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FOREWORD 

by 

J. Ri by-vhlliams 
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 

inadequacies and defects inherent in their administrative structures and 

management procedures, at various levels of government, have persistently 

constituted major obstacles to the full realization of their plan objectives 

or targets. 

that a very important step towards the eventual removal of 

these ')onstraints on development is to assist African governments to identify 

and bridge the gaps in their administrative structures and procedures, the 

~conomic Commission for Africa has felt the urgent need for a practical and 

do1'fn-to-earth handbook, on administrative framework for development, to de 

African governments in their efforts to establish sound, modern and efficient 

administrative and r.1anagement services. 'rhis monograph is an attempt to 

meet that need. 

The document is based on the findings and recon:mendations of conferences, 

ser.1inars and courses, in Africa, on planning and an in:plementa tion, organiza-

tion and management, personnel administration and tr~ining, local governr.1ent, 

ic enterprises and ::1drninistrative framework for development, as well as 

on mif>Sion reports and other experience in J,frica. It has been designed in 

such a manner that practising administrators an~ their staff could use it as 

ready checklist for their guidance~ and it should also serve as a useful 

handbook for those engaged in training and administrative reform or 

improvement exercises. 

This is the first document of its kind to be issued by the Commission 

and it is hoped that those who have occasion to use it lflOUld offer suggestions 

that may lead to the improvement of its future editions that may be required. 

A number of ECA staff members contributed draft chapters to this 

monograph; w{lilst ::r. S. 0. Asabia, Deputy Governor of the Central Jank of 

l'i, eria, contributed a Paper on Financial Institutions. :'1lr. V.N. ;:,'Iuoneke, 
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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 

under the auspices of the Commission. 

d in Addis Ababa (7-18 December 1970) 

The Commission wishes to place on record its appreciation and thanks 

to all tbose who in one way or another have contributed to make the issue 

of "Administration for Development" possible. 

4'5A!p¥rqh 1~~11 

Addis Ababa 
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INTRODUCTION 

It is recognized that there is an urgent and pressing need for each 

developing country in ~.frica to establish a sound administrative machinery for 

its programme of accelerated BOcial and economic transformationo Already mo:ot 

of these countries have embarlc;d on programmes of rapid development, but in 

m""'ny cases the plan tG.rgets hr;.ve never berm fully rc::J,lized. There .ctre '1 numbe:r 

of re~sons for this lc,ck of full ::.chievement. One such prim.'lry re.1son is the 

l.:tck of administr-:ctive capability to g lv::nize ::ell org_,ns of tho government in a 

coordinttod .'J,nd purposeful effort to rcclist ic::lly formul1te :md implement t:te 

government programmes. Thus, tho ostr:cblishmcnt of effective ::,dministr ctivo 

m:.chinery is b,sic, not only for the m::.int(m::cnce of '1 n~ction-st:.~tu, but .:clso for 

r':-pid socio-economic development. Gener.1l ctdministrative c:.vtbility is ne<.:ded 

to sust::,in pl~,nned economic, soci:::,l ::md cul tur::cl s. 

As p:crt of its effort to assist member St.atcs to improve further their 

::.dministrative c~p::.bility so -:cs to bridgo tho g:J.p bdwucn pl·::,nning :1nd pl::,n 

implomcnt.::.tion for nation:cl development 1 the Econ~mic Commission for Africa has, 

since 1962 7 orgcnizcd no loss th-:m 20 seminars, vmrkshops ::.nd courses de::ling 

with v:crious :'spects of public -:dministr-:ction. These mcctin,_s provided a forum 

for the study -:end idontific::.tion of urgent administr-:ctive pro1vloms confronting 

nfric:m countries :md for the prcp,r:ltion of propos.-:cls c~.pablo of providing 

pr::cctic:,l solutions which could be :,ppliud to these pressing problems, ':..nd which 

could likewise serve as .:1 guide for tho 'ldministr:::,tive c.ctivities of the govern­

ments concerned. In addition, tho Commission h.l.s undert':1ken n number of missions 

to the developing countries with tho view of appr:1ising J.nd a sccrt':1ining how the 

government m::cchinery w~,s being reoh ,pcd in ordor to improve 'end sust.:cin, on a 

more pcrm.:cnent footing, tho roquisite .~dministrative c:tp:cbility for n:;,tion.:cl 

development. 

In December 1970, the Commission organized :1 somin_:.r in Addis Ab::cba on 

•~"l.dministr.-:::.tivo Fr.:tmcwork for Development" for the English-spo:>king icfrican 
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co1.ll1trieso With tho lo:::,dership offered by the Public i<.dministr:ction Section, 

::-, dr.:::,ft monograph w::cs prcp·:crcd on the b~sis of :r:Lpcrs submi ttcd by v:::,rious 

sect ions of the Hum~"On Resources ])cvclopmont ':'end Tr.:::,de 1 FiscJ.l ~md Il1onet'1ry 

.Aff.:,irs Divisions of the Commission 1 on identified ::::.cirninistr::tive obst:::,cle;s to 

development. 'I'his somin-~;r focusse;d :cttention on those :::spects of govt:rnmcnt 

m.'1chinory directly conccrnud VIith dcvclopmunt - p::lrticul:crly its org·J.niz::\tion, 

procedur s ·.nd m.::ln.:,gcmcnt pr.:::,cticcs. Tho scmin -:.r cng':1gcd in :: re .listie oxrh:::,ngo 

of viuws 1 ing of ido::.s 1 experiC:nces, insights o.nd isc le-:cding to the 

identificJ..tion of .-:.dministr-::.tivo obst:.clos to tho prop:tr.·.tLm ~-nd implcmont·.tion 

of development pLms :md progr~.mmcs :.nd t the dcv'"'lopmcnt of c pors-

poctives :mel principles indic:.t poscible solutions '\nd me-:-~sures to imprcNe 

the exist govcrnmont m :.ch inory. On tho b .sis of tho recommend:.t ions of the 

sC:min'lr -::.nd on its comm()nts on the monogr:::.ph 1 this publicJ.tion h'ls1!J;eun pror'!.>J.ced 

by a Consultant, ~r. V.N. Muoneke, to 3~r~e as a frame or rsference to draw 

from in the rlesign of sui tablc:; administrative f:ra.meo'fork for developr.tent as 

well as in the actual administration of development ans and prograwnes. 

It is not intended in this public"1tiun to prescribe to co1.ll1trios huw they 

c':':.n c':':.rry out their pl:.:nning ~end pl-:Ln imnlcmcnt-::.ti,jn. 2•uch c:m -:::.ttcmpt would 

bo impossible bc-:..ring in mind the vJ.riuus st:;.gus of dcvcle;pmunt -::.nd tho widely 

differing circumst:mces frum one c"1.ll1try ::mother. The ten ch,'lpters c-:-.nnot ~.;vcm 

cl :cim to h-:-:.ve covered every subject th-:J.t m:::.y be of intcro:st t pl::mning ::md plc.n 

implemcnt:,tion" Tho m::'cin cctivu them is t underlinG cort::,in basic prcblems 

of genor--:,1 import_,nce :nd to make suggestions :::cs to the princ s 1nd methe;ds 

for t:.cckl ing them. 

The planning organs of govurnmont sh::uld be -:trr ~ngud as to be .J.blo to 

::LdequJ-to m::1chincry, both ::1t tho centro anci .::.t tho loc:l L vels, to 

1.ll1dort.:ke the pl'lnning process starting from the coll<~ction cf st;.:tistics ::1nc' 

tho m:1king of proJect ions to the of fr-::.ming progr~1mmes 1 chtbor:,t 

re-:1.listic projects, supcrvisiint,' 1 reportinG, ev .lu.'J.t .::md revi the ex-

cution of tho s. It is, thC;reforo, obvious thJ.t -'1 C()ntr:l gcvcrnmcnt, with 
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requisite .:,dministr'::.tivc C'::.P~~bility, is prcr si tc fur duvclopmunt. So 

clso should .:::, system c_f deccntr;,lization be evolved which J>Jmld en::cblc the 

loc::cl communitios to cng:cgo in sclf-initictod mcnsuros int 

n::.tic,nal development progr::tmmcs. 'l'hus 1 effective :~dministr::ttivc org ,niz::ction 1 

m.::.n:::tt:,cmcnt :end personnel administr-,tion hwc t be pl::mne:d, cro:::.tcd :md sus­

t':Cinod_, N~,t icn-:cl c1 cNclopmcnt, thr,ough tho ic .tion uf ~Jc.::;nc,mic -;,nd soci:::,l 

mo:csurcs, depends, to extent, on cro::ct :"nd suppurt 

tiun J.nd m~m:,gl:ri-::.1 mcth,;ds ~mel techniques ::::,s w0ll .·~s ":n efficient =~nd c::·mpctc:nt 

civil service 9 

the public sector controls pl::mning and implomcnt~tion, tho 

role of bodios :::tnd tho vimors of tho privcto s0ctc;r hcvo to be t:ckon 

into c .nsidor~tion, othL:ririisc it is difficult t how planning, much 

loss pl:m implomGntc.ticn, cJ.n bo effcctivoly carried out. L dcrnizint; the J.d­

ministr.J,tion of public ontc.,rprise;s :md pruviding fc,r ':',cc,unt:cbility witlLut 

nccoss::cr impetir cr:.,ntr•:,ls sh( ulC: ssist such bCJdics in c:)ntribut to-

w::trds nc.ticn::cl dovulopment. The ctdv~mccs m'1dc in science ::1nd tcchnc,locy sh;_:uld 

be h ~rncsscd for r:::cpid t_;rmvth. Bud;:;ot :md fin.:::tnci::l :cclmini str.:::,t ion pre vide tr 

m"ch:::tnism fer ch:moll ::oll tho rcsc urccs of e:.:ovcrnmcnt tmJ.-:trds tho ~ vclcpm .mt 

procossc:s. int; brings :-ell th ros~urccs into focus ·,nd f,cill+ thGir 

allocr1tion :-"nd control for meeting the v':Cricus pl':i.n purposes. 1\.s ~ cle'-'~c:,ion-

m;_king instrument, the buc"ct:,·ot shc·uld be synchrcnizod vri th thu 

1t m .,chincry must be devised fer rcl·::.ting scarce res. urces to progr:::cmming 

implcm(,;nt-ction and for mobilizing local savings, through financial institutions 

for national development. 

1 April 19 71 

:.delis i'c h::tbO-

G .0. Orcvl::!, 

Hc,:::cd 
Public ;~dministr :~tiun Sect ion 



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 

s~cial, 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

ganized 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. 

2. The Position of the Central Planning OrRanization in Government 
Machinery 

l'Tith 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 settin~ 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 
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establishing a Planning Organization in each State was exhaustively 

discussed. While 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 and the expansionist 

role of the Planning Organization; and the fact that the location of 

the Planning Organization in the Department of Finance might overburden 

the r,1inister -because of the additional task of adjudicating between the 

financial and planning divisions in his department •. !/ 

The United Nations Meeting of Experts 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

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 

l/ 

?/ 

Royal Institute of Public Administration - Administrative Organiz­
ation for Development, Conference Report, PP• 39-40 (Lawrence Bros. 
:1/-S-Ivi Ltd.). 

Administration of National Development Planning: Report of a Meetin;s 
of Experts held at Paris, France, C-19 June 1964 - United Nations 
Publication No. ST/TAO/rV.(27), p. 14. 
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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 ICenya 

it is under the charge of a senior Minister; in nearly all other En­

glish-speaking African countries (other than Lesotho, Ghana an:l the 

Gambia), there is a sep2rate Department of Economic Planning or of 

Development. From the foregoing it is clear that as far as most En­

glish-speakin~ African countries are concerned, the stage is passed for 

any useful debate as to the need for the Central Planning Organization 

1;o be a separate division or department. :·Jhat 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 

Deputy, or under any other Minister. 

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 Plannin~ 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 li~ely to be available to the country durinz 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 lon~-term national plans. The Orsanization 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 

t th, govcrr:ment 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 planninG process is for the Central Planning 

Organization to collect statistical and other information on existing 

po;alation 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 a~ 

instrument of planning~ cannot be over-emphasized. 

~. Consultation 

Having gathered the necessary information and assembled them, thr: 

next step is that of assigning priorities to the allocation of thesE 

resources in accordance with the national objectives wh1ch have to be 

established. At this stage it Hould be desirable to obtain the views 

of leading members of a cross-section of the economy through a general 

National Consultative Committee. IJhile in countries like Botswana and 

Lesotho these consultative bodies are established by the government 

with specified regular membership, in a country like Higeria 1 this 

consultation is 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 National 

Reconstruction and Development held at the University of Ibadan, Nigeira~ 

in t'iarch 1969. Provided the quality of representation is rrood, on"' 

can expect high-level discussions at such conferences or • etin~s ~f 

the Consultative Committee which would provide general :i." "cions on 

the implementation gaps of the previous development rlans am 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 t;1e Central Planning Organization to a national Planninc Board or 

Commission whose membership would include some Cabinet [',ini.sters. 

Senior :zovernment officials, and a few representatives of public enter-

se:s and of the private sector would sit on the Board ei tzwr as 

memlJe:.s or as advisers. Its ci1airman could be the Iiinister of Economic 

The private sector representa.tl ves on the Board shoulc~ ~1;;:; 

busi!.ess executives who can appreciate the political, social and econo­

:;:l ::.;.1;1lications of the C:evelopn'ent proposals in 2. perspective ~<id.et' 

the' t t~10se of their individual :.msine.s[, interests. 
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The National Planning Board or Commission should examine in detail 

the geneL~l outliile of the objectives 9 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 to 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 Organization. 

5. Plannin,~ l'ni ts 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 ~'ender advisory 

support to them in the performance of these tasks. This could be re­

inforced by the establishment, particularly in large development depart­

ments9 of planning units or cells which would be headed by professional 

planners. 

One problem which mc:ny Central Planning Organizations in Jl.frican 

countries are experiencing is that in the absence of planning units, 

especially in the major departments, it is becoming increasingly 

difficult to r;et well-prepared plan proposals emanating from the depart-

ments. In many cases, the generalist Administrative Officer 1 wil no 

social science background, or specialist training in planning, is des­

ignated as 'Planning Officer 1 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 dejJartment - 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 1 to planning officers based in the Central Planning Organiz­

ation. In one or two cases because these officers are "non-resident" 

in the executive departments they do not operate with maximum collabor­

ation with the dep2rtmental officials. The result is that the depart-
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mental officials lose interest in the planning exercise and, in the end 1 

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 tte 

planners, they usually get through w1th the signature of the head of 

department who himself is too busy to scrutinize the proposals careft;lly. 

In fact, in one country the situation is such that it 1s oe1n~ suggested 

that departmental proposals should be prepared by the planners under 

the direction of the Chief Planning Officer in the Central Planning 

Organi;>;ation. 

It has to be recognized that the officials in any organization are 

in the best position to prepare its plan proposals. Hha t is neecl.ed 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 'tas beer 

stron,gly suggested that each of the large development depar :1<:' tts l .. ke 

} .. gricul ture, Trade and Industry, T•Jorks, Transport and CorrHdUl, at ions 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 adequate 

promotion prospects for planning officers, it is considered necessary to 

have a pool of planners with a centralized cadre in the Central Planning 

iJrganization from among whom planners could be posted to the uait in 

the departments, it should be made clear that such officers are opera­

tionally and administratively responsible to the respective heads of the 

dep2rtrr.ents to which they are posted. L.ey would of course be u;::der 

the technical supervision and co-ordination of the head of the Ce:.1tral 

Planning Organization. As will be discussed later, the functi~ns of 

the pl2.nning unit, apart from Utose of collation and co-ordi!12. tion of 

the proposals of the department and reportin.r; on the implement2.tior:: of 

plan proposals, should include the manpower planning function of the 

depc-rtment. 



n. 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 impJementation 

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 dep2rture from these objectives or for 

going beyond the level of resource allocation mc.de 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 preparRtion of the district development plans 

is described in detail in Chapter II. Briefly, the projects in the 

district plan proposals are listed in c2tegories 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 
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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 wi ~'1out 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. Lrhe 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 

c:.ll of these projects in the "Contingencies" section of the nc>_tional 

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 D 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 9 on which the representatives of the Department of Local Go­

vernment should serve. If the proposals in list D are accepted by the 

committees 9 they will be included in the "District/Provincial Projects" 

section of the national plan 9 with adequate provisions made for govern­

ment1s grants-in-aid towards the implementation of the project5 Imple­

mentation will be undertaken by the respective local government councils 

1d th the technical and fincncial support of the government. Such projects 

in list E 2.s are accepted by the government will form part of the sectoral 

plan proposals along with other proposals submitted by government depart­

ments and agencies (including public enterprises). It finally approved 9 

their implementation will be the government's responsibility although the 

f1Jct that they were initially proposed Q,Y the wc.rd/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 a minimum or reasonable rent, or in the form of 

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

The Central Planning Organization 9 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 9 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 

dep2rtments in some countries for soundinG the opinion of the private 

sector, on departmental projects, may not meet adequately the need for 

inter-departmental or inter-sectoral consultation. Moreover, these 

consultative bodies seem to be ad hoc, and the possibility of their being 

2 ot 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 1 particularly 

foreign-based ones, to bring pressure to bear on the Department of Trade 

and Industry for unnecessary concessions. fvtoreover, 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 e~ch 

country. 

Each committee could have as chairman, 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 cross co-ordination~ 

an official member 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 

is 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 plan. 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 Oreanization and National Planning Board 1 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 

PlanninG Board or Commission. Since this is a working committee~ the 

partners in national development would naturally 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 Or,ganization. 

On receipt of the draft propos2ls of the various depc_rtments from 

the Central Planning Organization 9 the multi-sectoral committees should 

discuss and submit recommendations for the modification of the proposals 

to the Central Plannin,c; Organization for consideration by the 1'lational 

Planning Boc_rd. It could also submit comments on the dr<,ft proposals 

of the departments and agencies in other multi-sectors, through the 

Central Plannints Orgznization, for the consideration of the committees 

concerned. 
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The Central Planning Organization would process the recommendations 

and draft proposals of the multi-sectoral committees and submit them to 

the National Planning Board or Commission. The National Plannint.S Board 

would then examine the draft plan and the submissionsp and make its 

recommendations to the Cabinet for approval. In some countries like 

!(enya 1 Botswana, Tanzania and Nigeria (under the Civilian AdministrationL 

the plan ha_s to receive the final approval of the Natiom:l Legislature. 

(Appendices 'A' and 'B' on pages 25~ 

Planning Machinery Charts for guidance). 

indicate possible alternative 

J. ~aior instruments for plan implementation 

Most 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 havin3 a 

State Planning Committee for controlling the execution of the plan as 

distinct from the National Planning Commission,!/ practically every 

English-speaking country which h<:>s established a Central Planning Organ­

ization has 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-ordinatin2 the implementation act­

ivities of the executive agencies. It is noteworthy to obse1·ve that 

the Central Planning Organization 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 C2.binet. It is in acceptance of this situation that the 

points which follow are being made. 

The m;:, jor instrument 2nd procedure for the implementation of lor,a 

and medium-term plans are: 

.!/ ~aterstone, tlbert: Development Plannin~: Lessons of Sxperience 
(The John Hopkin's Press, BdtitHOre), p. 4?G. 



(i) The annu~l development budget; 

(ii) Project appraisal; 

(iii) ::-1articipation of the private sector; 

(iv) Co-ordination of the implementation activities of the various 

executive departments and agencies; 

(v) 8eporting 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. 

g. Co-ordination of Activities 

?lan implementation (;:·s 1;ell as the preparation of plan) is the 

primary responsibility of the executing departments aad agencies, and 

the main function of the Central f'lannin~ 'Jr~ani::otion is to co-ordinate 

the activities of these bodies d different levels to ensure thc;t as far 

a.s possible the implementatim, proce<;s :;>,oes accordin~~ to schedule and 

as intended. The methocls <~nd p:':Jccdures devised for achieving this 

objective, including those of rer >:·ting and applyinz remedial measures, 

would depend on the stro~cture of the 2.dministrative m2.chinery of the 

government and its 0~encies (the inter-dependence of administrative and 

socio-economic plannin::; is discussed in more deta.il in Chapter III), 

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

the decentralization of the pL::·nnin;J system, c:s well as on the ne-e ture 

of the economy. 

In a number of African countries, the Central Planning Organization 

is just in the process of being ste>ffed by indigenous professional plan­

ners, and the establishment of planning units, even in the lar6e depart­

ments, has hardly ste.rted. It would, therefore, be too much to expect 

that the edministrative and technical staff in the dep2rtments 2nd c"'gencies 

who h2ve not been trpined in plc-nnin~~ techniques would acquire that ex-



pertise without further training~ orientation 9 or experience in develop­

ment~ for the purpose of reportinc; ~ccurately on plcn implementation. 

Ividently~ one of the first assi,~nments of the Central Planning Or_:scn­

ization is th2t of 'educc:ting' these officers on the need for, ecnd the 

techniques of 1 reportin:]• This is c: delicate e.ssignment which requires 

tact. As some of these officers mis;ht resent the ide~ of being "trained" 1 

the conference system might be <' rec>sonable 2.pproa.ch. ~or example, the 

Linistry of Economic Development in Lidwestern IH_:seria started in 1969 

with this procedure, even at the pl<.nnins stage, in connexion with the 

preparation of the 1970/1974 He.tion;d Plan. The mcterials for discus­

sions/lectures should be designed specially for those reporting a.t dif-

ferent levels and on different types of projects. Jhile short orient-

ation conferences might be e.dequate for senior officers oper2~tini3 at 

the headqu<rters of the ve.rious or&anizations 9 lonJer semin~rs/courses 

and more det2iled lecture notes miGht be necessary for those who have 

to prepare original and basic reports on the execution of individual 

projects. 

Another point worth mentioninG is that with the Central Planning 

Organiz2.tion still trying to establish itself within the family of govern­

ment insti tutions 9 it should try 2.s much 2 s possible to use other agencies 

as partners in its orientation crusade and other cctivities. In this con­

nexion, it might be desirable to get the Institute of Administration in 

the country to sponsor and to design appropriate syllabi of such orient­

ation conferences, seminc-.rs and courses, with the Central PlanninJ Organ­

ization, providing the bulx of the staff on a pe.rt-time basis. ~n this 

manner the p2rticipants might tend to regard these trcinin__;; pro:-brammes 

less as directives from the Central Plannin,:; Organiz<:.tion. 

The other point is thet of designinz procedures c:nd forms for 

reporting and of determining the schedules or regularity of the reports 

on implementation. Cc.re has to be taken to ensure the>t the procedures 

and forms are not too complicated for the level of apprecic:tion and com­

petence of the majority of the reportin:3 officers. These should be 

drawn up in full consultation with the respective executive departments 
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2nd agencies so that they can cccord, as much <S possible~ with the 

existing circumstances, and take 2,ccount of the cdministrative C2.pabil­

i ties of the or:;anization to cope with the tc_sk of reportin:;:;" It is 

sometimes said 1 2nd 2ptly too, th2t it is better to have simple but 

reliable f2ctar l reports than to h?.ve inc.ccurc.te reports prepared on 

sophisticatedly desi~ed forms" 

After the conferences, semint..rs and courses, and the distribution 

of pro.sress report forms, the most import<mt public relations t?.sk of 

the Centrc>.l Plcnning Jrganiz2tion then begins - that of visiting the 

departments and 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 briefin~ on the proper method of 

approach. This is to ensure that from the very start the personnel of 

the Organization are 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 purposa of progress reports 9 

but also for the supply of other valuable information on the periodic 

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

t!here 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 heodquc>.rters and field report­

ing units of the department. If possible, this could be done with the 

support of a few senior depnrtmental staff who themselves have a working 

knowledge of the subject, together with any available staff from the 

Central Planning Organization 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 local government staff who are involved in the reporting system. 



10. Reporting System including remedial action 

The system of reporting would depend on the nature 1 imporbmce ::;nd 

priority of the programmes and projects of each department or agency. 

In cases where the projects are in an active stage of construction and 

large investments are involved~ it may be necessary to call for monthly 

reports. This could also c.pply to other projects on which monthly com­

prehensive reports are possible 1 e.g. 1 construction of hishways. In the 

case of the execution of a project of a long-term nature~ where the 

stages of construction are of such complex form 9 and where l.arge stocks 

of equipment h<::ve to be imported and the delivery process t2J<:es some time 

or is slow 1 it may be desirable to allow for qucrterly reportin]; in order 

to obtain meaningful ;:;nd reliable information os well as properly pre­

pared data. This is because if the reports <!re too frequent nnd :: large 

number of the construction staff have to furnish data for the reports 1 

they might 7 out of a disli!ce for the irksomeness of the procedure, furnish 

rough estimc:tes and inadequc"te informD.tion for monthly reports. It 

would 1 therefore 1 be useful for both the Central Planning Organization and 

the departments concerned to ret-.ch an <::greement from time to time on the 

regularity of the reports for each major project in order to ensure that 

once the department agrees 1 and appreci<::tes the need for these reports 1 

it would do its best to obtain accurate data and submit the reports 

promptly and regul<:rly. In the same manner 1 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 obtaininc necessary statistical and other development data 

from the private sector. 

Hhatever mc.y be the system of reporting 1 wh2"t 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 1 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, 1~ rel~tion to its c~sa flow in p~rticul~r nnd to the 

~v~il~ble resources in aener~l. For ex~mple, in the Philippines, the 

periodic report of '' ,_::ep::rtment inclic~tes wlvct expenditure hc.s been in­

curred in e::-:_cll sector on :: p:crticul;:-r ;=>roject in one c:::u"rter ::md NL,-,t 

2lloc:ction of funds is rer_ruirecl 'o:r- the next r-ru::rter. If due to del~ys 

in si:nin;:-; contr::ccts for construction or for the delivery of mc-terirl.s, 

there is c>.n ur"der-spendinz of the :first ·-:;;:u:crter 1 s .~lloc::tion <lEd it 1s 

felt th:--t this mi:zh t :--_ffect ti1e level of expendi tul'e iD t:1e seconC: 

~_,'J::rter :'.lso, the 1,ecess:::ry :~d justmen.t would ther: be mc.de in the seconC: 

r::;u~rter's ~11oc.~.tion :-.nd this J.Jould rele.J.se some funds in excess of re­

-~:uirer.:ents for other ~::>,'0 jects w:1ich ~re in ::.r. :·ctive st2.;3e of execution, 

This --:rr":il(SC!;.ent thu::;; oovi ~ tes t:le difficulties encountered in tyi.l.~, up 

furu:ls irt excess of re·:ui;'enlents to lr~:=:ivici.".r'l plnojects -:rJbic~l the T3~e~sury 

c~.sh flou mi,-:;ht not be ~ ~Jle to :: fford ~_nd, in c~_se of sh:oxtf:--.11 of revenue 

collectior1 1 the perrLicious :ocross-the-boc:.rd bud3et cuts iiFY be minimized, 

if not elimin~ted. 

In c-. feN countries 9 in orcler to !Jrovide c- cross-check on the dep~:rt­

mental pro~ress reports, some of the staff of the Centr.~l Pl;-nnin.z :Jr.::;c.n­

i::-:2-tion visit the sites of Lcr;::e pl~ojects 1 "I":Oll£~ ot~1ers, to discuss with 

the cor~struction sti'lff :'nd obtc.in useful informc.tion on the proc;ress anc~ 

the problems of implementc-.tion. .1hile c_ppreci:--.tin:=; tl1e use of this de­

vice, p:'rticularly durin2 ti1e ec_rly st::r:;es of pl:::.nnir1~ ir • .--._ developing 

country, it m2y be useful to observe th2t this procedure shoul~ be in­

troduced ~Ji th the o.greement of the executin:::; orgcmi c:.'l tion in order not to 

create the impression that there =ere doubts ::-.s to t~1e .-:-.ccur:ccy of the 

depn.rtmeiltz-,1 reports. For ti1e s;:me re:-,son 1 the visi tin:--; st:" ff of t!1e 

Centr:-cl PL1nnin,_2 ;Jr.~z-,niz.:-_tion should be t.:-.ctful in the nc>.ture of r;uestions 

which they ::sk and should try not to descend to the level of 2.skin3 un­

r:ecessi'rlly det~iled .~;uestions 9 lest the cor~struction st:cff mi::;ht reg.~_rc1 

tt,lS exercise ~s :- ;r.~ st2ful da:;Jlic:::.tion of the inforr:ctio-· collected for 

the dep:--rtment2.l re~orts. 

In vieH of the c:-.n:z:er th:-.t these site visits ty the pLnnin;:; stc>.ff 9 

if not c~refully pl:cnned ~nd ti'ctfully c:crried out, might ~ffect adversely 

the rel" tior.ship beb-lec; the Centr,:cl FL.nnin.Q; Orc::i'niza tion .'lnc' t:1 e execut-



ing ~,_;encies 9 it should be the ultim:--te <eim th<et 9 2.s soon <es the ple:.nnint;: 

units irr the dep.~rtments ::re properly est<eblisi1ed rnd he2.ded by profes­

sionzcl ple:.nners 9 these visits should become less re.s;uhr 2.nd eventu2.lly 

discontinued. This ~wuld be on the understzcndin.::; tlr:t the pL::nning of­

ficers in the units should themselves visit the project sites Hhen neces­

s:':",ry to cross-chec~< on inform::-.tion rel<" ted to mG. jor implementn tion pro­

bleras before the field reports 2.re submitted to the de?Grtmentc:l pl2.nnin:3 

committee. They should Glso, if necess2.ry 9 be required by the Centr;:l 

Pl2.nninc Or,s<ni~;:tion to obt.J.in such informction ::-t ' lc:.ter stc.Je for 

use by the N2. tion<l Plnnnin;.; Bo.~rd or the C2.bineL 

The procedure for reporting Hhich is discussed here reco;::nizes 

the prc:ctice in nearly all sh-spe;-:-.in:; Afric::n countries th<:tt the 

Centr;:l Pl::nninJ Orz;:-·niz;.:.tion is not 2n executive but z:c co-ordin2 tin~:; 

agency. The pl;:onnin,:;; unit in e2.ch dep2.rtmen t or 2.3ency (whether or not 

it is he<:ded by 2. pl2nnin;::; expert) is responsible for collecting d<:t.J. 

and subsidi<;ry re;:>orts from 2.ll executin~ units under the dep2.rtment on 

the implemenb:·.tion of the v2.rious projects under their ch;c.r~e. This 

inform;:: tion is used by the plc.nnin,::-; unit to prepc:re the dr:1ft of the 

dep2.rtmentnl periodic report Hhich is submitted to the re13ul2r meetin:::, of 

the departmentcl plannin~ committee. On the bc:sis of the observations 

and recomrnendctions of the committee 9 the head of depnrtment submits 

the dep2rtment11l report to the Centrnl PL:mnin3 Orgc:niz2tion indicating 

<.ny bottlenecl~ in implement:::tion, including c<::.uses of possible increases 

in the costs of the projects, the need <::.nd the reasons for possible re­

::lrrangemei1ts of the priorities of execution of some projects by the Orz<:,n­

ization1 &nd recommend~tions on H~ys and me:1ns of &chievinJ these object­

ives or removing the bottlenecks. 

The Central Pl,nnin~ Orci~nizc:tion on receipt of these propos;:ols 

Hould obtain, :::.s necessary, further informc.tion on the mc:jor recommend­

c.tions either from the reportin,-:; c1epe:rtments 'Jr from other 2~encies that 

miJht be of e.ssiste:nce in solvinz some of the implementc-.tion problems 

r:1ised in the reports. It would then rec;uire the ;::.ssistcmce of 2 properly 

staffed Project !.ppr2isC1.l Unit (discussed in Chc-pter VI below), to analyse 



these reports. This Unit~ aprrt from apprnisin,-:; projects in which 

Vi:lrious '-1overnment dep~~rtments rnd zcgencies ;:ere involved~ also evrtlu."'.tes 

periodic implementation pro<3ress reports from these or:_:;2,nizations 2.nd 

offers comments 2.nd recommend;:-tions throu~h the Centr2l Plannin~ Or~2ni z­

c.tion to the Tlction:'ll Planning Bo2rd for consic!eration. 

The scrutiny of these reports is one of the main re<:sons why the 

;J;;.tionnl Plrnnin::; lJorrd should raeet ret3ulc-.rl y. The Bo;:crd could invite 

the representatives of the agencies concerned to its meetincs in order 

to explain certain points in their reports and to discuss v2.rious zclter­

native means of resolving t~1e problems posed. Periodically 1 say 1 every 

six months or cs often as is necess2ry, the :J;-.tional PL:mnin_s Board would 

request thn.t the multi-sectorc.l committees concerned 1 where they exist 1 or 

the inter-dep2rtment2l committee should meet to examine specific problems 

arising from implementation reports of the departments 2.nd 2-;~encies in 

their respective sectors 1 or problems which would 2.ffect them but which 

h2.ve arisen from reports subrr.i tted by depc.rtments in other sectors. As 

far as possible these meetin~;s should not be too frequent so thc-t the 

situation does not n.rise whereby it would be difficult to get technical 

experts and senior civil servants to 2.ttend reguL:rly. 

The rJ.'Ctional Plmmin3 Board 1 s recormnend:::.tions on v2.ri·:lUS issues 

raised in the departmental progress reports should go through the Central 

Planning Organization to the Cabinet for decision, if necessary. The 

Cc:binet would~ after consiC.erin,:; these recommendations, ,'lnd in the light 

of <:my other information 2s well as on the brsis of avG.ilable and anti­

cipated resources, issue prompt directives on the necessary ;:cdjustment 

to be m;:cde to the ph;:csine and structurin;:; for the execution of the dif­

ferent projects on intra-- or inter-sectoral b2.sis as well c:cs on the direct 

remov<2l of bottlenecks to the implemenb.tion of the projects. These 

decisions ;:md directives of the Ceibinet l<rould be conveyed to all the 

dep2rtments and agencies and their future progress reports would reflect 

how far these directives hrve been implemented and how far they have been 

successful in resolvin~ the problems in rruestion. 



ll, :\evision of the Pl::cn 
---~---------

~t st:ould be remembere-:.: th2.t no m<:tter hmv relic:ble the ir-..formc:tion 

2.nd renlistic the projections ir, :·. pl::n rr •. ::.:y be 9 circumst;:mces do ch<:>.nJ,e 

durin:.:; the life of <'-ny pl2.n. These mc_y be d.ue to politic"]" soci.:>.l or 

economic· ch~nges either within the country or 2-s n result of extern2.l 

force.s. In recogni ti.on of the f;;.ct th2t pl is a continuous process 9 

every ::;overnment 9 therefore 9 should be preprcred to revieH z::nd revise its 

periodic?lly, 2.s necessary 9 ~urin~ the currency of the plrn. It 

must be reco,::ni::::ed th.c .. t owir;£s to the rnul tiplici ty of the vz::.rL::blc fc_ctors 

uhich go into the plr~nnin:; process 9 p;~rticul~rly in developin['; country, 

;: medium-term plPn 1 s::- y, for 5 ye::lrs or 2. lon;;-term plc:n, s:-.y, for 10 to 

.?0 ye2.rs 1 should 2.lwrcys be re.z"crded 2.s 0. blueprint. It is in re2' li 7<'. tion 

of ti:lis f.:1ct th:-,t c- country li:<e BotsHz::.ec:-. bc:s dec1ded th2.t the pL:-.n must 

of necessity be revised eveiAY two ye<' rs so tlE t tbc second bienr:izd. re-

vision exercise t2 .. l<es z.ccount of the projections whic:1 :>,re likely to ,.;o 

i11to the subsequent fi ve-ye2.r plan. 

''h tever mc:.y be the <oystem of rev~ the pl::-n, it is import::-.nt 

thct this exercise should Le rer-:;2.rc'ed 2.s of such 2. m2jor importnnce 

h1;:-t the full process :·nd procedure r,~hich cJe:ce ~.doptcd in. t~1e prep2.r?tior, 

of the Ol'ic;innl pL:.n Ivould hc'.Ve to l:le gor,e trrrougho This me::~LG ti1c::t once 

the Crbinet 1 on the c:.dvice of the tion~ l Pl2.nnin Bo:c'rd 9 <:lecic'es on 

revi the plnn, the respective depertments cnd ~·~nci~~ with the sup-

port of pL·,nnin,~ cells and pl21nning cornrJi ttees shv, L·.: E '·'t"i ~- their pro-

posc_ls for revi the plcrc with .?.s much iniorm::-tion ::~:.d dat;:, if not 

more, 2.s were used to support the propos2.ls for the orizinnl plcn. There­

after9 these proposc.ls 1·Wuld h2ve to DE. coasid.ered by the mul ti-sector::-1 

pl2nninr-:; committees where they exist. or the 

cor:nni ttee 1 by the .?tion;--l Consul t,:.tive Comm.i ttee :nc] fin2 l by the 

l!.:'tioncl Pli'nnin Bo;:·.rd or Commission 2nd the Czbinet" If the origir,;::-.1 

vJ2.S ::-pp~·oved by the :~c-tion::.l Lssembly the revision c:.lso our-:;i1t to 

:.;o to thc:t for its 2pprov~l. 
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- nr,ec1 soci- 1 e-nd eeoc ;:~r.1ic h-·-·ns-

e;;ecutive ;nr1 m<.L:~. :eri<'l) 9 L- g in i~1.sti tutiont·.l developr;1ent 7 

poor ecbc<l tion'· l <:md tr2.inin~, f:::eili ties 2.:1d in::der~u<cte fin:-.nci~ 1 re-

sources. Cre2t1nc 2n ndministr2.tive mz::.chinery to remedy these ~eficien-

cics is ;c;,n develo~in~_. countries in Afric::-.• 

::;,nrJ fin:·ncial neeG.s of d.evelopin,, countries. This eo--opcrz.tion "sh;::.uld 

be vi eNed i ;_'1 ·::Jrce perspective as contributin to'.'lC.rds n.<n 1 s rbility 

to cope z.dministr2. ti vely with the cri tic<.l problems not of n:- tion-

bailc:in:::, but z~lso of promotir:.c;; cconornc .:-.nd soci:::.l deve~.opment <mic:st 

pO;,JUl .tiOE ;-;rOJJth 9 urbn1i ti on 9 the ch;::n;:in:; structure 

of rur;::l society 9 as well as 

The m1·.in objective of technical ~.ssist:-.nce in 

help C:evelopin~ countries improve their ~:overnmer:t machinery nnd to i'.ssist 

iL trz.ininc efficie!1t and competent personnel to the rr.2chinery 

needed to cope with the problems of L.Ccelerr:ted socis:.l and economic 

c'evelo_::Jment. 

/,fricC:.;-, cour.trics h.:-.ve 2-.lrec-.dy re;:;,lized the role which tecimic~:l 

e:ssi st2.nce ys in -, e:nd implementz::tion. The crux of tile 

m:-tter? hmvever~ is hcnv to rr.::::;:e the r;'ost effective use of suci1 2.ssisb::nce. 

l·n impo:ct<:mt COllsideration is that the c.ssist;:-.nce needed for securir: 

r.rhinistrc:.ti ve trE'.nsi'orwz tion for D"'tion.~ l r:1evelopment shoul<1 be selective 

iri the sense th<'t it promotes the str2.te,n;i c sectors of the economy. '"1 ' l..._1lS 

Intern<:tion;ocl Co-oper2.tion in Public Administrzction. 

Public Administr2.tion fler,rsletter ifo. 3 of 
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woulC:. depenc upon the objectives and priori ties set fm~tl:~. in the nc::tiono_l 

r.>Ie>n. Hh"'!r-e the siTph?sis is on the C:[:;riculturc:l sector, for example, 

technical assistance should concentrate on that sectorT and more so on 

the sub-sectors which Hould have the grec:ctest imp2ct on the agricultural 

pro.::;rammes. 

It should be emphasized that any transfer of methodolo.c;y or tech­

nology should bear m<':Ximum relevi:'nce to the particular needs and the 

environment of the country, based on <m assessment of the economy as a 

Hhole, and should be in direct support of 1 ilnd inte,3re1 ted 1<1i th, the plan 

policies <:md prot;rammes of the cou.1try. Lade of understanding of the 

social, economic, poli tic;;d and other factors in CJ. developin,.::; country 

diminishes the effective contribution of technical assist2.nce in pL::nnin,; 

and plan implementation. This is one reason why the criticism has been 

made that "Proposals for improvements are sometimes based too much on 

the experience of highly developed countries. Experts from industrialized 

countries sometimes propose administrative improvements of the type that 

have, or are being, discarded at home. Sometimes, with T-'ell intentione.' 

enthusiasm they offer ideas that would not be listened to seriously in 

their mm countries" .l/ This brings into focus the role of the experts 

themselves. 

In the selection of technical assistance personnel, care should be 

taken that those chosen to assist in planning and pl<>n 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 a 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 Hith limited practical experience. For 

example, experts from a developed country under a unitary system of 

government which does not use formal plannin3 as an instrument of economic 

development may not be able to offer real and effective advice in planning 

and plan implementation in a developing country with the federal system 

:Y Appraisal Administrative Capability for 'Jevelopment - UN Document 
('T IT " r. /r . II. c:. ...., 
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where the n;:d:ional plan is bein~ executed concurrently by both the 

federc:cl and the state governments 9 unless such experts h2.d hG.d plan 

and plan implementation experience under such a system. 

The experts themselves should work with the knowled;;e that there 

.J.re many shortages in a developinG country administrative capability, 

stv.tistics, development institutions etc. They should understand that 

2. number of r~uestions cannot be answered re<:tdily, and thc:.t it is part 

of their work to help to find the G.nswers to these <]uestions. They 

should inform themselves on all 2.spects of their t.~ork and be prepared 

to c,o round ard mc.ke investigation even at the local level. Experts 

recruited to <:ssist in plannin;~ and plan implementation should elosel y 

<:'cssociate tiwmselves Hi th appropriate government dep2rtments/ageneies 

;:-_nd with their Hark proJrammes 9 and establish themselves 2.s understc.ndin2, 

fi.c;ures. Tiley should explc:.in the b<:>ekc;round <:'..nd reasons for their recom­

mendations so that these are properly understood by permanent officials 

in order that <::.ny queries raised in the minds of these officials may be 

fully explc_ined. This provides 2.n opportunity for findinz out t.~hether the 

experts a.re on the ri-3ht track or t.~hether for political or other re2.sons 

the method of approach is not in conformity with accepted government policy. 

Such discussions provide the chilnce for the pernwment officic.ls to indic2-te 

1-1hich aspects of the pro'blem s!;ould receive priority so thil t the experts' 

pro~rammes may be adjusted accordingly. 

Technical assistance personnel should demonstrate their effectiveness 

by participating in the actual implementation of their recommendc.tions 

and in on-the-job training in the depc.rtments to which they c.re attached. 

The advisory role should be combined l•li th effective assist2cnce in imple­

mentation. ·!here the experts esb:blish new techni1ues or systems of 

2,dministr2.tive m2.chinery~ the need to train counterpe.rts becomes quite 

clear. These eounterp2rts will continue to operate the teehnic;ues or 

systems 1-1hen the expert personnel dep2crt. '!hen the experts set up plan­

ning units in various departments, they should organiz:e their Hork and 

trc-,inin[; programme in such a way th<:t when they finally lec.ve the country, 

there should be competent c:nd tr2.ined personnel to continue to rui1 the 



units effectively. A :::;ood HOelle[ OC for the to 

select 7 in consult~ tion with s::;::uor offici"-ls of the CUrl-

-, sessionE. s~re2.d the re~uir·ed 

:It is, tberefo1·e 9 not just er:::Ju[:;h for teclmic~l a ssist~::ice 

to prep&re It is even 111ore for ·them to P-"trticip& te in 

" revision. This is i. t is ofter; saiJ. tr~a t tb.e success cf tecb-

Lie; l c::::.:.sista11ce project 

ti1e c!onor r:.s uell 2.s by the receivin:; cow1try in rJetermir"inJ the dur;::ctioYl 

Jf the &ssiznwents of the tedmicecl 2.ssistc:nce personnel. The element of 

:J.mplement:::tion ir. the experts' tas~;:s c,rv::tly improvestheir effectiver..ess 

lJi-iich enables 2. technic2.l assistance pro:::;r2mme to ma!{e the maximurJ possible 

contribution to t}le pressin;:-; needs of c. developin:::; country. 

It sl."ould be 2.dde'~ th~ t i:'1ternational z,iC: pro~rc::.mmes need to be 

tely co-ordinz,ted in e2.ch country. All such pro:::;r2mraes should be 

cei1trally co-ordinated in Oi·de~- to &void G.isconnected 9 overle' 

sometiraes 7 contraclictory e[forts. In m2.11y cow"ltries 9 the Central .?L::-.n-

z::,tion mc.y be i.r! ~ better position to assume responsibility 

for· the co-ordination 2nc'. E1.p;Jraisal of all technical assistance 

)rosrLmmes ~nd projects. Sud! co--ore ina tin,1 c::.c;ency should ensure thrct 

technic2.l &ssistance concentr!'.tes on imp;;ct c::.reas ancl projects which 

s-:;imul<:'.te the process of c1 evelopment and help each country to 

its administr:::-.tive cap2bility suihcble for itc social 9 economic anrl 

political system.!/ 

]j "The Chan::;ir:.2 ;-{ole of t~1e 
iJe1.vsletter }Too 13 of Jul;r 
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Expl2.ne. tory H otes 

Appendix B 

1. The chart emphcsizes consultation with the private sector at all 

levels, for individual industries and Chambers of Commerce at the 

loNer level to, e.go, trade-unions and employers' or3anizations, 

at the national level. 

2. Co-ordinz,tion between government decentralized bodies ~nd the private 

sector is emphasized at all levels. 

3. At the ministry level the planning committees r.rould include both 

representatives of all the departments of ministry or acency con­

cerned and where necessary consultants of the ministries havin,s 2 

direct interest plus interested agencies from the private sectoro 

4. Plans from the various ministries {includinc ministry responsible 

for local government) and agencies would be submitted to the pLm­

ning secretariat Hhere they would be examined and co-ordine!ted by 

either an inter-ministerial committee or multi-sectoral committees. 

(See Chapter I) • 

5. The function of the planning secretariat would include: 

research (economic, social (manpower) and physical surveys); 

stc_tistics; 

collatior' and co-ordination of plans; 

administration of the national plans; 

co-ordination of technical assistance. 

6. Arrows upwards represent the plannin~ flow; arrows downwards re­

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

DECENTRALIZATION OF 'niE MACHINERY FOR PLANNING 

~n discussing the subject of decentralization, it would be useful 

to define the context in which it is bein2 dealt with, having regard to 

the different structures of government in existence in the various 

En6lish-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

son~bly adequate resources from its citizens and from external sources 

to plan and implement development pro2rammes in its territory. It should 

also hc_ve ar. autonomous Legislature for making laHs which are not subject 

to ratification by a hi~her body, to ensure the implementation of its 

pro3rammes; 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 a lo~"l 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-speakinc; African countries, apart from a few 9 like Nigeria, 

which have federal constitutions. !. country like Nigeria, with a 

federal constitution, where the federal and state governments derive 

their legislative powers directly from the country's constitution, both 

havine concurrent powers in respect of most of the development functions, 

the federal and the state governments could each be regarded as "central 

government", for the purpose of development planninz and implementation. 
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2. The need for, and constraints on, decentr~lization 

Durinz the l2st decade, development planning h~s become very popul2r 

with many African governments. Some of them, like Tcnzania, !(enya, 

Ethiopia and Nigeria, hccve prepared two or more Five or Six-Year National 

Plans. But apart from a few countries, like the United Arab Republic, it 

was not until during the last two or three ye2rs, that some of the 

countries, such as Xenya and Botswanc, started to use Provincial, Di­

strict and Village Development Committees as agencies for decentralized 

plannin3. Meny other countries have not even mc:de a start in this 

direction. The factors which make decentrc:\liution in planning necessary 

in Afric2n countries may be considered briefly. 1<Ji th about JO per cent 

of the people livinE 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 satisfactorily, 

without any support from below. If the majority of the young people 

from these rural 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 plcnned proposals for the development of such 

agricultural, agro-industrial and small-scale industrial projects which 

would afford a reasonable amount of rural employment. h'ioreover, the 

rising expecb'l.tions of the rural ~reas 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 n2ture of the population of most African countries calls for 

the m~intencnce of a b2lance in the distribution of industrial 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 and plan implementation. 

In recent years the need for decentralization in planning is becoming 

increasinBlY felt. For one thing, the limited resources av~ilable to the 

central government for fin~ncing the large number of developm~1t projects 

in a situation of rising expectations are imposing a great constraint on 
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the level of project implementation. r,1ost 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 m~nufactured commodities~ 

The sources of revenues of these governments are not expanding sufficient­

ly to provide for development needs after meeting the normal ~dministrative 

expenditures. For example, in 'rJestern and f,Hidwestern IJigeria, the b2sic 

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 sovernment and locc>_l government employees during the same 

period. In fact, in 1969, this tax was reduced from £3 to £2 per tax­

payer by the ~·!estern Nigeria Government while the !•liidwestern Nigeria. 

Government reduced the same tax in its territory from £3 to £2 lSs. in 

1970. In ma.ny African countries, government revenue from indirect taxes, 

especially customs duties on primary commodities, has not been very ela.stic 

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 th:i3 would affect their competitive character. There 

are not merry countries which have been as fortunate as Zambia, Libya ~nd 

Nigeric>_ in receiving large sums of public revenue from mineral and oil ro­

yclties and export duties. Moreover, the L::.rgc ,reserves of Ilarketing 

Boards, which such governments c_s those of Gh1ma ccnd !rJestern Nigeria hc_d, 

are no longer available or adequccte to provide funds for financing large­

scale development projects. It, therefore, follows that unless measures 

are taken to raise adequate resources the development process cannot make 

much hee1dway. 

Admitting thc-_t the need for decentralizntion in plp_nning 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 lack 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 2.ttention w2.s given to stimulating the people to 

p2rticipate in self-help schemes. As the economy of these countries 

moreover was based on a few export commodities, human and material re­

sources were directed towards increased production of these commodities. 

Consequently not enough funds were available to lay down the administra­

tive structure for accelerated decentralizntion after independence. Im­

mediately 2fter independence, therefore, these problems had to be tackled 

fr')m the sera tch. :Ees:ide8 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 T·iestern Nigeri? had l<'rge Marketing Board reserves the pace towards 

decentralization hPd been slow. 

Locc:l <.nd region:ol p<'rticipation is in a sense u.lso an aspect of 

development consciousness of the popula.tion ut large. In the case of 

Afric0 7 bec2.use of historical circumstances, development consciousness 

was slow in coming. Hence, initiative from the community did not emerge 

naturally. Hhere the rudiments of decentralizn.tion exist, problems of 

ln.ck of co-ordination have hindered progress in effective decentralization. 

f.\'ention may be m2..de of conflicts that arise out of overlc:.pping of duties 

and responsibilities between local governments and central ~overnment 

depc::rtments. Furthermore, problems h2ve also emerged where community de­

velopment departments have gone beyond their role of stimulating the po­

pulc:.tion 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 agencies. These unco-ordinated efforts 

often confused the communities nnd ueakened their belief in the value of 

self-determination. 

The multi-p2rty systems introduced into the politics of many newly 

independent African countries, while attempting to protect the citizens 

against entrenched dictatorship, nevertheless have to some extent affected 

the spirit of unity at 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 politics in 

the modern sense is still new to many rural African societies, where 

hitherto, at the traditional 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 official 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 p~ce of local development has adversely been affected by 

inter-party bickerings, particularly among the local party leaders. It 

is, therefore, no accident that countries like the United Arc-"b Republic 

,and Tanzania, which had been decl~red one-party States, have found it 

easier to obtain stronger and more tdri. ted local support for national 

development plans through local p2rticipation. ;.rhether 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 local 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 decentralization 

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 Unitec:l Arab Republic, I~enya, Tanzania and Ghana,, with 



uni tc:cry forms of government :-nd with L:rge territories, might find the 

three-tier system of Provincinl, 'Jistrict ~md Loci' l ;Jevclopmcnt Commi ttPc.c... 

useful for the purpose of decentrc.lizi"tion of the plc.nnin~ mcchinery wh; 1-.t 

smaller countries or St~tcs within l~rger Feder2.tions, might find the two­

tier system of District :-ncl Local Cevelopment Committees, f]uitc 2cdequnb 

for this purpose. 

(a) ~egional/Provinci~l ncvelopment Committees 

y/!hile reco.:,mizing th~t in the L:-,rge Stc.tes, there might be need 

for the establishment of :-legionccl/Provincic-1 'Jevelopmcnt Committees, the 

c;uestion c.rises c.s to what functions such Committees cc.n effectively 

perform. The: term "Province' or 1 \e_::;ion' in the context in which it is 

being used here, is th<:'.t of geogrc:phical unit delineated by the Ccntr2.l 

(or St:::te) government for th(;;: enh«neemcnt of the:: :::dministration of the 

country or State. Even where it hC'.S c. deliber~tive Assembly as in the 

United Arc.b Republic, such an Assembly functions strictly within the 

terms of refc;rencc defined by the central government. The import:-:nt 

point is that both the province and the governmentcl institutions C'.ss<­

ci~ted w1.th it arc the cree1.tion of the centrc.l zovernment C~.nd mly in· 

dirc::ctly of the Constitution of the countryo 

l.s ~ United rbtions r,;cetinG of experts observed, thl; prcdomi.no.nt 

p:::. ttcrn ir. En[;lish-spu:;,in.·; ~rcc:s in Afric". 9 is the pC~.rtnership .:;ystem 

of' dccc:-,tr~.li:'.·='.tion und0r >Ihich some direct services '.1rc r.::ondcn:::d by the 

fi .... ld uni.ts of centr:'.l "nd others by loc::1.l :::.uthori tics • .!/ It 

few cour,tries h:1vc been tryinc; in t:1c p?.st 

fd.- yc- r s to gr:-.ft c system of provinci:-cl :::.dmini str:::. tion -::..nd/ or· provin-



ctives ~nd other representatives of the loc~l communities and of the 

private sector. In ~enya~ the non-civil service representation comes into 

the Provinci~l ~cvelopment Advisory Committee. 

Generally~ the functions of the Rcgional!Provincial Development Com­

mittees include assistance and guid~ncc to the District Development Com­

mitees in identifying suitable projects for inclusion in their (district) 

plans. Such a Committee also co-ordinates the development procrammcs of 

the District Development Commi ttccs in the ,:1rca ~ modifying them~ :md 

including some new provincial projects. Thereafter~ it incorporates them 

into a provincial plan 1 assi~ning priorities to the projects before sub­

mitting the plan to the Central Plcnning Orzanization for inclusion of 

the projects in the rcgion,,l/ provinci:-:1 or scctor:\1 sections of the 

nee tion2.l plan. For instance~ in I:cnya where it is reported th,~ t these 

comrni ttees played em important role in the formulc-_tion of new pro;,-sro.mmcs 

during the prcpc:ration of the 1970-l97h i~:?,tion::ll Pl?n 9 their progre1mmcs 

were incorpor,1ted into the pro;:;ramrnes of relcvr:.nt government departments)/ 

In the implementation of the nation::l pL:n~ with particul2x reference 

to the provincial projccts 9 the main responsibility of the provincial com­

mittee is to e1dvise and assist in the expeditious execution of the pro­

jects1 and to m'lke suggestions to the government dep<:crtments zmd 2-gencics 

concerned on the removcl of implementation bottlened;:s. In some cases~ 

they may provide the solutions themselves. In this regard, in Zambic~ each 

province is alloc,"ted by the Central government a "bottleneck'' vote which 

is under the control of the Provincial Permanent Secrct~ry. This is to 

meet the cost of minor projects, the non-implemcnt~tion of which might 

adversely affect tho execution of m;:cjor projects in the plan. In Tanza-

ni2, where the Regionnl Development Committee occ~sionnlly receives grants 

from the central government ns "Regional ')evclopmcnt Fund" m2inly for re­

c.llocc:tion to the District Development Committees for fim:ncin,3 of their 

projects 9 on the direct implementation of c: few projects in tho regionc:l 

];/ rlepublic of I\eny,:- ~ Development Plan 1970-1974 1 p. 75. 



- 35 -

sector of the plcn, the experiment has not been successful. It is 

reportcrl th~t the First Pl~n (19~~-1069) wcs not successful in its rc-

gionu.l planninG aspects because mcmpower resources were too scarce anr:l. '.)X­

perience too limited to provide successful plannin~ in the rcgions.l~/ It 

is understood thc_t i'S p<'-rt of the solution of the problem, itinerant 

high-powered inter-disciplinc_ry teams Here thereafter sent to each re~i·)n 

to ilssist in identifying suitc:cble projects for implementation at the 

vu.rious levels. 

One common feature of most of the countries experimenting with 

provincicc_l administrations is th2.t no successful "-.ttcmpt h::1s yet been milde 

to get the locnl a;overnment councils to prepare periodic plans, Hhich can 

form permanent loccl basis for the provincicc_l and district plans or pro­

grammes. Nor hns there been "-flY h~rmonizL1.tion between the budgets and 

plnns of the local 3ovcrnment councils in the respective districts~ to 

ensure that the projects in these programmes are maintL1.ined by the coun­

cils when they arc completed. This approach hc:cs made it difficult for 

the Provincial Development Committees to base part of their pro~rnmres 

on the established institutions of locnl government councilP wl1ich 'tave 

independent revenue sources that could be exp2..nded to cope Wl tl. develop­

ment needs. In I\enya~ it is reported that the county council.:: have not 

h~d cdministrative capacity to er.able them to prepare lon~-te'm devclop-
2/ 

ment prosrnmmes.- In Zambia, the absence of local L1.uthority periodic 

plans is regarded as a serious gap in planning, and considerntion is bein~ 

ei vcn to local ~mthori tics td;:ing over the functions of the !Jistrict Pb.n-

. C "tt d f th t th . F" 1 3/ n1nc omm1 ces ~ ar_ or 1 ern o prepare e1 r 1 ve-year p ans .-

However, in the United Arab Republic, the Governor.;.tc-Council (the 

Provincinl Administr2.tion) is c;mpowered, within the limits of the stc_tc's 

?:.I 
]/ 

The United Republic of Tanzania: T~nznnia Second Five-Ye2.r Plan for 
Economic c::nd Socinl Development, 1 July 1960 - 30 June 1974~ VoL I, 
p, ?.21! (Government Printer, ;)=-.r-es-Salaam, lJ69). 

f1cpublic of i(enya, GcvclopmC;nt Plnn 1970-1974, p. 183. 

OreHa, G.O.: '\eport on Public Administration I1iission to L.-.:cmbi2 9 

(i 69-lC)JS, July l:J69L P• 25. 



general policies, to establish and man~Je different loc~l services and 

works for the welfc-,re of the governorate. It supervises the Town 2.nd 

]ural (local ,:;;overnment) Councilsin the zovernorc_te. Loreovcr~ the 

Governorate-Council h<:s been <:ssisged by the nz:tional government certain 

revenue sources, includin~ a certain fixed percentage of customs duties 

<:end of vehicle licences • .!/ :H th these independent revenue sources, the 

~overnorate and its planning zation are able to co-ordinate the 

Tmm :c.nd Rur;c,l Council development programmes, prepare programmes for 

the govcrnorz:te, and implemfmt or assist in the implementation of m<::i1Y 

of these projects from their own resources. 

These e:x:cmples h2ve been e;i vcn in some dcb~il 9 in order to shmv that 

from the United Ar~cb Republic, (and possibly Gh2n.:-: in future), the 

provincial organisc:.tions for plannin[~ h<:eve not established themselves in 

the Enz::lish-spedcin;::; i~frican countries 9 2-s executive bodies with technic<:el 

and fin2.ncial resources to formuL.te ~nd implement re;:;ionc,l/provinciz-.1 

development plans. Their role is lih:ely to rem~~in zcdvisory and nt best 

they could become effective instruments for identifyine suit~ble local 

projects ns well as c;uidin[~ the district development commi ttecs and the 

local JOVernmcnt councils in plan formul<:etion and execution. 

Another c~ifficul ty Hhich the Provincial Committee h<:s in est2.blisb-

in,s itself iL rwst of these countries is that 9 from the United l.rc.b 

l1epublic, the lPrzest popul<:ction of the average country, or state in " 

federation, is only :-bout 13 million, <:end with the number of govern-

ment departments which e:::.ch s tete h2.s 1 there is limited scope for the 

cre2.tion of many semi-autonomous and viable provincial units within each 

state without creatinG an atmosphere of rivalry between the central 

departments and the reJional development institutions, For 1 c_s h~:s been 

pointed out by the United IJations Ieeting of Experts, the fewer the number 

of ree;ions/provinces ~·.nd the l~xger their size, the [;reater will be the 

]j United Ar:::.b Hepublic: 
System - Articles 19-33. 

of the L<:>l of the Local Administrc_tion 
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prestige .::md uei[!;ht of ::tren co-ordinators in reL:~tion to the central 

,zovcrnment. This m~y c,o so far o.s to malcc area co-ordinc..tors too power-

ful and, especially if the co-ordinators are politically chosen, may 

facilit~te resist~nce to the central JOVernmcnto Instead of promotin6 

rational dccentrnlizntion, it m;c_y lead the centre to fe~r to 

2.uthori ty ¢ The went on to sug~est that normally, therefore, 

plan for three or four regions should be avoided. The minimum Hould 

depend on the si::::e of the country ;-md its c:1bility to support fincmci2,lly 

::md staff the offices of these regional co-ordinptorso·!/ f,s mentioned 

earlier 9 the shortcc;ze of stc:ff nc.de it difficult for the Tanzanian Pro­

vincial ievelopment Committees to operate effectively durin3 the first 

plrn periodo 

On the burnin;_'; question of fin<nee 9 the limited sources of revenue 

avcilable to both the ~overnment 2-nd the est::-.blished local ;:;overnment 

councils in some countries hc:-ve led to 'rivalry' over the sh~ring of the 

tr::-.di tional revenues, such c~s personal h'lx 9 beh•een the central and loc::-1 

c;overnmentso In the 'battle' 1 the stron3er ecntrc:l 3ovcrnment hcs h.::ui 

the upper hc.nd 9 1d th the result that many of these local ~uthori tics 

are fint_ncic_lly Hea:to In the eircumstanecs 9 it would be both politically 

and fisc2lly difficult for a third za tion - the Provincial f1dmin-

i strc:_ tion 2.nd the Provinei2 1 :Jevelopmen t Committee - to come in between 

end to be ::;;iven p01.rers to rc,_ise revenue independently from en 

'dry' source, for fin:-_ncin,z their development progr.::uurneso '!h::,t 

coulci happen in ,. few countries li~w T<:nz<,ni1'- 9 Glt~n<: c._nd Zambia, where 

there ~re some definite attempts 2-t dccentr~lization for development, Hould 

be thct the eentrz:l i';OVernment l.-ould ~llocL'lte ;:;orne block sums from its om1 

development funds to the Provinci<l 'Jevelopment Committees ~Ild tbc local 

sovernm8nt councils in their creL'ls. P~rt of the funds mi]ht be used to 

enable the provincially-based government heads of departments, to execute 

expeditiously some sectoral projects Hhicll <::re located in the province 

or region concerned. The rcm:'inin;:-; pe-rt of the funds could 1 L'lS in the 

J/ United Nations Technical f,ssist::-~nce Prot3r2,mme~ "eeentr;:cli~ation for 
Natiomcl ::-nJ Loc2.l Development~ (ST/TA0/i)l9L 1:)62~ p. 
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cc:.se 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 P.e~ional/Provincial 8evelopment Committee 

eixsts as 2.n intermediate orgv.niz2tion beh1een the District Development 

Committee 2.nd the N2.tion2.l Plc_nnin:-?; Orgzmiz2.tion~ its role could include: 

(i) Providin~ or securins the services of experts to assist the 

District Development Committees in identifyin:.;; and evaluatin3 

sound projects for incorporation into the district development 

plan. 

(ii) Co-ordinating the draft district development progrv.mmes~ 

identifyinz those which h<ve provincial importance 9 and 

assigning priorities to them within the framework of a 

provincial programme; o..ssi;:,minc:; priority to district pro­

jects on an advisory basis~ in order to enable the central 

government to decide on the scale of priorities for the purpose 

of the allocation of capital i7ants for such projects. The 

main purpose of the provincial programme or pl2.n would be to 

ensure that as far as possible~ the centr2.l ~overnment and 

its agencies accord appropriate priorities to the national 

projects to be located in the province~ on the basis of the 

recommendations submitted by the Provincial Development Com­

mittee. 

(iii) TJhen the projects in the provinciCll plan hc..ve been included 

and approved in the !12. tioncl pl2n 9 the Provincicl Committee 

should meet regularly to obtClin and consider the progress 

reports prepared by the provincial heads of 3overnment depart­

ments~ on the implementation of the projects pertaining to 

tl~ir respective departments. The Committee should suggest 

solutions to 2-ny implementc..tion problems both to the centrccl 

2.nd the provincial hec>.ds of departments concerned. It shoulc~ 

also invite their 2-ttention to any undue delay in ma~<:ing 2 

start o:~ slmv proeress ir1 the execution of other projects. 



- 39 -

( i v) The Provincic.l Development Committee should also 9 on the 

recommendation or request of the 9istrict Development Com­

mittees9 take similar action on district projects in which 

the central ,zovcrnment is involved. 

(v) The Provincial Committee should provide or obtain the services 

of technical experts, on request 9 to assist in the implement­

ation of the district projects, p:lrticularly those which are 

bcin~ executed entirely from local resources. This is part­

icularly ueeessary in order to ensure that the standard of 

work or service to be provided is up to nationally acceptable 

st::mdards. 

In order to obtccin m:css support for the t,cti vi ties of the Provinei<.ll 

l:evelopmcnt Commi ttee 9 <1S fc.r as possible its membership should be such 

as to inspire reasona.ble confidence in the people. It Hould, therefore, 

be desirable th2,t the Chairman should be the 1egiont.l/Provincial Chief 

Executive or Administrative Officer. The members could include the pro­

vincicl heads of ::::overnment departments (particuL:rly those in the deve­

lopment departments) and of public enterprises 1 representatives of the 

private sector including trade ui1ions 9 reflectin3 the economic speci2.lity 

of the area, u.nd the ehilirmen of all loco.l :;;overnment councils and of the 

District Development Committees in the province. 

(b) District Plt,nnin:·z Orgc.nization 

Htving indicc.ted the possible role which the Provincial Development 

Commi ttec could pl<.y 9 tJherever it exists~ the next subject is to examine 

Nhat functions can be underte1-ken by District :::nd Loct1.l Development Com­

mittees and Local Government Councils. its fRr 2.s possible it is desir­

able to avoid ,3ivine, nny impression of do;zmatism in a subject of this 

nnture by introducinG rr:odels, 1icrc 9 hoHever 9 2" sense of incvittcbility 

c.ppec::.rs to exist" The need for a model h2.s tcrisen because in the I:nJlish­

spenking, Afrie2.n countries (most of Hhieh have no centrally plrmned 

socialist economies) 9 decentr2lized planninz is rel2tively new 2.nd in 

many eases non-existent. Hence it seems nppropric:te to h<:cve .~ model 



~round which to we~ve our thoughts ~s this might facilitate the idcnti­

fic~tion of the problems and possibilities of decentralized in 

< typically traditionc-.1 African society. The model, herei:'fter discussed~ 

zeQ the roles of the tradition~! le~ders anc of the new class of 

elected local ~overnment councillors~ as well as those of the central 

and loc;::-.1 ~overnment officials~ in stimul<:,ting the interest of loc~l 

communities in economic ~nd social development, t:;ivin,_:-; them guid~nce in 

plnnnin~~ 1 with their limited resources, for the achievement of this 

objective. There is no intention of puttinJ fOl~ward this model as 2 

s:'.cros;;mct insti tutionr-.1 structure. It is recoc,nized th2. t conditions 

V<'.ry from country to country, ;lnd even as between states and ons 

of the same country. Each gover:ument should then decide how to ntodify 

the zation2.l fro.mework and administr<:.ti ve procedures in the model 

to suit local circumst~nces. 

Alon3: h'i th settinz in motion the process of decentr~lized 

there is need to strengthen and cive locc.cl institutions additionc:l re­

venue r~ising authority so that they are able to mobilize adequate local 

resources to enable them to meet the erowing expenditures on loc~l dGYe­

lopment. Projects involving the use of local l<:bour an· materii:,ls on 

a self-help basis could be of special cance in view of 

of finr,ncial resources. For the En.;lish-spca:,in.; f'friccom countries, the 

oldest orcanizations that <lre capable of fulfillinc these conditions arc 

the local governr.1ent councils. The term "capable" h<:s been used beec:use 

in recent years~ in some African countries like Sierra Leone 9 Gl:mn<., 

9 Sj,l<' ziland ;:md the I·'orthern, ~!estern .=::nd r;idwester:r" Stc.tes of 

lJ 1 the central ,:_;overnment 1 s tax c,nd revenue allocation policies 

h:-ve tended to weaken the fin:onci2l abilities of their locz:l ?.uthorities 

to the extent tlv,t for some yc<:rs now most of them hc-.ve not been 1:ble to 

uuiert2.i-ce~ on their own 1 c,ny 1:-rge-sc:::le c:::.pi t2,l projects" Some of them 9 

such c,s the county councils in -(eny::' 1 h.=::ve been findir:c; L t ciffieul t to 

meet their recurrent commitments in ed.uc:::-.tion :::nc! ot~·";.:r services. 

It is apprecir tee the t in countries like 

1 there is r:1ore thP.n or..e-tier locc:l 

, Sierr~ Leone 2.~~ 

:-rises as to Hhich of these tiers should ;;rovidc the b::..sis for c~istrict 



c:-_ncl locz-.1 development plcnninG. Here it should be mentioned that c:cl­

rencly the trend is toHz::.rds the one-tier system in m.:my countries. c.q. •• 

The Ga.mbi.:'_ 9 Botstv:::>nc. <'~nd Lidwester;:1 r • • 
.1.~1.=;er1~. o c!here there is more than 

one-tier there nrc indico. tions th.:. t bee.:_ use of the ineff ccti veness of 

some of the councils 9 2.s a result of the sh2rin;; of the lind ted manpower 

c.nd avaiL::ble fin:1ncic:.l resources v_mongst the v2.rious tiers 1 the cavern-· 

mer.ts c:re <:clrec:dy mc_':dn[; c:rran,:;ements for some re-orcsani ·:ntion th<J.t will 

produce effective units of locnl <J.cministre?. tion. l.uring the past tHo 

ye2.rs, the Gh2n0 Governraent 2ppointed ::-.t lez::.st hm Commissions of E1Jquiry 

to consider this subject ~1nd other c:llied issues of decentrc:li:o:ation and 

it is expected thc:t the implementation of some of the recommendc:tions of 

these Commissions of Enquiry would soon t.:.:{e r:>lcce. The :ccny< Government 

is :::.ppoin tine ::- Comtili ssion of Enquiry to exc:cmine the structure of its 

loc2,l ,:-;overnr;;ent system. The Sierrc Leone Governrr.ent has alrei.ldy '-'-P-

pointed c: hi::;h-powered Committee to exc:mine the locc:l ,zovernment structure 

c:nd mc-ke recommende>. tions as to the w:::ys and lilCc:ns of ensurinc; th<::, t the 

loc2l autr10ri ties become more effective units for development. J',ll these; 

ilre inc~icc:tions thc:t eventu;;-.lly the trend in mc:ny P,frican countries iWu} :1 

be to-v:~rds the one-tier system. 

a,:vin:=; regc:rr-1 to the f;;_ct th2.t one of the essenti;::l f:'.ctors f .)r 

effective decentrc:lizc:tion in plc-nnin~; c:nd pl;:m implementc.tion is the 

existerLCC of an institution Hhich hc:s the <J.uthority <J.ncl ability 

to raise funds from the loc2.l communi ties supportin;:; the projects in 

the plrn 9 the most effective be: sis for decentralized pl2nnin::; c.ppec:rs 

to be the loc<l 2,overmnent council which is the ratin:~ or tc.xin,::; c.uthority, 

Hhere there is more thc.n one-tier loc::cl .3overnment system. It is for this 

re2.son th2t the model for district 2.nd loec:l plannine_; c:nd implement<J.tion, 

Hhid1 is d:i.scussed here~ is b:- secl on the r;:tin,_:; c.uthori ty c,s the insti tu­

tion to provide the seeret;:ric. t <:md to act c:s the co-ordin<J. tin[~ unit for 

In orc:er th2.t ec:ch loe.:?l ;;ovenwcnt council s!10uld be ,ocriously 

involved in both the nc.tior.::-1 c:nd locc:l development progr2.mmes, there 

should be ,.,_ C'istriet :-'evelopr.1ent Co~::rni ttcc in e;:',ch district or in the 



area of the District Council which is the r::->ting c-.uthori ty, The member­

ship could be: tl.1e .:,overnment' s field J,dministrc: ti ve Officer in chc:.rse 

of the area (e.z., ",istrict or Divisional Officer) 2.s Ch.-:irman, the 

Chairman of the L.,ocpl ':;overnment Council~ ;::bout three other Councillors 

appointed by the Council, a Pl<nning Officer in the Central ?l<nninc; 

Orgc:nization, tl.1e Liediczl Officer, the District :Sn.~~ineer~ and the senior 

Education Officer in ch~:r:.:;e of the district. Other i:lends of ~;overnment 

dep~1rtments in the district m<7 be co-opted as 2,nd when the Committee 

,;on si ders it necessary. The Secreta.ry of the Council sboulc c_ct as 

the Secreb:.ry to the 1Jistinct Development Committee. About l1 or S. repre­

sentatives of the private sector, includin~ trc..de union representatives, 

s~1ould be rr.embers of this Corami ttee ;::md their appointment should be based 

on the economic and soci2.l ch<..ractCl- of the a~ .. n.• One or two women 

could also be 2ppointed to represent female interests. 

The '"':istrict Development Committee vdll be respor1sible for the 

folloFinc: 

(i) It Hill co-ordim'te the development phm projects of the 

w<..rds in the district and assizn priorities according to 

their importance to the district as a whole. :!arcl projects 

Hhich are plc:ced on List B of the district drc:.ft plc:n l·Wuld 

be recommended by the District Committee for capi t2_l ::<;rants-in­

c_id from the Council <..nd for the eventual manc_zement by the 

CounciL It will then pl2.ce other wc:.rd projects which <ere con­

sidered re<::.sonable 9 on List J, of the draft plan, on the under­

standin::; thc:.t it mc:.y provide the ward with teel1r<ical and advi­

sory services only for the construction of the projects. This 

would be on condition thc.t the H2.rd is 2.ble t;:, provide funds 

and other resources for the c2cpi tc.l costs and the mc:.inten<?_nce 

of the projects for at least five yec_rs 9 without ;:my .zrc:cnt 

frora the government or the locc:.l authority. 

In 2_ssigninz~ priori ties to projects on Lists !J. and 3 9 serious 

considerc-ction will be given to the priority c_llocated by the 

ward to each project. 



(ii) It vJill prepare development schemes of district-wide importance, 

under sc-_y, ;:: 3 to 5-yev-r pro2;ramme, for implementation by the 

council solely from its mm resources. These will be on List 

c of the district c_rc:ft development pL:m and may include schenes 

lilce he;cl th clinics, district nnd town roads, modern permnneni: 

markets, ab::,ttoirs ;:md motor pc-_rks. 

(iii) It Hill ::-lso submit propos::-ls for 1::-r,:.;e-scale district projec':s 9 

the implementation of which will involve government's financial 

c.nd technical assistance to the council. These m<:'cy include 

sew2.3e and drilin,~ge schemes, 1<-r;:~e-scc..le plant<:'ctions, .:md the 

tcrrinz of tmm ror:.ds. These Hould constitute List TJ of the 

district draft plan. 

(iv) It m<::y li!ceHise prepare project proposals which are of n2.tional 

or government-Hide interest but which the District Committee 

wishes the 3overnment to include in the n<::.tionz..l pl2.n for 

fin.:'cncing by the n::- tion<.l government especially those in the 

industrial field, or infrastructural projects, like electriciiy 

and w::1ter supply. These propos2.ls would form List E :·f the 

district drcft plan. 

The district draft plan si1ould be submitted to the council fer 

cor::.sideration and modification before beinJ forwarded to the "epartment 

of Loc2_l Government for consideration. :!here a Provincial TJevelopment 

Committee exists, the district draft plan will be submitted by the local 

:;ovcrnuent council to the Provincial TJevelopr.~ent Committee for ce>-ordin­

ation with the programmes of other District Committees in the province, 

before bcin.'3 forvmrded to the Department of Local Government which will 9 

C'cfter con;ml tc:tion with the clppropri~te centrc.l GOVernment 

( Hilicb i:::-1 t:1rn tvill provide techrdc.:::l or fin:-ncic:l assistanc3) 9 :.pprovc 

se:ct:l.Oi1.'~ 1 3 ;"nr.::. C of the plc-.n. These will be returned to ·~he cour:cil 

Hb.i Cl Hil J ;)ablisi1 it c:.s p,:-:rt of its development r..," ..r 
1 11c rec:.son .Lor 

thi" rcc,), ·. ,nd;:-tion is to en.:-.blc tbc. council to cppreci;·. tc its £\1ll 

rc;:o,)::.\1-,~ .. ,~.L< -: i.ty not only for the implcment:::.tion of the plan 1 but ::-_lso 

tcn:--nce of the schcn:cs ir, sections 3 ::.nd C 1 z:nd possibly of 



those in section A in future. This 2.spect of the problen, m2y be lost 

si.:;ht of 9 if the projects r.re only incluc~ed in the nc::tion2.l pl2n. The 

proposc.ls in section:;; I"' and E of the district drrft :;::>1.:-:n will be sent 

by the "'Jepartment of Loc<::l ·3overnmcnt to the 2.ppropri:cte departments for 

inclusion in their respccti vc pl::-n proposc:-.ls. Copies should be sent to 

the TJep;:-crtment of .2conoraic Pl<.nnin.;_; Hhich Nill assist the :'Jepr-.l~tment of 

Loc2.l :::;overnment in pursuin:; ti1c m;-tter wi t:-1 those dcp:::.rtments Hhen their 

development propos;:cls are bein::; considered. The Gcp;:;.rtmcnt of Locc.l 

3overnme:at will c-.lso submit List 3 ;>rojccts to the appropriate dciJartn12nts 

for inclusion of ;:,s m2ny of these projects 2.s 2.re consir~el~ccl rcason;:J.blc 9 

in the "Contjn;:;encies Section" of the dr2.ft 

2.pproval by the government. This implies ::;ovcrnment's possible fin2.ncic::l 

.::nd tedmical support for the im:;:>lementation of these projects should be 

t government IS fini'l1CCS pertili t a 

'!hen the p;.~ojccts .::re fim,_lly 2.pproved by the ;:;overnment as p2.rt of 

the n<tion< 1 ph,n 9 the projects ir1 section ~ HOuld also be reflected in 

each district pli'n 9 showins; the ;-:)istrict Council's z.pproved contribution 

to each projecto These projects in section ') would li~~:ewise be sepa~2.tely 

reflected in the fin:.-'.1 version of the n.::tionc.l plan under "Provinci<:o.l/ 

'::,i strict Projects". This Clrrc:.nc;ement would en.: Lle the ec;overr.mcnt' s com­

mitment to the p2.rti2.l finrncin.~· of these schemes to be cleZ'.rly shmm in 

ti1e pl2.n. :::t r:lso fr cili tates their identificc:. tion from the ._:;overnn:ent' s 

01m projects for the purpose of pel~ioclic reports on pl.::n implcmentc.tion 

both by the '":'istrict Committee c:.nd by ti1e dep:::rtment concerned. Projects 

in section :C of the d.rnft district pl2n 9 if included in the n1.tionc.l pLm 9 

-vmulci no lon,::;er be of fin2nci.::l relev<::nce to the council 2 s they y.wuld be 

the central :;overnment's responsibility. There Ho·Jlr:;~ thel~efore 9 be no 

need to put them mK~cr "Provincir:.l/'Jistrict Projects" in the n"-tion;o.l ph.n. 

These projects need. not "-ppec::r on the find. version of the G.istrict plc-.ns 

2s t·he council uould not be fin:--~<ci:::.lly involved in their execution. 

(c) Vill2~e/'~rd Development Committees 

j:n ti1is r;;odel 7 ~Ii<ePe the vill"c-'.es 2re s.xfficiently hr~'e to ;:-.ct z: s 

· -:JLit.s 1 "ill~:~e Com;·;Jittees could be est.:.blisherl; ::;-Jt where 



of vi ;etJ 9 ni'•c desir:- blc, J;s frr ;-s possible 9 for tl1e purpose of co-

llesion 9 the vill<~_.es siwuld ~;; ve some common ties, The members of tlle 

;" rcl Comn;i ttee should include ti1e elected loc::.l ::;overnmen t 

cour,cillor for the c: i~ec HilO s:1oulc be tl1e Ch2 irm211 of the Committee. 

Jtt1er n:ei~1~ers slmuld include the tr•·dition2.l he::c!.(s) of e?.dl vill:: c:~e 

e;-cil vi 

follo<~ir· ccr:tr:: l r.~·1d loe;-_'!_ covernme~:t officers~ 

cultur::l 7icld Jver-

t i.ssist::--r.t or 

-s the ~ecrct2ry of the Committee. 

'The ''il C::n,;mi ttec s:1oulcl. formul2. te ;:-nnuc:l o;:· 

periodic !1S for the 

y c:;rounC:s~ 

l:t ;;oulcl pli:'rJ to from its locc-1 

resources for <:i r ,~reed ,~c of the cost of sucl1 

ul tim.~ ~-pproved 

up to t~,c locz 1 ·"overY1ment council in the <rec: for the 

ix ln;cc i:::1 tile form 7,1c pcreent,=e of Hill .Je fleter-

mir:ed fror,1 t:::.me to time by tl1e CQ<rtnent of :~oc;--l ":overdr.ent or, c.-

ir. the "" ~rcl pl o.r. is not ?pproved by 

on its o~m t~1e 

~rojects of 

rtme~t of ~oc::l ~over~-

, rn~ loe2l ro~ds. Tl~i s is bei;::.,; stressed in orc1er to z void 

t:1e mist,~ ·~es of the p~ st ' constructed oy locrl 



comr.1Ui1i tics coulr~ Lot be tr.!:en over the cour"cils 21.d they h2d to fe-ll 

into rlisuse Hi th the :-ttendr .• t frustr:.:.tion Oil the p:-rt of t~1e commurki 

concer:;;,ed o 

Tlie 71rrd Committee ~-Jill, of course~ uith the s~ppor·t of ti1e vr:.rious 

committees in its 2.re2 ~ unr:'ert2.'ce the construction of projects SUIJported 

by ti.1e ~ish~ict ~·evelopment Committee c:Hd the cour.cil 2.nd ensure th<t 

the :.:dvice :-nd <cssistn:ce of the :.:pprQpri::.te ]Jro:':'ession:.:,l ;:nd technic::.l 

stc:ff of :-.;overnment :--nc of tl1e council in t:1e district rre obt2.ined for 

the construction of these projects, 

su;:;Jcstions to tte ~ i.strict ~ eveloprncr,t Committee on the district pro 

I ' ) ,, 
\ --

.-,'he mocel dcscriued < i~0ve c~n <lso be <'pplied to ,u,~-:-n centres, T11 

but :rhere there 2.re 

c:'c<'te offi ccs for .::.Jell ;--x;r.sow:; Oi'il y for r::evelopmea t purp.Jses, Ti:E: 

ty or to:m s.!:wald i1c ve r ,...,i strict ~ eve lopn1cc t 

The ture of tLe functior.s of tLc ]rlxn ~ rr.: ··evclolJme:-:t Cornr~i ttec 

Lc c~iffcre:nt 

iLi ti<.te 

:-:.rcc.s of -- t' _._i1 ... 1e lly 

lrr:~ ~~mber of the ~dult 



most of the r.ew ro2.ds were constructed by t~1e respeeti ve l-I.:lrcl eommi ttees. 

In Addis I> bubc:. ~ the lc:ndlords usually construct the roc:.ds in their areas 

and sometimes contribute thousc.nds of dollc:.rs to hire contractors to 

provide tc..rm<::"c surfc..cinz for some of these ro;:c_ds. 

4. Pl"cn Implementation 

vir<:Y producecl <en c:pproved development plc:n 7 the next stage is 

t:1c"t of implementation. Every yenr durinc.:; the plwn period, the District 

:Jevelopment Committee should prepc:re a dr<::,ft cc:pi tal budget for the 

implement<ction of tlle pro in the sections D C 2"nd '! of the district 1 s 

dc'l:elopment plan, tc:lcin:_:; into 2.ccount the council 1 s contribution to 

pre. jects in section E 2nd 0 2nd its full commitment to pro ject.s in 

section C. recount will <::lso be t2.l<:en of the 2.bility of the council's 

recurrent buclcet for the next year or bm to be2r the extra burcen in­

volved in the m2.inten2-nce of the new projects to be executed in the nex·t 

annu2.l cupi h:l budget. In mdcin:::: this forecast, c:lloH.:-,nce .should be 

m2.de for the council hc::vin:z to tc"ke over in future the IDC:inten2.:1ce of 

some of the projects in section f. of the district plan Hhich <:-.re bein~ 

executed by the !ard 2evclopment Committees entirely on their 01m. 

The draft n.nnu;:-1 capital bud::;et should be submitted to the Council 

early enough for it to be scrutini~ed 2.t the time the annual recurrent 

bud_3ct is being considered by the council. Both bud.::;ets should be 

presented to the council nhieh will, c:fter the necessary modifications, 

submit them to the Dep2"rtment of Local ·:;overnment for approval. The 

department Hill, before 2~pprovin3 the p:::oyisions for the projects in 

section ~ 1 obtc-in the confirmation of the 0epartments of Finance? ~co­

nomic PL::linin,::; c:ncl of other departments connected Hi th the projects 1 

that the 3overnment 1 s contributions to the costs of the projects have 

been provided for in the 2;0vernment 1 s capital (development) budget for 

the yec:_r in question. This is to avoid a situation where the council 

emb2.rks on a project c-xtd finds tb.~~t half-l·Jay throu;3h the year the t:;overn­

ment is unable to rn<'~{e its contribution owin3 to the absence of the 

necessc.cry provision in its carital buda;et. 



Once the council's annual ca.pit~l bud~et is approved~ the District 

Development Cornmi ttee should from time to time 3i ve advice to t!1e council 

and the ~Tc.rd Committees on how to execute the planned projects. It 

should also plcce the services of the governrGent's :::.dministrative, pro­

fessional~ and technical staff in the district at the disposal of the 

council and the ~lard Committees for project execution. It should further­

more submit periodic reports to the Dep~rtments of Economic Plannin~ and 

Loc2l Government on the pro.";ress bein.z made (by the council) in the 

iraplementation of the plc:n. In doinc_; this, it should point out, uhere 

necessary, bottlenecks in the implemenh:.tion process 2.nd rec:;:uest such 

c..ssistance as would en2.ble the council to resolve them. 

5. Popularization of ~ 

Before the preparation of the n<:>.tional <end local development plc.ns, 

the ;Jcp<:-.rtment of Economic Plannint::; 9 <efter consul t:::.tion with the "Jcp~rt­

ment of Locc:l Government, shoulci obtain from the central :::overnment 

::;uidelines on the r;overnmcnt' s objectives and priori ties f01~ the next 

pL:-n <::s they relnte to district and local projects, ::md the m:ture and 

levels of capitc:l and recurrent grants for different types of projects, 

<end wh2.t projects should be included in Lists f", B 7 C 2nd D l~espcctively 9 

of the model pl2.n c'~escribed :1 bcve. T~1e I:'epartment of Economic Plcnnin.::; 

T~ould then issue a policy circul~,r on these subjects to the District 

;Jevelopment Committees, and the Provincial Development Committees (if 

.:ny) 9 Hi th copies sent to the locv..l 13overnment councils, througi.1 the 

Departr.1ent of Locc:l Government. On the b<sis of the circular each le>cal 

government council ~nd the District Development Committee would agree 

in principle on the priorities to be given to verious projects 2..nd the 

method of raisin.::; funds from local contributions for the construction 

and m?.intenance of projects which would be included in the wc>rd and 

c~istrict planso 

The council would then 9 2.t its ,3eneral meetin.:z, discuss these 

subjects fully and mandate its members to publicize the principles in 

their respective liC.rds 9 and as Cheirmen of the ~krc! :Jevelopment Comrni ttees 9 
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_::;ive leadership in preparing the wc-_rd pl2,ns. In plan prep2.rc:tion 9 e::tcb 

w2rd would decide how much contribution it can make towards fin<mcing 

projects in Lists A and B (of the model plan). It is important th2t 

this decision on fine-nee should be properly recorded end the Chairman 

shoulc1 ensure th2t this is brout>;ht to the notice of village 2ssemblies 

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

to obtain their support before the ward plan is submitted to the District 

~evelopment Committee. This point is beinc emphasized in order to reduce 

the chances of c_ny subsequent opposition by some sections of the community 

to the subscription of the necessary funds 2nd labour for project imple­

ment2tion. 

In the cc-,se of< rd e proposed by a ward for finc-ncin.::; local projects, 

the local government council once satisfied 9 through the publicity and 

discussions mentioned above, that the r2.te has the eeneral support of the 

tax/rate pcyers in the ward 9 should resolve to impose it as a specic-1 

local rate which would be paid exclusively by the tc-x/rc:.te payers in the 

pc-rticular ward. To distinguish this from any special rates payable by 

those in other wards, separate rate receipts could be provided fc.~ the 

collection which should be done simultaneously with thC'.t of the o_djnary 

council tc-x or rates. For e2.se of administration of local ~overnn~ ct 

tax/rate collection, as far 2.s possible the council should Ecncourag~ the 

establishment of a uniform system of imposition of w2rd development rates 

and of the levels of such rates. :·Ihatever revenue is collected as deve­

lopment ra.te from each w2.rd will be credited to a specivl development 

fund account by the council in favour of the ward. In the same manner, 

when a district draft pl2.n is eventually submitted to the council and it 

is decided to impose any speci2l development rate, either for the whole 

council area or for a p2rticular section of it, for the financing 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 

advant2ges and fin2ncial implications of the planned projects 2nd obtv.in 

their support for the district programme. 

.. 



- so -

In order to move nH<:y from the tr2ditionccl idc<e of loc;:_l self-help 

projects fin;cnced from e>.d hoc contributions, tow2rds the principle of 

integrntcd decentrnlizcd development pl;:nnin2 1 it is desirable that the 

collection and disbursement of development funds for district ;:_nd wc:.rd 

projects shoulc~ be centraliz:ed in the local ;:;overnment council, which 

is the ra_tinc zuthority for the district. For the collection of ;my 

special development rate on a word or 0n 2 district-wide b2sis, the 

council woul~ impose the r~te either on poundage or c2pitntion bnsis 

::-nd in the urb<:n 2re2.s, v_s personv_l t;:x or property I'i'.te. T!1is could 

be collected nlon~ with the annu2l loc~l covernment 3encral tnx or rrtcs. 

The difference would be in what projects eacl1 wnrd ~ecides to ~ivc prio­

rity acc0rdinc3 to its 2pprovc::l pl<:>,n. This is wlvt ::;ivcs the pro:~r<:mme 

its local chc_ru_cter. 

Furthermore, the );-xd Commi ttce would hz·vc tc.; issue <.uthuriz;: tion 

to the council's executive staff for the disbursement of the funds plrced 

to the credit of the w2.rd in 2foremcntioned special development fund, as 

2nd. when this becomes necess2ry. It m<:y do this through 2 sub-committee 

consistinJ of the ehairm<n, secretary and a traditional leader, or <.ny 

other member ::>f the Committee, which would be empowered to issue the 

necess<.ry authorization. ~uarterly, or at such other stipulated inter­

vals, the Council Treasurer should send stv_tements of the <.ccount of the 

special development fund to the ward f::>r scrutiny. The disbursement of 

development funds collected by the cow1.cil on a district-wide b2sis woulcl 

be in accordance with the norm<:l budgetary and financial rezul<.tions of 

the council. All that is necess<.ry would be that, as far u_s possible, 

the estimated revenue from this source should not be less than the estim­

;:ted expenditure on the specific or 3ener2l development projects~ in the 

council's annuc:;l development budget o :;e:;ul2r statements of accounts of 

the development revenaes and expenditures should be submitted to the 

council 2nd to the Sistrict Development Committees~ to enable the council 

to submit qu2rterly progress reports on the implementation of the district 

pl2n to the Tjep2rtments of Local ':;overnment and Economic Plannin-;. 



6. Co-ordinction of Activi 

For effective operation of the dec en lrali zed system o:f d.::_-v·-::1 

pla.nnin,z ?.nd implementation outlined c:bove, co-ordination is not only 

necessary t the district level, but also at the national level. As 

alre2,cly mentioned, the J:OVernmer:.t should outline its policy ?.nd priori-­

ties in tcrms of local development prozrammes for :~uidance in the pre-

pc-ration of the district and He-rd .ns. 'rn.ere is also the need for 

unifonni ty in the form2t, methods nnd procedures for the present;:-. tion 

of these plans ~r c tt. Jocal ,zovernment council's 2.nnu2l development 

<"lld recurrent There should furthermore be uniformity in the 

methods 2nd procedLires for the presentation of the periodic project 

ir11pleme t;'tion reports by the 'Jistrict Committees. These mec:.sures would 

L,~eili t;:;te co-ordini'tion o.t the nc-tion2.l level, and the tra of 

:.;overnment :md loc:-::.1 c,overnment stc:.ff involved in decentr2lized plrnnin~; 

<>S well '-· s the members of the v::.rious 'listrict 2nd ·.!c:'.rd Dcvelopmer1t Com­

mittees. To this end also, there should be a nistrict/Provincial Plan-

Section in the Centrc-cl Pl::mnin,~ ni7.i'tion which will be chc. 

'·! j tl, tbc t·esponsibili ty of co-orchna tin,; d::;_strict development plc.ns, 

in the absence of Provinci2l ncvelopment Committees or Plans 9 or tf 

pruvinci 1 development pL::ns 1 vihich hc-ve intc:;ru.ted the district ;_JL:ms 1 

,,:here i'rc·vl.nci&l Development Cor.m:ittees exjst. Jne or more PlC'm'in;; 

~'fficers from the said section shoul~ ssist the stuff in the Dcpu.rtmPnt 

;nvernment in provinciul/~istrict 

E~:cc:ss;'ry, ,, PL:crming Officer sLouhl hec:c~ tl1e ph:.nning cell j_r;, 

·c 
]_ .t 

rtmc;, t of Locc-.1 8ovcrnmcnt. In i.lon of the f2.ct t,t ; ,~ ,,y 

f'i:l-:1. /c!r::iiJistr;:-.tivc :Jfficers e-nd loc~] ,·2ovcrnr.1ent st2.ff ;u··~ rk< tr: i 

l 'l 11nin Officers r; 

nn.lr· vi::a t l:1c ·listcicts 2.nL! s; • 

_I 'Y 



7. Trc:_ining ;:-nu fim·nce 

In view of ihe l2rge number of ward committees, it mcy not be 

possible for the Plannin3 Officer to move around to assist them in the 

preparation of their plans. For this purpose the Secretz.ry 2nd Trea­

surer of the local government council (the rctinc authority), 2nd the 

Chairmen nnd Secretaries of the ''!ard Committees should be given inten­

sive courses, at the district headqw:rters, in simple planning techniques 

and principles of local development planning, before they be~in to pre­

perc their plans. In addition, the Secretary c.nd the Treasurer of the 

council should be able to attend at least one meeting of each ~-'ard Com­

mittee during the preparation of the plan, to enable them to give neces­

sary advice to the Committee and ensure that there is uniformity in the 

presentation of the pl~n and in the procedure for the preparation, which 

should be in c>~ccordance with the nationc>lly prescribed st;:mdc:rds and 

objectives. 

The effective administration of the district 2nd ward plans, b2sed 

on the above model or on 2ny other organization, uould depend to a great 

extent on the availability of trained and efficient local ,:;overnment 

staff. At present, a lar3e proportion of the executive and technical 

staff of the local authorities in mcny Afric2n countries are those who 

h2.ve 1 by virtue of seniority 2.nd experience, been promoted from the 

clerical and artis2.n cadres of the former rk ti ve Authority service. In 

a few countries like Ghana, Ni;:;eria 1 Tanzania v.nd Zambia, some attempt 

had been m2de to train a number of these 1{ey staff in local institutions 

and a few of them abroad. Professional trcining has been mainly confined 

to the staff of large urb2n councils which can afford to pc.y profession­

a,lly qualified staff. The training of the senior staff of most of the 

rural councils has 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 L-:teri te roads and drains 2s 

well as in the enforcement of simple health regulations. 



So f~r, very little h~s 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 thnt, 

in addition to the ad hoc crash trc::.ining programme suggested above, for 

members of District and Village Development Committees and some local 

government staff, intensive courses in the administration of plc::.ns 

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 hcd some experience in plnn administrntion in 

such development dep2rtments 2.s Educ<1tion, A;-:;riculture, Commerce and 

Incustry, and who may be attached to the trainin~ schools on full-time 

or part-time b2sis. 

In order that the training would have relevc.nce to the existing 

conditions in the country, ~s fc"r as possible the lecturer·s shoulli be 

those who have had considerable relevant local experience, although 

foreign experts can <cdvisc on the teachin," methods. For this re;>,son, 

a reasonable p~rt of the course should be devoted to field case studies 

in stimulcting the interest of the rural population in development ph:L-

nin;; <:>nd in the formulation 2,nd implementativn of fE:H pilot pro,j c s. The 

various district representatives of central government departments who 

2.re involved in development, e.g., Ar;ricultural and Veterinary Officers, 

!:urc:.l Development and Co-operative Assistants, should be m<:'.de to pc-rt­

ieipzte actively in these field studies, in order to give them and the 

local government staff orientation in the integrated approach to develop­

ment planning 2.nd implementation. 

Finc-lly, if local government councils C'.re to play their proper role 

in decentralized planning and plan implementation, they should have ade­

quz.te fin2.ncial and orgcnizatione>.l capacities to do this. As mentioned 

earlier, the finc.ncial positions 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 9 some-



times~ its inconsistent pc~ ~c~es on tzx and rc:te rE::venue allocation as 

bctNeen the ~~overnment end the locc-l nuthori ties, there <:re such problems 

c-.s those of poor revenue collection end bud;_;ch'ry control by the locnl 

2:uthorities themselves. If under the system of clecentr;;,li :~ed pL:::.n c-dmin-

istra tion iscussed here~ these locr 1 2:uthori ties are to me>mcge develop-

ment func:.s in addition to their exi revenues, their systems of 

fin2ncial m;::n::,gement would bc-.ve to be reviewed to ensure better budgetary 

controL Furthermore, if these councils 1:1re not to be tempted to use 

development funds irregularly for recurrent e1:pendi tures, then the go-

vcrnment shoul~ provide them with clenrly ~cfined are2:s of loc2:l tnxation 

Kith cl:·, sti c br- ses to en.::, ble them to meet their increasin,~ com-

m~tm~~ts for the wc-.intenancc of e~istin: and future projects. If, c.nd 

~~ben this is C.one 9 th.crc h'OoJ.l::! be ;:: ;:;reater need for stre<:mlining the 

for the ;cduinistr" tion of L<x 1 rates auJ other locc;l ,-sovern-

mcnt revenues, 

For the forc.c;oin re:-.sons 9 it is desir2ble tb<lt :::.s 2 pre-requisite 

to th~ exist~ncc of ~n effective system of dccentrzlized plzn 2dmini.str2-

to rcvie'v ::-n;l m;~ic: recommend tions on: 

( ) \~ duties ::-,nd responsi bi li ties of loc~ ·~ z,uthori ties li, r2l. ti 0~1 

to their- rcm:;ur·ces ;:end pote..'l.tio_ls;; 

(ii) fin2.nci2l rel2 between the centr2l 

loczl nutbori incl~din~ the authority to r~isc 

tzxes 2n~ other ~avenues. 

policy in tio~: to the pain t.s 

c·oove 1 it is ncccss.~_r')' to c.::; ·blis11 nationc'l Cyin.:; tl;,e 

In p~)_;:. 

tb of 



the resources of the rurc:l communi ties. The m;:chinery of decentr2.liz-

~tion for enlisting populPr support 2nd purticip;:tion has been dealth 

l-<i th in the previous sections of this chilpter. This involves consult-

z.tion c:t the n;:tional 2.nd lo'2<l levels a.ncl purticipztion of the populc:.ce 

in pL:.nnin2 2nd pl2.n im;_Jlementa tion ::.t the provincic:l 9 c1 istrict ::.nd vil-

l- ze levels. ·!hat is proposed in b1is section is to dr2.H adec:uc.te c.t­

tention to the in·,portcmce of 1 and the need for intec;r2.ted 2cpproc:.ch to 9 

rural development. 

:Jevelopment of the rurc:l areas is necessary 1 not only t:::> iiTi_;:>rove 

the livin::s stc:.ndc:.rd.s of the rur::cl population as it Houlcl be ir;;<:,:ui table 

to ·1)rovidc the bencfi ts of development for urb2.n resicl.ents only 9 but 2.lso 9 

:- s '~ rna jor source of income c:nd forei:c,r1 cxchan~~e ezrninL;s for c:'conomic 

tr<::nsformation 9 the resources of the rur2l sector should be fully mobil­

i:c:ed for L2,lc-nccd c1evelopment. The rur2l sector not only provides the 

r<'.lJ m2tericls for export and for the mc-.nuf::-.cturinJ industries 9 it is 

2lso the m2in market for distributinE the commodities of the industri;:l 

sector. Purthermore 9 if the mountin~ emi~r2.tion to urb2n centres is to 

Le chec~ced or rcduced 9 it is nccessz:.ry to improve the rur2.l economy so 

<s to provide employment e>nd promote prosperity for the rur:::.l populc:.tl::m. 

Ir.1provement in socic:l services ;,·nd in the production of 2. vzriety of 

cz:sh 2nd food crops should be c:ccomp::mied by the ;;;rm1th of rural industries. 

Such rur2.l industries 9 improved a,2;ricul turc:.l production c.nd the socic:l 

services - hec:lth 9 Helf:::.re 9 educ2.tion 9 wc:ter 2.nd electricity supplies 9 

better communicz:.tions 9 etc. - Hill enhance rur::.l econoi.:ic 2.nd sociz:.l 

living st2ndards so thz:.t the sources of zcttraction of the urban centres 

may be avuil~ble in the rural 2reas. 

:-(ur2l clevelopr.1ent hcs been described 2.s "the process by Hhich the 

efforts of the people themselves cere united Hitb those of zovernmentc:cl 

zcuthorities to improve the cconomic 9 social~ cultur2l conditions of com­

munities9 to intezrate these communities into the life of the nation 9 

<nG to enc>ble them to contribute fully to nationc:l pro::-;ress" ):./ It 

Offici2l necords of the Economic and Socirl Council 9 Twenty-fourth 
Session 9 Annexes 7 Ac:cnd::. Item lh TJocJment -r::/2S31 9 Pnnex III 9 p.:crz_. L 
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should be recognized that the efforts of the people themselves to 

improve their livin3 standards should be matched by provision by the 

central ~overnment 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. "'Je feel that despite the lip 

service paid to rural development, no concerted effort has yet been 

made, in most African countries, to change the socio-economic conditions 

in the rural areas. We recommend that the need to make rural areas the 

centre of development should be emphasized.!/ 

tlur2l development projects should be desir;ned to stimulate action 

to develop rural life and institutions; e.go 1 modern methods of agri­

culture, rural settlement and land reform measures, rural Hater 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 1 education and traininz 9 co-operatives 2nd mar~~etin;~ 

systems, Hhich are likely to increase the income and improve the living 

standards of the rural population. Rural development, in the light of 

the fore~oing 1 is then "the product of a series of qu2..nti tati ve <::end 

qualitative changes occurin::; among 2. given rural population, the conver-

ging effects of which indicc.te in time a rise in the standard of livinG 
2/ 

c.nd favourc>_ble ch2nges in the way of life of the people".- In the 

final analysis, it is the people of a country for whom development is 

planned ancl implemented. For these people to attc.in better livinc; 

standc.rds through increc.sed agricultural production, educc.tion and hec.lth 

services c.nd other agro-industrial opportunities, the main strategy of 

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

?:.I 

UNECA Seminar on Administrative FrameHork for Development, Addis 
Ababa, (7-lJ December 1970); Report of; (I,ql-201) Annex IIl, p. 34. 

UNBCA Conference on Integrated Approach to Rural Development 1 li!oshi, 
Tanzania_ (13-24 October 1963), (I,i70-52~), Draft P.S. 



provide them with necessary technical and material help so that, 

through their own initiative 1 efforts and enterpreneurship, they are 

able to change their livin6 conditions and fulfil their needso 

In many African countries, rural development projects have been 

carried out on sectoral basis. The emphasis was on a p2rticular 

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 n<'tional development, co-ordination should be encoura;;;ed 2.nd 

emphasized. Programmes involvin~ agricultural extension, demonstration 

farms, etc. should be co-ordinated with those in education, health and 

social services, mc:rketin;:; v.nd co-operatives 1 etc. 

This intearated approe1ch should aim at the mobilization of hum;:m 

end material resources in the rural areas. It should involve a combin­

ction of many factors: 

(i) c.ctive 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 analysis of various 

physical and economic factors relevant to rural development 

in the area; 

(iv) institutionnl organization which provides the fre>.meHork to 

support and sustain overall development; 

(v) adequate administrative machinery set up by the central 

government 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 mcximum self-reliance on 
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the part of the people. Capital is short, but land and labour are 

relatively abundant so that everyone can work towards increased pro­

duction. The principle of co-operation or communal effort, charact­

eristic of African enterprise, can be encouraged~ utilized to its 

maximum potential, and integrated with the national plan".!/ Co-ordin­

c-.tion and integration of rural development programmes with the national 

programmes may thus be fostered in various ways: 

(i) integration should commence with the preparation of the 

programmes ~nd 3hould 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 

government 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 throu~h all the 

officials concerned; 

(iv) through education and other means of mass media, the field 

workers and the general public should be taught to appreciate 

the benefits accruin~ from co-ordinated efforts at rural 

developmento~ 

~/ ::.·:TL'. Conference: on Inte3rc.ted Approach to r;ural Development, 
_.:2.:.__S2:!• P• 
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CHAPTER III 

ORGAIJIZATION MJD f·:tf.Nf,GEf/ililJT FOR NATIONA.L DEVELOPMENT 

Introduction 

The l!inth 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 African 3o­

vernments, held in Addis Ab2.be>. in TJovember l96J, <:..dopted Resolution 

flo. 202(Dn, requesting the Executive Secretary, c.mong other things, to 

org<:..nize a meeting of African Hec.ds of Or;:;2..niz<:tion and F;;:mz.r:ement Units, 

(under-scorin6 supplied) and of their experts in this field, to enable 

them to exchange experience. The organization and man<:..gement units 

mentioned &re what heretofore h<:..ve been called Org<:..nizc.tion and lf!ethods 

(0 & V) Units. 

The First Conference on Urgent Administrz.tive Problems of African 

Governments, held in Addis Ababa in 1962 recommended that African Govern­

ments should ee1ch create an Organization e>.nd tJiethods Office, composed of 

speciz.lists in mc.tters of administration, directly subordinate to the 

highest government levels, for the purpose of reforming and continually 

improving the structures and standard procedures throughout the State 

Administration, and whose competence extends to the highest level pro­

blems of administrative or~anization and not merely to the practic<:..l 

methods of technical orgc.niz<:..tion in government depc:rtments • .!/ ~hthout 
changinG the name of the unit, the Conference, however, expanded its 

scope. Tr8.di tionc:lly, 0 & !;; had been concerned with improvement of 

office layout, elimination 2..nd re-design of forms, introduction of office 

equipment, review and improvement of clerical and other routine procedu­

res, and the like. Hethods and procedures, the "Iii" of 0 l'r r.;, were its 

main preoccup2tion and as far as orge>nization is concerned, at most it 

Uf.Tt:Cf. First Conference on Urgent Administrative Problems of African 
Governments, Addis Abc:ba, 2-11 October 1;62, iJotes: (L'SJ-1207), 
pp. lO-lL 
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only covered office organiz2tion. 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 

"org<:lnization and mnnagement", ret?_ining the abbreviation 0 & I·J:, should 

be used instec:.d. 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: org<:\nization of management systems; methods 

and proceduresi organization of work"):/ The f'leetin& of Experts on the 

United Nations Programme in Public l:dministration in January 1967 noted 

that "an important objective of every country is to create a central 

administrative plannin~ or improvement staff, closely related to the 

development planning office, which can assist in designing better organ­

ization, mc-nagement, 2nd other procedures. Thus ) <nd 1 worl~ needs to 

be elevc-ted in scope cnr:1 import?nce"~/ ( under-scorin~ supplied). 

Tl.e ;uestion m<y then be <sked: ":;:s orgc-ni~ation not 2 part of 

man2gement'" ::::f so, why the term "orgc-niz<'-'tion end m2nc-gement" and not 

just "m<:.na,::;ement" l<Ti th the unit to perform the function c2lled "m?nc>ge­

ment service~" This m<:y perhaps be expl2ined by the expedience of re­

tc-ining the "')" 2nd continuing the use of the ?bbreviation: "0 f:. J}', 

considering resistc-nce to ch;:-nge 2s well c_s emphasizing "or:~2niz?.tion" 

which hc-s been nezlected by tradition< l or,1;anization 2nd methods worl{. 

~;o~.rever, until 2 more 2.ppropri<.:te terminolo~y is found, it seems suffi-

cient to c2.ll the unit: "1 2nc-.gement ~ervice" <?.nd its functions: nm2-

n<:gement service work" or "<:dministrative reform/improvement work". 

!/ Ui!'":CA Second Conference on !Jr_sent Administr2ti ve Problems of 
Afric2.n -=:overnments, -(ecommend?_tions, Addis Ababa, 14-27 ilovember 
196~, I EJ-lJ2l, p. 6. 

~/ :;eport of l eeting of Experts, E/4296, CT/TAO/L/3, u~.l/HY, 1967, p. 12. 
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In this context, m<:n2::_;ement service wor:-~: consists of the study <i'-d 

improvement of 2ll the functions.:!/ of dministr2tion or man~ eement vJhich 

<".re: decision-m2kinG, stc-ffin.:;, 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 mcchinery of government 

(under a National Administration Improvement Programme or a Programme of 

Planned Administration Review), the interncl .-::·!'e,:mization of departments, 

agencies and their subdivisions; methods and procedures of work; office 

m2.chines and aids; administrative frc.mework for nation2l planning and 

plan implementC'tion; manC'gerial c-ctivities; in sum, the wh0le organ­

ization and m2.n2.gement of government business. The ultimate objective 

is to ensure that the whole government administrative machinery and its 

operations may always be adjusted, adapted, and geared to meet the 

challenge of new tasks and problems, that it continually improves its 

capabilities, or is otherwise suitable C'nd adequate to contribute ef­

fectively to the successful achievement of socio-economic growth and 

overall nation-building. 

Public <'.dministration~/ is the organization of government business 

for achieving government objectives. The said l.ieeting of Experts in 1967 

noted the.t public administrc..tion had been described as <::.n "impact are<:c" 

];/ Gulick L. C.?lled these POSDCORB, i.e., planning, organi , stc:ffing, 
directing, co-ordinating, reporting and budgeting. 
Gulick L. and Urwick L.: Papers on the Science of Administration 
Institute of Public Administration, New York, p. 13. 

£:_/ The aforesaid r·:eeting of Experts defined "public administre2tion" 2.s 
"the totality of the administrative processes of government, and, in 
fact, it covers areas not sometimes associated with the expression 
'general administration', such as judicial :>dministration c:.nd may 
extend to the administrative services of the legislative branch", 
Ucport of h~eting of Experts, op. cit., p. J. 
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in the first United rrations Development Decade and, in reaffirming 

the importance of public administration~ the !'fleeting concluded thc>_t 

it should be accorded even greater emphasis in the Second Development 

Decade)/ 

2. Inter-dependence of Administrative and Socio-Economic PlanninR 

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-dependence of 

socio-economic planning and administrative planning. The best designed 

plan, coupled with the availability of capital, supplies, and other 

resources, but without the necessary c.dministra ti ve capability to carry 

it out, is only as 3ood as the paper on which it is written. And yet, 

there is an evident lack or inadequate 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 h2s been said~/ in this connexion that administrative capability 

is a scarce resource, particularly in those countries which became inde­

pendent durin:.;; the le-st two or thr·oe ceec1des. They h2d to develop 

their own 2.dministr2.tive system ;.1bile tryia~ to ir~cre2.se <dministr<tive 

Ci'pc bili ties resuired for socio-economic development but t~:.e tempo of 

cil<:.a,~e and buq:;eoninc::; problems constantly rc-n c-head of administrative 

c::-p;:•bili ties. The st2.tement sometimes hec-.rd tlvt 'the development pl<:1ns 

t-rere good but the implement2tion w2.s poor' is misle2din.::;. l:o pL::n is 

:::;ood unless it is both implementc:ble <nd includes 2 plc:n for implement-

2tion. Provision for the rer'uisi te administr2tive capc-bili ty is one 

of the key elements in any plcn for implementation. Jnder the circum-

1:_/ :::eport of Heeting of Experts, op, cit. , p. 5. 

Objectives c:nd Pro;:;rammes in Public Administrc-tion in the 
eveloprnent E.:ccde 9 ':r<ft for comments only, by ?A-r_:j'ZSJJJ;:j;~r, 
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st<cnces, it seems th2.t the problem is to devise fe2.sible strcte~y for 

correctin::; the deficiency e-nd to zvoid t2ilorin~ development tc_r.c;ets 

to existin2: inadecuc- te 2,dministr2ti ve Ccpe\bili ty •. !./ Indeed~ when 

development plannin~ is decided upon, c-mong the first consider<ctions 

should be whether the c-.dministr1:'ti ve structure 2nd the 2.V2.ilable pool 

of tr2ined zdministre\tors <.re sufficient to underta:{e, with c-.ny hope 

of success, the re2listic prep<:r;:-tion 2nd implementv.tion of <ny develop-

ment plans. Yet 1 Hhen pl2nning mr:chinery is est2.tlished, consider2.tion 

is c.lways given: to plznnin::; teclmi-:Lues~ less often to implement2.tion 

techniciues; 2nd to the provision of date.:. on Hhich plc-nnin,: ccn be b2.sed 1 

less often still to providinJ an ;-dministrc:tion 2dec;uc-te to development 
?/ 

needs • ..:: The c-bility of ;:overnment2.l bodies or or;.;aniutions to define 

problems, determine policies and progre\mmes of development, assign prio­

rities rmong competin.z dem;:-nds, allocate resources including capital, 

skilled manpower and foreign exchange, use science and technology and 

mobilize talent for development, ::1.nd c2.rry out pro~rammes of action, 

constitute 2. decisive factor in the outcome of national efforts for 
3/ development.-

It may likewise be noted th2.t "there was 2. time when propos2.ls 

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 

Proposed Objectives and Programmes in Public Administration in the 
Second Development Decade, Drc:ft for comments only~ by PA[:/ESA/mJ/NY 1 

o P• cit. , p. 32. 

']j Fraser, I. C.~ Plc-~nning the AdministrPtion for revelopment, Sud:'n 
Journ2.l of Public Administrc-tion 2nd "evelopment, ·rol. II, Jcn. 
1;3££, p. 32. 

J/ Appraising Administrative Capability for Development: 
ST/TAO/H/46. 



has come to be recognized - by the T·iorld Bc.nk and others - as an important 

consideration also"}:/ As a me>.tter of fact, heretofore, "economic and 

social planners have often assumed that plans are self-executin,;::;. Ad­

ministration is viewed as a detail ••• There has been little realization 

that knowledge and skill in development administration are primary in­

gredients in nation-building.~/ Indeed, development is a complex of 

mutually related economic and social improvement~/; 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 

enough. Experience has shown thc.t "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 categoric~/, among mc.ny adjustments,required if development will 

take place. Administration must be viewed "as more than an abstract term 

denotin6 merely a 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 pro~rammed 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 Capability for Development, op. cit., p. 2, 
which also refers to John A. Xing, Jr., Economic Development Projects 
and their Appraisal (Baltimore, John Hophns Press, 1967), which 
discusses the :~Jorld B<mk' s experiences in thirty cases in countries 
in Latin America, Asia and Africa "• •• Closely related to the question 
of me>nagement 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 operatinz stc.te and what organization will 
be needed thereafter". 

11 Stone, D.C., Creating the Administrative Capabilities for Development, 
Sudan Journal of Public Administration ~d Development, Vol. II, 
January 1966, p. 10. 

11 Appraising Administrative Capability for Development, op. cit., p. 5. 
fj/ Clerk, N. T. , Trccdi tion 2.Ild the Administration of Development, Back­

.:-;round Paper No. 4, the Sixth Inter-African Public Administration 
Semine.r, IPA, Achimota, Ghana, 6-13 November 1967. 



reform in conson;-nce with the req:uiren;e::-.t o{ t:1eir economic development 

prozrammes; and would elimin~te w~sta2es ~ssociated wit~ administr~tive 

improvement not based on relev.:-nt crltcric:-.'' )/ 

Tl1e conclusion is inescz.pz0le 1 t:v.t socio-econotH.iC plzrElir.__;, 

power plc.nnin8 9 <:.nd administr::-.ti vc :_Jlc-nninJ 2.re inter-dependent~/ 
tac.n-

ir1-

tezrz.l p2 rt s of 112. ti onal l"' 'h lopmea t; rdministr~t1ve policies, measures, 

and processes to carry out pro~rammes ~nd proJects cnvisa~ed in the pl2il 9 

should be essenti2l parts of the pl~ru1i~: docuQents. Org2nizationzl 

responsibilities, udministrative arr~n3cments 1 operatin~ procedures, and 

resources utilization should be define~ for each sector. This 2.pplies 

to such functions as agriculture, c~uc~t_on, zn~ public wor~s; to local 

~ovcrnment functions; and to the sum-

total of policy and administrative act1ons necess~ry to promote enter-

preneurship in the privo.te sector. T-:l i_J;nore this inter-dependence :.n·:' 

attach 3reater importance to one or uore of the parts or of the f<:.ctors 

that typify the developmeat procesc au:l ;1eglect or de-erilphasize one of 

e1em 1 Hill result not or.ly in poOl~ pl:::nnin:s but more so in unnecess.=-.ry 

an~ w~steful dissip2tion of ener;y <:.nd resources. 

to un~ertake new ~nd difficult tasks, znd healthy 2rowth also involves 

re-Or&;a.ni ZCl tion or ada pta tio;1 of existin.:_; or ::;<:.ni :::2. tion:::; 1 :.-_~1mini str--c.t 1 vrc:. 

plannin3 needs to t~ke a leak at the exist1n~ set-up ~n~ this br1n:s us 

to some sort of self-an2.lysis - "!cnmJ thyself" as :::,ocr<-tes (c-.nd. re~)ec.tec' 

Plato) would put it. 

i' eed for Administrz.ti ve ';eforrr: 

The public c.dministrc-ti~~ to ~!i~ • 

.. !/ l;::>pr2isin::; Administreltive C:-pability for :Jcvelo;z,,~Lt 9 o;:>, ci_!_: 9 ;'='· 7~. 

]j "rn effective appro2.ch to increc.sin;~ over2.LL c-::;;in.i.strc.tive cz;_x·_j:clit;c 
is to linl~ the effort to increc.se it wi tn devclopr11e;1t pl.c~nnin -~,,", 
froru f.dministr2.ti ve /_spects of ~evcloptiiCJlt ~>!__~ _-,1.11, rend Pl2.il ~.iit~-:JL~­

mentc:. tion 9 Proposed Objectives z-.nd- Pro ·;r2r,~rnes 1; ;-'ubl_ic /1dmini stc--
tion 



~t w2s oriented towrrds st'b~l~ty, 2acl ts institutioc2l 

, a~.:-1 ot~,er pr< cti ces 11ere fre uen tl v tied to system 

c>l some fric<,rj com,tries, ines of ~uthority 

lity were not cler 

deve:oped cE:·i1tr,clly <HC: ?;,pEed .. miversc-lly, oftm: \•lith little re,c-rcl 

to loe:;-: C0li(11t~OLS 9 ''Gpir·.ctJ)llS 9 Customs ~'"'c tr·d.:_i.ior;s. r£i1e <ttitude 

, '~ric:Jl h1re, c;r,d developmeHt 

of >vtu:J!81 resources W;).S "laissez-f2,ire''. Eencc it h;::s been said that 

development I·n: s unplanned; exl,:loi t<; tion of tt<' tur;).l rtsources w;;:s under-

tz·'zen piecem<:i' l or unr:lcr pressure from pri V<" te compsrties <md individuals 

technical development was 2t most sporadic; and efforts were concentra-

ted or: 

eff•,cti ve lor.:";- term use of r<::SOtH'Ces. 'L1e stracture vnd content of tra.in­

in·; •·'~'s -~e~red to the preservation of tlw status uuo. Pc:tron<ge or fa­

vo:.Iri tism flourished, so did rcsponsiver.ess to improper forms of influence. 

:-hgid rules 2nd procc::dun:s initirrtive and flexibility; not many 

dared to do 

quzrters offices di~ not clc2rly define responsibilities of subordinate 

ur~its or dc::Jc a~equ~te cutharitv to field cffices, Tience, even minor 

m?tters were fon<i<'rclecl to he<'dc:ual'tc-rs for needless review or decision, 

resultinJ in dcl~y 2nd ineffi 

After indepencience 9 m;::av African countries l'i<'re faced with two major 

r;.dministr2. ti ve problems 1 the P,frlc<cniz<::tion z,nd expansion of public 

sector activities. In tryir.,:: to resolve these problems 1 however, the 

mr,in preoccupation of z,dministr;::tive trc,ining was to qu~'lify officials 

for hi,)wr responsibilities 2c11d to repL,ce c;xp2triz.te civil serv2.nts; it 

w2s for the ffiDlntenance of existin~ services rather th2n for improveme~t 

of pcrform,~nce or efficiency. The ;.overnment <::.dmil1istrative machinery, pre-

cesj 2.nd tioiJ.s - ::::overr.ment Orders and Financial 

~·,struction~ desi,:1ned for the coloni0l el'a, were .incongrousl y c::dapted 

to post en ce requj rem en t s • "There is still e.xcess)ve reliance 



on tprecedent' in pl2.ee of judgement in managerial decisions~ 

in personnel m2tters 1 and the remi ttc>.nce of man<egeri<::l decisions which 

do not fall squarely within the reguL::tions or precedent or c..re in any 

way outside the usual routine, 2.& far up the hierarchical ladder s 
l/ 

.- In fine, tradition;:;! puolic administration, as 

ly 

it t<c:s, more for the mam·gement of day-to-day business 1 did not provide 

nttional development or to effectively contribute to the transl2tion 

into reality of n2tional aspirations: better standar~s of livinu, free-

dam from w2.nt, i,3norance, :c..wi disease amon,~ m1:1ny others. 

At this juncture, it seems relev<~nt to mention that "2 C'1reful study 

of the twenty-four recommend2. tions of the c.'fores,~id Second Conference 

and the reports of its four '·larkin;,; ";roups reveals that t<hatever 

hcve been the progress in the field of public administrc: tion in r\ fric;:•, 

1 ] " 2/ T durin:3 the past decade, a at still rem2~ins to cone .- · he ~·.dmin-

istrative structure in a number of },frican countries is not fully developed 

ar1d geared to the needs of modern or moderni society. 

Furthermore, some major chc-llen~es of public admini.str<::tior; in Afric~· 

in the 1970s (i.e., durin~ the Second Development '~ecade) ide11tified ~ncl 

considered 2.s ur~ent as Afric2nizatior: 2nd expcmsion of public services 

imr.tediately after independence end have Prise11 bec2.use of them 9 seem to 

aptly reflect the state of public administration in Pfrica. These 

chc_llenges are the need to improve admircistrative systems and stcndards 

both in the civil service ?.nd in pc-r?,sb-tc:l bodies~ the problems c.sso­

ei::::. te·~ with carrying these improvements through, as well c:-,s the need for 

extensive and intensive research in the field of public administrc:.tion. 

1./ Anderson, ':'.A., Heort;eni-;:r_ tion of the Public Service in ·:;h:Hli.·, 9 Be: c::­
Jround Paper No. 3, ~eport of the Sixth Inter-Afric2n Public Admin­
istration Seminar, Ghar,~', ,.ovember 1;)67. 

?) I' dedeji Adebayo~ Uni tel'! 
in the 1370's with 
Newsletter No. 33, J~lv 

1:ations Programmes in Public ?.dmir1istr;octivn 
fleference to Afric2 9 Public Pdministration 

1;)70, pp. L?.-1]. 
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The C<P<Cl ty of the _fric;::;l ::-;ovt;rr,r:ler'.ts to brin0 <bout rapid modernize:-

tion 2n~ ~evelopment of their econ0mies will to a large extent depend 

on the success with which these problems are solved. 

In recent dec2.dt.s, tLere ;J s bcr:on U,e emer,:;ence of what may be 

CE·lled the "welf2.re st.::tE:" ,,},ere the people dem231d from their ::;overnment 

more ;:-nd com?lcx products .:-nd services. This h;::s been coupled with 

commitment to 2cceler2. tee socio-eco;;onic :;rowth Hhieh entails systematic 

chFnged considerzblv from t~e m<inten~Dce of the status c~o to th2t of 

prime mover or cat; stic " for n;tional development, initiatin~ 

_;:1lans c.nd c!eterminin: the n<:ture ;·,-::; r<.te of chc.n(_';e. Everywhere~ 

~overnment buc' h(ve ~ccn t~~lD ~? Fn ever-increasin~ sh~re of the 

: l r~e portimt ~f the n<tion2l c.ssets are mana3ed n<tionc.l product; 

m tional <·IY~ loc: l :-utbcri ti.:.s 7 includin · public enterprises. "::overn-

ments ~re thus ~ forct of co~s1:crr~le import2nce in production, not 

::>nly ir; tE:rms of t:·.e :Jro.:~ucLVEc cr:x':Jilities in the public sector, but 

z.ls::> in their imp:ct thr·::n..l !1 :re::.1lrtorv ;-r,d other activities on nc:tionc>l 

consu,nption ~nd :::JT; ;Jrx]uction in t.H: ,.ri vrte sector. This nell role 

strat1ve c:-pr~ilitv, s the rublic sector becomes increasingly lar1e 

<H.d influentL l; its ;=>el~forr.;~r.ct influences the welfare of everybody in 

the society. c- ver. in those 2.ru.s litJere t:;e direct role of the public 

sector is lir,:i tcrl, :::;ovcrnrr.ent policies _·,re~tly influence the production 

f ) 1 • . t' ' t t l/ o gooas 2nu services 111 ne pr1vr e sec or.-

It can ~erhrps ~e reiter~ted th:-t it is importrnt for developin3 

countries to pc::y specirl zttE:ntion to the orient2tion anc. or:];c'.ni~:c:.b.on 

of their public ~Crninistr~tion rt 2ll levels for both the effective form-

uL· tion 2nd implem~::nt:-. tion of c'E:velopment ~:>lana. That should facili t?te 

their efforts at nrt10n2l dcvel;)pment or enable them to take advantage 

of the unprecedented upportunitlE:s offered by scientific end technological 

2/ ft Proposed Jbjectives rnd 
th Sccon~ ~evel ~ecrd~, 

in Public Administration 

.:?.12..::.~!!.' p • ll 0 



progress; to remedy the persistence of undue privileges, extremes of 

wealth and social injustices; to sustain an c.verage anrmal ~rowth rate 

of the gross product at no less than 6 per cent; to have an annual 

rate of population increase no 3reater than 2.5 per cent; to reduce 

si3nificantly 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 safeguard 

environment; to foster the well-bein;?; of children; and to ensure the 

full participation of the youth 2nd the integration of women in the 

development process.l/ 

t!ost developin;:~ countries need. to c2rry out over2l 2.dministrative 

reforms in order to orient their public 2-dministr2tion system to the 

requirements of development. There is also constant need for admini-

strative improvement 2nd innovcotion in the various government dep2_rt­

ments, ministries and parastatal bodies to adapt administration to 

chc:.nging circumstances, to apply new management techniques, ;:md other­

wise to rc:_tionc .. lize the cdministration. Administrc.tive improvement 

sbould be plc:_nned concommi tantly with plcnnin;~, for economic and social 

C:evelopment; and the l;:-tter should reflect sound <::pprzisLl of 2dmini-

strati ve c2.p2.bili ty 2nd the provision of measures ex.~ resources necessc:_ry 

to increase it to the level needed for the successful impler.1entcttion of 

~ l t l s ~n· ro- ~ Z/ ueve opmen p an u a p 0r~mmes.-

Tile org2cni~ation structures, personnel systems, procedures 2nd 

prc:.ctices of public :;cdminsitration must be geared to the new requirements 

of production of goods and services and also of facilit2tin2 their pro­

duction by others. They should e developed to mzke full use of the op­

portunities for development c.nd 2.lso to de2.l with the consec•uences of 

development. In the <::gricul tural sector for insh:nce, there must be 

::dmini str2" ti ve c~pabili ties at key points in the zroHin;s, h< rvcost in,_,, 

l! 

?:/ 

··u,ft Proposed Objectives and Prot.;rammes in Public /~c~ .• ,ir,istr?tion in 
tne Second -~velopment ~ec~de, ~P· cit., PP• 5-C. 
r2ft ~roposer! Jbjectives 2nd Programmes in Public .,,1,,;L,istr<.tion, 
~~' P• liJ. 



.:st:J"-'ing and marketin:5 of various crops. This tvoulc include the czpabil­

i ty of various central government agencies to promote the cc:p2.ci ties of 

other or;;c;aniz2tions - priv2.te, public or co-operative - eng2ged directlr 

in the process. 

The est<:>.blishment and strengthenin_::: of institutions and 

for the improvement of public administration ;ot all levels is one of 

the bc.sic requirements for increc.sins; administr2ti ve capability for 

development. Among the institutions and agencies of which administrative 

improvement should be accelerated are those responsible for different 

development functions, development projects, a.nd in ter-sectorc:l pro.:;rc;.mmes 

affectin.:;; progress in agriculture, industry, housing, transportation, 

lc.bour, education, hec.lth, and other fields of development. t·ea.sures 

to increase adrr.inistra ti ve CDpabili ty in particular fields should be 

consistent with government-wide programmes for administrative reform/ 

improvement c;md ideally should be an integrc.l part of such proc;ramiaes. 

The objective in each field should be to achieve an effective system 

of governmental organization and management, realistic plans for in­

creasir<;; administrative eapabili ty commensurate with development goals, 

and educational and trainin::.; proe,rammes to develop management skills 

among professional and techr.ical personnel who .::tre expected to dischar~;e 

administrative responsibilities)/ 

~esearch ;:-nd technical co-operc.tion projects in the ly60' s indicz.te 

the central institutions r.eec~ecl for c;overrunent-Hide c.dnlinistn·tive im-

provement 1 inclw:lin,::; the desi:p of indi vidu2.l 2_3encies to perfm·m p2rt­

iculc r f'-lnctions, These include 2c;encies 2nd institutions for ( 2) E.dmin-

istr?tive/reform improvement (b) personnel <:>dministrc:.tion; ~c) educ-

2.tion9 tr2inin~~ 2nd research in public administration; (d) financial 

administration; (e) supply ~dministration; (f) d?ta processing end 

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

.!/ "rc:1ft Proposed Objectives and Prozrammes in Public Administration 9 

op. cit., pp. 21-22, 
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A::;encies for the improvement of regional (sub-n2.tional) and 

loC'<!l 2.dministrz,tion 2re clso needed in most countries (e.g., department 

or units for the provision of personnel services, training, loans .:dvi­

sory 2nd other services to re~ional and loc<:l authorities). 

/.s importc:nt c:s these rcgioncl and locc>.l agencies are in planning 

;·.nd pl2.n implementation, the follm-1ing section,.!/ however, deals with 

the machinery for cdministrc:•tive reform/improvement. It should be kept 

in mind thilt r.dministra ti ve reform/improvement should not be confined 

to 'Z.?tional clu~nges c:loneo Administrative methods and pr:;;ctices 

on which the execution of pro[];rammes depends must also often be modified 

or ch2n:::;ed. The traditional approach of focussing attention on the task 

rnd performance of a sin.~le organizationa.l unit, such as an enterprise 

or G.epartr .. ent, is not te for developmer,t needs. Reforms through c 

comprehensive ''pproach to Tn<' jor problems and the partial approach to 

specific improvements .:nd innovation have an important role to play; 

comprehensive reform may, however, provide the common framework within 

which ecemeal improvements can be effected possible inconsistencies 

or contradictions of partial approaches can be <:voided. 

~. ;··uchine:rv for Organization and Administrative Improvement 

The m<:chinery which mrny countries have evolved for administrative 

improvement h2.s been called an Organization and lv~ethods Office (Division 

or Unit). From the middle 1950's, however, the United Kingdom, Canada, 

Jl.ustr2.lia, Philippines, India a.nd lately Tanzania, have begun using the 

name "ifanagement Service" for this organization which provides <.cdmini­

strative maintenance in much the same way that a garage performs motor 

vehicle maintenance. 

Essentially 9 a ff.anagement Service exists to study and make recom­

mendations for chan3es for the better, or to search for better ways of 

doing work, so that an organiz2.tion (e.g. government administrative 

.!I P,dcpted from "Organization c.nd i'.Jethods-Selected Training [;1ateri<:'ls", 
Public Administration Section/ECA, 1970 (Draft: Part I). 
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machinery~ agency~ enterprise 9 or their sub-divisions) can do its 

business in a more simple~ orderly and effective manner 1 with less 

effort and at less costp and yet produce more and bette~ quality pro­

ducts and services. It is in aid of the Chief Executive (i!ead of Go­

vernment P be he the President or Prime r.Cinister) and to the whole mana­

~ement team (Head of Sovernment, Hinister~ General i":anager 9 !)epartment 

Heccd ?.nd all other supervisors) to enable them to Ci'_rry out more ef­

fectively their responsibility for seeing to it or ensuring that 9 at 

all times, the whole <.dministrati ve machinery is Hell organized and 

efficiently m2n2~ed or is otherHise c_djusted 9 ccdapted, and suitable for 

<,ccomplishing nc_tional objectives. 

Administr2. ti ve improvement work, IJerformed by I• 2ncce;ement Service, 

is an active concern for the future, not c; P'"·ssive contentn;ent with 

the past, It is c. consultin3 9 or .::dvisory 9 service Hhich makes studies, 

provides advice 9 on a confidcnti2.l b<:.sis nnd usually on request of the 

mzn2.sement te2.m loc2.ted ::1t various levels of the hier;:rchy 9 whether in 

3overnment or private enterprise or under ;: programme of pl2,nned admini­

strative review. The man2.2';ement tem,; frequently laclcs the time and ap­

propriate s:<:ills to m:-:.ke <.m<.elyses and to desi::;n necess2.ry administrative 

improvements. :)n the other h2_nd 9 EanccJement Service has speci 

tr:1ined staff to make studies ;cmd design necessary improvements of or;_;;;-n­

iz:ltion structures, Hork procedures, c-_nd mc-_nagement practices which c:re 

essentic:~l to effective or sound mc~nccgement (sound mc:nc-_zement is simply 

the best and most ecouomical use of resources - men~ money 9 m~teri~ls~ 

methods and machines - to <echieve pre-determined objectives)" They have 

the time, experience ;;-nd expertise as well as independence and objecti­

vity~ ;;_nd an overall viewpoint. 

Tf:~np_gement Service Hill not invcsti~;c;_te anomcclies or administr?,tive 

infrc.ctions to fix bl.:<-me but tries to find better ways of doin~ things 

with less effort and ;;-t less costo It will not divulge informo_tion on 

studies mede or m;;-tters G~.dvised on outside the client organization, It 

Hill demonstrate 1 persuade 9 and convince manc.gement of the soundness and 

prac tic a oil i of its proposals 9 and assist in their implementationo 

It sells ideo_s e-s ? s2clesma~n woulc' 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 ~im at the ideal under the circumstances, it will 

be satisfied with a little improvement at a time. It is not a "one-shot­

in-the-c.rm" remedy but will keep on pushins for further improvements; to 

be of real and lc.sting value, it must be a continuing c.ctivity. "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". 

Mc.nagement Service makes studies and provides advice on organization 

and management 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 

major functions necessary to achieve objectives, to depart­

ments and agencies. 

(ii) Review of a particular department, office or branch, etc.~ 

with complete exr.mination of purpose, organization, proce­

dures, and management practices. A large review may be 

divided into sub-assignments or phased. 

(iii) Examination of p2.rticular 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 manag~ment, etc. 

Within the:.: context of tb torms of referencu or study objectives; 

iV:~nagement Service collects the facts; reviews, unaJyzes and evaluates 

these facts; develops solutions or workable proposals for improvement; 

clears or sells such proposals (making a report as necessary) to those 

in ?. position to 2.ccept ;:md orJCL' what should be done; assists in 
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carryinQ. out :.-ccepted recommendations; follows up implementation, 

evaluates results, and recommends further improvements. In·the process~ 

it will continually seek the p<.rticip<:·tion end invol"lllt3ment of as m?ny 

stc_ff of the orse:nization under study &s is 2.ppropri2"te and possible. 

And it keeps on promoting and fosterinG the applic~tion of sound manage­

ment in the conduct of public business~ taking into account that generally 

there is a resistance to chan13e~ 2: norm2..l humcm re2,ction which takes time 

to overcome~ 2..nd growth is such a slow anc~ long drawn-out process. 

Considering the. t it would be invol vcd in ;em 2.ppraisal end improve­

ment of the machinery of government ::md in a plannerl administrative re­

view~ Manc.gement Service should be locc.ted somewhere closest to the 

centre~ the efficacious influence of which is indispensable to the full 

2cceptence and rational use of its services. The First and Second Con­

ferences on Urgent Administr2ctive Problems of African Governments must 

h2..ve re<'.lized this need Hhcn they recomMended that it should be directly 

subordinate to the highest government levels •. !/ The lont; experience of 

m?ny countries which hi've used and 2.pplied this tool provides ample 

proof that setting it up at the highest level~ e.g.~ in the Office of 

the President or Prime Minister, make:s it more c:cccptable and likely to 

be effective and successful. To complem;:;nt this loco..tion~ the Head of 

f'!:2.nagement Service should helVe a rank <md status ::-<t le~st immediately 

next to that of a 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 havir1~ the power to decide and order 

implementation of accepted recommendations. 

Related to this locntion of the Service; is the question of decentra­

lization of the management service function. It seems desirable tha.t 

African and other developing countries should f;st::blish a Central Service 

.!/ The pcrticip<mts of the 0 & I•·; Course for Frr:ncophone and jl,nglophone 
countries, held in Ghan;, in June 1967, r:lso recommended th2.t a ~iJc.n2-
gement Service should be located at as high a level as possible in 
the structure of the public service, "Or,;<'.nizntions and Methods 
Sel8cted Tmining bl2.tericds" > ~P· ci.!..:J (0rv.ft: P2rt I). 
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in the first place and let it prove its true worth Gnd usefulness. ~'1hcn 

the mc.natJ,ement service function is Hidely or fully <ccccpted td thin the 

public servicep ::;_nd an udequi'te number of trvined mGn<:"gemcnt service 

sb:ff is avetilable 9 I'C:cm:- ~~emcnt Service m;cy consider out-postin,; or 11 out­

stc,tioning11 some of its staff to departments and agencies but mc:intaining 

control over them. tltern;ctively, or by evolution, dccentrcclized mc:na­

gement service units m-cy be est;:blished under the technical co-ordination 

of the Central Service~ providin;; stc,ndards rnd c;uidclines therefor. 

A Ucnagement Service may ini tir.lly consist of one or two ync:magement 

service analysts or officers and then the question of its sub~ivision 

:::nd specinlizc::tion scc,rccly ~;rises. its it grows, however, subciivision 

becomes c:n issue r.nd tlie qu'istion is often raised as to whether it 

sbould be subdivided to c:::ter for pPrticular activities (e.g., orgnniz­

Lltion ::malysis Clnd pl::-,nnin[~ 1 mc.chine utilization, stores or supply, re­

gistry end c.rchives). iifferent sibmtions will call for different 

treatment but 2 medium-sized I.nn2gcment Service should normally be com­

posed of generalist unitsll ;:lthough this should not preclude development 

of specialists within the units. Where planned administrative reviews 

arc undertaken regularly~ there may be need to have one or more planned 

review units which should ordinc:rily concentrate on this work without 

specL:cli in particular ::cetivities. 

/, form of orgc-.ni?::::tion favoured by some Lcrgc 1\Canagement Service is 

to have a number of gener2.list units which deul with the bulk of the 

assignments~ with some full-time specialists in such fields as organiza­

tion analysis and planning~ accounting systems, office machines 1 auto­

m?.tion, stores or supply, office layout 9 registry and archives, etc. 

The specialists should, however, be prepared to assist the generalist 

units or advise them in their specialized fields and otherwise particip­

ate in their assignments as necessary. It must be remembered in this 

connexion that management service staff must have adequate training und 

experience, the appropriette z:1ttitude and full appreciation of their place 

as such in the scheme of things, otherwise~ they would bring discredit 

to the management service function, cause more harm instead of bringing 

about desirable benefits, and become a costly liability. 
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A ~[an2 gement Service should prepare an annual or semi-c:nnu2l work 

programme, considering its insights in the areas where improvements are 

desired or th_e whole of the 2-dministrative mrchinery and its sub-divi­

sions. It should establish rules and procedures for compli2nce with 

requests for its services within prescribed policies and priorities it 

has developed. Through programmes of liaison with departmer1ts ~nd 

ag~ncies, it should promote requests for its services. It should like-·· 

wise periodically evaluC'te and improve its programmes and services. The 

service should also have 2. continuing progrc.mme of training c::nd develop­

ment of its staff which should include observation r.nd training in foreign 

countries with long experience in the use and application of organizc.tion 

and management, not simply organization and methods. 

Considering that generally those departments and agencies which need 

the most help will be the last to or will not, request for its services, 

a tilcmagement Service may consider mountin~ a government-wide administrc.­

tive reform/improvement programme which should include a planned admini­

strative review. The term "planned administrc.tive review'! applies to a 

plc.nned c.nd scheduled study, c.pprr.isc.l, and improvement of the organiz­

ation, procedures and management practices of ministries and a6encies, 

so that each one of them may be so apprc:'cisf'd periodically, say, every 

three to five years if possible. To <'void any adverse reflection on 

any department or agency, such as engendering the impression and feeling 

that the first dep<rtments and agencies appraised under the programme are 

inefficient or otherwise in greater need of assistance, the review sche­

dule should be 21rrived at after a r<1ffle 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. l·!hen all the departments 2.nd agencies 

have been covered, the first round will have been completed, and the 

second and succeeding rounds would follow the same order of review as 

1n the first round. 

Administrative research should form part of the programmes of a 

t'lanagement Service. This should involve preliminary research in areas 

with government-wide application but without precluding research on 

specific or specialized aspects of organization and management. The 



- 77 -

results of such research should be published <'nd widely disseminated, 

both in the public and private sector~ 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 and units of work measurement; 

work processes 2nd reportin~ systems; space and material utilization; 

management techniques and practiees; management training schemes and 

mc-.terials; 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 m2jor current forces within the national 

setting. 

Specially important and urgent m2.tters for research at this stage 

of development of public administration in African concern: 

(i) Administrative arrangements for co-ordination of decision­

m<king by central agencies concerned with functions such as 

planning, budgeting, pricing, monetary affairs, foreign ex­

change, labour and wage policies. 

(ii) Administrative arrangements for planninJ and making full use 

of international and technical co-operation programmes as 

part of the national planning process. 

(iii) Administrative arrangements for follow-up and implementation 

of agreements as well as recommendations and decisions taken 

at internationc-1 conferences, meetint?;s, seminars, and courses 

where the government had been represented. 

1Jhere a Public Enterprise I-1ancgement Service is e 8tablished as pro­

posed in Chapter VII 9the [il!cnC'-gement Service should endeC'-vour to establish 

form< 1 and informal close collaboration ?.nd co-operation with it so that 

the two will not work at cross-purposes. 1Jherever possible, however, 



there should be only one Central rlanagement Service for the Hhole z;overn­

ment which should enable better utilization of scz-rce b:lents c:nd ex-

perience, savint;s in overhead expenclituresy and a streamlined c:nd better 

co-ordinated c>.dministrative reform/improvement progr2mme. 

5- N eecl for Strategy <.md/ or Guidelines in Organi zz tion c:nd anagement 

As has been indic<:ted earlier, notwithstanding recognition of the 

increasing challenge and need for administr2.ti ve Cc.p<'bili ty commensur2.te 

with the mPgni tude c.nd variety of t2.sks involved in n2.tiom:l development, 

many African countries h2ve not yet been ~ble to give adequate and ap­

propriate attention to the improvement of their administrative machinP-ry 

c>.nd its operations nor to the development of administrative strc.tegies 

e.s part of, and required by, development planning. The notion seems to 

persist, that investment in administrc.tion and administrative improvement 

is intrinsically unproductive and wasteful. Preoccupation in localizc-tion 

and training h2s relegated <:dministrative improvement to low priority 

2.ttention. 

Notwithstanding the establishment of various training institutions 

2nd the conduct of trainini:S progrc.mmes, education and trainin,g are still 

on outmoded procedures and management concepts and practices.· In fact, 

it seems that Tanzania is one of the few African countries that has a 

creditable manpower plan (perhaps Eigeria and the United Aro.b Republic 

also) with which a 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 2nd management for Africa; 

individual countries should have their own hr.rmonized or otherwise kept 

within its framework. The standard strategy and/ or guidelines m::'.y per­

haps cover and include the following: 

(i) The establishment of an administrative reform/improvement 

programme in each government with the Economic Commission for 

Africa, providing technical co-ordination and assistance, for 

the purpose of continually improving organization, procedures, 
and management practices. 
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(ii) The cre~tion 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 as possible. 

(iii) The establishment in each government of a Central Management 

Service to provide the technical services required by the 

said n<tional programme. 

(iv) The revitc-lization in each government, of its personnel 

administration, including especially the up-dating of its 

position classification, salary scales and conditions of 

service, to Ge2.r them to nc.tion<el development and overall 

nation-building. 

( v) The conduct in.:; in each government of a m?.npower survey c_nd 

the establishment of a manpower plan and pro~ramme. 

(vi) The improvement in each government, of the organization and 

procedures of its plannin::; activity, so that, among other 

thin~s, the inter-dependence of socio-economic planning, 

mcnpower plc_nnin,s and administrative pL::nning is tc:ken full 

advantc_ge 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 nc_tional planning 

end plan implementation. 

(viii) The improvement in each country of the administration of locc_l 

government so that, among other thinzs, "grass-root" partici­

pation in nctional plannins and plan implementation may be 

achieved. 

(ix) The strengthening c_nd/or consolid2tion in each government of 

its existing training institutions, as well as ensuring th2t 

the education end training programmes are geared to the man­

power plc:n or otherwise oriented to the requirements of 

national development, etc. 



(x) The estcblishment in each government, of a system for plc.n­

ning end making rational use of technical co-operation pro­

grammes, as well as for follow-up and implementation of agree­

ments 2nd recommendations of international conferences, 

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

(xi) The improvement in each government, of the organization and 

procedures for its supply and transport systems, as well as 

of the administration of its property, particularly govern­

ment buildings, etc. 

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, includin8 the organiza­

tion and its location, authority and responsibility, the rules and pro­

cedures to carry it out. It should, moreover, be a continuing c.ctivity 

if lasting benefits are 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 c:nd an infectious enthusiasm for simplifying and 

improving w<'ys of doing things. They should have a pc.ssion for .?.nonymi ty 

end possessed of the highest intee;ri ty 2nd 2.n <tti tude of humility based 

on a proper appreci<tion of their role as 2dvisers, technicians, and 

service men, 2nd of the place of fvl?.nagement Service in the scheme of 

things. The desired qualities in e-n 0 fc t prc-ctitioner h<s been expressed 

thus: 

":Ie should lvve tact, sound jude:;ement, p2.tience, abundant common 

sense, a sense of humour, ;;md most of r.ll, he must be persistent 

Adr.pted from Selection 2nd ;Jevelopment of J ,·:. L .~h:ff; "0r2;2niz2tion 
;cnd i ethods - Selected Tr2inin,s ,:<:teri<.ls", Op. cit. (Drc-ft~ Pr.rt I). 



C'r.d hrve curiosity .-.nd e:..1thusic-sm, otherHise he l<ill not l2.st 

the d0y" )I 
:i:f he would be zood salesman, of ideas especially, he should have fae-

ili ty in presentin3 2. case orally c.nd in writing, <.nd constantly keep 

in mind that his judgement cc:.n be no better than his information. 

There is no doubt that encouragement and positive support of the 

manz:.gement team and understanding and eo-operation of all public servants 

2-re b2.sic to the success of the programme. This c2.n b::ke several and 

v~ried forms. Top support can be as follows: 

(i) Cre2.tion of a departmental Committee referred to in n pre­

ceding par2.graph for each national administrative/improvement 

programme. 

( ii) A positive shmving by the Head of Government 1 or the Board of 

Directors in the Cc\Se of an agency or enterprise, that he or 

the Bo2rd expects reports of action on recommended improve­

ments, i.e., delay of decision, say three months of their 

submission, and undue delay in the implementation of accepted 

recommendc.tions. Furthermore, he or the Boc.rd promptly rc::.kes 

decision and takes necessary action on such reports or other­

wise makes ~nown his serious desire for continuing improve­

ments or changes for the better to achieve the desired admin­

istrative capability. 

(iii) The Lanagement Service, established to provide technical ser­

vices required by the national programme for administrative 

reform/improvement, should be located at the hichest level 

possible and its head given sufficient high status and rank, 

both as indic2.ted previously. 

l./ Ad?pted frOlll "Selectim, c.nd ~·evelopmellt of J e, !. ~tr.ff; ')r,;aniz2tion 
.-nd ,.ethoc~.s- .:electe:~. Trr iL'teri2ls 1 op. cit, (Sr::ft: n,·.rt ) 



(iv) The Mc-n2_gement Service should be z.ctively 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, and Establish­

ment is required. This can b:,ke the following forms: 

(a) 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 staff complement as well 

as on staff ceilings for the whole public service every 

budget or fiscal year. 

(c) 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 made and 

action taken on the same by departments/agencies. 

Overall 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, 

~~terials, and machines - in fact all the human energies and other re­

sources of the country - are required. The Head of Government, t1inisters, 

and Heads of agencies should take an enlightened interest 2.nd e;i ve 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, 

leadership is equally demanded of the political leaders and the chief 



officials of the career service. The will to accomplish objectives 

should nevertheless be encouraged among officials at all levels if 

national development would be realized. 

It is furthermore essential that the management team should be 

more receptive to new ideas and take every opportunity to create a 

climr:te for chanse for the better, not just for its oHn sake. The 

~[anagernent Service should be aware of the existence of vested interests 

against reform/improvement and should endec.vour to overcome them. 

Since the attitude and behaviour of the top man permeate and in­

fluences the whole organization, enlightened and forward-loo~Lng leader­

ship by the Head of Government in the encouragement c.nd support for 

the administrative reform/improvement policy, plan and programme, as 

well c.s for the employment of the existing and potential expertise of 

the f:fanagement Service, can be the golden key to the desired changes 

for the better and to the successful attainment of the very elusive 

administrative capability required for national development and overall 

nation-building. 



CHAPTEF\ IV 

PE~SOWJEL ADL;IniST:IATIOll AHD rJATIONAL DE'lELOPL'lEIJT 

1. Introduction 

:::conoaic 2nd soci2.l development in <::.ny or(32l1i:;;ed society requires 

<' r.;;:.tion<l <:md sust::incd orc;<'nization of hum<:'~' effort in explorinc, and 

exploiting~ with the aid of science <::rid technolozy 1 the resources o:f 

nature. It is, therefore, ri3htly concluded th<t "the bui of 

modern n2.tions depends upon the development of people 2.nd tl1e or,.32.ni::­

c:tion of human activity" • .!/rn the developinr; countries, the bu:~e re-

servoir of human resources is in2.ctive to a c:;rent exter.t. The 2ctive 

pc:.rt of the population 1 c:nd especially people in public administration, 

should do their best to develop the nc-.tural t.~,lents of their people so 

th2.t they can c:cc;uire knowledc;e z_nd skill z:c1.d undcrsb::nc the 2dvan 

of life free from want and fear. Thus 1 people should be cr:.abled to 

strive for the improvement of the social situation by better education 

c.nd achievinc:; 2 higher standard of living throu;:_;;h economic J;rowth. In 

the developin,s countries 9 public administration will hc-.ve to play <.n 

import2.nt role in this process: economic growth and social improvements 

can only be achieved by planninc; 2nd organi hum<n enerc;y and c;uiding 

it towerds the generally recor;:ni zed goals of the nc.tion. Public c::dmin­

istrc.tion in these countries, therefore 1 must not only comprise the tra­

ditional ability of maintaining law and order but also the displaying 

of initiative and of high orJanizational and entrepreneurial capebilities 

c_s Hell as the possession of a high sh·,ndard of human :md more:! c~uc: li ty 

by civil servants. 

This type of civil servant, actin~ e.s an agent of development, 

should understand that he is c::ctins on behalf of his nation c;cnd for the 

Herbison F. end L:yers C .A. : 
Growth:· Strc,tegies of IIuman 
1964, (Foreword). 

Education 1 U;anpower and Economic 
nesources Development 1 Het>I York~ 
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improvement of the social conditions of his people. He must be aw~re 

of the f~ct that the process of development also depends on his efforts 

and. cc:.pabilities, whc.tever his functions may be. Only by his personal 

intee;rity as well as by his professional skills will he be able to 

motivate and mobilize men and twmen in a sustained effort to rationally 

pl2n and utilize natural resources and to ensure the participation of 

the people in buildine; their nation. 

Personnel development and overall improvement of personnel admin­

istration are thus cle<1rly indicated. Essential to these c.re sound m?.n­

pol.rer plcmnin;:;;? personnel recruitment <1nd selection, conditions of ser­

vice1 discipline, personnel development <1nd utiliz<ltion policy, and 

staff trainin0 for development administration, amongst others. 

2. l~npower PlanninP 

~JhP.tever manpo1,.rer pl;::mnin;s scheme a country develops will depend 

'.lpon its manpoHer policy. This policy will, to some extent, be deter­

f.1ined by the st;:cte of the economy and the projected rate of exp<msion. 

' 1hether the country is socic.list-oriented or capitalist-oriented (to 

take the two extremes) its policy on loc~liz~tion will ~lso be an im­

portant determin<ent of the m::-.npower policy it c:.dopts. 

decided on the rate of expansion, the country may then h~ve 

to assess the manpower it will need to cope with that rate of exp~nsion. 

This norm2.lly calls for a manpm;rer survey which indicates the number of 

jobs and levels of skills as well as number of persons needed for each 

particul<er type of job. The determination of this estimate of manpower 

requirements of the economy is very import~nt as it a guide to 

JOVernments' investment in educational c:.nd training institutions and 

programmes. In other words, <'.fter e.scertainine; the manpower needs of 

the economy, the e;overnment concerned should decide on how to supply 

these needs. i.'1ost /.fric2n countries arc nm1 committed to localization, 

which means the attainment of self-sufficiency z,t all skill levels in 

the economy. This, of course, implies the gearing, particularly, of 

educational pro6rammes to the needs of the economy. The educational 



institutions inherited by most Afric~n countries from the colonial 

poHers 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 primary school through the university to 

providing the personnel needed by the country. This would help in 

solving the growin3 problem in a number of African countries of the 

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

Other strategies may be adopted in addition to re-orientinJ the 

educational system. One such strategy m<cy be influencing younz men c-.nd 

women to go into particular fields of trainin~ irrespective of their 

personal interests but bearin~ in mind only the needs of the country. 

Another method may be the operation of the scholarship scheme of the 

country concerned. For instance, if the particuh:r country Here to 

decide to offer one hundred scholarships for university eG.ucation in 

~particular year, it could dependin;::; upon its mc.npower r .. eeds, 

to 2.lloca te specifiec~ percentnges of these schol2.rsi1ips to certain 

fields of trc:inin3. It may, hmrever, not be eaough to state, for in­

stance, thc:t twenty per cent of the scholarships is to be c3iven to 

persons intending to study en:;ineerinu. It mc.y be necessary to specify 

the pc:>.rticulc:r branches of en;zineerin(3, otherwise, the cou.-1try mc:y end 

up with engineers of one type. At present, in a number of /,frican 

countries, while there are som'-' mech2.nicz,l, civil z,nd electricc..l engineers, 

it may be difficult to find even a sinale mininz engineer. 

Yet enother w2.y m2.y be to use s;::lary incentives, i.e., paying 

higher selaries for certc.in scarce s!dlls even though the leligth of train­

ing may be the same as for other skills. For instc.nce, even though it 

normally takes three years to graduate as an engineer the government 

could pay the engineering graduc..te one-and-a-half times the salary it 

would pay to say a graduate in political science who also takes three 

years to 3raduate. For example, in many States in Nigeria, science 

::;r2,::lu::-te tec:chers receive a specic-.1 allowance (varying from 10 per cent 

:- _ .1 __ p: c: .. :n I. of the b<.>.sic salary) for <:ctual science teachin3 in 

~:..·_:: ... 
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Even thouGh the government m~y be fully committed to locc.lization, 

f it wc.nts 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 ensure that 

;he local people wLo are trainod to take over these jobs can acquire the 

ecessary experience for standing on their own feet. Appropriate 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 

p_ m2-jor objective in personnel 2dministr2tion is to motiv2te the 

tkff or the workforce to 2chieve optimum production effort. This object­

ve can be promoted by determining, in the first pl2ce, the precise jobs 

o be done c:nd the skills a1d experience required for doin3 them which 

hould be embodied in 2 precise job description, as well as by knowing 

he quantity ;;;nd qu2lity of workforce required; c-.nd in the second plzoce, 

y programming the recruitment or supply of the rieht type of staff to 

e c-vailc:ble for work at the right time and pl2ce. All these activities 

onstitute m2-npower supply prozr:::.mming, thc:t is, org:::.nizin,:s tbe supply 

nd deployment of tr2"ined mZ'npower in 2 manner that secures the right 

c:n for the job to be performed c.t the desired time, 2nd which ensures 

c-ximum efficiency in resource use and production effort • 

. 2npower requirements, br sed on ' comprehensive knowledge of work 

o be done or services to be rendered, must first be identified, evalu2ted, 

u2ntified c.nd programmed before recruitment 2ction can be effected. The 

uestion may be 'sked 2S to whether the o_gency responsible for central­

zed recruitment should undert?_ke the c_ssessment of steff needs or whether 

he 2gency responsible for utilizing manpower should identify its needs 

nd proceed with its oun recruitment. In 2 smc-11 org2niz2.tion both 

'unctions vre squ2rely the responsibilities of mane: gement or the pro-



prietor. In the public service or a very lc rge public se, 

specL:liz?.tio:u mc:y be en ?.dv<:n.tc-ge <S is the cc:se when the Public 

Service Commission or 3ure<:eu of Personnel centrc.clly 2ssumes the respon­

sibility for sb:,ff recruitment 2.nd trc:.inin ·• In this cc-se 1 vc.crious 

departments of government are required to identify their functions end the 

st;:cff ;:md s~dll components re;:uired 1 1-1hile n different orgzon such c-_s the 

~stablishment ')ffice or the r.:cnpmrer "Jirector2.te m;c,y evaluate their ;:_sses­

sed personnel requirements 1 determine needs 2.nd .:.llocc:te personnel on the 

basis of resource e.v2.ilP bili ty. ' 1ru-:tever the procedm~e adopted 1 it is 

squrrcly the prim<.ry responsibility of the chief executive or head of 2 

department or service to determine the scope of the services he renders 

or plc-:ns 1 2.nd the trc.:ined m;::npoHer re~1uired by c;u2ntity, quc.lity, s~dll 

end time for the implementction of the c.:ssiz.,rned duties. 

In pro:~rnmminz, s2.y, 2 depc:rtment' s personnel re:;:uirements 1 the 

responsible officer for 2ssessin:~ m;:npolver needs ;end progrzomming recruit­

!l'ient c-.ction, will cm.1sider not just the existing v2.cancies to be filled 

~nd new posts to be mc-nned 1 but 2lso the redeploymer1t 2nd efficient util­

izPtion of existin,2 st2ff and the trainin2; of pc rticul.:'r indi vidur ls in 

order to cope with wor:;: to be done. The overall concern is to build up 

Pdministrati ve C<.pc.bili ty for efficient operc:tion. Priority will normally 

Le given to meetinz the reruirements in cri tic2l 2 . .reas of the dep2rtment' s 

operations and services. f, recruitment 2ction proizrc:mme, which t<.kes 

recount of fin2.ncic.l resource possibilities, should be scheduled closely 

to < proc;rzomme of mr-npOc-<ler r·ements c-:nd to <e schedule of operc-:tions to 

be executed over 2 3iven period. 

Achievin_z ;: b<.l<·nce between ste'.ff re']uirements ?nd stc-:ff uvc-:il2bili ty 

over 2 point of time is not enou~h for efficient operc::.tion. :=t is the 

Ci<l<'lity of personnel thc.t is most imporb:nt in c:ny 2dministrc-tion promotin:::, 

pl2nliinb 2nd m<n2.ging development pro::;r<0mmes ;-nd projects. In the drys 

:Jhen c-dministr2tion in Africa wr s m2inly for the mainteni'_nce of law ;:'nd 

order, < persor1 with the minimum educationc:l re:"uirerneats 2.nd 2. metro-

poli t<.1n <-:tti tude for c;::rryin2 on the torch of ci viliz2tion to under-

peoples w2s sufficiently qu2lified for c:ny administr2tive job, 



in fact, for 2.ny job exceptinc; those re::;uirii1J some technicc.l prepcrr:tion. 

Tod2y the situc-.tion hc:s fund::-menhlly ch2nzed; i'ttitudes 2.re differer.t; 

the orientztion of <dministrC'tive efforts is more toward promotin2 economic 

2.nd social development. For this neH orient2tion 1 the person for the job 

must not only be sound ir.l his profession2.l tr?inin-~ 2nd possesses the 

development2.l 2tti tude~ but must c:.lso h;-ve trcinin,3 c:.nd some experience 

in the :concepts c.rid pr2.ctices of the process of economic c;rowth. 

Consc,"uently, the scope c:.nd detailed operations involved in <' post 

for which stc-.ff is being recruited must be l<nown in precise terms. 

rec:listic job description is required for every post for which ' recruit 

is sou.zbt. This should stcte in detcil Hha t the job entails in terms of 

oper<:>tional duties, the <'Codemic and previous or related job experiences 

for efficient oper2tion in post, the personal or human qualities required 

2nd the level of remuneration for the incumbent. It should ?lso include 

? note indicc-tin_rs to the st2ff the objectives of the orgcnization ?nd hoH 

their contribution HOUld help in the 2.chievement of these objectives. 

(This should likewise be done in schemes of service where they exist). 

:1here the type of skill rec;uired is sc<-rce, the job description for 

securing recruitment should ,zi ve full informc:tion on fringe benefits ;:md 

conditions of service. 

An c-c,ency for promotin..s economic 2.nd social development needs to pay 

p?rticul<-.r <-ttention to its recruitment end selection procedures. It must 

itself understand the services it is assi;~ned to render. For inst:-nce, 

the officer filling c: post meant for motivating others to improve their 

performl"nce capability must be one who hc:.s c. clee.r ide2. why he needs to 

motivate others or be one who is 2dequc.tely prepared to appro?ch people 

for their co-operation, cul ti v2.te the riJht ;:-_tti tude and make those he is 

motivating feel thct he is c- helper and not a mc:ster. A Personnel Re­

cruitment Officer who over-emphrsizes these fine hum2n qualities in cand­

idates for a job might find himself without the personnel he wc;nts. The 

perfect c2ndidc. tes me>. y never turn up. It rna y then be necessary to recruit 

trainable c;;ndid2tes who h2ve the ne2.r-best scores c:-nd develop their c2p-

2bilities end required cttitudes while on the job. 
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The ricidity of civil service recruitment 2nd selection procedures 

should be so modified c.s to mc:.ke them more flexible to zttract appropriate 

crndidates th2t could be kept in the service (e.g.~ they could make room 

for l2teral entry 7 with provisions for 2dequc-te s?feJ;uards <Gc>inst their 

circumvention). ~overnments mc-y c-lso wish to seriously consider the 

desirability of establishin,:;; 2. r2tionz.l merit system th2.. t tc-:ces into 

cccount the re2.li ties of the /,fric;-n si tu2tion; if one alre2..dy exists, 

it should be strenzthened accordingly. 

The Public Service Commissions would do well to rdopt moderr1 tech­

niques for recruitment and selection. This will imply th2t the adverti­

sements for c-ppointments have clear, precise ~nc concise job descriptions, 

2nd th2t c-pplicants who are short-listed c;;o throuE:;h 2, number of tests 

desi:>;ned to objectively 2.ssess tbeir 2.ptitude, intelli3ence, health, 

chc.rc.cter, their ability to work Hi tb others~ etc. r:eferences and other 

checks may h2,ve to be tc-ken up before tl-te interview so that the inter­

viewer m2.y hc:.ve 2t his dispos2.l all the necess2_ry ~c-cl;:ground informc..tion 

he needs. The officer with whom the crndid2.te will work, if <'-ppointed, 

shoulc' h2ve em import2nt s<Jy in his selection. In 2ddi tion to the present 

practice of intervievJing candidates on 2.n individu2.l bzsis~ the Public 

Service Commissions m2.y c.dopt wh;ot hrs been cc:.lled "the Jroup or2.l" tech­

nique of ir.tervieH which in fact enc..bles the intervielvers to find out how 

ec- ch candid2c te behaves in 2 group 2nd the imp2 ct he ma.~<:es on the group. 

While most African public services are increasin~ly committed to 

development administration, they h2ve h2rdly begun re-rssessing their 

mc-npoHer resources to identify the missing elements in skills 2.nd c..tti tudes, 

<nd the absence of certain professiono.l st2.ff in key departments th2t <:re 

est2.blished to promote economic development. For instrnce~ plcnnin£;, in­

dustry and n2turc-l resources departments may between them lad;: personnel, 

let rlone Africc..ns~ with trainin3 in such criticc.l fields 2.s miner2..l pro­

specting end esscyin,z, project ev;:-_luc:tion~ production 2.nd process en:;;;ineer­

int::~ stcndards engineerin._:;, etc. :"ven in the less technical fields~ how 

mc>ny of the senior Pdministr?tive officers Hhose decisions 2re re2lly 

cruci~~l in the wodc of their departments hzve themselves undersone 2.ny 
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sust:::.ined tr2ininz courses in development cdministrc::tion ? ~fhile the 

lack of spccicli::<:ed skills m<'y be m;de good by proc:;r<::mmed recruitment 9 

the le-e!~ of cdeouC'te prep.c:r<:tion ;:nd orient2tion in serving <dministre>tors 

c2n be corrected by trc,ininr, courses and semin2rs. 

4. Conditions of Service 

';ood conditions of service are relc- ti ve in terms of 14i12 t oper< tes 

between public 2nd pri v;ote sectors, between one industry ;:_nd 2nother or 

between one country 2nd cnother. The essence of c:;ood conditions of 

service is to m2-ke it worthHhile for a job-seeker not only to seek em­

ployment in the or;:;aniz;otion offerinz the concli tions, but 2lso, ;end more 

importC'ntly, to encourcJC workers to be devoted, t_;ive of their best in 

terms of qu;:ntib'tive 2nd -~'uc::lib,tive perform<nce, develop 2 c;oreer at­

t2.chment ?nd be motivc::ted to become closely 2.ssocicted with the b;:sic 

objectives of the or,:;aniz2tion Hhieh is increz.sed productivity or better 

service to clients. lienee, ;:ny ors;2nization, public or private, th2.t 

can p2y 2dequ2te attention to the interest and Helfare of its st2.ff cc:n 

minimize its personnel problems. Its more experienced employees develop 

2 devoted attccch!71ent to the pro;:;rammes ?.nd stc:-.ff 1 en2 blin[~ it to retc.in 

the desired experience, s!dlls 2nd knmv-how. ~ct earns 2. good reputc..tion 

both <'.monz its clients ;-nd employees e-nd becomes an zttraction to job­

seekers. Furthermore 1 it is not likely to suffer much wastage resulting 

from excessive stc::ff turnover. 

The main elements of conditions of service m2y be classified as 

tangible end int:::.ne;ible. t.mone; its t2ngible aspects are the followin,:;: 

(i) adequ2.te p2y; 

(ii) fringe benefits (e.3., paid le2ve and VL':C<tions; medical care; 

medicc.l 2.nd c:ccident insurance; education c.cssistance for 

employees and their children; 2llowances for dependents; 

subsidized canteen fz:.cili ties 1 housing, rent alloH2nces, <md 

recre2tional fc:cilities, 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; 

( .. ) 
ll/ 

q,nd development; (iii) 

(iv) 

equal pay for equal work; 

opportunities f~r further 

~ppJrtunities for the ion of hisher responsibilities and 

advancement; 

opportunities of well promotion; (v) 

(vi) 

(vii) 

prospects of fair and human treatment; 

and fair redress of evances, etc. 

A word may be said about pay, position classification and 

salary scales. What is adequate pay in one country may not be so in another 

country but it may perhaps suffice to say that it is a "fair pay for a 

fair day 1 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 adequate for any job. Some countries 

have used it for salary standardization and found it very useful in reducing, 

if not elimi 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 classification 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 ifications for do it as well as its 

relationships with other jobs), into account s in the labour 

market, and 1 conditions and their cost, among many others, as e 

elements of conditions of service that are likely to meet adequately the 

requirements of national development. 

Conditions of service are not just welfare. An organization, for 

instance, may iberately promote a welfare programme for its staff; this 

may make its oyees feel eased. Similsr services, however, can 

be had elsewhere or hired at a one can afford. What is more 

important are the tAngible and intangible factors that make employees 

feel they are makint;· definite and purposeful contributions. Unless 

there is purposeful effort, a frustrated employee will withdraw his 

service and hire it out to someone else who his efforts. 

Contributions must lead to tative or qualitative results. In 

developmental terms, there must 8e 15Towth anci change. It is the totality 

of these factors, environmental, oyer-employee relationship, career 
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and promotion prospects 1 Llfter-retirement care when the physic~l Ci:lp~bility 

of 2.11 employee Hec.lcens, c2.sh rew2rds, indirect or frinJe benefits, com­

munication linldn3 objectives to efforts, <'.s well as other elements, that 

cre<:'.te the conditions enablin,~~ employees to make their mc::.ximum 2nd purpose­

ful contributions to the C?.use of their employers. 

5. Discipline 

All Afric<'.n countries hz-ve rules c:nd ret:;ulctions or codes setting 

out the procedures to be ;:-dopted in cnses of misconduct by civil servants. 

It does seem, hoHever, that these regulc-tions more or less [!:U<:.rantee the 

security of civil servants ~gainst loss of job. The regul:-.tions 2.lso 

tend to delay the td:in;; of disciplinC'ry ;:-ction rg2inst 2 civil servant 

who misconducts himself with the result th<t punishment is imposed months 

2fter the offence h<d been committed. This, ir. some c2ses, m2:ces it 

difficult for civil serv<nts to 2ssoci:::te the punishment Hith the offence. 

The imp<-.ct of the pen.;:lty and its corrective effect are lost" In some 

countries, disciplin<>ry 2.uthori ty is centrc:lic::ecl in <' Public Service Com­

mission or <>n inter-ministeri<d disciplin2ry body. This, of course, h2.s 

the effect of we<kenin,·~ the authority of the he<:ld of dep2.rtment over sub­

ordinr te officers, even thoueh it ensures f2,ir .::-nd imp:::rti<::l c:djudicc.tion 

of disciplinary cases. 

To ensure discipline ;;;nd efficiency in <'. developmental a.:;e, it may 

be necessary to decentr2li2e disciplin<ry ;;;uthority to heads of dep2rtments. 

This will lvve the 2dv2nt<.:;e of ensurin::; C'Uic:;;: dispose.l of disciplin2ry 

c2.ses <S well 2.s ensuring that the head of department could be held fully 

2ccount2ble for Hh<t h2ppens in his dep<:Ttment. ::::t l12.s one bic, disadv;:-nt­

<<~e, hotJever, <.nd tbrt is, th2t there c2.n be the d;:mger of vietimiz2tim:. 

e-nd unfz:ir trectment, This Cc>.r1, nevertheless, be countered by he ving the 

Public Service Commission or 2nother body to be 2n 2ppellate body to tJhom 

",::;grieved civil servC'nts cc:n c.hJ<'YS :c:ppei" L 
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S. Personnel "evelopment and Jtilizr·tion .Policy 

The const2.nt improvement of the efficiency of c. sb:cff member is ps 

much the responsibility of the employee himself <es it is of his employero 

J:mproved efficiency resul tin;~ in higher productivity is of mutu2l 2dvc-nb::.e;e 

to bot~1 employer <end employee, Conse:~uentl y ~ every staff member requires 

a clearly defined pro::;ramme z:llmJin~ for perform<:nce improvem~t throu~h 

formcl job-related trainins c-.nd ;:m opportunity to r-cc:(uire experience in 

der:.liniJ with responsibility. This rec;uires the establishment of 2 staff 

c!evelopment progr2mme 7 for the vc-,rious :::;rc:des of personnel in the or6an­

iz,..,tion9 Hhich must be m2de known to alL Tt involves recognizin·~ the job 

2pti tudes end professionc>l competence of st2.ff members and gi vine them 

opportunity to develop their potentials. .'::t2ff development pro;J;r2.mmes 

must not rest on information p2"pers; retber they must be seen to be 

active <::nd their operations must be sc:nctioned by clec::rly laid down po­

licies9 well established procedures and necessc::ry financial provision. 

This c:lso implies t!w publication of schemes of service outlininz cc:.reer 

prospects <:nd the me<:'lns or procedures to attc.in them, 

For 2ny staff development policy 2.nd pro~ramme to be effective and 

c:cceptable it must not only have the bcckingt but also the particip2.tion 

of the staff side 1 staff 2,ssoci2.tion or lc>.bour union, in its formulation 

2nd evolution. The personnel officer/m<·n2.;er should not only m2ke the 

verious types of trainin;:; end the schemes known generally, but should 

2.lso be in touch with indi vidu<:cl steff members in order to ~moH c. bout 

them end their cereers. It is only in this wcy thc>.t mutu<:.l confidence 

c<:.n be secured for c.ny progr2mme based on the policy. :t is responsibility 

that cre2 tes and develops cap2.bili ty. /,n effective recruitment of trc:dned 

c:.ad competent staff should be mr.tched by effective plc:cement in order 

to ensure that such ::: st2.ff member will perform at his optimum besL lt 

is 9 therefore 1 necessary th2t recruitment and pl2cement be related to 

fields where efficiency c.:m be m<ximized 1 grantin.:;; thc>,t the right organ­

ization< 1 environment exists. Job ph· cement should c>.im at posting staff 

members Hhere they have professional competence and interest so that they 

can develop self-moti vc..tion to do lielL l.ny plr cement that encourP ~~es 
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under-employment 1 c. feel in;:: of not being given the opportunity to demon­

strate c2p2bility m~ not bein,2 used for worthtvhile c>.ctivities 1 breeds 

pl~ofessional frustrc.tion Hhich c>.dversely c_ffects productivity and defeats 

the very purpose of recrui tin:~ CJ.nd employin:_.:: the stC'.ff member concernedo 

:Lt must be remembered, however, that while consultc:tion should take plc.ce 

when postin;z;s ?.re being mc.de, where the interest of the individuc_l con­

flicts with those of the st2te 1 the interests of the st2te should prevail; 

under-employment cle2rly points to b2d oq~aniz;:ction 1 l2clc of delegation 

:-nd poor distribution of work so th2t Hhere pL'cement le2ds to under­

employment and professional frustr2tion 1 m2nagement mc.y h2ve done some­

thin,:; wronc; with it whilst ph· cement policy mc.y still be valido 

Ade0uc.te materi2l 2nd supportin~ staff promote effectiveness in stC'.ff 

pcrformc.nce o This is p<rticub.rly importc.nt in the development of high­

level 2nd middle-level cadreso Bec<use senior stc.ff are obli~ed to p2y 

c>ttention to routine duties since they leek ?.dec;:u<te supportinc;; stc._ff 1 

they 2re thereby deprived of the opportunity to devote the whole of their 

time to duties of hi3her responsibility c.nd 1 consequently, the opportunity 

to develop cc.p2 bili ty for such high-level tc._slcso .S:imilc.rly 1 becc._use sub­

professionc.l supporting st2ff 2re too feH- c.nd c.re not c;i ven jobs demanding 

"- hit;her sense of responsibility 1 they do not develop their cc._pabili ties 

to the fullesL :::n both instc.nccs l<cl< of delegation c.ppec-.rs to be the 

problemo OverworkinG stc.ff members mc:.y in fact c.dversely affect their 

efficiency in 2 way, <lthough the chc.llenge of their heavy work schedules 

may crec.te in them an unusu2cl cc.pc._bili ty for hc-.rd worko Physicc.l c.nd 

mcntc:l exh2.ustion 1 frer;ucnt sick lec.ve or in the c2.se of operc.tives, fre­

quent 2ccidents c.nd mc.chine brec.kdowns resultin6 from overwork c.nd over­

lac-ding of stc.ff, may 2dverscly r-ffect productivity, both quc.lit2.tively 2nd 

qurntitc.tivelyo 

In evolvinz ?. stG.ff development G.nd utilizc.tion policy, it is 1 there­

fore 1 necess,-,_ry to consider not only the effecti vcness of the mc.chinery 

for staff recruitment, the w<ge policy of the estc.blishment 1 the policy 

on promotion e-nd career prospects, the procrammes for stc._ff professional 



improvement :'nd 1enerc l , the rel-:tion of rcmuner<1 tion to respon-

sibility ~nd productivity, but Jlso the m~nner of developing capability 

through judicious use of st<'.ff professioncl skills 2.nd job npti tudes. 

How is personnel development to be achieved ? The guiding principles 

have been elaborated upon above. The principal w<'.ys of promoting 

staff development can now be summarized hereunder: 

(i) Develop a programme 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 progr;c.mme 

of their department, establishment or firm. Explain duties 

to be performed and the objectives to be achieved as well as 

entitlement to rights in order to Gvoid disputes. Explain 

c.lso what there is by way of st<1ff development policy and 

programme, providing information p2pers therefor. This 

should enable a new staff member to feel himself a welcome 

member of a family and a member of a team with a given task 

to perform. 

(ii) Develop individual staff programme of training and advance­

ment, preferably maintc>.ining .::. record of progress and 

of advancement. Every staff 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 ndvaneed studies and 

participation in training courses and seminars, in fields 

related to jobs, etc.; 

(b) p~rticip2tion in teamwork such as field surveys and investiga­

tions which provide opportunities to learn from more experienced 

team leaders; 

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

and consultants; 



(d) step by st(;.;p pro,:';r:lmmcd instruction en:" bling st.::-.ff members to 

mtster intric~tc opcr~tions or the process of decision-m.::-

( "-') direct on-the- job tr::::ining C'nd wor!c supervision under experien­

ced senior officials; 

(f) postin;; to different jobs 1 both within and outside the h.:;:::.d-

qu:- rtcrs, to e:xpcriencc. This mny be 2. vertic2.l 

movement to posts of higher responsibility or job rotation 

(horiL..ont::-1 movement) to work schedules in the s.::-,_mc unit 2.nd 

which gives sbtff members of fairly the sccme level the oppor­

tunity to lt;arn inter-rcl::tcd duties r'.nd oper2.tions; 

(g) p."rticipttion in .rtment;--1 meetin~;s o.nd lcctures 1 etc.; 

(iii) Del'c.:g:--tc rusponsibili ti-.;s c:nd provide for 2.ccountc:bili ty and 

control. The tasks dclcg2tcd must be precise and include 

guidelines or st.::-,_ndards in performing them, to allow for 2 

more objective evalu?.tion of pcrform::mce. This should provide 

."n opportunity to ter.ch, corr(;ct, and cncourc:ge. 

(iv) Promote: effcctiv<:: communic<:1tion between the stc:cff ::md mantg(;.­

me:nt. E- sy access to superiors insurE.:s ag;c,inst the uccomul­

~tion of doubts, mistrust, ill-feclin~ ~nd of mistakes. 

Every member in th.e rnn~{ end file should be kept i'dequ2tely 

informed of objectives, policies .::-nd n C'Ction, especially 

the extent that the:sc may :::ffect his future c:nd his wor!c. 

It is not the offici;:_l queries, or the reservctions in con­

fidcntitl reports, that earn staff loytlty, m2ke them work 

h::rd, be punctuc:l, do full-time or!:'. fair d.::-.y's work, be: 

conscientious, etc. It is the cxte:nt th<.t every stc.ff m;..:rr,b;:;r 

~ppreciat8s th0 objectives and purposes of the services rcnd­

er.:.;d9 the self-conviction that these arc purposeful :-.nd thc:-.t 

his or her contribution pl ~ys ·:' useful role, as well ::c.s the 

extL:nt thzct c::,ch st::ff member is motivated to 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 enable informal groupings or organizations of the staff to 

play a useful role and yet attuned to the achievement of the 

objectives 2.nd purposes of the organization (e.g., incentive 

schemes, maintenance of performance charts, etc.). 

(vi) Show sufficL::nt interest in the personal welfare of every 

staff member. Encourage and recognize progress; whenever 

advice is souGht, give freely and frankly. To expect staff 

members to pJay their part 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 are not the end but the means to get the most out of 

them. This is especinlly true in the handling of stc.ff 

affairs such as allowances, entitlements, and personal matters 

requiring cle2.rance 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 

manc>gement had the human touch in the handling of his affairs 

and that its decision is fair and must be the right one, 

without any bias. 

Finally, personnel development policy should ensure that there 

exists an effective system for evaluating individual staff performance. 

It should be rntionc,l in the sense that it is based on c.cceptable cri­

teric related to results and the degree of responsibility. The quality 

and quantity of production (as far as measurable), the amount of initia­

tive used, the ability to get along with people, character and integrity, 

the degree of responsibility in a post, and most important, the overall 

rating for demonstrated and potentirl 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 

ease, performance should be the m?in factor to consider and seniority 

should only be taken 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 n?tional development. Years of experience in a grade 

and seniority based on dnte of entry to the service are no guu.rantee of 

efficient performance in the grade to which promotion is proposed. No 

staff development policy and programme should be regarded as perfect 

ov£r time. There is always room for improvement and re-orientation in 

relation to new tasks and changed circumstances nnd technology. Con­

sequently, it is necessary that there should exist a machinery for the 

periodic review of staff development policy and programmes. It is 

equnlly neecss<1ry th?t staff and management co-operate in operating 

such a machinery. 

7. Strff Trainin_g for Development Administration 

In this section, some consideration is given to the need to specic-.lly 

prepare the staff, old and new, in the teehni~ucs and practices of develop­

ment acministration. Since ndministration in the public service these 

days is insep2,ro.ble from the administr2.tion of u.ction related to develop­

ment planning, plan implementation and follow-up, and the mano.gement and 

evaluation of projects, whether welfare services or commercial under­

tc:;.kings, it stands to reason th:-.t the staff concerned with these functions 

be prepared or re-prepared for their tasks. This is to enable them to 

understand the objectives o.nd purposes of action better so that they may 

perform their tasks with utmost efficiency. 

Development administration is not only the interpretation and appli­

co.tion of rules and procedures; it is the organization and motivation of 

human endec.vours. Some knowledge of how the processes have:: been developed 

in various socio-economic milieus~ some trc.ining on how they can be del­

iberately fostered and directed to the attainment of specific objectives 

in the future, will go a long way in assisting staff acting as agents for 

the promotion ?..f1d management of national development to operate more 

effectively, more purposefully, and to achieve better results at the ex­

pense of fewer mistakes. They should themselves be fully convinced of, 
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-ri<J s<.Jclic~tcd to? the n.~tio;:l.:-1 ~o;-l.s ~nd the str:-tc,-:;y for ~tt.~inih,::; thcr.J. 

This is their prim;-ry soJ.rcc of sclf-confidcr,cc to opcr~tc uffcctivcly 

.~nd to builc~ self-confidence n_ tu;.~n ir:.. the othe;r people Trho s;!au1d be 

~ctively involved, 

istr~tivc duties; 

ccor.omy. 

It is Eot just ycrformin,~ d<.Jvclopmcnt-lin'(;.;d "Gmin-

it is t:~LJ._: :-ction ~'.nd cncour;-

Profcssionr 1 ~nd tcchnic:-1 strff - c.nc;ir~ecrs, r rcJ..i t,:;cts, rloctors, 

nurses, tc<' chcrs, ~- ·;ricu1 turists, etce - c-ll i1.-vc :-

in development ~dmird~.:tr:-tio;:-io 

~r,rlysis rr.d mic'-strc-n r.cjastmcnts, Ti1ey h-vc tiw (iircct co~1t:-ct Hit~. 

the p<.::op1c to be moti vr ted or to p0rform th:.. tr s!:s nccessr ry to - chie:vc 

objccti vcs. Ti:.cir undcrst~ ~,C:.in,_:; of the dcvclop~a::Ht process <nd o:i pGoplc 

is cruci:-l to the successful i;r,~Jlc!lcL t- tion of projects "rJ.t:~. the ovcr:'ll 

pl:- n. Tlwy shoul c' 'Jndcrst,- r,d how U"ei;:· For:, fits ir:.. to the ovcrr ll ob jcct·­

i vcs of the or ::;;-r!i rc:"' t;;.on 2nd tilC importrr.cc of co-oDcr:::_ tion" They, - s 

'fhc conclusion is tlms iLesc:-p2.blc ti1;-t :-11 st:ff :ctir:.:.; i:.:~ '"'Y 

ceivir1c; development .:;orls, t<'.dn._· stoc~ of resources rnd potcnti-ls~ c:c.-­

si;;r:in:; policies <r;,d str2tci~ies, fo;,··•!c.ll- tin'~ pl:-ns 7 :::1loc:-til1 J re:sourccs, 

rcdcployin.:; mc:n~ c._st:-ulisl:dn.:: :-LG rc-sb.c-.pil:..~ institution~l n1.d or_.;~r:iz-

projects, ev:"lu,·tin:-; perform:-r.ce: :-;,1d motiv,~tii,-J people to p.::rticip.~te i1. 

the nrtior.2l dc.vclopmer.t efforts, rc-_uirc speci2l prcp:-.l~;:·tiO'ii 9 orieLtr .. -

tion -:nd. tr2inin;-: ir. dcvclopmcr.t cdmi;,dstr<.tion. 

A strff tr:--inirc.:::; prOL,r-mwc ir. (!eveloprr..::nt :-_c:.:~.:.i.nistr:ctior. t<~cs it 

for .:_;r:".nter~ th;-t the potd.ti;-1 tr:-ir..ccs hzve:each."lr<.::::-dy --c-~uire:c~-:: t,~sic 

discipline, be it politic.:·l economy, cn;_;;inccri:a~, scicnccs 9 cduc.:t:..::m, 

etc. '!hc-tcver the b:- sic tr::-.ix.in.:;, further trr inir< in development d.min-

i 
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.:_str: tior. Gboulr: lc:-d to i'.H '"pprcci.- tion of tl1c concepts ~ nc purposes of 

dcvclopmor~t. :::t is the ·]Jprcci; tion of tiK: concepts of socio-cco>wmic 

;bout dcvclopmE;nt 

-n~ c::-p~bility to the purposes of nis t.-~~. This will help ~irn to evolve 

tLc ri_::;ht concepts ;-r.d procedures for :-r'!ministrati v;_; :- ction in the fr,~mc-

Hor:, of n:-t=.onr.l dcvclopmt:nt ;-nd to cor~ccivc the c'cvc~_o;:xncLt imp::.ic.-tions 

jt1stme:r"'" ts o 

:::n formul-

~i~s, etc., .-nd less of lectures. 

r.'.cvclo;:n1:cr .. t policy .-_:::-,G ob jccti ve:s; 

projcct iccntif.Lc:tion, ~rcp;r;tion, ~nd ir::p.tcmGnt· t:::.on; 

oociolo~y of development; 

~olitics of development. 

Tools of , Pnr, ,cmcnt 

principles :-E·i 7l!:oblcms of or,_T.:.li. ·tin_·~, co-

, 2nc' con troll in;; 

co~.-,ir,ur:ic:-tion tcci.1Eic:u,_,, "rid pr::-cticcs; 

st:-tistics. 
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'3. providing Incentive_§__ for Scientists end Technologists 

Advc.nccs in science 2nd technolo[,y <end their <cpplic:::.tion to nr tionc.l 

development emphasizes the need for scientists, engineers ::'nd other tech­

nicC'l personnel in government service. In mnny c:::.scs, the civil service 

rules 2nd regulc-tions, developed in the colonic-1 d:::.ys mainly by i'nd for 

the o.dministr2.tive el:1ss, C're now most in2dequ<:te to mec::t the needs of 

development pl2nnin6• The inflexible C'.pplic<tion of such policies tends 

to inhibit hi~h qu:::.lity performrnce, besides constr2ininc; the z:;overnments 

of the developing countries from 2.ttrc.ctin.::; c:md retainin:;; such personnel. 

It hrs, therefore, become necessary for these governments to c..dtpt the 

civil service system to meet requirements for recruitinG and retaining 

competent professionc.l st2ff. The crux of the matter, however, is hoN 

to devise ;- suitable civil service system for scientists, en,:;:ineers, and 

other speci2lized technicc.l staff. 

It m.:-y be mentioned thPt developed countries h<".ve mrde extensive 

revision of basic policies c..nd methods in order to provide incentives for 

scientists and technologists in the civil service. ~evelopinG countries 

should exc:.mine, in the li.::;ht of the experience of the developed ones, the 

need for chP..n;;es in their personnel policies so ?S to ensure the 2dequz-cy 

of incentives for recruiting z-nd retc:.inin;::; high c:urlity scientists 2nd 

technicinns. ThE: need for inccnti ves ;:-,rises from the fact thi'.t the 

nction<'l demand for scientists C'nd technologists fc.r exceeds the nc.tionc.l 

supply, not to mention competition from the private sector which usually 

offers higher p;:cy c.nd sometimes, better fringe benefits. 

Furthermore, besides the question of supply 2nd demand <>nd competition 

with other employers mentioned above, problems of cccelerC~ted soci<l :::end 

economic development involve the cpplicC'.tion of science and technology, 

the hr rnessin3 of modern scientific methods 2.nd techniques to 1vtion<'.l 

trrnsformc:.tion. The conditions of service prevalent in most developin..:; 

countries were formulC'tcd before the present scientific 2nd technological 

revolution when science WC'.S rc,:sD.rded merely <.s 2 handm;-,id of public <.d­

ministrc-.tion. The position is now c~ui to different and public c-dministro.-

. tion has in gencri'.l become the midwife to science c.nd tcchnolo::;y. :Lt is, 
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hoHever, known th2t inefficiency on the p2rt of 2- midwife could h2ve 

c consequences for the mother ;::nd the new b?_by. The m;:jor sectors 

of the r.=::tional economy require the concentr<.tion of scientific and 

technologic<'l knoHlcdJe for development. .Some of these sectors c:re: 

(i) <griculture, where scientific research c:nd applicc:tion would 

enhance the productivity, diversification, storage 7 etc., of 

cc:sh and staple food crops; 

(ii) health, where modern rdva1ces in preventive and curative 

medicine <'.re necessary for the general well-beins of the 

people; 

(iii) industry 2nd en0:ineerin.:;, Nhere new :::nd better techni~~ucs, 

methods and machines are required; 

(iv) educ0tion, where the found;::tion is L:·id for further ;::dvr:'ncc­

ment in science, etc. 

~erlizinG tl!e mr.jor contribution which scientists m<'ke in me2ningful 

development efforts in such related fields, it is necessary for every 

P,fric<.n ,gover:nmcnt to re-orient its policies <nd progr?,mmes for the mc_x­

imum use of its profession2.l personnel. Hitherto, in r.~<ny countries, 

scientists 2nd technoloL3ists hardly ever functioned in the ~1i3hes't <:dvi­

sory committees of governments. They thus had no rdcq·_ tf' oppo.~ttmity 

of ensurin,z the best applicc.tion of scientific 2_nd '.:•..:c.:1icc:l ~mowl.edge in 

me- jor c>_rc8.s of nationc-1 development. Economists, planners and c-dmi'listrc:.­

tol~s reg.:-.rded na tionr 1 pl2nnin:;: as their special preserve. This old con­

ception must be disc::1rded. In the formulrtion of development pro-:ntmmes, 

engineers, doctors, scientists, etc. 1 from both inside e-nd outs-~de the 

government, should serve on the hi,zhest committees. Technicr-.i advice, 

plrns for resec:.rch and the application of rese2.rch to devE:>:opment should 

rssist the government in deciding priori ties and in dctenuining tr.r;:ets. 

By p:- rti cipa tinG in the hir;hest level committees of govcrr.mcnt, profes­

sionc.l c:.nd technical personnel identify themscl ves with the national plan. 

Bec<:.Cuse they contributed to the identifie2..tion <'nd foreccstine; of pro­

gr<emmes, they would be expected to rec.dily respond to challenges in the 



s~wuh' be: involved fhrectlj ~ t ,-11 l0v(;.is 9 not only Hi ttl t:;e imple­

mer:b::tion of develo:;mJent pl~r~s~ but 9 c~{u:-lly irr.port.-rit, with tlw formul-

:-tiOl~ of suc~.l plZ'ns. 

'i'he i:ollo•ri~1, ~re reco;;J;·,:cnrled :::s :-rers of ince11tiv0s ir. the conditions 

of employment of scientists 1 
1/ 

:-nd ot~er speci~li~cd clrsscs:-

be 

c nc should :- lso be ~ t ;_r ri ty ~Ji tb the pry of other cl- sses 

TCEtG Ni thir. the civil ser·vice" 

ii) 1 ability brscc~ on iu-l'.i::'_c~ti::ms f.:>:~ fillir".J posit::.o:..,s ir~ the: 

monopoly of :cl.l top posts f.:>r t;i :;lite :-.dminist;~:-tive clc.ss 

not only .i:ttVG ocie::.tists 

the opport;x;: of i::eir. pror.1otcd :::-erm.:- rent se-

such rs dviser to the ?rime, i;ister. 

t.crrrcn;:;ss of the scientific viewpoint on tiK p-.rt of the here 

of ;c;over::cr,Jcn t. 

(iii) 

rr::;t strictly lir\cr:' to seniority. ~pcci:--1 r..:co~r;i tion shoJlO. 

"~ i:lprovi;,z_:; :.::T.ccn ti ves for 
"''-"~'-~'--·' 'J 0tco" ~ ")u."Olic 

f"''cicr_•,tists 1 2nd Gtt~.:)r 

,~1!.1.tEi cr· tion ;'-:;Hsl-:::ttcl~ J;O" ll 
~p. l'J-11 j d.- ) • 
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(iv) Opportunities should be m<de <'-V<'.il;;ble for improvin:;:; profes­

sion< l knowledc;e 2nd sl,ills, through in-service trc::.inin£: 1 

fellowship progrc::.mmcs, courses of instruction, seminc:rs, etc" 

(v) Li2.nagement tr2.ining should be 2.vc-ilable "-t intermedinte and 

senior levels so cs to prep<re the scientists, etc., to 

shoulder mc::.jor 2.dministrative responsibilities. Simil<rly, 

c-dministr2.tors should h<ve tr2inin3 in the problems <nd 

methods of work of the scientific c::.nd tcchnicc:l c2dre. Success 

in such trc::.inin.::; prosr.:1.mmes would lead to inere2.sed mc.nageric-.1 

and cdministrc::.tive cap2.bility for development. 

(vi) The formul<tion of personnel policies for the professionc:l 

groups should 2.h•;7s be done with the <"dvice ;:.nd support of 

such Jroups. This is the pr2ctice in many developed countries. 

For ex2.mple, J<.p;::on found from experience that the inclusion 

of a scientist in the Personnel Bure2.u led to profound im­

provement of policies affeetin3 the profession2.l .::;roups in 

the government. 
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CI~A?TER ·r 

IIJ,:.\ OI!I~AT~OIJ ·JF n~:= ?LA!l :riT:I Tii:C f\i!i]'JAL B:..r:sr::T 

1. :ntroduction 

I 1 thouzh < 11 tbe developinG countries in ! fric<'- h~ve by r.ow emb<rlced 

on tbe t<s~: of pl<nncd economic development in order to 2ccelrez~te ti1eir 

:;;routl1 process, they <'-re still consider2.bly h..-.ndicc-pped by the il,zdec,uz,cy 

of their budgetc..ry ;--nd fisc2l systems to respond to the 2TOwin::; needs of 

their development plz n;.;.in:~· Ti1erc is still 2 s:wrtfc-11 in the implcment­

<tion of the plc-_ns in most of the hfric<m countries pe-rtly becc:use c-_cle­

qu<te m2cl1inery ~nd proced~rcs hcve not been est<blished for h2..rmonizin2 

the pl2-r1 with the bud.zet. These ;;overnmcnt s bv_ ve emb<r~wd on rzci sin::; the 

level of per C2pit~ incomes ;--t Z f<st srowi~~ r<te, providin::_; rnd W2intrin­

in; c- hi~h level of employment 9 ;--nd ensurin,:::: b<_l<nccd developr.1cnt of re­

sources 2nd distribution of income. To be 2ole to effectively <cLieve 

these objectivcs 7 it is necess2ry to re-orient~te the government fisc<l 

?nd bud,'_';et2ry systems so th2t they c:cn respond zde·-:_u2tely to the ;~rowin~ 

needs of development plznnin.-,-. 

There sboulc_ be 2_ srowin0 i~e? li~C'tion of the import< nee of the 

buc~.:3ct ..-.s c. tool of development pl2_nnin,_:,: 2nd m;·~n<c;cment control in 2 

situztion of ezpic'ly expc-ndin.:::; public sector ..-.ctivities. The budc;ct should 

be the medium throu.>;h Hhich the public sector's <mnu<l pl2n 'llocv_ tions 

2re implemented. :-t shoulC. play the role of em overall re::;ul<' tor of the 

v2.rious detcrmir:<nts of economic :;ro\Jth like r<te of growth of nc- tionc-_1 

income, szvin::;s, investment --nd consumption. :;:t should cle2rly dcm.:'.rC<'-tc 

c-re<_s 2nd m<:::;ni tudes of public <'.nd priv.:-tc outl<'.y 1 2nd direct the bud;~et­

<ry policies 2nd technicues for the Zlth:inment of set c:;onls c_nd priori ties. 

:::n 2 pl~nned economy 1 the r.m1u2l bud~cts h;-vc necesso.rily to be dr<l·m up 

in terms of 2nnu.:-l development pro0 rrmmcs which would reflect the yc2rly 

brec_~;:down of the medi urn-term pl;-1i r s h~i'ESl<' ted into :-nnu2l pl;cns o '1~l1c 

r~lloc< tion of tot2.l puolic sector cxpendi turc bcbvcen consumption 2ric: in­

vestment ;-nc1 their distribution to different sectors of the economy "s Hell 

rs t:1e f:L;-1;-T.cin.~ .:-rn·.n~;ements envisi'::_;cd c-xe exccedin::;ly ir.1portcnt m2.tters 

for proper pl-L implcmcnt<-tiono 
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The experience of development institutions of developing countries 

h;- s 2mply shown th2t the subject of budget-plcn hcrmoniz;·tion is c;ui te 

complex c.nd difficult th2.n mi;:::ht ::>.ppei."'r c.t first si2ht. ::::t concerns 

the workin;:c; rel2.tionship between h.ro of the most importcmt government 

dep<rtments in <:ny developinc; country: n<mcly, the .Jep2rtments of Finence 

2nd of Sconomic Pl2nnin;-~. Both dep2rtments must reco~~1ize th2.t e2ch is 

involved in < specirl way v:ith inter-scctorv.l responsibilities which run 

2.cross the whole of the nc:tionc:l economy. For inst2X1Ce? whilst ti.1e 

'Jep2.rtment of Azriculture is m:--inly cor1ccrned with wh<.t goes on in the 

r.gricul turz.l sector, the Dep2rtment of Fim:.nce is concerned tvi th mobil­

izing financial resources for "11 the sectors of the economy rnd titen re­

deployin3 ti1em in Vc.rious wrys with <' vieH to reali zin.z the plrn object-

i ves 0nd ti're;ets. The Centr2.l PL-nnin;-:; Org<nization is simiL;-rly concern­

ed p2rticulzrly with determining priorities 2nd SUgJeStin~ the best USe 

of fin2.ncial resources in order to fully utilize the rec:l <:nd sc;-.rce ni:'.­

tionc- 1 resources. Thus, both the "epartment of Fine-nee e-nd the 'Jep<.rt­

ment of Economic Plcnnin:::; h<.ve inter-sectoral responsibilities which re­

c~uire to be h2rmonized in order to <:chi eve successful pL:.n implementv.tion. 

The ~ep<rtment of Fin?nce should also ensure th2t the <:ruainistr2.tive <.nd 

bud.::;etary mech2nisms by which it oper<:tes c.re ad<:'pted to suit the needs 

The he- rmonizr1.tion of plan 2.nd bud3et is, therefore, 2. subject of 

vi tc:l importc:.nce to which ur_sent c:.ttention should be pC'.id. There is c:.l-

ready a ::;rowin:-:; re2.li za tion of its import<'.nee in developin.::; A fri cc.n 

countries. :;:t is not then necessc.ry to be-lc.bour the point further thc:t 

pL· nnin.g c-.nd budgetinc should be hc:crmonized but it would be worthwhile 

to examine the m2,in elements of the two systems and the me- chinery th2. t 

shoulc' be estcblished to co-ordin2.te rend bring them closer together. 

2.. '?L:nnin,~ c.nd 3udr;cting 

(r) Plannin;?: 

The me. in clements of <. plnmin3 system 1:1rc ~ 

ScttiE,::; up socio-economic go2.ls in ti.e light of poli ticc:l 

objectives; 
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(ii) developin3 m<:cro policies, progrc_mmeS;:cnd projects for 

moving towards the go<'-ls within a specified period of 

time; 

(iii) DesiJning policies for mobili resources (e.g., man-

power, taxes, borrowinu - domestic and forei~) required 

for the programmes and projects; 

(iv) Providin2 information about the progress m2de and the 

obst2cles encountered in the execution of the precedin:.:; 

i:!.nd current progr<emmes and projects; 

(v) Providing a mechanism for adaptin3 policies designed to 

overcome obstacles and 7 if necessary, to modify the 

current plccn; 

(vi) Providing adequate administrative capability for plan 

ir,,plementa tiou; 

(vii) Preparing for a subsequent plan. 

The task of promoting economic anrl social development is essentially 

? lon~-tcrm 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 m<enner 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. It is import<ent to re­

cognize that planning means more than preparing a plan- it should be under­

stood as a system of decision-makine. Government decisions have always 

been involved with factors which are outside government control 7 such as 

foreign markets, foreign capital, response of people to eovernment measures, 

weather, etc. Therefore, planning is a decision-makin3 process under con­

ditions of uncertainty 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 

th~ 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 arc dependent on 

the availability of these resources. The scarcity of resources and ad­

ministrative capability 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 effective ad­

ministration for project execution. While planning, as a formalized sy­

stem for the guidance of government policy, has a 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 Norld Nar, the discussion of the budget 

focussed on its use as an instrument of political control of government 

activities. Parliaments all over the world felt frustrated in dealing 

with the growing power of burenucracies. The legislative "Power of the 

Purse" appeared to be the obvious means for exercising control over the 

executive. 1hth the 1930's and the depression, a new aspect of the 

budget developed by its use as a compensatory device in combating in­

fiction or depression. The use 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 

at it merely from the aspect of effective parliamentary control. 
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A budget ideal for meeting development requirements would be quite 

different from a budget merely regarded as an instrument of political 

control. Capital budceting and au thori za tion of the executive t9. vary 

the pace of actual expenditures within longer term appropriations reduces 

legislative control but permits compensatory expenditure. Moreover, 

in fielC.s in which the government enge1ges in quasi-commercial operations, 

it is in the interest of,effective 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 hCJ.ve to be reconciled -,.:i th principles 

of parliamentary budget control. 
(c) Gap between Planning and Budgeting 

Divergence betwc:;en the plan and the budget is likely to arise 

in many ways. In the first place, the process of planning and budgeting 

<:1.re undertaken by separate units and consequently by different groups of 

persons with different background, experience and skill. There arc even 

differences in the language 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 capacity to translate its 

work into action would be dependent largely on such strength as it may 

derive from political support. 

Secondly, the link between the annuc:-.1 budget and the plan may prove 

to be weakened where the plan does not mGke sufficiently articulate the 

specific role to be played by government in the overall investment pro­

gramme. If the plan falls short of a specific mapping out of the several 

tasks thc.t 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, easy 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 ~. situ<:l­

tion, even where there is the will to implement the plan, the annual bud­

get can only seek approximations of the plans postulated; in practice, 

the possibilities of a divergence between the two might be great. 
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Another important fc>_ctor thC't mny be responsible for divergence 

between the pl:".n c.nd the budget mc.y be the non-fulfilment of pltcn object­

ives on the side of fin~cial policy nnd resource mobilization. It is not 

merely through providing for the execution of public sector programme that 

the budget implements the plan. Also involved <'-rc a series of policy 

measures on the finc-.ncial side which affect the realization of the private 

sector programme? the harnessing of savings for the financing of develop­

ment? and the maint~nanco of policy objectives in respect of prices and 

external payments. The attainment of significant development targets 

often involves concerted efforts in the field of resource mobilization 

2.nd ;:lthouzh planners e-re apt to z:ssumc thc:t those efforts would be mCJ.do~ 

there m;:-y be political and other difficulties in the way of ?..ctu<'.l ::tt­

tempts to do so. Th'-' ul tim;-.te effect of these problems may be ei thor 

that the pl2.n itself is scaled down, p<rtly implemented~ or as is gener<'.l­

ly the cr.se th2.t .tte;mpts <ere me1.de to c2-rry through the pl2.n with re­

course to inflationary methods of finc.ncing which might well disrupt tho 

basic foundation of the plan itself. 

Another clement which may cause divergence between the budget and 

the ple1n is the in0bili ty of the pl;-cnn8rs .:.nd budgct-m::-_kers to a.djust the 

plan to events or developments which might. alter the basic assumptions 

on which plans were formulated. Unexpected developments of one kind or 

another often ncga te even cnrefull y worked out financic.l and reb. ted 

aspects of tho plan. Crop failures, political disruptions 9 nc.turnl 

cah:mi ties and other events can undermine the ba_sic foundation on which 

the plan has been built. 

There m:-.y co.lso be C2_ses where the techniques of budget execution 

may constitute sources of dcl2.ys 2.nd difficulties in plan implementation 

and its evz!luation. The convcntionZ'l system of budgeting is charccteri­

zcd by curt2.in wcclkn~Csscs which m:-.kc it .'llmost nn ::.nti-thcsis of planning. 

The most significant drawb2.cks of a convention::..! budgetary system nrc the 

2.bscncc of nny distinctive criteri for the selection nnd phnsing of 

projects, its lack of compre;hensi veness 1 the formuV•tion of the z:ccount­

::..bility criteri::.. lC'r3ely in terms of the finc:-ncial aspects of expenditure 
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and almost exclusive use of object classification 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 thin6S 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 ~ap between the plan and 

the budget. 

(d) Bridging the Gap : Programme or Performance Budgeting 

·The nee'd 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 particularly 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 



1-oul<~ :_n~ t)k "d JW~ t'TI< .• r.t of pL>.n progrf'mm .... s :.nd obje:cti ve:s c.nd of the:ir 

imple:md1t:..tior: .sc11 t-cblc to chc.ng1ng LCOnomic and soci:.l conditions. 

The ouG t of a deve:loping country has to s~tisfy a multiplicity 

It not only s"'rvcs progr-ommc ,:.ppr:::is::l, forrnulf' tion 

,::::nd '-.:XC:CU l, political :.nd m~n~gcri l control functions. 

Th2 1-:t. ts historical funct1ons ~nd thcse: ~c to ~xpl~in the fact 
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-~:n,_ :s in ;sovc..rnm..::nt ~ c~ountin·~ sys't 

us wouLi r ~n 

cl~.ssifle<:tu;n svstcn t-~s.:..d on th<... org:.nizo..tion:cl t.::~ ts of :::_ovu·nm •. nt 

Progr:.mm~s cross or~~niz~tion:. 1 tin~s. juris-

institutions :"' s 

·• ccoun t i r 

to rccl~ssifv thL s~m~ to s pur;>os~ of pro:r~mmc 

ti:.'t is, it 

for t~~ plc~nin, process. th:-t 

ccountin-; h~v\..: been m-:dc" 

S -· l L ~ 

form wh1ch is overdue :_r. '~r ,.. s systc.m 1 .:.:xpcndi turc would oe: grouped 

possi blc, :-.n cv~ lu: tion of bcncfi ts 'nd 

C)StS ·.: -, o ld , lso 1. t ~ comp~ rison of tiK costs of l term•. ti vc 

pro :r:~mm,~s ');." proJ_cts •-::1icl1 could s.;:.rvc t!1c sr'.mc objective:, thcr..:.:by 

pr'JVJ.din'' 1:-,foi•m:--tion of usc in the: process of bud::>;ct formul:-tior •• Pro-

;_::r·r:;nK c)ud ;,..:ting 1.:ith its cn:]_)h-,sis on end re:sults (li 1cc nur.1bcr of hospit:--1 

b,J;s, 1nL ... s of rof'_ds to b~.- construct...:d, .:~tc,) -,ctu:-lly is;: link OlcbJCC;n 

pursu~.-d, A. budgl:t dL:viscd on m:·.n~:_:;C;mcn t con-
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fin·ncir.l costs. 'fhus it ::;ives rec-1 m;:.;Z'.nin'-' to the whole budzeto..ry pro-

cess c-nd f2cilitates lcgislr-tivc rcvieH ccnd :--ppropri~tion in order to 

rerli-:::c n:-tionc-1 c:;ocls ~nd objectives with due consider.".tions of rebul­

Prity :end efficiencyo 

The ra.-in fezcturcs of pro.:srrmme 2.nd performcnce budc;etinz c.reg 

Di stri but ion of budgctr.ry rlloc"·.tions une!er mco..ningful 

functions, prot:;rr.mmes~ sub-procrr'.mmcs 1 :-,cti vi tics end t::sks 

to be performed, This re~·uircs the introduction of cL- s­

sific::-.tion on these lines. 

(ii) Est2.blishmont of:: system of 2ccountin·" r-nd fine-nei-l 

;;'."ili' r;oment ir-. line with thi~ distribution. 

(iii) SstPblisr11nent ur.der different pro:::;rrmmes c-.nd their suo­

divisions str:nd.~rds~ rc.tios or units of work me<".suremcnts 

(iv) ":mph<sis on end-results. 

Thus unrler " system of pro2r--.mme <"nd performrncc bud:~ctin.:; tho .:;overnment 

objccti ves ::rc first formulcted c.t the function:-! level :-nd the:.1 broken 

do~m for oper::--tionc- 1 purposes into tc:rms of specific progr:--.mmes 9 projects 

or r.ctivities with their costs propc:rly wor:<ed out on the b2.sis of worl'­

lord 2nd unit cost d":t<', The physict'.l c-.nd fincncicl d0.tr obtrined from 

buc~ct execution on these lines <.lso serve o..s " feedh~ck for further 

bud:ct formul<tion. 

The two mrin stPges in the introduction of mart?.zemcmt consider2.tions 

ir1 ,::;overnmcnt bud3etnry opcr:ctions mD..y be cl<ssified into (i) Pro:;rP.rnmins 

i"'nd (ii) ?erform2nce st:c;:;es, At the progrr>rnminJ sti'ge 9 the cmphrsis is 

on the evolution of .:. budeetcry cl::-.ssific<'.tion, in which functions, pro-

zrammcs ~nd their sub-divisions i're estc-,blished for C::'.ch <'.:;cncy rnd 

'chose z-rc rel~ ted to rc:c.listic fin.~ncic-,1 ;--lloccctions and expected cnd­

rcsultsc The pcrformrncc oud_3etinc; st<'gc involves tho c1cvclopment ofmore 

refined management tools, such as unit ccsts, w~rk measurement and per-

for~ance standards. Both tLeso s s depend for thoir success on the 

establishment of a clearly defined pattern of organizational responsibi-
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libes the ;-doption of nn ;-ccounting system in line. with the new 

tudgct::.ry cl;-ssificr_tion c>nd the introduction of <' system of mc2surin~ 

physic:--1 progress 1'nd pcrform::.nceo :;:n view of thc C::.ifficultics in 

estP..blishinc ;-ll the fc;-turcs of ' proper system of porformcncc budc;ctinJ 

briefly mentioned 2bovc.: r_ll "t once, there is need for ee>.ci-:1 government to 

spell out properly ;-ll the stz:ges involved in the cstc-blishment of this 

system z:nd the implemcntntion o::O e2.ch stc.2:e should be preceded by proper 

studies :'nd rese.-rch. 

(c) Co-ordination 

Since; the time horizons of the pL-n i'nd th budzet ::ere different 1 

;- complete mcrJ;er of bot~1 is neither fc.-siblc, nor pcrh:-ps, ncccss;:-ry. 

Pli'nr..in~ rcc~uircs :- lon::_;-r;-nge pe;rsi.)cctivc lJhilc bud.sets :ore conventio 

for the ensuin~ ye~r 2.s m.~y b<.: rC(:uircc~ for opcr.-tion;-- 1 purpose;s" 'Jn the 

side of plc-nninc, the exercise for forrnul:'.tion of 8.nnuc-.l development pro­

:;rr'mmc :-nd its reflection in the bud:~ets for implc:ncnt2.tion should be pre-

ceded by the formul::.tion of c. comprchensi' nnu2.l pl:-n within the context 

.-.nd mc;-nin:::; of < r.1cdium-term pl-n. The --du.-.1 pl;--n would not only be -. 

powerful end useful instrument of pol .. ..:y but woulc .-_lso f:--.cili trte :-- b..::;ttcr 

unde:rst:-Tldin,:::: :->1G ;-ppr.-is:-.1 of pl<n pro:Jrc:mmcs c-nd their acccpt;::i1CC for 

inclusion in the: bud.cct. 

'Jn the bud~;ctin::; side, it is lL~e;Hisc ncccssrxy t~1:-t .~ ono~ye;-r bud­

;::et should be supplemented by longer-term bwi:'!;et projections Hhich c:re 

be-sed on r forcc:--.st of economic trcndso P lon,:;-tc:rm bud-:;ct projection 

Twulc' force.~ st the li!wl y yield of tr xes ::-nd other sources of revenue 
"' 1 

possibly unccr ."".ltcrn;-tive i".ssumptions - (i) under existin,;:~ t:--.x systems 

rnd (ii) under ch.~nc;es in t::-x rz-tcs 2.nd t:x :-:dministr::tion which ~rc con-

sidcrcd .c:s dcsir.-_ble reforms" 1rxrtion should be sucn not merely s .~ 

mc::ns of furnishinG revenue to ::;ovcrnmcnts but more importc-ntly ,~ s rn 

ir.strum.:;nt for rc:::,ul:-.tin,z dcmc:nd :--.nd price lcvc.:lso "t should be vic-vJcd 

;-- s 2 mc-.ns of dircctin.J resources into 2.n:::2.s of development :--nc ;- lso .~ s 

:-- mc::ns of ;:-, fr ir distribution of tbe burden of fin:- ncin"" the public 

sector" On the expenditure side, there is ti,c obvious ncc.;d for pre-



p~_ring lon3-t._,rr,1 pro j<:.:ctions of ;:;ovc.rnm;:;nt :'.dminsi tr~ tion .··nd oth\.:r non­

deovclopment li:cinlitic:s so tb~.t thL b:-1:-ncC:: of resources likely to be 

c-.v2.il,.,ble for devc:lopment could be 2.ssossed reC:listic:olly :-nd policy mL'<­

sures t.".ken to mobilize r:ddi tion2l resources rc(;uireda 

The problem of different C:ttitudes of pl,nncrs ~·nd bud-:;ct-mZ'.l<..crs is 

L'..lso of crucicl importcnce. Though ph:nnin::; :--nd budget in;.:; imply di ffcrcnt 

!dnds of rcsponsibili tics~ they rc-::;uirc diffe:rcnt wr:ys of lrndlinJ fi;:~ur(;s 

end there is ?.n emph<sis on " diffe:rE:nt time sp<.n bct'A!c:en the; two 7 y\.:t 

this docs not suggest thc.t the: pL'oplc.; who do the pl:-nning c.nd the: people.; 

who do the budeetin should <LI:-.ys b~vc diffcre:nt views ;end w:.'ys of loo:cin:;; 

~t problems< L0:-.ving :-.side the dey drcz:mcrs c.nd c-rrnchc:ir pL~.rmcrs or p0n­

ny pincher bud:.:;e;t-mnkcrs~ we CC'n hc-vc 2. bro."d ;cgrccrncnt be:twc::cn the: two, 

A constructi vc. im:- gin2.b. ve rppronch is required of both pL:'.nnc.;rs z:nd 

budgct-m2.:,._, s, Doth functions c.rc neccsso.ry. '·!c need tlw people 1d10 

<rc: more ::'[';r;rcssivc in pushin;; dc.;vclopmcnt pl<:ns to the: very limit of 

;:-v.~ i · blc: resources~ ::::nd we need people who W< tch th,- t ~- spir;- tions st(·.y 

v:i t:;in the limits of resources in order to pr(;vcnt infl:--- tion ;,r~1ich rn;·.y 

rC;sult in ~-n eventu;-1 sct-b(:ck, lcconcilic-·tion ;-nd co-ordin~tion of th<.; 

two functions require z. blend of imc.;;in:ction ;-nd dyn:-mism, on the one 

hz.nd? :-nd of re~.lism ?.nd c2.ution, on the othera 

Perh:-ps, it would be necess2.ry to evolve 2 netv p:-ttern of org;-niz­

<' tion e-nd rel:- tionship bettveen pl;-nners L'..nd budeet-makcrs, Thc.;re is 

need for establishin3 proper working 2.rrangemcnts which would ensure 

close t-ror~dn~ relationship between pl:-nners .:'nd budget-m2.kers. 

cili;-tion of differences in viewpoints which c2.nnot be resolved in com-

mittec meetings could be t2.ken c2.re of z.t hi~her levels. 3ut tbc essence 

of the m< tter is thn t once c. greed conclusions r:.re re<.ched all the energies 

of covernment should be consciously directed tow2rds their implementation. 

The establishment of proper ?rocedures for the co-ordin~tion of the plz.n 

and the bud:::;et would go r long wcy in reducing obstacles to plz.n imple­

ment.:'.tion. 
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3, FormuL-: tion of the Annu:cl Pl2n ;-nd its ::-'eflection in the Bud;~et 

The medium-term pl2.ns formulated by the developing countries for 

implemenb·tion r-im c-t covering the economy c-s "' whole, ?lthou;:;h the 

m2in emph2sis in most c<ses is on the pro2:rr-mmes to be implemented in the 

public sector, For successful implcment~tion, the medium-term pl;:ns 

rely he~vily on projections r-nd "ssumptions res?rdinG the future course 

of events, ':here developments from yer-r to yec:.r ?re in line with the 

pl:-r, projections i"'l1d z;ssumptions, the implement;:tion of the plcn c2.n pro­

ceed smoothly; but when mr-ny vit?l rssumptions ce2.SC to be vc-.lid, there 

is necod for continuous review of dc.;velopmcnts from ye,~r to yer:r in order 

to shift the emph;· sis be:;tween v.~rious clements of pL:m implement." tion in 

rusponse to chcn,::;ing siturtion, :':t is with ·" view to meeting such r-

situ:- t ion the t it is necessr ry to precede the prepc.rc tion of the ."TillU<' 1 

budget with ;-n exercise for tht: prep2.rr- tion of Pn <'nnur 1 pl."n wi thir, the 

fr"mework of the medium-term plrn, 

Th(., ,.nnu:--1 pl2n should cover the policy instruments for regulctine; 

both the public rnd pri v2te sectors, thus providing " much-needed mechcr•­

ism for .., systemz-tic review of the economic situc:tion which is 2 pre­

re~uisitc for devisine sound fisc2l ?nd monetr-ry policies to be reflected 

in the budget, In this mtnncr it would constitute the most si311ificcnt 

single instrument of cction for the implementc-.tion of the development 

pl2n, :t is, however, <pprecicted th:--t priv?te sector projects could not 

ordin::-rily be reflected in the ;-nnuc:l plc:.n, To serve its purpose the 

2nnurl plz-n should not only coincide with, but should form 2n integrrl 

pert of, the budget. This would cc-·11 for: 

(i) the closest co-operrtion between the Plr-nnin~ Orgcniz2tion 

rnd the r eptrtment of Fin.- nee or the Bud3et ·)ffice; 

( ,_ ) 
,1.1 the integri"'.tion of the budgetcry schedule with th2.t for the 

prep2r2tion of the ?nnu~l pl2.n; r-nd 

(iii) the Z'Ctive p:-rticip:"tion in the C'nnuc>l plc:nnin.,~ process of 

th;:.; cdministr<'tive c£;8ncics which 2rc responsible for the 

implemenb·tion of the policies end projects included in the 

.~r111u2l pl?n. 



The:; extent to which the dcvelopme:nt plcn .::;ets reflected in the 

bud;3et would indic~. te the dc\::rec of e:-rncstncss of the s;overnmen t con­

cerned to crrry out the pl~n. The plrn documents of some Africrn 

countries do cont::in e-n indic2tion of the likely rnnuel phi"sing of ex­

penditures over tho plc-n period. l3ut C'.S this ph;sing is b."sed m."inly on 

resource projections m" de or cdopted by the ?l~nnin:_; Or:;:-nizrtion for the 

period of the plrn 1 the r·ctu2l resource :-vril<bility is likely to fluct­

urte from ye;::r to ye<r. It is 1 therefore, nccessrry to cc:rry out rppro­

pri<tc modific:tions throu3h the instrument of the rnnu."l pl.,n. A rcC'li­

stic 2pprris;cl of economic trends should prcce:de the finc:lizr·tion of thG 

r-nnurl pl;:>n. This should be brscd on " close ~nLllysis of economic ."nd 

stc-tistic:- l d:'h'. Arr"r•Jements for the flow of stz::tistici' 1 d~ tr r-nd its 

:- pprr isr 1 should be strermlined in order to furnish r sour.d b~ sis for 

prcprri'tior. of the rnnur 1 plrr.. /lftcr the procedures for tile pre:pc-r"tion 

of the rnnu:-.1 pl::n h-vc be:t.:m more firmly e:stc:blished 1 the exe:rcisc for 

ru:-tlyzin2: the economic situ2tion would be continuous :nd complete, so 

th;-t it ~-10ulC' lc: possible to loci"to ~:cps in pcrforma1ce with sufficient 

precision, <nd brse: the: fore:c,~sts for the succee:din~ yc:'r on ' reC'listic 

rc-,- ssesE>mcr.t of thc potcntir li tics ;-;.cl needs rr thcr th<n or, r;ucsswork or 

merely on the b<sis of estim11tcs :-nd trr::..cts 0i1Joodicd origin:c lly in thL: 

pl:cn. in this con text 1 it vwuld c-.lso be essen ti:-- l to closcl y in te3r,-, tc: 

the pro,_;r,~mme: for production 9 exports, rm1 imports, e-nd to prepc-re sys­

temc:tic ".nnu2l '.J;cL-nces ;-nd forec2sts for !;:ey m~tcri2ls. The i.nnu;:l pl"r, 

should rel::- te proposed expenditures to pllysic-l tr r gets in order to se­

cure improveC:. implcmer,tr-tion of pl·ns in physic;-.l tennso 

'I'he description of the m<.in obje:ctivcs ;--nd t:-r~cts of the pl~::1 should 

be: supplerr.cr1ted by c- prescntction of me<ns of implcment2tion, i.e , the 

re·~:uiremcnts of fiscc-1 policy, monct:-ry -nd credit policy, export ;:-nd 

import policies, inve:stmcnt 1 mi'.Ilpowel~, employment 2nd 2dministr~ ti ve mi",rt.'-

0emcnt .~nd price policies, etc" This prE.; sent;- tior, sb.ould thro1.;r li::;ht <S 

to ~'lOH thGsc instruments of policy coulc~ bG used to solve toe problems 

:-nd ;-chievc the 2nnu"'l pl:-n objectives rnd t:-r,;ets. :':t need h:rdly be 

mcrctior.ed thc-t <ppropriz-te economic -nd other policies hcvc ' key role 

to plcy in the: tot,-.1 development pl." process rr.d its implementc.tion 



throu::~h the buc\:;etr ry me:chi"nismo The forci.r_;n cxch;-nge rcquircmen ts of 

the development t<rgets for the yorr, for public r~nd privc-tc sectors~ 

should b'-' set forth ir;. the cnnu::-1 pl:-n with :::s much det1'il .-nd precision 

- s possible. This should be m:· tched with the receipts from the country's 

own c:-rninc;s e-nd extera'"'l sources which r-re likely to be :-v?iL~blc. If 

the prep.~r;- tion of the foreign cxchen~e budget is undert::-.ken sepr-r2' tel y 

from thr t of the re3ul" r -nnu" l bud [Set, it would be nc:ccss.- ry to syn­

chronise; the hw o 

The pro jccted incrcr.sc in export earninz to meet the pl;-n tr- rt:;cts 

should be b<"sed on rc:-listic ::-sscssment of p:--st pcrformc-ncc, espccL~lly 

the trend in r(;ccat yerrs ;-nd th(.; projected chc:.n';-:.:s ir1 import leveL 

The ex(;rcise for dctt.rmininc-:. import re~.;J.ir(;mcnts should prrticuh:rly 

ex,'mir;.c the cri tic7' l short" ge:s or surpluses th~t Hould c~ll for :- rc­

e:x::'min"tion of sector-wise: (commodity-wise) import ;-lloc;-tions. 1:t 

woulc1 be desir;-blc if :-n "ttempt is m~de to c:ive ," brc~;cdo~.,.n of import 

requirements for development <nd non-development expendi turc.:s in the 

public e-nd priv<te; sectors" 'Jro<'d clloc.--tions mry first b(; r.rde betHoen 

development:-1 ."r>d nor.-dcvelopmentrl imports. The non-dcvelopmer.t imports 

m:-y be sub-divided into thre8 crtczories, viz.~ (i) essenti:-1, (ii) 

dcsirrble <nd (iii) luxury. :::-, lv mr- teric- 1 imports m2 y be sub-di vidcd be. t-

we<:n consumcr-c;oods industries nd investmcr1t-c;oods industries. f'. pro­

cedure should ::lso be evolved in e2ch country for dcterminin.s in :- rccl­

istic mrcnner the rv.'uirements of indu.stri<'l r::.w m.~terL'lls commodi ty-wisc 

in rcL.,tion to plc·n bT~":::ts r:nd their distribution to the (i) cor~sumcr 

industrics 9 (ii) development industri(;s 1 (iii) export industries end 

(iv) ir..dustrics with export potcnti:-L ::-n est:-blishin,_:; import substitu­

tion industries, c.-ch country will necess2.rily h::-vE: to wei ;h up both the 

short-term ~nd lon::;-tcrm objccti ves includin,2 sitle:-benefi ts o :~n .~ddi­

tion~ r- purposeful foreiJn exch"ne:c budgctin should be devclopud in 

the li·~ht of ~ compcndirJ.m of import r0~~;·..1irements so :--.s to er,surc prudent 

'lloc2. tion of foreign cxch::-n;30 resou:c~ccs z:.nd m:- xir.1um contribution of the 

industrirl sector to -::ross "Jomestic Product. :Sxport industric::s should 

be <Ccorded prefercr.tti,.-1 tre<tmcnt .~nd ' list of such industries kept 

under const,:-·nt rcvieH" 
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It is J:'eFli:;:;ed~ :.10Hever~ that in spite ~{' t~:..ese efforts 2 C8mplete 

identific2.tion betueen ti1e 2nlll..12l plz.n ~nd the forei:_:n exchz_r<,~e buc,::;et 

m2.y rot 2.l~Tz~ys be possiole L>r the follocrinc, re< sons~ 

~ i ) Tb.e projects included in c:n 2.nnuzl plc>.n s ::>tile times w1C:e r-

I .. \ 
\ll) 

go modificc:tioLs znd changes due to substc:Etiz.l revision 

of the projects C:urin-2 the course .::>f exec:1tion, 

It m?y not z.luc-ys be possible to clzssify foreizn exchc:rl:T,e 

c:llocztions for different projects from (z.) domestic ::>r 

(b) external resoUl~ces. The division beh-reer:.. the b1o r:12y 

tbeL be somewh;:-t notionc;lo 

::::n the e2rly st&_-_.::e 1 tllerefore 1 2.ccurc:cy beyond 2. certain poir;.t m2y ;:cot 

be possible. ~-IoHever 1 the procedures for ;;:i vin_;-; inforri12 tior< on the 

foreic;n exchc:11;::e comporLent c2.n be :;rc:.duall y improved. 

"Ji th the expznsion of the z.cti vi ties o{ the public sect::::r iL most 

of the f~fl~icc:r: countries, the formulatiou on the budc:;ets of the ce1d;rc:,l 

:~overnments 2nd of their :ZeG.er2.terl or local units has 2.ssumed Jrec-t 

importance. The very reruirements of pLr1nin:;:: for eco:;10;nic development 

both for the public 2nc.~ pri vz,te sect:::-rs co;-1ti;"<..1e to exe1~t ever-i;1crea.sin~ 

pressures or_ the forrnulz tio~1 of b:..1d0et<:.ry propos2.ls a1rl ?olicies, t;ot 

only has there been set iL ;;-:oti:::m 2 process of ever-expaudin_:; ~molic 

sector in Africc:n countries but in view of the 1:eed for closely inte-

2 more co;--.plex document ra.ther thc:m bein:·; i:1erely c. st2.temer..t of ::;overn-

.nent receipts 2nd exper1di tures o P.l thou::;h the role of tl:1e public sector 

in different courctries in the Cc:n-:tiner.t V2ries1 2.p<rt fl~om c fer/r soci2.­

list-oriented economies li:~e th.Jse of e1e Ur~i ted /,l~ab l\epublic c:~1d T;c>"-­

zzni&~ it Hould be l<r.::;ely true to call the economies of most :=n.::;lish-

spe;<cin::; lfric2r" countries "mixed economies", :i:L .such ecoi10ii1ies the 

public sector is expected 110t :>i"ly to provide basic ec.:mo".1ic 2r1c sociz.l 

infr2structure but 2lso to initi2.te policies znd instrum5its for mobil­

izatim-.. of s2vin,zs in the public a.nd private sectors 2Yid to chaEr.el 

t~1ese into productive iavestments o 
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i.1er:t bud,_:;et, ;:s the foi~ecast of public sector income and expenditure 

for tl1e ensuiE_:; fiscal yez.r 9 should represent 1 ir, finar~ci;:l terms, a 

comprel1ensi ve plar. of :;overnment fisczl 9 econo1;1ic and social policies 

zna <'·. cti vi ties. 

tile prep2rati011 of the bud:.:,et 2 '·ride range of policy c:Ed admin­

istrztive issues al~e involved, rec-uirin;3 close 2tteetion before 

z.Ey decisioL. The decision to plPce ar: item iL. the budcet is tc-.r.tamount 

to ~overnment policy 1rith refei~er;ce to .all possible implicc-.tions 

involved tile rein. l.t the same tiwe it is h< rd to thin~~ of <:ny Govern-

me;i t decision Hhich he- s no bud:~et<:.ry ir;1plic2.tion, vievr of scarce 

resources, the Lud.::;eb:.ry process involves the exc:.u.in<' tiOI. of al terh2 ti ves 

ia order to reach deliberate and explicit choices. l~s such 9 tlle budge-

h•ry policies should be directer! to ensure <:m t<:>.ble and rz.tional 

2llocation of resources ;:·mon;,'; competin.:_; demanC:s. The bud::;etary decisions 

s~oul~ be prificip<'lly t:::> serve the positive function of promot-

" desirable expenditures relc>.ted to the effective implemeiltation of 

approved pro,-:;rz.mmes. Vieued in this perspective 9 ·the bud:;:;et constitutes 

one element of the ae:;,3regate finzncial plc-n which is z statement of the 

sources <'nd uses of funds of the ccmsolidated public secto1~ durihc; c 

specified pl2n period. 

4. ~chedule for ~ud~et ?reparatioL 

=:n vieH of the need to dovetail the prep<:ration of the budzet Hith 

the preparation of the an>.1.uz 1 211d to secure the me.ximum possible 

c.:>-ordinction 2nd harmonization bet"reen the two 1 it is necessary to 

sycchronize the procedures er..d time-ta0les for their formulation and 

approva"l, .Such synchronization :vould ensure th2 t tl,ese hJO import2.I1 t 

i'ctivities are r.ot de2lt >rith on a. routir,e b2sis so that the 2nnual 

plan a~d the c-r1nu;:l budzet (which v:ould before bein,:::; launched~ include 

the annual plan) c:.re forr.mhtecl :Ll• 2 realistic mcr.cner and become blue-

prints for <.ction bzsecl on established priori ties oriented 

tmv2.rds the realiz<tion of economic aad social objectives of the plano 



- 122 -

The function of the budget in this context would be not merely to facil-

itate menacement accountin;;c and auditing, but 2lso to serve c:s 2 tool 

for ecor1omic and fiscal policy and the r<dior.ali'!:c:ttior;_ 2nd pro::;;ramming 

of gover~ment activities.!/ 

A synchroni zc: tion of the annual bud;:;et with the a:nnuc: 1 plan should 

be -vJor~"Ced out Hi thin the frameltOr~~ of exist in;:; procedures for the prep­

ar;;tion and fine.liz;;:tion of the budget in different countries. As it 

is, there 2re three different fiscal yec:rs follov<ed by the Africc:n 

countries. In some the fiscal ye"'r corresponds to the caler.dar yec::.r 9 

i.e, , start ina; on 1 J arrwcry 2nd ending on _:)1 'lecember. In some other 

countries, it begins on 1 July c:nd :soes throuc;h to 30 June. There are 

still others in which the fiscal period beJins on 1 April and en~s on 

:::;1 t.c-rch.Z/ This diver3ence in fiscal years, especially of the countries 

in the same le3ion, would some prc:ctical a.nd procedure:.! difficul-

ties in t:1e mztter of their proposed economic intei:;ration. Uniforr:1i ty 

of the fisc2l year facilitates internatioual compal~ison of bud,getary 

<md trc:de stztistics z:nd co-m~dinc:.tion of the statistical date: of the 

public sector with foreic3n trade inform<:.tioll, monetary statistics, 

production datc: 9 etc. 

:·Iowever, till such time as uniform fiscal years are adopted, the 

time-te1.ble for the preparetion of the c:.nnual plan/development prozr2mme 9 

should be co-orclinc ted with the time-t&ble for ti1e formulation c:nd appro-

val of the budset within the existin~ framewor~. Since provision for 

developmeD.t expenditure h2s ratim~c:lly to be included in the budget on 

the b;csis of the 2anuc-l developmeLt plan/programme prepared by the Plan-

nin~ 

of 

tion, this exercise should be started ec:.rly in the process 

f ormulc: ti 011. It should sta~t at le2st 6-7 months 2Lead of 

For 2 detc~iled ciscussion of the role of the public sector in dif­
fereLt Africc_n countries 2.nd the structure of their budt;ets see 
ECA ~ocument :S/CIT, ll;/3U-.-:/ ~- 9 the Budgetary and procedures of 
P.frican countries, etild ECP.FE :Jocument F:/Cl', :! l:/L-5 9 Dudgetin.::; 
and :Sconomic Plc-nainc:::; in "evel;)ping Cour::tries. 

?:.I l"or 2. detailed list of Africa:1 cou·1tries followin,, the t1.1ree dif-
ferent fiscal ye.?rs~ C:ee ECA :::ocumer"t ,L:j-:;JJ/ 49 p2.r2.. 
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the date of presentation of the bud3;et with the preparation of a preli­

mincry estimate of resources li~~ely to be a.vailable in the ensuin3 yearo 

;.rhether the Department of ~in2.nce or the :?lcmning OrGanization or both 

of them, in mutual consultation Hith ea.ch other, should initiate this 

exercise is c. mc:.tter of internal c_rrangements for each governmento 

This prelimin2ry estimc_te would help in determining the tentative size 

of the development prozramme together Hith its regional, local and 

sectorc_l allocations th2t could be provided in the budgeto Ii thin these 

tentative alloc2tions the sponsorinE; departments/cgencies could be asked 

to uorl< out their det2.iled proposElso Of course, the resources likely 

to be ava.ilable should be kept unC:er COllstant c_nd close scrutiny 2.nd 

2.ny necessary modification incorpo1·a.ted in the proc;re>mmeo The process 

of the formulc: tion of the annua.l plan/ development proc:ramme would gen­

erally not be a smooth one ar1d would ir"volve controversies about the 

total size of the pro.:;ramme and its regional and sectoral allocations. 

The resolutioL of these controversies and differences through mutual 

consultations and discassions is inherent in the plc:nnin.:; and program­

mine:; processeso It is quite likely thc:t the Ple.nnin.::; 'Jr;:zanization, in 

its a.r•xiety to accelerate the p2ce of development, may conceivc:.bly take 

2. r.10re optir.1istic vieH of the resources that could be mobilized than the 

~epartment of Financeo Any differences should be resolved before an 

? 1:3reed development pro,:;ramme is submitted to the C2:binet or I! a ti onz.l 

:=conomic Council or other competent c:.uthority for approvclo 

:::n vieu of the involvement of various departments a.nd e>.gencies in 

the preparation of the development prozramme and its reflection in the 

budc;et it HOuld be helpful for each government to formulate time sched­

ules for the early completion of the various exercises involved in this 

processo In fact, most of the ;:zovernments in their budget call circulars 

or other letters callin~ for information in respect of the budget or the 

development progralilfae 1 specify the dates by Hhich such information is 

to be supplied and finzlized. It would, however, be helpful to identify 

the main sta3es of this time schedule and Jet these established by govern­

mm.t directives to be followed by all departments and agencieso The 



finc:li-:.:<c1tion of these schedules should be done by each government in 

Pccordance Hi th its m.rr: specific co;:di tions 9 set-up and pattern of 

tiorkir"c;. I!evertheless 1 for ease o:f reference, a model schedule is 

S 1,\.:_;"-_;ested in Lppe:1cli;( Co The stages Zfld names of es mentioned 

therein only <'- broad indication, <end c:s 2lready !7lentioned 9 the 

firm tiree-table iJOulrl have to be developed by ec::.ch country. The fact 

to be stressed here is th2t the adoptim~ a:1d firm establishment of such 

2. schedule Hould help the prompt :finalizc.tion of the development pro­

::;;r<>mme and its reflectio:r, in the bud~;et and would tbus be of ;;;reat help 

in achievin._, Jud.-;et-Plc.n ;:armonizc>.tion, 
~ ,;._, 

:'::t may be mer.tioned ir. passing that from the start of the process 

of bude;et formulztion up to the time of its presentation to the le:;;is-

lative body 1 the bud3et irtvolves a r.1ost lc_borious 2nd intric2.te HOd;:. 

The budcetschedule indicated here does not reflect c:ll the processes 

thc:t have to be sone into in ailY government before the depErtment re-

spor"sible for the fin2lization of the budset is able to produce the 

bud,:;;et documents in print for preser.t2tio1i, The successful implement­

" tion of tt1e schedule NOuld no doubt re·.;uire the co-oper2ti ve effort of 

all concerr:ed >Vhether in the Plc-r:c:r:in.J JrJa'iization or tbe epa.rtme11t of 

Fit.<riCe and its ;;mcillc:.ry offices, su~Jjeet-n·atter 2.:3encies 9 a:-,d spm.sori:1J: 

departments., The 2.dherence to the schedule finc:.lly c:.dopted should be 

especic:lly stressed in the bucl2,et call circuln' and any serious diver­

gerice from tbe same promptly brought to the notice of the 2.uthori ties con~ 

cer:1ed ;: t the hi;!,l1.est leveL 

]r,der tt1e stress of pl;: nnin,.z for eco,,omic development e-nd its proper 

implemei"ltation, budgetinc; should no lor<:;er be treated c:.s a seasoaa.l act­

ivity but should become a cor<tinuous pl~ocess in all the departmentRand 

agencies" :::n the case of a c~evelopment bud~et particularly 1 the prelim-

steps of formuL:tio1i of projects, their processin~ and approvc:l by 

competent authorities should be completec' before incorporc.tin[:; thew ia 

the development pro::;r2mmeo It would be helpful if the estim2tes of 

":on-deve1opmeat tures <::.re prepared in hJo pc: rts as folloH.s;; 
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P2rt ! relatinJ to staildirt_s char3es, whiC::1 though may vary 

from year tn year, are nevertheless "-.ot dependent upon the 

control of the sponsorir.z:; depc>rtment Q T=xamples of such 

ch<: rges m<y be permc_nent establishment 1 trc:.vellin6~ othel~ 

fixed allOl·rances 1 and ordin;c ry contin::;ent expenditure. 

Part li relztin,:; to fresh charl!:esQ These Hould include neH 

objects of expenditure such as temporc;_ry additions to existin4j 

est2cblishment or services, facilities a11d orsc:nizc:tions which 

<.re continued from year to ye;;cr on temporary bc-sis 1 or 'feJhich 

<.re newly authorized and hrere not provided for in the budget 

of the current year. These estimc- tes 1-mulcl no doubt be sup­

portecl by self-contained memor2nd2. vihich should be accompanied 

by supportinc; details to facilitate their scrutiny <:md exam-

ination. 

In vieH of tbe urc:;er.t need to mobili-e the m:-ximam amount of re­

sources for meeting developr.1ent expendi tures 1 it is necess2.ry th<?t e.s 

2 m2tter of c;overnment policy the r.or,-developme~;t expenditures are 

cont2.inecl r-.ri thin re2.sOno.ble limits and 2.re ~1ot ccllowed to increase uu­

necessarily. ~!hile scrutini:::.ir;c::; the development pro3r;:.mme~ it should 

be ensured t~u::. t there is no overlappin;s ( i) c>mm.g the a ture and scope 

of the schemes/projects i1 .. cluded in the developr.1ent programme and (ii) 

behreen i terns proposed for the development budget ar.d those pl~ovided 

for ir, the non-development budget. This would be E:reatly facili t2.ted 

if 2.11 a;-~reed concept of development expenditure is evolved and followed 

by e2.ch government. This HOuld result in the much needed discipline 9 

uniformity 9 clarity c,nd precision in formula tin3 expenditure proposals 

in the development pla~1/pro3r2.mme and would consequently elimin2, te 

confusion previc:.ling in some of the cour,tries in the matter of whc.t is 

precisely to be ir.cluded in the plan. oreover~ it would f2.cilitate 

the easy translz.tion of the concept in terms of bud~etary and accountine, 

classific2.tion, 
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It is not necessary that the development and non-development ex­

penditures are segregated in every country in accordance with a uniform· 

concept. Ec.ch country has to evolve a HOrkable definition of develop­

ment expenditures in accorda:.1.ce 1--Ii th its mm requirements c:-.nd to suit 

its own conditions, philosophy and objectives of plcnnin6 a.nd bude;etary 

structure and classification. Since the objectives and priorities lc::id 

down in the different plan periods are lil~ely to U11.der3o ch2nges which 

may rec.::uire more emphasis on certain sectors or sub-sectors than in the 

past, the adoption of a rigid concept of developma1t expenditures to be 

folloHed indefinitely would not be desirable. Hence, this should be re­

viewed at least after h1o to three plan periods to make sui htble modif­

ications. In order to relate the COilcept 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 particularly important to 

economic and social progress. The introduction of the concept of develop­

mel-::.t expenditures may c-lso reflect the view that not OD.ly investment 

expenditures are important to groHth but also recurring costs in some 

sectors. Some of the examples of recurrin2 costs which may be included 

in the plan are expenditures or~ a::::;ricul tural extension tJorkers, acri­

cultural research and experimentation, expenditures on technological 

research and geological survey, m2laria eradication, administrative 

improvement and on fc.mily plc.nnine;i recurrinJ; expenditures of new 

schemes in social service sectors and areas of activity which c-.re IlOrmally 

termed as investment in human resources, e.g., education, health and 

maripovrer trainin,e. 

':Jhile ctpplying the concept of development expenditures in determin­

inz the development programme or scrutinizing the non-development ex­

penditures, it may be borne in mind thc.t many of the non-development 

expenditures may be just as crucial to development as most of the develo­

ment expenditures. This Hould be especially true of the recurring liab-
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ilities of completed development schemes- especially those of the 

social sectors l~hich have to be normally provided in the non-develop­

ment budget as recurrent.expenditures. =n such CC!Ses, proper provision 

should be allowed to be made in the normal expenditures of the depart­

ments cor:.cerned, irrespective of their exclusion from the concept of 

development expenditures. To meet this end, sui teble worh:ing arran.;e­

ment should be devised by the Pl<nnin~ 0rJanization in consultation 

uith the '}epartment of Financeo 
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APP~WHZ C 

Tentative Stc:.~es for the Prep;:-r2,tion of the Dud~et and 

the Annual ::'evelopment Pro.~ramme 

L :'::ssue of Budget-Cc:.ll circulcr by the Budset 0epartmer1t to c:.ll cor.­

cernec1.1 spelling out the th1e-schedule for various stac;es and 

broad instructions for the prep2ration of the bud::;et estimates and 

their scrutiny by controllin::; c.::;e:<cieso 

2.. :Sconomic review showin::; trends in the economy ;::-.nd prospects in 

the foreseeable future should be undertc:.:c:en. 

~· Collc.tion and analysis of data by revenue collectin3 authorities 

or accounts offices on trends of collection under principal revenue 

hez,ds and submission to 'Jepz.rtment of FiTic:-nce and/or Pl2nnin;;; 

Org2nization to::;ether 1-li th their pl~eliminary projections for next 

year. 

l,. Preliminary estim2tes on forecasts of externzl assistance likely 

to be availc.ble to be prepared by the department responsible, 

5. Preparc:tion of first estimates of resources li!..:ely to be available 

both intern2.lly c.nd extern£ lly to be prepared by the "ep;;;.rtment of 

Fin<?nce 1 in collabor?tion l--rith Plannin::; Or::;2nizations ond other 

a,:;encies. 

G. ~etailed estimztes of non-developmerit expenditure to be submitted 

by estimatin;::; authorities to controllin.z at:;encies. 

7 o Scrutiny of r.on-development expenditure estimates to be completed 

by appro1Jriate de:;:>zrtments and submission of estimates by them to 

r-·epartment of ?inznceo 

.J o Fine l scrutiny by r_1ep2.rtme:nt of Fine>nce of ~-.on-developmental 

bud3et estimc.tes. 

; o :Jeterrilina tion of ti1e ter ... tati ve size of the P .. nnuctl ::Jevelopme11t Pro-

gr2mme alon:; td th its rezior.al/local/ sectoral distribution <md 

their intimation to the a~er.cies concerned for prep2rin,e project-
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wise tentative developmeat prozr~ome. The czll letter for uevelop-

ment ?ro::;rnnme to be issued by the ?lc:nnin;z; 'Jr::.;ani~ation should 

contc-_in instructions for the prep;;rc:.tiOi-1 of t:1e proL;re>mme 9 particu­

larly l2yin~ emphasis o~ the broad order of priorit~es to be fol­

lowed by the sponsorin::; depzrtments/c:::;encies in formulatin1 pro-

zrc:mmes 'J.nder c~if::'ere~lt sectors 0 

l'J. Submission of proposc-.ls i;l respect of on-::;oir.2, 2 s well as ;: ppr~:>ved 

Le~J schemes i.-, the Annuz·l ~'evelopme;:-<t ?ro.:;;rc:.mme by various subject 

mztter a2;e~cies to their apiJropriate departments or ;)tate govern-

r,;ents. 

at:::.o::.1. 

1.2 o ?m~"1i shinu of latest estir.;;:-_tes of collections under principal 

l1ez.c~s of revec·,ues "-~~d othei~ receipt heads a1.d forei::;n c:.id. by the 

- ·:e··cl· es co;··ce·n·1ea' to :-'eo-r~tnne··'- o-"" ·:cl· --·---lee -l··r'/o·-- l'e··tr~-l Dl-·-c~u ~- ,...L .i l ~ u.. k. .L ... l. .l. L 1-JL<...... a ~""..!. .a. J ...._..t c ~ .:_ c .... .L 

1_:::: ,.eterii!iLc:tion of the fir..z.l estim;:-tes of resources aerl their al-

lace:. t::.o:.. by 2 .::;ency ch;;.rzed Hi th res?oLsi bili ty. 

lL!. Completicr,. of disc•.1ssions betueei, ti-,e c:.c;eacy ii1 1~ c:-bove 2.nd the 

various dep~rtm~1ts 2nd bodies 9 to finali~e the sector~l pro-

~;r2.Ii1:ne end to mc:.tci1 it uith finc-1 resource c:.llocations. 

1~-. Finali:<:c:.tioL of the bud.=et and 'ievelopment D:;-o.zrc>mme by the 

c..tior~.s fur ' .. ,_,eCl3lOLS. 

15. Prese~t~tion of the ~udget to the Le::;islc:.ture, etc. 
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CHAPTER VI 

PROJS CT APPRAISAL AND IJVIPLEHEN TA TION 

1. Introduction 

The sanctioning machinery o£ the government has a number o£ impor­

tant £unctions to per£orm. First and Foremost, it must ensure that 

the development programme £its into, and carries Forward, the general 

policy, objectives and pattern o£ development set out in the medium 

or long-term plan. It must al~o ensure that the development projects 

and programmes are economically and technically sound. Financial and 

administrative aspects o£ the programme must be carefully examined to 

see that these £ollovr established standards. The plan should not con­

sist merely o£ ideas and targets but also programmes based on carefully 

thought out projects. A list o£ such projects under diFferent sectors, 

which have been duly scrutinized and approved by competent authorities, 

should for~ 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 ~2'1,sectora~ adjustments - which become necessary during the 

course o£ execution o£ the plan on account o£ such £actors as modifica­

tions in the original cost o£ projects, the abandoning o£ some projects 

or the inclusion in the plan of altogether new projects - are carried 

out under a rationalized system of allocations and priorities. Be£ore 

the Finalization of the budget each year the sanctioning machinery must 

integrate various development schemes for incorporation in the budgets o£ 

the central and state or provincial governments. In this exercise, the 

system of priorities, which reElects the agreed policy established in 

the long-term plan, must alsq be applied so thst the plan objective~ are 

·'l":'l certainty and expedition. 
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Formulation of projects for the purpose of this study may be 

described as the 11 compilation of data which will enable an appraisal 

to be made of the economic advantages and disadvantages attendant upon 

the allocation of a country 1s resources to the production of s fie 

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 be 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. well-formulated project, 

therefore, would re~uire the combined efforts, on the basis of mutual 

understanding, of a team of engineers, economists, accountants, finan-

cial, management and other specialists whose work must be complementary. 

To make this team work effective, it is necessary that there should 

be one main sponsor, a project leader who should be well-versed in 

the financial, administrative, professional and techr.ical 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 ir. order to facilitate the 

task of decision-making and assignir.g priorities in the allocation of 

resources. For i must be understood that the relative advantages or 

For detailed discussion see Part I 
United Nations Manual on ~conomic 

Sales No. 58 ll G S. 

Substance of a Project in 

Development Projec1:s (1958 
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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 lementation of the pro-

ject. It is important to in mind that the individual project 

is not conceived in a vacuum but rather in an "atmosphere in which 
1/ 

it Crl.r. thrive and to which it must contribute".:;; It has, however, 

been noticed that in many developing countries and particularly in 

Africa the projects are included in the plan and also in the budget 

\,.,ithout proper studies and evaluation. This may be passed over in 

the early stages of planning for economic development when the econo-

Mlc and social structure is not very complicated and proper data and 

techni~ues 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 

s;::.cial costs involved in badly evaluated projects is reduced to the 

minimum. 

2. ProqrAmmes and Projects 

The exercise for preparing a programme for a specified period 

aims at a wide perspective of the 'economic develooment 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 Hanual on -:conomic Development Projects 

(1958) - Sales No. 58 ll G 5. 



programme on the evaluation of past performance and existing trends. 

The problem of internal consistency of the programme should be given 

ade~uate 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 in 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 re~uirements would be met from the 

country's own earnings or from inflow of external assistance. The 

real problem in programming is 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 ~. '" tt:J::Itio to the organizational aspects 

of plan implementation both in respect of necessary financial and 

other policies and operations or schedule of project execution. The 

prog:;:>amr;,i!:.t_:; technique relies heavily on a "process of successive 

approximations in order to produce the first outline of the programmen. 

This outline is 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 technisue 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 accord~1ce 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 agencies 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 ade\uate 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/provincial 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 

re~uired 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 SLan­

dardized comprehensive proforma for the projects in different sec­

tors is not considered desirable, special proformas to suit the condi­

tions and re~uirements 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) ~odel Proforma for Development Projects 

The proposed model proforma for development projects is 

in six parts, viz 

Part I - Project digest 

Part II Description, purpose and benefits of project 

Part III- Sstimated cost of project 
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Part JV - Finane of Droject 

Part V - Manpower, materials and other requirements of projects 

Part VI - Proposed schedule of work 

T~e information to be incoroorated in each part may be modified 

to suit the re~uirements of different sectors. It would also be 

desirable to circulate brief instructions for the filling in of the 

?roforma for the guidance of the snonsoring departments/agencies 

more or less on the lines given below. 

It may be mentioned th~t 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 de 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. Hmvever, since the decision-makers are not 

always in a POSition to appreciate all the technical details given 

in projects, although they nossess sound critical judgement and have 

expert advice available in the various fields, it is well to summa-

rize the project so as to simpli the formation of an overall 

opinion on them. This is the main purpose of suggesting a model 

Proforma fer the presentation of the projects. ln the case of big 

projects there will be a host of technical and other details which 

will have in any case to be presented in annexes to the proforma. 

The model proforma attempts to present the gist of the project to 

enable its general apPreciation. If properly filled in, it would 

contain the essence of the project giving information about its 

salient aims, location, investment, financing sources, social evalua­

tion and profitability, etc. 

The description and statement of puroose of the ect sl'lould 

explain its relation to the plan and to other 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: 

( i) If the project is to provide a product or service which is 

to be sold, then the expected quantity, price and value of 

sales as well as the expected revenue over the life of the 

assets should be indicated. 

(ii) 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 

(iii) 

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 specifical and stated in quantitative 

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 imoorts. If it is exoected to earn 

foreign exchange, the specific experts 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. 



(iv) I£ formal or on-the-job train is to be provided, an 

indication should be of the kind of skills to be 

learnt and the apProximate number of additional staff 

likely to h,e absorbed. 

(v) The employment-creat effect of a project is important 

particularly if jobs are to be given to people who are 

at present unemployed or under-employed. 

(vi) The geograDhical location of the project is especially 

important if it will contribute to the devel of 

back\vard areas of the country. 

(vii) Other possible benefits which should be mentioned are the 

promotion of research and improvement of 1 

tions for low income groups, etc. 

condi-

Under-estimation or over-estimation must as much as possible 

be avoided. Sstimates should represent a thorough study of the work 

to be carried out, and should he based on up-to-date prices. The 

sponsoring department should be strictly accountar\le for the accuracy of 

statements made herein and should be required to just in detail sub-

sequent revisions arising from changes in the nature and scope of 

the project. 

It may be found difficult to give information en foreign exchange 

cost te accurately. Certain as ions 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 based on past experience. 

Goods which are partly imported and rroduced locally should be 

treated as imports for the purpose of estimating the foreign exchange 

component regardless of whether are actually to be imported or 
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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 is 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 in 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) 

(ii) 

(iii) 

(iv) 

(v) 

(vi) 

(vii) 

list of individual overhead items included, or percentage 

of total cost attributed to overhead. 

Area and cost per acre of land in case of irrigation pro­

jects and ccst of resettlement of displaced Dersons if borne 

by government. 

Whether cost of construction, machinery and equipment is 

the total purchase price, the depreciated value, the rental 

cost from a machinery pool, or lS included as part of the 

cost of buildings and works to be constructed by a contrac­

tor. 

Amount of duties, taxes, and subsidy, if any. 

Sxplanation of price data if included in the prices of 

materials and equipment. 

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. 

Quantities and unit costs of different items of work. 

this information is not available, explain how cost of 

If 
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buildings and works was estimated. 

(viii) Type of contract with consultants and/or contractors 

(fixed fee, cost 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

on titles rather than general groupings, particularly for 

persons requi 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 e ally for the Project; emp 

to be included in the permanent establishment pay scales should 

be indicated. 

Against item 25 of the proforma information should be given 

regarding the steos to be taken to remove the shortage of manpower 

re~uirements: like the provision of necessary 1 accommodation 

for employees, the establishment of new or the extension of exis-

s 

ting training facilities, scholarships for overseas 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 phas envisaged is of significance in matching 

the execution of the Droject with the availabili of re site 

financial and physical resources. The details of the most important 

items of work should be given ir:cluding surveys and inves~:igations, 

purchase or acquisition of land, procurement of materials and 

sui~ment, preDaration cf site, provision of access roads and 
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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 

:nachinery. 

by the 

In certain countries where this function is being performed 

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 Eeview Committee may be found to be helpful in this direction. 

The composition of the Project Re~iew Committee could generally 

be as follows: 

(i) Representative of Central Planning Organization 

(ii) Representative of the Department of Finance 

(iii) Representative of the sponsoring agency, viz., provincial/ 

state/local government or central department or agency as 

the case may be. 

(iv) Representative of the central/federal 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 



(vi) 

(vii) 
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Representative of the government corporation (for 

instance, in the fields of industrial, water and power 

and road transport development) whose schemes are under 

consideration. 

Any other agency/department or corporation which though 

not the direct sponsor, is affected by the implementation 

of the project. 

Where Project Review Committees are established at local/state/central 

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 ture 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/local 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/agency to all the agencies/departments represented 

on the Committee. The Central Planning Organization should 

generally be made responsib&e for co-ordinating the work of the Project 

Review Committee. Tae 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~rtment 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 discussions 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. Every 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-l0 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/agencies by the Central Planning Organization. As 

already stressed earlier, the sectol'al 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 asrency 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 detailec approved projects and the 

stage of their approval should be given. ln the final analysis, the 

success of the procedures discussed above Eor the formulation and 

review of develomment projects would depend o~ the availability of 

trained personnel in the sponsoring agencie:; and 1i1e C'entral Planning 

Organization. It lS essential, therefore, tllat; :l~Jress tov1ards 

the establishment of Plannin9 1Jni t s an,l pro vi di L 

ties for the personnel of these ~~its is acccle• 

priority. 

' t' -Li 1~ j n g fa c i l i -
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APPENDIX 'D 1 

* Project Serial No. 

* Sector a~d sut-sector 

(To be filled the Cen-
tral Planning Organization) 

FOR DEVELOPMENT PROJECTS 

1. Xame of Project: 

2. s project in the Plan? Jf so, wha• allocation is provided? 

If it s not included in the Plan, explain it snould no\v 

be included and how it is to be fitted into Plan allocation? 

3. Administrative authorities and delineation of responsibilities: 

(a) Sponsoring authority 

) ncial/local 

(c) Department/Agency 

4. location of project ttach ~ap, where necessary) together with 

its tification: 

5. Cost of project: 

6. 

7. 

8. 

Already incurred to l:le incurred Total ........ . 

Total cost .•....•.•... 

Foreign exchange component 

Annual recurr expenditure after completion: 

Proposed dates of commencement and tion of project: 

Agencies other than spans department involved in the 

~Jroject: 

) General or special consultants: 

1 b) Construction agencies, whether local or foreign, on turnkey 

i s C) r o tt: e r''' i s e : 
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(c) A9ency for operatio~ and/or maintenance: 

List of preparatory surveys, feasibility reports and 

reports (indicate whether attached): 

ect 

10. List of surveys and reports under preparation and the expected 

date of their completion: 

11. Name and designation of officer responsible for oreparation of 

this Form: 

Date ....••..•••...••... 

Signature and designation of 
officer or sponsoring autho­

rity 

Part II- Description. purpose and.benefits of Proj~~! 

12. 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-

tions made for avoiding such lapses in future: 

Part III - ~stimated Cost of Project 

13. Give date when cost estimates were made: 

14. Give breakdown of costs by major items according to the way 

they have actually been estimated (attach detailed abstract 

of costs if available): 

Item Total cost Foreign exchange component 
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15. Indicate whether the following 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 

(c) Construction machinery and equipment 

(d) Import duties, sales and excise taxes or other taxes 

(e) Transportation of materials and equipment to site 

(f) Buildings and works 

(g) Consultant 1s and contractor's charges 

) Interest charges 

~ i) 'dorking capital in case of commercial or industrial projects-

16. Sstimate annual recurring cost after completion of Project: 

Item Total Foreign exchange component 

Part IV - Financinq of Project 

17. Estimate annual phasing of expenditure: 

Already spent lst 2nd 3rd 

Total 

4th 

(specify years) 

5th After Total 

5th year 

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: 

(a) From government resources (indicate central/provincial and 
local): 

' . \ 

ic1ves tmen t 
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(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, if 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 teneficiaries, 

and if so, how? 

22. 8stimate 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 - Hanpower, Jvlaterials and other Resuirements of Project 

24. Total manpower - Total number of full-time employees 

(attach list of manpower requirements by occupatinns): 

Manaqerial. Professional 
and Technical Personnel 

Local Foreign 

(a) For execution 

(b) For operation/maintenance 

vlorkers Others Total 



- 150 -

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: 

Item Unit 

(a) for execution 

Ouantity Likely Sources of 

SupplY 

(b) For operation/maintefiance (annual re,uirement) 
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J... :':'ntroductioe 

There does ~lOt appe2.r to be ar,y c-;:,;reemerlt c:t<.on<-, experts as to the 

precise clefini tior: of "public enterprise". :=:o;;1e ha.ve defined it as an 

economic project i~~. which the 3oven.ment has finc:ncic-l intercst 9 irre-

spective of the cmount of such interest. '!hzt is i:aportc.::-.t is the ir.-

vestme,,t of public fur1ds in <m ;.mdertz:dn.1· This cor.cept is in li;:~e 

with the views expressed at c: recent all-Pfricc SemL·.c>.r o::1 public e~·~ter-

prises 9 where "it H2S ;::c,reed tllat public utilities shoulG. be re;:,arded 

as c:. c2tec;ory of public enterprises. Tl12t is imporb:-.:rt is Lot the ex­

tent of the pc:rticipc:t~or. of t~e public sectnr in these enterprises in 

the pc:st or 2t preser.t 9 b;..tt tbc:t their ~H:>ture 9 especially Hith re,;ard 

to the sFle of the u~its of the services provided 9 certai~ly m~~es suet 

services c:s telephm:e 5 clectricitj and t::> some exte;,t Hatel~~ fal urder 

the c2 tec.;ory of 'er. terpri ses' .,]j Jt:1ers <:- r_zJe th2.t the over-ridi>::: 

purpose for estc:bli 

:~overiti!le.at to be able to use suci-1 er.terprises as instru;·,Jeats for pl~omot-

ir.,; economic developme~1t a:1d other nc:tiorcl oojectives, ~'herefore, 

er,terp:cises Ht1ich 2re 9 c.ud can be, cirectly controllec~ by 2 :~overr,ment 

as puLlic enterprises. bis 

defir:ition, er.terprises i~. vrhich the ::;overmnen.t h2.s 2 mL·".::>rity share-

holdin::; n~e e~rcluder: fro;i1 this c2.tegory, Gonserue;,tly, public e1:ter-

prises m2y be clc-.ssified in. to three; 

?ublic Jtilities; 
/ .. \ 
\l1j 

(iii) 

?'..lblic "nte::prises u~1cler Complete ·:;overr.ment Cm,tl~ol; 

'='u;:Jlic ~i·,ter;:Jrises ui th . 2 jor ~overnrneLt ?c:rticipi' tio~~ .?::./ 

'ji.:-c:ct ·:eport of t£1e Semir"z r on ti"e 
:::>la.nni-'1;_3 2r:d 'Jl2n 'fmplemen tc: tioL 
("':jC,,l!jl63) 9 P· l:. 

Ul 11~Cf, Semin<r on Idr:.inistr2.tive 

Jole of Public [Gterprises in 
i 2uritius 9 lG-2S .Se~tember 1 

~ b 1 '7 17 ""· I , '7"' ) r~ au2. 7 - _:ecemoer .l;- \...,1 
o ~Cl ··ocume:..lt 

for ""eve O;';·Je~-. t (hddis 
( 71-~Ql > !J l?o 



- 152 -

It is in reco::;nitior. of the diverse nc-ture of public enterprises th2t 

their role ir~ phnni•<~ <:md pl2n implementation deserves serious attention 

by the vz.rious ::;over;-.rneuts. 

~.·n recent yecTS, ;:;over>l.ments, especially those in the developinJ 

countries 9 hccve embarked OE the establishment of public enterprises for 

z number of reas0ns. ?ome of these are the need to diversify their 

economy i;: order to imi:>rove the standard of living of the people' the 

need to preserve foreign exchanJe earnin.·;s by the production of import~ 

sabsti tJtin.::; products, havinL?; regc:.rd to the deteriorB.tin,~ terms of trade 

agc-inst prim<cry products; the need for technologic2l traininz of loc2l 

r:12npo<,!er and less depender.ce on exp2tri2.tes; the need for infrastruct-

ural services for expansion of 2dministrative, commerciel and industri2.l 

activities; the need for lc:r:e-scale industri2l projects to provide 

employme>lt for the ,:;roHiH,Z numbers of urbrn d1-rellers especially school 

leavers? the need for <.'> hcr:~e industrial and commercial Hc.::;e-earrtir.c[:; 

popuh'.tion to ere& te effective demand for the products of the 2gricul t­

ural sector Hhicll HOule~ encoura£>;e a reasonable proportion of the rurel 

popul2.tion to rer.;a ir' on the land instead of driftin:~ to the toHns in 

search of better 1va.~;e employment. 9ublic enterprises could offer a 

leadership role ir: the establisl1rnent of industries uhic!1 are not very 

c:ttractive to privzo.te ir;vestors, ~ad they could participrte in the 

vest fields of industrial opportunities in developin~ countries. Public 

leadership i;, indastrializ<ltion helps to reduce Hasteful duplica.tion of 

projects by com~:>etin.~~ privc:.te investorso It 2lso helps to co-ordinc:te 

the prod•JCtion pro,.:;rnarnes of projects which 2re inter-dependent in terms 

of supply of rc-_t,,r :nc:.terials 2.nd dipos2l of finished goods)/ 

·:There some of these needs exist~ ti1e ,;;overnment may decide to era­

b2rk ;:m tile cstrblishment of public enterprises. Another re;:son m<y 

2rise, wh('ll priv2.te initiative is lcckin3: ir1 2 certain sector of the 

ecoaomy 1;;,ich is consic)erecl essc:1ti2 l for a country's development, either 

2.1 of the .r:c1;;i;·,2r 01. the ~\ole of '\tblic 'nterprises i1·, 
;'Jar·. :.·, ;plcmentction 1· <?uri ti'JG, ·-:cptember l 
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because en:zaJin,>, in it is unprofitable in the short run or Hill never 

be pt"ofi table~ or bec<.>use the information is lad: in~ on investment op­

portunities. ·Jn the other hand 9 if the government is involved in 2n 

economic c:.cti vi ty that re,-;uires 2 deJree of autonomy ond freedom 

from cumbersome bureaucrztic i11terference, the zctivity can be detached 

from normz 1 '"'-;overnmee t me- chinery to er,sure smoother operation; or if 

in certc:in sectors of the economy ( e <~> 1 services) the ;J;eneral interest 

of the public is seen to ouh,rei::;h private interests which e-re almost 

solely cor:.cer:n.ed Hi th ma:tin;;,; profit, if the privc..te sector con-

sists m2inly of forei;=n investors they mi2,ht not be allm-.red to enc:;c;ce 

in strategic economic activities iE which case the ;~;over~nment may decide 

to establish public enterprises to CEter for these strategic economic 

activities. :!hen locc::l c2pit2,l 2-nd expertise hc>.ve been 2cc~uired 9 nc-tioH-

1 . t t . ' ' t . t' t. . t. l/ 2. pr1 v2. e en erpr1se may oe encour2geo o enc;z.ge 111 11ese z.c 1 v1 1es.-

The i:ole of Public Enterprises in Plannin;,~ <:>.nd Plan Implementa tiori 

This section exa.mines some of the iBst:i. tutional and 2.dministrc..ti ve 

arrancements which enable public enterprises to pl<:>y 2.~1 effective role 

in r .. 2tion2l plcnning and pl;m implementc:tiono The exter .. t of the 2.ppli­

cation of some of the proposals to any African country would depend on 

the size, the socic:l structure 9 and the political pattern.of its govern-

ment and institutions. It would also depend or-, the role which existi1:.;; 

2dministrati ve and financi2l or,.?;anizations 9 li~ce ban:cing c:nd mort;:;age 

institutions, c>re already pl2ying in the industrializc.tion of the country" 

?or the purpose of this discussion, v2.rious public enterprises may be 

clcssified into three cate:_sories~ public utility enterprises; agri-

cultur2l and industrial public enterprises, with total or m2jor govern­

merit participation? and enterprise under the complete control and mana,:se-

me:nt of the Stateo 

JJl'"::C/~ 'eport of the ';emin< r on the 1 2H2£:;ei:1ent of Public '=nterprises 1 

.Jizerh: 9 Tunisia), ~ecember (I ) 9 po 4o 



::\1b2. ic Utili ties 

/, ,;:ey c~uest".on ii1 l~espect of public utilities is the mea.sure 

alloNs the m<::.il[ of sucr1 enter-

the role .::>f "m.::ster" or rtl.er" in the processo Ir1 the 

ning policies [.;,overnir1,, the estcblisbment 1 location or expansion of suci1 

l12.ve hc:d ve1~y little influence if any, ' 1er:r often r1ecisions b2d bee1·, 

made by the £30ver~,;,1eut nitll very little contribution n;;: c'.e by the corpor-

at ion's r,,anc:.::;el.;e:at in such C.eci.siOi1S, Tl:e public 

tion process, 

'!here some form of cor .. sult2tior~ existed; this H<'S usu2lly c:s 2 result 

ic,volved in sud; 

m2tters 2.s ::;ove:cr,me::tt project, There 

2n undertakir1g;.: lready 

therefore 9 
~ • 1 • 

':·Jd1-C~l l.il 

the 

f~ecided to ta~ce the ris .. ;:s, e, " 1 H~1ere z ':lecidecl that <em 

l~O subscribers in ?reference to 2.nother to\·•l: Hith l,l>JO su.bscribers 

~!Lere si tu2tior,s of t:lis i12.ture 2rise, it HOul<:': ~ppe<i~ that :ri1at 

is needed is to h2ve fe2sibility studies c2rried out t:1e corporation 

ii1 c.dvar:ce~ a11d use them 2s 2. b2sis for c-.dvi the ,:~overr,rr,ent 011 v2.-

rious alterr.atives to the ;~overmner.t's p1'opos2.l, This i"rran:zement HOuld 

place at the disposal of t£1e :,overnment 2. list of 2.lter::1atives and enc:ble 

the corp·::>rct:i.on to hzve c~evelopment-or·ie;-,ted :rr, this H<:y ~ the 

:.:;overarae~1t 21~d the cor?or<.: tior" J;;utuc' ll y s:·1are responsi bi li ty iu 

it 

e~IC! oles the ;:,;over:1mect to deterrdrre viable projects vJ;1iCb COuld i:Je 

fi•u·nced from tt:e cOl~!Joration' s owil resources Hi thout c:ny 2.ssista~.ce 

/.1 terac: Jiould be ir, 2 Jetter 

suc~.l vi<:ble projects for 
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less vi< ble 0:.1t z;.-·e c-,or;e-tile-les.s ecoLomic ~2fte1~ feasioili ty stuc.ies 

:1zve beeH cz..rriec1 out by ti.e co1-por2 ti01:.)? .:overnment, i.n COi1SJl tz..tioL 

Hi t:1 the cor?orc: t .:_or: 9 coul 'l decide 2 s to who shoulrJ. oe< r the 

priorities est;:blis~ed by t~e t110 p;:rties. 

')r. e1e oti1er i1a1,d 9 2.s < result of a fe<:sibility study carried out Ly a 

public corporation, it because 

it is s;:::tisfied that it wo~ld be unviable. f in sucl1 2 c2 se 1 t ~1e 

::;ovenlmect still Hishes to impler<.e>,t the pr::::> for reasons other ti1an 

eco~:omic O~ieS 9 it shoul-J bear t:1e cost =>f it. ~his is 2 pro-

cedure aC:.optec. by the :=lectricity Corpon:.tion of 2 ':est /.fricc:n country. 

such 2 cc:se 9 it is ac1vis2Lle to .;:eep the :Jcn&c::ement of ti•e project 

setxr2te 1 z..o:l to h2ve se~J£r<te record.s aud C'CCO' .. mts so th;:t the :.;oven;.-

n;e:1.t will te made re:;ul:: rly <.Hc:re of the pro,.,ress m;cde 9 and the con-

se~um.ces of its decision so z..s to en:ble it to determi~e if the project 

si1.oulc coati1me to be susidi-:ed 1 o::-· other me2.~1S f::::>u:<.cl for reducL1~ the 

1 such 2 s iJ1cre2 ~ t~,c ch2r,::;es for the service providec .• It 

could also serve as c. useful lesson to the corporation if the ;>roject 

proves viB.ble becc:use of 1 Co(>, ._;enerc:.ted demand not foreseen 

t~e plannin~ period. 

:i:t shoulc' be bor"1e in mi1:d th<:.t tl1e distdbution of public utility 

.services is <: poli tic2l i:1ctrw.~er.t H;·;ich 2.ffects the position of every 

elected /.frice>n 

th2.t the m<.~·,z:..::;er.Jen·t vf such public •J.tili ties should eneeavour to 

<r. inside kno:rled:;e of .::;over:1ment' s thin:dn;_;; in terrr.s of the latter's 

pt•iorities c.nd planned ,jeo:~ra::>llicc:l c.iistribution of projects. Jn the 

'or- sis of this inform2.tion, a pul:Jlic cori:Joration should t:1en C2.l~ry out 

.i:'easi bili ty studies within the f1~2.i.1ewor:;: of the developEJe::.. t plc:.n. Such 

fe2.sibili ty studies '.JOulcl z..ssist the -~overnmer.t to obtain i<,forma tion 

-::>u projects which a corporatioil c2r1 fir.ance from its OHn resources) 

pr·o jects uhich re:"uire ,jOver;:.mer.t fur .. ds; and projects l.rhich ca, zttr2.ct .r 

pri v&.te func:ls locc.ll y or e;:ternr ll y. 
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(b) Public E~terprises with I ejor ~overnrnffi•t Perticipition 

In pl2nnin~ the est2blishment of in~ustrial/commercial· 

public enterprises, with m2.jor ~overnment shZ'reholdin[;, it is recom-

me11ded th2.t the policy of the ,:::,overnment al•ct its corporations should 

be ;_:;uic:led by the follouinJ factors: 

( .. ) 
(_ll 

~iii) 

the corporation should Imm-J ir, whet fields the ,sovernment 

Hisbes to ,sive priorities 2.nC. the ~::Jossible locations of 

projectsi 

havin::; lcno~-m [;;Overnme:1t's order of priorities, feasibility 

studies s~ould be cerried out by the corporation; 

the corporo.tion should obtain information end assess the 

possibility 2nd eJctent to ~ri1ich _Jenuine firms/ entrepreneurs 

2re Hillir,::; to participate in p2rtnership Hi th J,Oven"raer,t, 

especially those experienced in the appropri2te fields" 

On the b2sis of this inform2tion and fea.sibility studies, 

tile corporLtion should then prepare and assess the priorities 

and possible fina~1ci2l involvemer:t in the execution of the 

projects. 

The project coulc be ph2sed oL the basis of: 

(i) intern2l c2,pital contribution by the corporc;tion in the 

(ii) 

execution of ti.1e projects; 

_Jovernment loans 2nd investment b2.sed or. inform2tion 

c:v2ilable from ,:::;overnment as to the funds lil~ely to be 

alloc2ted in its own development plan for projects f2iling 

under the ambit of the corporation concerned" 

(iii) possible private particip2tion. 

:::t may be mentioned th2t in order to 3ive reasonc.ble ::;uarantee of good 

ma.n2 ~ement of commerci2l and industrial enterprises in wbich a ,::;overn­

ment is interested, such a government sl.ould, a.s 2 first step, seek 

joint pcrticip2tion Hith the priva.te sector on the understo . ...--.ding that 

r.etion< liz2.tion may be c.ffected as a>1d when the ::;overnment consir:~ers 

it opportune to do so 1n the public interest. 
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Jnce the Government approves the of the corpore tioL 2 s ar, 

H•te~';r<:ted p<rt of the r1atioH2l phr. 1 the corporction should be 

2 free haud to initic:te "ei_.;oti;ct:;_::><is with technicc:l e>uc finnw::.a.l 

p2rtners fm~ the implemer"ti'J tior: of the projects ir1 ;; ccordar.ce with the 

priori ties set by the zovermaer:t, Jut Hhen the '-'1c::;otiations ::;et to 2 

st2:_:e Hhere technic2l detcils zre settled and loz,l!s have to be r:ej,otirted, 

the "ep2rtments ::>f Fin;: 11ce, r::conomic ?lcnrd.HJ 2nd the parent rtme1~t 

shoulcl be brou~;ht ir:cto the ne,_,oti2tior.s after widch the fir·ol c.pprovc:l 

of the :-_:;overnmei1t coulcl be sou "':f, for any reason, the corpon·tior: 

Hi shes to depart from the priori tieS 1 eo . 9 OT" tlie diSCOVery of more 

attractive projects especi< where privc:te p<>rticip<tion is forth­

comii·l,:,, the corporatioE shoulcl ther, ma:;:e 2 formal approzch to the --~o-

ver1;me.at for 2. revisior:.. of its development "'or pr::>jects wnich 

hzve to oe fir"::-nced ir:ter~.,lly, tile corporation should be left free to 

proceed with ti1eir implement z t ion wi thir:.. the frcmeHor1\. of the plaE, 

_:r. respect of projects for which the .:;overr.ment has to provide 

fu11ds, the corporation should submit its annual development budc3et co­

verin 2ll the projects it wishes to implement durin._:;; the comin,~ year 1 

iudic2 the exte11t of possible pvernment financi2l contribution 

c:nd ot-her sources of fin<nce for the projects, 2nd see~in;" c:;overnment 

2pprov2l for the developmer.t bud]et. ~n 2pprovi~1J the corporation's 

budget 1 the ;;;overnment should reflect its planned capital cor.tri bution 

in its 2I>nuc-l capitcl bud~~et. The corpor;;:ti::>n should beer in mir,c1 the 

f2ct that its own periodic plan, e. ~ 9 S-year I=Jlan 9 is only E blue-print 

;ond th2t it is tt1rou:3h the medium of an rnr..ual development bud;-;et th2t 

it c2.r:. obtz ir, ;~overnment' s firm fin2ncial cormr.i tment to the implement­

c-tiorl of specific projects in the corpor2tion' s plcn. 

After the ~pvernment h2s <pproved the c:mnuol developmer.t bud::;;ets 

both of the ,;overnment and of the corporation, it is desir<ble th2t 

~overnmer.t's zpproved contribution should be cutomc>tically rele;osed by 

me2ns of w;=.rrant on an 2nnur 1 basis throu:::;h the department respor1sible 

for cOIJtrolling the capitcl bud~et. The procedures for releases should 

follow the same pattern as that laid down by the JOvernment for depart­

mental capital works. 



Projects which rec~uire government 1 s ,;uar2ntee for capital loans 

should be included in the corporation 1 s capital budget, indica tin£~ the 

fincncial involvement for the rep2.yment of the loans (includin:;; interest) 

over 2. Humber of year so This would also include any profits that are 

lilcely to 2.ccrue 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 bud~et before giving approval 

for the inclusion of the projects in the corporation's capital budget. 

The corporation should ma!ce at least a token provision for reimbursement 

to the .~overnment of p2rt of the annual loan repayment to be made by the 

gover1·1ment" In this manner the corporation acknowledges ul timc>.te re'­

sponsibility for the repayment of the capital loan for every project 

as a bzsis of the profitability of the project. In subsequent years 9 

provision should be made for the full reimbursement to government by 

the corporation of the capi t2.l lozn repayment. 

(c) Enterprises under the complete control of the State 

For enterprises which 2.re operatinz under complete State con­

trol~ including natiom:li:o:ed industries, the policy for t;1e preparation 

c:nd approval of both the corporation's development plan z.nd its annual 

development budget 9 could follow the same pa.ttern as that proposed above, 

save that the question of the participation of private entrepreneurs 

does not arise. Both the pl2n and the budget would provide for capital 

funds which could be derived from both the government's and the corpor­

;;tion' s resources. P._s 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

:;eting for external loans for publ:i,c enterprises within such a system. 

One could be thst the government provides fully in its own Development 

Pl2n and Annu2l C2pital Budget for all external loans for the financing 

of State-owned public enterprises in the country and earmarks for re­

lendinz these sums to such public enterpriseso In such a situation, for 

projects which a corporati m is unable to finance from its own resources 9 



it can only provide in its development plan <:lld 2rmual capital bud 3et 

for them to the extent Nhich the ;;overnrne:..!t anc: the local finc:nci<•l 

institutions, such as the buildin; societies, are prepared to c;ra;1t 

capital lo?ns to the corporation. If, ho,.rever, tbe governn>e:..-~t wishes 

to ~eep ti~ht control over its public enterprises, it mi~ht prefer 

that c;dl loans whether external or internal should be channelled throu[~li 

its Treasury. In such circumshmces 9 tbe corporation's plan 2:1d annuel 

capital budget would only provide for projects to be fim:nced from its 

m,.rn internal resources ar,d from governme:1t loans and grants. 

In many African countries, the responsibility for the negotiations 

for external and internal lo~ns for public e~terprises tend to be th~t 

of the ,~ovcrm~c1t 9 on rec:uest from, and in co,,sultation 1.rit:1, the public 

corporation concerned. This is also usu2lly the proce0ure for ne:;otia-

tions for the supply of capitz.l equip;nc:it and for aay manar,e-

ment 2gency which mi1,ht be required for the L-,iti<>l operation of a plant. 

The main purpose of ~overnment 1 s involvemc~t 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 maintain 2 consistency toJtards the achieven•ent of that go2l, f'or 

the procedure already set out above 1 what 2re the major instrume11ts of 

achievin,5 success in plannin2, and plan impler::entation ? Broadly 9 these 

may be classified as: 

(i) Control of Public [nterprises; 

( ii) Hccrui tment and Staff ;-'evelopme~lt; 

(iii) ~ana~ement; 

(iv) Feasibility Studies. 

]. Control of Public Enterprises 

_l_ i l 

the tu.le'', it is .,ener;c:lly ;-ccc;JteC: ;:11 ovei~ the 1•1,1rL· L,;:t t!;c '-'lLi te 

respor:sioility f.1r the ,eneral i)olicy .:Jver'l'i" h1e etivities of every 



econon.ic or zcc,lization, Hhether public or private, rests with the share-

the bfricccn goverrunei"~ts has to be considered, Ps the 2.ccredi ted 

representc-tives of the people (wh2tever mccy be the method of the 2ppOif1t­

meLt of the members) 9 the ;:;,overnment h;-s the responsibility of ellsurinu 

th2t the t2xpc:yer's money invested ill these enterprises is properly 

mcncc::;ed in order that it ca1~ yield L:ir returns in the form of profits 

?nd/or services • 

.Another re2son r.rhy control h2s become even more necessary in recent 

ye2rs is th2t these enterprises 2re instruments of c:chievin economic 

a~1d social development of the country within the co1~text of the nationccl 

plan. .::;ome me2 sure of co-ordin2 ti on is, t :1eref ore, necessary t t < 1 eve l 

hi~her ti12L thc-.t of the rrw.n2 :-~ement of e2ch enterprise in oy-der to ~:sure 

that the pl< 2nd plan implement2tion of the enterprise's pro:3r2mmes 

2ccord with the n2tional plar. objectives. lis one of these objectives is 

usu;: 11 y to provide employment for the citizens, care should oe t2.:wn to 

ensure th2t the employment provided is not only for a certc:in section of 

the commur1ity 2t the expense of other sections - i:1 other •wrds, Hhat 

has come to be popul2rly \nm·m cs "the nztior1al cake" should be properly 

distributed 2mone the various ethnic 3roups ia order to m?intain polit­

ical stc:bility Hhich is c;n essenti<l prere<1uisite for overall nction­

buildir~s <Ld r,ationzl c!evelo~)meut, The sha.rin,::; of the "na.tionzl C2~{e" 

is not limited to employment} it <lso i1wolves a fair distribution of 

the projects of the various public enterprises to different p;:rts of 

the country so as to :zi ve the v< rious commur,i ties an opportmd ty of be •• e­

fiting directly or ir1directly from the 2ctivities of the enterprises. 

ln some c2ses 9 the c;overnment mijr.t decide in the nation2l interest, 

to <C']Uire controllin~ shcres in some strzte:_,;ic private concerns, 

like the distributive trade ;:::.nu minin,::; ir~ ~2mbia, the bankin::; business 

2nd distributive trade in Tai-c::':2rti< ::>r the b2nkin,:; business ir. U::;2nda. 

In such a c2se, control by the z~overnment becomes 2. necessity if it is 

to accomplish the main zim of ac~uirinJ the shFres so as to keep the 

activities of the or.c;a.r"i z2tion2 within the context of the nc:tion;: l deve-
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lopment objectives, There are otner reasons for ,;over:mnent coHtrol 

such c-s the re_gulrtion of prices of the products of the enterprises in 

order to e;.;sure that monopoly or '{uasi-monopoly enjoyed by tile enter­

prises is not used to exploit consumers, e,fi., electricity c_nd tele­

phone services or the supply of such consumer goods r s suc,ar 2nd urea.d. 

A poli tic2ll y elected government hc:s some electior: promises to 

fulfil and these usually include the provision of certc:,in public enter­

prise facilities ond projects like we:ter 1 electricity ;>nd telephone 

services, <~S well ?S industries, ' 1hile !3ivin,3 due consideration to the 

ecor:omic viability of these projects, the government h2s to ensure that 

uy me;.u·•s of some co-ordination rnd control, it is 2 ble to fulfil as 

many of the promises as possible in the location of projects. ~or these 

political and socic-.1 reasons, it is 112tur2l th2.t the ,;overnrnent has to 

c:ppoint at least some of the members of the Boards of :Jirectors of the 

public enterprises or of the controllin:;; corporations, from among per­

sons who hrve some political symprthy uith the _sovernment in order to 

use them as instrumer.ts of control of the policies of these enterprises. 

(c) P2rliomentary e-nd C2binet 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 7 or throuzh which government makes some of 

the investments in these enterprises) being laid on the Table of the 

National or State Parliament 7 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 p2rliamentary questions, there are rarely 

any full-scale debates on the activities of any corporation unless it is 



- 162 

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, !mow all about the contents 

before the reports are issued, and consequently put them quietly away 

in the departmental libraries. 

Althou3h the practice varies from country to country, nevertheless 

there are some common patterns in the system of Cabinet control over 

public enterprises. The l\l:inister in charge of the department supervising 

the public enterprises is theoretically responsible for the appointment 

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 Hhich 5;enerally 

considers, on the recommendations of the Llinistcr, 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 ~ .• inister 1 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 a Minister intervenes in the internal affairs of an enterprise 

may depend on the nature of parliamentary questioning. If the Parlia­

ment asks questions about details, the 'inister inevitably would concern 

himself with details. The Hinister 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 Llinisters. The f,;inister may be responsible for 

approving or making recommendations to the Cabinet for specific decisions 

such as major capital investments, the budset 9 prices, borrmdn:~, major 

appointments, etc. He may 2ppoint members of the Board of Directors 

and perhaps serve as chairman; he may appoint, recommend or approve 

the a.ppointments of the chairman and the General manager. He is respon­

s:i.ble for providint:; policy guidance with respect to national objectives 9 



either in writing or by more informal means. The Departments of Fin<mce 

and Economic Planning may also have a right to intervene in enterprise 

affairs and in some countries the ['!!inister of Finance may have more 

poHer than the responsible f,Iinister • .!/ 

Recent events, especailly those connected with the findin,;:;s of a 

number of official studies and commissions of enquiry~ have revealed 

the relative ineffectiveness of ministerial control over public enter­

prises. This Healmess may be traced to a number of factors. One is 

thc:t sometimes the chairman and some of the directors hold very important 

positions in the rulinc, political party~ vis-a-vis that of the L;ir1ister. 

They sometimes take advantage of this and by-pass the iiinister to re­

ceive instructions directly from the Head of Government on matters re­

lating to the enterprise; they sometimes do this Hith the support of 

other influential f"inisters Hho might t-lish 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 [liinister 

is anxious to remain in the ~ood books of his Head of Government and of 

his senior collea~ues in Cabinet, he usually takes the line of least 

resistance by supporting the fait accompli proposals even ac;ainst the 

considered technical advice of the staff both of his department and 

the enterprise concerned. Sometimes the 1:inister 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 p2.rty supporters and relations. He thus weakens his 

position as an impz_rtial "supervisor" of the enterprise - one whose 

interest should be in the overall efficiency of the organization. 

UiJECA Report of the Seminar on the l'•;ana,<;:;ement of Public Enterprises, 
Bizerte (Tunisia) 1 ')-20 Secember 1 (I,£J-J4) 1 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 undertal<e projects without seeking the Minister's 

support for government finru1cial 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 l'~inister 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 [l'linister's financial control is further weakened by 

the fact that initially, most of these corporations had no comprehe1sive 

financial and staff regulations. The regulations they had, if any, 

were 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 

i!linister 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 contrclis at the 2o<rd of nirectors'. Some 

of the reasons for the appointment of these i3oc-~rds he:ve been mentioned. 

~oon after some of the elected governments of the various African 

countries were est2blished, they appointed full-time Bo2rds of ryirectors 

for the l<r~e public corporations. This h2d the merit of providing 

directors who could devote a reason?ble time in pl2nning the activities 

of the enterprise e:nd keeping in regular touch with the government on 

its various problems. These 2ppointments were particuhcrly necessary 

in ceses of lc.rge corporations such as the Electricity Corporation, which 

vrere involved in the rz-pid development of the country. 
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It h<s, hoHever~ to be reco:.;nized, thzt the system of full-time 

Jo<rds of '"irectors hc-s some dis;;"dv;;_nta[1es. One is that in the absence 

of any estc.blished distinction behveen the policy-makin.g and the execu­

tive functions of the board ar.d the mana~::;ement of an enterprise, the 

members of the bo;--rd tend to struggle Hi th the <3e.nerc.l m;::nc.ger and his 

management tec.m over the <:llocc-tion of functions, especially where there 

are full-time Executive ~irectors assigned with some specific portfolios, 

e,3., "Sxecutive nirector (Administration). The boc-rd members sometimes 

interfere unduly, pcrticularly in staff matters, to the detriment of 

efficient performc-nce of the employees of the corporation. They also 

tend to involve the corpor<'. tion in excessive administrative expenses 

such 2s the cor,struction and l<:.vish furnishing of luxurious livi1.,; 

quarters, the purchc-se of expensive limousines and other per::)'ui.:.>ites. 

In 2t least one known case, the ch~drmzn got e big housing lozn to be 

m2de to him for the construction of a buildin,?; for his private quarters. 

Although these per~uisites usually raise the cost of the administration 

beyond the fin2ncial ability of these public enterprises, many of these 

directors argue thzt they are equal in status to State Linisters end 

should, therefore, be fully entitled to the perquisites which the L:ini­

sters themselves enjoy. 

Another problem is that some of the full-time board members hc-ve 

enough time to manoeuvre or otherwise influence the corporation into 

the location of projects within their OHn "portfolios" in areas where 

the projects are not likely to be viable. Ca.ses have even been known 

uhere either the chairman or some members of his board interfered with 

the marketing operation of the enterprise. In one case, the chairmen 

was actually directing the s2les operation of the enterprise to the 

detriment of the corporation's financial interest -not without some 

personal consideration. 

Owin,-:; to these and other problems connected with the appointment 

of full-time Boards of Directors, there appears to be a move in a 

number of Afric<m countries like ~h2.na, I:igeria, the Ga.mbiR and Zambia, 

to having either pe-rt-time Bozrds of Directors (including part-time 



chairmen) 1 oc as ir. ~ 2mbic: 9 to have full-time executive chc:irmer1 c:md 

part-time directors tl though tflis has to some extent the dis2dv2.nta_c::;es 

of full-time directors 9 such <e~s occ2 sion<.> l ir,terference ~vi th staff mz tter.s, 

nevertheless 2.s the experience of The .:;zmbia. Jil L ,_rlcetin::s :3or rd hzs shown 9 

the intereference is usue>lly minim2.l, as the :,:~eneral manz2er and the se­

nior st2.ff e-re left free to lvor!;: >lithin the policy-framework est2blished 

by the bo<rd. 

Another advaata;::;e is that bo;:rd meetin~s ter:d to be less rec;ul2r 9 say, 

r~u2rterly, instead of bi-l>ree}cly or monthly aad this lec>.ves the senior 

staff to concentrate on their e>.dministrative functions, includin::; the im­

plementation of policy decisior:s t2Jwn by the bo2rd" The system is less 

e:,;:pensi ve for the enterprise in terms ::>f c_dministrati ve overheads o "'or 

e;~2r.1ple 9 in 2 "!est f~fricaa country 9 c:s 231:1inst the 2nnual sz.l<ry of 

~2,:00 in zddi tiur. to housin,; and ot~1er allouances totallin~; about 

:::1,500 for the former full-time chzirm<.n of o. bo2rd 9 the neN pc-rt-time 

C::1airman noH ~;ets only ;:Goo plus occasional vehicle mileaJ:e allOH2nCeo 

The neH c:rranz;;e; ent enables the ;:3overnment to use the p<rt-time services 

of those t-rho have business a1d mznc-;,;ement experience 2nd Hho otherwise 

vJOuld 1.ot wish to le2ve t~1eir private busil.ess for full-time membership 

in the public enterprise's Joc:rd of 0irectorso Ln this m2r.ner 9 it l>JaS 

possible for the Ghan2. =::ndustric-1 -~oldin;::; Corporzction to secure the 

services of an ex-Principt 1 Secretary of the !:'>epartment of Forei::_::n Pf­

fcirs and then 2 legal prc_ctitioner as Ch2irman e-nd also a director of 

a11other reputable cornp2,ny c:s Cfice-Ch?irrnc-Tlo 

In one or two countries~ l.inisters hcve been 2ppointed members of 

::Jorrds of 'Jirectors, '!hile this might enhc:nce the ch;;nces of the enter­

prise beinc closely tied up with the government plan objectives 9 it 

h;;s a number of He<'~'C poir.ts, Jne of them is th2t if a I 'inister h2.s no 

business experience lle might tend to allou political consic'erations to 

oub•ei;;;h the economic factors which should be tallen zccouat of ir1 the 

interest of the viability of the enterprise's projects" J:;>urthermore 9 

if he is proved to be ir"effecti ve 1 because of his posi tiOil in CG binet 1 

it mi~ht be more poli tic2lly difficult to replace him than if he w·ere 
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2 ci>cirmcJl brou:;ht from outside t~1e Cc:-bir.et circle, 

!Jent to unduly ir.fluence r.JODt ::>f tl:.e d.irectors to support lrim ~~t boc:rG. 

Tili s is p2 rti culc r 1 ;' the cc- se if L..e is to recomme:1cl the re-

:1eH2.l of ti:,eir c-.ppointment to c::;over>1me;:-tt, 

b;;s to m2int2.in c:llec;ia:-;.ce to him or face the possible ris:t of losin~:; 

nis job if he vi;;orously clis2:_::rees 1-1itl1 the ,i;·ii.ster OI1 polic; mc-.tters, 

The f2ct is th~t if t~e I iniste~ ic ~ot r.:emoer of the bo2.rd b-.;. t C<·L 

objectively the ;__:ener2.l policies of tl-.e orc:cnir~ztion, this mi,:_-;l1t tend 

to reduce the ch.:--nces of :lie interferin.J u;meccssarily ',·lit;, tile c.; y-t:,)-

c'ay <. dmird.str2tion of tl.e enterpriseo 

serv;;;.nts anc.1 busi>·.esmne>J n~e <:ppoir:.ted 2.s (~irectors of public enter-

the board membership, uiti1 top civil .servaLts functionin,:; c.s c~12irmen, 

co:!tennlc-ted th;--t r.1ore r"on-civil servar1ts Hill be rp-

it lS pla •. :.ed th;;t ir. fuh1re some civil servc:nts shall cm:ti;:1'JC 

to sit 011 the co:crds to pr8tect the ,~overnmel t' s iri terest' i<Hesteri1 

,i:;erir? ousinecsmen c-nd other n.Oii-Offici<:.lS 2.re <ppointec1. 2.S boa~d 

Trzde c.:t!d .si ttinc c:.-s r1on-

votin~ Lo2rc1 memoers> their respm!sibility 

·rbile ti1ere 2.re merits :L. t:re 2fl?Ointme,.t of civil serVcLts on the Jorrc! 

I • J 
·, l; ~ince civil serv~~tc have alre2 theii~ civil service ciuties 

thou ·:ht for their ccldi tionc-l <' 

therefmce? nOrliic.lly be c.p:Joi:.ted ch:o irmcL of public e11 ter-

seco 



(ii) !her. they 2re appointed by office, they mc-y c:t times de­

lez:;ate their duties to their suborG.inates or c>.ssistants. 

One of the advanta::;es of mixed memoership ;:-rran;Jement is th.:c,t while 

the officials c.re tryL1~ to ensure that the bo<rd' s policies c.ccord as 

far o.s possible with n2tional development objectives~ the other members 

are there to ensure that these policies 2.re also in line vli th the busi­

ness expansion 2nd profit-makin"J, consideration - economic viability -

c:s well as bein~ in line with the political and social aspir2tions of 

the people. 'i'he civil service membership also enables the ! inister to 

;;et early information on any decisions }Jhich are not li'.cely to be in 

the lonz-term interest of the enterprise aaG./ or of the St;, te so that 

he is able to brin.:; this to the notice of tile ::;overnment for ur:.:;ent 

remediel 2 ction. The preser1ce of the offici;;ds on the bo<rd <:?.lso me::ms 

thet the enterprise has "friends at court" to pursue their case at the 

official level 1 whenever 2ny fin<ncial or other forms of goven1ment 

support are required; for these officic:.ls e-re now in a better posii:-ion 

to understand the internal operation of the enterprise. The arranGe­

ment also reduces the chances of officials operating ;::s external "watch 

docs" - 2 situation which breeds distrust in the relctionship betwee:::1 

these ,;:;overnment officials on the one hc:nd, and the directors and 

manc-2ement staff of the public enterprise on the other. It thus improves 

the ch;;mces of the ;_;overr•ment and the corporation ::>ersor:nel operatin::; as 

partners in solving the corpore.tion's problems, in planninc its develop­

ment and efficient m< na . .e;ement 1 instead of both pc.rtners opera tins vri th. 

en ima;;inc-ry or real feelin2 thet a ma.ster-servant relc-tionship exists 

behv-een them. 

On bale-nee, the pc:rt-time directorship, consisting of experienced 

businessmen from the private sector, possibly one or two political 

leaders and some top civil servc:.nts from key departments lE~e Finance, 

':':conomic 'Jevelopment ~ Tr2de ar1d Industry~ Agriculture 9 : ror!cs and Trans­

port 9 appears to meet the business 9 political and developmer<t plan ob­

jectives which public enterprises are expected to pursue. It h2s other 

c_dvc:ntc- ges such as economy c~nd the provision of scope for the ini tia ti ve 
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on the m:-n<: ::-;emeut staff of the corporatio;:-~0 :-:ts c:.c1option oy 2 l1Ui.1 ber 

of ffricc:n countries after the failure of a nu~ber of full-time polit­

ic<lly orieLted c',irectorship seems to indicc_te that, subject to loc2l 

mo~ific2tions, it is 2 system th2t h2s a Gri~ht future as a meaLs of 

c:;overr,meat control of its enterprises o 

~or the system to oper2te efficiently 2nd avoi~ some of the pit­

f2lls of the former full-ti1c.e ?Jo2.rds of ~irectors 1 it mi:)1t re -:uire 

hie sup~ort of a number of iEsti tutionso One i:c, t:1e [•:]u12 c;ement ;:ervice 

IJni t ( c~i scussec:l l;- ter ia this d1apter) which ca:c< feed it with ir,forrnc tion 

on tl,e 2dministra_tive, c:ccour~tin3 2nd fiL&ricial problems of the enter­

priseo This Hould reduce the need for personal investi3ations or in­

-:-:uiries by indi vidu2l members of the boc- rd into the activities of tbe 

enterprise, si:.1ce such interfereace tends to irritate the manc:c:_;er;ler,t 

2nd ur,rlerrdne confidence oetHeen the board members and the m2r.2 :::;emeL t 

stc_ff o A:1otber supportin<c; institution is the ?roject Appr< is2l :Jr:i t 

(discussed in Ch2pter VI) which would ::o;ive tLe bozcrd an objective c:_ssess­

me~t of the vic:bility of new projects ~~d the re2ulzr or occc_sionc_l ev2-

luc:tion of existin:::; pr:Jjectso This wmld en2ble the boc-rd to tc:.~;_e full 

2 ccount of serious economic consicerc_ tions rela ti11-:; to developmeilt pro­

jects without beirt,~ cc:.rried auay mc_inly by poli tic2_l c:.nd soci2l consid­

erctionso Another instrument trhich the ~;overnment could use to er1sure 

th2t the Doc-rdsof "irectors 2_ccount adequately to the public sector 

shareholders in the enterprises, is by a system of adequate reportin~ to 

Parliamento As mentioned earlier, the system which appears to be common 

to many English-spealzin8 Africaa 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 government is in partnership with other investors, little 

or nothin3 is reported normally to Parli2ment, on their activitieso 

The annual audit of these enterprises should also be tabled in the House 

of Parli2menL 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 Parli2xoent to seriously 
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deba"te the reports of the various enterprises in which the taxpayers' 

money has been invested. It hc.s, therefore, been suggested that for 

public enterprises in which the government has majority sharesi the 

annual report should not only be tabled but should also be fully 

debated in Parliament. Howeveri in order not to allow the debate to 

degenerate into um<ccessary ~uestions of detail, the opportunity for 

such debates should be provided when the periodic development plans 

and the annual bud2ets 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 governma<t and its other 

agencies. So as not to expose to the public gaze sor.1e of the business 

secrets of these enterprises by means of parliamentary debates, certain 

Members' Questions could be answered in writing by the substantive de­

partments in advance of the debates and if necessary~ with footnotes 

that the Members concerned could meet the chairmen of the boc.rds for 

further information relating to their questions. 

In conclusion, it should always be borne in mind that the real 

purpose of government control of public enterprises is to ensure public 

accountability without impairin:3 efficient m<.magement. Therefore, the 

relationship of public enterprises with various government controllin 

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. 

4. Recruitment and Steff Development 

(a) Staffin~ of Public Enterprises 

The contribution '-Jhich the effective performcnce of the 

employees of ?.L ei" terpri se me kes toHards the success of the or ,zani ccc- tion 

is obvious, :<or the best m< chines could not produce [';Oods c:uc services 

unless they ere properly operated by human bein;is; the life expecta11cy 

of these me- chines 1-JOuh: depend on the Iaan~:er of their operation 2.ud on 
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Hhich technicians mc:int2in c:nd overh2ul them re,zul2rly. Tecnnicians 

re~uire the supervision of competent and t:;uc-.lified mainteaance enJ;i!1eers 

to function satisfa.ctorily. !"or 2s a fc-ctory ouaer in l'li~;eria recently 

discovered~ the absence of a mc:inteno.nce enc;ineer (as distinct from 2 

production er;.;_::ineer) involved the f2ctory in co;1tinuous plPnt breakdowr. 

Hith consec,uent loss of mfn-hours of idle factory hands and of production 1 

until he heeded the advice of experts in the IIie;eric:m Industrial :-evelop-
1/ 

ment Bc.n!' .- The technicic:ns find it difficult to maint2ir1 t~1e plant 

and machir;.ery if the spare parts e-re aot ordered on time by those in 

char,<:;e of the stores. f,s a government department in a West lfricar1 

3tc;te came to reclize, the zbsence of techcically trained store-keepers 

meant that vi tal spe.re pcrts for mechanical pl2nt <nd e-:ruipmer't resulted 

in their lack of mc-intenznce vritb conse·:;ueat breakdovm 2nd nor .. -avcileb­

ility for hiriil~ them out to the fc-rmers under the government's c:gri­

cultural development pros;rc.mme. The products of the enterprise h2ve to 

be disposed of and competent salesme>: with sufficient drive are ileeded. 

Purch2ses, production 9 maintenvnce cu1d sales pro;;rammes as well as other 

2spects of administr2tion hEve to be pl<:rined <:md a forward-loo:;:in:;:; m<:ma­

Jement C2dre is rerfuired. 

::3erious a.ttention should, therefore, be sive:n to the administrc:.tive 

framework a.nd procedure which would ensure that public enterprises are 

able to recruit and retain the services of 1ualified, experienced, 

competent and contented personnel who 2re able to plan 2nd execute the 

enterprises' pro;;rammes so 2s to enc:.Lle these enterprises to continue 

to fw1ction zs viable and/or profitable ventures. 

=n view of the fact ttat 2 r:umber of public enterprises in P.fricc:n 

countries were established at a tir.1e t-~·hen no comprehe1.sive salz.ry 

structures for most of the posts in these orsanizc.tions were in exist­

ence, it wcs r.ot surprisiag that 2 lzr:::;e number of key personnel were 

recruited with szlzries and conditions of service which were almost 

I./ OreHC', ';.), ~ 'eport of the Dublic f\dministrc:.tior:. r ission to 
<i;JeriP (170-::;..:;c;), p, 25. 
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entirely personal to them. These were usu2lly determined according to 

such factors 2S the b;::r,;;cining poHer of tLe individuzl officer 9 his 

relc.tionship with influential members of the 13ocrds of __,irectors or the 

man<eJement end his previous position a11d salaryv !fter bein::; employed~ 

his progress in the service depended sometimes on his perfoni12nce on 

the job or on his relationship with influential members of the ,Jovern­

men t znd the Board of : irectors. This situation tended to Hea!cen the 

morc>.le of the less favoured ;_:,roup &nd tended to encour;:: r;e them to spend 

more time on m2 iataining ,:;ood relationship Hi th il.fluential directors 

2nd senior mzn;:: c;ement staff r;o.ther tiH'n concentrz. tine 011 ililprovin;::; their 

performance on t:1e joLo HoHever 9 at the middle e-nd junior levels 9 s2.lary 

sc2les <Hid other cor.C!.i tions of service ten.ded to follo~J the civil .service 

level)/ Or: the Hhole, c:t ;::11 levels, the opportur.ity for' <.dvi:'ncement 

within the service tei·,ded to depe1~C' on the size of the or =:at j or~ c' r:d 

its SCO;Je for exp2nsion. '?or st;:.ff h'i th sir;1ilar b< c~~ ~~rour.J., com;)eter.ce 

ar1d reslJoasibili tles L:. differer:t e~1terprises established the scme 

~:;overnment,Here "")t usuall~' offere~ ti<e S<:'me remur.er2tio:.:, 9 pc-rtic,Jl;crly 

2t the i1i.~her leveL ner~·uisi tes for senior st2 ff iu the form of free 

housin,:~. electricity 7 water 2Ld trc:nsport constituted a considerc:-ble 

fin,- nci2,l burder" on t11e younc; e>,terprises c These per·:.,ui sites bore very 

little rel? tionship either to the conditions of employme11t in the p<lblic 

service o;,~ in similar pri v2.te enterprisesc 'Jr,ce the staff of one cor-

porc:tion ~rere 
0
iven titese perr·uisites, other corporations follo~·red suit 

and soon every >.eH public enterpl~isc too:: its cue from the ole~ members 

of the group. The side effect of this system is that in some cases it 

has become a means of gettin2 senior staff to sup;Jort some influential 

directors in the implementation of certain decisions which are not in 

the best interests of the corporation. llou, for :instance 9 can a chief 

accountant of a public enterprise be firm in the performance of his 

duties after he has accei:ted irre 1:;ularly the furnish} nc:~ of his private 

quarters at the corporation's expense ? 

1.1 UHECA Heport of the Semin2r on the b:anagement of Public Enterprises, 
Bizerte (Tunisia) (r-59-C4L )-2.0 December 1)62, p. 2~ .• 
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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 T·Jorks, 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 

retirin3 benefits ipso facto, into the corporations' services as well 

2s civil service regulations for handling personnel matters. Although 

these have the advantage of givinz 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

plina.ry action against employees, particularly those ir. the production 

department. A production manc>t:;er, for :i,nstance:, cannot ta!\:e disciplinary 

action on the spot ae;e2inst an offendinG factory or field worker as his 

counterpart can do in a private e11terprise establishment. The result is 

that discipline cannot be adequately enforced and production targets are 

thus adversely affected, particulc.rly if the offending employee has con­

siderable influence over his colleagues. The second disadvantage is 

that some of the staff feel too contentecl that no matter what their 

standard of performc:nce is 9 as lon::; as they can just do enoutsh to keep 

out of trouble, they are assurecl of comfortable retirinz benefits at 

the end of their career. There is very little incentive to attain a 

hi,·~h 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 remar:\:s are not meant to discredit the system of applying 

civil service regulztions to public enterprises but they are only meant 

to shm• 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 manageffient 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 Directors. 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 th~t 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 othersconsider 

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 mane>_ge to have a controlling voice in its management. Jud­

ging from reports of studies and of public commissions of enquiry into 

the administration of various 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 providroa 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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chc>rge. This is why it has been difficult for some political leaders 

and other influential persons in the community to use the public 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 major provisions are automatically 

approved, particularly if they have been previ0usly discussed in high 

political circles. The second reason is that the existence of full-time 

Executive Directors~ especially those specifically assigned with ! .. dmin­

istration, leaves very little room for the general manager and his mana­

gement 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 required for ap­

pointment to each post, any irregular appointment of unqualified 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 thct up to recently there were very feH (if any) such 

schemes of service for corporation staff, there Has little difficulty 

in using public enterprises as avenues for such irregular employment. 

The result has been that tvhile there are some public enterprises' 

employees tvho are qualified and competent in their jobs, there are also 

n lare;e 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 Directors 

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 Hhich Heakens 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. 



- 176 -

''!hat is interesting is thc>t these irret;ular 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 for~otten that even 

in some private enterprises where hi3h 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 required for appointment to management posi­

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 

undulyhigh salaries to attract them to their respective services. This 

has led to a distortion of salary structure of the or:ani~ations to the 

detriment of their financial interests. For 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 1 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 mo~ements are in the best interest of the oreaniz­

ations. The other step is to regulate the levels of remuneration in 

the public enterprise services at a level which allows a reasonable 

mar2in 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.. T!hat is important is the introduction of a system into 

the pa.yment of these remuneration. Nigeria went further to undertalce a 

wholesale review-of the remuneration of staff in the federal public 

corporations. This resulted in scalin£ down these remunerations to 

levels comparable with those in the public services, Objections hc:.ve 

been raised in pOffie quarters th2t this policy does not provide scope for 

the recruitment-of candidates with initiative to assist in the rapid 

development o:f{ the enterprises. Perhaps 1 this is one of the reasons 

why the matteP is bein::-; re-examined by that government. 

It may well be that the Tanz2nian approach will merit the consic_­

eration of any government which intends to introduce a system into the 

remuneration -oJ:- public enterprise personnel. For other things being ec;:uc:l, 

there appears t~ be a case for Givin~ ~ualified anc experienced corpor­

ation staff sli;;htly hi~her remuneration than their civil service counter­

p2rts to enc0urage them to put iG their best (beyond the normal routine 

task perform2rtce) 1 in the development of the acti ti vi ties of ti1eir re­

spective organizc:ttions. :-.:owever, this would be on the understandir:.:z that 

the public enterprises are prepared to ensure that only candidates 1:ith 

basic qu2.lifications and/ or relevant experience are recruited and on a 

competitive basis. For if the enterprises are to succeed as viable 

units, the best available personnel shoul~ provide leadership for thei~ 

various departrr,ents. ~n a:: attempt to achieve this objective, :-:i~e:--12 

hc_s rece11tly est& blished Corpora.tions Service Commlssions at bot]-; t;--,e; 

nco~t:;_onC::_ z.nc.: stat~ levels to handle centrally, tile persoJ..nel ad:;;i.:- is- :·c..-

pr2r:otio:a c..:~--~ ·~isc~"?l ir:2, These COGJi~is3ion.s have similar fur1ctions arAcl 
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powers as the Public Service Commissjon. 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 ma:i1y 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 trainin£. 

therefore~ be too much to expect that all the areas requiring training 

or re-trainin~ could be identified and dealt with in the very short 

run. 1-Jhat could then be a realistic approach would be to identify the 

areas of critical manpower trainin3 needs and to concentrate efforts 

on each of them at a time. For this purpose, each of the large public 

enterprises mit;ht require the services of a trained St;:df Development 

Officer who could work in concert with the [~ana.sement 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 swall 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 oq;;aniza tion as the f:ianagement Service team to render regular 

service and advice to a group of 9 or all 9 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 inst2_nce, although at an all-African Seminar on 

Public Enterprises organi:::ed by the United nations Economic Commission for 

f . l"'h ,l/ " d l l f . fi ric~. 1.11 .:-:Y...r- concel":il w2.s expresse at t11e s1orta.:;e o · /,ccountznts 1.11 

Ui-JEC/. :1eport of the Seminar on the l.lana3ement of Public Enterprises: 
Bizerte (Tunisia) 9-20 December 195~: op. cit., p. 20. 
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African countries and the Economic Commission for Africa was requested 

to assist member States in the establishment of institutes to set stanriR.t·'lR, 

provide courses and otherwise ensure the provision of ad~quat.e nnmLers 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 countries are 

leaving the problem to solve itself over a long period by means of overseas 

training for professional accountants who return home in very small numbers. 

The m"lnpower shortage in this field is so serious that in one country the 

public enterprises are busy encouraging the few available professional acconn­

tants to break their training bonds with the government by offering them 

salaries which are about twice the amounts which the 5overnment is prepared 

to pay them. ~hat 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 costs of their products at regular intervals. It may well 

be th;t 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. 

Hhatever areas of training needs are identified, it has to be appreciated 

that each enterprise has its own peculiar staff development problems as well 

as those which it has; in common with other enterprises. For its own peculiar 

needs, 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 coltutries, 

particularly those connected with the government's partners or with the manage 

ment agents appointed for the enterprise. This is why it is important that 

in selecting these agents care has to be taken to appoint those who can 

adequately provide such training facilities over a long period after the proje0t 

has gone into production; for training has to be regarded as a continuing 

process. For such more general forms of training, as connected with the 
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management staff at the different levels, it might be more economical 

and profitable for the public enterprises to ~o into partnership with 

the private sector in the establishment of management trainin~ centres 

or institutes with the possible support of an international organization 

like the International Labour Organization. Countries like Nigeria and 

~(enya 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 maximiziag 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

icipation in the cowrses provided by a common management training centre. 

In conclusion, it might be emphasized that if public enterprises 

~t to achieve viability and profitability they should orient their 

personnel and training policies more and more towards those Qf private 

enterprises in the fields in which they are respectively engaged. 

5· r~na2eme."lt 

As reports of commissions of enquiry 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 organizations which are usually 

prepared nine to eighteen months after the end of the business year in 

question. These "post-mortem" audits have been found to be fairly in­

effective in checking abuses in the use of the organizations' funds ~nd 

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 th~t countries like Zambia have established 

Central t'anagement Services and Inspection Units and Federal !~igeria, 

an Accounting Inspection Unit (based in the Federal f>,iinistry of Industry). 

The main function of the units in Zambia is to carry out regular inspect­

ions of the financial a11d 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, c~n bring the very serious aspects of 

the reports to the ,.otice of the Boards of "irectors. ~ithout the 

services of such 2 unit the members of the !3oard of ~irectors of the 

public enterprises 2re not in 2 position to knm" of <ny me I practices 

~oin[; on in the d2y-to-day 2dministrc>tion of the enterprise. I:ven 

where some of them .zet ir,telli~ence informatiar. of such ? phenomenon, 

they are not normally in 2 position to carry o~t det<iled inspection of 

the records durin:z: their occasional meetin:-:s. ':hc.t is more, if such 2n 

2d hoc inspection is 2ttempted, the suspicion which the exercise raises 

may destroy the collfidence which exists betweer, the boc- rd c>nd its mana­

:::err.ell t. 

"'or these 2nd other rec>sons, it would be •.1seful for each zovernment 

to consider est< blishin..:; 2 Public ~nterprise 1 .cr;c:._;ement Service, manned 

by specic>lists in Jr,;c-ni?ation e-nd u.ar,a~err.ent ('J & : ) e-nd professional 

accountants with experier,ce e-nd trainin3 ia or;::;ani3ation c:r.d oanc>gement 

wodc. This Service should conduct a planned administrative review of 

the or;;~nization and ::Jar;< 3e'T!er:t of public corporations and enterprises, 

as well as advise and assist in planninJ and OrJ<Llzinc such new orGan­

izc>tions. A planned review er,visa 2es the scher~uled appraise- l of ti1e 

structure, procedures aild mana,_sement practices - the or .;c-ni ~c: tior, <r,d 

man2getnent - of public enter,;rises, to mec>.sure their mar.c>.;emei,t effect-

i ver.ess and overall performance, with < view to achievir._:; i;nprovement. 

It Hill cpprc>ise indecisions, delays, :-:c-.sh ges, z.r,d seeminzly bc:d de­

cisions as well <S complaints e-nd criticisms. ··t will c.nc:lyse plans, 

periodic statistic2l reports, bud::;ets, stc>.1Jd2rd costs, c.ct:1al resJl ts, 

e-nd the forr:Jal means of ratin,3, promoti,·._;, <nd communic2tion bett.reer, 

m<na:;err.ent encl. employees. It will see1c c;r,swers to c: lot of C'uestions. 

Are objectives ar,d policies stc.ted cle2rly, mar:le ;,nowr. to ?rid ur,derstood 

by those who would cc-rry the1r, out ~ :-:s the division of ' . .;ork lo _;ical, 

2ppropri2te and ec;-ui t? ble · Are lir.es of authority 2nd workin rel? tion­

ship <S well as duties and responsibilities cle<rly defined 2nd under­

stood by all concerr.ed ., Are there c:c'equ<>te dece:.trc.li-=atior; <·nd dele­

:.;rtion so th<t timely decisions are m<·de, c.nd rction t?~{er., at the lm.1est 
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possible level, where and when needed -: Pre work procedures znd forms 

simple 2nd sound <::s to enzble better use of manpmver, skills, mc:.terials, 

focilities end other resources .., Are there comprehensive and ec,uit2ble 

performance standards for quantity end ~uality of production -: Is there 

a plannerl pro:r~mme for effective appraisal of results, e.;., audits, 

inspections, st2tistical studies and reports ~- Is there effective per­

sonnel administratior., includin::,;: equitable position clcssificatior;_ and 

salary scales as well 2 s personnel tr<tining and development ~ HoH sound 

<rd effective is the m2n2_cemeilt of supply, forms, reGistry a.nd archives, 

property o.ud space ' Is work simplific2tion e•-.courc.c;ed en~' a climate 

of continuin;:; improvement fostered ~ IIow sound are the budc::;etirl('; end 

2ccountin_s systems 2nd the overall financia.l me>nagement "' 

The time schedule of appraisc:l could be established by a raffle 

so 2.s to .::;i ve r.o reflection on the m?na.gement 2nd performance of 2.ny 

enterprise. c-:nterprises dr2win~~ numbers 1, "? z.nd 3, etc. shall be 

examined in thz.t order, 2ccordin.; to the schedule; when the first round 

of review has been completed, the succeeding rounds will follow the se>me 

sec~uence. The t:;ocl should be that e2ch enterprise should be apprc_ised 

c:.t reasone>bly rec:;ulcr intervals. /,11 the reports of the Public '::nter­

prise l·'anagement ~ervice should be subn.i tted through the chief executive 

of the substantive corporations a.nd companies for e1e simul t2neous con­

sider2.tion of their Boc:rds of '::irectors. The authority iu whose juris­

diction this service is pl<ced should report to the C2binet (throu3h the 

subst2r:..ti ve department), cases Hhere the considerc.tion of recommendc_tions 

of the service h2d not been me>.de within three months of their submission 

2nd Hhere there is ur~due delay in the implement2tion of accepted proposels. 

As a supplementary or complementary a.ction, the auditors should be rer::;:uired 

to refer to the service what they consic.er need appropriate studies within 

its province. The service itself may undertake promotio:r;.al activities to 

encour2:~e public corpor2tions end enterprises to take 2dve>nt2 ge of its 

experience c-md expertise. 

In order tha.t this unit should occupy an independent position similar 

to thet of an c:udit orgc_niz2tion, it is suc:;~ested that it should. be placed 

in ei ti1er the "epartment of ":conomic Pla.r.ninJ: or Finance, whichever m2y be 



sui table to the country concerned. In cour .. tries which cannot afford to 

h<eve a Centr2l ; anc:gement Service for the Public Services and a. sep2,rc:te 

})ublic ':nterprises L'en23ement Service, because of its si::e and economy, 

one Centre l ! enc gement Service mc:y be chzrged with the responsibility of 

performir<J: the work of the two. 

To ma:(e the ; an2 ger.·.ent ,::ervice Ui .. i t to function efficiently, it is 

necessc:ry th2t it should be ,;uided by e set of rules c:nd reJul;c tions. 

~ t hc:s often bee:a said that becc:use public corporc:tions and. enterprises 

c:re operating on 2 commerci2l b,;sis, they should not be constr2ined in 

their operations by ri:;id fin2ncial reJuletions similar to these used 

by government. 'lhile one a,~rees to some extent Ni th this stc:.tement, the 

fzct has to be reco::_;nized that in priv<te business or~ar:i-:;ptions the 

man<: sir<~ directors uf the bi~:; eomp<:'.nies or the proprietors of the sra2ll 

bt.siness houses, Hho hc:ve finaneic>.l st2Jes in these enterprises, c:re 

,;.lso in 2. position to influence their dey-to-day maH;c,sement. t is, 

therefore, not difficult for flexibility to exist side by si(}e wit~1 

efficient fin<r;.ci?l m2n2gemer1t. "7ven Nith this flexibility, most Lr:;e 

public companies h.:::ve certc:.in rules such rs the r,o11-p;:ymer1t of l2r ~e 

sums of money by cash 2nd rules coverinz such subjects c-.s the cor,trol of 

the use of company property. In contrc:st to this, the situc:tion ir, tlte 

public enterprises in which the government h2s substanticl sh2re.s is tLat 

the ceneral attitude seems to have develope<:'. in the developin.:; cou;-.tries 

that the investment in these institutions is not the personcol property 

of any individualo 

:it is then not surprisir .. '; that irre;~ular fin2:::-.ci2l mc:n;c: ::-ssLJmes 

2 me. tude in these public ir1stitutions which is r<.>rely e'"·uclled in 

pri vcte companies, as has been revealed by c:. Humber of commissions of 

enquiry. ;:either is it difficult to 2pprecia.te the need for the ,::~ovcru­

ment to make some bro;cdly outlined financic:l re;:;ulc-tions for ell its public 

enterprises, especi2lly for the control of c:dministr2.ti ve expenc' i ture" 

.:=uch re.:;:ul::- tions could cover the procedure for m2.:.d:1::; bul:, purclu; ses of 

the m2teric.l.s 2.11d [;:)1~ the dispos<e>l of the products of tbc <";-,tcrprise" 

These regul2tions woulc1 
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em•.ble the i anagement Service Unit to relate its c~ueries to specific 

regulctions. This subject would appear to merit serious co:nsideration 

because firms of c:udi tors hired to 2.udi t the <?ccounts of public corp-

or2- tior.s h;;- d in some cases given en excuse for r:ot queryint, some irre­

Jul;;-rities which were subsequently discovered by commissions of enquiry; 

the excuse bein0 that in the absence of finru1cicl regulations, they could 

Lot professionc- lly ~uery 2ny expenditure which hc.d been duly <mthorized 

by the competent authority in 2 corporation • .!./ 

::s 

?:.1 

_f the unit is established it mi0ht find the following procedure 

c useful operational instrument:l/ 

(i) An internal system of control could be established including, 

e.g., measurin~ costs against performance anc measuring pro-

ductivity either in terms of scientific designed standards 

or ag~inst past performances. 

(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 cf standard costin;s. The "principle of exceptions" 

or "manager;;e~t 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 revieH 

and variations in the level of wages and overtime, the rate of 

U;)l:;:c; E,1 "!rt of the ~.e,ninzr Or;. the r:ole of "ubl.ic ~,"terprises i;_ 

Pla11niL_, ;: __ .j ~lan Implementa_tion, ~~;auritius, ,_ September 1:)6;_,, 
Paper by ' 1reHa, G.O, and Mr. f•f.azinge, V.P., .£E..:....El!,, pp. l-16, 

UNECA Report of the Seminar on the Role of Public Enterprises i:::-1 
Planning and Plc.n Implementation, Mauritius, 16-'2.6 September 196~, 
op. cit., pp. 28-zg. 
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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 !vlinisters 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

ditor~ 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 countries, the management agents have been given a considerable 

amount of freedom to determine employment policies. Hhere 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 2.re 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 projectsj 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. ;-.Jhile a plantation owned 

by a government corporation in one country was paying the field workers 

about US.:l per dayj 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 ao 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-!iey" 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 (2s they usually are), they compromise the staffing policy 

first by importing a large number of unnecessary senior expatriate staff 

~•hose transportation, housing and other perquisites in addition to high 

internationally oriented salaries constitute an unduly heavy burden on 

a yow13 enterprise tryinG to establish itself. To obtain support for 

this irregular practice, the management agents are prepared to accomod­

ate some of the local leadinz personalities in recruiting their relations 

irregularly, in terms of qualifications 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. Hhile 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 Management Agency Agree­

ment is being negotiated, specific provision should be included on the 
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number of posts which exp2triate staff would fill and the duration 

of the contract of each of them and if necessary, the possible salary 

ranges as well as alloHances and other perquisites to which each will 

be entitled. These could be rouehly 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 agreemei1t 

should also include the schedule of posts which local under-studies or 

counterparts would held 9 including the programme of the formal and 

on-the-job training as Hell as the possible dates 1~hen they should ta~<e 

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 su3gestion is that management agents, sometimes 

under the pretext that there are no qualified indigenous 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 agents 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 prolressive 

system of salary and wage structures for these enterprises is to obtain 

information on the curreat salaries, wages, and perquisites payable to 

the employees of existing private enterprises in similar or related 

fields within and outside the country (preferably in neighbouring count­

ries), for use in drawin~ up the schemes of service for various public 

enterprises in which the government has substantial shares. Tihen obtained, 

it would be useful in the preparation of personal emoluments projections 

at the time when the feasibility study report of new projects are beinz 

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-



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. Fees for u::,.nagement service sho:1ld be 

based on profit and not, as hitherto, on prodJction. 

6. Feasibility Studies 

As experience in many African countries has shown, m~~y government­

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 oil 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 1 overstaffing with 

highly 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 1 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. 1-lithin 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 a.bove. 

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 undertakin,;; 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 supervisin~ 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 9 the 

need might arise for the establishment of a Project Heview 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 9 in the 

field of agricultural and industrial development 9 is that sometimes 

the experts do not take sufficient cognizance of the social and political 

implications of their recommendations. For instance 9 there might 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 facilitieso 

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. 
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CH!iPThR. \/II I 

FINiU\C:UIL m;)TH'U'~IONS 

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 organized 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 whole, 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 specialization in much the same way as 

efficient performance in the production system is 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 for projects appraisal and viability studies 

designed to aid potential borrowers. Development institutions should 

seek consciously to bring business plans to fruition through the 
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involvement o£ essential management competence, and governments might 

well need to provide a generous subsidy in the early days. 

2. Savinqs Institutions 

Within this group of financial 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 economie~ 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 £or 

medium and long-term financing are inadequate, the result is that a 

critical credit gap develops. 

Insurance companies, especially lire insurance companies, play 

a vital role in mobilizing savings and promoting financial markets. 

Lire insurance companies accumulate large amounts o£ personal savings 

through the sale of lire policies. ~o important characteristics of 

savings through lire 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 o£ 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 

o£ life insurance. Steps should be taken to popularize life insurance 

through education, especially in the rural areas, and through exemption 



from tax of life insurance premiums. Life insurance companies should 

be encouraged and induced by legislation to invest the bulk of their 

resources within the country in long-term assets in form of securities, 

equity shares, debentures and government stocks. In particular, steps 

should be taken by developing countries to discourgge the transfer of 

resources. Of late, a number of countries have insisted on local 

incorporation of insurance companies and have also instituted arrange­

ments for r~-insurance with a go~ernment-backed insurance body. ~e 

fluidity of insurance funds, for example, from one market to the other, 

especially the deve d 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 developing country in that country. 

However, in fixing such proportions, other investment opportunities 

for insur~nce funds should be taken into consideration. In countries 

where long-dated sec~rities are not available, or not readily avail­

able in sufficient quantity and reasonable yields, it would be up 

to the go·Jernrr,ents concerned to de7ise a mutually beneficial arrange-

ment be in mind the capital requirements of the countries and 

the need to employ life funds profitably. 
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National provident funds and other social security 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. Dut the development of these schemes 

has importrtnt 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 National Provident 

Fund was established in 1961 and by 1970 the total net contributions 

amounted to f33.2 million; the fund is now the largest single source 

of long-term savings in the country and the largest single holder of 

government stocks. 

Bui societies are highly specialj zed institutions; the main 

function of the societies 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 societies, or 

housing development boards, or corporations are government institutions; 

since there are hardly any private institutions to meet the credit 

demand in the housing sector, governments will have to establish these 

i~stitutions to provide finance for housing developments. 

Premium bonds, savings certificates, and stamps are all savings 

instruments designed mainly to sevve 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 \·lest Africa in the early sixties and have he d 

to some extent in mobilizing the resources of small savers. 



3 . Investment Institutions 

'The objective of development banks is to provide medium 

long-torm fin~nce for productive investment. 

lopment banks in developing countries should not be content to 

serve merely as baLks but as development agencies; the dual nature 

of their function calls for a combination of banking and development 

criteria for guiding their len and investment icies. There 

might well be projects which are "bankable" but which may not satis 

the criterion of "development" from the point of view of their 

and economic significance. Unlike other financial institutions for 

which earn are the exclusive test of economic efficiency, deve 

ty 

ment banks need not reduce all the ingredients of investment decisions 

to a single measurable standard. As banks, they are primari con-

cerned with the financial results of investment; 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 deve nt 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, agric~ltural co-operatives, market­

co-operatives and consumer co-operatives are established for pur-

poses of provi savers 1 credit, sales and purchase facilities; they 

constitute an ade~uate form of co-operatives for people living in rural 

areas given competent and honest administration. ience in a number 

of developing countries has, however, shown that 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 

development. 

Agricultural credit is uni~ue 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 

is often difficult to execute; and the difficulty of transmitting 

modern techni~ues, required to make effective use of financial resources 

to a multitude of small farmers, makes the problem of farm credit 

exceptionally difficult. It is 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. 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. 



:'J.. Capital Jviarketinq Institutions 

The stock exchange is the best known in this group of insti Lnli.uH:::. 

The main purpose of a stock exchange is to provide an efficient 

market for the purchase and sale of sec;;.rities. It provides an avew.H:: 

for easy contact between those who have scc:n:L tie« 

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 -:hey 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 opera­

tions of stock exchanges have to be guided by governments. The 

)attern of investment in the past had been such that developing countries 

1eed to take active interest in the ownership and price of shares as 

Nell as the transfer and sale of a good proportion o£ old and new 

~ssets to citizens of these countries. Because of the liberal indus­

trial policies of most developing countries by way of pioneer tax 

~oncessions, 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 

conc~rns 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 \ifould be to make c;:uotatioE 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 -i_n eacr. 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. Tae degree of go-

vernment and central bank involvement in promoting the grO\vth 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 be borne in 

mind that no economy, whatever its orientation, remains unregulated 

either by direct intervention or partnership participation. In the 

circumstances of most African countries 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 

p~er. 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-



loping countries, deliberate s s have tc be taken through the ins-

trumentality of the central banks tc create such markets, where they 

do not exist, and to prornote their development and efficiency, where 

they do exist but are ineffici~nt or inade~uate. 

Collaboration with foreiqn financial Interests 

vvhile central banks s!lould be the centre of organic growth cf 

financial institutions, the structural, directional and supervisory 

development of such ir.titutions will depenc':. on a number of factors 

that tend to combine efficiency with e.conomic development. In this 

connexion, the governr:1er1ts of develo ng countries should evolve a 

conscious policy designed to atout an orderly 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 promotins- industrial and cormnercial 

growth ought to be pursued in the spi r:: t c :f ur:ders tanding and co-

operation wit~ established interests. The ;::ractice in some commercial 

banks, especially foreign-owned banks, to discriminate among borrowers 

both in the terms of structure of their lending and in the nationality 

of borrowers need not provoke rigid control or outright nationalization 

of these banks. Often, neither rigid control nor nationalization 

proves the correct remedial measure for the ailment which one seeks 

to cure and there have been instances where the medicine prescribed 

was known to have killed the patient. 

One of the criticisms agair:st corlmercial banks is that they 

concentrate their activities in urban centres. But banks follmr 

where there l business; and until such business exists in rural 

3ry artificial distribution cf bur:ks by means of 

government commercial banks will amcunt to the transplanting of a 

few trees into a wind-blown desert. .•n order to fill genuine gaps, 
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the Eostering of co-operative societies and credit 'E.ions by small 

savers \vill help provide funds for small-scale i!l.dustrial and agricul­

tural enterprises which will in turn open up rural areas to business 

and commerce. 

The extent to which go',rernments can participate in the establish­

ment of financial institutions will depend on the rapidity with vrhich 

exist ins-:itutions and their management can meet the pace of deve­

lopment and operate within the framework of declared objectives. In 

the £iel~ of commerce generally, business interests which make little 

or no contriL'J.tion to resource rase of such economy are dictating 

the pM.ce of governmental intervention in a number of developing co\<n­

tl'ies. This is particularly true of a large part of internal trade, 

and also of some key sectors of the export trade. Large combine~ not 

only sell wholesale but also engage in retail trade through their 

chain of department stores distributing both imported and locally 

produced goo<is. In the export sector, mining operations are owned by 

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 judirious 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 good\,.ri ~ 1 

of the private sector which is vital to management competence and ~Le 

flow of investment funds. 
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CHAPTER IX 

CONSULTATION HITH THE PRIVATE SECTOR 

1. 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 carne to be taken seriously in practically every English­

speaking African country south of the Sahara, the role of the public 

sector WRS 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. Even in a socialist­

oriented economy like that of Tanzani8, apart from the recent establish­

ment of a number of new industrial and agro-industrial 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 people and genera­

ting enthusiasm in the business communitylf 

In the circumstances, it has to be admitted by national planners 

in Africa that the private sector's economic decisions would affect 

j} United Nations Economic and Social Council : ~iorld Economic Survey, 
1966 - Part I - Implementation of Development Plans - Problems and 
Experience, page 37. 



- 202-

the course and extent of the implementation of public sector pro­

grammes. In the first place, the private sector ~upplies substantial 

proportions of the capital goods such as plant, machinery and cement, 

which the·~ublic 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 such issues as 

the provision of import licences for the importation of adequate sup­

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 indication of the extent 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 meet both the needs of the public and private sectors. What 

could happen in the course of implementation of the national plan pro­

grammes would be the creation of supply bottlenecks which 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 o£ 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, therefore, reasonable 

to take the possible distributors of these products into confidence at 

the planning stage so that they may be in a position to adjust their 

own programmes to facilitate the distribution of the products accor­

dingly. For example, for failing to undertake 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 production of 

drums being far in excess of demand at a time when the oil companies 
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in the country were importing oil in drums. It was only as a result 

o.f a 11 post-mortem" consultation with a major oil company (a.fter 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 o.f 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 to .face the realities o.f the situation. Tne .fact is that 

short o.f a complete or partial ban on the importation o.f competing 

goods, as happened in Nigeria during the civil war, it is generally 

dif.ficult to convince many consumers to patronize locally manu.factured 

goods just coming on the market (even i.f they were cheaper), without 

the support of the large commercial undertakings. It is .for this rea-

son that the management o.f a textile .factory in a West A.frican State 

decided to enter .into an agreement with a restricted number o.f lar·ge­

scale textile merchants to purchase over 80 per cent o.f its products 

directly from the manufacturer for distribution to petty traders. 

The factory refrained .from advertising its products; nevertheless 

the dealers received large orders from the petty traders for these 

goods in the belie£ that the materials were imported .from abroad. The 

1/ A Report on the Administration and Operation o.f 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 di££iculty in disposing o£ its pro­

ducts. In the same manner, the Sierra Leone Forest Industries Cor­

poration has been disposing o£ 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 a££ect the public 

sector's an implementation capacity are via the levels o£ invest­

ment, profits and employment. Owing to the absence o£ reliable data, 

most o£ the recent national development plans o£ the African govern­

ments are only indicative o£ the development trends in the private 

sector; planners make assumptions on the possible growth rates o£ 

savings, investment and employment usually with little or no consul­

tation with the private sector. With the limited expert manpower 

resources available in these countries, while it may be too much 

to expect accurate and reliable statistical information in all the 

fields o£ private sector activities £or planning, a possible first 

step could be taken by selecting a £ew key industries £or more com­

prehensive consultation with a view to obtaining data on the planned 

and achieved growth rates in investment, employment and profits. The 

result o£ the analysis could provide more reliable guidelines £or 

possible modifications o£ the existing plan targets in respect o£ the 

development revenues anticipated £rom customs duties on imports o£ 

raw materials and equipment, and on exports, as \vell as in respect o£ 

tax revenue expected £rom company profits tax and on income taxes £rom 

the increased industrial labour force. 

Looking at the other side o£ the picture, the provision o£ public 

sector in£rastructural services a££ects the si o£ private sector 

projects as well as o£ the public sector key agricultural and agro­

industrial projects. As the location o£ 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 

is desirable 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 government 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 established 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 

projects. 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 responsi le for the plantation not 

going 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 

East 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 \JFst African country had consul ted 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 leading entrepreneurs in such sectors 

should be briefed on the government 1s intention, and, if possible, 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 pr0duction points as well as the extent to 

which private sector decisions could affect the course of implementation 
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of the plan. \f.hereas 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, Mininq and Commercial Sectors 

In a developing country with limited number of industries, it 

might be useful, 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 also be established with a few key 

commercial organizations which are leading distributors of some major 

products, the non-supply 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 1s 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 these sectors could be appointed to the National Planning 

B0 ard 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 should 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 1s objec­

tives. 

In view of the slgnificant role which the mining industry is 

playing ln 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 executive of 

one of the mining comp~nies as the Chamber's representative on the 

National Planning Commission or Board. 

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 I, and by additional ad hoc consult on with particular 

groups affected by the activities of any large-scale industrial venture 

being planned or promoted by the government, e.g., iron and steel 

rr.ill. In the•e committees, it might also be necessary to have represen­

tatives of small-scale 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 country's gross domestic product. Thi' 
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would enable them to benefit from the experience of the more developed 

industries in ~he economy, through the exchange of views at the com­

mittee meetings. It would also give them an opportunity of putting 

their views acros~ to the government, on ways and means of ensuring 

that they are given ade~uate 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 competition 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 production 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/or exploitation of each mineral product, e.g., oil, coal, 

iron ore, etc. This is because each of these minerals has its own 

production and marketing problems which the planners would want to 

be fully ac~uainted with in designing the national plan. 

As the multi-sectoral committees consist of experts, the govern­

ment should lay down broadly the ~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 Agriculture 

could not analyse the annual financial report and balance sheet submitted 

by a plantation company in which the government had a substantial share ? 

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 

send 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 rr:ining and commercial sectors 

could cover the provision by 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 maintain 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 is 

maintained between reasonable profit margins, based on efficient prJl 
duction and marketing methods, on the one hand, and the price levels 

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 

"oldern 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 goa1could 

be to ensure the existence of stable wage levels in the industry during 

periods of difficult local and foreign market conditions. If these 

11 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 of£loading part of the 

labour force in the ailing section to other industries. In addition, 

the government could provide in its plan £or the sponsorship or pro­

motion o£ new industries in depressed areas to absorb the redundant 

personnel. Through consultation, the industries could be persuaded by 

government to provide £or the technological and management training 

o£ indigenous personnel £or the localization programmes in the indus­

tries in the country. This would include internship and practical 

training £or students in the higher institutions o£ learning as part o£ 

the academic courses. 

3. COnsultation with the Aqricultural Sector 

Consultation with the agricultural sector poses more formidable 

problems in many African countries where the bulk o£ the agricultural 

production is in the hands of peasant farmers scattered all over the 

country and engaged in the cultivation of a wide range o£ crops. In 

some of the countries, apart £rom the Co-operative Movements (which 

are fairly well organized in countries like The Gambia, Tanzania and 

the States in Southern Ni a), there are very few farmers' organiza-

tions which are operating with the main objective o£ improving the 

production o£ particular crops. The situation was complicated by the 

existence, a few years ago, o£ politically supported farmers 1 alliances 

or £armers 1 councils in some West African countries which were mainly 

interested in giving open and active support to the political parties 

in control of the governmentso£ the Stat~concerned. Their political 

involvement discouraged membership o£ progressive and business-minded 

farmers, with the result that the leadership became very weak, and not 

truly representative o£ the farmers' interest. 



In this sector, however, consultation could be on two or three 

levels, one on the National Planning Board/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 1 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 into 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 period to another dep8nding 
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upon the particular crop, the production of which is being given 

priority attention during the period in question. Experts 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 aLd future problems of the disposal of these crops might 

help in re-adapting the production programmes and techni~ues 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 an~lor increasing the supply of the raw materials in ~ues­

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 geographical area, apart 

from the major crops, there are many crops being produced on a mixed­

farmin~ basis. A possible course of action would be for the government 

to zone the State into broad agronomic areas, roughly on the basis of 

specialization of existing major crops and on the potential production 

of crops which would be of importance to the national economy in accor­

dance with the plan objectives of diversifying the economy, e.g., tea 

production in ~auritius. 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. 

'lliere may be the need to adjust the areas of the Department of 

Agriculture field circles at present based mainly on existing political/ 

administrative boundaries, if these are not co-terminus with the propose 



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 representatives of the 

farmers engaged in the production of the major crops in the zones. 

'where these are not properly organized jnto farmers r unions, this 

arrangement would encourage the formation of the unions of farmers 

engaged in the actual production of major crop(s) of each zone; for 

it would now be possible to identify the bona fide farmers in relation 

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 the case under the umbrella of 

the multi-purpose farmers 1 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 so specialized that non-bona fide farmers would soon lose 

interest in the organization. 

The agronomic zones would enable applied research programmes to be 

implel'll<!r ... ted ef'f·ect,rTely ·wi-tt>.,ir.-defj..ned ~·~• s.imilar conditions, 

and facilitate_ the exchange of ideas and ex~,.,'i.-ence between the .field 

research workers and the farmers. Fo;r }_J.: is possible that by the appro­

priate modification o£ the principle ~f modern techni~ues of local pro­

duction, the best results might be achieved in the long run. 

The agronomic zoning organi~3tion would facilitate a more com­

prehensive arrangement to be ~e for the distribution o£ fertilizers, 

insecticides and equipment t-::1 the farmers engaged in the production 

of major crops. This might involve the submission of practical pro­

posals for the siting of t·ural depots at strategic points which would 

enable farmers to collect their materials and equipment £or their 

farms. It might .further necessitate the construction by means of 

communal efforts, of some roads to facilitate the distribution of these 

materials and e~uipment. 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 •ubsidized prices) is that either the 

local farmers are not aware o£ 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 o£ 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 o£ 

such facilities would further enhance eyacuation and marketing arrange­

ments for the particular product. 
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\fuatever the basis of zonal and sub-zonal consultations might 

be, the headquarters organization of the department(s) responsjble 

for the various facets of agricultural production should be prepared 

to delegate powers to the field staff serving on the zonal 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 consultation with the local farmers, 

does not rule out the possibility of the worthwhile existence of 

multi-crop zones. It is 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 geo­

graphical circles of the Department of Agriculture is headed by a 

Principal ;gricultural 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 Planning, and Training and Special Services. 

The Principal Agricultural Officer in charge of the circle co-ordinates 

the activities of the six officers while allowin~ them to exercise a 

measure of freedom to communicate directly with the respective Divi­

sions at Head~uarters on urgent issues, particularly those related to 
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t:1~ i r operational activi ties.1!' The architects o£ this new organi-

zation have, among other things, provided the Field o££icers with 

the scope £or a specialist approach to the peculiar problems in their 

respective Fields in order to minimize the chances o£ the Principal 

Agricultural 0££icer creating a bottleneck to the quick solution o£ 

these problems. 

The subjects £or consultation could include traditional and 

national constraints to the production o£ particular cropR, plant 

breeding, the application o£ modern production techni~ues (including 

the use o£ Fertilizers) storage, distribution, and marketing problems 

and possibilities, and the provision o£ agricultural credit; land 

use, soil erosion, water conservation, weather conditions, insect 

and rodent control. Other subjects £or consultation are those connected 

with in£rastructural Facilities £or transportation o£ agricultural 

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 o£ trade unions on the National 

Planning Board and onthe Consultative Committees, a number o£ questions 

have been raised. One is that in a country where there is no single 

central Trade Union Congress, there is the di££iculty o£ determining 

the basis o£ representation on these planning bodies. The second is 

that trade unionism is still in an evolutionary stage in a number o£ 

AFrican countries, and as such, it is di££icult to provide responsible 

representation on such a high-powered body as the National Planning 

y' Orewa, G.O.: Report o£ 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
1
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 

th~se 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'~ 

reluctance to yield to pressures for the arbitrary use of direct 

anti-inflationary instruments, such as price control of many consumer 

goods, is based on the government 1s realization that it lacks ade~uate 

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 

s~gle national labour movement, there is the possibility that if pro-

vision 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 to the National Planning . . 
Board. 'An alternative interim solution, which could meet the problem 

of responsible representation, would be for the government to use its 
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initiative in appo~ting 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, government should ensure 

that he is someone who could adopt a reasonable attitude to the 

mutual problems of development planning and implementation and would 

exercise restrai~ in dealing with government and employers 1 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 implementation. 

As far as possible, each National Union having the support of 

the majority of the employees in any industrial or commercial sector 

should be represented on the multi-sectoral committee which has a 

representative of the respective employers 1 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 



- 221 -

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 ill­

effects of excessive wage claims which are out 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 migl1t adopt dir~ measures 

of retrenchment - all to the detriment of those affected. If, 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. ln 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 
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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 manner 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 

RESS.I\RCH FOR NATIONAL DBVELOPHENT 

1. Introduction 

A country 1s natural resources are its potential sources of 

wealth. The rational development, conservation and utilization of 

these resources constitute a major pre-re~uisite 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~ 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 became the 

responsibility of African countries. For rapid economic development, 

there is urgent need for these African countries to transform their 

natural resources into products demanded by national and international 

markets. This transformation requires urgent and integrated research, 

studies, inventory and management of the natuxnlresources based on 

modern advances in science and technology. 

]/ Guidelines for the Application of Science and Technology to Latin 

America Development: UNESCO 1965, p. 81 
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It is, therefore, necessary for ~crican countries to take 

action to strengthen the act 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; 

increasing accesibility of modern and efficient tech-

ni~ues of research t~ the countries; 

(iii) developing programmes for the education and training t>f 

essential manpower for research and the application of 

science and technology to the problems of economic deve-

lopment; 

(iv) devising practical ways of assembling and utilizing data 

at present available but widely scattered and hardly ever 

used. 11 

2. Agricultural Research: Need and Scope 

One of the common features in the development plans of many 

African countries is the inadequate resources allocated to such 

research as is directed to the production, 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 

1/ Gornung, Michael B.: Some Problems of Natural Resources for 

Development in Africa; (M69-1862), p. 90. 



food technology and pastural improvementJ! This phenomenon can be 

traced to the history of agricultural research in many ex-colonial 

A rican countries. Agricultural research started seriously, first 

during \v'orld i!lar II, when the metropolitan powers saw it as a means 

of increasing the production and improving the ~uality of such cash 

crops as cocoa, palm oil, cotton and groundnuts, which \vere all 

re~uired in large ~uantiti8s as part of the War effort. R~search into 

local food crops and animal production lagged behind. The only notable 

exception was in ~ast Africa where the colonial government was anxious 

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 3ast 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 

African governments partly because their financing had been tied to 

the organizations responsible for marketing the particular export 

crops. For instance, the Cocoa :R.esearch Trts ti tute of Nigeria and the 

Nigerian Institute for Oil Palm Research, are financed from the funds 

obtained by the various ~arketing Boards in the country for cocoa and 

palm produce marketing. Other examples are cotton research in Sgypt 

and SC~dan, 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 foreign exchange in 

two ~·lest African countries, nevertheless, in one of these, there is 

no national institute devoted to rubber research and development, 

Cooper, St. G.C.: 

tural Research 

Policy and Manpower Issues in African Agricul-

The lications for \frica (iVC69-ll25), 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 (especially tho~e ro»sumed locally) 

and animal production received very little attention until after 

independence. Jn seeking ways and means of conserving their foreign 

exchange earnings for financing development projects, independent 

African countries discovered 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 camp~igns 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 ln 1966. In Kenya, it also led 

•) an increase from 86 ,9 00 tons 23 5, 000 tons of maize produced 

and marketed between 1964 and 1967~ 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, 

1/ United Republic of Tanzania: Second-Five Year Plan for Economic 

and Social Development, l July 1969 - 30 June 1974: Vol. I -

General Analy5is, 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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11 are expected to exceed 1,660 Kg. per hectare by 1972 • A similar 

effort in rice production in Sierra Leone reduced its imports of this 

commodity from 28,000 tons in 1966/67 to about 10,000 tons in 1968/ 

6~ In the same manner, Ghana was able to increase its domestic 

fish catch from 57,970 tons in 1962 to 91,613 tons in 19642( 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 self-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 

11 Cooper, St. G.C.: Agricultural Research in Tropical Africa- An 
Introduct,ion (East Afri.can Literature Bureau, Nairobi) (M69-2996), 
p. 86. 

1/ Orewa, G.O. and Kallaghe, C.A.: Public Administration Mission to 

Sierra Leone, August 1969, (ECA Document 70-1915), p. 21 

l/ Republic of Ghana: Economic Survey 1964; (State Publishing Cor­
poration (Printing Division) Accra, 1965), p. 71. 



t~1e poultry industry in som2 l'st "ifr.ican 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. 

Even the¥, owing to the initial pro8lems of co-ordination in raw 

material purchasing and storage arrangements, production fell short 

of local requirements in a country where there is usually surplus 

maize crop during the harvest season. 

1ne question is sometimes raised why private organizations 

directly benefit 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 industrial undertakings in the developed 

countries. It is known that peasant farmers in many African coun­

tries are not properly organized into National Farmers 1 Councils. 

The Co-operative Movements still do not have the membership of the 

majority of the farmers in any country. \vi th 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 1 unions) undertake on their own or organj, z research on 

a modern scale. The point need not be forgotten that basic research 

does not eld 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 promising 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 

sup+ly at reasonable prices. This in turn means that as far as pos­

sible the country should be self-sufficient in the production of basic 



229 

food items. With the pressure on available good land everywhere, 

in order to achieve maximum production to feed tbe 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 ''FAO 

estimate of calorie and protein s~pplies 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 g 

protein per day, of which up to one-fifth may be ani~al protein 

(compared with 80-100 g in richer countries, of which two-third 

may te animal protein)"J./ 

some of the basic food crops of the ~frican countries are 

of little or no interest to the economies of the developed countries, 

especially as such crops do not enter into the export market, foreign 

research 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 s~pply of 

these 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. One 

is the great waste during the harvest season when a good deal of the 

produce is lost long before the "hungry season"_g( ~.' 0t~1er is t t: 

Coo p e r , S t . G . C • : .2.£ ' p. 93 

in 

2/ "Hundry season" is generally used to describe the 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 

hungry season £armers and other consumers have to purchase the limited 

available quantities o£ the same crops at much higher prices. What 

makes the situation pathetic is that this is the season when the £armers 

really require more rood to enable them to do the heavy £arm work 

connected with planting and the maintenance o£ their £arms. Quite o£ten 

they lack the means to purchase adequate supplies to meet their needs. 

This situation militates against the e££orts of the government to 

ensure the maintenance of reasonable and·stable real income o£ its 

citizens in the various sectors o£ 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 o£ 1 per cent in the average income per c•pita 

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 less 111( 
The government's interest in research into soil conditions and 

other geographical £actors a££ecting the production of cash crops is 

needed to enhance the output of these crops, both as a means o£ increa-

sing the level o£ national income and of the foreign exchange earning 

capacity o£ the country. This leads us to another consideration why 

the government should accept responsibility £or intensive agricultural 

research. 

During the last few decades, the far cry "to return to the land" 

h•~ had little or no e££ect on halting the movement o£ rural population 

1/ 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 is the 

lack of application of tested and improved agricultural inputs and 

techniques. One of such inputs is fertilizer. For example "the 

European farmer uses on an average over %20 worth of fertilizers for 

each hectare of land, and adds to it other 1current 1 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 1 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 Kg. per hectare compared with 2,580 Kg. per hectare in the 

Unite1 States£( Hence what is important to the African farmer and 

which can tie him down 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 

1/ Cooper, St. G.C.: £E cit, p. 115 

y Cooper, St. G.C.: £E cit, p. 103 

\ 
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town. T'1is cannot be achieved unless more intensive and beteer 

develoom~nt-oriented research, the aoplication 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 beeL 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 availabili of intermediate 

soil maps which could be used by district planners throughout the 

country in advis the local citizens on the best agricultural and 

agro-industrial schemes on which to embc'r~ What, therefore, 

often happens is that there, as in other ~frican countries, the farmer 

has to operate on the basis of the "trial and error" experiments 

made other farmers in the area in deciding on 1-llhat of farrr. 

to establish. 

There is also the need to devote some resources to the develop-

ment of hybrids of crops and livestock, using the hi lding 

imported strains to cross-breed with local low-yielding ones but which 

have better resistance to local diseases and weather conditions. For 

example, Kenya'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 

new high priced seed each year~~ 

Orewa, G.O.: Report of the Public Administration Hission to 
Nigeria (M70-786), p. 17 
Cooper, St. G.C.: op , 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 control of pasture land, use of balanced mineral fertilizers, 

pest and disease control, development of fisheries, forestry and 

forest products, climate, soil and water, p~per adapta•ion of produc-

tion techniques to the environment, the scope and application of power­

assisted farming (including bullock farming), the preservation of 

crops,foodstuffs, ar.d animal products. For example, in Ethiopia it is 

proposed to create a Water sources Councill/to advise the government 

on all aspects of water resources development and administration. In 

Mid-Western Nigeria a soil laboratory has been established by the 

Department of Agriculture mainly for soil research£( 

3. Industrial Research 

Industrial research is 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 production 

of very elementary handicrafts for household use. Beyond these, 

very little attempt was made at large-scale production 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 

1/ UNECA: A Work Plan of Action, Ethiopia, Survey of Needs and 
Priorities (M70-58l), p. 23. 

g/ Opewa, G.O.: Some Aspects of Development Planning and Adminis­

tration in Africa (M70-786), p. 19. 



firms usually as subsidiaries to the 'p~rent 1 factories in Surope 

or America. Tnese 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 countries~ In fact, it was only after \vorld War I I 

that some half-hearted attempts were made by the foreign firms to 

establish some local industries, usually for the production 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 1 laboratories for industrial 

research to meet their local production proble~s such as those arising 

from machine design or utilization of raw materials. 'l:'his was done 

mainly for reasons of economy as it 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 required for industrial ventures are 

such that so far, there are still very few large industrial under-

owned ':Jy African businessmen in countries with 'mixed' econo-

mies. It is, therefore, not difficult to appreciate why, apart from 

a few government industrial research centres fori the development of 

local products, very little has so far been done in the field of 

industrial research in most African countries. 

y Lugard, I.ord: The Dual Handate in British Tropical Africa, 

pp. 615 and 617 (Frank Cass and Co. Ltd). 

Perham, Margery, Native Administration in Nigeria, p. 62 (Oxford 

University Press). 



It should be the role of research to provide guidance in the 

choice and adaptation of modern technology to the industrial problems 

of ~frican countries. This may be achieved by (a) Adaptive research 

which is concerned 1.rith 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 ade~uate 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 

.11 operations in most countrles . 

J/ Akinrele, I .. : Priorities for Industrial Research in Nigeria: UN 
Industrial Research and Development News, Vol. V No. 1: 1970 

(T ER.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 resm-.rces 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. If 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. Sven 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 is approximately 1:1.5, although the position is heavily 

weighted by Ghana and Nigeria, whose proportion of the total number 

of nationals accounts for apprximately 42 per cent. Tn eleven Sast 

Afrjcan 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 80 to 99 per cent of these 

workers appear to be nationals' of the countries concernedl( As some 

1/ Cooper, St. G. C.: .2..E. cit. pp. 13 5-142 

-
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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 science teaching in secondary schools, the creation of voFa-

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 i~ the sciences and effective 

scienc~ teaching in all secondary schools; 

(ii) 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 
y 

research . 

1/ Gornung, Michael B: op cit, p. 28 
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5. FiE~~cing and Establishment o£ Research Institutes 

There are various methods o£ £inancing agricultural research. 

Where there is a large number o£ small producers who sell their crops 

to marketing organizations, e.g., central marketing boards or the 

industries which utilize the raw materials, it may be more convenier.t 

£or the marketing organizations or industries to provide block grants 

£or central research institutes on the basis o£ the volume o£ produce 

handled or utilized by each o£ them. For instar.ce, in Swaziland the 

financing o£ 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 Governmen tl( In other 

cases,the £inancing o£ research may be done on the basis o£ t~x on 

production, especially where there are many large producers or where 

there is a Central marketing agency. For example, in Mauritius, research 

2! 
1s financed a cess on each ton o£ exported sugar~ 

Each country should decide on the methods of raising funds £or 

research that is most suitable to its condition. In respect o£ export 

crops, while either cess or block grant made through large central 

marketing organizations or industries utilizing the products might 

be a convenient means o£ £inancing research, nevertheless in the case 

o£ £ood and animal products, consumed locally and produced mainly by 

small-scale £armers, this method o£ £inancing might be either imprac-

ticable, cumbersome or expensive. This is so because o£ the absence 

o£ central marketing organizations £or most o£ these crops, especially 

in the West African countries, and hence such taxes mi t have to 

1/ CooDer, St. G.C.: op cit, p. 118 

.2/ Cooper , S t . G . C. : .££. cit , 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 re~earch as well as to supplement 

the proceeds of cess and grants for cash crop research, on the basis 

of the recommendations of its National icultural 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 4frica bears direct 

relationship to their rate of industrial and economic development. 

Although there is still the lack of adequate research and development 

infrastructure in African countries which limits their capacity to 

adapt, utilize and improve on imported technology, it should be 

realized that if these countries are to reach the stage of self-

support 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 government 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 factories. 

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 at competitive rates of returns on investment. It is here 

that the government might find the need for a National Science and 

Technical R~search 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 governments 

should encourage and offer financial assistance to businessmen and 

technologists (particularly the indigenous ones) to establish indus­

trial research services. One 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 ~uality and at the same time ensure that consumers were getting 

finished products of good quality, especially in comparison with that 

of imported commodities. 

The government could also, in partnership with private companies, 

promote research in the utilization of the country 1s mineral resources. 

Mineral resources are assuming increasingly important role in the deve-

lopment of many African countries. Development of these resources 

re~uire a comprehensive survey and evaluation. There are obvious 

difficulties to t>.1e rapid recovery of new mineral resources, such as 

lack of capital and local expertise. The crucial 'factor, however, 

lies in the establishwent of effective research organizations to carry 

out investigation directed to the exploitatio~ 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 

abroad in the field of geological exploration and mining exploitationl( 

6. Co-ordination of Research Activities for Development 

One of the obstacles hindering the acquisition of existing or new 

knowledge and the adequate utifization 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 

1/ Gornung, Michael B.: £E cit, p. 69 
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establishment of a ~part~~nt cf Srientific ~esearch to co-ordinate 

all scientific research in the countr~ 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 prciects 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 ~chemes. 

In deciding to offer leadership in development research, the 

first problem which the !OVernment has to face up to is that of co-

ordi~ation of the activitie~ of the existing research organizations ln 

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 \vest 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 existing research organizations are not 

keen on giving up their independent status. It is, however, encoura­

ging that countries like Ethiopia~ Nigeria and the countries of the 

.1/ Gornung, Michael B: .2.E cit, p. 13 

~ United Nations Economic Commission for Africa: World Plan of 
Action: Ethiopia, Survey of the Needs and Priorities, (M70-58l), 
p. 21. 
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East ~frican Communi•y have set up na.ional or multinational Scientific 

and Technical Research Councils (including Agricultural Research Coun­

cil~ consis•ing largely of scientists, technolo~ists, and government 

officials to co-ordinate and promote the various aspects of scientific 

research. 

It is necessary for each Council •J 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 techni~ues by the local farmers. Occasional 

publicity of these results by the department responsible for agricul­

ture and natural resources wouldnot 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 lS 

to ensure that resources are judiciously distributed to r~$earch in 

various fields in order to ensure a balanced ievelopment of the economy. 

The situation should be avoided of concentrating, for instance, on 

export crops at 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 



1966 whereas ric~ imports for the period 1963-65 represented an 

average foreign exchange of over US 2 million. 

All agricultural and industrial research organizations in the 

country which are owned or d by the government should, at the 

stage of the formulation of the national plan, submit their development 

proposals, indicating their ies, to the National Science and 

Technical Research Council. The Council would examine and relate pro-

posals in the agricultural ~ector 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 

executitn of research programmes and projects fi~ally approved, the 

annual budget of these research organizations should be submitted to 

the ~ppropriate 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 various sectors of the economy. 


