. In this wey, they sprecd the retuired

i gre
nowlease or monaement technicues cmony permament officialse
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It is, therefore, not just enoush for technicol assistonce experts
to prepare »lins. It is even wore importent for them to participate in

plrn implementation, progress reportin, removing bottlenecks 20d in

nlcem revision. Thils is wiry it is often said thet the success of o tech-
o 7

pical azsistance project Jdepends puch on its progremming os on its im-
nlementotion. These factg sbould always be tolken into considerstion by

the donor os well as by the receiving country in determinin; the duration

of the assisnments of the technical assistence persormnel. The element of
implementotion in the experts' tesks grently improves their effectiveness
wiiich enables = technicel assistance progremme to make the maximum possible

contribution to the pressing needs of z developins country.

L

>

it sbould be added thot international aid prozremmes need to be

adesuctely co~ordimsted in each country. A1l such programmes should be

3

centrally co-ordinated in order to zvoid disconnected, overleppin, zud,

sometimes, contradictory efforts. In menv countries, the Central Plen-—

ning Orgzuization may be in o better position to assume responsibility

£

3

for the pleaning, co—ordiunation and appraisal of all technicel assistonce

orosrammes oend projects. Juch co-ordinating agency should ensure thet

, 4

technical cssistance concentretes on impect areas and projects which

k)

stimulete the process of development and help each country to expand

its administrotive capobility suitable for its social, economic and

- 1
slitical system.—

1/ "The Changins Role of the Txpert: Public Acministiation
Rl - - A
ilewsletter fo. 13 of July 1307, pp. 1-3, ifdepted.
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Explanatory Notes

Appendix B

The chart emphzsizes consultation with the private sector at 211
levels, for individual industries and Chambers of Commerce at the
lower level to, e.g., trade-unions and employers' orgesnizations,

at the national level.

Co-ordination between government decentralized bodies and the private

sector is emphasized at 21l levels.

At the ministry level the planning committees would include both
representatives of all the departments of ministry or agency con-
cerned and where necessary consultants of the ministries having =

direct interest plus interested agencies from the private sector.

Plans from the various ministries {includins ministry responsible
for local government) znd agencies would be submitted to the plan-
ning secretariat where they would be examined and co-ordinzted by
either an inter-ministerial committee or multi-sectoral committees.

(See Chapter I).

The function of the planning secretariat would include:

- research {economic, social (menpower) and physical surveys);
- statistics;

-~ collatior and co-ordination of plans;

~ administration of the national plans;

~ co~ordination of technical assistance.

Arrows upwards represent the planning flow; arrows douwnwards re-

present (a) guidelines for planning; and (b) implementation flow.
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CHAPTER II

DECENTRALIZATION OF THE MACHINERY FOR PLANNING

i. Tutroduction

in discussing the subject of decentralization, it would be useful
to define the context in which it is being dealt with, having regard to
the different structures of government in existence in the various
English-speaking African countries. To begin with, what is 'Central
Government' in terms of development planning ? It is the government
which is empowered by the Constitution of the country to mobilize rea-
sonebly adequate resources from its citizens and from external sources
to plan and implement development programmes in its territory. It should
also have an autonomous Legislature for meking laws which are not subject
to ratification by a hizher body, to ensure the implementation of its
programmes; the law-making powers should be derived from the Constitu-
tion of the country, and not from any higher legislative body. It is
the latter attribute which distinguishes a central government in this
context from a2 local government council, which is the creation of an
Act of the central government's legislature. It also distinguishes a
central government from a provincial administration, like the governo-—
rates in the United Arab Republic,; which are established by the national

government, and which assigns them revenue-raising powers.

Under a unitary system of government, there is no difficulty in
identifying the national government as the central government for the
purpose of development planning and implementation, as is the case with
most English-speaking African countries; apart from a few, like Nigeria,
which have federal constitutions. A country like Nigeria, with a
federal constitution, where the federal and state governments derive
their legislative powers directly from the country's constitution, both
haviné concurrent powers in respect of most of the development functions,
the federal and the state governments could each be regarded as "centrzl

government”; for the purpose of development planning and implementation.
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Ze The need for, and constraints on, decentrolization

During the last decade, development planning has become very populer
with many African governments. Some of them, like Tenzania, Xenya,
Ethiopia and Nigeria, hesve prepared two or more Five or Six-Year National
Plans. But apart from a2 few countries, like the United Arab Republiec, it
was not until during the last two or three yezrs, that some of the
countries, such as Kenya and Botswans, started to use Provincial, Di-
strict and Village Pevelopment Committees #s agencies for decentralized
planning. Many other countries have not even mede a start in this
direction. The factors which make decentralization in planning necessary
in Africen countries may be considered briefly. With about JO per cent
of the people living in rural areas, it would be difficult for any
central government to assume that it appreciates fully the varying needs
of the scattered population, to be able to plan for them sétisfactorily,
without any support from below. If the majority of the young people
from these rurel areas, particularly the school leavers, are to be en-
couraged to remain there instead of migrating to the towns in search of
the limited amount of wage employment, their parents should be given an
opportunity to put up well plenned proposals for the development of such
agricultural, agro~industrial znd small-scale industrial projects which
would afford a reasonable amount of rural employment. GHoreover, the
rising expectations of the rural areas for basic amenities, as good
health centres, potable water, rural electricity and better communication
facilities, have to be planned for and provided as soon as possible. The
multi-~ethnic nature of the population of most African countries calls for
the maintenance of 2 brlance in the distribution of industrizl and other
development projects between the various districts of the country. This:
balancing exercise could be carried out smoothly by the decentralization

of the machinery for planning sznd plan implementation.

In recent years the need for decentralization in planning is becoming
increasingly felt. For one thing, the limited resources available to the
central government for financing the large number of development projects

in 2 situation of rising expectations are imposing a great constraint on
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the level of project implementation. lMost of the African countries

depend to a great extent on the production and export of agricultural
products. The prices of these products have in the past few years been
declining on the world market in relation to manufactured commodities.

The sources of revenues of these governments are not expanding sufficient-
ly to provide for development needs after meeting the normal zdministrative
expenditures. For example, in Western and lidwestern Nigeria, the basic
direct tax payable by those in the low income groups has remained constant
for the past ten years in spite of the rise of over 25 per cent in the
basic wages of government and local government employees during the same
period. In fact, in 1969, this tax was reduced from £3 to £2 per tax-
payer by the Western Nigeria Government while the Midwestern Nigeria
Government reduced the same tax in its territory from £3 to £2 1fs. in
1970. In many African countries; government revenue from indirect taxes,
especirlly customs duties on primary commodities, has not been very elastic
because, with the unfavourable world market prices for most of these com-
modities, the governments cannot afford to increase considerably the

rates of duties as this would affect their competitive character. There
are not many countries which have been as fortunate as Zambiz, Libya and
ligeria in receiving large sums of public revenue from mineral and oil ro-
yelties and export duties. Moreover, the largc reserves of Marketing
Boards,; which such governments as those of Ghana and Western Nigeria had,
are no longer available or adequate to provide funds for financing large—
scale development projects. 1It, therefore, follows that unless measures
are taken to raise adequate resources the development process cannot make

much headway.

Admitting that the need for decentralization in plenning in the
African countries is obvious,; why have they been slow in setting up the

machinery for this purpose ?

There are many factors accounting for the slow pace of decentraliz-
ation. Significant amongst these are the lzck of administrative capabil-
ity 2nd the degree of development consciousness. Before independence the

administrative structure was geared towards the maintenace of law and
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order and very little attention wes given to stimulating the people to
perticipste in self-help schemes. As the economy of these countries
moreover was based on a few export commodities, human and materizl re-—
sources were directed towards increased production of these commodities.
Consequently not enough funds were available to lay down the administra-
tive structure for zccelerated decentralization after independence. Im-
mediately ofter independence, therefore, these problems had to be tackled
from the scratch. Besides certain national governments which neither lacked
the funds nor the trained manpower did not channel their efforts towards
decentralization. In spite of the fact that some countries like Ghana
and Western Higeris had lerge Marketing Board reserves the pace towards

decentralization had been slow.

Local znd regional porticipation is in a sense also an aspect of
development consciousness of the population at large. In the case of
Africs, because of historical circumstances, development consciousness
was slow in coming. Hence, initiative from the community did not emerge
nzturally. Where the rudiments of decentralization exist, problems of
lack of co-ordination have hindered progress in effective decentralization.
Hention may be mede of conflicts that arise out of overlapping of duties
and responsibilities between local governments and central zovernment
departments. Furthermore, problems hzve also emerged where community de-
velopment departments have gone beyond their role of stimulating the po-
pulation to participate in the development effort and have initiated and
promoted a multitude of projects without consulting the local government
bodies or government departments upon whom the burden of maintenance would
lie. This often resulted in 2 dichotomy between community development
departments and other government ngencies. These unco-ordinated efforts
often confused the communities 2nd weakened their belief in the value of

self-determination.

The multi-psrty systems introduced into the politics of many newly
independent African countries, while attempting to protect the citizens
against entrenched dictatorship, nevertheless hove to some extent affected

the spirit of unity a2t the local level - a phenomenon which is vitally
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necessary for the formulation and execution of development projects — the
//bed%rock of decentralized development planning. Multi-party polities in
the modern sense is still new to meny rurzl African societies, where
hitherto, at the traditionzl Town or Village Council, issues affecting
the village, including development projects; were debated exhaustively
at open meetings and decisions were based on a consensus of opinion of
the members of the Council, and not on the basis of an established gover-
ment party versus an officizl opposition. While the ordinary people are
learning that differences of opinion or political party principles do not
preclude co-operation in other fields of human endeavour, it cannot be
denied that the pzce of local development has adversely been affected by
inter-party bickerings, pcrticularly among the local party leaders. It
is, therefore; no accident that countries like the United Arzb Republic
-and Tanzaniz, which had been declored one-party States, have found it
easier to obtain stronger and more iurdited local support for national
development plans through local porticipation. Whether or not the
single~party states would in the long run achieve better results in their
systems of decentralized planning over the multi-party states; in terms
of improved standards of living, would depend to a great extent on the
political leadership at the national and loczl levels. If some of the
leaders choose to channel the mobilized efforts into the promotion of
ideologies not directly related to the economic and social advancement
of the people, then the end results might be different from those professed

by their governments.

3. Instruments of decentrazlization

Having taken noteof the definition of the term "Central government",
the next question is to ascertain what principal institutions are used
outside the normal central government departments as instruments of de-
centralization in planning. Apart from the public enterprises which are
used as agents of sectoral planning by the respective government depart-
ments, the major instruments for decentralized planning are the Provincial,
District and Local Development Committees and Local Government Councils.

Countries like the United Arab Republiec, Xenya, Tanzania and Ghana, with
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unitary forms of government ~nd with large territories, might find the
three-ticr systom of Provincicl, District znd Locrl Development Committecs
useful for the purpose of deccentralizrtion of the plonning mochinery whil-t
smaller countries or States within lorger Federations, might find the two-
tier system of District ~nd Local Development Committees, quite adequate

for this purpose.

(2) Regional/Provincinl Nevelopment Committces

“"hile recognizing that in the lorge Stotes; there might be need
for the cstablishment of Regionsl/Provincicl Nevelopment Committees, the
cuestion ariscs as to what functions such Committees can effectively
perform. The term "Province' or "Region' in the context in which it is
being used here, is thot of geographicnl unit delinented by the Centrol
(or Stote) government for the cnhoncement of the ndministration of the
country or State. Even where it has o deliberztive Assembly as in the
United Arab Republic, such an Assembly functions strictly within the
terms of refurcnce defined by the central government. The importent
point is thot both the province cnd the governmental institutions cssc-
ci~ted with it are the creation of the central government and mly in-

dircctly of the Constitution of the country.

{5 ~ Unitced Hotions liceting of cxperts observed, the predominant
nottern in English-speniing arcns in Africz, is thc pertnership system
of decentranlizotion under which somc dircet services are rendered by the
ficld units of central ngencics =nd others by local authorities.i/ It
ie onto this pattern thoat - fow countries have been trying in thc past

L

fow yerrs to groft o system of provincinl ~dministrotion and/or provin-
1 dov lopment committecs. In Shana; Zombin, Xenya and Tonzonia, Re-

. -~ - . . . N . < B
ionn i/ orovinceial Developmznt Comwittees, wnch of which is undor tiac

i

SIS <1 wip of o Provinei~l Commissioner or dogional Chief Exccutive Of-
fiosr. wrrsists moinly of the provineizlliy-brsed nonde of the mnjor de-
v. lopmeny dep-rtments of the contr-l governmont, somc politic i ropros.int=~

ilvtion~l -nd

Loc-I Tvoiopmint,
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atives and other representatives of the local communities =nd of the
private sector, In Xenyz,; the non-civil service representation comes into

the Provincinl Development Advisory Committce.

Generally, the functions of the RegionaL/Provincial Development Com-
mittees include assistance and guidance to the District Development Com—
mitees in identifying suitable projects for inclusion in their (district)
plens. Such o Committee nalso co-ordinates the development programmes of
the District Development Committees in the arca, modifving them, and
including some new provincial projects. Theresfter, it incorporates them
into o provincial plan, assigning prioritics to the projeccts before sub-
mitting the plen to the Central Plenning Orgenization for inclusion of
the projects in the regionnl/provineial or sectoral sections of the
national plan. For instonce, in Yenya where it is reported theot these
committecs played an importont role in the formulation of new progrommes
during the preperation of the 1970-1974 Hational Plen, their progrommes

) . 1
were incorpornted into the progrommes of relevant government departments.~

In the implementation of the notionzl plen, with particulsr reference
to the provincial projects, the main responsibility of the provincial com-
mittce is to advise ond assist in the expeditious execution of the pro-
jects, and to mnke suggestions to the government departments ond agencies
concerned on the rcemoval of implementation bottlenecks. In some coses,
they may provide the solutions themselves. In this regard, in Zambic, cazch
province is alloccted by the Central government o "bottlenceck™ vote which
is under the control of the Provinciol Permanent Sceretary. This is to
meet the cost of minor projects, the non-implementation of which might
adversely affect the execution of major projects in the plon. In Tanza-
niza; where the Regional Development Committce occasionally receives gronts
from the central government as "Regional Development Fund" mzinly for re-
zlloention to the District Development Committees for finencing of their

projects, on the direct implementation of o few projects in the regional

l/ Republic of Keny:, Pevelopment Plan 1970-1374, p. 75,
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sector of the plan, the experiment has not been successful. It is
reported that the First Plan (105/-10A0) wos not successful in its re~
gional planning aspects because manpower resources were too scarce and ox-
perience too limited to provide successful planning in the regions.i It
is understood that as prnrt of the solution of the problem, itinerant
high-powered inter-disciplinary teams were thereafter sent to each region
to assist in identifying suitable projects for implementation at the

various levels,

One common feature of most of the countries experimenting with
provineial administrations is that no successful attempt has yct been made
to get the local government councils to prepare periodic plans, which can
form permanent loczl basis for the provincial and district plans or pro-
grammes. Nor has there been any hrrmonization between the budgets and
plans of the local government councils in the respective districts, to
ensure that the projects in these programmes are mointained by the coun-
cils when they are completed. This approach has made it difficult for
the Provincial Development Committces to beose part of their proszramres
on the established institutions of local government councils which "ave
independent revenue sources that could be expanded to cope witl. develop-
ment needs. In Kenya, it is rcported that the county councile have not
had administrative capacity to enable them to prepare long-te'm develop-
ment programmesag In Zambia, the absence of local authority periodic
plans is regarded as a serious gap in planning, and consideration is being
given to local cuthorities taking over the functions of the District Plan-

ning Committees, ard for them to prepare their Five-year plans.=

However, in the United Arab Republic, the Governorate-Council (the

Provincial Administration) is cmpowered, within the limits of the stote's

1/ The Unitcd Republic of Tanzania: Trnzania Second Five-Ycar Plan for
Economic znd Social Devclopment, 1 July 1960 - 30 June 1974, Vol. I,
p. 224 (Government Printer, Dar-cs-Salaam, 1269).

2/ dcpublic of Kenya, Development Plan 1970-1974, p. 133.

3/ Orewa, G.0.: Report on Public Administration liission to Zombir,
(i69-1935, July 1969), p. 25.
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zeneral policies, to cstablish and mancge different local services and
works for the welfore of the governorate. It supervises the Town ond
Rural (local government) Councilsin the governorate. lorcover, the
Governorate~Council hos been assisged by the notionnl government certoin
revenue sources, including o certain fixed percentage of customs dutics
and of vehicle licenceseix With these independent revenue sources, the
zovernorate and its planning organizoation are able to co-ordinate the
Town znd Rural Council development programmes, preparce programmes for
the governorate, and implement or assist in the implementation of mony

of these projects from their own resources.

These exrmples heve been given in some detoil, in order to show thet
p g 3
epart from the United Arnb Republic, (and possibly Ghenz in future), the
provincial orgenizations for plenning hove not established themselves in
the Enzlish-specking African countries; as cxecutive bodies with technical
i p) y
and finencial resources to formulate and implement regionsl/provincinl
development plans. Their role is likely to remnin advisory and ot best
P p y y
they could become cffective instruments for identifying suitable locel
projects as well as guiding the district development committecs and the

loeal sovernment councils in plon formuletion and execution.

Another difficulty which the Provincizl Committee hzos in establish-
ing itself in most of these countries is that, cpart from the United Lrzb
Republic, the lerzest population of the average country, or state in o
federation, is only rbout 13 million, ond with the lorgze number of govern-—
ment departments which ecch strte hes, there is linited scope for the
creation of mony semi-autonomous and viable provincial units within each
State without creating an atmospherc of rivalry betwecen the central
departments end the regional development institutions. For, =zs has been
pointed out by the United lintions leeting of Expcrts, the fewer the number

of regions/provinces cnd the larger their size, the greater will be the

é/ United Arzb Republic: Digest of the lzw of the Local Administration
System - Articles 19-33.
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prestige and weight of area co-ordinators in relotion to the central
government. This moy po so far as to make areca co-ordinators too power-
ful and, especially if the co-ordinators are politically chosen, may
focilitate resistance to the central zovernment. Instead of promoting
rational decentralization, it may lead the centre to fenr to delepate
zuthority. The expcerts went on to sugsest that normally, therefore,

o plan for three or four regions should be avoided. The minimum would
depend on the size of the country and its ability to support financially
and staff the offices of thesc regioncl co~ordinatorsci Ls mentioned
carlier, the shortapge of staff made it difficult for the Tanzonian Pro-
vincinl Development Committecs to operate effectively during the first

plrn period.

On the burning guestion of finsnce, the limited sources of revenue
available to both the government and the established locol government
councils in some countries haove led to 'rivalry' over the shoring of the
treditional revenues, such cs personal tax,; between the central and loesl
covernments. In the 'battle', the stronger central government has had
the upper hand, with the result that meny of these loczl cuthorities
are finsnciclly werk. In the circumstances, it would be both politically
and fiscrlly difficult for a third organization - the Provincial Admin-
istration and the Provincizl Development Committee — to come in between
cnd to be given lesel powers to raise revenue independently from on
alrecdy 'dry' source, for fincneing their development programmes. What
could heppen in @& few countries like Tenzenie, CGhena and Zambiz, where
there ore some definite attempts at decentrzlization for development, would
be thet the centrzl pgovernment would nllocate some block sums from its own
development funds to the Provincirl Development Committees and the locol
government councils in their zrens. Part of the funds mizht be used to
enczble the provincially-~bosed government hends of departments; to execute
expeditiously some sectoral projects which are locoted in the province

or region concerned. The remcining pert of the funds could;, as in the

i/ United Netions Technical Assistonce Progromme: Decentrolization for
National ond Local Development, (ST/TAQ/i/13), 1262, p. 1S.
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case of Zambia, be utilized as a "bottleneck" vote, for "emergency" con-

struction or provision of minor but essential projects or services; the

absence of which could otherwise hold up the implementation of large

national projects.

To sum up, wherever a Regzional/Provincial Development Committee

eixsts as an intermediate orgonizstion between the District Development

Committee and the National Planning Orgonization, its role could include:

(1)

(ii)

(iii)

Providing or securing the services of experts to assist the
District Development Committees in identifyinz and evaluating
sound projects for incorporation into the district development

plan,

Co-ordinzting the draft district development progrommes,
identifying those which hrve provincial importance, and
assigning priorities to them within the framework of a
provincial programme; oassigning priority to district pro-
jects on an advisory basis, in order to cnable the central
government to decide on the sczle of priorities for the purpose
of the allocation of capital .rants for such projects. The
main purpose of the provincial programme or plan would be to
ensure that as far as possible, the central government and
its agencies accord appropriate priorities to the nationcl
projects to be located in the province; on the basis of the
recommendations submitted by the Provincial Development Com-

mittee.

Then the projects in the provincial plan have been included
and approved in the :etionel plen, the Provincial Committee
should meet regularly to obtain and consider the progress
reports prepared by the provincial heads of zovernment depart-
ments, on the implementation of the projects pertaining to
their respective departments. The Committee should suggest
solutions to any implementation problems both to the central
and the provincizl heads of departments concerned. It shoul:

4

also invite their attention to any undue delay in making o

stzart or slow progress in the execution of other projects.
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{iv) The Provincizl Development Committee should also, on the
recommendation or request of the District Development Com-—
mittees, toke similar zction on district projects in which

the central government is involved.

(v) The Provincial Committee should provide or obtain the services
of technical experts, on request; to zssist in the implement-
ation of the district projects, particularly those which are
being executed entirely from local resources. This is part-
iculerly unecessary in order to ensure that the standard of
work or service to be provided is up to nationelly zcceptable

stoandards.

In order to obtain mrss support for the anctivities of the Provincial
Nevelopment Committec; as for as possible its wmembership should be such
a8 to inspire reasoncble confidence in the people. It would, thereforc,
be desirable that the Chairman should be the Regioncl/Provincial Chief
Ixecutive or Administrative Officer. The menmbers could include the pro-
vincial heads of sovernment departments (particularly those in the deve-
lopment departments) 2nd of public enterprises, representatives of the
private sector including trade unions, reflectins the economic speciclity
of the area, and the chaivmen of all local government councils and of the

District Development Committees in the province.

(b) District Plannins Organization

Heving indicoted the possible role which the Provincial Development
Committec could play, wherever it exists; thce next subject is to examine
what functions can be undertaken by District ond Loeal Development Com—
mittees and Local Sovernment Councils. As far s possible it is desir-
able to avoid giving any impression of dogmatism in a subject of this
nature by introducing models. Here, however, z sense of incvitability
appecrs to exist. The need for a2 model has arisen because in the Ingzlish-
speaking Africon countries (most of which have no centrally planned
socialist economies), decentralized planning is relatively new and in

many cases non-existent. Hence it seems approprizte to have 2 model
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around which to weave our thoughts as this might facilitate the identi-
fication of the problems and possibilities of decentralized planning in
¢ typically traditionsl African society. The model, herenfter discussed,
recoznizes the roles of the traditionzl leaders and of the new class of
elected local government councillors, as well as those of the central
and local gsovernment officials, in stimulating the interest of loeanl
communities in economic and social development, giving them guidance in
plannings, with their limited resources, for the achievement of this
objective. There is no intention of putting forward this model as =
szerosanct institutionsl structure. It is recognized thet conditions
vary from country to country, and even as between states and resions

of the same country. Each government should then decide how to modify
the organizational framework and administrative procedures in the model

to suit locel circumstances.

Alongz with settinz in motion the process of decentralized planning
there is need to strengthen and give local institutions additional re—
venue raising authority so that they are able to mobilize adequate loeal
resources to enable them to meet the growing expenditures on local deve-—
lopment. Projects involving the use of local lebour an’ matericls on
z self-help besis could be of special significoance in view of shortage
of finsnecial resources. For the English-speaking African countries, the
oldest organizetions that are capable of fulfilling these conditions are
the local government councils. The term "capable" has been used because
in recent years, in some African countries like Sierra Leone, Ghanc,
Heuye, Swrziland and the Horthern, 'lestern and Midwesterr Stotes of
Higeriz, the ceatral overmment's tax and revenue allocztion policies
hrve tended to wezken the finrnciel zbilities of their local suthorities
to the extent that for some yecrs now most of them hove not been able to
urnsertaike, on their own, any lrrge-sccle capital projects. Some of them,
such 2s the county councils in fenys, have been findirg it difficult to
meet their recurrent commitments in educction ~nd oticr servicas,

T

It is apprecicted thet in countries like iligeria, Sierra Leone ond

Zenya, there is more thrn one~tier local sovernment system

P

s the cuestion

I3

faid

rrises os to wiiich of these tiers should nrovide the bosis for distric
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end local development plenning. Here it should be mentioned that al-
reacy the trend is towards the one~tier system in many countries. e.g.,
The Gambir, Botswone ond Hidwestern lizerie. ‘lhere there is more than
oneé-tier therc are indicotions that beczuse of the ineffectivencss of
sone of the councils, cs o result of the shering of the limited menpower
and evailable financial resources acmongst the various tiers, the govern-
ments are already moking arrangements for some re—organization that will
produce effective units of local administration. During the past two
yeors, the Gheons Government sppointed ot lecst two Commissions of Fuquiry
to consider this subject and other zllied issues of decentralization and
it is expected that the implementation of some of the recommendations of
tliese Commissions of Inquiry would soon tnke place. The Xenyr Government
is appointing o Comuission of Encuiry to examine the structure of its
local rovernment system. The Sierrc Leone Government hias already sp-
pointed 2 hizh-powered Committee to exemine the local government structure
and meke recommendations os to the woys and weans of ensuring that the
locel authorities become more effective units for development. All these
are indications that eventuslly the trend in meny African countries woull

be tow-rds the one-tier system.

Hoavin~ regerd to the focot thet one of the essenticl factors {or
effective decentrazlizotion in plenning end plon implementation is the
existence of an institution which has the lesel cuthority ond ability
to raise funds from the locel communities supporting the projects in
the plen, the most effective basis for decentralized plennins eppears
to be the locel zovernment council which is the rating or taxing authority,
where there is more than one-tier locol sovernment system. It is for this
reason thet the model for distriet and local plannings and implementation,
which is discussed here; is brsed on the ratingz esuthority zos the institu-
tion to nrovide the secrctariat and to act as the co-ordinating unit for

plernin= and plen implementation.

In order that each locel government council should be scriously
involved in both the notionzl znd local development progremmes, there

should be & Mistrict Tevelopment Cowmittce in each district or in the
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area of the District Council which is the reting cuthority. The member-
ship could be: the zovernment's field Administrative Officer in charge
of the area (e.z., NMistrict or Divisional Officer) cs Choirmon, the
Chairmen of the Locsl Zovernment Council, cbout three other Councillors
appointed by the Council, a2 Plenning Officer in the Central Plsnning
Orgenization, the tlediczl Officer, the District IDnzineer, and the senior
Education Officer in choarge of the district. Other heads of goverument
departments in the district may be co-opted as and when the Committee
considers it necessary. The Secretory of the Council shiould zct as

the Secretary to the Distinct Development Committee. About L or E repre-
sentatives of the private sector, including trade union representatives,
sinould be members of this Committee ond their appointment should be based
on the economic and social character of the ar.n. One or two women

could zlso be eppointed to represent femele interests.

The Tistrict Development Committee will be responsible for the
T P

following:

(i) It will co-ordinste the development plan projects of the
words in the district and zssipgn priorities according to
their importance to the district os a whole. UYord projects

)

which are placed on List B of the district draft plan would

be recommended by the District Committee for capital grants-in-
zid from the Council and for the eventual manezgement by the
Council. It will then place other ward projects which are con-
sidered recsonable, on List A of the draft plan, on the under-
stending that it may provide the ward with technical and advi-
sory services only for the construction of the projects. This
would be on condition thet the werc is able to provide funds
and other resources for the capitel costs and the maintenence
of the projects for a2t lezst five yeors, without any sgrant

from the government or the local authority.

In assigning priorities to projects on Lists /1 and 3, serious
considerztion will be given to the priority allocated by the

ward to each project.



(ii) It will prepare development schemes of district-wide importance,
under soy,; o 3 to S-year programme, for implementation by the
council solely from its own resources. These will be on List
C of the district draft development plon and may include scheries
like henlth clinics; district and town roads, modern permanent

markets; absttoirs and motor porks.

(iii) It will =lso submit proposals for large-scale district projects,
the implementation of which will involve government's fincneial
and technical assistance to the council. These may include
sewage and drainsge schemes, lerge-scale plantations, and the
tarring of town rocds. These would constitute List I3 of the

district draft plan.

(iv) It may likewise prepare project proposals which are of national
or government-wide interest but which the District Committee
wishes the government to include in the nationzl plan for
finencing by the notional government especially those in the
industrial field; or infrastructural projects, like electriciiy
and water supply. These proposals would form List B f the

district draft plan.

The district draft plan should be submitted to the council fer
consideration and modificetion before bein; forwarded to the Neprriment
of Locel Government for consideration. Uhere a Provincial Development
Committee exists, the district draft plan will be submitted by the local
sovernment council to the Provincial Development Committee for co-ordin-
ation with the programmes of other District Committees in the province,
before bein~ forwarded to the Deportment of Local Government which will,

ter consultation with the approprizte central government deportments

™
LY

{which in turn will provide techrnical or fincncial assistance), ~pprove
scctions ., B ond C of the plen. These will be returned to *he council
whien will publish it as part of its development plan. Tae reason for
this reconoondotion is to encble the council to eppreciste its full
resohonsibility not only for the implementation of the plan; but oiso

for the o intenrnce of the schemcs in scctions 3 ond C; and nossibly of
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those in section A in future. This aspect of the problem mey be lost
sight of, if the projects zre only included in the nctional plon. The
proposals in sections D and & of the district dreft »nlon will be sent
by the Department of Locel Government to the ecpproprisnte departments for
inclusion in their respective plen proposcls. Copies should be sent to
the Depcrtment of conomic Plenning which will assist the Department of
Locel Government in pursuing the wmrtter with those deportments when their
development proposzals are being considered. The Tepartment of Loczi
ZGovernment will clso submit List 3 »nrojects to the approprizte departments
for inclusion of zs meny of thesc projects as zare consiclered reasonable,
in the "Contingencies Section" of the draft plcin for considerction and
approval by the govermment. This implies government's possible fincncial
and technical support for the implementation of these nrojects should be
tr.o government's finsnces permit.

Then the projects are finally cpproved by the government as peart of

™

the netionsl plan, the orojects in section would azlso be reflected in

ecach district plan, showing the District Council's cpproved contribution
to each project. These nrojects in scetion 7 would likewise be separately
reflected in the fincl version of the national plan under "Provincial/
Tistrict Projects". This arrongement would ensble the government's com—
mitment to the particl finencin. of these schemes to be clecrly showun in
the plon. It also freilitates their identificction from the Jovernnent's
oun projects for the purnose of periodic reports on plan implementation
both by the Mistrict Committee and by the department concerned. Projects
in section E of the draft district pleon, if included in the netional plan,
would no longer be of finrncicl relevance to the council zs they would be
the central sovernment's responsibility. There would, therefore, be no
need to put them under "Provincinl/Zistrict Projects" in the national pleon.
These projects need not appear on the finel version of the district plans

s the council would not be finrncially involved in their execution.

f v «
\c) Villere/ lard Development Committecs

in this model, whiere the villrres ecre cuafficiently lzrze to cet cs
? o Y o

ploumins wiits, 7ill- e Comaittees could be estoblisherd, but where they

“re not so lerce, Trrd Tevelooment Cowmittecs. consistin o ecca of o voup
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of ville,ses, arc desircble. As frr s possible, for tle purpose of co-

¢

hesion, the villo-es should hrve some common ties. The members of
7illere/ 'ord Committee should include the elected locel ~overnment
counicillor for the zresz wiuo should be the Cheirmen of the Committee.
Jther menmbers shiould include the treditions] herd{s) of ench villr e
in the word, the mo-ber elected by erch villoge in the werd, ond the

E

followin centrsl _overnment rnd locel jovermment officers: the Com-

I
murity Tevelopment lssistent or Urorndcer, the Asricultursl Field Over-
seer, the Coumcil Tosd Overseer, the Public Lerlth nispector, the lursl
verltih Centre | edicrl /fssistont, cnd the Council Zupervisor of Priwrry
) A

“clionls. The Tommunity Tevelopment Lssistont oy JUrocnizer should et

ce the "ecrctory of the Committee.

The Vil ase/ - rd “evelopment Committec should formulate crrnuzl or

neriodic pians for the development of such services rs minor roods

)

cs ond waterwovs; public prris; librerice; nlry Srounds; meoritets;
cud wmotor prrizs in the werd. i+t would plaw to provide from its locrl
resources for ru roreed percentr e of the cost of such schemes waich ~re
ultimrtely cpproved by the council within the fremewori of the district
plen, looking up to tue locsl overnment council in the rresz for the
brirnce in the form of ¢ “rrnt. The percentose of reat will be deter—
nined from time to time by the “enmartment of Locnl Jovervment on ¢
netion~uide veegis troiin  into considerction the -rerter uceds of less

1, 1

developed re

-
]

dons. Cf o project in the ward plan is not rpproved by
the council, the word will Le free to undertalie entirely on its om the

construction of tire Lroject, »mrovided tart it is not incornsistent with

R A

the netionsl developnent obicctives cnid thot the weyd is in ¢ position

to meiutrin it from its owrn vesources for ot lezst, osryv, o verrs, ofter

1

wiiich the word mey ~pply to the council to teXke it over. Projects of

this neture would Love to be clessified by the Teprrtment of Locrl Toverni-
ment cnd should be limited to thosa the arirtenriice of widch is loour-
intensive ond oo be undertr.en ecsilv with community efforts, witlh
pinimur finecncicl contribution by the people; e. 5., public works, ploy
crounds, ond locel rords. This point is being stressed in order to rvoid

the mistrtes of the prst vhereby ¢ numoer of projects constructed Ly loerl
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communities could not be tohen over Dy the councils zi.d they hed to f211
into disuse with the rttendrut frustrotion on the prrt of the commurity

conceriied.

The Terd Committee will, of course, with the support of the various
comnittees in its zres, undertne the construction of projects supported
by tine Tistrict Tevelopment Committee czud the council znd ensure thet
the cdvice cnd assistrince of the rppropricte professional cnd techmicsl
staff of sovernment ~nd of the council in the district rre obtained for
the construction of these projects. 7The rrd Committee will slso mclte

sugrestions to the “dstrict " eveliopment Committec on the district proiects

which rre sultucted in tie word sns crn offer tue couricil suci nssistrnce

Ty

tlocetion or rcruislition of lrond for suny district

N

]

5 feacilitotin e o

n

or i tionsl proiects rilocrted in the =ryd nres,

{¢) ioplicrtion of i odel to Jrbri. Ceutres

The mocel described rlove crn ~lso be applied to urbon centres. “u

thrt crse, the srue orienizction desi

A

3

ed for the rurel words can be used

lod

for the urrds of rn urbon loccl sovernment council; but where there cre

7

no troditionrl lenders, the Jirben “rrd Tevelopment Committee need not

£ in
L

1Y

creante offices for zuch sersons oiily for development purposes. e
entire crer of o municipolity or towm should hirve = Tistrict " evelopucent
Coummittee witu tiue scme tyone of nembersiip rs the model Tistrict Committec

descrivel sbove.

he nrture of the functions of the Urbew Ty Tevelopment Committee
cnd the method of exccutin ) its development nroijccts ni Lt be differen
from those of the rurcl Trrd Committee vecruse of the peculirr chrrocter

WA

£ the needs of rin urbrn centre. The Urbrn Committees mi -kt initirte

@]

Bolly, such nrolects ro the construction cng

a

cng impiesent, nortly or o u

meintenniice of new ro~ds rnl nuklic prrks, cind the entension of wrter
supply to prriiculr-r orecs of toe tows. I the urbei. centres, especiclly

iciized, becruse o lrrre nuaber of the rdult

thoze wulch rre hi il

mele inhebitrats cre enpres in wrge employnent or in full-time busilhoss

)

prnccement, the coustruction ~ind mzintenrnce of word devolopuwent projccts

mizht depend to ¢ lrrge extent on thelir coch contributions rother tirn oo
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commmunal lebours  Tor exewple; in Denin City in | idwestern Higeria,

most of the new roads were constructed by the respective ward committees.
In Addis Ababz, the landlords usually construct the roads in their areas
and sometimes contribute thousands of dollars to hire contractors to

provide tarmcec surfacing for some of these roads.

L. Plon Tmplementation

Jeving produced an approved development plan, the next stage is
thot of implementation. Every year during the plan period, the District
Development Committee should preware a droft capital budget for the
implementation of the projects in the sections 3 C and N of the district's
development plan, tekin~ into account the council's contribution to
projects in section B rnd 7 ond its full commitment to projects in
section C. Lecount will zlso be taken of the ability of the council's
recurrent budget for the next vear or two to becr the extra burden in-
volved in the mzintenance of the new projects to be executed in the next
annual capital budget. In meking this forecast, zallowsnce should be
mode for the council hoving to toke over in future the mzintencnce of
some of the projects in section A of the district plan which are bein;

R oY

executed by the Tlard Development Committees entirely on their own.

The draft annual capital budget should be submitted to the Council
early enough for it to be scrutinized at the time the annual recurrent
budsiet is being considered by the council. Both budzets should be
presented to the council which will, zfter the necessary modifications,
submit them to the Depcartment of Local Govermment for approval. The
deportment will, before epproving the provisions for the projects in
section D, obtrin the confirmation of the Departments of Finance, Tco~
nomic Planning snd of other deportments connected with the projects,
that the government’s contributions to the costs of the projects have
been provided for in the government's capital {development) budget for
the year in question. This is to avoid a situation where the council
embrrks on & project end finds thet half-way through the veoar the govern-
ment is unable to mcke its contribution owing to the absence of the

1

necessary provision in its capital budzet.
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Once the council's annuzsl capitel budget is approved, the District
Development Committee should from time to time zive advice to the council
and the Jard Committees on how to execute the planned projects. It
sliould also plrece the services of the government's zdministrative, pro-
fessional, and technical staff in the district at the disposal of the
counicil and the lard Committees for project execution. It should further-
more submit periodic reports to the Depcrtments of Economic Planning and
Local Government on the pro-ress beinz made (by the council) in the
implementation of the plen. In doin; this, it should point out, where
necessary, bottlenecks in the implementation process snd request such

assistance as would ensble the council to resolve them.

e Popularization of Plan

Before the preparation of the netional and local development plens,
the Depertment of Economic Plonning, affer consultotion with the Deport-
menit of Locol Government, should obtain from the central sovernment
guidelines on the government's objectives and priovities for the next
plen os they relate to district and local projects; and the nature and
levels of capitel and recurrent grants for different types of pro jects,
and whet projects should be included in lists 4, B, C and D respectively,
of the model plan described abuve. The Department of Econcmie Plenning
would then issue a policy circular on these subjects to the District
Development Committees, and the Provincial Development Committees (if
eny), with copies sent to the local government councils, througn the
Nepartuent of Local Government. On the besis of the circular each local
government council znd the District Development Committee would agree
in principle on the priorities to be given to various projects and the
method of raising funds from loczl contributions for the construction
and maintenance of projects which would be included in the ward and

district plans.

The council would then, ot its general meetinz, discuss these
subjects fully and mandate its members to publicize the principles in

their respective wards, and as Cheirmen of the "lord Development Committees,
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sive leadership in preparing the ward plans. In plan preperation, each
werd would decide how much contribution it can maketowards financing
projects in Lists A and B (of the model plan). It is important that

this decision on finsnce should be properly recorded aznd the Cheirman
should ensure thet this is brought to the notice of village assemblies

and representatives of any major sectional groups in the ward, in order

to obtain their support before the ward plan is submitted to the District
TCevelopment Committee. This point is beins emphasized in order to reduce
the chances of any subsequent opposition by some sections of the community
to the subscription of the necessary funds ~nd labour for project imple-

mentation.

In the case of 1 rate proposed by 2 ward for finsncin: local projects,
the local government council once satisfied, through the publicity and
discussions mentioned above, that the rate has the general support of the
tax/rate payers in the ward, should resolve to impose it as a specicl
local rate which would be paid exclusively by the tax/rate payers in the
psrticular ward. To distinguish this from any special rates payable by
those in other werds, separate rate receipts could be provided fc - the
collection which should be done simultaneously with that of the o_dianary
council tex or rates. For eese of administration of local governm .t
tax/rate collection, as far as possible the council should encourag: the
establishment of a uniform system of imposition of werd development rates
and of the levels of such rates. ihatever revenue is collected as deve-
lopment rzte from each ward will be credited to a special development
fund account by the council in favour of the ward. In the same manner,
when &z district draft plen is eventually submitted to the council and it
is decided to impose any speciel development rate; either for the whole
council area or for a perticuler section of it, for the finsncing of
specific projects, the council should send a delegation of some of its
members to tour the district to inform and discuss with the people the
advantesges and finencial implications of the planned projects and obtain

their support for the district programme.
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In order to move awey from the traditional idea of local self-help
projects finsnced from nd hoc contributions, towerds the principle of
integrated decentralized development plenning, it is desirable that the
collection and disbursement of development funds for district and ward
projects should be centralized in the local government council, which
is the rating cuthority for the district. Tor the collection of any
special development rate on a word or on o district—-wide basis, the
couricil would impose the rate either on poundoge or capitation basis
snd in the urban areas, as personal tex or property rate. This could
be collected 2long with the annursl locrl government general tax or reates.
The difference would be in what projects each word cdecides to ~ive prio-
rity sccording to its approved plan. This is whet gives the prozramme

its local character.

Furthermore,; the ‘ard Committce would heove to issuc authorizetion
to the council's executive staff for the disbursement of the funds pleoced
to the credit of the werd in aforementioned special development fund, 2s
#nd when this becomes necessary. It may do this through = sub-committee
consistinz of the chairmen, secretary and a treditionrl leader, or any
other member of the Committee, which would be empowered to issue the
necessary authorization. Juerterly, or at such other stipuleted inter-—
vals, the Council Treasurer should send statements of the occount of the
special development fund to the ward for scrutiny. The disbursement of
development funds collected by the council on a district-wide besis would
be in accordence with the normzl budgetary and financizl regsulations of
the council. All thet is necessary would be that, as far as possible,
the estimeted revenue from this source should not be less than the estin-
cted experiditure on the specific or generzl development projects; in the
council's annual development budget. Desuler statements of accounts of
the development revenues and expenditures should be submitted to the
council znd to the Tistrict Development Committees, to enable the council
to submit cuarterly progress reports on the implementation of the district

plan to the Depsrtments of Local Government and Economic Planninz.
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&. Co~ordinstion of Activitics
For effective operation of the decentralized system of dovclopmont
J Yy I

planning and implementation outlined above, co-ordination is not only
necessary ¢t the district level, but 2lso at the nztional level. As
already mentioned, the sovernment should outline its policy and priori-
ties in terms of local developwment programmes for juidance in the pre-—
prration of the district and werd plens. Tnere is 21so the need for
uniformity in the formet, mecthods and procedures for the presentotion

of these plans =21d of th. loecal government council's snnual development
ond recurrent budzets. There should furthermore be uniformity in the
methods and procedures for the presentation of the periodic project
impleme. totion reports by the District Committees. These mensures would
facilitate co—ordinction at the netional level, and the training of
sovernment and local government staff involved in decentralized plenning
ns well os the members of the verious Nistrict e#nd Jard Development Com-—
mittees. To this end also, there should be a MNistrict/Provincial Plan-
ning Section in the Central Plonniny Orgrnizstion which will be charged
with the responsibility of co—ordinatin district development plans,

in the abgence of Provincizl Nevelopment Committees or Plans, or «f
provincis @ development plons, which hzve integsrated the districet plans,
whore Frovaincial Develonment Conmittees exist. One or more Plenring
Sfficers from the scid section should rssist the staff in the Department
of Locerl Covernment in provincial/@istrict plan co-ordinntion rnd, if
necaessnry, » Plenning Officer should head thie planning cell in tho

Deprrtment of Loceal Government. In recoymition of the fact tiv i ooy

1A Adimindstrotive Officers ond lecc i fovernment steff are noetv trodsos

in the t.cinicues of plrmning, professional Pleaning Cfficers v il

Cosdradl L lonirs Orgenizotion shouid visit the distriects crd spo o 0o

wsoh toee o oposeible in advisin o rnd cssisting THatricet Dovels oo
Fows o o0 Comneil steff in the preoorntion of districet ploas. R ST

Diooer wosotraes, the Provipeio ! Pliardog S0ficors wno cro poret o v ly

P [ A . N e 1ot
o), ohowdd porform this funclion.

. . / .
Lot v the ficld (es in
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7. Trzining ornd finsnce

In view of the lsrge number of ward committees, it mey not be
possible for the Flanning Officer to move around to assist them in the
preparztion of their plans. For this purpose the Secretary snd Trea-
surer of the local government council (the rating authority), end the
Chairmen and Secretaries of the Yard Committees should be given inten—
sive courses, at the district headguerters, in simple planning technicues
and principles of local development planning, before they begzin to pre-—
pere their plans. 1In addition,; the Secretary znd the Treasurer of the
council should be able to attend at least one meeting of each Vard Com-—
mittee during the preparation of the plean, to eneble them to give neces-
sary advice to the Committee nd ensure that there is uniformity in the
presentation of the plan and in the procedure for the preparation, which
should be in accordance with the nationslly prescribed standsrds and

objectives.

The effective administration of the district and ward plans, besed
on the above model or on any other organization, would depend to a great
extent on the aveilability of treined and efficient local government
staff. At present, & lsrge proportion of the executive and technical
staff of the local authorities in meny Africen countries are those who
have, by virtue of seniority =nd experience, been promoted from the
clerical and artisan cadres of the former Native Authority service. In
o few countries like Ghana, Nigeria, Tanzania ond Zombia, some attempt
had been mede to train a number of these key staff in local institutions
and a few of them abroad. Professional trezining has been mainly confined
to the staff of large urben councils which can 2fford to pay profession~-
2lly qualified staff. The training of the senior staff of most of the
rural councils hes been concentrated on making them efficient in inter-
preting local government laws and regulations; in accurately maintaining
the council's financial and other records and on practical training of
technical staff in routine maintenance of lcterite roads and drains as

well 2s in the enforcement of simple hezlth regulations.
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So fer, very little has been done to give training in development
administration to local government staff. In order to provide many
local government employees with such training, it is desirable that,
in addition to the ad hoc crash training programme suggested above, for
members of District and Village Development Committees and some local
government staff, intensive courses in the administration of plans
should be mounted in the various local government trainin~ schools in
the respective African countries. These courses could be organized by
a group of selected economic and social planning experts and administra-
tive officers who have head some experience in plan administration in
such development departments zs Education, Aariculture, Commerce and
Incustry, and who may be attached to the training schools on full-time

or part-time bersis.

In order that the training would hzve relevance to the existing
conditions in the country, as far as possible the lecturers should be
those who have had considerable relevant local experience, although
foreign experts can sdvise on the teachin; methods. For this reason,

& reasonable port of the course should be devoted to field case studies

in stimulsating the interest of the rural population in development plai.-
ninz ond in the formulation znd implementation of » few pilot projocts. The
verious district representatives of central government departments who

zre involved in development, e.g., Agricultural and Veterinary Officers,
Rursl Development and Co-operative Assistants, should be mode to pert-
icipste actively in these field studies, in order to give them and the

local government staff orientation in the integrated approach to develop-

ment planning snd implementation.

Finally, if loecal government councils are to play their proper role
in decentralized planning znd plan implementation, they should have ade-
quate financial and orgenizational capacities to do this. As mentioned
earlier, the financial positionsg of local authorities in a number of
African countries (especially the rural councils) have been adversely
affected by the unstable nature of their revenue sources. Apart from

the irregular payment by the government of statutory grants and, some-



- 5 e

times, its inconsistent pc.icies on tex and rote revenue allocation as
betuween the government and the locel authorities, there zre such problems
as those of poor revenue collection ond budgzetery control by the local
cuthorities themselves. If under the system of decentrzlized plan admin-
istration discussed here, these locrl suthorities are to monage develop-—
ment funcs in addition to their existing revenues, their systems of
finrncial menzgement would have to be reviewed to ensure better budgetary
control. Furthermore, if these councils are not to be tempted to use
development funds irregularly for recurrent erpenditures, then the so-
verniment should provide them with cleerly defined oreas of local texstion
with fairly clastic brses te enable them to meet their increasins com-
witmernts for the meintenance of existing and future projects. If, and
when this is done; there would be & greater nced for streamlining the
machinery for the adudnistration of tax,; rates an? other local govern~
ment revenues,

i 1

ifor the forczoin recsong, it is desirsile that 2s & pre-recuisite
to the existunce of rn effective system of docentrelized nlan sdministro-
tion, eoch government should consider settin up o nrtionsl committec

to review cnd maks recommendstions on:
{1) duties and responsibilities of loer? cuthorities in relation
to their rescurces and potenticlsg
(ii} finoncial relstionship betwcen the central povernment and
locel authority, includin’ the zuthority to raisc cdecunte

toxes ant other rovenues.

oir to the pointe

B

In ccecovdrnice vith goversment policy in rel:it

coove, it is nccessory to cstoblish nationsl juidzlines speod

goctors wiere thore shoull b oreonasis on dec

o

g ey % o~y e Y i iy e
vinent waere ovoy e nor eant of

rurel areas ond where rural setivitisos constitute the roio genceretors of

notion~l income, any af forits to moderrize must irclude mebilication of
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the resources of the rural communities. The machinery of decentraliz-
ation for enlisting populrr support znd participation has been dealth
with in the previous sections of this chapter. This involves consult-
ction at the national and locel levels and participstion of the populace
in plenning end plan implementation ot the provincizal, district cnd vil-
l-7e levels. "hat is proposed in this section is to draw zodecucte at-
tention to the importance of, ond the need for integrated approach to,

rural development.

Nevelopment of tiue rural arezs is necessory, not only to improve
the living standards of the rural population as it would be incguitcble
to provide the bencfits of development for urbon residents only, but also,
rs o major source of income and foreisn cxcheonge earnings for economic
transformation; the resources of the rurcl sector should be fully mobil-
ized for balrnced development. The rural sector not only provides the
rcw meterisls for export and for the menufacturing industries, it is
21so the mein merket for distributing the commodities of the industrizl
sector. [urthermore, if the mounting emisration to urben centres is to
Le checked or rcduced, it is necessary to improve the rurel economy so
~s to provide employment and promote prosperity for the rural populztion.

Inprovement in sociczl services znd in the production of & variety of

cash end food crops should be azccompanied by the growth of rural industries.

Such rural industries, improved azricultural production and the socizl
services — health, welfare, education, water ond electricity supplies,
better communications, etc. — will enhance rurcl econoizic and social

living standards so that the sources of attraction of the urban centres

may be availrble in the rural crecs.

wursl development hrs been described zs "the process by which the
cfforts of the people themselves are united with those of zovernmental
authorities to improve the economic, social, culturrl conditions of com-
munities,; to integrate these communities into the life of the nation,

1
cnd to enable them to contribute fully to nationnl progress”,~/ It

i/ Officicl Records of the Lconomic and Socirl Council, Twenty—fourth

Session, Annexes, Agendz Item /i, Document ©/2531, fnnex III, parc. 1.
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should be recognized that the efforts of the people themselves to
improve their living standards should be matched by provision by the
central zovernment of technical and other services in such a way as to

encourage initiative and self-help.

A recent seminar also called attention to the urgent need for
accelerated development of rural areas. "!le feel that despite the lip
service paid to rurcl development, no concerted effort has yet been
mzde, in most African countries, to change the socio-economic conditions
in the rural areas. We recommend that the need to make rural areas the

1/

centre of development should be emphesized.~

furel development projects should be designed to stimulate action
to develop rural life and institutions; e.g.; modern methods of agri-
culture; rural settlement and land reform measures, rural water supplies,
credit facilities for production, small-scale agro-industries,; better
communications, health and nutrition services, mobilization of manpower,
development of local skills and handicrafts as a basis for further in-
dustrialization, education and training, co-operatives and marketing
systems, which are likely to increase the income and improve the living
standards of the rural population. Rural development, in the light of
the foregoing, is then "the product of a series of guantitative and
qualitative changes occuring among & given rural population, the conver-
ging effects of which indicate in time a rise in the standard of living
and favourable changes in the way of life of the people".é/ In the
final analysis; it is the people of a country for whom development is
planned and implemented. For these people to attzin better living
standards through increased agricultural production, education and health
services and other agro-industrial opportunities, the main strategy of

rural development is to involve the people in defining their needs,; to

l/ UNECA Seminar on Administrative Framework for Development, Addis
Abzba, (7-13 December 1970): Report of; (}M71-201) Annex IIl, p. 34.

2/ UNLCA Conference on Integrated Approach to Rural Development, loshi,
= Tenzenia (13-24 October 1363), (170-524), Draft P.5.
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provide them with necessary technical and material help so that,
through their own initiative; efforts and enterpreneurship, they are

able to change their livingz conditions and fulfil their needs.

In many African countries; rural development projects have been
carried out on sectoral basis. The emphasis was on a particular
sector or objective without due consideration of the inter-relationship
of that sector with other sectors of the economy in the community. The
new approach now is towards integration of rural development efforts
with the national plan. In order, therefore, to harness rural develop-
ment to nztional development, co-ordination should be encouraged and
emphasized. Programmes involving zgricultural extension, demonstration
farms, etc. should be co-ordinated with those in education, health and

social services, merketing and co-~operatives; etc.

This integrated approach should zim at the mobilization of human
and material resources in the rural areas. It should involve & combin-

ztion of many factors:

(i) =zctive participation of the people involved: +this leads to

encouraging positive attitude towards development;

(ii) human resources development: the manpower resources and
needs are ascertained for promotion of vocational training

and productive rural development;

(iii) economic characteristics: this involves anzlysis of various
physical and economic factors relevant to rural development

in the areas;

(iv) institutional organization which provides the fremework to

support and sustain overall development;

(v) adequate administrative machinery set up by the central
sovernment for co-ordinating the work of communities in con-

formity with general national objectives.

"A common aspect of strategies for rural development is the re—

cognition of the necessity for self-help and meximum self-reliance on
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the part of the people. Capital is short, but land and labour are
relatively abundant so that everyonc canwork towards increased pro-
duction. The principle of co-operation or communal effort, charzct-
eristic of African enterprise, cen be encouraged, utilized to its
maximum potential, and integrated with the national plan".l/ Co-ordin-
ation and integration of rural development programmes with the nationzl

programmes may thus be fostered in various ways:

(i) integration should commence with the preparation of the
programmes and should be carried through to completion,
with modifications which may prove to be necessary in the

course of implementation;

(ii) co-ordination should involve all government and local
gsovernment departments or agencies so that the inter-relation-

ship between the various projects is realized and understood;

(iii) in the training of personnel for rural development, an in-
tegrated approach should be adopted so that the attitude
of co-operation and appreciation permeates through 21l the

officials concerned;

(iv) through education and other means of mass media, the field
workers and the general public should be taught to zppreciate
the benefits zccruing from co-ordinated efforts at rural

development.

——————

1/ CUECA Conference on Integrated Approach to Rural Development,
3. city, pe 35

K —————t o s



- 59 .

CHAPTER IIT

ORGANTZATION AND MANAGEMENT FOR NATIOHAL DEVELOPMENT

Introduction

The [linth Session of the Economic Commission for Africa held in
February 1969, taking into account the report and recommendations of
the Second Conference on Urgent Administrative Problems of Z{frican Jo-
vernments, held in Addis Ababa in November 1960, zdopted Resolution
lo. 202(IX), requesting the Executive Secretary, cmong other things, to

organize a meeting of African Heads of Orzonization and anzgement Units,

(under-scoring supplied) and of their experts in this field, to enable
them to exchange experience. The organization and manzgement units
mentioned zre what heretofore have been called Organization and liethods

(0 & 1Y) Units.

The First Conference on Urgent Administrztive Problems of African
Sovernments, held in Addis Ababa in 1252 recommended thzt African Govern—
ments should each create an Organization and liethods Office, composed of
specizlists in matters of administration; directly subordinate to the
highest government levels, for the purpose of reforming and continuzally
improving the structures and standard procedures throughout the State
Adnministration, and whose competence extends to the hizhest level pro-
blems of administrative orgenization and not merely to the practical
methods of technical orgaznizeztion in government departments.i/ Yithout
chenging the name of the unit, the Conference, however, expanded its
scope. Traditionally, O & li had been concerned with improvement of
office layout, elimination and re~design of forms, introduction of office
equipment, review and improvement of clerical and other routine procedu-
res, and the like., lethods and procedures;, the "I of 0 & i, were its

mein preoccupstion and as far as orgenization is concerned, at most it

&/ UNECA First Conference on Urgent Administrative Problems of African
Governments, Addis Ababa, 2-11 October 1352, ilotes: (153—1207),
pp ° 10"‘1 l @
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only covered office organizeation. The Second Conference on the same
subject came up with a consensus that the term "organization and
methods"™ was no longer suitable for the work required and the term
"organization and management”, retaining the abbreviation 0 & i, should
be used instead. It also stated that "its terms of reference should
cover the entire field of the structure, organization and management

of government bodies and public agencies on the basis of the framework,
objectives and missions laid down by the competent political and admin-
istrative authorities: orgenization of menzgement systems; methods

and procedures; organization of work",l/ The lieeting of Experts on the
United Nations Programme in Public Administration in January 1967 noted
that "an important objective of every country is to create a central
administrative planning or improvement staff, closely related to the
development planning office; which can assist in designing better organ—
ization, mesnagement, 2nd other procedures. Thus O end i work needs to

2/

be eleveted in scope =nd importence" {under-scorin; supplied).

The uestion mey then be esked: "Is orgeniration not = pert of

0

mane gement 1f so, why the term "orgenizazation snd menegement” and not
just "menezement” with the unit to perform the function celled "menage-—
ment service " This mcy perheps be explezined by the expedience of re—
teining the ")" end continuing the use of the sbbreviation: "O & ",
considering resistence to chrnge #s well 2s emphasizing "orgenizetion”
which hrs been neglected by traditionel organization end methods work.
Yowever, until z more sppropricte terminolozy is found, it seems suffi-

"

cient to cell the unit: "ienzgement fervice" znd its functions: me -

ncgement service work" or "cdministrative reform/improvement work".

;/ Uil"CA Second Conference on Urzent Administretive Problems of
Africen Tovernments, tecommendations, Addis Ababe, 14-27 ilovember
136, 1€.,-1521, p. 5.

2/ leport of |eeting of Experts, Z/423€, CT/TAO/i/3, UN/NY, 1967, p. 12.
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in this context, meonessement service workx consists of the study znd

1/

improvement of 211 the functions~ of rdministretion or man: gement which
are: decision-meking, steffins, staff development, planning, organizing,
directing, controlling, motivating, communicating, and evaluating. Every
activity, the division of work and delegation of authority, every method
of doing work, every technique or practice of getting things done to

¢chieve objectives, is within the scope of management service work.

Specifically, management service work includes the review and im-
provement, on a continuing basis; of the machinery of government
(under a National Administration Improvement Programme or a Programme of
Planned Administration Review), the internal crganization of departments,
agencies and their subdivisions; methods and procedures of work; office
machines and aids; administrative fremework for nationsl planning and
plan implementation; managerial cctivities; in sum, the whole organ-
ization and mensgement of government business. The ultimate objective
is to ensure that the whole government administrative machinery and its
operations may always be adjusted, adepted, =2nd geared to meet the
challenge of new tasks and problems, that it continuslly improves its
capabilities; or is otherwise suitable and adequate to contribute ef-
fectively to the successful achievement of socio~economic growth and

overall nation-building.

2/

Public azdministration— is the orgenization of government business
for achieving government objectives. The sezid lieeting of Experts in 1967

noted thet public administration had been described as an "impact area"

}/ Gulick L. celled these POSDCORB, i.e.; planning, organizing, staffing,
directing, co-ordinzting, reporting and budgeting.
Gulick L. and Urwick L.: Papers on the Science of Administration
Institute of Public Administration, New York, p. 13.

g/ The aforesaid leeting of Experts defined "public administration” as
"the totality of the administrative processes of government, and, in
fact, it covers areas not sometimes associztcd with the expression
'general administration’, such as judicial odministration and may
extend to the administrative services of the legislative branch",
Report of lkleeting of Experts, op. cit., p. 3.
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in the first United lations Development Decade and, in reaffirming
the importance of public administration,; the Meeting concluded that
it should be accorded even greater emphasis in the Second Development

De:cadeo-l

Lo Inter—dependence of Administrative and Socio—Economic Planning

There is now widespread realization, if not universal acceptance
of the need for administrative capability for planning and plan imple-
mentation for national development and overall nation-building. There
also appears to be a growing recognition of the inter—dependeﬁce of
socio—economic planning and administrative planning. The best designed
plan, coupled with the availesbility of cepital, supplies, and other
resources, but without the necessary zdministrative capability to carry
it out, is only as good as the paper on which it is written. And yet;
there is an evident lack or inadeguate appreciation of the essential
elements in the achievement of the desired administrative capability:
there must co-—exist: (a) qualified, trained, competent and dedicated

staff; and (b) sound organization, procedures, and management practices.

It hrs been saidé/ in this comnexion that administrative capability
is a scarce resource, particularly in those countries which became inde-
péndent during the last two or thrce decades. They hed to develop
their own: administretive system while tryin: to increzse sdministrotive
cepebilities recuired for socio-economic development but the tempo of
chian e and burgeoning problems constently ren rhead of administrative
crpebilities. The stetement sometimes hecrd thet 'the deveIOpmeht plans
were zood but the implementestion wes poor! is mislesding. 1o plen is
sood unless it is both implementeble ~nd includes ¢ plan for implement-
etion. Provision for the recuisite administretive capsbility is one

of the key elements in any plen for implementaotion. Under the circum-

1 e e SR e

1/ Report of leeting of Experts, op. cit., p. 5.

L/ Uroposed Objectives cnd Prozrammes in Public Administretion in the
-eoons Tevelopment Tecrde, Treft for comments only, by PATSESE/ T/,
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stances, it seems that the problem is to devise feasible strategy for
correcting the deficiency end to zvoid teriloring development terzets

1/

to existing inadecucte administrztive cepability.~' Indeed, when
development plannin’ is decided upon, zmong the first considerations
should be whether the administrative structure and the zveilable pool

of treined zdministrators sre sufficient to undertake, with zny hope

of success, the reclistic prepecrction ond implementation of sny develop-
ment plans. VYet, when planning machinery is estalblished, consideration
is always given: to plenning technicues, less often to implementeztion
techniques; #nd to the provision of data on which plennings cén be based,
less often still to providinz an rdministrztion ~dequrte to development
needsag/ The #bility of gsovernmental bodies or orgsnizetions to define
problems, determine policies and progremmes of development, assign prio-—
rities zmong competing demends, allocate resources including capiteal,
skilled manpower and foreign exchange, use science and technology and
mobilize talent for development, and carry out progzrammes of action,
constitute & decisive factor in the outcome of national efforts for

developmenteg

It may likewise be noted thet "there was z time when proposals
for new development projects — particularly large programmes for re-
source development, new crops; new industries and improved education and
health services — were considered only in terms of economic and technical

feasibility. After many unfortunate failures, administrative feasibility

l/ Proposed Objectives and Programmes in Public Administration in the
Second Development Decade, Draft for comments only, by PAL/ESA/UN/NY,
ope Cit.; p. 32.

2 Fraser, 1.0., Plenning the Administrrtion for "evelopment, Suden

Journzl of Public Administrstion end Tevelopment, 7ol. II, Jen.
12€€, p. 32.

3/ Appraising Administrative Cepebility for Development: UH:
ST/TAO/H/L6.



has come to be recognized - by the World Bank and others - as an important
consideration also",l As a matter of fact, heretofore, "economic and
social planners have often assumed that plans are self-executing. Ad-
ministration is viewed as a detail... There has been little realization
that knowledge and skill in development administration are primary in-

2/

sredients in nation-building.=" Indeed, development is 2z complex of

mutually related economic and social improvementsg/; it has many facets,
and requires the total mobilization of all human energies and other re-
sources of the country for its successful accomplishment. Plans are not
enocugh. Experience has shown that "development plans invariably require:
the re-organization of existing structures and procedures, the creation

of new agencies and enterprises; the re-arrangement of jurisdiction, the
re-allocation of functions; transfer of personnel or increases in salaries
for some categoriesé/, among many adjustments,required if development will
take place. Administration must be viewed "as more than an abstract term
denoting merely z means of implementing development programmes in the so-
called economic and social sectors; e.g., agriculture, industry, education,
health and so on. It might, in fact, be possible to treat administration
as a sector, susceptible of programmed development in its own right, a

field with its own identity. This approach may benefit developing countries,

inasmuch as it could enable them to plan administrative improvement and

;/ Appraising Administrative Cepability for Development, op. cit., p. 2,
which also refers te John A. {ing, Jr., Economic Development Projects
and their Appraisal (Baltimore, John Hopkins Press, 1967), which
discusses the World Bank's experiences in thirty cases in countries
in Latin America, Asia and Africa ... Closely related to the question
of menagement is the question of the sort of organizational structure
best suited to carry out and operate the project successfully. This
question falls naturally into two parts - what organization is needed
to bring the project to the operating state and what orgesnization will
be needed thereafter".

é/ Stone, D.C.; Creating the Administrative Capabilities for Development,
Sudan Journal cf Public Administration and Development, Vol. I1I,
Jenuary 1966, p. 10,

é/ Appraising Administrative Capability for Development, op. cit., p. 5.

é/ Clerk, N.T.; Tradition and the Administration of Development,; Back-
ground Paper No. /, the Sixth Inter-African Public Administration
Seminar, IPA, Achimota, Ghana, 6-13 November 1967.
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reform in consonsnce with the reguirement of their economic developinent

programmes; and would eliminate wzstases rssociated with administrative

; iy

improvement not based on relevent criteric'.—

The conclusion is inescepeble, thot socio-econowmic plenninj, wman-
el
power planning, znd administrztive plenning are inter-dependent= in-
tesrel perts of national development; rdministrative policies, mecsures,
end processes to carry out projrammes znd projects enviseged in the pl:n,
saould be essentisl parts of the pl-nnin - documents. Orgenizetione

responsibilities, administrative arronsements, operating procedures; and

).

resources ulilization should be defined for ezcch sector. This espplies

to such functions c¢s egriculture; educction; ond public works; to locel
sovernment functions; to urben and rurcl cevelopwent; eand to the sum-
total of policy and administrotive cctione necessary to promote enter—
preneurship in the private sector. 7To iznore this inter-~dependence ond
attach greater importaznce to one or more of the parts or of the factors
thet typify the development process and neglect or de-—emphasize one of
them, will result not only in voor plemning but more so in unnecessory

anc westeful dissipetion of enerzy znd resources.

Since netionsl development inevitably reguires meny new orzaaiz:
to undertake new zind difficult tasks, snd healthy growth zlso involves
re—-organization or adaptation of existing organizations, sdministretive
planning needs to take a lcok at the existing set-up =nd this brin~s us

to some sort of self-analysis — "kiiow thyself' os Socrstes (end renezted

by Plato) would put it.

S i'eed for Administrctive Reforn

Thie public administrstion to wiich the label "treoditionsl" lz st-
trched hrs been evolved for wrintoirnin lrow rsnd orcer; collectzi. toxes;
1 fonreisins Administrative Conability for Develonmernt, OoD. CiToe, MD: /s
ot 7 o & ) : 9 ; Loy o
2/ "in effective approzch to increasing overall inistrative cepability

is to link the effort to increase it witn development plannin-..",
from Administrative fspects of Tevelopment Ploacin and Plenn Tuple-
mentation,; Proposed Objectives &nd Projrosmes i ~fublic Administro-—

539}

tion ... Op. cit., . 22,
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buildin- ropde, operstin’ primerv scuovls rud other mindmel stete
fuirctious, Tt wrs oriented towerds stebility, »nd its institutionel

a

formg, personnel, snd other prectices were fresuently tied to system
meintenrnce snd control. o some Sdfricen countries, lines of zuthority
end resporsibility were not clerrly defined, rud this is compounded by
¢ concentrstion of rsetivity in tue wrtionei cepitrls witiu procticelly
nothin:. elsewnere i1n the countyrv. Jrders, rules cnd re ulrtions were

developed centrslly rnd zoplied aniverssllv, ofter with little re-rrd

Sirctions, customs rnd troditions. The cttitude
of the rdrinistrstion to trede, industre, suricalture, znd developmeut
of n:tural resources was "laissez~fzire”. Hence it hes been said that
develooment wes unplenneds  exploitetion of netural rescurces was under—
teken piecemerl or under pressure from private compenies and individuels:
techinical development was &t most sporadic; and efforts were concentra-—
ted on making meximum profit in the short-run, without plenning for
effoctive lonz—term use of resources. The structure and content of traine-
ing wes zeared to the preservation of the status wuo. DPatronrge or fa-

vouritism flourished, so did responsiveness to improper forms of influence.

Rigid rules o2nd procedures displeced initintive and flexibility; not many

dared to do envtuing if it was not spelled out in bleck and white. Head-

querters offices did not clearly define responsibilities of subordinate

uridts or delosate adecuate suthority tov field offices. llence, even minor
metters were forwerded to hesdguerters for needless review or decision,

resulting in deley ond inefficiency.

After independence, mony African countries were faced with two me jor
administrative problems, nsouwcly the Africenization zad expansion of public
sector activities. In trying; to resolve these problems, however; the
mein preoccupation of administrztive treining was to gualify officials
for hizher responsibilitics and to replece expotriate civil servents; it
wag for the meintenance of existin; services rather than for improvement
of performeonce or efficiercy. The covernment administrative machinery, prc

¢o urcs  practices, and veoulstious - Jovernment Urders and Financial

Tustractions ~ desisned for the cclonial era, were incongrously adapted

to post-independence requirements. “"There is still excessive reliance



on 'precedent' in plece of judgement in managerial decisions, especially
in personnel metters, and the remittance of menagerial decisions which
do not fall squarely within the regulations or precedent or are in any
way outside the usual routine, zs far up the hierarchical ladder as

1/

possible” o= In fine, traditionzl public administration, designed as

it wzs, more for the mansizement of day-to-day business, did not provide
the orpanization; procedures, personnel, and practices required for
nrtional development or to effectively contribute to the translation
innto reality of notional espirations: better standards of living, free-

dom from want, ignorance, and disease amon: many others.

£t this juncture, it seems relevent to mention that "» c¢areful study
of the twenty-four recommendations of the aforesazid Second Conference
and the reports of its four forking Sroups reveals that whatever might
hzve been the progress in the field of public administration in Africa
>
during the past decade, 2 lot still remcins to Le done”oi/ The odmin-
istrative structure in a number of African countries is not fully developed

and geared to the needs of wmodern or modernizinn society.

Furthermore, some major chellenges of public administration in Africz
in the 1970s (ioea, during the Second Development Wecade} identified aond
consicdered as ursent as Africenization end expansion of public services
imnediately after independence and have erisen beczuse of them, seem to
aptly reflect the state of public administration in Africa. These
challenges are the need to improve administrative systems and standards
both in the civil service 2nd in perastetel bodies, the problems zsso—
ciate” with carrying these improvements through, as well z2s the need for

extensive and intensive resecrch in the field of public administrztion.

—

1/ Anderson, D.A., Reorgenization of the Public Service in Ghanz, Bocl-
ground Paper Ho. 3, fReport of the Sixth Inter-Africen Putlic Admin-
istration Seminar, Ghare, Fovember 1367.

2/ ftdedeji Adebayo, United liations Programmes in Public Administration

in the 1370's with svecicl Reference to Africe, Public Administration
Mewsletter WNo. 33, July 1970, pp. 12-173.
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The crprcxty of the “frican ~overnments to brinz sbout rapid modernize-—
tion ond “evelopment of thelr economies will to a large extent depend

on the success with which thoese problems cre solved.

In recent decades, there s been the emerzence of what may be
ceiled the "welfere stote” where the people demand from their sovernment
more ond complex products ond services. This hes been coupled with
commitment to sceelerated socic-economic growth which entails systemetic
olermin and olan implementcotion. Veace, the role of government has
chienged considercbly from the mrintenance of the status cuo to thet of
prime mover or catelystic a2pent for nitional development, initiating
nlans and determinin the neture wnd rete of chenge. Everywhere,
zovernment budzets hive Leen toan ap en ever—increasing shere of the
netional procduct: : Ilsrre vortion of the nztionel essets are manapged

1

ov netional enad locsl cuthoritics, includin- puvlic enterprises., Zovern—
ments cre thus o force of consilereszle importence in production, not
only in terms of tihe wroductive crorbilities in the public sector, but
clss in thelr impocet throu. i rezalctory rnd other activities on netionel
consunption ond on production in tae privete sector. This new role
chrnges the »erometors ¢ gelret wilch to measure zad improve its adwmini-
strative copriilitv. s the public sector becomes increasingly lerze
end influenticl; its performence influences the welfare of everybody in
the society. Zwvern in those orees where tihe direct role of the public
sector is limited, -overnment policies jrently influence the production
,

. . . 1
of goods and services in the privete sector.—

3 .

It can perheps be reitercted thet it is importent for developing
countries to pzy specirl cttention to the orientetion and orjzenization
of their public administration ¢t 211 levels for both the effective form-
ulstion and implementotion of develooment wlans. That should facilitete
their efforts at nrtionzl develooment or enable them to take adventage

of the unprecedented opportunities offered by scientific and technological

£ sosed Jbjectives end Proprommes in Public Administration
117 the Secon” Tevelopment Tecede, Op. €it., pe 11l.
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prozress; to remedy the persistence of undue privileges, extremes of
wealth and social injustices; to sustain an average annual growth rate
of the gross product at no less than G per cent; to have an annual
rate of population increase no sreater than 2.5 per cent; to reduce
significantly unemployment and under-employment; to achieve a greater
degree of income security; to expand and improve facilities for educa-
tion, health, nutrition, housing and social welfare; to scfeguard
environment; to foster the well-being of children; and to ensure the
full participation of the youth and the integration of women in the

development process.i

Host developing countries need to cerry out overal administrative
reforme in order to orient their public administration system to the
reruirements of development. There is zlso constant rneed for admini-
strative improvement g#nd innovetion in the verious government depart-
ments, ministries and parastatal bodies to adapt zdministration to
changing circumstances, to apply new management technicues, and other-
wise to rationelize the zdministraztion. Administrative improvement
should be plenned concommitantly with plennin;; for economic and social
cevelopment; and the letter should reflect sound eppreisal of admini=-
strative cepzbility and the provision of measures aind resources necessery

to increase it to the level needed for the successful implementation of

2
development plans and prozrammes.—

The orzonization structures, personnel systems, procedures and
practices of public adminsitration must be geared to the new recuirements
of production of goods and services and also of facilitating their pro-
duction by others. They should e developed to mcke full use of the op-
portunities for development and zlso to dezl with the consecuences of

development. In the zgricultural sector for instance, there must be

saministrative capabilities at key points in the growing, hrrvestin,,

-

1/ raft Proposed Objectives ond Programmes in Public Adsinistretion in
tne Secord Tevelopment Necede; op. cit., pp. S-C.
2/ Treft Proposed Jbjectives ond Progremmes in Public sdwiunistrotion,

op. cit., p. 13.



-0 -

storing and marketing of various crops. This would include the copabil-
ity of various central government agencies to promote the capacities of
other organizetions - private, public or co-operative - engaged directiy

in the process.

The esteblishment and strengtheninz of institutions and zzencies
for the improvement of public administration =t all levels is one of
the basic requirements for increasing administrstive capability for
development. Among the institutions and agencies of which administrative
improvement should be accelerated are those responsible for different
development functions, development projects; and inter-sectorazl projrammes
affecting progress in agriculture, industry, housing, transportation,
lzbour, education, hezlth, and other fields of development. UPeasures
to increazse administrative copability in particular fields should be
consistent with government-wide programmes for administrative reform/
improvement and ideally should be an integrasl part of such programuacs.
The objective in each field should be to achieve an effective system
of governmental organization end management, realistic plans for in-
creasing administrative capability commensurate with development goals,
and educationzl and training programmes to develop management skills
amonz professional and technical personnel who are expected to discharge

o . s 1
administrative responsibilities.=

Tesearch ¢nd technical co-operation proijects in the 1,060's indicate

the central institutions reeced for Jovernment-wide administretive im-
provement, includin: the desi n of individuzl ¢ 3encies to perform prrt-
iculer functions. These include zjencies and institutions for (z) edmin-
istrative/reforn improvement; {b) personnel sdministrations (c) educ~
ation, trzinin- ond research in public administration; (d) financial
administration; (e) supply administration; (f) deta processing and

(g) supervision of public enterprises and co-ordination of regulatory

l/ Praft Proposed Objectives and Prozrammes in Public Administration,
Op. cit., pp. 21-22,



azencies. Agencies for the improvement of regional (sub-national) and
local administration are alsc needed in most countries (e.g., department
or units for the provision of personnel services, training, loans cdvi-

sory ond other services to rezional and loczl authorities).

/s important as these regional and local agencies are in planning
wnd plen implementation, the following section,l/ however, deals with
the machinery for administrztive reform/improvement. It should be kept
in mind that administrative reform/improvement should not be confined
to organizetional changes zlone. Administrative methods and practices
on which the execution of programmes depends must also often be modified
or chensed. The traditional approach of focussing attention on the task
tnd performance of a single organizational unit, such as an enterprise
or department, is not adequete for development needs. Reforms through a
comprehensive approach to me jor problems and the partial approach to
specific improvements and innovation have an important role to plays;
comprehensive reform may, however, provide the common framework within
which piecemeal improvements can be effected and possible inconsistencies

or contradictions of partial approaches can be cvoided.

s
-

o
i

achincery for Organizoetion and Administrative Improvement

The machinery which meny countries have evolved for administrative
improvement has been called an Organization and liethods Office (Division
or Unit). From the middle 1950's, however, the United Xingdom, Canada,
Austrelia, Philippines, India and lately Tanzenia, have begun using the
name "[‘anagement Service"” for this organization which provides zdmini-
strative maintenance in much the same way that a garage performs motor

vehicle maintenzsnce.

Essentially, a Manzgement Service exists to study and make recom-
mendations for changes for the better; or to search for better ways of

doing work, so that an organization (e.g. government administrative

lf fdepted from "Organization and Methods-Selected Training liaterizls",
Public Administration Section/ECA; 1970 (Draft: Part I).
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machinery, agency, enterprise, or their sub~divisions) can do its
business in a more simple, orderly and effective menner, with less
effort and at less cost; and yet produce more and better quality pro-
ducts and services. It is in aid of the Chief Executive (ilead of Go-
vernment, be he the President or Prime Kinister) and to the whole mana-—
zement team (Head of Government, Hinister, Generzl lanager, Department
Head and all other supervisors) to enable them to carry out more ef-
fectively their responsibility for seeing to it or ensuring that, at
2ll times, the whole administrative mechinery is well organized and
efficiently menzged or is otherwise adjusted; adapted, and suitable for

zccomplishing national objectives.

Administrative improvement work, performed by Fenagement Service,
is an active concern for the future, not = pazssive contentment with
the past. It is = consulting, or odvisory, service which makes studies;
provides advice; on & confidentizl basis and usually on regquest of the
menagement team located at various levels of the hierarchy, whether in
sovernment or privote enterprise or under o programme of planned admini-
strative review. The manczement teaw freguently lacks the time and ap-
proprizte skills to mnke analyses and to design necessary administrative
improvements. On the other hand, Kanzjement Service has specially
trained staff to make studies and design necessary improvements of orgon-—
ization structures, work procedures, =znd mcnagement practices which zre
essentizcl to effective or sound menagement (sound monzgement is simply
the best and most ecornomical use of resources -~ men, money, materials,
nmethods and machines - to achieve pre-determined objectives). They have
the time, experience and expertisc as well as independence and objecti-

vity, znd an overall viewpoint.

Ifonagement Service will not investizate anomalics or administrative

infractions to fix blame but tries to find better woys of doing things
with less effort ond at less cost. It will not divulge information on
studies mede or matters advised on outside the client organization. It
will demonstrate; persusnde, ond convince management of the soundness and
practicability of its proposcls, =nd assist in their implementation.

It sells idens as » salesmen would sell his goods but will not direct
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nor order any change, authority for which remains with the management

team. Though it might 2im 2t the ideal under the circumstances, it will

be satisfied with a little improvement at a time. It is not a "one-shot-
in~the-arm" remedy but will keep on pushing for further improvements; to
be of real and lasting value, it must be a continuing activity. " The
doctor is not only called where there is an illness ~ though that remains
an important part of his job - but he must also conduct regular or periodic

examinations in order to detect and prevent incipient ills".

Menagement Service makes studies and provides advice on organization
and manzgement of government business. This may involve assignments such

as the following:

(i) Review of the machinery of government (under National Admin-
istrative Improvement Programme or a Programme of Planned
Administrative Review) - the distribution and grouping of
ma jor functions necessary to achieve objectives, to depart—

ments and agencies.

(ii) Review of a particular department, office or branch, etc.,
with complete examination of purpose; organization, proce-
dures,; and management practices. A large review may be

divided into sub-assignments or phased.

(iii) Examination of pasrticular activities or processes to solve

a special problem or difficulty.

(iv) Planning of an entirely new organization, activity or proce-

dure.
(v) Short-term "immediate need" advice on particular problems.

(vi) General advisory services on organization and management, etc.

Within the context of the terms of referencu or study objecfivesj
Management Service collects the facts; reviews, analyges and evaluates
these facts; develops solutions or workable proposzls for improvement;
clears or sells such proposals {(making a report as necessary) to those

in 2 position to zccept and order what should be done; assists in
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carrying out rccepted recommendations; follows up implementation,
evaluates results, and recommends further improvements. In:the process,
it will continually seck the pcrticipstion and involgement of as meny
staff of the orgsnization under study zs is appropriate and possible.

And it keeps on promoting and fostering the application of sound manage-—
ment in the conduct of public business, taking into zccount that generally
there is a resistance to change; a normal human reaction which takes time

to overcome; and growth is such a slow and long drawn-out process.

Considering thet it would be involved in an sppraisal and improve-—
ment of the machinery of government and in 2 planned administrative re-
view, Management Service should be located somewhere closest to the
centre, the efficacious influence of which is indispensable to the full
acceptance and rational use of its services. The First and Second Con-
fercnces on Urgent Administrative Problems of African Governments must
have realized this need when they recommended that it should be directly
subordinate to the highest government 1evels,l/ The lon; experience of
ﬁény countries which hrve used and cpplied this tool provides ampie
proof that setting it up at the highest level, e.g., in the Office of
the President or Prime Minister, makes it more zcceptable and likely to
be effective and successful. To complement this location, the Head of
Menagement Service should have o rank and status at least immediately
next to that of a2 Permanent Secretary or its equivalent, to enable him
to get a better hearing and to help him win the respect and confidence
of , and thus influence, officials having the power to decide and order

implementation of accepted recommendations.

Related to this location of the Service is the question of decentra-
lization of the management service function. It seems desirable that

African and other developing countries should estzblish a Central Service

l/ The perticipants of the O & I Course for Francophone and Anglophone
countries; held in Ghana in June 1967, also recommended that a Mana-—
gement Service should be located at as high a level as possible in
the structure of thie public service, "Organizations and Methods -
Selected Training Haterials", on. CiI;?(ﬂraft: Port I).



in the first place and let it prove its true worth and usefulness. ‘hen
the manngement service function is widely or fully 2ccepted within the
public service; and an adequste number of troined management service
stalf is available; Honsjement Service moy consider out-posting or "out-
stationing” some of its staf{ to departments and agencies but maintaining
control over them. Alternntively, or by evolution, decentralized mana-

gement service units mny be established under the technical co-ordination

of the Central Service, providing stondards cnd guidelines therefor.

A tienagement Service may initinlly consist of one or two management
gservice analysts or officers and then the question of its subdivision
and specialization scorcely crises. As it grows, however, subdivision
becomes =n issue and the guuestion is often raised as to whether it
should be subdivided to cater for psrticular activities (e.g., organiz-
ation analysis and plonning, machine utilization, stores or supply, re-—
gistry and archives). 7ifferent situations will czll for different
treatment but 2 medium-sizecd lanangement Service should normally be com-
posed of generalist units, although this should not preclude development
of specialists within the units. Wherce planned administrative reviews
are undertaken regularly, there may be need to have one or more planned
review units which should ordinsrily concentrate on this work without

specinlizing in particular activities.

4 form of orgrenizotion favoured by some laorge VManagement Service is
to have a number of generalist units which deal with the bulk of the
assignments, with some full-time specinlists in such fields as organiza-—
tion snalysis and plenning, sccounting systems, office machines; auto-
metion, stores or supply,; office layout;, registry and archives, etc.

The specialists should, however, be prepared to assist the generzlist
units or advise them in their specialized fields and otherwise particip-
ate in their assignments 2s nccessary. It must be remembered in this
connexion that management service staff must have adequate fraining and
experience; the appropriate attitude and full appreciation of their place
as such in the schemec of things, otherwise, they would bring discrodit
to the management service function, cause more harm instead of bringing

about desirable benefits, and become a costly liability.
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A Venzgement Service should prepare an annual or semi-znnual work
programme, considering its insights in the areas where improvements are
desired tor the whole of the administrative mechinery and its sub-divi-
sions. It should establish rules and procedures for complisnce with
requests for its services within prescribed policies and priorities it
hes developed. Through programmes of liaison with departments and
agencies, it should promote requests for its services. It should like- -
wise periodically evaluste and improve its programmes and services. The
service should alsc hove 2 continuing programme of training ond develop~
ment of its staff which should include cbservation and training in foreign
countries with long experience in the use and application of orgsnization

and management, not simply organization and methods.

Considering that generally those departments and agencies which need
the most help will be the lagt to or will not, request for its services,
a Management Service may consider mounting a government-wide administra-
tive reform/improvement programme which should include a planned admini-—
strative review. The term "planned administrative review' applies to a
planned and scheduled study, appraisal, and improvement of the organiz-
ation, procedures and management practices of ministries and agencies,
so that each one of them may be so appraised periodically, say, every
three to five years if possible. To avoid any adverse reflection on
any depertment or agency, such as engendering the impression and feeling
that the first depertments and agencies appraised under the programme are
inefficient or otherwise in greater need of assistance, the review sche-
dule should be arrived at after a raffle is conducted. This means that
those drawing numbers 1, 2, 3 and so forth will be so placed in the sche-
dule and appraised in that order. %When all the departments snd agencies
have been covered, the first round will have been completed, and the
second and succeeding rounds would follow the seme order of review as

in the first round.

Administrative research should form part of the programmes of a
tlanagement Service. This ghould involve preliminarv research in areas
with government-wide zpplication but without precluding research on

specific or specialized aspects of organization and management. The
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results of such research should be published end widely disseminated,
both in the public and private sectors application or application should
be vigorously promoted and fostered. There should be continuing re-
search and development of: management planning and control techniques;
patterns of organization structure, delegation of authority, accountabil-
ity, staffing, performance; . cost analyses znd units of work measurement;
work processes and reporting systems; space and meterial utilization;
menz gement techniques and practices; management training schemes and
meterials; guides and standards. Research oriented to problems and
action can provide more rational and reliable bases for policy decisions
and for administrative improvement. Such research can also lead to
identification of innovative methods especially suited to circumstances
that will likewise help meet the changing requirements generated by
science,; technology and other me jor current forces within the national

setting.

Specially important and urgent metters for research at this stage

of development of public administration in African concern:

(i) Administrative arrangements for co-ordination of decision-—
meking by centrzl agencies concerned with functions such as
planning, budgeting, pricing, monetary affairs, foreign ex-

change, labour and wage policies.

(ii) Administrative arrangements for planning and making full use
of international and technical co-operation programmes as

part of the national planning process.,

(iii) Administrative arrangements for follow-up znd implementation
of agreements zs well as recommendations and decisions taken
at internationzl conferences, meetings, seminars, and courses

where the government had been represented.

Where a Public Enterprise Manzgement Service is established as pro-
posed in Chapter VII,the Management Service should endeavour to establish
formel and informal close collaboration and co-operation with it so that

the two will not work at cross-purposes. ‘'herever possible, however,



l
-3
(8]
{

R
i

there should be only one Central lanagement Service for the whole povern—
ment which should enable better utilization of scorce talents and ex—
perience; savings in overhead expenditures; and a streamlined and better

co-ordinated administrative reform/improvement programme.

5. Need for Stratesy and/or Guidelines in Orgrnizetion and i'anzgement

As has been indicated earlier, notwithstanding recognition of the
increasing challenge and need for administretive cepability commensurate
with the mrgnitude and variety of tesks involved in nationsl development,
many African countries hz2ve not yet been able to give azdequate and ap-
propriate attention to the improvement of their administrative machinery
and its operations nor to the development of administrative strategies
28 part of; and required by, development planning. The notion seems to
persist, that investment in administration ond administrative improvement
is intrinsicelly unproductive and wasteful. Preoccupation in localizetion
and training hes relegated administrative improvement to low priority

attention.

Notwithstanding the establishment of various training institutions
end the conduct of training progremmes, education and training are still
on outmoded procedures and management concepts and practices.” In fact,
it seems that Tanzenia is one of the few African countries that has =
creditable manpower plan (perhaps Higeriaz and the United Arab Republic
2lso) with which o development-oriented education and training effort

is geared.

Under the circumstances, one possible remedy that may perhaps be
seriously considered is the development and establishment of a standard
strategy and/or guidelines in organization znd monagement for Africa;
individual countries should have their own harmonized or otherwise kept
within its framework. The standard strategy and/or guidelines may per—

haps cover and include the following:

(i) The establishment of an administrative reform/improvement
programme in each government with the Economic Commission for
Africe, providing technical co-ordinztion and assistance, for

the purpose of continually improving orgenization, procedures,

and management practices.
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(ii) The creation for each national programme, a departmental
administrative Reform/Improvement Committee to oversee the
programme; and to ensure that action on recommended impro-
vements and implementation of those accepted would be as

prompt azs possible.

(iii) The establishment in each government of a Central Management
Service to provide the technical services required by the

said nrtional programme.

(iv) The revitslization in each government, of its personnel
administration, including especially the up-dating of its
position classification, salary sceles and conditions of
service, to gear them to nationzl development and overall

nation-building.

(v) The conducting in each government of a manpower survey and

the establishment of a manpower plan and programme.

(vi) The improvement in each government, of the organization and
procedures of its planninj activity, so that, among other
things; the inter-dependence of socio-economic planning,
menpower plamming and administrative plonning is tzken full

advantage of.

(vii) The improvement in each government, of the administration of
its public enterprises and other parastatal organizations
which should also perform an active role in national planning

end plen implementetion.

(viii) The improvement in each country of the administration of local
government so that, among other things, "grass~root" partici-
pation in nstional planning and plan implementation mcy be

achieved,

(ix) The strengthening end/or consolidation in each government of
its existing training institutions, zs well as ensuring thet
the education and training programmes are geared to the man-—
power plan or otherwise oriented to the requirements of

national development, etc.
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(x) The estzblishment in each government, of a system for plan-
ning and making rational use of technical co-operation pro-
grammes, as well as for follow-up and implementation of agree—
ments and recommendations of international conferences,

meetings, seminars, etc., in which it was represented.

(xi) The improvement in each government, of the orgénization and
procedures for its supply and transport systems, as well as
of the administration of its property, particularly govern-
ment buildings, etc.

1/

6. Conditions for the Success of Administrative Reform/Improvement=

Administrative reform/improvement must be a part of the overall
policies of the government. It must be carefully planned, taking into
account the necessary investment and all the resources and facilities it
should have in order to achieve its objectives, including the organiza-
tion and its location, authority and responsibility, the rules and pro-
cedures to carry it out. It should, moreover, be a continuing zctivity

if lasting benefits 2re to be derived from it.

Requiring special mention is the need for having people with ex-
perience and training in management service work. They should have an
open mind for new ideas and an infectious enthusiasm for simplifying and
improving weys of doing things. They should hzve & pession for anonymity
znd possessed of the highest integrity znd zn rttitude of humility based
on 2 proper gpprecirtion of their role as sdvisers, technicians, and
service meii, znd of the place of Kenagement Service in the scheme of

things. The desired gualities in en O & ' prectitioner hss been expressed

thus:
"lie should hrve tact, sound judgement, patience, zbundant common
sense, a2 sense of humour, and most of zll, he must be persistent
l/ Ldrpted from Selection snd Development of 3 & I Steff; "Organizestion

»nd i'ethods - Zelected Trzining l'aterizls", Op. cit. {Dreft: Pert I).
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rrid hrve curiosity snd eathusirsm, otherwise he will not last
he day"ol/
if he would be =2 good salesman, of ideas especially, he should have fac-
ility in presenting o case orally and in writing, ~nd constantly keep

in mind that his judgement can be no better than his information.

There is no doubt that encourzgement and positive support of the
mencgement team and understanding and co-operation of all public servants
are basic to the success of the programme. This can tzke several and

varied forms. Top support can be as follows:

(i) Creation of a departmental Committee referred to in a pre-
ceding paragraph for each national administrative/improvement

programme.

(ii) A positive showing by the Head of Government, or the Board of
Directors in the cese of an sgency or enterprise, that he or
the Boerd expects reports of action on recommended improve—
ments, i.e., delay of decision, szy three months of their
submission, and undue delay in the implementation of zccepted
recommendations. Furthermore, he or the Board promptly rakes
decision and tzkes necessary action on such reports or other-
wise mekes known his serious desire for continuing improve-
ments or changes for the better to achieve the desired admin-

istrative capebility.

(iii) The l‘anagement Service, established to provide technical ser-
vices required by the nationcl programme for administrative
reform/improvement, should be located at the highest level
possible and its head given sufficient high status and rank,

both as indicated previously.

1/ Adepted from "Selectioi: 2nd Tevelopment of 3 & |. Stoff; Orgoenizetion
~nd ..ethods — Celected Trrining fcteriels, op. cit. (Droft: Pert 7))
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(iv) The Menzgement Service should be zctively involved in the
decision-making process, in its field of competence, along
the same principle as the participation of the Departments
of Finance, Economic or Development Planning, 2nd Establish-

ment is required. This can tske the following forms:

(2) Commenting on bills or proposed legislation or, reviewing
and making recommendations on budget proposals, which
seek to: create organizations or new organizational
components; +to make changes which would affect the or-
ganization, functions, and staff complement of existing

departments and agencies.

(b) Conducting periodic "staff inspection" or reviewing the
staff complement of departments and agencies and making
recommendations on desirable stzff complement as well
as on staff ceilings for the whole public service every

budget or fiscal year.

(¢) Undertaking or commenting on "feasibility studies" or
requisitions of office equipment, including automatic
and electronic data processing machines, to ensure
professional assessment before decision is mede and

action taken on the same by departments/agencieso

Overzll development requires not only the initial consent of the
government but also continuing and purposeful attention at the highest
political level. Indeed, a high standard of leadership, sustained and
continuing attention, and sizeable commitment in terms of men, money,
neterials, and machines - in fact all the human energies and other re-
sources of the country - are required. The Head of Government, !Ministers,
and Heads of agencies should take an enlightened interest and give vigo-
rous support for the effort. In addition, the senior staff of the
career service should stimulate the formulation and implementation of
improvement measures and train their sub-ordinates in the value and
proper use of new or modern procedures, techniques,; and practices. Hence,

lendership is equally demanded of the political leaders and the chief
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officials of the career service. The will to accomplish objectives
should nevertheless be encourzged among officials at 211 levels if

netional development would be realized.

It is furthermore essentizl that the management team should be
more receptive to new ideas and take every opportunity to create =z
climste for change for the better, not just for its own sake. The
Management Service should be aware of the existence of vested interests

against reform/improvement and should endeavour to overcome them.

Since the attitude and behaviour of the top man permeate and in-
fluences the whole organization, enlightened and forwerd-lookxnz leader—
ship by the Head of Government in the encouragement and support for
the administrative reform/improvement policy, plan and programme, as
well &s for the employment of the existing and potential expertise of
the lianagement Service, can be the golden key to the desired changes
for the better and to the successful ottainment of the very elusive
administrative cepability required for notional development and overall

nation~-building.
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CHAPTER IV

PERSONNEL ADEINISTRATION AND NATICHAL DEVELOPLENT

1. Introduction

Zeconomic znd sociel development irn any orgemized scciety regquires
o rationrl and sustoined orgenization of humen effort in exploring: and
exploiting, with the aid of science and technology, the resources of
nature. It is, therefore, rightly concluded thet "the buildin: of
modern nzations depends upon the development of people and the orzanic-
ation of humen activity"oijln the developing countries, the huse re-
servoir of human resources is inactive to z great extent. The zctive
pert of the population, and especially people in public sdministration,
should do their best to develop the nztural talents of their people so
that they can zcquire knowledpe and skill snd vnderstznd the adventages
of life free from want and fear. Thus, people sheould be ennbled to
strive for the improvement of the social situation by better education
snd achieving o higher standard of living through economic growth. In
the developing countries, public administration will hsve to play an
important role in this process: economic growth and social improvements
can only be achieved by plaaning and organizing humen enerzy and zuiding
it towards the generally recosnized goals of the nation. Public admin-
istration in these countries, therefore, must not only comprise the tre—
ditional ability of mzinteining law and order but also the displaying
of initiative and of high organizetionsl and entrepreneurial capsbilities
as well as the possession of a high standard of human and woral cuzlity

by civil servants.

This type of civil servent, acting zs an agent of development,

should understand that he is acting on behalf of his nation aznd for the

1/ Herbison F. and iyers C.A.: Education, lienpower and Economic
Growth: Strategies of luman Resources Development; Hew York,
1364, (Foreword).



improvement of the social conditions of his people. He must be aware
of the fact that the process of development also depends on his efforts
and capabilities, whatever his functions mey be. Only by his personal
integrity as well as by his professional skills will he be able to
motivate and mobilize men znd women in a sustained effort to rationally
plen ond utilize natural resources and to ensure the participation of

the people in building their netion.

Personnel development and overall improvement of personnel admin-
istration are thus clearly indicated. Essential to these are sound men-
nower planning; personnel recruitment and selection, conditions of ser—
vice, discipline, personnel development and utilization policy, and

staff training for development administration, amongst others.

JE Venpower Plonning

Vhetever menpower planning scheme a country develops will depend
upon its menpower policy. This policy will, to some extent, be deter-
ninea by the state of the economy and the projected rate of expansion.
“hether the country is socialist-oriented or capitalist-oriented (to
toke the two extremes) its policy on localization will also be an im-

portent determinent of the menpower policy it adopts.

Heving decided on the rate of expansion, the country may then have
to assess the manpower it will need to cope with that rate of expansion.
This normally calls for a manpower survey which indicates the number of
jobs and levels of skills as well as number of persons needed for each
perticuler type of job. The determinstion of this estimate of manpower
requirements of the economy is very important as it gives o guide to
sovernments' investment in educational and training institutions and
programmes. In other words, after zscertaining the manpower needs of
the economy, the government concerned should decide on how to supply
these needs. [Most Africen countries are now committed to localization,
which means the attazinment of self-sufficiency at all skill levels in
the economy. This, of course, implies the gearing, particularly, of

educational programmes to the needs of the economy. The educational
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institutions inherited by most African countries from the colonial
powers were meant to produce persons who would be useful for white-
collar jobs. It may, therefore, be necessary to re-orient the edu-
cational institutions from the primory school through the university to
providing the personnel needed by the country. This would help in
solving the prowingz problem in 2z number of African countries of the

unemployment of the educated - in some cases, of the well educated.

Other straotegies may be adopted in addition to re-orienting the
educational system. One such strategy may be influencing younj men end
women to go into particular fields of training irrespective of their
personal interests but bearing in mind only the needs of the country.
Lnother method may be the operation of the scholarsnip scheme of the
country concerned. For instance, if the particular country were to
decide to offer one hundred scholarships for university education in
o perticular year, it could decide, depending upon its manpower rneeds,
to a2llocate specified percentages of these scholersnips to certain
fields of treininz. It mey, houever; not be enough to state; for in~
stonce, thet twenty per cent of the scholerships is to be given to
persons intending to study engineering. It mey be necessary to specify
the particular branches of engineering, otherwise, the country mey end
up with having engineers of one type. At present; in a number of African
countries, while there are some mecheniczl,; civil end electrical engineers,

it may be difficult to find even a single mining engineer.

Yet enother wey mey be to use sclary incentives, i.e., paying
higher szlaries for certzin scarce skills even though the length of train-
ing may be the same as for other skills. For instence; even though it
normally takes three years to graducte as an engineer the government
could pzy the engineering graduate one-and-a-half times the salary it
would pey to say a graduate in political science who z2lso takes three
years to graduzmte., For example, in meny States in Nigeria; science
zroduste teachers receive a speciel allowance (varying from 10 per cent

2 17 pov cont of the besie salary) for actual science teaching in
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Even though the government may be fully committed to localization,
f it wants any socio-economic development in this meantime; it normally
as to accept overseas recruitment as a stop-gap measure not only to

nsure that its development plans are carried out, but also to cnsure that

she local people who are traincd to take over these Jobs can acquire the

ecessary experience for standing on their own feet. Approprizte organ-
zation to be responsible for manpower policy, planning and training,
hould be established, preferably within the Ministry of Economic Develop-
ent, with the implementing units in other ministries and agencies. Such

n organization should also establish necessary procedures and standards.

. Personnel Recruitment and Selection

2 major objective in personnel zdministration is to motivate the
teff or the workforce to ochieve optimum production effort. This object-
ve cen be promoted by determining, in the first plece, the precise jobs
o be done and the skills and experience recuired for doingz them which
hould be embodied in = precise job description,; as well as by knowing
he quantity 2nd cuelity of workforce required; &and in the second plcce,
y programming the recruitment or supply of the right type of staff to
e availeble for work at the right time and plece. £11 these zctivities
onstitute manpower supply programming, that is, orgenizing the supply
nd deployment of trzined mrnpower in 2z manner that secures the right
2n for the job to be performed 2t the desired time, snd which ensures

sximum efficiency in resource use and production effort.

[“enpower requirements, bcsed on ¢ comprehensive knowledge of work
o be done or services to be rendered, must first be identified; evaluested,
urntified and programmed before recruitment zction can be effected. The
uestion may be ¢sked as to whether the agency responsible fer central-
zed recruitment should undertzke the assessment of staff needs or whether
he a2gency responsible for utilizing manpower should identify its needs
nd proceed with its own recruitment. In 2 smell orgsnization both

unctions are squerely the responsibilities of manzgement or the pro-
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prietor. In the public service or a very lrrge public enterprise,
speciclization mey be en adventrge es is the cose when the Public
Cervice Commission or Burezu of Personnel centrally essumes the respon-
sibility for stoff recruitment znd treinin-. In this cese, various
departments of government zre recuired to identify their functions gnd the
staff and skill components reguired, while a different orgen such es the
Tstablishment Jffice or the rnpower Tirectorste may evaluate their osses-—
sed personnel reguirements, determine needs 2nd zllocate personnel on the
basis of resource avzilebility. ‘''hetever the procedure adopted, it is
scurrely the primezry responsibility of the chief executive or head of a
gepartment or service to determine the scope of the services he renders
or plens, znd the trezined monpower rejuired by cuentity, cquality, skill

:nd time for the implementestion of the assi;ned duties.

in projiramming, szy, ¢ department's personnel rejuirements, the

responsible officer for ecssessing menpower needs ¢nd progremming recruit-
ment rction, will cousider not just the existing vecencies to be filled
»nd new posts to be menned, but also the redeployment znd efficient util-
izetion of existing steff end the trzining of prerticuler indivicdurls in
order to cope with work to be done. The overall concern is to build up
sdministrative cepability for efficient operction. Priority will normally
be given to meeting the recuirements in critical zreas of the depertment’'s
operations and services. /4 recruitment sction programme, which teckes
sccount of financial resource possibilities; should be scheduled closely
to » progromme of menpower reguirements and to a schedule of operstions to

be executed over a2 given period.

Achievins ¢ belence between staff requirements snd staff availsbility
over @ point of time is not enouzh for efficient operzation. It is the
gurlity of personnel that is most importent in zny sdministrztion promoting;
plenning end merieging development programmes snd projects. 1In the deys
when cdministretion in Africs wes mainly for the maintensnce of law znd
order; ¢ person with the minimum educational re-uirements and z metro-
politen attitude for cerryinz on the torch of civilizetion to under-

privileged peoples wes sufficiently quelified for cny administretive job,



in fact, for eny job excepting those requiring some technical preparation.
Today the siturtion has fundementrlly chenged; 2ttitudes sre different;
the orientetion of rdministretive efforts is more toward promoting economic
end social development. For this new orientstion, the person for the job
must not only be sound in nis professionsl treininy »nd possesses the

>

developmental rsttitude; but must also hrve treining and some experience

2

in the jconcepts and przctices of tie process of economic growth.

Consecuently, the scope and detailed operations involved in = post
for which steff is being recruited must be kriown in precise terms. #A
reclistic job description is recuired for every post for which ¢ recruit
is souzht. This should state in detzil what the job entails in terms of
operational duties, the ccademic and previous or related job experiences
for efficient operestion in post, the personal or humen cualities required
and the level of remuneration for the incumbent. It should 2lso include
7 note indicrting to the staff the objectives of the orgenization snd how
their contribution would help in the zchievement of these objectives.
{This should likewise be done in schemes of service where they exist).
Yhere the type of skill required is scerce, the job description for
securing recruitment should give full information on fringe benefits and

conditions of service.

An zgency for prometing economic and social development needs to pay
prrticular sttention to its recruitment ond selection procedures. It must
itself understand the services it is assigned to render. For instrnce;
the officer filling a post meant for motivating others to improve their
performence capability must be one who has & clear idez why he needs to
motivate others or be one who is adeguately prepared to approrch people
for their co-operation; cultivate the right cttitude and make those he is
motivating feel thet he is 2 helper and not a master. A Personnel Re-
cruitment Officer who over-emphcsizes these fine humen qualities in cand-
idates for a job might find himself without the personnel he wents. The
perfect cendidates may never turn up. It may then be necessary to recruit
traineble cendidates who hezve the neer-best scores znd develop their cap-

ebilities and recuired sttitudes while on the job.
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The rigidity of civil service recruitment snd selection procedures
should be so modified as to meke them more flexible to zttract appropriate
cendidates thet could be kept in the service (e.g., they could make room
for lrteral entry, with provisions for adecquete sefezuards zgainst their
circumvention). Jovernments mey zlso wish to seriously consider the
desirability of establishing ¢ raztioncl merit system that teikes into

account the realities of the Africen situstion; if one already exists,

it should be strengthened accordingly.

The Public Service Commissions would do well to zdopt modern tech-
niques for recruitment and selection. This will imply that the adverti-
sements for eppointments have clear, precise znd concise job descriptions,
and thet applicants who are short-listed go through a number of tests
desisned to objectively assess their aptitude, intellisence, health,
character, their ability to work with others, etc. References and other
checks may have to be teken up before the interview so that the inter-
viewer may hzve #t his disposal all the necessary brchkground information
he needs. The officer with whom the cendidate will work, if appointed,
should heve an importent say in his selection. In 2ddition to the present
practice of interviewing candidates on en individual basis, the Public
fervice Commissions mey zdopt whet hes been czlled "the group oral” tech-
nique of interview which in fact enzbles the interviewers to find out how

ezch candidate beliaves in 2 group end the impact he makes on the group.

While most Africon public services are increasingly committed to
development administration, they have herdly begunr: re-zssessing their
menpower resources to identify the missing elements in skills and attitudes;,
end the absence of certain professionzl steff in key departments that zre
established to promote economic development. For instence, planning, in-
dustry and nzturel resources departments may between them lack personnel,
let zlone Africans, with training in such criticel fields as mineral pro-
specting end essaying, project evoluation, production and process engineer-
ing, standards engineering, etc. Tven in the less technical fields; how
mrny of the senior sdministrztive officers whose decisions 2re rezlly

crucial in the work of their departments hcve themselves undergzone any



{
W
ot
1

sustcined tresining courses in developmert administration ? ‘'hile the
lack of specialized skills mry be mrde good by pro_rammed recruitment,
the leck of sdecurte prepcretion cnd orientation in serving rdministrators

cen be corrected by treining courses and seminars.

L. Conditions of Service

Sood conditions of service are relstive in terms of wurt operotes
between public and privete sectors, between one industry and snother or
between one country and another. The essence of jood conditions of
service is to meke it worthwhile for = job-seeker not only to seek em-
ployment in the organizetion offering the conditions, but elso, and more
importently, to encourcre workers to be devoted; pive of their best in
terms of qurntitetive end Tuzalitetive performence, develop ¢ coreer at-
tochment #nd be motivated to become closely cssocicted with the besic
objectives of the organizetion which is increzsed productivity or better
service to clients. llence, zny orgenization, public or private, thet
can pry cdecuate attention to the interest and welfare of its staff can
minimize its personnel problems. Tts more experienced employees develop
2 devoted attachment to the prosrammes and steff;, ensbling it to retain
the desired experience, skills and know-how. It earns & good reputation
both zmonp its clients znd employees znd becomes an zttraction to job-
seekers. Furthermore, it is not likely to suffer much wastage resulting

from excessive staff turnover.

The main elements of conditions of service may be classified as
tangible end intengible. Among its tengible cspects are the following:
(i) adecuste poy;

(ii) fringe benefits (e.z., paid lesve and vocetions; medical care;
mediczl 2nd accident insurance; education zssistance for
employees and their children; ezllowances for dependents;
subsidirzed canteen feocilities, housing, rent allowences, and

recreational facilities, etc.);
(iii) provident funds and pension benefits;

(iv) incentive awards; etc.
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On the other hand, the intangible aspects include :

(i) security of tenure;
(ii) equal pay for equal work;
(iii) cprortunities for further training and developments
(iv) opporiunities for the assumption of higher responsibilities and

further advancement;
(v) opportunities of well planned promotion;
(Vi) good prospects of fair and human treatment;
(vii) prompt and falir redress of grievances, etc.

A

A word may be said about adeguate pay, position classification and
salary scales. VWhat is adequate pay in one country may not be so in another
country but i1t may perhaps suffice to say that it is a "falr pay for a

fair day's work'". Position classification with corresponding salary scales
has been found to be a tried and tested tool to reach at least an equitable
approximation of the pay that is adeguate for any given job. Some countries
have used it for salary standardization and found it very useful in reducing,
if not eliminating, inequities of pay, long temporary details and transfers
to offices which can pay more for almost the same work, as well as in motiva-
ting staff to give of their best. In that connexion, it seems appropriate

to suggest a scientific clasgsification of Jobs and determination of the cor-
responding pay, based on the philosophy of 'equal pay for equal work' and

on the job content (including qualifications for doing it as well as its
relationships with other jobs), taking into account prices in the labour
market, and living conditions and their cost, among many others, as essential
elements of conditions of service that are likely to meet adeguately the

requirements of national development.

Conditions of service are not just welfare. An organization, for
instance, may deliberately promote a welfare programme for its staff; this
may make its employees feel pleased. Similar services, LoWever, can
be had elsewhere or hired at a price one can afford. What is more
important are the tangible and intangible factors that make employees
feel they are making definite and purposeful contributions. Unless
there 1is purposeful effort, a frusitirated employee will withdraw his
service and hire it out to someone else who appreciates his efforts.
Contributions must lead to quantitative or gqualitative results. In
developmental terms, there must e growth and change. 1t i1s the totality

of these factors, environmental, employer-employee relationship, career
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and promotion prospects, after-retirement care when the physical capability
of on employee weekens, cosh rewzrds, indirect or fringe benefits, com-
munication linking objectives to efforts, as well azs other elements, that
create the conditions enabling employees to make their meximum #nd purpose-

ful contributions to the cause of their employers.

B Miscipline

All African countries heve rules ond regulstions or codes setting
out the procedures to be cdopted in cases of misconduct by civil servants.
It does seem, however, that these regulrtions more or less pgucrantee the
security of civil servants against loss of job. The regulstions also
tend to delay the taling of disciplinsry cetion rgainst o civil servant
who misconducts himself with the result thet punishment is imposed months
after the offence hrd been committed. This, in some ceses, mekes it
difficult for civil servents to cssociate the punishment with the offence.
The impeact of the penalty and its corrective effect are lost. In some
countries, disciplinery authority is centralized in 2 Public Service Com-
mission or on inter-ministerisl disciplinary body. This, of course, has
the effect of werkenin the authority of the head of depzrtment over sub-
ordinrte officers, even though it ensures fair cnd imparticl zdjudication

of disciplinary cases.

To ensure discipline and efficiency in o developmentzl zze, it may
be necessary to decentrelirze disciplinsry authority to heads of deprrtments.

This will hrve the adventeg

ze of ensuring cuicik disposal of disciplinery
coses ¢s well s ensuring that the head of depszrtment could be held fully

: disadvant-—

5

zccountesble for whet hrppens in his depertment. It hies one bi
coe, however, znd tinrt is, thet there can be the danger of victimizetion

= the

g=

:nd unfzir trestment. This can, ncvertheless, be countered by havin
Public Service Commission or snother bocdy to be zn zppellate body to whom

roprieved civil servants can clweys zppecl.
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5. Personnel Tevelopment and Utilizetion Policy

The constent improvement of the efficiency of o staff{ member is rs
much the responsibility of the emplovee himself as it is of his employer.
improved efficiency resulting in higher productivity is of mutusl adventege
to bota employer and employee. Consejuently, every staff member requires
2 clearly defined prozramme zllowin: for performcnce improvement throuh
formzl job-related trasining and an opportunity to ncguire experience in
dealing with responsibility. This requires the establishment of - staff
development progromme, for the various srades of personnel in the orzan-—
ization, which must be made kinown to all. It involves recognizin: the job
eptitudes and professional competence of staff members znd giving them
opportunity to develop their potenticls. Cteff development progrommes
must not rest on information papers; rather they must be seen to be
active and their operations must be ssnctioned by clearly laid down po-
licies, well established procedures and necessary financial provision.
This zlso implies the publication of schemes of service outlininz career

prospects end the means or procedures to attain them.

For eny staff development policy and programme to be effective and
acceptable it must not only have the backing, but also the participation
of the staff side; staff associstion or labour union, in its formulation
and evolution. The personnel officer/menzgzer should not only meke the
verious types of training and the schemes known generally, but should
zlso be in touch with individual staff members in order to know about
them and their cereers. It is only in this way thet mutuzl confidence
cen be secured for sny progremme based on the policy. It is responsibility
that crertes and develops capebility. An effective recruitment of treained
end competent staff should be metched by effective pleocement in order
to ensure that such z steff member will perform =t his optimum best. It
is; therefore, necessary that recruitment and plscement be related to
fields where efficiency cezn be meximized, grantinz that the right organ-
izationcl environment exists. Job plecement should e2im at posting staff
members where they have professional competence and interest so that they

can develop self-motivation to do well. £ny plrcement that encourrsjes
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under—employment, a feelinz of not being given the opportunity to demon-
strate cepebility or not being used for worthwhile activities, breeds
professional frustration which adversely affects productivity and defeats
the very purpose of recruiting and employin: the staff member concerned.
it must be remembered,; however, that while consultztion should take plzce
when postings are being mzde, where the interest of the individual con-
flicts with those of the stzte, the interests of the stzte should prevail;
under—employment clearly points to bed organization, leck of delegation
~nd poor distribution of work so thet where plrcement leads to under-
employment and professional frustretion, menagement mey heve done some-

thing wrong with it whilst plrcement policy may still be valid.

Adecucte materisl »nd supportinz staff promote effectiveness in staff
performance. This is particularly important in the development of high-
level 2nd middle-level cadres. Becruse senior staff are obliged to pey
ettention to routine duties since they leck ~2dequeate supporting staff,
they sre thereby deprived of the opportunity to devote the whole of their
time to duties of higher responsibility and, consequently,; the opportunity
to develop copebility for such high-level tasks. Similarly, beczuse sub-
professional supporting staff are too few and are not sgiven jobs demanding
¢ higher sense of responsibility; they do not develop their capabilities
to the fullest. In both instenccs lrck of delegation appesrs to be the
problem. Overworking staff members may in fact adversely affect their
efficiency in ¢ way, ~lthough the challenge of their heavy work schedules
may crezte in them an unusual cepability for herd work. Physical ond
mental exhoustion; frequent sick lesve or in the cose of operatives; fre-
quent sccidents and machine breakdowns resulting from overwork and over-
lording of staff, may rdverscly #ffect productivity, both qualitatively ond

qurntitetively.

In evolving 2 staff developmenr:t and utilization policy, it is, there-
fore, necessory to consider not only the effcctiveness of the machinery
for staff recruitment, the wrge policy of the establishment, the policy

on promotion snd carecr prospects; the programmes for staff professional
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improvement »nd genersl welfare, the rel-tion of remuneration to respon-
5ibility and productivity, but also the manner of developing capability

through judicious use of staff professionsl skills and job aptitudes.

How is personnel development to be achicved 7 The guiding principles
have already been elaborated upon above. The principal woys of promoting

staff deveclopment can now bc summarized herceunders:

(i) Develop a progromme for the induction or initial preparation
of new staff members. This is meant to orient them to their
tasks and responsibilities in relation to the overall programme
of their department, cstablishment or firm. Explain duties
to be performed and the objectives to be achieved as well as
entitlement to rights in order to avoid disputes. Explain
#lso what there is by way of staff development policy and
programme, providing information prpers therefor. This
should enable a new staff member to fecel himself o welcome
member of a family 2nd a member of a team with a given task

to perform.

(ii) Develop individual staff programme of training and advance-
ment, preferably maintaining o record of progress and stages
of advancement. Every stzff member should be made aware of,
and encouraged to follow, a programme of advancement in his

career and professional preparation.

Depending on the nature of the organization, such staff improvement

programmes may include:

(a) professional training through further advanced studies and
participation in training courses ond seminars, in fields

related to jobs, etc.;

(b) perticipation in tecamwork such as field surveys and investiga-
tions which provide opportunities to learn from more experienced

team leaders;

(c) eottachment of staff to understudy visiting short-term experts

and consultants;



(d)

(¢)

(f)

(z)

(iii)

(iv)

-3

step by step prosrommed instruction cnnbling stoff members to

mester intricate operantions or the process of decision-mnking;

dircet on-the~job troining and work supcrvision under expericn—

ced senior officialsg

postin: to different jobs, both within cond cutside the hond-
qurrters, to acquire cxperience. This may be = verticel
movement to posts of higher responsibility or job rotation
(horizont=1 movement) to work schedulcs in the same unit and
which gives staff members of fairly the some level the oppor-

tunity to learn intcer-relcoted duties ond operationsg
prriicipation in deprritmentsl meetings ond lectures, cto.;

Delegeote responsibilitics znd provide for accountability and
control. The trsks delegated must be precise znd include
guidelines or standards in performing them, to allow for =
more objective evalustion of performance. This should provide

~n opportunity to terch, correcet, and cncourage.

Promotc cffcctive communication between the staff and mancge-
ment. Eosy access to superiors insures ageinst the accomul-
~tion of doubts, mistrust, ill-fceling and of mistokes.

Every member in the rank ond filc should be kept sdequetely
informed of objecctives, policies ond plen setion; especiclly
the cxtent that thesce may offcet his futurce znd his work.

It is not the officisl queries, or the reservotions in con-
fidenticl reports, that earn staff loyelty, mrke them work
hord, bc punctual, do full-time or » fair dey's work, be
conscientious, etc. It is the extent thet every stoff moenber
apprecintes thoe objectives and purposes of the services rend-
ercd,; the sclf-conviction that thesc arc purposeful znd that
his or her contribution pl~ys 2 uscful role, 2s well os the
extent that ench steff member is motivated fo higher pro-

ductivity.
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(v) Foster in the staff an 'esprit de corps',; a spirit of together-—
ness and dedication to duty, by devising means or schemes that
will encsble informal groupings or organizations of the staff to
play a useful role and yet attuned to the achievement of the
objectives and purposes of the organization (e.g., incentive

schemes, maintenance of performance charts, etc. ).

(vi) Show sufficicnt interest in the personal welfare of every
staff member. Fncourage and recognize progress; whenever
advice is sought, give freely and frankly. To expect staff
members to play their pert with utmost efficiency; management
on its part should provide an efficient personnel service; it
should be humane and not a stickler for rules and procedures
which zre not the end but the means to get the most out of
them. This is especially true in the handling of staff
affairs such as allowances, entitlements, and personal matters
requiring clesrance like arrangements for study leave, loans,
etc. A staff member soliciting assistance, who cannot be ac-
comodated, should still be made to feel or understand that
manzagement had the human touch in the handling of his affairs
and that its decision is fair and must be the right onc,

without any bizs.

Finally, personnel development policy should ensure that there
exists an effective system for evalusting individual staff performance.
It should be rationzl in thc sense that it is based on acceptable cri-
terie related to results and the degree of responsibility. The quality
and quantity of production (as far as measurable), the amount of initia-—
tive used, thc =zbility to get along with people, character and integrity,
the degree of responsibility in a post, and most important, the overall
rating for demonstrated and potentirzl ability to assume higher respon-—
sibility, should be worked out into a rational system of performance
rating and for determining staff promotion and reward. In the latter
case, performance should be the mein factor to consider and seniority

should only be teken into account where the performance ratings of com-
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peting candidates are equal., The traditional emphasis on seniority
which tends to be overplayed in many a public service does not serve the
best interests of netional development. Years of experience in o grade
and secniority based on date of entry to the service are no guarantee of
efficient performance in the grade to which promotion is proposed. No
stz ff development policy and programme should be regarded as perfect
over time. There is always room for improvement and re-orientation in
relation to new tasks and changed circumstances and technelogy. Con-
sequently, it is necessary that there should exist a machinery for the
periodic revicw of staff development policy and programmes. It is
equally necessary thet staff and monsgement co-operate in operating

such 2 machinery.

7 Steff Training for Development Administration

In this section, some consideration is given to the need to speciclly.
prepare the staff, old and new, in the technicues and practices of develop-
ment administration. Since administration in the public service these
days is inseparablce from the administration of action related to develop-
ment planning, plsn implementation and follow-up, and the management and
evaluation of projects, whether welfaore services or commercial under—
takings, it stands to reason thet the staff concerned with thesc functions
be prepared or re-prepared for their tasks. This is to enable them to
understand the objectives and purposes of action better so that they may

perform their tasks with utmost efficlency.

Development administration is not only the interpretation and appli-
cation of rules and procedures; it is the organization and motivation of
human endeavours. Some knowledge of how the processes have been developed
in various socio-cconomic milieus; some training on how they can bec del-
iberately fostered and directed to the attainment of specific objcctives
in the future, will go a long wey in assisting staff acting 2s agents for
the promotion e2gid management of national development to operate more
effectively, morc purposefully, and to achicve better results at the ox-

pense of fewer mistakes. They should themselves be fully convinced of,
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~nd dcdic~ted to, the nrtionsl orls ~nd the stretesy for -~ttrining them.
This is thcir primrry source of sclf-coniidonce to opercte ciffoctively
rnd to build self-confidence ir turn in the othur ncoplce who snould be
~ctively involved. It is not just performin developmont—-linked sdmine

istrrtive dutics; it is trkin; cction ~nd cncourrgzin_ othors to trike

retion recuaived to brin rbout structursl chrunze rnd Jrowthn in thw

CCOnoMY .

Professionrl #nd technierl stoff -~ engincers, rrouitects; “Joctors,
nurses, terchers; roricalturists, ete. — 21l hrve » slirre or role to plry
inn development rdminictrrtion. It is ususlly thoir trst #t tho operntiourl
lcvel to co-ordinrctce, co-opoercte, ~nd/or mekxe tho finrl immloment-tion
rnrlysis rnd mid-stroom odjustments. They n-ve the dircet contret with
the poople to bo motivrted or to puerform the trslis nocessnry to -chicve
objecetives. Thelr understrnding of the doevelopumout process cnd of peonlco
is crucirl to the successful impleascit-tion of projccets rud the overnil
olrn. They should understrad how thoeir work fits into the overrll objcet-
ives of the orzrniz-tion ond the import-rec of co-owcrotion. Thoy, rs
the frontline eottoek force in the wbrttle rrinst imnorcuce, discrse, rnd
noverty, should bo development-miided, just -e ~11 civil scrvouts sibould

be gorl-minded, ~nd their strotegy s dry rad cetive ns unpowder.

The conclusion is thus irncscropable thet 11 stofd reting iv ray
crpocity s ~rpents of chruse ond development, in ~ny of tac stq s of cou=-
cciving development rorls, trkin @ stock of resources snd potentirls, de—
gignin’ policies rud stretegies, fommul-tins nlrns, zllioertin | resources,

13z

g

redeployiny men, estrblishin: -1 re-shepin: institutional rud or ¢
stionsrl rrrougements for nlron implomentrtion, cxeceutin the pl-n, mrns sing
projeets, cvrlurtiny performrnece cnd motiveotin< people to porticiprte in
the nrtionel development cfforts, ro-uire specirl preprrotion,; oricntn-

tion ~nd trrining in development ndmindistration.

A st treoinins progromume in developmont cdministration t-Zes it
for sronted thrt the potentirl trrinces hrveeachrlrerdy -eruired o besic
disciplinc, be it politicrl economy, cnginceriaz, sciences, educstion,

3

cte.  Thrtever the brsic troining, further treinin: in doevelopment odmin-

(53

i
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)

istrrtion should lerd to ~n rppreei-tion of the coneepts rnd purposes of
development. It is the spprecistion of the concepts of socio-cconomic
levelopment, of thoe process rnd strotesy of brinvinz bout development
iy delibercte retion, thet cnrbles the s~dninistrotor cher~ed with prom-
oting rné ar o sin’ developmont rcetion to suitelly ~drpt his woriiny tools
1 erp-bility to the purposcs of nis trsii. This will help him to cevolve
the rizht concents rrnd proccdurcs for cdministrative cetion in the fromo-
woris of nrtionnl deveclopment rnd to conccive the develonmert implicrtions
of ~dwinistrrtive setion or osmission rs well rs to mrke rporoprirte ~de-

justoonts.

n formul-tins - progrrmnme for spocei- 1l proporntion in develoopment
rdmindistr-tion, treoinin: swould be m-de through group discussions, crsc
ctudics, syndicrtes, role-plryivnz, siwmualstion, projcet visits, visuoid
~i?%s, etc., ~nd lecss of lectures. Tor coursc pro prommes, the followirn |

savjeets whica could be given in vorious combinctions, -~rc sulcstuds

I

{~) Tcolo_y of “cvclonment
- con.cept of chrnge rnd neod for chorgos

~ strrtegies for inducing chri o

™ R

k3

- Zevelopment poliey ~nd objcetivess

4

- nrojeet identificertion, nroorrrotion, -nd implement tion;
- sociolo~y of devclopmont

- nolitics of development.
£ ™ ty
‘b) Tools of ienr cment

- principles rnd problems of or runizingg, dolc rtin:, co-
ordins tin, rnd controllin

- comnuiricotion technicues ~nd proeticcss

- lerdersiip role in techni-aes of motivrtiong

— modern ol TCmont toelmicucs oL ., notwors -nriysic, PU
~utonmr tion, cte.);

- devcelopment fincocoe rnd bud-otinsg

~ strtistics.
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3.  Providing Incentives for Scientists cnd Technologists

Advanccs in science znd technology and their spplication to nrtional
development emphasizes the need for scientists, enginecers -nd other tech~
nicel personnel in government service. In many cases, the civil service
rules sznd regulstions, developcd in the colonisl days mainly by ~nd for
the administrative class, ore now most inadcguste to meet the needs of
development pleonning. The inflexible spplicrtion of such policies tends
to inhibit hish cquality performrnce, besides constrzining the governments

of the developing countries from cttracting and retaining

=

such pcrsonnel.
it nrs, therefore, beccome necessary for these governments to adept the
civil service system to mect recuirements for recruiting: =nd retaining
competent professional stoff. The crux of the matter,; however, is how
to devise ¢ suitable civil service system for scientists, engineers, and

other specirlized technical staff.

'I%lm:y be mentioned thet developed countries have mrde extensive
revision of basic policics and methods in order to provide incentives for
scientists and technologists in the civil service. Teveloping countrics
should examinc, in the lisht of the expcrience of the developed ones, the
neced for changes in their personnel policies so ~s to ensure the sdecurcy
of incentives for recruiting end retzininz high curlity scientists ond
technicisns. The need for incentives orises from the fact thet the
1wwtional demand for scientists snd technologists far exceeds the national
supply, not to mention competition from the private sector which usually

offers higher poy and somctimes, better fringe benefits.

Farthermore, besides the question of supply #nd demand ond competition
with other employers mentioned above, problems of accelerated socirl ond
economic devclopment involve the spplication of science znd technology,
the hrrnessin: of modern scientific methods snd techniques to notional
trensformetion. The conditions of scrvice prevalent in most developing
countries were formulrted before the present scientific cnd technological
revolution when scicnce wes regarded mercly #s ¢ handmzid of public ad-
ministrstion. The position is now cuite different and public cdministra-

.tion has in generrl become the midwife to science znd tccunolozy. It is,
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however, known thet inefficiency on the prrt of 2 midwife could heve
tregic consequences for the mother aond the new beby. The ma jor scctors
of the national economy recuire the concentration of scientific and

technological knowledge for development. Some of these sectors nre:

(i) sgriculture, where scientific research and spplication would
enhonce the productivity, diversification, storage, ete., of

cash =nd staple food crops;

ii) hezalth, wherc modern rdvcinces in preventive and curative
b2
medicine sre necessary for the genernl well-being of the

people;

(iii) industry ond engineerinZ, where new and better techni-ucs,

=)

methods and machines are required;

{(iv) cducation, where the foundntion is lzid for further advence—

ment in science, etc.

Replizing the me jor contribution which scientists meke in mesningful
development efforts in such related fields, it is necessary for every
Africen government to re-orient its policies snd programmes for the mex-
imum use of its professionzl personnel. Hitherto, in meny counitries,
scientists znd technologists hardly ever functioned in the aigheat advi-
sory committees of governments. They thus hod no sdege.te oppo.tunity
of ensuring the best application of scientific and toconical knowledge in
me jor areans of nationsl development. ¥conomists, plenners ond ~dmizistra-
tors regcrded nationsl plenning as thcir.special prescrve. This old con-
ception must be discarded. In the formulstion of devclopment pro-commes,
engineers; doctors, scientists, etc., from both inside s~nd outs‘de the
government, should serve on the highest committces. Technicri advice,
plens for research and the application of resecrch to development should
zssist the government in deciding priorities and in determining teorgets.
By perticipating in the highest level committees of government, profes-—
sional znd technical personnel identify themsclves with the notional plan.
Beczuse they contributed to the identificetion and foreeesting of pro-

grommes; they would be expected to readily respond to challenges in the
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cdverecrent of oo oriculturce, improvements in hordth rod cducrtion scorvices,

~s well -

- s
fhe point

sists should

mentotion

A

s other provloms involvin: scicnco, cngincerin . ~nd techiology.

tirt is bein: cmphrsized bere is that scientists ~nd technolo-

Lt

1

be involved dircetly -t o11 levels, not only with thic imple-

of development nlris, but, crurlly importsnt, with the formul-

Py

stion of such plons.

Thac foillowin, ~re recommcnded ne rrers of inceatives in the conditions

of employment of scientists, en jinecers rnd other speeinlizncd clrsscsi—

i)

{ii)

fi44)

Thce poy csteoblishes for specirlized posts should enerclly
comprrole to the pry in the industrizl snd privete scetor
nd ehould rlso be ot nrrity with the pry of othor cl-osscs

with simil-1r jos contcnt rnd educ-tioncl ond trrinins re-uirce-—

rentes within the civil service.

{obility DLrscd on Zurlificrtions for fillin: positions in the

waole joveriment scrvice snould be cssarce througa its opromo-
tion nolicics. Tevolopin: countriocs which still mointrin
monopoly of =11 top posts for ri zlite rdministrrtive closs

o

suould derirn from the dvoaced countrics wierce such posts oo

opcit to 1l wu~lificd eradidrtes; not only heve scicntists
rr the oprortunity of bein: promoted wermrrnont sc-

cretrrics, they clso serve ©t the nihest lovel of overrdont,

sucily £s fdviscr to the Primc irnister. This chsares proner

currencss of the scientific vicwooint on thc prrt of the hord
o

of povermncnte

1.

rromotion cxpoetntions should e b-sed upon reuicvement; cnd
ast strictly liricd to scnioritv. Ipecirl recogmition should

bo civen to outstonding ~chicvemaciits,

cnzineers ond othor profissions

_reaentives for "
- . . . , s B . Eal -
cte.": Pablic fdmindlecrs tion Jewelettor o, 11 of 1.357.

10-311 Ldratet),
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{vi)

- 105 -

Opportunities should be mede availzble for improving profes—
sionesl knowledpe snd skills, through in-service trzining,

fellowship progrommes, courses of instruction; seminars, etc.

Iienagement training should be zveilable =t intermediate and
senior levels so #s to prepsre the scientists, etc.; to
shoulder major administrative responsibilities. Similerly,
sdministrators should hrve treining in the problems cnd

methods of work of the scientific znd technical cedre. Cuccess
in such treining programmes would lead to incressed monageriesl

and administretive capability for development.

The formulrtion of personnel policies for the professionsl
groups should alwrys be done with the ~dvice znd support of
such groups. This is the prrsetice in many developed countries.
For cxemple, Jrpen found from experience that the inclusion

of o scientist in the Personnel Bureau led to profound im-
provement of policies affecting the professional zroups in

the government.
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CLAPTER ¥

HAGLOUIZATION OF THIL PLAN WITH TRHE ANLUAL BUTGET

1. ntroduction

L1lthough 211 the developing countries in /ffrics hove by now emberked
on the tesk of plznned economic development in order to accelreate their
sroutih process, they are still considerably hondicepped by the iurdecuacy
of their budgetary ond fiscel systems to respond to the srowing nceds of
their development plcniiins. There is still 2 saortfcll in the implemcnt-
ction of the plens in most of the Africen countries prrtly becnuse cde-
curte mechinery and procedures have not been established for harmonizing
the plan with the budget. These governments have cmbarked on reoising the
level of per copitr incomes ot ¢ frst pgrowing reote, providin: cnd meintsin-
iny ¢ high level of cmployment, #nd ensurinz beclanced development of re-—
sources cnd distribution of income. To bc »ble to cffectively rceliieve
these objectives, it is nccessarv to re-orientate the government fiscol

and budgetarv systems so thot they con respond sdeyurtely to the jrowinyg

necds of development plciming.

There should be o growin: rerlizetion of the importence of the
bucdzet rs o tool of deveclopment plenning snd mznagement control in ¢
situcstion of repidly expending public sector cctivities. The budget should
be the medium throush which the public sector's annucl plon ~1llocations
are implemented. It should play thc role of an overall regulator of the
various detcermincnts of economic jrouth like roate of growth of netional
income, scvinzss, investment ~nd coansumption. It should clearly demoreote
erecs cnd megnitudes of public and priveote outley, and direct the budget-
cry policies and technicues for the attainment of set joals ond priorities.
In 2 plcnned cconomy, the snnusl budiets heve nccessarily to be drown up
in terms of cnnurl development pro remmes which would reflect the yeerly
breciidown of the medium-tcrm plri es trenslated into rnnurl plans. The
c1llocation of totel public sector cxpenditure between consumption and in-
vestment ond their distribution to different sectors of the economy =s well
s the finrncin: crrenements envisced zre exceedingly importent matters

for proper plrr implcementation.
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The experience of development institutions of developing countries
hrs ~mply shown thet the subject of budget-plen harmonizotion is cuite
complex and difficult then might cppeosr at first sisght. It concerns
the working relationship between two of the most important government
depertments in any developing countrys nemely, the Departments of Finance
cnd of Teonomic Plenning. Both departments must recognize that each is
involved in 7 specirl way with inter-scetornal responsibilities which run
across the whole of the nationcl economy. For instaunce, whilst the
Department of Agriculture is mrinly concerned with what goes on in the
cgricultural sector, the Deprrtment of Finence is concerned with mobil-
izing financial resources for 21l the sectors of the economy ~nd tucn re-—
deployin~z them in various wrys with ¢ view to realizing the plrn object-
ives end tergets. The Central Plrnnming Orgenization is similerly concern—
ed prrticulerly with determining priorities znd sugnestin~ the best use
of finsncial resources in order to fullyutilize the real and scrrce no—
tionsl resocurces. Thus, both the Tepartment of [inence znd the Depert-~
ment of Economic Plenning heve inter-sectoral responsibilities which re~
cuire to be hermonized in order to achieve successful plen implementation.
The Depertment of Finance should zlso ensurc that the administrative and
budoetary mechenisms by which it opcrates are adepted to suit the needs

of nrtionrl planning.

The h:rmonization of plan sznd budzet is, therefore, o subject of
vital importaznce to which urzent zttention should be prid. There is zl-
ready a growing reclization of its importance in developing African
countries. it is not then necessary to be-lcbour the point further that
plinning ¢nd budgeting should be harmonized but it would be worthwhilc
to cxamine the main elcements of the two systems and the mechinery that

should be established to co~ordinste end brings them closer together.

2. Plenning ond Bucpeting

o3

) Plannins

The mein elements of = plenning system are:
(i) Settinz up socio-cconomic gozls in the light of politieal

objcctivess
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(ii) developing macro policies, programmesand projects for
moving towards the goals within a specified period of

time;

(iii) Designing policies for mobilizinyg resources (e.g., man-
power, toxes, borrowin: - domestic and foreizn) required

for the progremmes and projects;

(iv) ©Providing information about the progress mrde and the
obstzcles encountered in the execution of the preceding

and current programmes and projects;

(v) Providing 2 mechanism for adaptinz policies designed to
overcome obstacles and; if necesscry, to modify the

current plan;

(vi) Providing adequate administrative capability for plan

implementation;
(vii) Preparing for a subsequent plan.

The task of promoting economic and social development is essentially
2 long-term process and would entail structural changes of a rapid and far-
reaching character. To ensure an orderly development process, it is ne-
cessary to establish priorities to choose rationally between realistic
alternative policies and to pursue these consistently and in a co-ordin-
ated menner so as to attain the short and long-term objectives. In the
final form the plan becomes a body of economic and social policies ex—
pressed in quantified targets and defined tasks. 1t is important to re-
cognize that planning means more than preparing a plan-~ it should be under-
stood as a system of decision-making. Government decisions have always
been involved with factors which are outside government control, such as
foreipgn markets, foreign capital, response of people to government measures,
weather,; etc. Therefore, planning is a decision-making process under con-
ditions of uncertazinty which requires a mechanism for adapting the plan

to unexpected developments.
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There is a mutual dependence among the essential elements of planning.
Setting of goals and targets, formulation of programmes and projects; choi-
ce of policy instruments which will ensure that the functional units within
thc economy (including the private sector) conform to the economic behaviour
postulated by the national objectives, and designing policies for mobiliz-
ing the resources appear as a logical sequence, but it is also necessary to
appraise first what resources and administrative capability could be mobil-
ized before formulating the programmes and projects which are dependent on
the availability of these resources. The scarcity of resources and ad-
ministrative cepability requires priority decisions - arranging programmes
and projects so that the best use is made of the resources that can be

mobilized.

(b) Budgeting

A government budget is both an annual plan of action and an
instrument of programming development plan activities. To a considerable
extent, therefore, the problem of implementing public sector programmes
is one of co-ordinating them with the budget and providing cffective ad-
ministration for project execution. While planning, as 2 formalized sy-
stem for the guidance of government policy, has a2 history of only a few
decades, formalized budgets have a history as old as democratic govern—
ment. Looking briefly at the evolution of budgeting we find that for
about a century before the First World War, the discussion of the budget
focussed on its use as an instrument of political control of government
activities. Parlioments all over the world felt frustrated in dealing
with the growing power of bureaucracies. The legislative "Power of the
Purse" appeared to be the obvious means for exercising control over the
executive. With the 1230's and the depression, a new aspect of the
budget developed by its usc as a compensatory device in combating in-
flation or depression. The usc of the budget as a tool for executive
management, including anti-inflationary and anti-recession budget policies,
required a completely different approach to the budget problem than looking

ot it merely from the aspect of effective parliamentary control.
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A budget ideal for meeting development rcquirements would be quite
different from a budget merely regorded as an instrument of political
control. Capital budgeting and authorization of the executive to vary
the pace of actual expenditures within longer term appropriations reduces
legislative control but permits compensatory expenditure. Moreover,-
in fields in which the government engages in quasi-commercial operations,
it is in the interest ofeffective management to budget in terms of net
loss or surplus rather than to budget for gross expenditures and regard
all receipts as part of general government revenue. Principles of

efficient budget management may thus have to be reconciled with principles

of parliamentary budget control.
c) Gap betwecn Planning and Budgcting

Divergence bectween the plan ond the budget is likely to arise
in many ways. In the first plsce, the process of planning and budgeting
are undertaken by separate units and consequently by differcnt groups of
persons with different background, experience and skill. Therc arc even
differences in the longuage of the respective operations. Besides this,
there are also differences in the degree of authority. If the Planning
Organization is merely an advisory body, its capascity to translate its
work into action would be dependent largely on such strength as it may

derive from political support.

Sceondly, the link between the annucl budget and the plan may prove
to be weakened where the plan does not make sufficiently articulate the
specific role to be played by government in the overall investment pro-
gramme., If thc plan falls short of 2 specific mapping out of the several
tasks that need to be performed by government or if the plan does not ful-
ly elaborate the public sector programme and the manner of its presentation
and implementation, casy translation of the programme in terms of the
annual budget becomes difficult. There may be cases where actual cost may
be found to be greater than the original plan estimates. In such 2 situa-
tion, even where there is the will to implement the plan, the annual bud-
get can only seek approximctions of the plens postulated; in practice,

the possibilities of a divergence between the two might be great.
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Another important factor that may be responsible for divergence
between the plon and the budget may be the non-fulfilment of plan object—
ives on the side of finoncial poliey ond resource mobilization. It is not
merely through providing for the execution of public sector programme that
the budget implements the plan. Also involved are a series of policy
measures on the fincncial side which affect the realization of the private
sector progromme, the harnessing of sovings for the financing of develop-
ment, and the mointenance of policy objectives in respect of prices and
external payments. The attainment of significant development targets
oftcn involves concerted cfforts in the field of resource mobilization
and nlthough planners ~re apt to assumce that these efforts would be madc,
there mey be political and other difficultics in the way of actual ot-
tempts to do so.  The ultimrte cffcet of thesce problems may be cither
thrt the plan itsclf is scaled down, prrtly implemented, or as is gencral-
ly the esse that ottempts are made to carry through the plan with re-
course to inflationary mcthods of financing which might well disrupt the

basic foundation of the plan itself.

Another clement which may couse divergence between the budget and
the plan is the inability of the planners znd budget-makers to adjust the
plan to cvents or developments which might alter the basic assumptions
on which plans were formulated. Unexpected developments of onc kind or
another often nogate even carcfully worked out financizl and related
aspects of the plen. Crop failures, political disruptions, notural
calamities and other cvents can undermine the bzsic foundation on which

the plan hns been built.

There mry 2lso be ceses where the techniques of budget cxecution
may constitute sources of delays and difficulties in plan implementotion
znd its cvaluntion. The conventional system of budgeting is characteri-
zed by certnin wenknesses which mrke it almost an onti~thesis of planning.
The most significant drawbocks of @z conventionazl budgetary system arc the
abscnee of any distinctive criterin for the selection and phasing of
projects; its lack of comprchensiveness, the formulation of the scccount-

obility criterin leorgely in terms of the financial aspects of expenditure
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and almost exclusive use of object clagssification of budget management

and accounting. The unity and comprehensiveness of the government bud-

get may be lost, if it does not include the activities of the autonomous
institutions or public or quasi-public enterprises. The emphasis on
accountability considerations may otherwise be well placed, but its deter~
mination is narrowly conceived if it is in terms of merely financial outlays
to the neglect of considerations of physical or real accomplishments. The
use of object classification for budgeting and accounting highlights merely
the means of doing things and not what is sought to be done and what is
actually done. It tends to obscure the identity of the programmes and
renders it difficult, if not impossible, to ascertain results derived from
expenditures. At the technical and procedural levels, these deficiencies in the
conventional systems of budgeting could cause a wide gap between the plan and

the budget.

(d) Bridging the Gap : Programme or Performance Budgeting

The need of taking measures to bridge the gap between planning
and budgeting is quite clear. Firstly, certain weaknesses in the planning
procedures have to be remedied. ©Secondly, it would be necessary to take
a series of measures to modernize the budgetary system so as to make it
an effective instrument of plan implementation. Finally, it would also
be necessary to ensure close and direct co-ordination between planning
and budgetary activities through institutional arrangements and organisational
Measures.

On the planning side two major prerequisites to which attention
should particglarly be paid are : (i) Internal consistency of the plan and
(ii) Continuity in planning. Internal consistency may be ensured by test-
ing its several balances such as savings and investment, external balance,
manpower balance, and sectoral demand and supply balances. If consistency
is not ensured in the planning process, bottlenecks and dislocations

might arise during plan implementation. Continuity in planning



would in-ple ~diusoment of plon programmes and objecctives and of thoir

implementntion szuaitable to changing ceonomic and socinl conditionse.

The budz.t of 2 developing country has to satisfy o multiplicity

of rcquiremen It not only scrves programme appraisal, formulstion

and oxeouTion, but also legnl, poelitienl and mon~geritl control functions.

The lInteor nro its historical functions nnd these o to explsin the fact
that the coounting systom which 1s one of the mnin bisis for 11l govern-
mont cporarions 1s poorly dosigned to serve plorn. v sarpos.s.  The badl

noedod dmprovements in government ~coounting syst stonsuss oot

ot

scrves the Loonl, politicsl =nd mrnagcerinl purposcs 1is would mocn
cinssification system bascd on the orgnnizationnl units of sovernment
refther then on progrommes. Programmes cross or--niw- tion~! lines, juris-
dictionsl lincs ~nd in o ny coscs cross the Luolie-priv © 0 scctor bound-rv
when contributions ~ro m~de by privote organiz-tic. -+ institutions -~s

well -s by covirnmeat. Onee a good cccountirc, s s3Tun 1S in oner-tion,

it is possible to reclerssify the srme to = Co. purnosc of prosroame
~oproiscl ond cxceucion; thot is, it oo ~ve ts ornoessonticl Cloment
for the plronin~ process.  [owocver, suld not be trken to mera thet
s.ttins = propcr pottern for prozr-.. . plranin h-os to woit untal -11

desireble ifsmprovements Lo tovernsn.n? ccounting hrve boen mnde.  Too
~doption of progr-mme bud-cting no sorformqncc cvolu~tion for -1i l-rpe-
sc-le develeopment projccets ander caccution in Afric-n counfries is - re-

form which is ovorduc. Lrilr ¥ .is system, cxpenditurce would boe groupced

vonrotremnes 0r projocts win be related to notion~l {or rczion-1)

o

o-leg. -ad purmit, -s f-r ~s possiblc, ~n ecvolurtion of bencfits -nd
costs, it rould ~lso _.rmit ~ comprrison of thoe costs of ~lternative

pro rommes oy projoets wzaich could scrve the seme objective, theroby
providine inform-tion of usc in the process of budget formul-tion. Pro-
cromme budooting with its wephosis on ond results {like number of hospit-l
sods, or wiloes of roads to be constructed, cte.) ~cturlly is o~ link botween
bud etin: ond pleonnin g beeruse proyrommes ~roe the merns by which the onlen-

“re buin: pursucd. A budget doeviscd on mon-gement con-

shlishts the physierl "nd Lconomic ~smcts -~lon with



finrncizl costs. Thus it gives recl meaning to the whole budgetory pro—
cess ~nd freilitates legisletive revicw and -ppropri~tiocn in order to
reslize notionel orls rnd objectives with due considerations of rczul-

crity rnd cfficiency.
The m~in featurcs of progremme ond performrnce budgeting arcse

{i) Distribution of budgctrry rllocrtions under meaningful
functions, progsrommes, sub-progrommes, cctivities ~nd trosks
to bc performed. This rceruires the introduction of clrs—

sificotion on these lincs.

{ii) Estoblishment of » system of sccountin. ~nd fincnci-1

arncpement in line with thie distribution.

iii} Tstrblistwient under different prosremmcs cnd their sub-
divisions stendrrds, rotios or units of work mersurcments

~nd pncrformrncce cvalustion.
fiv) Tmphrsis on cncd-rcsults.

Thus under -~ system of projrrmme ocnd performonce budreting the zovernment
objcctives ~re first formulsted ot the functionrl level ~nd then broken
doun for operationrl purposcs into terms of specific progrrmmes, projects
or sctivitics with their costs properly worked out on the besis of work-
lord ~nd unit cost datr. The physicrl end finrncirl dotrs obtrined from
bud et exccution on these lines clso scrve as ¢ feedbrek for further

bud-ct formulrtion.

The two mrin stoges in the introduction of manezgcement considerations
in jovernment budgetary operntions may be clessified into (i) Prozremming
snd (ii) Performence stoges. At the progromminy stage, the cmphesis is
on the cvolution of ~ budgetcory clossification, in which functions, pro-
crammes ~nd their sub-divisions rrc cstnblished for coch apgoney ~nd
thesc rre relrted to reclistic finrneinl rllocotions and oxpected end-
results. The performrnece budzeting stage inveolves the devcelopment of more
refined management toole, such as unit costs, work measurement and per-
formance standards. Both trese stages depend for their success on the

establishment of a clearly defined pattern of organizational responsibi-~
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iities  thce r~doption of an rceccounting system in linc with the now
budgctory clessification ord the introduction of ~ system of measuring
physierl progress and performance. n view of thoe cifficultics in
establishing o1l the features of » proper systom of performence budgeting
bricfly mentioncd cbove o1l =t onece, there is need for czeh government to
spell out properly ~11 the stoges involved in the estoblishment of this
systom ond the implementation of each stage should be preceded by proper

studics -nd resc-rch.

{(¢) Co-ordination

Sincce the timce horizons of the plq-n ~nd th ovudget are different,
~ complcte merger of both is ncither fersible, nor perhrps, ncecssory.
Plannin’; reguires » lonz-ronge perspeetive wnile budgets nre conventionally
for thce casuin; yerr os maey be recuired for operntionsl purposcs. On the
side of plenning, the cxercisc for formulotion of annurl development pro-—
sremme »nd its reflection in the bud-mets for implementotion should be pre-
ceded by the formul-otion of o comprchensis nnurl plen within the context
cnd merning of o medium—term pl-n. Tho  lunl plon would not only be -
powerful cnd uscful instrument of pol.cy but would rlso freilitrte o better
understending ~ud rppreoissl of plen progrommes rned their accepteoinice for

inclusion in tho budget.

On the budgeting side,it is likewise nceessary thict o one-yerr bud-
cct should be supplemented by longer—torm budgzet projections which arc
brsed on - forecost of economic trends. £ lon—term budset projcetion
would forcerst the likely yield of trxces ond other sources of revenuc,
possibly under ~ltern~tive nssumptions ~ {i) under cxistinz tox systems
rnd (ii) under chrnges in tox rotes and tex odministration which ~rc con-
sidered ns desirsble reforms. Trxetion should be scen not merely s o
meons of furnishing revenue to govoernments but more importsutly -s on
instrument for re-ulrting demend -nd price levels. 7t should be viewed
rs » merns of directin resources into crens of development rnd mlso rs
- merns of o frir distribution of the burden of finsnein, the public

scctor. On the cxpenditure sidce, therce is the obvious necd for proe—



prring lons-torm projections of povernment ~dminsitrotion ~nd othor non-
development lisbilitics so thot the brlq-nce of resourccs likely to bo
cvellrble for development could be rsscessed realistieslly snd policy mer-

surcs trken to mobilize sdditionel resources recuired.

The problem of diffcerent sttitudes of plrnncers »nd budrcet-molkers is
also of crucial importmncc. Though plonning ond budgeting imply different
kinds of responsibilitics, they resuire different ways of hrndling fipurcs
and there is 2n emphrsis on = diffcrent time spon between the two, vet
this docs not suggest that the people who do the plenning and the people
who do the budpgetin~ should clurys hrve different views and wrys of looxking
=t problecms. Lernving cside the dey dreamers and srmcheir plonners or poen—
ny pincher budret-mokers, we con have a brord cgreement between the two.

A constructive imrginctive rppronch is reguired of both plonners ond
budget-mzicer 5. Both functions cre necessary. e nced the peoplc who
Frc more cggressive in pushing development plons to the very limit of
svril-ble resources, nnd we necd pecople who wetch th-t rspirctions stoy
witizin the limits of resources in order to prevent infl-tion which mey
rcesult in cn eventurl sct-bnck. Reconecilisztion ~nd co-ordinrtion of tho
two functions require o blend of imegination ~nd dyncmism, on the onc

hand, ~nd of realism end caution, on the other.

Perhrps, it would be nccessary to evolve o new prttern of orgrniz-
~tion #nd rel-tionship between plrnners snd budgct-makers. There is
need for establishing proper working errangements which would cnsure
clos¢ working relationship between plrnners ond budget-mnkers. Jcecon-
cilirtion of differences in viewpoints which connot be resolved in com—
mittce mectings could be teken core of at hizher levels. 3But the esscnce
of the metter is that once zgreed conclusions zre reached nll the encrgies
of povernment should be consciously dirccted towsrds their implementation.
The esteblishment of proper procedures for the co-ordinntion of the plan
and the budset would go = long wey in reducing obstoceles to plan imple-

mentotion.
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3o Formul-tion of the Annuzl Plen rnd its Teflection in the Budget

The medium~term plans formulated by the developing countries for
implementstion sim ot covering the cconomy »s » whole, #lthough the
mcin emphesis in most crses is on the progrrmmes to be implemented in the
public scctor. For successful implement-tion, the medium-term plens
rcly heavily on projections ond rssumptions regerding the future course
of events. “'herc developments from yecr to year zre in line with the
pl~n projections ~nd nssumptions, the implementrtion of the plen caon pro-
ceed smoothly; but when mrny vitel -ssumptions cerse to be volid,; therc
is necd for continuous review of developments from yerr to yesar in order
to shift thce emphrsis between verious cloments of plon implementstion in
responsc to chenging siturtion. 7t is with » view to mecting such -
siturtion thet it is necesscry to precede the preparstion of the ~nnucl
budget with ~n exercisce for the preperetion of »n snnurl plqn within the

fr-mework of the medium-term plern.

The rnnurl plen should cover the policy instruments for regul-ting
both the public ond priveote scctors; thus providing = much-needed mechen-—
ism for ~ systemrtic review of the cconomic situstion which is = pre-
recuisite for devising sound fiserl ~nd monctrry policies to be reflected
in the budget. In this mrnner it would constitute the most significrnt
sinzle instrument of acction for the implementation of the development
plen. It is, however, cpprecicted thrt privete sector projects could nof'
ordincrily be reflected in the snnuzl plan. To serve its purposc the
rnnurl plrn should not only coincide with, but should form sn integrrl

p:rt of, the budget. This would c=11 for:
(i) the closest co-oper:tion between the Plrnning Orgrnizetion
rnd the Teprrtment of Finrnce or the Budget Jffice;

(ii) the integretion of the budgetrry schedule with thot for the

k]

preprretion of the snnu-l plen; rna

(iii) the nctive prrticiprtion in the snnusl plznnin: process of
the sdministrative sgencices which src responsible for the
implementetion of the policies #nd projects included in the

snnu-l plesn.



The extent to which the developmont plen sets reflected in the
budget would indicrte the depree of errncestness of the government con-
cerned to cerry out the plrn. The plrn documents of some Africrn
countries do contrin sn indicotion of the likely snnusl phrsing of cx-
penditures over the plen period. But as this phrsing is brsed meinly on
resource projections mrde or cdopted by the Plrmning Orgrnizetion for the
period of the plrn, thc cctusl resourcce rvrilrbility is likely to fluct-
uarte from yenr to yorr. It is, therefore, necessrry to czrry out rppro-
prirte modificrtions throuszh the instrument of the cnnusl plen. A renli-
stic rppreisal of cconomic trends should preccde the finnlizetion of the
snnurl plrn. This should be brscd onr » close ~nalysis of economic s~nd
strtisticrl drts. Arrengements for the flow of statisticerl drte rnd its
spprois~l should be stresmlincd in order to furnish r sound brsis for
preprrotion of the rnnurl plen.  After the procedures for the prepsr-tion
of the snnus~l plon hrve been more firmly cstoblished, the excrcecisc for
rnalyzing the economic situstion would be continuous rnd complete, so
thrt it would ke possible to loccte nps in performence with sufficient
precision, ~nd brsc the foreceests for thoe succecding yerr on 7 rerlistic
rce—-ssessment of the potentirlitics rid nceds rethor then on gucsswork or
merely on the brsis of cstimates rnd trrzots embodicd originslly in the
plan. In this context, it would clso be cssentizl to closely integratc
the prozrrmme for production, exports, snd imports, snd to prepsre sys-—
temotic ammuel bolrnces snd forecests for ey mrterirls. The annunl plrn
should relr-te proposed expenditures to physic 1l trr gets in order to sc-—

curc improved implementstion of pl-us in physicrl terms.

The description of the mrin objoctives r~nd trrzets of the plrqn should
be supplemcnited by = presentation of merns of implomentrtion, i.¢.; the
reqjuircments of fiscel policy, monctrry -nd credit poliey, export snd
import policies, investment, monpower, employment snd administrntive mons -
zement ~nd price policies, etc. This presentstion should throw light rs
to how these instrumcnts of policy could be used to solve the probloms
rnd rchicve the cnnurl plen objcctives rad trrgets. It need nrrdly be
merntioned thet rpproprirtc cconomic ~nd other policies hrve ¢ key role

to plry in the totsl development plrunin: process rrnd its implementotion

o
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throuzh the budgetrry mechonism. The foreign exchrnge recuircments of
the development torgets for the yerr, for public znd privstc sectors,
should be sct forth in the rnnucl pl-n with ~s much detoil -nd prccision
~s possible. This should be mrtched with the receipts from the country's
own errnings cnd cxternsl sources which rre likely to be sveril-ble. If
the preprrrtion of the foreign exchense budget is undertcoken scprratcely
from thet of the regulrr -nnu~l budget, it would be ncecss-ry to syn-

chronisc the two.

The projected incrersc in cxport earning to mcet the plen torgets
should be brscd on ~ rerlistic rssessment of prst performence, espceirlly
the trend in receat yerrs rnd the projected changes in import lovel.

The excreisc for determianing import reruircments should prrticularly
cxemine the eriticerl shortrges or surpluscs th~t would c¢»11 for - re-
cxrmin-tion of sector-wisc {commodity-wisc) import ~llocrtions. *t
would be desirsble if rn rttempt is m~de to give » bre-kdown of import
requirements for development snd non-development expenditures in the
public rnd privete scctors. Brord rlloentions mry first be mede betwcen
Cevelopmentsl ~ud non—developmentesl imports. The non-development imports
m~y be sub-divided into thrce ertegorics, viz., (i) cssenticl, {ii)
desirsble snd {(iii) luxury. ow mrterisl imports mey be sub-divided bet-
ween consumcr—roods incdustrices rnd investment—goods industries. A pro-
ccdure should ~lso be cvolved in erch country for determining in ¢ reole
istic monner thoe recuircments of industricl roaw meterials commodity-wisc
in relstion to plsn trriets ond their distribution to the {i) consumer
industries, {ii) development industrics, (iii) export industrics cnd

{iv) industrics with cxport potentirl. Tn estrblishing import substitu—
tion industries, crch country will nccesscrily heve to weish up both the
short-tcrm ~nd long-term objectives including side-bencfits. Tn ~ddi-
tion, ~ purposcful foreimn exchrnpe budgetin: should be doveloped in

the lizht of ~ compendium of import resuirements so rns to cusurc prudent
rllocetion of forciyn cxchonge resources ond moximum contribution of the
industrirl sector to Gross Tomestic Product.  Export industrics should

3

be recorded prefercntirl trertment -ad ¢ list of such industrics kept

uncer constont revicew.
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it is reelized, however, that in spite - tuese efforts z cumplete
identification betweer: the ennual plan énd the forei n exchan_e budget

may 1ot alweys be possible for the following rersons:

{i) The projects included in en annuzl plan sometimes uncer-

go modificetiorns end changes due to substentizl revision

of the projects durin; the course of execution.
£ . - . . .
{ii) Tt mey not alweys be possible to clessify foreign exchanpe

zllocations for different projects from () domestic or
{b) external resources. The division betweer. the two may
thier. be somewh:t notionsl.
“n the eerly stzze, therefore; sccurzcy beyond & certain point may ot
be possible. However, the procedures for civinz information cn the

foreign excheznje component cen ve zrzdually improved.

lith the expension of the cctivities of the public sectcor ii. most
of the Africer countries, the formulation on the budgets of the ceutrel
sovernments zn<d of their federzted or local units has zssumed srect
importarice. The very reruirements of plirning for economic development
both for the public end privete sectors continue to exert ever—increasing

pressures or. the formulstion of budzetery piroposals aind

policies. lot
only has there been set ii: motion z process of ever—expaudin; nublic
sector in Africen couittries but in view of the i:eed for closely inte-
arztizns the budget with the plan, tne budget is increasinzly becomii

¢ more coiplex document rather than being wmerely z statement of jovern--
ment receipts eand expenditures. Althou;h the role of the public sector
in different counrtries in the Continent veries, eprrt from ¢ few socia-
list-oriented economies lilie those of the United Arab Republic zad Tri-
zeniz,; it would be lergely true to czll the economies of most Zizlisii—
speakin; Africen countries "mixed economies". I such econoiiies the

public sector is expected uot oily to provide basic econousic end soci

)

-1

o)

infrastructure but zlso to initiate policies ziid instrumeiits for mobil-
izatioin of sevings in the public znd private sectors and to chanuel

these into productive investments. Iiu these circumsteiices, the soverii-
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dent budjet, #s the forecest of public sector income and expenditure
for tne ensuinz fiscal yezr, should represent, in finerciesl terms, a
compreliensive plan of ~overnment {isczl, econowmic snd social policies

end sctivities.

i the préperation of the budzet 2 wide rangevof policy end admin-
istretive issues are involved, recuiring close cttention before rezching
eniy decisioii. The decisgion to plece an item in the'budget is tentamount
to fixin3 povermment policy with reference to all possible implicztions
involved therein. At the same time it is hrrd to think of eny Jgovern-—
menit decision which hes no budoetery implicetion. Jn view of scarce
resources, the budgetary process involves the exzminction of alterustives
in order to reach deliberate and explicit choices. As such, the budge~
tery policies should be directed to ensure on ecuitable and retional
¢llocetion of resources ¢moiny competin demands. The budgetary decisions
siiould be principzlly cdesigned to serve the positive function of promot-
ing; desirable expenditures related to the effective implementation of
approvea programmes. Viewed in this perspectiveg'the‘budget constitutes
one element of the a;grégate finrnecial plen which is z statement of the
sources r¢nd uses of funds of the cbnsolidated nublic sector duriug 2

specified plen period.

L. Zchedule for Sudset Preparatiorn

In view of the need to dovetail the preparatidnyof thevbudget with
the preparation of the annuzl plan end to secure the mexiwmum possible
co-ordinction 2nd hermonization between the two, it is necessary to
synchronize the procedures end time-tables for their formulstion and
approval. fuch synchronization would ensure thet these two impcrtént
cctivities are not deelt with on a routine besis so that the annuzl
plan zrid the ennuzl budset (which would before beins launched, include
the annual plan) ere formulsted in 2 realistic m;nnér and become blue-
prints for zction brsed on clearly established priorities oriented

towsrds the realizetion of economic and social objectives of the plan.
P



- 122 -

The functior: of the budget in this context would be not merely to facil-
itate menagement accounting and auditing, but zlso to serve zs 2 tool
for economic and fiscal policy and the rationelization snd programming

1/

of government sctivities.~

A synchronizetion of the annual budget with the amnnuzl plan should
be woriked out within the frameworlk of existing procedures for the prep—
aretion and finalization of the budget in different countries. 4As it
is, there ere three different fiscal vears followed by the Africen
countries. 1in some the fiscal year corresponds to the calendar yeor,
i.e., starting orr 1 Jenuery 2nd ending on 31 December. In some other
countries, it begins on 1 July end goes throuph to 0 June. There are
still others in which the fiscal period bezins on 1 April and ends on
21 karchoz/ This divergzence in fiscal years, especially of the countries
in the same Region, would present some practical znd procedurzl difficul-
ties in the metter of their proposed economic intejration. Uniformity
of the fiscal year facilitates internatiociial compaiison of budgetary
end trede stetistics znd co-ordination of the statisticel date of the
public sector witli foreimn trade informetion,; monetary statistics,

production dates; etc.

However, till such time as uniform fiscel years are adopted, the
time-table for the preparation of the znnual plan/development prozremme,
should be co-ordin:ted with the time-table for thue formulation snd appro-

P

val of the budget within the existing fremework. ODince provision for

development expenditure hes rationslily to be included in the budget on
the brsis of the znnusl developmert plan/programme prepared by the Plan-
ning Jrpauizetion, this exercise should be started early in the process

of budget formulstion. It should start at lerst £~7 months zheacd of

i/ For & detziled cdiscussion of the role of the public sector in dif-
ferei:t Africen countries and the structure of their budgets see
[CA “ocument T/CI.14/3U7/L, the Dudgetary system and procecures of
African countries, and FCAFE Document F/CU.11/B77 4/L-5, Dudgeting
end EBconomic Plenning in Teveloping Countries.

2/ Tor = detailed list of African countries followii; the three dif-
ferent fiscal yeers: Cee FCA Tocument Z/CII.1./572/L, pere. 156-173.



- 123 =
the date of presentation of the budget with the preparation of a preli-
minzry estimate of resources likely to be availzble in the ensuing year.
Whether the Department of Finence or the Pleuning Organization or both
of them, in mutual consultation with each other; should initiate this
exercise is a2 metter of internal arrangements for each government.
This preliminzry estimzte would help in determining the tentative size
of the development programme together with its regional, loczl and
sectoral allocztions thzt could be provided in the budget. Jithin these
tentative allocestions the sponsoring departments/zgencies could be asked
to work out their detziled proposzls. Of course, the resources likely
to be availzble should be kept uncer constant and close scrutiny and
any necessary modification incarporated in the programme. The process
of the formulztion of the anrual plan/development programme would gen—
erally not be a smooth one and would involve controversies about the
total size of the proramme and its regional and sectoral allocations.
The resolutiorn of these controversies and differences through mutual
consultations and discussions is inherent in the plenning and program-—
ming processes. It is gquite likely thet the Plenning Orgenization, in
its suxiety to accelerate the pzce of development, may conceivably take
2 more optinistic view of the resources that could be mobilized than the
DNepartment of Finence. Any differences should be resolved before an
2greec development programme is submitted to the Cabinet or Illationel

“coromic Council or other competent zuthority for approval.

In view of the involvement of various departments and agencies in
the preparation of the development programme and its reflection in the
budget it would be helpful for each government to formulate time sched-
ules for the early completion of the various exercises involved in this
process. 1n fact, most of the governments in their budget czll circulars
or other letters calling for information in respect of the budget or the
development programime, specify the dates by which such information is
to be supplied and finslized. It would, however, be helpful to identify
the main stazes of this time schedule and zet these established by govern-~

menit directives to be followed by all depertments and agencies. The



- 124'_

finalization of these schedules should be done by each government in
sceordance with its own specific conditions, set-up and pattern of
working. Neveftheless? for ease of reference, a model schedule is
suzzested in Appendix C. The stages end names of agencies mentioned
therein mive only a broad indication, and as slready mentioned, the
firm tine-table would have to be developed by each country. The fact
to be stressed here is that the adoptioi and {irm establishment of such
e schedule would help the prompt finalization of the development pro-
aremme and its reflection in the budget and would thus be of Zreat help

in achieving Budget-Plen Iarmonization,

It may be mentioned in passing that from the start of the process
of budpet formuletion up to the time of its presentation to the legis-
1ative‘body3 the budget involves a most laborious end intricete work.
The budget schedule indicated here does not reflect 211 the processes
that have to be pone into in auy government before the depertment re-
sporisible for the finelization of the budget is able to produce the
budget documents in print for presentatioin. The successful implement-
ction of the schedule would no doubt recuire the co-operstive effort of

Jrpanization or the " epartment of

jond

2ll coucerired whether in the Plrinin:

kb

Finrnce and its ancillery offices, subject-watter sgencies,; and spousoring
departments. The adherence to the schedule finelly adopted should be
especiazlly stressed in the budget call circulesr and any serious diver-
gerice from the same promptly brought to the rnotice of the zuthorities con-

ceraed #t the hizhest level.

Jrder the stress of plenning for economic development end its proper
implementation, budgeting should no lonjer be treated as & seasonal act-
ivity but should become a continuous process in all the departmentSand
agencies. In the case of a developrment budget particularly, the prelim-—
inary steps of furmulztion of projects, their processiiy and approvel by
competent autiiorities should be completed before incorporeting them in _
the development programme. It would be helpful if the estimetes of

pon-Gevelopment experditures zre prepared in two perts as follows:
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- Pert T releting to stauding charses, which though may vary

=3

from year to year, are nevertheless not dependent upon the

control of the spousoring department. Dxaumples of such
chirges mey be permanent establishment, travelling, other

{ixed allowances, and ordinrry contingent expenditure.

- Part Il relezting to fresh charpges. These would include new
objects of expenditure such as temporary additions to existing
esteblishmert or services, facilities ai:d orgenizetions which
sre continued from yvear to year on temporary besis, or which
zre newly authorized and were rnot provided for in the budget
of the current year. These estimrtes would no doubt be sup-
ported by self-contained memorands which should be accompanied
by supporting details to facilitate their scrutiny and exam-

ination.

In view of the urgent need to mobili~e the mrximum amount of re-
scurces for meetinz development expenditures, it is necessary thet es
z metter of zovermment policy the non-development expenditures are
contzined within reasonable limits and zre not azllowed to increase un~—
necessarily. ‘lhile scrutinizing the development prozramme, it should
be ensured that there is no overlapping (i) emong the ature and scope
of the schemes/projects iucluded in the development programme and {(ii)
between items proposed for the development budget and those provided
for in the non-development budget. This would be greatly faciliteted
if ai: agreed cconcept of development expenditure is evolved and followed
by ezch government. This would result in the much needed discipline,
uniformity, clarity and precision in formulatings expenditure proposals
in the development plan/programme and would consequently eliminste
confusgion previaling in some of the countries in the matter of what is
precisely to be included in the plan. Ghoreover, it would fecilitate
the easy translation of the concept in terms of budgetary and accounting

classification.



- 126 -

It is not necessary that the development and non~development ex-
penditures zre segregated in every country in accordance with z uniform
concept. Zach country has to evolve a workable definition of develop-
ment expenditures in accordaince with its own requirements znd to suit
its own conditions, philosophy and objectives of planning and budgetary
structure and classification. Since the objectives and priorities laid
down in the different plan periods are likely to undergo chenges which
may recuire more emphasis on certain sectors or sub-sectors than in the
nast, the adoption of a rigid concept of development expenditures to be
followed indefinitely would not be desirable. Hence, this should be re-
viewed at least after two to three plan periods to make suitable modif-
ications. In order to relate the coiicept to national accounts, the
development expenditures should be divided between the investment and

non~investment components distinctly in the budget.

Primarily, the rationale behind the distinction between develop-
ment and non-development expenditures would be to give priority to
those expenditures which may be considered particulerly important to
economic and social progress. The introduction of the concept of develop-
ment expenditures may zlso reflect the view that not only investment
expenditures are important to growth but also recurring costs in some
sectors. Come of the examples of recurrinz costs which may be ircluded
in the plan are expenditures on agricultural extension workers, agri-
cultural research and experimentation, expenditures on technological
research and geological survey, mzlaria eradication, administrative
improvement and on family planning; recurring expenditures of new
schemes in social service sectors and areas of activity which ere normally
termed as investment in human resources, e.g., education, health and

manpower training.

Thile applying the concept of development expenditures in determin-
ing the development prozramme or scrutinizing the non-development ex-—
penditures, it may be borne in mind that many of the non-development
expenditures may be just as crucial to development as most of the develo-

ment expenditures. This would be especizlly true of the recurring liab- -



ilities of completed development schemes - especially those of the
social sectors which have to be normally provided in the non-develop-
ment budget as recurrent expenditures. In such cezses, proper provision
should be allowed to be made in the normal expenditures of the depert-
ments concerned, irrespective of their exclusion from the concept of
development expenditures. To meet this end; suiteble working zrrange-

ment should be devised by the Plenning Orgzanization in consultation

with the Tepartment of Finance.
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APPTLINIY C

Tentative Stzzes for the Preprration of the Dudrnet and

the Arnnuzl Tevelopment Prosramme

 Issue of Budget-Ceoll circuler by the Budset Tepartment to =1l corn-

cerned, spelling out the time-schedule for various stages and giving
broad instructions for the preperation of the budget estimates and

their scrutiny by controlling zzeicies.

Zconomic review showing trends in the economy and prospects in

the foreseeable future should be undertzlien,

Colletion 2nd anaslysis of data by revenue collecting zuthorities
or accounts offices on trends of collection under principal revenue
hezds and submission to Department of Finruce and/br Plenning
Orgenization tozether with their preliminary projections for next

year.

Preliminary estimetes on forecasts of externsl assistance likely

to be availzble to be prepared by the department responsible.

Preparztion of first estimates of resources liikely to e available
both internzlly znd externzlly to be prepzred by the Department of
Finence, in collaborstion with Plamningz Orgenizations snd other

agencies.

Tetailed estim:ctes of non-development expenditure to be submitted

by estimating authorities to controlling agencies.

Serutiny of non-development expenditure estimates to be completed
by appropriate depertments and submission of estimates by them to

Tepartment of [inence.

Finel scrutiny by Tepartment of Finence of non-developmental

budget estimztes.

Determination of the tentative size of the Annuzl Development Pro-
gremme alon’ with its regional/local/sectoral distribution and

their intimation to the agencies concerned for prepering project-



13,

12,

pod
J

17,

wise teiitative development progremme. The cell letter for Develop-
ment Prosrsmme to be issued by the Plenning TJr-eni-ation should
contain instructions for the prepzretioinn of tle progremme, particu-
larly leying emphasis on the broad order of priorities to be fol-
lowed by the sponsorins dep:rtments/zgencies in formulating pro-

gremmes under cdifferent sectors.

Submission of propossls in respect of on-zoing a&s well as :pproved
r.ew schemes iin the Annual “evelopment Projramme by various subject
metter asencies to their appropriate departments or State govern—

nents.

Trensmission of the tentative Tevelopment Progremme by appropriate
departmernts or state soverments to the Central Plimninz Orseniz—

)

ation.

Murnishin; of latest estimetes of collections under principal
heads of revenues aiud other receipt heads aid foreisn zid by the
-

ezercies concerned to Tepartment of Fineice and/or Centresl Plei-

anizatiorl.

Teterninction of the final estimctes of resources ard their al-

locztioi. by zzency cherged with responsibility.

Completion of discussions petweeis the zgency in 12 zbove zund the
various departments esnd bodies, to finzlize the sectoral pro-

sremme and to wmetcell it with finel resource zllocations,

Finalizetion of the budset and Development Programme by the

1

Centrel Plannin. Drzenizztion snd its submission to the Cebiiet,

or other competent final suthority a2lon’ with policy recommend-
ations for Qecisioi:s.

a_

Preseatction of the Dudget to the Lezislature; etc.
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CHAPTER VI
PROJECT APPRAISAL AND IMPLEMENTATION

1. Introduction

The sanctioning machinery of the government has axnumber of impor-
tant functions to perform. First and foremost, it must ensure that
the development programme fits into, and carries forward, the general
policy, objectives and pattern of development set out in the medium
or long-term plan. It must also ensure that the development projects
and programmes are economically and technically sound. Financial and
administrative aspects of the programme must be carefully examined to
see that these follow established standards. The plan should not con-
sist merely of ideas and targets but also programmes based on carefully
thought out projects., A list of such projects under different sectors,
which have been duly scrutinized and approved by competent authorities,
should form part of the plan.

The sectoral allocations in the plan should be worked out with
due regard to plan priorities and should ensure the balancing of various
targets and their consistency. It is also necessary that inter-sectoral
and inSrasectoral adjustments -~ which become necessary during the
course of execution of the plan on account of such factors as modifica-—
tions in the original cost of projects, the abandoning of some projects
or the inclusion in the plan of altogether new projects - are carried
out under a rationalized system of allocations and priorities. Before
the finalization of the budget each year the sanctioning machinery must
integrate various development schemes for incorporation in the budgets of
the central and state or provincial governments. In this exercise, the
system of priorities, which reflects the agreed policy established in
the long-term plan, must alsQ be applied so that the plan objectives are
achieve l with certainty and expedition.

-~



Formulation of projects for the purpose of this study may be
described as the "compilation of data which will enahble an appraisal
to be made of the economic advantages and disadvantages attendant upon
the allocation of a country's resources to the production of specific
goods and services”%/, A carefully formulated project should reflect
a rational basis for reaching decisions to set up an enterprise or to
provide a facility in the public sector. A well documented project
would arouse the interest of decision-makers in its execution and
would also attract foreign capital more easily. The formulation of
individual projects should not he regarded as isolated economic acti-~
vities but they should be considered within the context of the entire
economic system of which they form a part. A well-formulated project,
therefore, would require the combined effortsg, on the basis of mutual
understanding, of a team of englneers, economists, accountants, finan-
cial, management and other specialists whose work must be complementary.
To make this team work effective, 1t 1is necessary that there should
be one main sponsor, a project leader who should be well-versed in
the financial, administrative, professional and technical details of
the project to be able to explain any points of doubt or discrepancies.

A well conceived and well formulated project should present compa-
rison with other related project studies in order to facilitate the

task of decision-making and assigning pricrities in the allocation of

resources. For it must be understood that the relative advantages or
7 - . . . oy s N
1/ For detailed discussion see Part 1 - Jubstance of a Project in
United Nations -~ Manual on “conomic Development Projects (1958} -

Sales No. 58 11 & 5.



- 132 -

disadvantages of any project can only be judged on the basis of its
relationship to the remainder of the economy. Moreover, the adminis-
trative and organizational aspects should be carefully considered as
they have vital bearing on the successful implementation of the pro-
ject. It is important to keep in mind that the individual project

is not conceived in a vacuum but rather in an "atmosphere in which

;t car. thrive and to which it must contribute”%’ It has, however,
heen noticed that in many developing countries and particularly in
Africa the projects are included in the plan and also in the budget
without proper studies and evaluation. This may be passed over in
the early stages of planning for economic development when the econo-
pic and social structure is unot very complicated and proper data and
techniiues for planning are not fully developed. Nevertheless, as
development proceeds, the investment alternatives must be analysed
thoroughly and their relationships established with the rest of the
economy so that the risk of failure or incurring the unnecessary
social costs involved in badly evaluated projects ig reduced to the

minimuam.

2, Progreammes and Projects

1,

The exercise Ffor preparing a programme for a specified period
aims at a wide perspective of the economic development of the country
so as to establish co-ordinated production tar€ets compatible with
the stability of the system. This perspective provides a point of

reference for the inclusion of individual projects in the programme

under different sectors. Future developments are projected in the
&/ For detailed discussion see Part I - Substance of a Project
in United Nations -~ Marnual on “conomic Development Projects

(1958) - Sales No. 58 11 G 5.
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programme on the evaluation of past performance and existing trends.
The problem of internal consistency of the programme should be given
adequate attention in order to ensure its proper implementation in
accordance with plan objectives and priorities. The volume of invest-
ments envisaged, for example, must bear a relationship to the volume
of anticipated savings and of foreign capital. The production targets
in different sectors should be made coherent and compatible with each
other 1in order to avoid any waste. The availability of foreign ex-
change component of investments, being of crucial significance, should
be clearly identified as to what requirements would be met Ffrom the
country 's own earnings or from inflow of externmal assistance. The
real problem in programming i1s to achieve balance and compatibility
between the different economic variables like production and income,
investment and savings, balance of payments, public and private con-
sumption, etc., without waste of resources.

The exercise for the formulation of a coherent and balanced

[

programme must also pay proper ~.tenltloll to the organizational aspects
of plan implementation both in respect of necessary financial and
other policies and operations or schedule of project executinn. The
programming technique relies heavily on a "process of successive
approximations in order to produce the first outline of the programme',
This outline 1is subjected to a process of continual revision in order
to carry out adjustments on the basis of the latest information data
and experiences. The individual projects serve as a vital link in

the programming technique through the method of working on successive
approximations referred to above, These, therefore, serve as important
tools in the continuous revision of the programme. While the pro-

gramme establishes the overall criteria and outlook for the selection

of projects, the detailed study of projects furnishes definite infor-
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mation needed to confirm or modify the initial hypothesis and to

establish suitable objectives more firmly,

The programme should also clearly distinguish between the
projects in the public and private sectors. In so far as specific
projects to be included in the public sector programme are concerned
specific allocation of resources has to be made for them in the
annual budget. In so far as investment in the private sector is
concerned this should be backed up with practical economic policies
and fiscal incentives in order to encourage investment consistent with
plan objectives. The availability of a sufficiently large portfolio
of projects duly approved would be of great advantage in the formula-
tion of an investment or development programme to be reflected in the
budget. It is important, however, to avoid excessive fragmentation
of projects. Small but related schemes should be combined into single
projects to facilitate processing and analysis. The establishment
of proper procedures for the formulation, scrutiny and approval of
development schemes is of great importance in this context. It is,
therefore, to this aspect of the matter that we now turn our atten-
tion. |

(a) Preparation of Projects

To ensure that projects are prepared properly in the first
instance and in accordance with the requisite economic, financial
and technical standards, the officials of the Central Planning
Organization should be closely associated with Finance and other
subject-matter departments and agencies in this process. In the case
of projects sponsored and to be executed entirely in the provincial
and local spheres, similar consultations should also take place between

the central and provincial agemcies involved. In the case of large
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projects the advice of experts should be obtained to the extent fea-
sible and desirable. Where indigenous talent is not adesuate this
fact should be recognized and the advice of foreign experts should
be obtained for the formulation of projects. Wherever practicable,
advice of consultant firms should be sought rather than that of

individual technicians.

The state/brovincial and central departments/agencies, parti-
cularly those sponsoring large development programmes, should esta-
blish suitably staffed Planning Units to ensure adequate attention
being given to the formulation and designing of projects/development
schemes. The formulation of development projects should be a conti-
nuous process, and should not be left over to be undertaken only when
required for preparation of the budget. It would be very helpful to
render the projects in suitable standardized proformas which may be
devised by each country to suit its own requirements. If one stan-
dardized comprehensive proforma for the projects in different sec-
tors is not considered desirable, special proformas to suit the condi-
tions and requirements of each sector may be devised. The type of
information to be rendered in project proformas is given in the model
Proforma for development projects attached as Appendix D, This pro-
forma is illustrative rather than exhaustive and may be suitably
modified to suit different conditions.

(b) Model Proforma for Development Projects

The propesed model proforma for development projects 1is
in six parts, viz ;

Part I - Project digest

Part II - Description, purpose and benefits of project

Part II1- fstimated cost of project
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Part TV - Financing of project
Part V - Manpower, materials and other requirements of projects
Part VI -~ Propocsed schedule of work

The information to be incornorated in each part may be modified
to sult the requirements of different sectors. It would also be
desirable to circulate brief instructions for the filling in of the
oroforma for the guidance of the snonsoring departments/égencies
more or less on the lines given below,.

It may be mentioned that the model proforma proposed here is not
designed to limit in any way the scope for presentation of projects.
The order and form of presentation of the project depend largely
upon the personal preferences of the project maker, the nature of
the project, or on the established conventions or standards in any
particular country. However, since the decision-makers are not
always in a vosition to appreciate all the technical details given
in projects, although they nossess sound critical Jjudgement and have
expert advice available in the various fields, it is well to summa-
rize the project so as to simplify the formation of an overall
opinion on them. This is the main purnose of suggesting a model
proforma fcr the presentation of the projects. In the case of big
projects there will be a host of technical and cther details which
will have in any case tc be presented in annexes to the proforma.
The mcdel proforma attempts to present the gist of the project to
enable its general appreciation. If proverly filled in, it would
contain the essence of the project giving infcrmation about its
salient aims, location, investment, financing sources, social evalua-
tion and preofitarility, etc.

The description and statement of purnose of the project should

explain its relation to the plan and to cther projects; an indication
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of the physical targets to be achieved should be given. Among the

possible benefits of a project on which information may be provided

are the following:

(1)

(ii)

(1i1)

If the project is to provide a product or service which is
te be sold, then the expected quantity, price and value of
sales as well as the expected revenue over the 1life of the
assets should be indicated,

Most projects will provide tangible economic benefits such
as increase in agricultural yields from an improvement in
irrigation facilities, a rise in output by bringing new

land under cultivation, the more efficient use of transport,
providing more adequate storage or the improvement in indus-
trial productivity from the establishment of common facili-
ties centres and industrial estates. Such economic benefits
should be explained specifically and stated in gquantitative
terms, if possible; the bare statement that such benefits
will accrue would not be very useful.

The output of a project can either contribute to increasing
exports or substituting imports. If it is expected to earn
foreign exchange, the specific exports involved should be
identified and export prospects analysed, If it is expected
to save foreign exchange by replacing imports, then it should
be indicated what particular imports are to be replaced and
whether the price of the domestic goods will be higher than
the landed cost of imports. If it is possible to estimate
the value of the additional export earnings or import savings
to be realized from the project, the figures should be given

net of the foreign exchange cost of production.
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(iv) If formal or on-the-job training is to be provided, an
indication should be given of the kind of skills to be
learnt and the approximate number of additional staff
likely to be absorbed.

(v} The employment-creating effect of a project is important
particularly if Jjobs are to he given to people who are

at present unemployed or under-employed.

(vi) The geogravphical location of the project is especially
important if 1t will contribute to the development of
backward areas of the country.

(vii) Other possible benefits which should be mentioned are the
promotion of research and improvement of living condi-

tions for low income groups, etc.

Under-estimation or over-estimation must as much as possible
be avoided. “stimates should represent a thorough study of the work
to ke carried out, and should be based on up-to-date prices. The
sponsoring department should be strictly accountahle for the accuracy of
statements made herein and should be required to justify in detail sub-
sequent revisions arising from changes in the nature and scope of
the project.

It may be found difficult to give information cn foreign exchange
cost quite accurately. Certain assumptions may, therefore, have to
be made whether materials and equipment are to be imported or procured
locally, or whether the import component is to be estimated as a per-
centage of the total cost of an item of work hased on past experience.
Goods which are partly imported and partly produced locally should be
treated as imports for the purpose of estimating the foreign exchange

component regardless of whether they are actually to be imported or



not - the reason for this suggestion being that each new project
creates an additional demand for such goods which must be met from
imports as far as the economy as a whole 1is concerned until the coun-
try becomes self-sufficient in their production. The assumptions under-
lying the estimates of the foreign exchange component should also be
kept 1n mind when indicating the likely sources of supply of materials
and equipment in item 27 of the model proforma.

If the items listed under 15 in the model proforma are included
in the estimated cost of the project then the following information

should be supplied:

(i) List of individual overhead items included, or percentage
of total cost attributed to overhead.

(ii) Area and cost per acre of land in case of irrigation pro-
jects and ccst of resettlement of displaced nersons if borne
by government.

(iii) Whether cost of construction, machinery and equipment is
the total purchase price, the depreciated value, the rental
cost from a machinery pool, or is included as part of the
cost of buildings and works to be constructed by a contrac-
tor.

(iv) Amount of duties, taxes, and subsidy, if any.

(v) Sxplanation of price data if included in the prices of
materials and equipment.

(vi) Whether cost of transport to site is included in delivered
prices of materials and equipment, if estimated separately, or
is covered by transport equipment included in the cost of
the project.

(vii) Quantities and unit costs of different items of work. If

this information is not available, explain how cost of
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buildings and works was estimated,.

(viii) Type of contract with consultants and/or contractors
(fixed fee, cost plus or other), arrangements for es-~

calation or cost adjustments, and approximate amount

(ix) Cost of stocks of materials, fuel and spare parts

required to begin operation,

The list of manpower requirements should give specific occu-
pation titles rather than general groupings, particularly for
persons requiring special training, and the date or period when
they are required. It should also be indicated whether the person
is already employed by the sponsoring department or contractor, or
whether he is to be recruited especially for the project; employees
to be included in the permanent establishment pay scales should

be indicated.

Against item 25 of the proforma information should be given
regarding the steps to be taken to remove the shortage of manpower
requirements: like the provision of necessary living accommodation
for employees, the establishment of new or the extension of exis-
ting training facilities, scholarships for overseas traning, use of
foreign specialists or provisions for increased salaries and allow-
ances which require specific action by government,

The preparation of a schedule of work of the project according
to annual phasing envisaged is of great significance in matching
the execution of the project with the availability of requisite
financial and physical resources. The details of the most important
items of work should be given including surveys and investigations,
purchase or acquisition of land, procurement of materials and

scguirment, prenaration of site, provisicon of access roads and



-~ 141 ~

accommodation, excavations, construction of various buildings and works,
and installation of equipment, A date or mark should be placed under
the year when each item of work is expected to be completed,

The successful execution of a particular project may be linked
with or dependent on other projects regarding which full information
should be given against item 30, for example, the colonization of new
areas where new irrigation facilities may be extended by the completion

of new irrigation projects.

3. Review and Approval of Projects

In order to ensure speedy review and clearance of development
projects, it would be necessary to streamline the administrative
machinery. In certain countries where this function is being performed
by the Central Planning Organization it may be necessary to
strengthen the Organization and bring it closer in its working with
other agencies. In other countries, however, the establishment of a
Project Review Committee may be found to be helpful in this direction.

The composition of the Project Review Committee could generally
be as follows:

(i) Repregsentative of Central Planning Organization

(ii) Representative of the Department of Finance

(iii) Representative of the sponsoring agency, viz., provincial/
state/iocal government or central department or agency as
the case may be,

(iv) Representative of the central/?ederal administrative depart-
ment concerned where the sponsoring agency is the provincial/
local government.

(V) Representative of the central department concerned with nego-

tiating external aid
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(vi) Representative of the government corporation (for
instance, in the fields of industrial, water and power
and road transport development) whose schemes are under
consideration.

(vii) Any other agency/ﬁepartment or corporation which though
not the direct sponsor, is affected by the implementation
of the project,

Where Project Review Committees are established at 1oca1/§tate/hentral
government levels, monetary limits should be fixed up to which each
would be competent to consider and clear the projects. In case of
projects involving heavy expenditure and negotiation of foreign credits
and loans, the central Project Review Committee should have the com-
petence to recommend the projects for approval to the Cabinet,

The basic principle of review of projects, both at the central
and provincial/ﬁocal government levels, should be that projects are
examined Jointly and simultaneously rather than in succession. Copies
of the projects, as they are formulated, should be circulated by the
sponsoring department/égency to all the agencies/ﬁepartments represented
on the Committee. The Central Planning Organization should
generally be made responsibée for co-ordinating the work of the Project
Review Committee, The head of this Planning Organization, his deputy
or other senior officer nominated by him, should ordinarily preside over
the meetings of the Committee. The representation of other government
departments and agencies on this Committee should also be at a fairly
high level so that the Committee could take decision on the various
aspects of the projects presented to it. The schedule for the meetings
of the Committee should be circulated by the Planning Organization at
convenient intervals and the meetings should be held fairly regularly

in order to ensure speedy consideration and clearance of projects.
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Before including a project on the schedule for a meeting, the Central
Planning Organization should ensure that the project has been pre-
pared correctly, that all the information required in the project
proforma has been furnished and that all relevant papers such as
project reports, maps and plans are made available.

The Central Planning Organization should, when necessary, make
a comprehensive enquiry from the sponsoring department or agency with
respect to deficiencies in the proforma, points requiring elucidation,
and matters involving further data or information.

Each of the Project Review Committees, organized by the Central
Planning Organization at the different levels, should generally
perform the following functions:

(i) Review all development projeCts submitted to it (within

the financial limit of its competence) and (after neces-—
sary scrutiny) recommend them for approval by the competent

authority, e.g., the Cabinet, National Planning Board, etc.

(ii) Ensure that the project has been prepared on sound lines
and that the necessary economic financial and technical

scrutiny has been carried out.

(iii) Ensure that, as far as possible, the examination of the
projects submitted to it is conducted simultaneously and
that the projects are disposed of in accordance with the
time schedule,

As soon as the Central Planning Organization, the Dep.irtment of
Finance and sponsoring agencies have formulated their views with
regard to a project, they should circulate their comments to the
other agencies concerned so that the digcussions at the Project Review
Committee meeting are useful and enable speedy clearance of the pro-

jects. It is important that the Department of Finance should have
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adequate time, after circulation of the documents, to formulate its
views., FEvery effort should be made to clear a project at one meeting.
Where this is not possible, the project should be considered at suc-—
cessive meetings of the Committee. After the receipt of the project

by the agencies concerned, they should communicate about clarifications
considered necessary by them on different aspects of the project with
the Central Planning Organization which should in turn make a com-
prehensive enquiry from the sponsoring agencies. Generally,7-10 days
would be sufficient for the agencies for such clarifications. In so
far as the detailed examinationof the projects by the agencies involved
and circulation of comments thereon are concerned, a time limit in this
respect should be fixed by the Central Planning Organization in rela-
tion to the different projects depending on their nature and impor-
tance., When undue delay in examination occurs on the part of any
department or agency, the Committee should submit the project to

the approving authority, viz., the Cabinet, the National Board, etc.,
indicating the position for its decision. In case of pending projects,
the Central Planning Organization should also submit periodically

to the National Planning Board or the Cabinet a list of all pending
projects indicating their status and reasons for delay in their
clearance.

Normally the whole process of submission of projects to the Pro-
ject Review Committee and their review and approval should be completed
within 3-4 months. In the case of emergency projects, it should be
provided that this proeess is to be carried out much more quickly.

After the project has been approved, there should normally
be no further reference to the Department of Finance

except in cases where there may be a contract for the services
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of a consultant or the employment of a foreign technician. The
list of approved projects should be circulated periodically to all
departments/égencies by the Central Planning Organization. As
already stressed earlier, the sectoval allocations in the plan should
be fully backed up by approved projects and no half-baked ideas

and schemes and lump sum allocations provided for. In case the
projects are substantially revised subsequent to their approval due
to increase in costs, change in design or other circumstances, the
revised project should again require review by the Project Review
Committee and approval by the Cabinet, National Planning Board or
other competent authority. Any variation in original cost of the
project by more than 5 per cent or any such limit may be fixed as
the criterion for the submission of revised project to the Project
Review Committee. The sponsoring department or agency should be
required to explain fully the reasons for such variations in the
revised proformas of projects.

The Central Planning Organization should keep a roster of all
projects approved from time to time. A list of all projects included
in the plan should be compiled sector-wise and circulated along with
the plan document. In case of lump sum allocations in the plan,
proper explanations for the lack of detailed approved projects and the
stage of their approval should be given., In the final analysis, the
success of the procedures discussed above for the formulation and
review of develomment projects would depend on the availability of
traineq personnel in the sponsoring agencies and the Central Planning

Organization. It is essential, therefore, that jpeogress towards

the establishment of Planning Units and providin.: !rairing facili-
ties for the personnel of these urits is acceler. ' 13 a matter of

priority.
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APPENDIX 'D!

Project Serial No.
i *
Sector and sub-sector

{(To be filled by the Cen-
tral Planning Organization)

MODSL PROFCEMA FOR DEVELOPMENT PROJECTS

I - Project Digest

Name of Project:

Is project in the Plan? If so, wha® allocation is provided?
If 1t is not included in the Plan, explain why it should now
he included and how it is to be fitted into Plan allocation”?
Administrative authorities and delineation of responsibilities:

a) Sponsoring authority

N

5

b Central/provincial/ﬁocal

o

{c} Department/ﬁgency

Location of project {attach map, where necessary) together with
ity justification:

Cost of project:

Already incurred to he incurred Total +.ocenn..
Total Ccost vvevevernnn-

Foreigrn exchange component

Annual recurring expenditure after completion:

Proposed dates of commencement and completion of project:

Agencies other than sponsoring department involved in the
g P g P

project:
N ol .
{a; bGeneral or special consultants:
v} Comstruction agencies, whether local or foreign, on turnxey

basis or otherwise:
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(c) Aqency for operation and/or maintenance:

List of preparatory surveys, feasibility reports and project
List of surveys and reports under preparation and the expected

Name and designation of officer responsible for preparation of

Signature and designation of
officer or sponsoring autho-
rity

If this form is for a revised project, describe progress of
work on the project in financial and physical terms, changes
in original project and reasons for them. In case of faults
of original designs or excessive variations which could have

been avoided, responsibilities should be fixed and recommenda-

9.
reports (indicate whether attached):
10.
date of their completion:
11.
this Form:
Date iurevevoeanceannse
Part IT -~ Descripticn, purpose and benefits of Project
12.
tions made for avoiding such lapseg in future:
Part IJ1 ~ Tstimated Cost of Project
13. Give date when cost estimates were made:
14.

Item

Give breakdown of costs by major items according to the way

they have actually been estimated (attach detailed abstract

of costs if available):

Total cost Foreign exchange component



15.

Ttem
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Indicate whether the Ffollowing items are included in cost
estimates, and if so, explain the basis of estimation:
(a) Overhead costs of the sponsoring department

(b) Acquisition of land

Cc) Construction machinery and equipment

4 s N
d Import duties, sales and excise taxes or other taxes

{e Transportation of materials and equipment to site
{(£) Buildings and works
[g) Consultant's and contractor's charges

{h) Interest charges

ti) Working capital in case of commercial or industrial projects.

Tstimate annual recurring cost after completion of Project:

Total Foreign exchange component

Part IV — Financing of Project

17. Estimate annual phasing of expenditure: (specify years)
Already spent 1st 2nd 3rd 4th 5th After Total
5th year
Total
Foreign
exchange
component

If the plan period covers more or less than five years the

yearly columns of phasing of expenditures should be amended accordingly,

18.

Indicate sources and amount of internal financing of both deve-
lopment and recurring expenditure on the project and dates on
which these should be available:

7 . . / . +
(a) From government resources (1nd1cate central/provincial and
1oca1>:

PR
i
/

investment
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(ii) 1loan
(iii) grant
(b) From sponsoring department's own or corporation's resources
(c) From non-government borrowing
(d) From private investment
19. Indicate sources and amount of external financing and dates
on which these should be made available:
20. State views, 1f any, on sources of foreign exchange financing:
21. The possible ways of recovering the cost of the project are
from the sale of capital assets, from betterment levies on
beneficiaries, increased land taxes or water rates or user
charges:
Is it proposed to recover cost of project from heneficiaries,
and if so, how?
22. Estimate annual recurring income from operation of project
in the form of sales, rentals, fees or interest:
23. Give in a summarized table the sources and uses of funds, sources
of financing, income and expenditure budget and amortization

of credits:

Part V - Manpower, Materials and other Requirements of Project

24. Total manpower - Total number of full-time employees

(attach list of manpower requirements by occupatinns):

Managerial, Professional
and Technical Personnel Workers Others Total

Local Foreign
(a) For execution

(b) For operation/maintenance
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25. list expected shortages of manpower by occupation and indicate
steps which should be taken to ensure availability of requisite
manpower:

26. Public utilities: indicate access roads, railways sidings, power,
water and other utilities required for project:

27. Materials and equipment:

Ttem Unit Quantitv Likely Sources of
Supply

(a) for execution

(b) For operation/ﬁaintenance (annual re1uirement)
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CLAPTER

PUBLIC ENTENPRICET ALT WATIONAL TTUTLOPLENT

i ntroductior

There does 0t appeer to be any z reement zuon experts as to the
precise definition of "public enterprise”. CSome have defined it as en
economic project in which the governmer:t has finencizl interest; irre-
spective of the emount of such interest. “Thet is importent is the in-
vestment of public funds in zn undertecitiny. This councept is in line
with the views expressed at ¢ recent all-Africe Semiiner on public enter—
prises, where "it wes coreed that public utilities should be rezarded
as ¢ cetegzory of public enterprises. ‘et is importzut is rnot the ex-
tent of the participetion of the public sector in these enterprises in

P

the pest or =t presert; bat thet their nieture, especially with rejard
to the srle of the units of the services provided, certainly mzlzes such
services zs telephoite, electricity znd t2 some extent water, fall urder

w1/
-

the cztegory of 'euterprises' .. Jthers syrgae thet the over-piding
purpose for esteblishiu; public enterprises by & jovernment is for thet
sovernment to be able to use sucn enterprises as instrunents for promot-
in: economic development and other unetiorzl ovjectives. Vherefore,
ennterprises which rre, and can be, directly controlled by 2 jovernment
or its egeicies siwould be regerded as pullic enterprises. 5y this
definition, enternrises i which the government has ¢ minority share—
holding srve excluderd from this cetegory. Conseruently, public enter—

prises mev be clessified into three:

’

{1) ©Public Jtilities;

i) Public nterprises under Complete Government Coitiol;

Kl 7
LN e . e A o2/
(iii} “ublic Trterprises with |z jor Zovernmei:t Pirticipstion.—

1/ JiTCE “eport of the Semitwr oii thhe Gole of Public Luterprises in
Plannins end Plen Tmplementetior. — jruritius, 1C-20 Jeptember 1267
(T/C0 17 /E53), pe L.

2/ UUTCE Seminer on [dministretive Tremeworx for Tevelopuent {(Addis

tbabe, 7-17 December 137C). G/ Tocument {1 71-201), »n. 12.
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It is in recoznition. of the diverse nsture of public enterprises thst
their role in plenning end plen implementation deserves serious attention

by the various goverime:its.

“n recent years,; jovernments, especially those in the developin:
countries, hcrve embariked on the establishment of public enterprises for
a number of reasons. Jome of these azre the need to diversify their
economy in order to improve the standard of living of the people; the
need to preserve foreign exchan e earnin:s by the production of import-

substituting products; having regard to the deteriorating terms of trade

ageinst primery products; the need for technologicezl training of locel
menpower and less dependence on expatriztes; the need for infrastruct-
urel services for expansion of sdministrative, commercisl and industrizl

activities; the need for larse-scale industriezl projects to provide

employment for the srowing numbers of urben dwellers especially school

[

leavers; the uneed for a larze industrial and commercial wee-earning

populatioi to create effective demand for the products of the zgricult-
ural sector whici would encourage a reasonable proportion of the rural
population to remain on the land instead of drifting to the towns in
search of better wa-e employment. Public enterprises could offer &
leadershiy role in: the establisnment of industries which zre not very
cttractive to privete investors, end they could participrte in the

vest fields of industrial opportunities in developin.; countries. Public
leadership in industrializetion helps to reduce wasteful duplication of
projects by competingz private investors. Tt zlso helps to co-ordinete
the production progremmes of projects which ere inter-dependent in terms

- X . . 1
of supply of raw meterials and diposel of finished goods.—

here some of these needs exist, the jovernment may decide to en—
erk on tlie csteblishment of public enterprises. Another rezson mey
erise, whon privete initiative is lecking in & certain sector of the

economy wnlch is considered essentizl for a country's development, either

enort of the Jemiver on the JHole of Public "nterprises in
sodl Mlar Criplementetion — Feuriting, 16-25 Zeptember 1507,

R I

A2 I
SrO%), s D
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because enzaying in it ie unprofitable in the short run or will never

be profitable, or becruse the information is lachking on investment op-—
portunities. On the other hand, if the goverament is involved in en
economic activity thet requires ¢ large degree of autonomy and freedom
from cumbersome bureaucratic interference; the zctivity can be detached
from normel sovernment mechinery to ensure smoother operation; or if

in certezin sectors of the economy (e.z., services) the general interest
of the public is seen to outweigh private interests which sre almost
solely concerned with malking profit. Again, if the privete sector con-
sists meinly of forei; n investors they mi~ht not be allowed to engage

in strategic economic activities in which case the jovernment may decide
to establish public enterprises to cezter for these strategic economic
activities. ‘'lhen loczl cepitel and expertise heve been scouired, netion—

: . ) . . N 1
¢l private enterprise may be encoureged to engage in these activities.—

&J

. The Nole of Public Interprises in Planning and Plan Imnlementation

This section examines some of the institutional and administrative
arranzements which enable public enterprises to pley e effective role
in netiongl plenning and plen implementstion. The extent of the eppli-
cation of some of the proposels to any Africen country would depend on
the size, the socisl structure;, and the political pattern of its govern-
ment and institutions. It would also depend on the role which existing
zdministrative and finencisl organizetions, like benking and mortgage
institutions, ere already pleying in the industrialization of the country.
For the purpose of this discussion, various public enterprises may be
clessified into three categories: public utility enterprises; agri-
culturel and industrial public enterprises, with total or me jor govern-
ment participetion; and enterprise under the complete control and manage—

mennt of the Ztote.

1/ CHITCA Ceport of the Ceminsr on the i znzgesent of Public Tnterprises,
Dizerte, Tunisia), 9-20 Tecember 1565, (163-0L), p. ke«
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{z) Public Utilities

A ey cuestion in respect of public utilities is the measure
of cuthority which the goverument allows the mensjement of suci enter—
prises in the plemming process, l.e., vhether the povernment assumes
the role of "mester” or "pezriuer" in the planning process. In the plen-
ning policies governin’ the estsblishment, location or expansion of sucn
public utility projects s electricity or telephore, public enterprises
have hed very little influeiice if any. Yery often decisiong hed been
made by the government with very little contribution mede by the corpor-
ation's managen:ent in reeschin’ such cecisions. The public corporation
was, therefore, only sn instrument in the plen implementation process.
‘there some form of consultetion existed, this wes ususrlly 25 2 vesult
of the public cornorzstion trvin: to cet the overmment involved in such
metters s government ~sucrentee for e loen for ¢ Lip project. There
cre nowin cases where the public corporztion's mene tement colsivered
an undertaking: lyeady eporoved by governwent to be w.economic. [t

.

therefore, reuested tue Jovernment to underwrite cinv losses waich in
. the opinion of the meneement were likely to azccerue, aud the fovernment
decided to talke the risis, e.z., where z government decided that an

3

zutometic telenhone exchenge suould be instslled in ¢ town with ouly

O subscribers in preference to another towr with 1,000 subseribers.

Jhere situstions of this uneture arise, it would zppeer that what
is needed is to have fersibility studies cerried out by tihe corporation
in advance, aud use them ¢s & besis for sdvising the overnment on ve-
riocus alterratives to the joverument's proposal. This errangement would
place at the disposal of the -~overnment a list of alternatives and eneble
the corporetion to hive development-oriented plens. "n this wey, the
covernment eund the corporation mutuerlly share responsibility in pl
those projects whicih the lrtter has to construct and weintein; 1t also
eazbles the goverament to determine viable projects which could be
£

finenced from the corporation’s own resources without eny assista:ce

from tue government. /llternetively, the governsernt would be in # wetter

1 r 1 ..y

position to ehop sucy vieble nrojects for capitel Dunds from externesl

,
vees, e ., Torld TDenlk,
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“1i resnect of i

of those projects wiich & nublic corporation fiuds

: : ! P T - . .
less visble but zie none-the-less ecouomic (after feasibility studies
heve beenr carried out by tie corporstion),  overnment, in consultation

3 I

witl the corporestion, could decide zs to who should bear the respornsib-

ility for fu.ding the constraction dependii

]

on: tiie resources avaiicble.
Thiis would be determined Dy priovities esteblisned by the two perties.
O the otlher naund, s & result of a feesibility study carried out Ly a
public corporation, it migsht be unwillii; to implemeat a project because
it is setisfied that it would be unvieble. f in such & cese;, tue
soverument still wishes to implenent the project for reasons other than
econcmic ouneg, it should bear tie cost of fundin it. This is ¢ pro-
cedure acopted by the Ilectricity Corporation of 2 'est [ friccn country.
1. such 2 czse, it is advisclble to eep the msnejement of the project
sencrate, exd to heve sen:zrste records and sccounts so thet the jovern-
ment will be made rezul-rly zwzre of the pro’ress mcde, and the con-
seniences of its decision so s to enrble it to determine if the project
saould coutinue to be susidized, or other meens foucd for reducin; the
subsidy, such &3 increesin~ the cherzes for the service provided. It
could zlso serve as & useful lesson to the corporetion if the project
nroves viable because of, e.r ., enerzted demand not foreseen during

.

the planmin; period.

It should be borne in mind thet the distribution of public utility
services is & politicel inctruwent wiich effects the position of every
elected ALfricen zoverrnment. in recosuition of this, it is desirable
thet the mevizgement of such public utilities should endeavour to jain
ern inside knouledze of zoverument's thiniin:g in terms of the latter’s
priorities and planned 3eorraphicsl distribution of projects. Jn the
brsis of this information, z public corporation should then carry out
feasibility studies within the framewori of the development plan. BSuch
feesibility studies woula assist the ~overnment to obtain iuformation
oi projects which & corporation cen finance from its own resources;
projects which recuire Joverument funds; and projects which can cttroet

privete furnds locelly or enxternclly.
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4 . — - . - . . .
\b) Public Znterprises with [ 2 jor Governmeiit Perticip:tion

In plenning the esteblishment of incustrial/commercial’
public enterprises, with me jor jovernment shoreholding, it is recom-
mended that the policy of the overmment aud its corporations should

be guided by the following factors:

(i) the corporation should know in whet fields the zovernment
wishes to give priorities znd the possible locations of

projects;

{ii) having known government's order of priorities, feasibility

studies should be cerried out by the corporation;

’iii) the corporation should obtain informztion znd assess the
possibility end extent to wiiich genuine firms/entrepreneurs
ere willing to participate in pertnership with goverument,
especially those experienced in the appropricte fields.

Onn the besis of this informetion and feasibility studies,
the corpor.tion should then prepare end assess the priorities
and possible financiesl involvement in the execution of the

projects.

The project could be phesed on the basis of:

4

(i) internel capital contribution by the corporstion in the

execution of the projects;

(ii) -~overnment lozns end investment bzsed or. information
aveilable from government as to the funds likely to be
allocated in its owit development plan for projects feiling

under the ambit of the corporation concerned.
(iii) possible private participetion.

-t may be mentioned thzt in order to sive reasonzble jusrantee of good
mane zement of commercizl and industrial enterprises in which a govern-
ment is interested; such & government shiould, as z first step, seek
joint perticipetion with the private sector on the understanding that
nationzlizetion may be affected as ai:d when the government consicers

it opportune to do so in the public interest.
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Jnce the zovernment approves the plen of the corporetion s an

siven

integreted pert of the nationel plern, the corporetion should be
¢ free haud to initiste .egotistious with technicel 2ud finsncisl
pertners for the implementztior of the projects in zccordance with the
priorities set by the zoverament. 3ut wheir the nesotiations et to e
stese where technicel deteils zre settled and lozus have to be nejgotirted,
the Tepertments of Finsnce, Tconomic Plezunin’ znd the psrent depertment
should be broujht into the ne otistions after which the final approvel

of the governmeiit could be souzht. If, for any reason, the corporstion
wishes to depart from the priorities, e.z., on the discoveryv of nmore
attrective projects especirlly where privete participstion is forth-
comiii;, the corporation should thei. meiie @ formal approzch to the -o-
veriment for a revision of its development plan. For projects wiich

heve to ve finrnced internslly, the corporation should be left free to

proceed with tueir implemeuntetion within the fremework of the plen.

1. respect of projects for which the ~overiment has to provide
fuuds, the corporation should submit its annual development budgzet co-

verin ;

o

211 the projects it wishes to implement durinz the cominz year,
indiceting the extent of possible jovernment financiel contribution

znd other sources of finence for the proiects, #nd seexing jovernment
spproval for the development budzet. . n epproving the corporation's
budget, the jovermment should reflect its planned capitazl countribution
inn its ennusl cepitel budzet. The corporction should bezr in mind the
fact that its own periodic plan, e.;., E—year Plan, is only ¢ blue-print
end thet it is throush the medium of an snnuzl development budzet thet
it can obtzin goverument's firm finercial commitment to the implement-

stion of specific projects in the corporztion's plen.

2fter the ;overnment hes spproved the annusl development budzets
both of the gzovernment and of the corporation, it is desireble thet
covernment's zpproved contribution should be eutomatically relersed by
meens of warrant on zn esnnusl basis throuszh the department respounsible
for coutrolling the cepitel budiet. The procedurgs for releases should

follow the same pattern as that laid down by the zovernment for depart—

mental capital works.



Projects which recuire government's guarsntee for capital loans
should be included in the corporation's capital budget, indicating the
financial involvement for the repayment of the loans (including interest)
over a2 number of years. This would also include any profits that are
likely to accrue from the projects during the same period. This inform-
ation would enable the government to provide fully for the annual loan
repayment instalments in its own capital budget before giving approval
for the inclusion of the projects in the corporation’s capital budget.
The corporation should make at least a token provision for reimbursement
to the sovernment of pert of the annual loan repayment to be made by the
goverament. 1In this manner the corporation acknowledges ultimate re-
sponsibility for the repayment of the capital loan for every project
as a besis of the profitability of the project. 1In subsequent years,
provision should be made for the full reimbursement to government by

the corporation of the capitel lozn repayment.

(¢) Interprises under the complete control of the State

For enterprises which are operating under complete State con-
trol, including nationzalirzed industries, the policy for the preparation
end approval of both the corporation's development plan and its annual
development budget, could follow the same pattern as that proposed above,
save that the question of the participation of private entrepreneurs
does not arise. Both the plen and the budget would provide for capital
funds which could be derived from both the government's and the corpor-
etion's resources. As this type of enterprise is typical of a socialist-
oriented economy, where the government has fairly reasonable control over
the financial transactions between the country's public sector and fo-
reign financial institutions, there are two possible procedures for bud-
geting for external loans for public enterprises within such a system.
One could be that the government provides fully in its own Development
Plen and Annuel Cepital Budget for all external loans for the financing
of State-owned public enterprises in the country and earmarks for re-
lending these sums to such public enterprises. In such a situation, for

projects which a corporati.n is unable to finance from its own resources,



it can only provide in its development plan end annual capital budaet
for them to the extent which the government and the local {finencial
institutions, such as the buildin~ societies, are prepared to grant
capital loens to the corporation. If;, however, the government wishes
to keep ticht control over its public enterprises, it might prefer

)AL
he

that all loans whether external or internal should be channelled throu;
its Treasury. In such circumstances, the corporation®s plan and annuel
capital budget would only provide for projects to be fininced from its

own internal resources and from government loans and grants.

In many African countries, the responsibility for the ncgotiations
for external and internal losas for public enterprises tend to be that
of the government, on recuest from, and in consultation with, the public
corporation concerned. Tais is also usuelly the procedure for nejotia-
tions for the supply of imported capitol equipwment and for any manape-
ment egency which might be required for the initiol operation of a plant.

The main purpose of government's involvement in public enterprises
is to use them as instruments of development. The principal objective
of planning and plan implementation in these public enterprises is that
they mointain & consistency towards the achievement of that gosl. For
the procedure already set out above, whet zre the major instruments of
achieving success in planning and plan implementation ?  Broadly, these

may be classified as:
(i) Control of Public Lnterprises;
(ii) Recruitment and Staff Tevelopment;
(iii) lenagement;

(iv) Feasibility Studies.

-

S Control of Public Interprises

Y Xeeping with the sevins thet "Ue wvho pevs the piper dJictetes

the tune”, it is enerslly recented 211 over the world tust the altim te

responsinility for the eneral policy “overuin s the ccetivities of cvery



- 150 -

econonic orJzaization, whether public or private, rests with the share-
nolders. Tt is irn this lizat thet the control of public enterprises

by the Africen goveriuments has to be comsidered. FAs the zccredited
representstives of the people {wheztever mey be the method of the zppoiut-

mei:t of the members), the government hrs the responsibility of eusurin:
thet the texpeyer's money invested in these enterprises is properly
menaged in order that it can vield fzir returns in the form of profits

?nd/or services.

Another reason why control hes become even more necessery in recent
yverers is that these enterprises sre instruments of achievin: economic
and social development of the country within the coutext of the nationel
plan. Jome measure of co-ordinstion is, therefore; necessary ¢t : level
biizher thern thet of the manecgement of eech euterprise in order to ensure
that the plauning sund plan impleanentztion of the enterprise’s programmes
eccord with the nstional plan objectives. As one of these objectives is
usuelly to provide employment for the citizens, cere should be tezken to
ensure that the employment provided is not only for a certein section of
the community ¢t the expense of other sections - in other words, what
has come to be populerly known as "the netionzl cake" should be properly
distributed emong the various ethnic groups in order to msintein polit-
icsl stebility which is an essentisl prerecuisite for overall netion-
building ¢nd nationzl developmeut. The sharin~ of the "netiongl ceke"
is not limited to employment: it slso involves 2 fair distribution of
the projects of the various public enterprises to different perts of

the country so as to give the verious communities an opportunity of beae-

fiting directly or indirectly from the ectivities of the enterprises.

in some ceses, the povernment mi ht decide in the nationel interest,
to rzequire controlling: shrres in some stretepgic on—zoing private concerus,
like the distributive trade and wmininz in embia, the bankingz business
¢nd distributive trade in Tenrenir or the benking business in Upenda.
In such ¢ cese, contrel by the sovernment becomes a2 necessity if it is

to sccomplisi the wmein zim of zeruiring the sheres so s to keep the

activities of the orgenizetions within the context of the netioncl deve-
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loprnent objectives. There are other reasons for soveriment control
such ¢s the reguletion of prices of the products of the enterprises in
order to eisure that monopoly or quasi-monopoly enjoved by the enter—
prises is not used to exploit consumers, e.g., electricity and tele—

&

phone services or the supply of such consumer gzoods e¢s sugar and bread.

A politicelly elected government hes some election promises to
fulfil and these usually include the provision of certazin public enter-—
prise facilities and projects like water, electricity end telephone
services, s well es industries. 'Thile gsivins due consideration to the
ecoromic visbility of these projects, the government hzs to ensure that
by means of some co-ordination nd control, it is #ble to fulfil as
many of the promises a2s possible in the location of projects. For these
politicel and socieal ressons, it is neturzl thet the sovernment has to
sppoint at least some of the members of the Boards of ?irectoré of the
public enterprises or of the controlling corporations, from among per—
sons who hrve some political symprthy with the government in order to

use them as instrumerts of control of the policies of these enterprises.

(a) Perlismentzry end Cebinet Control

In many English-speaking African countries, Parliamentary
control of public enterprises has been minimal. This control usually
takes the form of the annual reports of the public corporations (control-
ling a number of enterprises, or throuzh which government makes some of
the investments in these enterprises) being laid on the Table of the
National or State Parliament, for the information of the Members. The
reports of other public enterprises in which the government has sub~
stantial or minority shares are not usually submitted to Parliament even
for information. As the annual reports laid before Parliament are gen—
erally submitted between 9 and 13 months after the close of the financial
year in question, the Members of Parliament in particular, and the pub-
lic in general, take very little interest in these reports, since most
of the information contained therein are of little current value. The
result is that apart from a few perliamentary questions, there are rarely

any full-scale debates on the activities of any corporation unless it is
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involved in a serious political or financial crisis. In effect, the
reports are meant for the consumption of government departments and
the corporations which in some cases, know all about the contents
before the reports are issued, and consequently put them guietly away

in the departmental libreries.

Althouzgh the practice varies from country to country, nevertheless
there are some common patterns in the system of Cebinet control over
public enterprises. The Finister in charge of the department supervising
the public enterprises is theoretically responsible for the azppointment
of the Board of Directors and of the Chief Executive of each of the
enterprises, in practice he usually makes recommendations to the Cabinet
either for approval or support. It is the Cabinet also which generally
considers, on the recommendations of the liinister, policy issues affect-
ing enterprises, including their plans and projects; in fact it approves
these in the absence of any effective parliamentary control by means of
the approval of the enterprises’ development programmes and annual bud-

gets.

The kinister's responsibilities for each of the public enterprises
under the portfolio of his department include the following: he speaks
for and represents it in the Parliament and the Cabinet. The extent
to which a2 Minister intervenes in the internal affairs of an enterprise
may depend on the nature of parliamentary questioning. If the Parlia-
ment asks cuestions about details, the {linister inevitably would concern
himself with details. The Minister is a co-ordinator and if he is to
fulfil this responsibility, he should ensure that enterprise programmes
are co-ordinated effectively with other programmes within the department
and those under other HMinisters. The Minister may be responsible for
approving or making recommendations to the Csbinet for specific decisions
such as major capital investments, the budget, prices, borrowin-, ma jor
appointments, etc. He may eppoint members of the Board of Directors
and perhaps serve as chairman; he may appoint, recommend or approve
the appointments of the chairmen and the zeneral manager. He is respon-

sible for providing policy guidance with regpect to national objectives,
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either in writing or by more informal means. The Departments of Finance
and Economic Planning may also have a right to intervene in enterprise
affairs and in some countries the ilinister of Finance may have more

pover than the responsible Ministerai

Recent events, especailly those comnected with the findings of a
number of official studies and commissions of enquiry, have revealed
the relative ineffectiveness of ministerial control over public enter-
prises. This weakness may be traced to a number of factors. One is
thzt sometimes the chairman and some of the directors hold very important
positions in the ruling political party, vis-a-vis that of the IFinister.
They sometimes take advantage of'this and by-pass the [linister to re-
ceive instructions directly from the Head of Government on matters re—
lating to the enterprise; they sometimes do this with the support of
other influential Finisters who might wish to benefit from such top
level decisions. It is, therefore, not uncommon for the chairman,
either through the political party caucus or otherwise, to get advance
approval on certain major policy issues affecting investment funds and
the location of projects; even before the proposals are submitted to
the parent department for consideration. If the responsible linister
is anxious to remain in the good books of his Head of Govermment and of
his senior colleacues in Cabinet, he usually takes the line of least

resistance by supporting the fait accompli proposals even against the

considered technical advice of the staff both of his department and

the enterprise concerned. Sometimes the {finister himself compromises his
position by taking undue interest in the detailed administration of the
enterprise instead of concentrating on the broad policy issues. He
occasionally does this in order to influence the Board of Directors

and the senior staff of the enterprise to grant him such favours as the
appointment of his party supporters and relations. He thus weakens his
position as an impartial "supervisor” of the enterprise - one whose

interest should be in the overall efficiency of the organization.

i/ UUECA Report of the Seminar on the lanagement of Public Interprises,
Bizerte (Tunisia), 9-20 December 13505, (163-04), p. 9.
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Another factor is that some of the large corporations had (or
still have)such substantial resources, especially soon after independ-
ence, that they could undertake projects without seeking the Minister's
support for government financial assistance; either in the form of
direct loans or of a guarantee for other loans. In the absence of any
system of comprehensive periodic development plans, the linister has
only the annual budget of the enterprise to use as an instrument of
control. Since the preparation of the budget is often delayed, a poli-
tically powerful Board of Directors could take advantage of this and
involve the enterprise in uneconomic projects; even before the budget '\
is approved. The Minister's financial control is further weakened by
the fact that initially, most of these corporations had no comprehensive
financial and staff regulations. The regulations they had, if any,
vere so loose that they were left with much room for the directors to
manoeuvre, especially where there was no strong general manager or chief
accountant to offer serious advice-against irregular board decisions.
Again, in the absence of regular reporting, it was difficult for the
Minister to know the current management or financial situation in the
enterprise early enough to warn the board or to advise the government
on ways and means of applying a brake to any unhealthy trend in the

administration of the enterprise.

(b) State Control through Board of Directors

Another level of contrdl is at the Bozrd of NMirectors'. Some
of the reasons for the appointment of these Boards have been mentioned.
Soon after some of the elected governments of the various African
countries were established,; they appointed full-time Bozrds of Directors '
for the lerze public corporations. This hed the merit of providing
directors who could devote a reasonable time in plenning the activities
of the enterprise and keeping in regular touch with the government on
its various problems. These cppointments were particulzrly necessary
in ceses of lerge corporations such as the Electricity Corporation, which

vere involved in the repid development of the country.
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It hes; however, to be recognized, thet the system of full-time
Dorrds of Tirectors hes some disadventages. ©One is that in the absence
of azny esteblished distinction between the policy-making and the execu-
tive functions of the board sind the management of an enterprise, the
members of the borrd tend to struggle with the general menager and his
menagement team over the zllocetion of functions, especially where there
are full-time Executive Tirectors assigned with some specific portfolios,
e.9., Txecutive Tirector {Administration). The bosrd members sometimes
interfere unduly, perticularly in staff matters, to the detriment of
efficient performence of the employees of the corporation. They also
tend to involve the corporation in excessive administrative expenses
such 2s the construction znd levish furnishing of luxurious living
cquarters, the purchezse of expensive limousines and other perguisites.

Tn ot least one known case, the chzirmen got ¢ biz housing loen to be
mede to him for the construction of a building for his private cuarters.
Although these percuisites usually raise the cost of the administration
beyond the finencial ability of these public enterprises, many of these
directors argue thst they are equal in status to State [linisters and
should, therefore, be fully entitled to the perquisites which the [sini-

sters themselves enjoy.

Another problem is that some of the full-time board!members heve
enough time to manoeuvre or otherwise influence the corporztion into
he location of projects within their own "portfolios" in ezreas where
the projects are not likely to be viable. Cases have even been kinown
where either the chairmen or some members of his board interfered with
the marketing operation of the enterprise. In one case, the chairmen
wes actually directing the seles operation of the enterprise to the
detriment of the corporation's financial interest - not without some

personal consideration.

Qwing to these and other problems connected with the appointment
of full-time Boards of Directérs, there appears to be &z move in 2
number of Africen countries like Ghana, ligeria, the Gambiz and Zambia,

to hzving either prrt-time Boerds of Directors (including part-time



chairmen), or as in [embia, to have full-time executive chezirmen and
nart-time directors. F£lthougn tnis has to some extent the disedventa es
of full-time directors, such as occesionrl interference with staff matters
nevertheless as the experience of The Jembie Jil lLerketinz Dosrd hes shown,
the intereference is usually winimel, as the zeneral manzger az1d the se-
nior steff sre left free to work within the policy~framework established

by the bosrd.

Lnother advantaze is that boerd meetinis tend to be less rejuler, say,
~uzrterly, instead of bi-weekly or monthly and this leaves the senior
staff to concentrete on their administrative functions, including the im—
plementation of policy decisions taken by the boerd. The system is less
expensive for the enterprise in terms of edministrative overheads. Tor
exenple, in z ‘lest Africen country, ¢s ezainst the ennual sclery of
22,500 in eddition to housing and other zllowances totallins about
21,500 for the former full-time cheirmen of a bozrd, the new pert-time
chairman now zets only 7600 plus occasional vehicle mileage allowence.
The new arranze. ent enables the government to use the prrt-time services
of those who have business zud menzgement experience and who otherwise
would not wish to leave their private business for full-time membership
in the public enterprise's Jocrd of Directors. in this merner, it was
possible for the Ghane Industriszl ‘oldingz Corporztion to secure the
services of an ex—Principel CSecretary of the Tepsrtment of Forei n Af-
feirs and then a2 legal practitioner as Cheirmsn end zlso a director of

another reputable company zs Vice-Cheirmen.

Tn one or two countries, l.inisters have been eppointed members of
Jorrds of Nirectors. 'thile this might enhiznce the chences of the enter—
nrise beins closely tied up with the government plan objectives, it
hes & number of weak points. OJne of them is thet if a [linister hes no
business experience he might tend to allow political consicderations to
outweizh the economic factors which éhould be taken zccount of in the
interest of the viability of the enterprise's projects. Furthermore,
if he is proved to be ineffective, because of his position in Czbinet,

it mizht be more politicelly difficult to replace him tihan if he were



= chrirman brou nt from outside tie Cebinet circle. The (iunister wey
zlso terid to ru: the enterprise zs ¢ boss, usin’ his position ii. goverri-
nent to unduly influence most of the directors to support him et bosrd
meetinzs, This is perticulerly the cese if Le is to recommend the re-
nevel of their zppointment to jovernment. For the serme resson, the
cenerel mencer whose appointment he head to recommend initially, zlso
bog to meintain zllegiance to him or face the possible risx of losing
his job if he vizorously disssrees witn the (inister on policy matters.

o not ¢ wemoer of the board but cen

oo

ster
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The fact is thet if the [in
receive the borcrd’s report snd teile an independent position in viewing
objectively the zenerel policies of the orgenizetion, this misht tend

to reduce the chrnces of Liz interferin  unnecessarily with the <f y—to-

dey cdministretion of the enterprise.

A aumber of countries sre experimentin’ with the zppointnent of
bocres with mirzed membership. -u Tenye, ! embers of Perlizmernt, civil
servents and businessmen sre enpointed ezs directors of public enter-
orises. -n Jecdersl lligeric; civil servents predominete in number on

the board memberzhip, with top civil servants functioning es chzirmen.
“hile it io kein; contemmleted thrt more non-civil servants will be cp-
pointed, it isc »nlaised thet in future some civil servents shell countinue
to sit on the bosrds to protect the overmment's interest. Iun | icwestern

ioeric, businessmen snd other now—officizls zre sppointed zs bosard

nemvers, wita some Jovernme.t officiesls, representin  such ey repert-

neat 5 finrnce, Tconomic Plrimin, Trede end Tndustry, sitting os noi-

votin; bosrd memvers:; their responsibility bein thet of engurin thet
tie Lorsrd's policies zccord uwith the fovernment's cevelopuent objectives.
Thile there ere wmerits in toe andointment of civil servents orn the Joerd
of Tirectors, the suortcominys of suck cu srreangenent shoul” be luoun.

fmonzst such shiortcomin_ s eres

i - . > - * . . . . .
i) Cince civil servents have alreedy their civil service duties

N

P h]

to perform, they mey not be sble to spare enouzh time and
thou it for their edditionel essipment. They should uot,
therefore, noriuelly be gppointed cheirmern of public eunter—

nrises.
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{ii) ‘luer they zre appointed by office, they mecy zt times de-

lezate their duties to their subordinates or sssistants.

One of the advantsges of mixed membership zrrangement is thet while
the officials zre tryin; to ensure that the borrd’'s policies rzccord as
far as possible with nztional devélopment objectives, the other members
aye there to ensure that these policies zre also in line with the busi-
ness expansion end profit-making consideration - economic viability -
¢s well as being in line with the politicel and social aspiretions of
the péople. The civil service membership also enables the ! inister to
et early information on any decisions which are not likely to be in
the longi-term interest of the enterprise zid/or of the Stzte so that
he is able to brinz this to the notice of the sovernment for urgent
remedizl cction. The presence of the officiesls on the borrd 2lso mezns
thet the enterprise has "friends at court” to pursue their case at the
official level, whenever zny fincncial or other forms of sovernment
support are required; for these officizls zre now in a better posivion
to understand the internal operation of the enterprise. The arranpe-
ment also reduces the chances of officials operating &s external "watch
dogs" - 2 situation which breeds distrust in the relstionship between
these zovernment officials on the one hand, and the directors and
manzgement staff of the public enterprise on the other. It thus improves
the chances of the soverument and the corporction sersornel operating as
pertners in solving the corporation's problems, in planning its develop-
ment and efficient me¢nagement, instead of both pertners operating with

en imazinsry or real feelin’ thet 2 mester—-servant relstionship exists

betweenn them.

On balznce, the part-time directorship, consisting of experienced
businessmen from the private sector, possibly one or two political
leaders and some top civil servants from key departments like Finance,
Teconomic Tlevelopment, Trade and Industry, Agriculture, Ylorks and Trans-
port, appears to meet the business, political and developmert plan ob-
Jjectives which public enterprises are expected to pursue. It hes other

advente ges such as economy end the provision of scope for the initiative



on the mrizement staff of the corporation. Its adoption by & nusber
of Zfricen countries after the failure of a nunber of full-time polit-
icelly oriented directorship seems to indicate that, subject to local
molificetions, it is & system that hes a brisht future as & means of

povernment control of its enterprises.

™

Tor the system to operete efficiently znd avoid some of the pit-

fells of the former full-time Dozrds of Tirectors,; it migzht rezuire

ot

ne support of a number of institutions. Une ic the lencgement Service
Unit {discussed lster in this clapter) which can feed it with informetion
on tlie edministrative, azccountiny znd ficancial problems of the enter-
prise. This would reduce the need for personal investigations or in-
cuiries by individucl members of the bosrd into the activities of the
enterprise, siace such interference tends to irritate the manegement

end undermine confidence between the bozrd members and the menzsemernt
staffs Another supportinz institution is the Project Appreiszl Unit
{discussed in Chepter VI) which would sive thie borrd an objective zssess-—
mernt of the visbility of new projects and the regulzr or occesionzl eve-
luation of existinr~ projects. This would ensble the borrd to take full
eccount of serious economic coneicerations relatin to developmeiit pro-
jects without bein; carried away mainly by politicel and sociel consid-
er2tions. Another instrument whicii the -overnment could use to ensure
thet the Borrdsof Tirectors account adequately to the public sector
shareholders in the enterprises, is by a system of adequate reporting to
Parliament. As mentioned earlier, the system which appears to be common
to many English-speaking African countries is that of laying the annual
audit reports of the public corporations which are entirely government-
financed on the Table of the House of Parliament. For other enterprises
in which the pgovernment is in partnership with other investors, little
or nothing is reported normally to Parliament, on their activities.

The annual audit of these enterprises should also be tabled in the House
of Parliement. If the principle is accepted that in private enterprises
the annual report of a company goes to the yearly meeting of the share-—

holders for discussion, it is not difficult to appreciate the need for

the accredited representatives of the people in Parlizment to seriously
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debate the reports of the various enterprises in which the taxpayers'
money has been invested. It hes, therefore, been suggested that for
public enterprises in which the goverament has majority shares, the
annual report should not only be tabled but should also be fully
debated in Parliament. However, in order not to allow the debate to
degenerate into unnecessary questions of detail, the opportunity for
such debates should be provided when the periodic development plans

and the annual budgets of the public corporations sponsoring the esta-
blishment of these enterprises are being debated. This implies that
government accepts the principle of a national plan which integrates
the corporations' programmes with those of the government and its other
agencies. 50 as not to expose to the public gaze some of the business
secrets of these enterprises by means of parliamentary debates, certain
Members' Questions could be answered in writing by the substantive de-
paertments in advance of the debates and if necessary, with footnotes
that the Members concerned could meet the chairmen of the boards for

further information relating to their questions.

In conclusion, it should alweys be borne in mind that the real
purpose of government control of public enterprises is to ensure public
accountability without impairing efficient menagement. Therefore, the
relationship of public enterprises with various government controlling
organs should be clearly defined so as to avoid confusion and meddlesome-
ness. Areas of responsibility should be clearly delineated in order to
ensure co-ordination and consistency in overall planning and plan imple-

mentation.

L. Recruitment and Staff evelopment

(a) Staffing of Public Enterprises

The contribution which the effective performznce of the
employees of zn eutervrise mekes towards the success of the orpanizstion
is obvious. oy the best m: chinescould not produce goods znd services
utiless they ¢re properly operated by human beings; the 1ife expectancy

of these mechines would depend on the menuer of their operzation znd on



which technicians mzintein end overhzul them regulerly. Tecanicians
reguire the supervision of competent and 7uelified maintensnce engineers
to function satisfactorily. Tor es z fectory ouwner in Hiceria recently
discovered, the absence of a meintenance engineer {as distinct from e
production ernrineer) involved the factory in continuous plent breskdown
with consequent loss of men-hours of idle factory hands and of production,
until he heeded the advice of experts in the ligerian Industrial Tevelop-
ment Bankul/ The techniciezns find it difficult to maintzin the plant

anad machinery if the spere parts zre not ordered on time by those in
charge of the stores. As a govermment department in a West /frican

Stete came to rerlize, the zbsence of techiiically trained store-keepers
meant that vital spere pzrts for mechanical plent snd evuipmert resulted
in their lack of mrintensnce with cousecuent breakdown end non-aveilab-
ility for hiringz them out to the frrmers under the government's egri-
cultural development programme. The products of the enterprise heve to
be disposed of and competent salesmen with sufficient drive are needed.
Purchases, production, maintensnce aund sales programmes as well zs other
espects of administration heve to be pliimed and a forward-looking mana-

zement cedre is required.

Cerious attention should, therefore, be givei: to the administrative
frameworlk and procedure which would ensure that public enterprises are
able to recruit and retain the services of jualified, experienced,
competent and contented personnel who zre able to plan and execute the
enterprises’' programmes so as to enzble these enterprises to continue

to function zs viable and/or profiteble ventures.

n view of the fect thaet z number of public enterprises in Africezn
couritries were esteblished 2t a time when no compreheisive salzry
structures for most of the posts in these organizations were in exist—
ence, it wes not surprising thet z lerze number of key persomnel were

recruited with szlzries end conditions of service which were almost

1/ Orews, .70.: leport of the Public Administrztion !ission to

Giperis (170-32C), p. 25.
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entirely personal to them. These were usurlly determined according to
such factors es the bzrgeining power of the individucl officer, his
relastionship with influential members of the Boerds of Tirectors or the
man:zement and his previous position and salary. /After being employed,
his pregress in the service depended sometimes on his performence on

the job or on his relationship with influential members of the overn-
ment end the Board of Tidrectors. This situation tended to weaken the
morale of the less favoured ;roup and tended to encourecge them to spend
more time on meintaining good relationship with influential directors

enid senior menegement staff rether then concentroting oun improving their
performance on the jol.. However, at the wmiddle end junior levels, selary
scrles and other coiditions of service tended to follow the civil service

1/

level .~ Or: the whole, at ¢11 levels, the opportunity for advencement
witihin the service tended to depend on the size of the or_znization ernd
its scope for expension. 7or steff with similar b:chizrourd, competerce
and responsibilities iu different enterprises established by the sene
covernment,were not usually offerec the seme remunieretion, perticulsrly
2t the ni-her level. Per-uisites for senior steff i the form of free
housing, electricity, water 21.d transport constituted a considereble
finsneizl burder. on tue youny enterprises. These percuisites bore very
little relstionship either to the conditions of emplovment in the nublic
service or in similar privete enterprises. 7Once the staff of one cor-
poration were _iven tuese perruisites, other corporations followed suit
and soon every iew public enterprisc took its cue from the oicd members
of the group. The side effect of this system is that in some cases it
has become a means of getting senior staff to support some influential
directors in the implementation of certain decisions which are not in
the best interests of the corporation. How, for instance, can a chief
accountant of a public enterprise be firm in the performance of his
duties after he has accepted irresularly the furnishing of his private

quarters at the corporation's expense 7

S—

l/ UNECA Report of the Seminar on the kanagement of Public Enterprises,
Bizerte (Tunisia) (1%59-0L), 3-20 December 136C, p. 24.
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Because of the historical accident surrounding the establishment
of some of these public corporations in that they had their early start

during the colonial era as government departments, e.g., Electrici De-

partment, or the Water Nivision of the Department of Yorks, when they
were converted into corporations, the former civil service staff were
automatically taken over by the corporations. This and other factors
including the need to provide the employees with security of tenure of
office, led to the introduction of civil service pension and other
retiring benefits ipso facto, into the corporations' services as well

zs civil service regulations for handling personnel matters. Although
these have the advantage of giving the employees greater security of
tenure, particularly under conditions of undue political interference
with staff matters, nevertheless they have some disadvantages. One is
that the regulations make it difficult to take quick and effective disci-—
plinary sction against employees, particularly those in the ﬁfoduction
department. A production manager, for instancc, cannot take disciplinary
action on the spot against an offending factory or field worker as his
counterpart can do in a private enterprise establishment. The result is
that discipline cannot be adequately enforced and production targets are
thus adversely affected, particularly if the offending employee has con-
siderable influence over his colleagues. The second disadvantage is
that some of the staff feel too contented that no matter what their
standard of performence is; as long as they can just do enough to keep
out of trouble, they are assured of comfortable retiring benefits at

the end of their career. There is very little incentive to attain a
hish standard of performance in order to retain one's job in the event
of any reduction of staff as a result of a contraction in the activities
of the enterprise — as any private enterprise employee would try to

attain.

These remarks are not meant to discredit the system of applying
civil service regul:stions to public enterprises but they are only meant
to show that there are circumstances peculiar to a number of public

enterprises in Africa and which have their advantages and disadvantages.
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They are also mentioned to emphasize the point that far too often those
who make the case that public enterprises are short of qualified staff

because of poor conditions of service, tend to gloss over the existence
of the civil service security of tenure for public enterprise employees.
It is also not sufficiently stressed that these conditions are not quite
conducive to the growth of dynamism in business which can support the

case for the payment of substantially extra remuneration over and above

those paid to their civil service counterparts.

The recruitment into the public enterprises has been a source of
problems to the efficient management of these organizations. The
varying recruitment standards adopted by the enterprises are reflected
to some extent in the different views expressed by the members of the
Boards of Nirectors. Some of them hold the view that public enterprises
are purely social services which are supposed to offer employment without
any reasonable limit even if they are operating at a loss, and that it
is the government's responsibility to subsidize the enterprises automa-
tically. Other directors believe that as long as the enterprises manage
to balance their budgets, as social service projects, they should not
be subject to government's review or control. A few othergconsider
these enterprises as economic projects whose employment policies should
be in line with those of private enterprises and, as such, should be
based on profitability and viability. It is those who belong to the
first school of thought whose policies create problems for a public enter-
prise if they manaze to have a controlling voice in its management. Jud-
ging from reports of studies and of public commissions of enquiry into
the administration of variocus public enterprises in some African countries,
there is evidence that a major factor responsible for their failure is

the employment of redundant staff, usually in large number.

One main reason for this is that with the system of budgeting in
the civil service which specifies the number, type and the remuneration
for each post in the case of permanent staff and providesa block sum for
the employment of daily paid employees, any civil service head of depart-
ment who employs staff in excess of the provision in the approved annual

or supplementary estimates renders himself automatically liable to sur-
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cherge. This is why it has been difficult for some political leaders
and other influential persons in the community to use thekpublic service
as a dumping ground for the unemployed. The public enterprises offer

a line of least resistance in this respect for the following reasons,
One is that their budgets are not usually approved by Parliament where
they could be subjected to parliamentary debate. The Minister or the
Cabinet approves the budget usually several months after the beginning
of the financial year and some of the ma jor provisions are zutomatically
approved; particularly if they have been previously discussed in high
political circles. The second reason is that the existence of full-time
Executive Directors, especially those specifically assigned with Admin-~
istration, leaves very little room for the general manager and his mana-
sement staff to exercise discretion and control over employment in the

same manner as the head of department does in the public service.

There is also the point that since the public service has schemes
of service setting out qualifications and experience recuired for ap-
pointment to each post, any irregular appointment of uncqualified candi-
dates could be the subject of audit surcharge against the head of depart-
ment. This makes it difficult to push in unqualified relatives and poli-
tical party supporters into the public service. In contrast, because
of the fact that up to recently there were very few (if any) such
schemes of service for corporation staff; there was little difficulty
in using public enterprises as avenues for such irregular employment.
The result has been that while there are some public enterprises’
employees who are quzlified and competent in their jobs, there are also
2 large number of politically appointed staff in key positions who are
neither qualified for, nor effective in, their jobs. Since the latter
are usually able to dance around the members of the Boards of Rirectors
and other political leaders, it is not surprising that they manage to
set more rapid promotion than their qualified and efficient counterparts.
This is one of the features which weakens the morale of the service and
dampens the enthusiasm and initiative of the more competent staff, with

detrimental effects to the development efforts of the enterprises.
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ithat is interesting is thet these irresular appointments and
promotions are defended with the argument that the beneficiaries are
"dynamic" and that dynamism is the main criterion for advancement in
service in private enterprises. The point is then forpgotten that even
in some private enterprises where high educational qualifications are
not insisted upon as a condition of recruitment to certain posts,
nevertheless, relevant previous successful business experience and/or
technical competence are recuired for appointment to management poéi~
tions. In addition, after recruitment, such staff are expected to use
their dynamism to promote the profitability of the business either
through improved productivity, sales promotion or greater economy in
management. Unfortunately, most of the irregularly recruited and/or
promoted public enterprise staff usually do not have these results to
show for the dynamism which they claim to have. This is not surprising
because since many African countries have only recently embarked on the
establishment of large-scale infrastructural, industrial and agro-—
industrial projects, in which their public enterprises are engaged, it
is not difficult to appreciate why most of the politically appointed
public enterprise staff who do not have administrative, professional or
technical qualifications, also do not possess previous on~the-job ex~

perience which is related to their present assignments.

The other problem is that in some countries a stage was recently
reached at which the public enterprises were not only attracting manage-—
ment staff from the government but were also engaged in cut-throat com-
petition among themselves by offering the employees of other corporations
unduly high salaries to attract them to their respective services. This
has led to a distortion of salary structure of the orzanizations to the
detriment of their financial interests. Tor once the salary structure
is disrupted at the top, the salary scales at the lower management and
intermediate levels tend to follow suit and in the end, the public enter-
prises concerned find their personal emoluments bills too high to enable

them to function economically.
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It is in appreciation of these problems that a country like Tanzania
has taken two major steps. One is the establishment of a machinery to
control the movements of staff between the public enterprises in order
to ensure that such movements are in the best interest of the organiz-
ations. The other step is to regulate the levels of remuneration in
the public enterprise services at a level which allows a reasonable
marzin above those payable to their civil service counterparts in order
to provide scope for such initiative and drive as are required to develop
the enterprises;A that is important is the introduction of a system into
the payment of these remuneration. [Nigeria went further to undertake =z
wholesale review of the remuneration of staff in the federal public
corporations. This resulted in scaling down these remunerations to
levels comparable with those in the public services. Objections hzave
been raised imx some quarters that this policy does not provide scope for
the recruitment of candidates with initiative to assist in the rapid
development of the enterprises. Perhaps,; this is one of the reasons

why the matter is beins re-examined by that government.

It may well be that the Tanzanian approach will merit the consicd-
eration of any government which intends to introduce a system into the
remuneration af public enterprise personnel. For other things being eguzl,
there appears to be a case for giving riualified and experienced corpor-
ation staff slishtly hizher remuneration than their civil service counter-
perts to encourage them to put in their best (beyond the normal routine
task performeince), in the development of the actitivities of their re-
spective orgaiiizations. Lowever, this would be on the understanding that
the public enterﬁrises are prepared to ensure that only candidates with
basic quelifications and/or relevant experience are recruited and on a
competitive basis. For i{ the enterprises are to succeed as viable
units, the best availzble personnel shoulcd provide leadershin for their
various departments. 1In an attempt to achieve this objective, iner:ia
hes recently established Corporations Service Commissions at both tnc

3

nationzl end state levels to handle centrally, the persounel admiristro-

S

ticn of all ernlo public corporaticits, iuacluding recruitment,

cromotion 23l ciscinline,



- 178 ~

povers as the Public Service Commission. One other advantage of these
institutions is that the system would facilitate occasional inter-
enterprise transfers, particularly of senior staff, and thus increase

the avenues for advancement for experienced and hard-working employees.
(b) Training

Turning to the question of training, it has to be accepted
that in many African countries many large—-scale public enterprises have
been established only in recent years and they require personnel with
a wide range of skills, professional and management training. It may,
therefore, be too much to expect that all the areas requiring training
or re—~training could be identified and dealt with in the very short
run. ‘hat could then be a realistic approach would be to identify the
areas of critical manpower training needs and to concentrate efforts
on each of them at a time. For this purpose, each of the large public
enterprises might require the services of a trained Staff Development
Officer who could work in concert with the lfanagement Services Team
(mentioned later), in pinpointing such bottlenecks in the different de-
partments of the enterprise as are mainly responsible for poor performance
of the employees. A group of small enterprises could jointly employ the
services of a full or part-time staff development consultant to advise
them on this subject on the basis of continuous or occasional (but re-
gular) manpower utilization and training surveys. Alternatively, the
government could employ such a consultant and provide him a central base
in the same organization as the lManagement Service team to render regular

service and advice to a group of, or all, its public enterprises.

It is doubtful if sufficient attention is devoted to the task of
manpower development in public enterprises in a number of African countries
south of the Sahara. For instance, although at an zll-African Seminar on
Public Enterpri7es organized by the United llations Economic Commission for
51

Africc in 1253~ "concern wes expressed at the shortaze of Accountznts in

1/ TUNEC.L Report of the Seminar on the llanagement of Public Enterprises:
Bizerte (Tunisiz) 9-20 December 1955: ob. cit., p. 23.
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African countries and the Lconomic Commission for Africa was requestsd

to assist member States in the establishment of institutes to set standais,
provide courses and otherwise ensure the provision of adequate numbers of
trained auditors and other scarce professional cadres", nevertheless so far
only a few countries have taken serious steps to provide facilities for *he
training of accountants, particularly for public enterprises. In fact, some
of them have established professional training courses within their respective
countries. It is, however, discouraging to observe that other countrieg are
leaving the problem to solve itself over a long pericd by means of overseas
training for professional accountants who return home in very small numbers.
The manpower shortage in this field is so serious that in one country the
public enterprises are busy encouraging the few available professional acconrn--
tants to break their training bonds with the government by offering them
salaries which are about twice the amounts which the government is prepared

to pay them. VWhat is still more interesting is that these enterprises have

no programme for training their staff to meet this manpower shortage. The
shortage of accountants has been used as an example because it is mentioned

by many observers that one of the reasons why some of the public enterprises
run into financial difficulties is that they have no qualified accountants

who can use up-to-date cost accounting techniques to evaluate the production
and management unit costg of their products at regular intervals. It may well
be thit if these evaluation exercises were carried out and the results brought
to the notice of the Boards of Directors at their regular meetings, they might
have been able to appreciate better the need for more prudent management
approach to the administration of these enterprises.

Whatever areas of training needs are identifiled, it has to be appreciated
that each enterprise has its own peculiar staff development problems as well
ag those which 1t has; in common with other enterprises. For its own peculiar
needsg, the enterprise may have to rely partly on its internal programmes, for
on-the—-job training, especially in the technical field. It may also do this
with the assistance of similar private enterprises in the developed countries,
particularly those connected with the government's partiners or with the managec -
ment agents appointed for the enterprise. This is why it is important that
in selecting these agents care has 1o be taken to appoint those who can
adequately provide such training facilities over a long period after the project
has gone into production; for training has to be regarded as a continulng

process. For such more general forms of training, as counnected with the
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management staff at the different levels, it might be more economical

and profitable for the public enterprises to zo into partnership with

the private sector in the establishment of management training centres

or institutes with the possible support of an international organization
like the International labour Orgenization. Countries like Higeria and
Xenya have adopted this approach. One advantage which is obtained by
this partnership is that in the attempt to achieve maximum efficiency

in management as a means of maximizingz their profits, private enterprises
tend to invest more in obtaining information on the latest innovations

in management techniques. The public enterprises would, therefore, gain
from the exchange of such information through the establishment and part-

dcipation in the courses provided by a common management training centre.

In conclusion, it might be emphasized that if public enterprises
want to achieve viability and profitability they should orient their
personnel and training policies more and more towards those of private

enterprises in the fields in which they are respectively engaged.

Se Management

As reports of commissions of enguiry into the administration of
"corporations and enterprises in some African countries have revealed,
financial mismanagement accounts for a considerable proportion of the
failures of these organizations. In most of these countries, the go-
vernments are at present satisfied with receiving published annual re-
ports and audited accounts of these orzanizations which are usually
prepared nine to eighteen months after the end of the business year in
guestion. These "post-mortem" audits have been found to be fairly in-
effective in checking abuses in the use of the organizations' funds and
property. Certainly this arrangement makes it difficult to recover any
losses or funds irregularly spent from those concerned. It is in ap-—
preciation of this defect that countries like Zambia have established
Central [lanagement Services and Inspection Units and Federal Higeria,
an Accounting Inspection Unit (based in the Feceral linistry of Industry).
The main function of the units in Zambia is to carry out regular inspect-

ions of the financial and other business records of all public enterprises
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and to submit their reports to the chief executives of the substantive
corporations, who if necessary, can bring the very serious aspects of
the reports to the iiotice of the Boards of Mirectors. Without the
services of such 2 unit the members of the Board of "irectors of the
public enterprises cre not in 2 position to know of eny melpractices
;0ing on in the dey-to-day administraztion of the enterprise. TIven
where some of them get intelligence informatior. of such 2 phenomenon,
they are not normally in 2 position to carry out det:iled inspection of
the records durinz their occasional meetin>s. “hzt is more, if such en
ed hoc inspection is zttempted, the suspicion which the exercise rzaises
may destroy the confidence which exists between the borrd 2nd its mana-

zement.

Tor these ¢rd other reasons, it would be useful for each zovernmeat
to consider estcblishinz = Public "nterprise i.cznzzement Service, menried
by specialists in Jrjenization end wenagement (J & ) znd professional
accountants with experience ¢nd training in organization zrnd management
work. This Service should conduct a planned administrative review of
the orgenization and mans jemert of public corporations aznd enterprises,
as well s advise and assist in planninz and orjsrnizing such new organ-
izations. A planned review envisezzes the scheduled appraissl of the
structure, procedures aiid management practices - the orjsni-ztion end
management - of public enternrises, to measure their manzzemei:t effect-
iver.ess and overall performance, with # view to achievir; improvement.
Tt will zppreise indecisions, delays, wast:ges, anrnd seemingly bed de-
cisions as well rs complaints znd criticisms. 't will znzlyse plans,
periodic statisticel reports, budgets, staunderd costs, actual results,
end the formal means of rating, promoti.:, ¢nd commurication betwveen
menatement arnd employees. It will seek answers to ¢ lot of cuestiouns.
Are objectives and policies stated clearly, made inowr. to znd understood
by thcese who would cerry them out 7 s the division of work lo ical,
epproprizte and ecuiteble ~ Are lires of authority eznd workin: reletion-
ship s well as duties and responsibilities cleerly defined ead under-
stood by =11 concerned 7 Are there zcequate deceuntrzli-atior. end dele-

Zetion so thet timely decisions are mede, znd cction tzlken, at the lowest
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possible level, where znd when needed © Are work procedures end forms

simple znd sound zs to encble better use of maznpower, skills, mzterials,

>

facilities end other resources Lre there comprehensive and ecuiteble

performarice stendards for cuantity end juality of production ° Is there
a2 planned prosrzmme for effective eppraisal of results, e.z., audits,
inspections, statistical studies and reports ~ Is there effective per-

sonnel administration, includingz equitable position classification end

-~

salary scales as well es personnel training end development How sound

cud effective is the menagement of supply, forms, registry ziid archives,

property aud space Is work simplificetion encoursged zn a climate

of contiriuing improvement fostered = low sound are the budgeting end

2

accounting systems and the overall financial menagement

The time schedule of zppraiscl could be established by = raffle
so £s to give rno reflection on the menagement #nd performance of zny
eiiterprise. T“nterprises drewing numbers 1, 2 and 5, etc. shall be
examined in thet order, accordin: to the schedule; when the first round
of review has been completed, the succeeding rounds will follow the same
secuence. The gozl should be that each enterprise should be appraised
&t reasonebly resuler intervals. All the reports of the Public "nter-
prise I‘anagement Sfervice should be submitted through the chief executive
of thlie substantive corporstions snd companies for the simultzneous con-
sideration of their Bocrds of Tirectors. The authority in whose juris-
diction this service is plrced should report to the Cebinet (throuzh the
substznitive department), cases where the consideraztion of recommendations
of the service hzd not been made within three months of their submission
end where there is undue delay in the implementztion of accepted proposzls.
As z supplementery or complementary action, the auditors should be required
to refer to the service what they consicder need eppropriate studies within
its province. The service itself may undertzke promotional activities to
encourage public corporations znd enterprises to take adventege of its

experience and expertise.

In order that this unit should occupy an independent position similar
to thet of an zudit organization, it is sugzested that it should be placed

=)

in either the Tepartment of Tconomic Planninz or Finance, whichever mzy be



suitable to the country concerned. In countries which carnnot afford to
heve a Centrel | anzgement Service for the Public Services and z separate
Public "nterprises l'enegement Service, because of its size and economy,
one Centrzl ! znzgement Service mzy be cherged with the responsibility of

performiny the work of the two.

To maxe the [ ancgenent Sfervice Uiiit to function efficiently, it is
necessery thet it should be guided by 2 set of rules and rejulstions.
it has often been said that beczuse public corporations and enterprises
ere operating on ¢ commerciesl brsis, they should not be constrezined in
their operations by rizid finencizal reguletions similer to these used
by sovernment. ‘Thile one ajrees to some extent with this stetement,; the
fzet has to be recoinized that in privete business orgari-etions the
mane ging directors of the biz compznies or the proprietors of the smezll
business houses, who have financial stzkes in these enterprises, zre

¢

zlso in e position to influence their dey-to-day manzgement. It is,
therefore, not difficult for flexibility to exist side by side witn
efficient finencisl menegemerit. Twven with this flexibility, most lerse
public companies hzve certain rules such ¢s the non-pryment of lare
sums of money by cash znd rules covering such subjiects cs the control of
the use of company property. In contrzst to this, the situation in the
public enterprises in which the government hes substantiesl sheres is tuhat
the generzl attitude seems to have developed in the developin: countries
thet the investment in these institutions is not the personel property

of any individual,

it is then not surprising that irrejular finznciel menes sement »ssumes
¢ magnitude in  these public institutions which is rerely ecuszlled in
private companies, zs has been revealed by & number of commissions of
encuiry. ieither is it difficult to zppreciate the need for the jovern-
ment to meke some brordly outlinedfinancial reguletions for 211 its public
enterprises, especizlly for the control of administretive expenditure.
Such rezulctions could cover the procedure for meking bulk purcheses of
the meterizlis zud for the disposal of the products of the eanterprise.

i

These reguletions would ziide the mens jement of lhese orgenizations and
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enable the [znagement Service Unit to relate its cueries to specific
reguletions. This subject would appear to merit serious consideration
beczuse firms of zuditors hired to zudit the zecounts of public corp—
orztiors hrd 1in some cases given en excuse for not querying some irre-—
sulzrities which were subsequently discovered by commissions of enquiry;
the excuse beinz that in the absence of financicl reguletions, they could
rot professionrlly cuery eny expenditure which hed beeun duly authorized

1
bv the competent authority in 2 corporation.—

_f the unit is established it might find the following procedure

2/

aseful operational instrument:—

W
1
o

(i) An internal system of control could be established including,
e.g., measuring costs against performance and measuring pro-
ductivity either in terms of scientific designed standards

or ag=inst past performences.

{ii) Comparisons of expenditure on selected goods and services in
similar enterprises could be made and budget estimates ear-
marked against the various enterprises. Performance analyses
of groups of public enterprises with comparable functions

could also be made.

{iii) A detailed classification of expenditure and costs could be
prepared, to enable effective cost—control to be undertaken
by the use of standard costing. The "principle of exceptions'
or "manzgement by exception”, could then be used and variances

from norms as set up within the organi-ation carefully analyzed.

(iv) The staff complement, especially the ratio of supervisors to
operatives; in the organization should be kept under review

and variations in the level of wages and overtime, the rate of

l/ HEC, Tenort of the Leaminzr on the Tole of Public Tuterprises i

Planniz:; -3 Plan Implementation, Mauritius, 15-70 Sentember 136-,
Paper by ‘‘rewa, G.J. and Mr. Mazinge, I.P., op. cit, pp. 1-10.
g/ UHECA Report of the Seminar on the Hole of Public Enterprises in

Planning and Plan Implementation, Mauritius, 15-26 September 1357,
op. ¢it., pp. 25-29.
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absenteeism and contracts and payment for services at

different levels of operation should be analyzed.

(v) A careful and regular review of inventory levels for

materials and finished products should be established,

{(vi) Meaningful monthly, quarterly and annual reports should
be prepared and a carefully built-up performance evaluation
should be made based on different levels of achievements,
which must be related to the goals and objectives of the
enterprise. Performance data may include an analysis of
cost production, relation of overhead charges and their
growth to the levels of sales or of expenditure. It is
important to ensure that correct evaluation standards are
set as wrong yardsticks may mislead and create false im-
pressions. The monthly reports should be utilized prin-
cipally as a tool for management, while quarterly and/or
annual reports should be addressed to Boards of Directors
and the responsible Ministers and supervising authorities.
It is essential that the reports should be co-ordinated
both horizontally and vertically and should be made available

as appropriate to the auditors for comments.

(vii) The government should clearly indicate to the external au-
ditors the type of reports and information which they re-
quire to ensure a full coverage of normal auditing and

budget achievement analysis.

The foregoing review exercises have not yet been specifically
directed to the public enterprises in which the government has substantial
or minority shares but which are under the administration of management
agents or built with supplier's credit/contractor finance. So far, in
many countriss,; the management agents have been given a considerable
amount of freedom to determine employment policies. Where the management
agents have substantial shares in the capital of the enterprises they
usually do their best to ensure that they are properly managed and that

their employment policies are efficiently and economically oriented in



the quality, quantity and remuneration of the staff. This is natural as
they are anxious to make profits for the shareholders — they and the
government. In fact, the management agents are often reluctant to keep
abreast with the levels of remuneration in the public service, particul-
arly in the agricultural and agro-industrial projects; as they consider
the levels too high for the maintenance of the viability of these pro-
jects. They usually try to tie themselves to the levels of remuneration
in similar enterprises in the private sector. ‘hile a plantation owned
by a government corporation in one country was paying the field workers
about US:1 per day, in a neighbouring plantation in which the government
had about half the shares, the management agents and partners insisted
that they could not afford to pay more than 30 cents per day if the pro-

ject was to maintain reasonable viability.

The problem, therefore,; is mainly in the control of management and
employment policies of "turn-key" and other projects in which the mana-
gement agents have the minimum shares and do not consider that they have
much to lose if the business fails. If the management agents are ex-
patriates (zs they usually are), they compromise the staffing policy
first by importing a large number of unnecessary senior expatriate staff
whose transportation, housing and other perquisites in addition to high
internationally oriented salaries constitute an unduly heavy burden on
a young enterprise trying to establish itself. To obtain support for
this irregular practice, the management agents are prepared to accomod-
ate some of the local leading perscnalities in recruiting their relations
irregularly, in terms of cualifications and numbers. In the end, if the
enterprise fails partly as a result of poor personnel and management
practices, the management agents are the first to place the responsibility

entirely on the local politicians,

These are some of the problems with which a number of African coun-—
tries are still trying to wrestle. While no set solutions can be pre-~
scribed, one or two suggestions might be useful. ©One is that to forestall
any excessive employment of expatriates, when the lfanagement Agency Agree-—

ment is being negotiated, specific provision should be included on the



number of posts which expetriate staff would fill and the duration

of the contract of each of them and if necessary, the possible salary
ranges as well as allowances and other perquisites to which each will

be entitled. These could be roughly calculated and their projected
costs included in the feasibility study report to form a basis for
determining the profitability or viability of the project. The agreement
should also include the schedule of posts which local under-studies or
counterparts would held, including the programme of the formal and
on-the-job training as well as the possible dates when they should take
over specific senior posts in the organization. Their projected remun-
eration should also be included in the cost projection of the project.
The reason for this suggestion 1is that management agents, sometimes
under the pretext that there are no qualified indigzenous staff to take
over from expatriates, tend to extend unduly the contracts of expatriate
staff at an unreasonably high cost to the enterprise. Another advantage
of the proposal is that the cost projections of hiring both the expatriate
and local staff would provide guidance for the future regulation of re-—
muneration in the establishment, instead of placing the directors in a
situation where the management apgents would have to coerce them into ac-
cepting expatriate staff at unnecessarily higher rates of remuneration
with the excuse that it is difficult to find alternative candidates at

more reasonable salaries.

A means of introducing and maintaining an equitable and prozressive
system of salary and wage structures for these enterprises is to obtain
information on the current salaries, wages, and perquisites payable to
the emplovees of existing private enterprises in similar or related
fields within and outside the country (preferably in neighbouring count-
ries), for use in drawing up the schemes of service for various public
enterprises in which the government has substantial shares. Then obtained,
it would be useful in the preparation of personal emoluments projections
at the time when the feasibility study report of new projects are beiny
prepared. If the schedules are revised regularly in the light of current
information, it would help in ensuring that salary and wage levels in the

various public enterprises are kept in line with other competing indu-
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stries within and outside the country. In addition,; the government should
resist any attempt by the management agents to induce it to guarantee
loans in excess of the proportion of government's shareholding in such
joint enterprises. In many cases in the past, these agents had saddled
various governments with excessive liabilities in the form of foreign
loans received with government guarantee. The activities of machine-
peddlers should be closely watched by every African government. These
machine-peddlers are usually only keen to sell out-moded and often un-—
serviceable machinery at exorbitant prices without making adequate arran-
gements for the provision of maintenance and spare parts or the training
of local staff to operate them. Iees for nanagement service should be

based on profit and not, as hitherfto, on production.

6. Feasibility Studies

As experience in many African countries has shown, many zovernment-
sponsored industrial and agricultural projects have failed because of the
lack of proper pre-investment feasibility studies. Soon after independ-
ence, many African governments, in their anxiety to achieve large-scale
industrialization of their countries, did not give themselves sufficient
time to carry out feasibility studies; they also did not have sufficient
qualified indigenous experts to advise them on what projects were viable
or not. As a result, new foreign entrepreneurs and advisers (usually
from places outside the former metropolitan country), deliberately or
otherwise, prepared feasibility studies without sufficient knowledge of
local conditions, e.g., market potentialities. Some of these foreign
entrepreneurs, not being sure of the viability of the new projects, were
often reluctant to take substantial shares and were content to assume
the role of paid management agents, the fees for whose services were
often based on production rather than on profits. Such projects varied
from government plantations to glass factories and o0il refineries. In
the case of agricultural projects, such factors as over-capitalization

and the payment of high salaries and wages contributed to their failure.
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As regards industrial projects, over-capitalization, excess capacity in
relation to the internal market for the products, overstaffing with
hipghly paid management staff, and poor financial management all contrib-

uted in one way or the other to the non-profitability of the projects.

As far as public utilities are concerned; the main criterion for
the establishment of a scheme and the point which a feasibility study
should bring out is the viability of the scheme. The basis of viability
is the ability of a scheme to generate enough revenue from its customers
not only to meet its recurrent expenses but also to cover the annual re-
payment of any loans raised for its construction, as well as the depre-
ciation allowance and renewals fund contributions. Often; because re—
liable feasibility reports are not available, government and public corp-
orations establish public utility projects which are not viable for se-
veral years either due to size or location or for such other reasons.
Sometimes, this is done with the excuse that these are social services
and that the question of viability should be regarded as secondary. A
corporation which has such projects is caught between two fires: on the
one hand, it is told by the government that it should be self-sufficient
in financing its capital and recurrent budgets and maintain the viability
of its projects, and on the other, it is forced into a situation of being
involved in a number of "pure service" projects which have no consideration
for viability, e.g.; electricity plan, VHF telephone service in isolated
villages. The only reasonable course open to a corporation in such a
situation is to ensure that it gets government's indication well in ad-
vance of the plan period about its proposed priorities in the establish-
ment and expansion of public utilities in the country. Within the con-
text of these priorities, the corporation should then commission feasib-
ility studies of as many projects as possible. These reports should form
the basis of the development plan of the corporation described above.
The availability of a large portfolio of viable projects would greatly
help the government and the corporation concerned in deciding the

priorities.
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The staffing functions and the modus operandi of the Project Ap-

praisal Unit which has responsibility for undertaking feasibility

studies for government departments and agencies (including public enter-
prises) have already been mentioned. In order to strengthen the hands

of the officials of supervising departments and of the public enterprises
concerned in the support which they give to the recommendations of the
Project Appraisal Unit in respect of feasibility study reports, the

need might arise for the establishment of a Project Review Committee.

For it is appreciated that one of the reasons why some governments will
not give full support to the views of their technical experts, in the
field of agricultural and industrial development, is that sometimes

the experts do not take sufficient cognizance of the social and political
implications of their recommendations. For instance, there mizht be

the tendency, purely for economic consideration, for recommending the
concentration of projects in a particular area which is fully supplied
with infrastructural services like water; electricity and port facilities.
In order to provide an institution which is not too politically involved
but yet sufficiently close to the government to appreciate its policies,
it is recommended that each country should have a Project Review Committee,

whose role and composition are dealt with in Chapter VI.



CHAPTER  VIII
FINAKCIAL INSTITUTIONS

1. Introduction

Basic to the concept of the so-~called "vicious circle of poverty"
thesis in developing countries is the inadequacy of financial ins-
titutions for mobilizing savings for productive investment. Even in
instances where there is excess of income over expenditure, a lack
of corganized savings institutions for mobilizing such excess funds
generates a propensity to consume which, in turn, reduces the level of
savings. This is a phenomenon that can be true of any country in
whatever stage of development; consequently, the development of savings
institutions has become one of the basic pillars of policy for provi-

ding resources for economic growth,.

Co-operative societies, trust and credit unions, thrift societies
and other financial intermediaries are typical of institutional arrange-
ments in the primary stage. For the nation as a wholey and to meet
the requirements of a modern and complex economy, planned development
of the financial and monetary system must necessarily attain the
highest possible level of gpecialization in much the same way as
efficient performance in the production system 1s a function of specia-
lization. As economies advance, it becomes obvious that commercial
banks alone cannot cope with the investment needs of agriculture, indus-
try and commerce; financial institutions required for special purposes
such as agriculture, small enterprises, housing, etc., need to be
fostered and brought to bear on the development process. The fostering
of institutional arrangements should also be accompanied by the esta-
blishment of facilities Ffor projects appraisal and viability studies
designed to aid potential borrowers. Development institutions should

seek congcicusly to bring business plans to fruition through the
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involvement of essential management competence, and governments might

well need to provide a generous subsidy in the early days.

2. Savings Institutions

Within this group of filpancial institutions, commercial banks
are best known as savers' depositories. They offer the public a
variety of obligations in form of savings and time deposits and
provide customers with facilities for using their current income to
acquire financial assets., Because of the rudimentary nature of non-
bank financial intermediaries, commercial bank credit is essentially
of short-term nature, restricted mainly to providing working capital
requirements of customers. For developed economies which have alter
native financial intermediaries of specialized nature to supply long-
term capital, the short-term nature of commercial bank credit can
be accommodated. However, in developing countries where facilities for
medium and long-term financing are inadequate, the result is that a
critical credit gap develops.

Insurance companies, especially life insurance companies, play
a vital role in mobilizing savings and preomoting financial markets.
Life insurance companies accumulate large amounts of personal savings
through the sale of 1life policies. Two important characteristics of
savings through life insurance are that such savings are contractual
and regular, and of long-term nature; because of their long-term
nature, these savings are available for long-term finance.

It is essential that this form of savings should be vigorously
encouraged in developing countries, not only because their capital
needs are urgent, but also because of the social and security benefits
of life insurance. Steps should be taken to popularize life insurance

through education, especially in the rural areas, and through exemption
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from tax of life insurance premiums., Life insurance companies should
be encouraged and induced by legislation to invest the hulk of their
resources within the country in long-term assets in form of securities,
equity shares, debentures and govermment stocks. In particular, steps
should he taken by developing countries to discourgge the transfer of
resources. OFf late, a number of countries have insisted on local
incorporation of insurance companies and have also instituted arrange-
ments for re-insurance with a govermment-backed insurance body. The
fluidity of insurance funds, fér example, from one market to the other,
especlally the developed markets of the world, has made developing
countries particularly vulnerable to instability in fund movements.

The result has been that developing countries try to exercise control
over such flow of savings from their countries to another, since they
themselves need such savings for their development. In Nigeria, under
the Insurance Miscellaneous Provisions Act, 1964, insurance companies
are required to invest in Nigerian securities at least two-fifths of
all funds received from the risk insurance in the country during any
financial year, and at least, one quarter of such investment must be

in government stocks. Under appropriate conditions, it would be desi-
rable to require insurance companies to invest a high proportion of

the insurance funds collected in a develcoping country in that country,
However, in fixing such proportions, other investment opportunities

for insurance funds should be taken into consideration., In countries
where long-dated securities are not available, or not readily avail-
able in sufficient quantity and reasonable yields, it would be up

to the governments concerned to devise a mutually beneficial arrange-
ment bearing in mind the capital requirements of the countries and

the need to employ life funds profitably.
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Natiornal provident funds and other sccial gecurity schemes,
such as contributory pension and social insurance, are designed
to solve a basic social problem - that is, provision for old age or
for dependants in case of death. But the development of these schemes
has important implications not only for the insured worker but for
the economy as a whole. In view of the many barriers to the promo-
tion of voluntary savings in the developing countries, this form
of savings is particularly suitable for the low income group. Given
effective organization and management, national provident fund and
other social security schemes could become major sources of investible
funds in the developing countries. In Nigeria, the Natiomnal Provident
Fund was established in 1961 and by 1970 the total net contributions
amounted to £33.2 million; the fund is now the largest single source
of long~term savings in the country and the largest single holder of
government stocks.

Building societisrs are highly specialized institutions; the main
function of the socileties is the collection of small personal savings
and long-term investment in private housing loans on the security of
houses and land., In developing countries, most building sccieties, or
housing development boards, or corporations are government inmstitutions;
since there are hardly any private institutions to meet the credit
demand in the housing sector, governments will have to establish these
institutions to provide finance for housing developments.

Premium bonds, savings certificates, and stamps are all savings
instruments designed mainly to sewyve the needs of small savers, Premium
bonds, because of their lottery feature, are especially attractive
to the low income group. These three institutions were established
in some countries in West Africa in the early sixties and have helped

to some extent in mobilizing the resources of smalil savers.



3. Investment Institutions

-

The objective of development hanks is to provide medium
and long-term finance for productive investment.
Ievelopment banks in developing countries should not be content to
serve merely as banks but as development agencies; the dual nature
of their function calls for a combination of banking and development
criteria for guiding their lending and investment policies. There
might well bhe projects which are "bankable" but which may not satisfy
the criterion of "development" from the point of view of their priority
and economic significance. Unlike other financial institutions for
which earnings are the exclusive test of economic efficiency, develop-
ment banks need not reduce all the ingredients of investment decisions
to a single measurable standard. As banks, they are primarily con-
cerned with the financial results of investment; they should at the same
time be concerned with the total impact of a project on development.
The distinguishing mark of a development bank lies, therefore, largely
in combining banking and development finance in investment decisions.

A number of other investment institutions like credit unions,
and co-operative societies operate on self-help basis. To this end,
savings and credit co-operatives, agrichltural co-operatives, market-
ing co-operatives and consumer co-operatives are established for pur-
poses of providing savers' credit, sales and purchase facilities; they
constitute an adequate form of co-operatives for people living in rural
areas given competent and honest administration. Experience in a number
of developing countries has, however, shown thaf political interference,
corruption, administrative and technical incompetence, etc,, have
featured prominently in the management of these credit institutions,
especially government sponsored ones. One of the tasks to which govern-

ments must therefore address their minds is that of removing or mini~
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mizing these inefficiencies so that these institutions could make
effective contribution in mobilizing local savings for national
develcpment.

Agricultural credit is unidque by virtue of the problems pecu-
liar to agricultural production. The cost of administering financial
assistance to farmers is very high compared with relative costs in
manufacturing industries; the conventional form of selling securities
ig often difficult to execute; and the difficulty of transmitting
modern techniques, required to make effective use of financial resources
to a multitude of small farmers, makes the problem of farm credit
exceptionally difficult., It i1s for this reason that agricultural
credit to peasant farmers often assumes the character of a subsidy.
Adequately planned and managed, the scheme should confer great bene-
fits by way of ensuring the supply of raw materials for industry and
essential food supplies.

At the marketing end of agricultural production, marketing
boards in developing countries have virtually become instruments
of economic development. In the absence of a conscious plan to insu-
late farmers from price fluctuations, farmers would be caught in
alternating uncertainties of bomms and depressions; this would be
ruinous not only to the farming industry, but to the economy as a
whole, I+, therefore, becomes necessary to guarantee stable
crop prices to the farmer both within and between seasons, thereby
protecting him from fluctuations in the world price for his crop. The
marketing boards are thus involved in savings for development finance.
Apart from price stabilization, research, and other functions, inclu-
ding investment in, and the establishment of agricultural and indus-
trial projects, the boards make grants and loans to the governments

for development purposes, In effect, they constitute a major instru-

ment of fiscal policy and of economic development.
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1, Capital Marketing Institutions

The stock exchange is the best known in this group of institutiouz.
The main purpose of a stock exchange is to provide an efficient
market for the purchase and sale of securities. It provides an avenue
for easy contact between those who have scenvities (stock and shares)
to sell and those who wish to purchase such assets; thus, it helps
in the mobilization of savings for productive investment. Investors
would hesitate to invest in securities unless they know that the secu~
rities could readily be disposed of when the need arises.

In most developed countries, stock exchanges are purely private
institutions; but in the developing countries the formation and bpera~
tions of stock exchanges have to be guided by governments. The
>attern of investment in the past had been such that developing countries
ieed to take active interest in the ownership and price of shares as
vell as the transfer and sale of a good proportion of old and new
assets to citizens of these countries. Because of the liberal indus-
trial policies of most developing countries by way of pioneer tax
concessions, etc., capital appreciation is of a very high order. It
seems desirable, therefore, to institute measures which would ensure
fair returns on investments while due cognizance is taken of the
contribution of governments to the prosperity of manufacturing indus-
tries and hence regulate the flow of funds away from the country. The
shortage of supply of securities is often due to the fact that most
public companies in developing countries are wholly owned by foreign
concerns who consider it in their interest to exercise absolute control
and are, therefore, reluctant to make their securities available to
the public through the stock exchange. One solution to such a state

>f affairs would be to make quotation on the exchange of a proportion
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of such holdings mandatory for all companies of certain sizes and
categories., Prescriptions would vary depending on prevailing circums-

tances in each country.

Central banks in developing countries can help promote the deve-
lopment of financial institutions; the challenge which the sophistica-
tion of a growing and dynamic economy poses is such that a new approach
ought to be evolved about the role which financial institutions should
play in the future development of these countries, The degree of go~
vernment and central bank involvement in promoting the growth of these
institutions and in participating in their share capital will depend on
the economic and social philosphy of those in authority and the kind
of economic set-up envisaged, At all events, it should bhe borne in
mind that no economy, whatever its orientation, remains unregulated
either by direct intervention or partnership participation. In the
circumstances of most African countrias today, it would seem that
increased participation is to be preferred to outright nationalization,
if only for reasons of maintaining management efficiency and the flow
of investment funds in their favour,

In the developing countries, the primary responsibility for
promoting financial institutions properly belongs to the central banks,
and, as such, these banks are expected to do more than pursue monetary
stability. But the formulation of policy goals for development is
achieved through the closest co-operation between government depart-
ments and agencies on the one hand, and the private sector on the
oWer. An efficient financial system is a part of the essential
infra-structure without which economic development is hardly possible;
it acts as the channel through which the impact of monetary policy on the
economy is transmitted,and as the pipe-line through which the savings

of the community are transferred to the ultimate users. In the deve-
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loping countries, deliberate steps have toc be taken through the ins-
trumentality of the central banks tc create such markets, where they
do not exist, and to promote their dsvelopment and efficiency, where

they do exist but are inefficiert or inadecuate,

5. Collaboration with foreign financial Interests

While central banks should he the centre of organic growth cf
financial inmstitutions, the structural, directional and supervisory
development of such intituticrs will depend on a number of factors
that tend to combine efficiency with economic development. In this
connexion, the governments of developing countries should evolve a
conscious policy designed to bring about an crderly change in colla-
boration with the private sector. For example, the desired shift in
commercial banking philosophy from short-term financing to medium-—
term financing for purposes of promoting industrial and commercial
growth ought to be pursued in the spirit cf understanding and co-
operation with established interests., The rractice in some commercial
hbanks, especially foreign-owned banks, to discriminate among borrowers
both in the terms of structure of their lending and in the nationality
of horrowers need ncet proveke rigid ceontrol or ocutright nationalization
of these hanks. Often, neither rigid control nor nationalization
proves the correct remedial measure for the allment which one seeks
to cure and there have heen instances where the medicine prescribed
was known to have killed the patient.

One of the criticisms agairst commercial banks is that they
concentrate their activities in urharn centres. But banks follow
where there is businesg; and urtil such business exists in rural
areas, ary artificisl distribution co¢f barks by means of
government commercial banks will amcunt to the transplanting of a

few trees into a wind-blown desert. Ir order tc fill genuine gaps,
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the fostering of co-operative societies and credit unions by small
savers will help provide funds for small-scale industrial and agricul-
tural enterprises which will in turn open up rural areas to business
and commerce.

The extent to which governments can participate in the establish-
ment of financial institutions will depend on the rapidity with which
exlisting institutions and thelr management can meet the pace of deve-
lopment and operate within the framework of declared oblectives. In
the Field of commerce generally, business interests which make little
or no contribution to rescurce hase of such economy are dictating
the pace of governmental intervention in a number of developing covn-
tries. This is particularly true of a large part of internal trade,
and also of some key sectors of the export trade. Large combines not
only sell wholesale but also engage in retail trade through their
chain of department stores distributing both imported and locally
produced goods. In the export sector, mining operations are owned by
large international combines which determine the destination and terms
of trade of their products. In some cases, agricultural exports
derived from plantations are owned and controlled in much the same way.
There might be a case for state intervention in some of these areas.

A Jjudieious licensing administration, the establishment of bulk pur—
chasing units by governments etc., will obviate the necessity for
radical and sudden reform and will also serve *to maintain the goodwill
of the private sector which is vital to management competence and the

flow of investment funds.
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CHAPTER IX

CONSULTATIONW WITH THE PRIVATE SECTOR

Te Introduction

Apart from a few socialist-oriented economies, many English-
speaking African countries have mixed economy in which the private
sector plays a significant role. Until a few years before independence,
when nationalist governments were established, and national develop-
ment planning came to be taken seriously in practically every bknglish-
speaking African country south of the Sahara, the role of the public
sector was almost entirely limited to the provision of infrastructural
and social services, and the private sector was left to maintain the
bulk of the economic activities of the country. Iven in a socialist~
oriented economy like that of Tanzaniz, apart from the recent establish~
ment of a number of new industrial and mgro-industirial undertakings by
the National Development Corporation, and the nationalization of a
number of key financial and commercial institutions, the private sector
(including the Co-operative Movement), still serves as the backbone of
the economy. In the United Arab Republic, the importance which the
government attaches to the contribution of the private sector to the
economic development of the State is such that the Committee for National
Guidance had to be established with both the public and private sectors
being represented, thus providing a liaison with the peocple and genera-

ting enthusiasm in the business Community1.

In the circumstances, 11t has to be admitted by national planners

in Africa that the private sector's economic decisions would affect

j/ United Nations Fconomic and Social Council : World Fconomic 3Survey,
1666 -~ Part T - Implementation of Development Plans — Problems and
xperience, page 37.
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the course and extent of the implementation of public sector pro-
grammes. In the first place, the Drivafe sector supplies substantial
proportions of the capital goods such as plant, machinery and cement,
which the 'public sector requires for the construction of major infra-
structural projects like roads, dams, electricity and water plants.
Unless there is adequate liaison between both sectors on éuch issues as
the provision of import licences for the importation of adéquate sSup-
plies of raw materials for the manufacture of, or for the importation
of some proportion of, the finished capital goods, and unless the
private sector has a rough indicatioh of the exfent of increased de-
mand for these commodities by the public sector from'time to time, it
might be difficult to plan ahead to ensure that adequate supplies are
available to meetvboth the néeds of the publié aﬁd private sectors. What
could happen in the course of implementation of the national plan pro-
grammes would be the‘creation of supply bottlenecks Whiéh could delay
the completion of such major projects as large water dams, on the
completion of which a number of industries had pinned their hopes for
the establishment of new plants or the expansion of existing ones.
Secondly, it has also to be accepted that the disposal of the
products of public enterprises being established in these countries,
(especially those producing consumer goods) depends to a great extent
on the demand from the private sector. It is, thereforg, reacsonable
to take the possible distributors of these produéts into confidence at
the planning stage so that they may be in a position to adjust their
own programmes to facilitate the distribution of thé‘products accor—
dingly. For examﬁle, for failing‘to undertéké this consultation, the
planners of the Ghana Sheet Metal Works atTema, found'the factory
running at a loss during the first year of operation, its producticn of

drums being far in excess of demand at a time when the oil companies
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in the country were importing o0il in drums. It was only as a result
of a "post-mortem" consultation with a major oil company {(after the
factory had been temporarily closed down) that it was agreed that the
company should import oil in bulk and use the drums supplied by the
factory for distributing the products, that it was possible to resume
production, even with the prospects of expanded outputl{

Thirdly, large foreign and indigenous commercial organizations
have over the years established goodwill for the sale of their goods,
particularly consumer goods, Public enterprises could exploit this
goodwill to introduce their products into an already sophisticated
market. In a continent, where prevailing prejudice against locally-
manufactured goods has not been completely eliminated, public enter-
prises have tc face the realities of the situation. The fact is that
short of a complete or partial ban on the importation of competing
goods, as happened in Nigeria during the civil war, it is generally
difficult to convince many consumers to patronize locally manufactured
goods just coming on the market (even if they were cheaper), without
the support of the large commercial undertakings. Tt is for this rea-
son that the management of a textile factory in a West African State
decided to enter .into an agreement with a restricted number of large-
scale texfile’meréhants to puréhaseléver 80 per cent of its products
directly from the,manufaéturefvfor distribution,to petty traders.

The factory refrained Eroﬁvadverfising its producfs; nevertheless
the dealers received large orders from tﬁe petty traders for these

goods in the belief that the materials were imported from abroad. The

;/ A Report on the Administration and Operation of State Enterprises
under Work Schedule of the State Enterprises Secretariat for
the period 1964-65 (Accra, Ghana), pp. 65-66.
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result was that the factory had no difficulty in disposing of its pro-
ducts. In the same manner, the Sierra Leone Forest Industries Cor-
poration has been disposing of its locally manufactured furniture
through both the expatriate and indigenous commercial firms which have
long been established in the country and had built up goodwill.

Other ways in which private sector decisions affect the public
sector's plan implementation capacity are via the levels of invest-
ment, profits and employment. Owing to the absence of reliable data,
most of the recent national development plans of the African govern-—
ments are only indicative of the development trends in the private
sector; planners make assumptions on the possible growth rates of
savings, investment and employment usually with little or no consul-
tation with the private sector. With the limited expert manpower
rescurces available in these countries, while it may be too much
to expect accurate and reliable statistical information in all the
fields of private sector activities for planning, a possible first
step could be taken by selecting a few key industries for more com-
prehensive consultation with a view to obtaining data on the planned
and achieved growth rates in investment, employment and profits, The
result of the analysis could provide more reliable guidelines for
possible modifications of the existing plan targets in respect of the
development revenues anticipated from customs duties on imports of
raw materials and equipment, and on exports, as well as in respect of
tax revenue expected from company profits tax and on income taxes from
the increased industrial labour force.

Looking at the other side of the picture, the provision of public
sector infrastructural services affects the siting of private sector
projects as well as of the public sector key agricultural and agro-

industrial projects. As the location of these services, e€.g., power
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and water supplies, can influence the decisions of the private entre-

preneurs to establish new projects or to expand existing ones, it

ig degirable that they should be ccnsulted in advance so that they

may be in a position to offer suggestions on the proposals in terms

of sizes and locations. For instance, if prospective industrialists

are consulted and they indicate firmly that they propose, subject to

the availability of adequate power supply in an area, to establish

a number of industries which could utilize X kilowatts of energy,

the govermment might decide on substituting a large power plant for

a small one originally planned for purely domestic use in the area.
In the plans of public industrial enterprises, the supply of

raw materials by the private sector should not be taken for granted,

especially if the raw materials were to come from a large number

of peasant farmers. The absence of consultation with farmers resulted

in a canning factory estarlished by a government of an African State

some years ago, being in short supply of locally produced fruits on

which the factory had planned to rely for regular supply of raw

materials., The result was that the factory had to be working under

capacity for a year or two, at some loss, until the farmers had been

given adequate guarantee of a stable market which enabled them to go

into intensive production of fruits for the factory.

In certain fields, such as large-scale plantations, the private
sector has had longer experience in the location and management of
prejects. The government could, therefore, utilize their technical
experience in the siting of new projects of this nature. It may well
be that the controversial location of a large rubber plantation in
one African country, which was responsible for the plantation not

goilng into production for several years after its establishment owing
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to the poor growth of the trees, could have been avoided if the govern-
ment had sought the advice of one or two private companies which had
long experience in the rubber production industry in the country.

Although very little research has been done on the application
of modern techniques to the production of agricultural goods in many
African countries, yet governments have a lot to gain from the expe-
rience of local farmers. Had the planners of the British Government's
Bast African Groundnut Scheme consulted the local farmers on the pecu-
liar problem of groundnut production in the area, the disaster which
befell the project might perhaps have been averted. Similarly, if the
planners of a large rubber plantation in a kola nut growing area of
a Wegt African country had consulted the local farmers at the planning
stage, the experience of these farmers would have reinforced the
views of experts that both the rainfall and the soil conditions in
the area were more suitable for kola nut than for rubber production - a
fact which was proved later by post-implementation experience.

The government development policies might involve the institution
of some control measures affecting imports, foreign exchange, etc., and
any misunderstanding of the government's intention might discourage
investment in certain sectors, especially by foreign businessmen., It is,
therefore, necessary that the 1eading entrepfeneurs in such sectors
should be briefed on the government's intentién, and,‘if péséible,‘on
the probable duration of such restrictions if they are of a temporary
nature. This would give them confidence to plan ahead in addition to
creating a better atmosphere for co-operation from the private sector in
the implementation of the government's measures.

The machinery for consultation would depend on the sector con-—
cerned, the distribution of production points as well as the extent to

which private sector decisions could affect the course of implementation
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of the plan. Whereas in a country with a few industries, the contact
points would equally be few and consultation could be established
entirely on the national level; in a country with a large number of
peasant farmers, the points of contact might be mainly on the district
or circle levels in order to give adequate representation to the

farmers on the consultative bodies, not only in terms of numbers but alsc

on the basis of specialization in production.

2. Consultation with the Industrial, Mining and Commercial Sectors

In a developing country with limited number of industries, it
might be uséful, at least at the initial stages, for the Planning
Organization to establish contact with a few key industries whose lack
of support would affect seriously the course of plan implementation.

In the same manner, contact could alsc be established with a few key
commercial organizations which are leading distributors of some major
products, the nonuéupply of which would also affect the plan implemen-
tation process adversely. A few commercial firms, which are leading
distributors of some major products to be manufactured by industries
being established with government's support in accordance with plan
‘priorities, could likewise be consulted with a view to popularizing the
products.

Consultation with both the industrial and commercial sectors
could be at the policy-making and technical levels. One or two repre-
sentatives of fhese sectors could be appoiﬁted to the National Planning
Board or Commission. In this respect it is not just enough to allow
the Chamber of Commerce and Industry to nominate any one they choose.
The government could indicate the specific fields to be represented,
e.g., strategic industries like those relating to energy, construction

or leading distributive trade activities, in order to get the right
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point of contact for consultation. The reason for making this point
is that large expatriate firms might put forward an indigenous Public
Relations Officer who has very little insight or knowledge of the
internal policies of the company, in order to give the impression to
the political leaders that local staff are holding key positions in
the organization. The government chould insist on getting represen-
tatives who are in the "inner court" to ensure that they speak with
authority on problems which could arise from the government planning
policies and who could commit their sectors to the government's objec—
tives.

In view of the significant role which the mining industry is
playving in the economy of a number of African countries, special
mention on consultation with representatives of this sector might be
useful. As mining is a capital-intensive activity, only very few
large organizations are engaged in this business on a commercial
and continuing basis, and they generally have a national Chamber
of Mining to protect their business interests. There is, therefore,
no difficulty in getting the Chamber to provide a top exscutive of
one of the mining companies as the Chamber's representative on the
National Planning Commission or Roard.

At the technical level, the point of consultation should be
concentrated on the major industrial sectors. This purpose can be
served by representation on multi-sectoral committees suggested in
Chapter 1, and by additional ad hoc consultation with particular
groups affected by the activities of any large-scale industrial venture
being planned or promoted by the govermment, e.g., iron and steel
mill., In theae committees, it might alsc be necessary to have represen~
tatives of small-gcale and other industries the development of which
is provided for in the plan, even if they do not at the particular time

contribute substantially to the ccuntry's gross domestic product. Thic
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wonld enable them tc benefit from the experience of the more developed
industries in The economy, through the exchange of views at the com-
mittee meetings. It would also give them an opportunity of putting
their views across to the government, on ways and means of ensuring
that they are given adejuate attention in the allocation of planned
resources in order that they can at least maintain their existing
relative position in the economy, in theface of competiticon from

the giant industries.

It is appreciated that there are problems of identifying the
points of contact and determining the basis of representation of
such a large group. A decision on this could be based on the relative
priorities which are accorded to the various types of small-scale
industries in the plan, having regard to such factors as their poten-
tial capacities in the utilization of local raw materials, their
employment contents and foreign exchange earning capacities; as well
as the stage of the feasibility studies indicating the relative pro-
fitability and scope for prqduction expansion in each sub-unit of the
industrial group.

At the multi-sectoral level it would be useful to have at least
one expert representative from the mining groups engaged in the explo-
ration and/br exploitation of each mineral product, e.g., o0il, coal,
iron ore, etc. This 1is because each of these minerals has its own
production and marketing problems which the planners would want to
be fully acequainted with in designing the national plan.

As the multi-sectoral committees consist of experts, the govern-
ment should lay down broadly the e¢ualifications and experience of the
representatives of both the public and private sectors if the commit-

tees are to be in a position to offer technical advice to the National
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Planning Board/Commission through the Central Planning Organization. One

of the reasons why this point is being stressed is that it has often been
said that one of the factors responsible for the lack of confidence on the
part of the private sector in the ability of the public sector to offer
leadership in development is that government officials in some key development
departments have little or no technical knowledge of the nature and organiza~—
tion of large-scale industrial projects which the government sponsors and,
therefore, tend during consultation with the private sector to concentrate
their discussions on irrelevant issues. There appears to be some element

of truth in this if one takes an aspect of the subject - accountancy. Apart
from a few countries, professional accountants are rare specimens in the
Accountant-General's and Audit Departments. Is it any surprise that in

one country, the principal accountant in the Department of Agricultfure

could not analyse the annual financial report and balance sheet submitted

by a plantation company in which the government had a substantial share 7
This is one of the reasons for suggesting that the government should not
stretch its limited high-level manpower resources by the establishment

of many sectoral committees, and why the multi-sectoral committees might

be of advantage.

Another reason for suggesting the limitation of the number of multi-
sectoral committees is that other things being equal, it would reduce the
number of meetings which the limited number of available experts would be
expected to attend. For, if the meetings are too many as a result of the
existence of many committees, the chances are that the experts may tend to
gsend less qualified and experienced deputies to attend some of them, and
in the end, the committees may cease to be effective technical advisory

bodieS,-

Consultation with the industrial mining and commercial sectors

could cover the provision Dby the public sector of infrastructural
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services (such as roads, port facilities, electricity and water sup-
plies as would enable these private enterprises to maintaln efficiency
in the production and marketing of their products. The consultation
might also involve pricing policy in respect of the products being
disposed of within the country, in order to ensure that a balance 1is
maintained between reasonable profit margins, based on efficient proL
duction and marketing methods, on the one hand, and the price levels N
for consumers in line with current world prices for similar products,

on the other hand.

Another aspect of the consultation could be between the public
sector, and other industries which might be interested in the economic
utilization within the country of mineral and other industrial products,
in order to reduce the dependence of the industries on unstable world
market conditions. This would particularly be the case with such
"older" minerals as coal, These interested parties might be able to
channel their joint efforts to the promotion of intensive research for
the achievement of this objective of local utilization of the mineral
and other industrial products.

Such consultation would also enable the government to appreciate
the need for maintaining stability in any industry. One way of doing
this would be the provision of tariff concessions to promote export
drives for the capture of new international markets and for the main-
tenance of the industry's position in existing markets in the face of
foreign competition. An instrument for the achievement of this goalcould
be to ensure the existence of stable wage levels in the industry during
periods of difficult local and foreign market conditions. If these
"propping up" policies, coupled with modernized production techniques

and efficient management, still cannot keep,a section of any industry
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in full production because of ineffective demand for its products, the
government would, through these consultations, be in a position to plan
ahead in concert with other industries, for offloading pa;t of the
labour force in the ailing section to other industries. In addition,
the government could provide in its plan for the sponsorship or pro-
motion of new industries in depressed areas to absorb the redundant
personnel. Through consultation, the industries could be persuaded by
government to provide for the technological and management training

of indigenous personnel for the localization programmes in the indus-
tries in the country. This would include internship and practical
training for students in the higher institutions of learning as part of

the academic courses.

3. Consultation with the Agricultural Sector

Consultation with the agricultural sector poses more formidable
problems in many African countries where the bulk of the agricultural
production is in the hands of peasant farmers scattered all over the
country and engaged in the cultivation of a wide range of crops. In
some of the countries, apart from the Co-operative Movements (which
are fairly well organized in countries like The Gambia, Tanzania and
the States in Southern Nigeria), there are very few farmers' organiza-
tions which are operating with the main objective of improving the
production of particular crops. The situation was complicated by the
existence, a few years ago, of politically supported farmers' alliances
or farmers' councils in some West African countries which were mainly
interested in giving open and active support to the political parties
in control of the governmentsof the Statesconcerned. Their political
involvement discouraged membership of progressive and husiness-minded
farmers, with the result that the leadership became very weak, and not

truly representative of the farmers' interest.
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In this sector, however, consultation could be on two or three
levels, one on the National Planning Boar@/Commission, the other, on
the multi-sectoral committees and the third, on the zonal level. In
a country with a largely mono-crop agricultural economy, there might
be little or no difficulty in identifying one or two representatives
from the private sector for membership on the National Planning Board,
particularly if there is a national farmers' council which is largely
representative of the interest of the producers of that crop. In
many African countries, where both the production of food and cash
crops has assumed an equally important position in the economy, efforts
should be made to give representation to both sections of the agricul-
tural sector, taking intoc account the importance of the products in
terms of their relative contributions to the foreign exchange earnings
or the support of strategic local industries (in case of cash crops).
If there are serious problems of identifying any other large organizations
representing the interest of farmers it might be desirable, at the early
stages, to use the national or state apex organizations of the Co-
operative Movement as one of the bases of representing the agricultural
sector on the National Planning Board. In addition, any medium- or
large~scale firm with long and successful experience in the cultivation
of one of the major crops of the country could be appointed to the
Board if there is an initial problem of a truly representative national
organization of such farmers,

At the multi-sectoral level, in view of the shortage of experts
in the field of agriculture in the private sector, the government could
feel free to appoint any farmer who has combined technical training
with experience in the development of any major crop on a commercial
basis. What is important is the expertise which the private sector
representative can bring to the service of the committee. The nature

of this representation may vary from one plan periocd to another depending



- 214 -

upon the particular crop, the production of which is being given
priority attention during the period in question., Fxperts in the mar-
keting of major crops of the country could also be represented on the
multi-sectoral committees dealing with agriculture as their views on
the existing ard future problems of the disposal of these crops might
help in re-adapting the production programmes and techniques to meet
the challenge posed by these problems. Industries utilizing large
quantities of these crcps could also be requested to provide experts
to serve on the multi-sectoral committee dealing with agriculture in
order to participate in making proposals on ways and means of improving
the quality and/%r increasing the supply of the raw materials in ques-
tion.

It is at the zonal and local levels that the problems of esta-
blishing contacts with the appropriate organizations for the represen-
tation of the agricultural sector become acute in the average African
country. One reason for this is that in each gecgraphical area, apart
from the major crops, there are many crops being produced on a mixed-
farming basis. A possible course of action would he for the government
te zone the State into broad agronomic areas, roughly on the basis of
specialization of existing major crops and on the potential production
of c¢rops which would be of importance to the national economy in accor-
dance with the plan objectives of diversifying the economy, e€.9., tea
production in Mauritius. The agronomic zonal organization of the mono-
crop farmers would facilitate consultations on the platform of zonal
committees in which the public and private sectors are represented.

There may be the need to adjust the areas of the Department of
Agriculture field circles at present based mainly on existing political/

administrative boundarieg, if these are not co-terminus with the propose
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agronomic regions. The main reason for this proposal is that if the
extension staff of the department (who form the backbone of the public
sector machinery for promoting agricultural development) are to provide
high quality expert advisory service to the farmers, there is need for
them to have specialized training and experience in the production of
particular crops, in addition to the general graduate or technical
qualifications in agriculture. They can only do this to a purpose if
their post-training assignment gives them the opportunity of concen-
trating to some extent on the promotion of the production of particular
crops in their respective fields of specialization. This objective
might better be achieved by the existence of the appropriate agronomic
zones to which they can be posted for service.

The existence of these zones would enable the government and
its agencies, particularly the extension staff of the Department of
Agriculture, to consult with the appropriate repregentatives of the
farmers engaged in the production of the major crops in the zones.
Where these are not properly organized inte farmers' unions, this
arrangement would encourage the formation of the unions of farmers
engaged in the actual production of major crop{s) of each zone; Ffor
it would now bhe possible to identify the bona fide farmers in relaticn
to the actual crops, in the production of which they specialize, and
the location of the farms. The farmers of each crop in every sub-unit
of the zone would know themselves fairly well and it would be more
difficult for fakes to impose their membership and sometimes leadership
on the genuine farmers than would be tne case under the umbrella of
the multi-purpose farmers' union organized on the basis of administra-
tive areas. For even if the fake farmers for political and other

reasons find themselves in the new mono-crop unions, the proceedings
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of the meetings would be so technical and the interests to be served
would be o specialized that non-bona fide farmers would soon losge
interest in the organization.

The agronomic zones would enable applied research programmes to be
implemdnted effectsrely withir—defined arcce~wPEy similar conditions,
and facilitate the exchange of ideas and exo@miEﬁEG between the field
research workers and the farmers. Foz,ix‘is possible that by the appro-
priate modification of the principlg o£ modern technidques of local pro-
duction, the best results might be échieved in the long run.

The agronomic zoning organigiAtion would facilitate a more com-
prehensive arrangement to be made for the distribution of fertilizers,
insecticides and equipment t5 the farmers engaged i1n the production
of major crops. This mighf involve the submission of practical pro-
posals for the siting of tural depots at strategic points which would
enable farmers to collect their materials and equipment for their
farms. It might further necessitate the construction by means of
communal efforts, of some roads to facilitate the distribution of these
materials and equipment. For it has been said in one or two countries
that one of the major obstacles to the popularization of the use of
fertilizers {even at heavily subsidized prices) is that either the
local farmers are not aware of the availability of supplies which are
locked up quietly in the Department of Agriculture field stores or
that these stores are located outside the main arteries of communica-
tion., The establishment of these distribution depots may coincide
with or provide the basis for the location of bulk storage facilities
for the crops, once good roads are constructed. The availability of
such facilities would further enhance evacuation and marketing arrange-

ments for the particular product,
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Whatever the basis of zonal and sub-zonal consultations might
be, the headquarters organization of the department({s) responsible
for the various facets of agricultural production should be prepared
to delegate powers to the field staff serving on the gzonal consulta-
tive committees which would enable them to take decisions that would
commit the government to supporting reasonable development proposals
put up by the farmers. This would necessitate a clear definition
of the delegated powers in terms of the limit of the amount of public
funds that each grade of extension staff could commit towards the im-
plementation of the local programmes.

The emphasis on agronomic zoning of the country or State, in
order to facilitate concentration on the development of the production
of particular major crops in full ceonsultation with the local farmers,
does not rule out the possibility of the worthwhile existence of
malti-crop zones, It ig in recognition of the need to develop a number
of products in each area, along the traditional patterns of agricul-
tural production, that an African government recently re-organized
its field circles., Under this arrangement, each of the five Jgeo-
graphical circles of the Department of Agriculture is headed by a
Principal Agricultural Officer, and each of the six Divisions of the
department has an Agricultural Officer or Superintendent in each
circle, These Divisions are Foodcrop, Animal Production, Rubber,

Tree Crop, Research and Plamnning, and Training and Special Services.
The Principal Agricultural Officer in charge of the circle co-ordinates
the activities of the six officers while allowineg them to exercise a
measure of freedom to communicate directly with the respective Divi-

sions at Headdquarters on urgent issues, particularly those related to
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their operational activities™. The architects of this new organi-
zation have, among other things, provided the field officers with

the scope for a specialist approach to the peculiar problems in theif
respective fields in order to minimize the chances of the Principal
Agricultural Officer creating a bottleneck to the quick solution of
these problems.

The subjects for consultation could include traditional and
national constraints to the production of particular crops, plant
breeding, the application of modern production technigques (including
the use of fertilizers) storage, distribution, and marketing problems
and possibilities, and the provision of agricultural credit; land
use, soil erosion, water conservation, weather conditions, insect
and rodent control. Other subjects for consultation are those connected
with infrastructural facilities for transportation of agriciiltural
implements and materials, and those relating to animal production and

health control, fisheries, forestry and forest products.

4, Consultation with the Trade Unions

In considering the representation cof trade unions on the National
Planning Board and onthe Consultative Committees, a number of questions
have been raised. One is that in a country where there is no single
central Trade Union Congress, there is the difficulty of determining
the basis of representation on these planning bodies. The second is
that trade unionism is still in an evolutionary stage in a number of
African countries, and as such, it is difficult to provide respounsible

representation on such a high-powered body as the National Planning

;/ Orewa, G.0.: Report of the Public Administration Mission to
Nigeria (1970), pp. 107-109.
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Board and there is the danger that the representative might regard the
Planning Board as a forum for bargaining for better working conditions
for the unions. The third problem is that many of the leaders do not
have adequate training or experience to understand the complicated
technical terms which are used in the planning documents and a few
enlightened deputies of these leaders may not be regarded as sufficiently
"progressive™ to get the support of the workers for representation on
the Consultative Committees, the deliberations of which are rather tech-
nical in nature, There is also the problem that in countries where the
tradition has been established that the best trade union leaders are
thaose who easily precipate strike action as often as possible in support
of higher wage claims, it is difficult to get union leaders with such
an approach to economic problems as to appreciate for example, that
unreasonable wage claims are not in the best interest of government's
development efforts. Nor do they appreciate the fact that government 's
reluctance to yield to pressures for the arbitrary use of direct
pnti-inflationary instruments, such as price control of many consumer
goods, is based on the government's realization that it lacks adequate
administrative machinery to apply these instruments effectively.

While it may be admitted that the government would not normally
wish to coerce the trade unions in the country into the formation of a
sigle national labour movement, there is the possibility that if pro-
vigion is made for trade union representation on the National Planning
Board (as in the Philippines) it could provide a challenge to the trade
unions to close their ranks in order to produce truly representative
leaders from among whom someone can be appointed teo the Natiornal Planning
Board. An alternative interim solution, which could meég the problem

of responsible representation, would be for the government to use its
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initiative in appoMting a mature trade union leader from among the
executive officials of one of the major factions of the National

Trade Union Movement. In this respect, governmént should ensure

that he is someone who could adopt a reasonable attitude to the

mutual problems of development planning and implementation and would
“exercise restraime: in dealing with government and employers' repre-
sentatives on the Board. This method of selection might also ensure
that the trade unionist appointed understands fully the intricate pro-
blems of development planning and implementationf

As far as possible, each National Union having the support of
the majority of the emplovees in any industrial or commercial sector
should be represented on the multi-sectoral committee which has a
representative of the respective emplovers' organization. In order
to meet the intellectual demands imposed by the technical nature
of these committees, the government might consider prescribing the
minimum qualifications and experience of the members of these commit-
tees, leaving it to the respective unions to try to provide «ualified
representatives.

The subjects on which the trade unions could be consulted are
the same as those mentioned in the foregoing sections of this chapter
in respect of the various sectors in which labour is engaged in large
numbers., It should be made clear through government policy papers that
the basis of consultation is the industry or the production sector |
concerned and the essence of consultation is to ensure that the
industry or sector expands its activities with a view to contributing,
among other things, towards the plan objectives. This clarification
would enable labour unions to appreciate that government is not taking
sides unnecessarily with employers on issues affecting national deve-

lopment, and that the union representatives on the National Planning
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Board and multi-sectoral committees need not adopt a defensive atti-
tude towards the work of these bodies.

Another purpose of the consultation is to give trade unions an
opportunity of understanding that the interests of employers and of
labour in the development efforts are not mutually exclusive. For,
by being brought closer to the task of evolving broad policies for
economic and social development as a process of nation-building, the
trade unionists would gradually appreciate, for example, the 111-
effects of excessive wage claims which are ocut of step with the level
of the economic development of the country. One such effect is that
if the industry concerned cannot shift the burden of a substantial
part of the extra wage costs to consumers of the products through
higher prices, in the face of competition from other products, and
if the existing profit margin is already minimal, the industry might
be forced to resort to indirect measures of reducing production costs,
including the introduction of automation, with resulting reduction
in the labour force. Alternatively, it might adopt direcy measures
of retrenchment - all to the detriment of theose affected. 1f, by
means of a general strike, a national union forces a large number of
industries producing mainly for the domestic market, to concede to the
grant of an excessive wage increase and it is possible to shift the
burden of the consequential increased cost of production to the con-
sumers, an inflationary spiral could be set in motion with imported
commodities sharing in the boom. In the final analysis, the workers
might gain nothing in real income as a result of the increase in
wages.

The representation of labour in the large plantations on the
appropriate multi-sectoral committee would give trade union leaders

an opportunity of studying various agricultural project proposals



- 222 -

This would enable them to understand the level of profits from these
projects in a world where primary products have to compete with
synthetics in the international markets, In this mamner they might

come to realize, for instance,why the wage level in the agricultural

sector could lag behind that in the industrial sector.
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CHAPTER X

RESEARCH FOR NATIONAL DEVELOPMENT

1. Introduction

A country's natural resources are its potential sources of
wealth. The rational development, conservation and utilization of
these resources constitute a major pre-requisite for accelerating
socio-economic development. This rational management of natural
resources must be based on science and technology, and not on tradi-
tional ways and methods. '"How can we seek to diversify agricultural
or livestock production if we do not know the ecological conditions
which will permit the acclimitization of new, or the wider distribu-
tion of the known, species? How are we to break away from dependence
on a single traditional resource - mineral or agricultural - if we
do not collect data on sources of wealth which have not yet been
exploited but which nevertheless exist?L{ Most African countries have
hardly begun the rational management of their natural resources for
economic development. This may be partly due to the historical fact
that in the colonial era the exploration and exploitation of natural
resources in Africa were geared to the economic and industrial needs
of the metropolitan powers, With independence, however, the rational
exploration, development and utilization of these resources bhecame the
responsibility of African countries. For rapid economig development,
there is urgent need for these African countries to transform their
natural resources into products demanded by national and international
markets. Thig transformation requires urgent and integrated research,

studies, inventory and management of the naturmlresources based on

modern advances in science and technology.

l/ Guidelines for the Application of Science and Technology to latin
America Development: UNESCO 1965, p. 81
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It is, thercfore, necessary for ASrican countries to take
action to strengthen the impact of science and technology in programmed
development by:

(i) establishing research organizations and institutes (inclu—
ding local universities) for directing the exploration and
development of natural resources for long term economic
development:

(ii) increasing accesibility of modern and efficient tech-
niques of research tc¢ the countries;

{iii) developing programmes for the education and training of

| essential manpower for research and the application of
science and technology to the problems of econcmic deve-
lopment;

(iv) devising practical ways of assembling and utilizing data
at present availlable but widely scattered and hardly ever

used.l/

2. Agricultural Research: Need and Scope

One of the common features in the development plans of many
African countries ig the inadequate resources allocated to such
research as is directed to the producticn, utilization and proces-
sing of local agricultral products. It is worth recording that
in Africa, where over 80 per cent of the population live in rural
areas and the majority of them are engaged in peasant agriculture
and animal husbandry, only 3 and 5 per cent, respectively, of the

agricultural research scientists were in 1964 engaged in research in

;/ Gornung, Michael B.: Some Problems of Natural Resources for
Development in Africa; (M69-1862), p. 9C.
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l( This

traced to the history of agricultural research in many ex-colonial

food technology and pastural improvement phenomenon can be
African countries. Agricultural research started seriously, first
during World War 1I, when the metropolitan powers saw it as a means
of increasing the production and improving the quality of such cash
crops as cocoa, palm oil, cotton and groundnuts, which were all
required in large quantiticvs as part of the War effort. REesearch into
local food crops and animal production lagged behind, The only notable
exception was in Zast Africa where the colonial dovernment was anxlous
to encourage dairy production both for export and for local consump-
tion. Research into breeding and acclimatization became a necessity
for this purpose, hence, today Zast Africa has built up one of the
best Veterinary Research Organizations on the continent.

To a great extent the research institutions established by
the colonial powers managed to achieve their objectives and some of
these organizations have continued to be sustained by independent
Lfrican governments partly because their financing had been tied to
the organizations responsible for marketing the particular export
crops. For instance, the Cocoa Research Tnstitute of Nigeria and the
Nigerian Institute for 01l Palm Research, arve financed from the funds
obtained by the various Marketing Boards in the country for cocoa and
palm produce marketing., Other examples are cotton research in Egypt
and Sudan, and groundnut research in Senegal and Ivory Coast. Even
in the field of export crop research, much still remains to be done.
For example, although rubber is a big earner of Fforeign exchange in
two West African countries, nevertheless, in one of these, there 1is

nc national institute devoted to rubber research and development,

l/ Cooper, St. G.C.: Policy and Manpower Issues in African Agricul-~
tural Research - The Implications for \frica (M69-1125), p. 62
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and in the other, the Rubber Research Institute is left just as
part of the State Department of Agriculture.

Research into food crops (especiall{ thore sowsumed 10cally>
and animal production received very little af;ention until after
independence. In seeking ways and means of conserving their foreign
exchange earnings for financing development projects, independent
African countries digcovered that substantial portions of these
earnings were being spent on the importation of food items which
could be produced by local farmers in larger quantities. The
governments, therefore, intensified campaigns for the production of
these food crops, by the importation of improved seeds and breeds
and the subsidization of the cost of seeds, fertilizers and animal
feeds distributed to farmers, as well as by increased advisory
services to the farmers, In Tanzania this resulted in self-suffi-
ciency in maize production, and increased wheat production from
17,000 tons in 1962 to 32,800 tons in 196‘1( In Xenya, it also led
¥> an increase from 86,200 tons 235,000 tons of maize produced
and marketed between 1964 and 1967g( Kenya, together with Uganda and
Tanzania, benefited directly from the research work and activities
of the Inter—territorial Wheat Committee which was able to draw on

external technical and financial assistance. Production yields,

which in 1961/63 reached 1,010 Kg. (of wheat) per hectare in Kenya,

;/ United Republic of Tanzania: Second-Five Year Plan for Economic
and Social Development, 1 July 1969 - 30 June 1974: Vol. I -
General Analysis, p. 48 (Government Printer, Dar-es-—Salaam,
1969).

United Republic of Tanzania: Background to the Budget - An
Economic Survey, 1968-69, p. 45 (Government Printer, Dar-es-
Salaam, 1968),
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are expected to exceed 1,660 Kg. per hectare by 1972~. A similar
effort in rice production in Sierra Lecne reduced its imports of this
commodity from 28,000 tons in 1966/67 to about 10,000 tons in 1968/
693( In the same manner, Ghana was able to increase its domestic
fish catch From 57,970 tons in 1962 to 91,613 tons in 196 Q( Nigeria
which used to spend thousands of pounds on imported eggs until recently,
has now become virtually self-sufficient in egg production. All these
figures indicate that with better planning of investment research and
mass participation in agricultural development, backed by institutional
arrangements for extension services and marketing, many African coun-
tries could become gelf-sufficient in a variety of food products and
could thus save reasonable sums of foreign exchange reserves (now spent
on imports of these products) for investment in other productive sec-
tors of the economy.

Although serious efforts have been made in the past few years
by African governments to increase the production of import-substitu-
ting agricultural products, nevertheless, the need still exists for
intensive research to reduce the import component of the inputs into
the import-substituting agricultural projects in order to conserve
more foreign exchange. For instance, there appears to be still so

much dependence on imported chicken feeds, and day-old chicks, for

l/ Cooper, St. G.C.: Agricultural Research in Tropical Africa - An
Introduction (Zast African Literature Bureau, Nairobi) (M69-2996),
p. 86.

g/ Orewa, G.0. and Kallaghe, C.A.: Public Administration Mission to
Sierra Leone, August 1969, (ECA Document 70-1915), p. 21

;/ Republic of Ghana: Economic Survey 1964: (State Publishing Cor-
poration (Printing Division) Accra, 1965), p. 71.
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the poultry industry in some J-st African countries. It was not
until about 1966 that some States in Nigeria went into production
of chicken feeds with the utilization of locally~produced maize.
Bven they, owing to the initial problems of co-ordination in raw
material purchasing and storage arrangements, production fell short
of local fequirements in a country where there is usually surplus
maize crop during the harvest season.

The question 1s sometimes raised why private organizations
directly benefiting from the results of agricultural research should
not be left to take the initiative and bear the cost of research in
the same manner as large industrial undertakings in the developed
countries. 1t is known that peasant farmers in many African coun-
tries are not properly organized into National Farmers' Councils.
The Co-operative Movements still do not have the membership of the
majority of the farmers in any country. With this lack of strong
production organizations of the small farmers, it is unrealistic
to expect that the farmers can individually or in small groups (of
farmers' unions) undertake on their own or organiz: research on
a modern scale. The point need not be forgotten that basic research
does not yield direct returns in the short run and the small-scale
farmer cannot, therefore, afford to tie up his capital in investment
in such a long-term project, no matter how premising the ultimate
results might be,

The mantle of leadership, in research, therefore, falls on
the government and it has every reason to accept the responsibility.
in the first place, if development is to proceed at an even and rapid
pace, it is essential that the population must have adequate food
supily at reasonable prices. This in turn means that as far as pos-

sible the country should be self-sufficient in the production of basic



foecd items. With the pressure on available good land everywhere,
in order to achieve maximum production to feed the increasing popu~
lation, there is the need to seek modern methods of increasing the
productivity per hectare of available agricultural land. The urgent
need for this approach is high-lighted by the fact that the "FAC
estimate of calorie and protein supplies suggests that the average
African diet between the Sahara and the Limpopo, supplies around
2,000 calories per day (compared with over 3,000 in Britain, the
United States, Canada and many other richer countries), and 50-608
protein per day, of which up to one-fifth may e animal protein
(compared with 80-100 ¢ in richer countries, of which two-third

/

Az some of the hasic food crops of the African countries are

|
may be animal protein)'—

of little or no interest to the economies of the developed countries,
especially as such crops do not enter into the export market, foreign
regearch institutions are not likely to take any keen interest in
development research affecting them except for mere academic interest.
Even where some food crops, such as rice, enter the export market,

the developed countries already have other sources of supply of

thege commodities where they are produced more cheaply as a result

of applied research. Furthermore, even where such crops as maize

can be produced cheaply in the African countries, the lack of adequate
facilities for storage and preservation raises some problems. OUne

is the great waste during the harvest season when a good deal of the

2/ )

produce is lost long hefore the "hungry season™ . 7> otner is that in

l/' Cooper, St. G.C.: op ¢it, p. 93

g/' "Hundry season"” is generally used to describe tne period between
the planting and the harvesting of the major foodcrops.
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an attempt to reduce the wastage crops are sold at uneconomic prices
and mostly consumed during the harvest season; eventually during the
hunfry season farmers and other consumers have to purchase the limited
avalillable quantities of the same crops at much higher prices. What
makes the situation pathetic is that this is the season when the farmers
really require more food to enable them to do the heavy farm work
connected with planting and the maintenance of their farms. Quite often
they lack the means to purchase adequate supplies to meet their needs,
This situation militates against the efforts of the government to
ensure the maintenance of reasonable and stable real income cof its
citizens in the various sectors of the economy. The situation is
likely to become more serious as the population expands and the per
capita income increases. Recent studies have shown "that in very poor
countries, an increase of 1 per cent in the average income per capita
may lead to an increase of food consumption per capita of 0.5 - 0,7.
In the richest countries of the world, it is about 0.1 or even 1688”1(

The government's interest in research into soil conditions and
other geographical factors affecting the production of cash crops is
needed to enhance the output of these crops, both as a means of increa-
sing the level of national income and of the foreign exchange earning
capacity of the country. This leads us to another consideration why
the government should accept responsitility for intensive agricultural
research.

During the last few decades, the far cry '"to return to the land"

has had little or no effect on halting the movement of rural population

;/ Cooper, St. G.C.: op cit, p. 90
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towards the urban centres in the African countries - in the quest

of wage earning employment. A number of observers have attributed
this phenomenon to the attractive social amenities in the towns.
While this cannot be denied, a more weighty factor is the relatively
poor cash returns from peasant farming as compared with the urban
wages. There is no doubt that one of the factors responsible for the
low income from peasant agriculture in the African countries 1is the
lack of application of tested and improved agricultural inputs and
techniques. One of such inputs is fertilizer. For example "the
Buropean farmer uses on an average over %20 worth of fertilizers for
each hectare of land, and adds to it other 'current'! inputs of equal
value, As a result, he produces $325 worth of net output per hec-
tare of land. Under dissimilar conditions, the West African farmer,
in sharp contrast, puts in an average of 3 cents worth of fertilizers
per hectare, and obtains no more than $50 worth of crops as yield;
but economic research must establish the 'benefit cost!' ratio, the
response ration and the plus value of fertilizers for the food and
export crops of Africal( Consequently, it is not surprising, for
example, that the typical yields (of millet) for Africa are 500 to
700 XKg. per hectare compared with 2,580 Xg. per hectare in the »
United Statesgz Hence what is important to the African farmer and
which can tie him dowm to his rural environment is the ability to

earn a reasonable income from his agricultural pursuit which will

make it more, or as, attractive as wage earning employment in the

;/ Cooper, St. G.C.:

or
g/ Cooper, 8t. G.C.: op ¢it, p. 103
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town. This cannot be achieved unless by more intensive and betder
development-oriented research, the application of the results of which
would enable him to increase his productivity considerably; and for
the crops produced to have a regular market with fairly stable prices.
The importance of such research to the success of the national policy

on rural agricultural employment is thus obvious.

In the production of export crops and other agricultural commo-
dities, very little research has beer done in land use classification.
In Nigeria, for example, while a number of micro-soil maps for indi-
vidual projects exist - mainly agro-industrial projects - it is under-
stood that there is a serious gap in the availability of intermediate
soil maps which could be used by district planners throughout the
country in advising the local citizens on the best agricultural and
agro-industrial schemes on which to emborkl{ What, therefore,
often happens is that there, as in other African countries, the farmer
has to operate on the basis of the "trial and error" experiments
made by other farmers in the area in deciding on what type of farm
to establisgh.

There 1s also the need to devote some resources to the develop~
ment of hybrids of crops and livestock, using the high-yielding
imported strains to cross-hreed with local low-~yielding ones but which
have better resistance to local diseases and weather conditions. For
example, Kenva's suceess with high quality hybrid maize with a 30-

40 per cent superiority over local varieties cultivated by African
subsistence farmers has enabled them to overcome the problem of buying

4

rew high priced seed each year™.

;/ Orewa, G.0.: Report of the Public Administration Mission to
Nigeria (M70-786), p. 17
g/ Cooper, St. G.C.: op cit, p. 47
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Other fields in which intensive research for development is
urgently needed include: selective plant and animal breeding, improve-
ment and contrel of pasture land, use of balanced mineral fertilizers,
pest and disease control, development of fisheries, forestry and
forest products, climate, soil and water, prbper adaptawion of produc-
tion techniques to the environment, the scope and application of power-
assisted farming (including bullock farming), the preservation of
crops,foodstuffs, ard animal products. For example, in Ethiopia it is

1/
-

on all aspects of water resources development gnd administration. In

proposed to create a Water Resources Council™ to advise the government

Mid-Western Nigeria a scoil laboratory has bheen established by the

2/

Department of Agriculture mainly for soil research—.

3. Industrial Research : Need ond Scope

Tndustrial research i1s usually based on existing and potential
industries and this includes the development and improvement of
designs and production processes, Owing to the fact that most coun-
tries in Africa south of the Sahara had traditionally agricultural
economies, the people had only developed skills for the productidn
of very elementary handicrafts for household use. Beyond these,
very little attempt was made at large-scale preduction of manufac-
tured goods for markets beyond the areas of the traditional kingdoms
and city-states. It can, therefore, be said that the few industries
which were in existence in most of these countries when they attained

independence were mainly those promoted or established by foreign

;/ UNECA: A Work Plan of Action, Ethiopia, Survey of Needs and
Priorities (M70-581), p. 23.

g/ Orewa, G.0.: Some Aspects of Development Planning and Adminis-
tration in Africa (M70-786), p. 19.
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firme usually as subsidiaries to the 'parent' factories in Zurope

or America. These were really few, because the principal aim of
colonization was to promote the production of agricultural commo-
dities and mineral ores in the colonies to feed the industries in the
metropolitan countriesl( In fact, it was only after World War II
that some half-hearted attempts were made by the foreign firms to
establish some local industries, usually for the prdduction of
beverages, textiles and cement. As these local factories were sub~
sidiaries of those in foreign countries, the companies concerned

chose to use the facilities in their 'home'! laboratories for industrial
research to meet their local production problems such as those arising
from machine design or utilization of raw materials. This was done
mainly for reasons of economy as 1t was cheaper to staff, equip and
maintain one central laboratory than it was for two.

Since independence, however, African businessmen, with govern-
ment encouragement, have made more serious attempts to participate
intensely in the commercial activities of their countries. The tech-
nical know-how and the capital reqguired for industrial ventures are
such that so far, there are still very few large industrial under-
takings owned by African businessmen in countries with 'mixed' econo-
mies., Tt is, therefore, not difficult to appreciate why, apart from
a few government industrial research centres foﬁkthe development of
local products, very little has so far heen done in the field of

industrial research in most African countries.

;/' Iugard, Lord: The Dual Mandate in British Tropical Africa,
pp. 615 and 617 (Frank Cass and Co. Ltd).

Perham, Margery, Native Administration in Nigeria, p. 62 (oxford
University Press).



Tt should be the role of research to provide guidance in the
choice and adaptation of modern technology to the industrial problems
of African countries, This may be achieved by (a) Adaptive research
which is concerned with the transfer of technical know-how from an
industrialized to an industrializing country: it should provide the
basic data needed for pre-investment studies; modify the process and
operations to suit the properties of locally produced raw materials,
and select equipment to accommodate problems of scarcity of capital
and skilled manpower: {(b) Innovative research which deals with deve-
lopment of local technology, new processes and new products based on
local raw materials; (c) In-plant research which embraces technical
services such as laboratory analyses and testing of products; (d) con—
sultative services on production management, industrial engineering,
quality control, etc.

If applied research and development is to attain the main objec—
tive of enhancing economic progress, an effective mechanism for trans-
lating research results into commercial practice must be devised by
each government., In industrial research, demonstration plants or fac~
tories should provide stimulus to business confidence and entrepreneur-
ship. The staffing of industrial research institutes and the financing
of such institutes should be integrated in the national plan. The goal
of industrial research in providing the foundation upon which accele~
rated economic development can be built will only be realized if
facilities for such work are adequate and its results implemented. This
will depend on government financial support for a long time to come
because of the low level of industrial capital, technical know-how and

1

operations in most countries™.

l/ Akinrele, T.A,: Priorities for Industrial Research in Nigeria: UN
Industrial Research and Development News, Vol. V No. 1: 1970
(TD/SER.B/11), p. 3
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4. Training and Manpower for Research

The need for balanced policies for research, the effective
machinery for the implementation of results obtained, and the deve-
lopment of manpower resowrces for these objectives, should be tackled
realistically by African countries. The developed countries of Europe
and America have found new techniques and methods of accelerating
economic progress, I1f the African countries are to improve upon their
performance, then research should be harnessed as a handmaid of national
development, The application of science and technology to the problems
of accelerated development should be integrated within the framework
of national planning. Modern science and technology can place at the
disposal of African countries the means of accelerating the inventory
and assessment of their natural resources and the planning of their
development and utilization. There is, therefore, need to embark
on research and training programmes which would meet the long-term
needs of the Continent. Zven after independence, non-Africans form
the bulk of scientific and technical personnel in most research
institutions in Africa. The demand for such personnel from external
agencies still remains high. According to a recent study in 14 West
African countries, the tentative ratio of foreign to national research
workers 1s approximately 1:1.5, although the position is heavily
weighted by Ghana and Nigeria, whose proportion of the total number
of natiocnals accounts for apprximately 42 per cent. In eleven 3Jast
African countries, the provisional ratio of foreign to national
research workers appears to be of the order of 2:1 approximately. On
the other hand, in 4 North African countries B0 to 99 per cent of these

1/

workers appear to be nationals of the countries concerned™. As some

;/ Cooper, St. G.C.: op cit. pp. 135-142
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of these expatriate staff are usually working on research for higher
degrees,it is not surprising that what is spent on research in such
fields as soil and water conservation is not yielding commensurate
results as far as the countries are concerned,

African countries should, therefore, include in their plan
programmes for the production of manpower necessary for scientific
research, Adequate education and training of specialized manpower
should form a key element of the research programmes. The strengthen-
ing of scilence teaching in secondary schools, the creation of voca-
tional and technical centres, the expansion of special programmes at
universities as well as on-the~job training should be integrated
in the national plans., The universities should be encouraged to
undertake research projects of practical and economic importance to
the country concerned. It is important to establish in each country
high level training of the nationals who would organize and direct
research studies so as to assist in designing national policies and
programmes as part of the planning efforts., The development of
natural sciences for the production of manpower required for research
may be programmed as follows:

(i) the establishment of special fellowship programmes for

the training of local teachers ixr. the sciences and effective

science teaching in all secondary schools;

{(i1) the formulation of policy to strengthen new or existing
facilities and institutions of post-secondary school level
to serve the needs of high level manpower training for

research™.

1/ Gornung, Michael B: op cit, p. 28



~ 238 -

5. Financing and Establishment of Research Institutes

There are variocus methods of financing agricultural research,
Where there is a large number of small producers who sell their crops
to bilig marketing organizations, e.g., central marketing boards or the
industries which utilize the raw materials, it may be more convenient
for the marketing organizations or industries to provide block grants
for central research institutes on the basis of the volume of produce
handled or utilized by each of them. For instance, in Swaziland the
financing of agricultural research is done by the industries concerned,
e.g., by the Cotton Research Corporation, by the Pine-apple Board,
by the Citrus Board and by the United Kingdom Governmentl(} In other
cases,the financing of research may be done on the basis of tax on
production, especially where there are many large producers or where
there is a Central marketing agency. For example, in Mauritius, research
is Ffinanced b»y a cess on each ton of exported sugarg

Bach country should decide onrthe methods of raising funds for
research that i1s most suitable to its condition. In respect of export
crops, while either cess or block grant made through large central
marketing organizations or industries utilizing the products might
be a convenient means of financing research, nevertheless 1in the case
of food and animal products, consumed locally and produced mainly by
small-scale farmers, this method of financing might be either imprac-
ticable, cumbersome or expensive, This is so because of the absence
of central marketing organizations for most of these crops, especially

in the West African countries, and hence such taxes might have to

1/  Cooper, St. G.C.: op cit,
2/  Cooper, St. G.C.: op cit,

p. 118

p. 119
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be collected from a large number of scattered farmers. The govern-
ment would, therefore, have to provide a reasonable amount of funds
from its Exchequer for this type of research as well as to supplement
the proceeds of cess and grants for cash crop research, on the basis
of the recommendations of its National Agricultural Research Council.

With the growing pace of industrialization in many A“rican coun-
tries, the need for industrial research is being appreciated by the
various governments. The rate of transfer of technical know-how
from the advanced to the developing countries of Africa bears direct
relationship to their rate of industrial and egonomic development.
Although there is still the lack of adequate research and development
infrastructure in African countries which 1limits their capacity to
adapt, utilize and improve on imported technology, it should be
realized that 1f these countries are to reach the stage of self-
supporting industrial and economic development, they must embark on
industrial research programmes so as to adapt the technology of
advanced countries to their immediate industrial needs and problems.
In addition, they should venture into new research fields which
may be peculiar to their countries. The need for programmed research
for economic development cannot, therefore, be over-emphasized.

One way of encouraging local industrial research would be for
‘the govermment to influence foreign industrial concerns to set up
laboratories locally by giving them such incentives as capital allow-
ances for tax purposes, and insisting that the laboratories be
established as a condition for giving them licences to manufacture
and sell prescribed quantities of the commodities for which they
propose to establish local factorieé.

A second method is for the government to set up industrial

research laboratories mainly to examine the possibilities and
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problems of utilizing local raw materials in new industries or as
replacements of materials being imported by existing local factories,
e.g., vegetable fibres, rubber, timber and food processing. It may

be mentioned here that one problem is that sometimes there is diffi-
culty in applying the research results for production on a commercial
basis ~ i.e., in designing plants which can utilize the local materials
concerned ar competitive rates of returns on investment. It is here
that the government might find the need for a National Science and
Technical Research Council, with a subsidiary Industrial Research
Council, useful for co-ordinating the activities of government-
sponsored research laboratories with the programmes of the industrial
sector of the country: in order to ensure that the latter take a
sufficient interest in following up the research results of the labo-
ratories.

Under the conditions of 'mixed' economy which prevail in most
African countries and owing to the limited resources at its disposal,
it is clear that a government alone cannot undertake all the industrial
research that is necessary; it may perhaps be best to undertake this
in partnership with private industrialists. African €overnments
should encourage and offer financial assistance to businessmen and
technologists (particularly the indigenous ones} to establish indus-
trial research services, OUOne aspect of such sevvices is consulting
engineering which is lacking in many African countries, particularly
for small-scale industries. The industrial research laboratories
which are suggested here should provide to the local factories, on
request and at reasonable prices, such services as identifying and
solving problems connected with plant operation and maintenance. These
research services organizations could also provide testing and control

services to industrial firms for periodical testing of the quality of
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their raw materials and of finished products and this would be par-
ticularly useful for the food processing and beverage manufacturing
plants. Certificates issued by the research organizations would both
reduce the chances of the manufacturing firms purchasing raw materials
of poor euality and at the same time ensure that consumers were getting
finished products of good quality, especially in comparison with thatA
of imported commodities.

The government could also, in partnership with private companies,
promote research in the utilization of the country's mineral resources.
Mineral resources are assuming increasingly important role in the deve-
lopment of many African countries. Development of these resources
require a comprehensive survey and evaluation. There are obvious
difficulties to the rapid recovery of new mineral resources, such as
lack of capital and local expertise., The crucial ‘factor, however,
lies in the establishment of effective research organizations to carry
out investigation directed to the exploitatioy and utilization of the
mineral wealth of a country for its own development. Facilities for
research and testing should be established as an instrument for the
application of scientific knowledge and of technologies developed

1/

abroad in the field of geological exploration and mining exploitation—.

6. Co-ordination of Research Activities for Development

One of the obstacles hindering the acquisition of existing or new
knowledge and the adequate uti}ization of research is the lack of co-
ordination between the executive agencies and the scientific institu-
tions concerned with research for development. Whereas in the United

Arab Republic, the growing importance of scientific research led to the

;/ Gornung, Michael B.: op cit, p. 69
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establishment of a Jepartnznt ¢f Scientific Xesearch to co-ordinate

all scientific research in the country%/,in some other countries in
contrast, scientific research is carried out by various organizations
(Government departments, Research Institutes, the Universities, etc.)
without any apparent co-ordination, This lack of co-ordination extends
not only to institutions engaged in different object-research but also
to those studying the same problems. Such a situation creates serious
difficulties. Not only are research prcgects usually interdependent
but proper co-ordination also eliminates expensive overlapping or
serious omissions. For these and other reasons, it is usually better
to group together related research schemes.

In deciding to offer leadership in development research, the
first probhlem which the eovernment has to face up to is that of co-
ordimation of the activities of the existing research organizations in
order to make them effective instruments for achieving its development
objectives. While it may be true that some duplication is necessary
in research in order to cross-check the results arrived at by different
units, nevertheless, a multiplicity of institutions which have no co-
ordinating body, such as exist in some East and West African countries,
is likely to lead to more human and financial resources being devoted
to research with relatively little results. One obstacle here is that
those at the head of some of the gxisting research organizations are not
keen on giving up their independent status. It is, however, encoura-

2/

ging that countries like Ethiopia™, Nigeria and the countries of the

/

1 Gornung, Michael B: op cit, p. 13

=

g/ United Nations Economic Commission for Africa: World Plan of
Action: Ethiopia, Survey of the Needs and Priorities, (M70-581),
p. 21.



- 243 -

Fast African Communiwy have set up naWional or multinational Scientific
and Technical Research Councils (including Agricultural Research Coun-
cilQ consis®ing largely of scientists, technolo€ists, and government
officials to co-ordinate and promote the various aspects of scientific
research.

It 1is necessary for each Council ¥> be given responsibility for
the co-ordination of research programmes of the appropriate institu-
tions within the country and for ensuring that they accord with the
guidelines of the national development plan. These programmes should
be given careful consideration for inclusion in the plan, with reason-
able financial allocation made for them. This also implies that the
Council should ensure that periodic reports are submitted to the
Planning Department through the appropriate channels, of the implemen-
tation of the research programmes, indicating achievements in the
various fields, especially in terms of results arising from the
application of tested techniques by the local farmers. Occasional
publicity of these results by the department responsible for agricul-
ture and natural resources Would not only popularize the application
of the new techniques by some farmers, but would also encourage those
who are responsible for the preparation and approval of future national
development plans to allocate more resources to development.

Another objective of the Research Council and its agencies is
to ensure that resources are judiciously distributed to research in
various fields in order to ensure a balanced development of the economy.
The situation should be avoided of concentrating, for instance, on
export crops ét the expense of foodcrops. An example of such an
imbalance was reported of cotton production in French-speaking African

countries having risen from 195,000 tons in 1960 to 320,000 tons in
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1966 whereas rice imports f@r the period 1963-65 represented an
average foreign exchange of over US532 million.

All agricultural and industrial research organizations in the
country which are owned or supported by the government should, at the
stage of the formulation of the national plan, submit their development
proposals, indicating their priorities, to the National Science and
Technical Research Council. The Council would examine and relate pro-
posals in the agricultural sector with those in the industrial sector
and co-ordinate these proposals in the light of the needs of the coun-
try. It would then assign priorities to them in accordance with the
national objectives or guidelines of the plan before submitting them.
through the appropriate channels, if any, to the Central Planning~\
Organization to be considered for inclusion in the Plan. For the
executign of research programmes and projects fimally approved, the
annual budget of these regearch organizations should be submitted to
the appropriate department for scrutiny and approval, Periodic
reporting of progress in the implementation of these programmes and
projects should be made regularly to the Central Planning Organization
so as to give the government the opportunity of deciding on the utili~
zation of research results of strategic importance in the development

of the warious sectors of the economy.



