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PLAN CONTROL aN1D. ELPLu;mu TATION: 4 DIAGNOSIS

A comprehen31ve evaluetlon of target fulfllment of Afrlcan develop—
- - ment plans remains “to be undertaken, but irom the fregmentery 1ndloatlons
available it would appear that the reallzed rate of expanSlon of natlonal
incoms in many ‘countries has been lower than the env1saged._ In E__
oepita terme this 1ower rate of expanelon is even more ev1dent., In .
many- of the ' avallable documents, 1nclud1ng euoh reports ae ex1st on -the
implementation of plans, stress is 1a1d on the need to 1mprove admlnl—
fstratlve oraanlzatlon, preetloee and procedures if there 1s to be any
real hope of plans, programmes and prOJects being reallzed. In a
nyumbeyr -of - cases, administrative weaknesses have been cited ds the prln—
cipal:cause of failure to meet targets and to oomplete progecte."In'
thege oircumstances, 1t is somewhat surprising to note that in relatr-
“”Vely few 1nstancee has a definite plan been made for admlnletratlve '
- improvement,: co—ordinating administrative needs with the requlrements

of development as well as providing for general increase in efflclenoy.

7 bfiectzve admlnlstratlon is part of the 1nfraetruoture neoeseary
for development plannlng and 1mp1ementatlon.' When development plane
are belng prepared, one of the prlme oon81deratlone should be whether
the general level of administrative competence in the oountry is euf—
| ficient to‘offer reasonable expectation of fulfilment of the'ﬁlahs.

f .Care must be taken lest'development plans develop into purely formal

i documents, embodylng a cdtalogue of unco-ordinated hopes, Wlth oe—

| fully inept adminisfrative machinery at both' the central and regrondih
levels. = In fact: "In the early stages of developiment, plan creaticn -

| is not properly a matter of economic planning at allj rather £ fs %6

‘ build basic adminigirative crgans, to develop the educetiooal:aﬂ& bagic
{  cultural structure, and to get a viable and progressive sooiai eystem."l

It is interesting to note that during 1966 Congo (Kinehasa)_QGCiaéa,;,

1/ J.K. Ualbraith: "Boonomic Development ia Porspective”; Fawcett
Publication Inc, and Harvard University Press, 1964.
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to institute-a "pre-plan" proﬁramme of preparatlon Tor the institution

.of national plannlng in 1968, Bmphasis in thls."pre~plan” stage 'is

to be blven, inter alla, to administrative reform. - In bomalla, the

'f'Report on the Manpower Sltuatlon publlehed in Maroh 1966 1nd10ated !
:manpcwer ehortases to meet known requlremente in the flve*year perlod

'enalng in 1969 of 3, 350 profe351ona1 technlcal and related Workers,

100 admlnlstratlve and executlve workers, 1 250 clerical workers,as .

Well as "2, ,000 poate requlrlna eeconeary educatlon“- in view of the:
3?h1gh proporﬁlon of all tralned personnel in Somalla that ‘these short—

-ages represent reallstlc anu meanlnuful \lannlnb woul& requlre reulcal

rev1slon of alms to take such ehortaoes 1nto aooount

!

Government strueture hag. radlcally chan ged . in-many countries due

‘to the expan31on of popular representation in legislative agsemblies),

the growth of mlnlsterlal responsibility, :the coming of republice and
the creation of presidents. The concept of planning and plan implemen—
tatlen has lea to .the vrowth of new organs and changed the “functichs of

old mlnlstrles and eecretarlate. Foreign mlnletrlee have bhad to be

:created on 1ndependence and dlplomats ana embasgy etmffs tralned

Public corporatlons have been creeted HNew tasks heve been given to-
existing mlnlstrles dnd loeal government unlts. Hew mlnlstrlesihave_a

been created

Althoubh certaln admlnlstrdtlve reforms have been effectuated in"
gomé countrles they are still, by and large, 111-adapted to the swiftly
changlné requlremente of modernlzatlon. Thls 1s true not merely of the
structures themeelves, but alsc of the human agents that-operate the
admlnlstratlve machlnery and whose. backg round, ‘aspirations, tralnlng and

motlvatlon are not ea31ly attuned Y0 the mechanlcs of modernlzatlon.'.;

“Ghana oreated many publlc corporatlons but has. had second - thou hts and

q/ Speech by the Hiéh Comm1531oner for Planning and National Recons—
truction 13/10/66 quoted in Afriga Research Bulletin, Issue of =
September. lb - OCtober 14 1966 : Cre T e

.-
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is now closing a number of them. -4 number of Inglish~speaking Afrlcan
States feel that the ex1qtence of both establishment offices and "inde-
pendent” civil service commlss1ons, created in many cases shortly before
1ndependence, are not approPrlate to present conditions. Ethiopis
created ‘a ulnlstry of Bioraes and Supplies, subsequently abolished the
Ministry and is still SSathlné for an appropriate administrative

machlne o co—ordlnate and control Qovernment purchasing and stores.

Table 1 of the Appendlx reveals that rubli¢ bodies take from 12
to 55 rer cent of the GIDP. 4n 1ncrea31n5 proportion of the GDP is
absorbed by the State. Adninistrative efficiency and effectlveness in
publlc bodies therefore become more significant for economic and soclal
development both ag. time goes on and as ‘development itself progresues.=
As recurrlng expenditure amounts to at least 70 per cant of total
expendlture in most cases, it iz ilmporiant to lock for 1mprovements
in ex1st1ng organs and services as well as thosge belng establlshede
4s outlays on staff account for at least 60 per cent of all recurring
expendlture of Uubllc bodlea, partloular attention must be concentrated

on ensuring that staff work efficiently and -effectively. -

Wéll—understood institutional arrargements need te be made fér
the recrultment and promotion of staff. These should include the
establlshment and regular review of posts with specified functlrn, a
determlnatlon of the conditions under which internal promotlon will be
made vis-a-vis. recruitment, recruitment procedurss based upon determlned
quallflcatlons and levels of entry, and promotion procedures based upon
review of qualification, experience and guality of serV1ce. The
recrultment ‘Plan must take into account sources of supply such as
unlver51t1es, secondary schools anhd technical sohools and sp601al
action must be taken, by means of developing the educatlonal system
or by pre-service or in-service training, to cover areas of sp901al

deficiency.
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Table 2 of the Appendix shows that both recelpts and expendlture
are grdwing rapidly. As a rule exoenaﬂture is lHCr@ablﬂé more rapldly
than-receip%sg ‘Thig indicates a- ow1ng necesslty to ensure that
administrative practices are improved o sngure, on the one'hand,
that'all revenus die ‘s colleotea und? on the_othér hand that expendi-
ture is properly CQntrqlledﬁaLd directed. Whenrbusiness funoﬁions are
assumed'by the' State, it is éssenkjal to snsure that-thé'orQQhé which
are glven the tasks are administered efficiently. Investment by the
State. makes up 30 to 50 per cent of total investment in the countrles
of the nfrlcan region. If the proportion of total expendlture devoted'
10 1nvestment ig lezs than the.preportion that would have been applled '
to 1nvestment by the Lrlva*be_ser'tOI undertaking the same or slmllar
functions, deveTopmeﬁt W’ll ‘be retarded. On the otaer hand, if the
operations inv olv¢ng recurvlng zxpenditure are not effectively managed,

the unde takings themsexfﬁgf will not be successfule'

As shown in Table 3 of the Appendix the prorortlon of Wage-earnersr
in the publiec ‘sector is hlgh in many African countries. In many cases, .
too, they constitute the best educated, best trained and most experi~
enced group. .This emphasizes the nscessity to ensure that'they are
efficient and effectivé,__ﬁxpovicncc has proved that the mere
increass in. size of the public service or the incredse in the’ percent-.
age of the GDP or of the‘"nn =L budget spent on it, does not improve
its efflclency.or its capaolty for securing the implementation of piansf'
The Dahomey. ﬁiﬁistul o+ ﬁiﬁ“ﬂr“ and LSconomic Affairs,in 1ntroduclng -
the Natlonal Budgeu in harch 1966,indicated that the Civil Serviee had
increaged hV 60 per Obhu in six years and cost about 50 per cent of the ; 
navion's budget, yet rexenue collection was deplorably 1rregular and
there remalnea 19300 mlllloﬁ UF4 francs outstandings Dahomey was "the
only country whose eoonomy ‘had not progressed since 1ndependence” 1/
It therefore becomes obvious that political authorities need to give

emphasis to general adm;nlstraULVE improvements as & prerequisite to

1/ Speech of 9 March 1966 Tepoztca in Africa Research Bulletin, Issue
of February 15 - March 14,1966, Page 462,
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-@p;e sophistiga#ed economic planning as well as to ensure satisfaotory
- execution of existing plans and other government business. As pre-
siéeﬁt ﬂgexe:e_of Tanzania has said "We must have more financial.
discipiihe within the Government and Government institutions:. Admi-
nistration must be streamlined and every Government employee must -be

more efflclent.”i

~In most developirg countries, the machinery of admlnlstratlon is
st4lk -geared to the needs of govermnment in the pre-plann;ng_hera;
This handicap arises partly from the fact that the administrative
structures inherited'by mogt African States from the metropolltan powsr
were desigued %o, be the executants of law and order and not the. pre—
cipitates- of ‘an economic revolution. The organs of government were
not designed, and have not been converted and supplemented, to under-
take the manyncomplex tasks lnvolved iw plannlng nat;onal development;_
Bffective means must now be found for renewing eXistingﬁadmiﬁisfrafive .
OTZans, rev1ew1ng the division and grouping of functlons, and develop—
ing governmental institutions, practlces and procedures 10 ensure that
they are adequate to meet.the needs of modern government and-to under=
takeqthe.taekszleid upon them by the decisions of the poiitical=authe~
rities.. Publierservants must be prepared for their new tasks.  The
public must be fmade aware .of the aims of government, the means by which

these alms are, to be met and the part which they themselves must play -

in meetlng national aspirafions. The tasks of the politician in decid-

ing and fram;ng_pﬂllcy must be clearly understood and distinguished-
from those, of the administrator who is responisble for furnishing
information needed for decision making and for effectively implementing

the declslons made. Publlc servants, mlnlsters and pollthlanS muat

be clearly aware of the place of the publlc servants 1n admlnlstratlon, -

their funﬁtlons of adv151ng ministers and executlng polltloal decisions
their duties, the ethical standards required of them and where their

loyalties should:lie.

_/ Speech reported’in Africa Research - Bulletln, Iesue of May 15 -
June 14, 1966, Fage 520.
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4 number of 4frican countries have pin-pointed spsecifie administra;
tive weaknesses which hinder development, in others there is a ‘growing -
reallzatlon that one of the principal hlnderances to plen fulfllment
is poor. admlnlstretlon? but specific diagnoses has not yet been Gom-~
pleted. TIn Ghans General Ankrah announced in March 1966 the abandon-
ment of the Seven~Year Plan "which for the last wo years has existed
in name only.1 The Federal Minister of Finance, Cameroon, in. May 1966
noted that bad management and careleeenees by certain senlor admlnlstra-
tive offlclals in the past had led %o irregularities over the use of
public money.2 Sone countrles have taken actlon 1o remedy weaknesses -
found; others are still eeerchlng for remedies. All that will be. ‘-eﬁ
attempted here is to 111uetrate the type of brobelms, dif flcultles and

'Weaknessee whach have appeared in the administration with particular
reference to the organs more partlcularly coneerned with. plannlng and
1mplementai10n, and to meke suggestions as to how dlagn031s can be

undertaken and remealee found.

The admlnlstrablve 1mpllcatlons of national plannlﬂg

Natlonel plannlnﬂ and plan 1mp1ementat10n imply the existence of ‘
a central authority or au+hov1t1ee capable of collecting the ‘basic data_
necessary to prepare a realistic’ plan, the capability of marshalllng
that data, proceselng it and framlng viable projects and programmes;
the ex1etenoe of vifective 1mplement1ng authorities and control machi-
nerys; the ablllty o epply scarce regources - financial, human and
rhysical - to the 1mplementatlon of the plan; the help and enthueiasm _

of an 1nformed populacea

There are provlems oi dovetalllng the plannlng agencles 1nt0 the

existing admlnlstratlonn In most vases these agen01es are not focal

1/ Speech of 3 Larch 1966 reported in Africa Research Bulletin, Iseue
of February 15 - March 14, 1966, Page 464.

g/ Speech. reported in Afrlca Research Bulletin, Issue of May 15 =~
June 14, 1966, Page 617 B :
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points of the decision making process, -and.their impacty such as it is,
is frequenﬁly_derermined by the personél“influence'of'their directorial
elite rather than by'thoir_inherent importancs as‘institutional cata~
lysts; and. it is not uncomumon that the onus of the planﬁing'éommiSSion
ends with.the adoption of the plan. - In the field of co-ordination
there are;littleror no effective links between sectoral targets and .
indiridual:ministorial projects and with those of the centralrénd local -
_budgets. - Frequently important public and private sector agencies
operate outside of the plan's orbit, although their powers of decision
may be of major importance to the nation's economic life.

Development administraticn céﬁnot'be considered in isolaﬁionﬂ It
is part of the general administration of the country and must be 1nte—:
grated with i¥t. The creation of special rlanning organs wrthout caref:
ful thought, plannihy and ﬁreparorioh relating them to_oxiéfihgfadmi4'
ristrative ingtitutions, arranging for bo-ordination of;funoiions and
action and definition of"résponéibilifies”oaﬁnot result in éffective’%"
planning and plan implementation. S A o

"Bffective  development plannlng requlres -3 cluster of uentral _
government ageficied- Witk roles in orov1d1ng not only staff serv1ces bk

also national 1eadorsh1p, financial management and. the handllng of

critical: problems»"1 Political decisions, 1nclud1ng the flnal approval .

of development” p]ans9 programmes and’ progeous, must be tnﬁen by pollw'_
tical bodies - miniseters, cabinet and parllament. These bodles must

be :erved by £inf° organs capable of o1v1ng advice and recommendatlons .
for action based on a comsideration of all Trelevant factors - bechnlcal,
financial, adm1n1gtrat1ve,polltlcal and- cultural,as well as economlc.

It should be” ‘éuphasized that: ‘these organs ‘must work in close GOlla“

boration with all other institutions ~ both thoserspeolally oreated to

i
.

1/ "The ..dministration .of Economic Development Flanning: Frinciples

end Fallacies" p.44. United Nations . Document ST/TAO/N/BE 15 August. 1966

prepared by Professér B.E. Gross.
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meet development neseds and others, whether newly created or.already in
existence; they must draw upon bthem for information, expertize and
advice. The principsal co~ordinating body in the rlaming process - Ythe
Flanning Office" = to be effective must be cloeely asgocliated with the
most influential polltlco—admlnlstratlve organs; 1t must be part of the
office of the president, the office of the vice-prezident or the prime
minister's office. Experience has shown that giving such re5pon31b111ty
to a minister of planning is 1neffect1ve unless the minister if virtually
a vice-president or deputy prime ministery a minister on the smme level '
a8 other ministers has not the real authority to control and co—crdlnate
their policies, wbatever his ¢ormal pcwers may be. Other agencies in

the "centrsl cluster" must 1nclude those respon51b1e for framing finan-
cial poliecys; for the collectlon and proceselng of statl tical -and other
datas; for undertaklnv reeearuh and oonsultatlon functlons, for popula-
rizing plans and their 1mplementatlon, for ensurlng that meaningful
feaelblllty studlee for progects are undertaken, taking into account

nor—-economic as well as economic factors.

But the_ageneies in the "central cluster” are ohly a small part ef
the total planﬁing machinery. erry senlor publlc servant, every manager,
every superv1sor must be a planner W1th1n his own sphers. Gareful con—
s1derat10n must Ye given to securlng a Judloloue mixiure of centraliza~ ‘
tion and aecentfallzatlon to ensure, at the same time, that there is ,
effective co-oriination and overall dlrectlon at the centre, but that
there is still real power of declslcn and 1nterest at the periphery.

To help to co-ordinate the plans of 1nd1v1dua1 enterprises, pro;ects,
corporatlons, miwistries and agenclee, it is necessary to set up
special staff units with plannlng and coﬁordlnatlng functlons within
such organlzatlons. These may have tc be supplemented by other units
gerving Uartlcular sections of the economy (sectoral commlutees) or
particular geographic areag(reglonal or area commlttees) - It is imper-
tant to remember .that: "bapltel and people cannot be effectively used -

- without the bulldlng, or adaptlon, Of organlzatlons w1th the capaoity

to use then. "1/

1/ "The Administration of uconomlu Development Flanning: Principles
and Fallacies" p.57. United Yations Document ST/TAO/M/32
15 August 1966, prepared by Professor B.M. Cross,
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' Opportunltles must be given to reople, dincluding those: organlzed
1nto varloue dlife ent polltloal, gsocial and economic grouplnge, to-
take effectlve part in the planning, Pbrocess, The populace in its"
Varlous 5roup1ngs will not do what they are expected. to do at: the”
1mp1ementaulon stege unlese, through. being brouzht into. the planning’
procees,rthey beeome emotionally involved in the sucéess of programnmes -

Mand progeots.

Coliection'of information for project formulation

. No matter how efficient planners are or How sophlstlcated plannlng
and implementation machinery, the effectivensss of a natlonal plan is
oondltloned by the data on which it is founded. . The Uganda Argus com-
mented. "Uganda is 2 mlxed economy, . the private sector. 1noluoes peasant
farmers; small-scale businessmen and. traders and some lalkge: enterprlses
externally controlled. All these. ,roups are difficult: to lnfluenee. =
Informatlon about the operatlon of -the . econony is 1ncomplete and:unréli-

.eble, and reasonably accurate forecasting is therefore dli‘flcult.1

Many African countries have set up central statlstlcal offloes, .
some of them closely linked with central plannlng umlts. The Job of
these offlces is to co-ordinate the statistics produced by minisgtries
_.and government agencles. It is, therefore, very important that the -
--standard of statlstloal work in these ministries and agencies 1s hlgh

enough to ensure the level of accuracy . needed by - the planners.-

Other data regnired by the planners such as reports on 1mplementa~
tion of existing plara and projecis; information on reaoﬁlons of the B
.people in: various areas of the country to the 1mp1ementatlon of plans 1
and information on possible sources of raw materialg may be even more ;

difficult to obtaln and to evaluate. Neans muet be found for d01ng thls.

The formulation of plans and projects

The fact that planning has been accepted by so many African

countries inevitably means that the formulation of plans and projects

1/ Uganda Argus, 13 May 1966,
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has been given considerable attention. I3 is thus true to say that
the standard of professional competence and admlnlstratlve effectlve—
ness 1s usually considerably higher at the stas ze of plan formulatlon
than 1t 1s at the stage of implementation. Yet many African plans
have been designed by expatriates; some of whom have liitle or no
knowledge of African conditions and aspirations and who, in the
.absencé-df;clearly articulated socio-political objectives,'make infer—
'enéesas to what they believe these objectives should be. Perhaps the
harshest criticisﬁ that can be.levelled againet cerfain expatricte .
planners, though by no-means all, is that ﬁpon complétion of the plan
blueprint they leave the country with no African residudry legatees

for plan execution.

Plannlng must be conceived as a continuous operations feedﬁback
;from plan implementation must be used in the formulation of future t
plans, . The planning office must be in a position at all times to téke
advantage of new and more precise information which becomes available
%0 1ty and to modlfy its ideas as to what it is practlcable to expect

- in the future. .

The impieﬁehtation_of'plans

_ 5o far as the private sector is concerned, efficient admiﬁisﬁra—
tivefmeans,must be élaborated to control and direct firms and individuals
indirectly in such a manner that they conform to the gerieral inténtions
of the plan. This can be done to some exbent by propagande and persua-
sion, but thls must be backed up by the use of eeonomic tools such as
'tax holldays, cheap services (e.g. water, electrlclty, transport, waste
dlsposal), grants of land, etc. to stimulate desirable activities, whilst
exercising punzt;ve_taxes? import and export restrictions, currency
Qoﬁﬁrol,'etc..tp deter undesirable activities. To bse eifective, these

tools must be ﬁut in the hands of an efficient adwinistration.
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r"he executlon of pxogects in the pumllc sector is the task of
mlnlstrles, local authorltles and publlc corporations. There is no
lack of ev1denue 0 state thdt 1nef1ect1ve adpinisiration is one of the
rrime causes of fallure or less than complete succegs in this sector.
"Owing 6 & number of causes (faulty organlzatlon, insufficiency of
sub-professional staff, defective admlnlstratlon, etc.) 1t was dis-
covered that mary sp901allzed profe831onals sPeﬂt only e llmited por-
tion of - their time performlnb truly pro*6351onal tasks apd a maJor por?
tion.-on paper work, administrative chores ana sub—prof9881onal tasks
"The Commission finds that thé Malze Mdrﬁetlnb ‘Board and the Llnlstry
of Co—operatives were both respon81ole for the delay in ootalnlng
second ‘and further shipménts when' the shortage of maize began ”g/ | )
uommentlna on the decision by ‘the Ratlonal leeratlon uouncll 1n Ghana .
to hand over eighteen State enterprlses to prlvate and 301nt State/
private: sectors, "West Africa" stated ! -..tﬂl& w111 reduce the area 1n7
which corruptlon and nepotism mlght flourlsh ”é/ Preslaert Kelta of
Mali has stated: "{he Government will attach & hlgh premlum to efforts
by management and workers 1n State—owned 1ndustr1es to reduce costs,‘
to obtain higher yields, and to dellver hig her—quallty goo&s nd mhe
Minister of Agrlculture in Kenga, in relatlon to the uontrol of Agfl*
cul tural Statutory Boards said "I do not want to inhibit the worklng .
of Boards doing their job efflcmently and cheaply, but I shall not o

hesitate to make.further dirsctions. to Boafds that I con31der are a

1/ United Republic of Tanzania: F4rst Year Progress Report on tae
Implementation of *the Five~Year Developmnent Flan {(Public’ oector)
1 July 1964 =30 June 1965

Kenyas Report of Gomm1831on of Enqu;;y,into Maize Industry,
1 July 1966, &overnment Frinter.

Q

"Hegt Afrlca”, 2 July 1966.

o

4 Speech of 13 July 1966 reported in Africa Reoearch Bulletln, Issue“-
of July 15 - Aug gust 14, 1966, Page 555, . .
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not working efficiently or whose aamlnlstratlve coste are too high. —/
Thesge comments are not a criticism of polltlcal declSlons to undertake
certain functions Wlthln the public seotor,_buu merely an 1ndlcat10n
that, if political decisions are taken to this effect, then efficient
adninistrative orbans mist be set up and maintained to carry out these.

functlons.

Public corporations are a relatlvely new form of admlnlstratlve
or5anlzat10n. Criteria must be evolved which will help to determine
under what clrcumstances, in any particular country, it would be admi-
nlstrdtlvely feasible or desivable for such & body to undertaxe,a
particular fuhction. .The relationship"of_any pfoposed public corpora—
tion to the coumeil of ministers and to particular ministers or mini-
stries muét be conéidered, as wéll as the responsibilities of the govern-
iné board, Whether it will be required o make a profit, the degree
of finarcial autonomy that it will have, umder What conditions and
procedures staff will be employed, its power to .acguire, own and dlSpose
of land and equlpment, and the powers and funciions of its General
Manager and departmental chiefs are some of the questions that should
be declded at an early stage and 1ncorporated in a baszic text govern—

1ng 1ts operatlon.

Evaluafibn_and'follow—uprof plan implementation

- There are feovw ifrican plans for Whicﬁ‘periodic reports on plan
targets exist. In certain cases new plans have béen framed without
any analysis of. the extent of target fulfllment Whlch is fundamental

to successful plannmng..

Almost all Alrlcan plans are, 1qa10at1va 1n the sense that
although the plan document may have receivéd a pdrllamentary and con~

stitutional imprimatur there are no mandatory sanctions applied -

;/ Speech of 2 February 1966 reported in Afrlca Reseazch Bulletln,
' Issue 'of January 15 - February 14, 1966, Pagse 443.
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to. agencles -and bodles that do not fulfll themu_ This leads to the .

negatlon of plannlnga

Crlterla of eff1c1ency and e¢fect1veness, ‘in plan impléméntation -
as 1n other. spheres .of act1v1ty, ;must be established and applied in-
the publlc gervice. .., .

Administrative impediments to plan implementation. .

.- Instability in the admpinistration and in the environment ‘in which

it works destroys the morale of public servants ‘and has the effect of

8%1fling its initiative. . Lack of political stability leads to undue
caution in decision making. at the administrative level. ' Lack of zveal’

commltment 50, development on ‘the part of the government .and the ‘politie

q;an§lwaters:aowﬁ,enthuﬁlasm and-lnhxbxts\declslve'actlon'by the admi<
nistration. ; Lack . ofaproperirapport‘between'politiéians and administra=
tions 1eads b0 misundersiandings, lack of a coherent policy and ineffec—

tlvework. An administrative structure which has ot been adapted to .

the needs of planning and plan. implementation tends to lesave gaps and
areas for -which. nobody ig. respon51ble, ag well as failing to prevent

dupllcatlon and overlapplng,,

Gommlttees are frequently set up or exlstlna commlttees used for

taske which are sither improper or not suitable to committees. Referu'

ring a mattsr to, & ‘committee is sometimes. merely a device for. ‘delaying

a polltlcally dlfflPult decision or for shelving a questlon completely.a

Commlttee :

ﬁof understandlng of the legal basls of admlnlstratlon leads _
to many dlfflcultleSo There are sometimes no. laws coverlng partlcular
sltuatlons 0T, the laws which do apply.are not known or.not applied.
Dlscrepancles aTige ‘between the provisions of prlnulpal legislation

and subordinate . legislation and are not resolved. 'Sometimes there:

can spend nany weeks-ln dealing with questions which coulds

th by efficient administration:in a Few hours or days.' When -
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arenot effective maans, in practlce, o ueterm1ne the legalltj of pro-_
vision in- the law or of administrative acis. Lack of consolldatlon
and codification of laws and the absence of coples of relevant laws in
government offices leads to diffficulties in- admlnlsterlng accordlng :
to the law. A tendency to Moral” administration leaves doubt as to’
what provisiong of the law or administrative precedents have been taken

into account when decisions are made._

Budgets are inadequately prepared and- ‘administersd;” sometimes bthe
budgetary gysiem itself is unsuiltable or inadeguate- ‘for: plénning’ pur—
poses. Failures in finadncial control and accountability ‘for money '
lead to defalcation, misappropriation and nmisuse of funds all of which -
delay end frustrate the implementation of plans. ‘Failure to colléct =
money dus. to the government ‘either.at all or at the proper -time, because
there .is ‘no. proper system of collection, because of inadequate control”
and supervision or because of a lack of knowledge and ‘diligence on the"
part .of those who should collect it, lead to shortage of funds for-
development. - When there is no proper appreciation off%hewhatqreEOf'
public funds .and their use, money is held unnecessarily in safes or
bank accounts used to give unauthorized loans and for other improper
purposes and not applied af the proper time to the uses for which i%
is destined. . |

. The tasks of publiec servanis -are often not clearly defined and
regponsibility is mot properly allocated. Failure to délegaﬁé and"6§ér-
centrﬁlize aré commoti, .. When tasks are delegated, there-is ususlly’ :
no adequate supervision of those to whom they are'deiegate&."'Theré“'ﬁ
is often lack of co-ordination, communication ahd'iﬁtegtatidn'bf'aéﬁi;"
vities. These deficiencies lead to tasks being 6ver100kéd5-badly‘pefk”
formed or unduly delayed in thei; execution. Often .when deficiencies
are févéaled,.it_islimﬁpssibié to dedide who was responsible for themg

Objectives are inadequately defined. Hethods and procedurss are -

not properly thought out ¥, when they are; they are not followeds

Inadequate measures: are taken to. remedy errors and deficiencies when
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I“;they are disclosed. Written instructions and worklng forms do not

m.GXlSt, are . out of date or otherwise inadequates

Personnel administration suffers fronm bad, or even corrupt and
N_lmproper, recruitment practicess The poliey on renumeratlon is often
Heout—of-date, inconsistent and inadsquate ‘to ensure that ‘the admmn1s~h
tration can recrult and retain people with the- qualltles, qualiflcaw
__tlcns and experlence teeded. . Insufficient regard is pald to flxzng
.and applying appropriate conditions of service, such as those coverlng
 “hours of work,. security of tenure, leave, sick leave, rules for |
‘QOfflclal travel, promotion- brospects, physical Worklng condltlons,
discipline .and. retirement. Disciplinary. procedures ‘and praotlces

are often.lnadequate and rarely enforced. Rules against self-interest,
corrupt;cn and 1llega11ty do not exist or are dgnored. Training .

: requlrements are ot proPerly assessed or, met. Public servants: do
not 1dent1fy themselves as servants of the publlc, the morale of .-

the publlc serv1ce ig 1ow aﬂd there 1s little conceptlon of publlc

serv1ce ethlc:.

7 Deflclencles in purchasing and supply procedures and arrangeu't
hments result in ths eguipment- being beught, unduly High prices. belng
pald, overstocking, deterioration and obsolescence of equlpment. '
There are often no proper tenderlng procedures or, if they ex1st.

they are.ignored. .There tends- to. be over-reliance on local suppllers
rand agents rather than calling;.in. approprlate ¢ases, for international
Wds, an admlnlstratlvely more compllcated but usually much more satls—
factory progcedurs. Inadequate speclflcatlons lead to a restrlctlon
~on possible, suppllers ang to-infeXior or unsyitable items belng |
=._1_31.3.::-cheused. Fallure to apply propsr 1nspectlon systems on receipt

lead to 1nfer10r, damaged and 1nappr0prlate equlpment being accepted.
Poor storage facllltles and malntenance arrangenentg lead to loss
through deterloratlon of goods in stock. Inadequate scrutiny of
demands for stores and equlpment leads to 1ncorrect and unnecessary . ;

1ssuas and mlsapproprlatlon. Stores accounting systems which are.
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poor or badly administersd lead to losses through'duplioation of'purw
chases, defalcation, overstocking, loss of dlscounts and mlsappllca~

tion of budget funds.

_ There is often a failure to establleh develop and uee 1nst1tu—
_ptlone at the provincial and local levels. The local admmnlsﬁratlons

| that are developed are.not identified with the people and are not
properly utlllzed elther by the people or by the admlnletretlon 1teelf.
There 1e -often no clear understanding of the functions of local councll
membere or proper distinction between their tasks and those of employees
of the counolle. The standing of local authorities is ueually low

oompared w1th that of central government and its agenclee.

:There are. usually no eetabllshed crlterla for uhe creatlon of
public corporatlone and ofter no geheral 1aw to govern thelr act1v1t1ee.
There is a tendendy ¢ proliferate publlc corporatlone to undertake
tasks for which they are not equipped. Sometlmee thls 1e done as a
means of taking tasks away from ministries whloh are con51dered :
inefficient; this is rarely a satisfactory soluticn - it is far mofe
profltable to take steps to improve the ‘efficiency of the' mlnletrlee.
There is & tendenoy to creat publié corporations without a proper
deflnltlon of functions, dutiss &and responsibilities and with ihade-
guate prov1elone for their political, financial and administrative
control. In some cases public corporations are used as an outlet for
:nepotlsm when the more Well ‘established systems in the ministries .
%Jprevent it or make it more difficult.  The importation’ of too magy%g
clv1l-eerv1ce t¥ype. controlis and day to-day restrictions make 1t .

dlfflcult 1o operate a public trading corporation on commerlcal llnes.

Inadequate arrangements for Ehe oollectlon and dleeemlnatlon .
of dinformation and statistics is a Well—gnown 1mped1ment o aevelop—
ment planning and imp rlementation. ndequate faollltlee often do not
exist to oollect and procese basic data. Often eufflclent and tlmely
information is not avellable on the prooreee of plan 1mplementetlon:
so that errors and deflclen01ee aTe not detected in tlme to put them

right. Inadequacies in public relations and public information
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services seriously hinder their ﬁsefulness; the public is not\
properly informed of plans and projects'and what part they are
expected to play in impementing them.. Usually administrations are
not well informed on the real needs and aspirations of the public.
Often there is inédequate communication between the administration
~and the private sector of the economy. Lack of information on
available resources and plan implementation leadé %0 inadequate

evaluation of the success of projects and the progress of development.

Inadequate organization of ancillary services within the
adninistration impedes its efficiency and limits its usefulness for
planning and plan implementation, Typical of the deficiencies in
this connexion are poor transport facilities with high incidence of
breakdowns and delays; inadeguate registiry and filing arrangements, with
conseguent loss of doouments, delays and frusirations; telephone instal-
‘lations with too few extensions and imadequately trained operations:
failures in buildihg majntenance and supply of furniture equipment and

supplies; errors and delays ip serting and routing mail.

Conclusion

Planning for administrative improvement should be an integral
part of economic and soeial planning. No aspect of the administra—
tion and its organization, praciices and procedures should be omi%ted;
the eificiency and effectiveness of every part of it are important
to successful development planning and plan implementation. The
implementation of plans for administrative improvement should be
aubject to the same considerations as othes aspscts of the develop-
ment plan, including the establishment of priorities, fixing of
targets, programming of phases of execution and assessment of results

and effectiveness.
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TABLE 11/

Trend of the gross domestic product and of the percentaces

- allocated to- public hodies

Forth Africa

GDPQ/ GQrowth -

1958/5 1963/6
{per cent) 958/59 9.3/ 4

1958/59 1963/64 ,

Percentagé of

GDP allocated ~ Ber capita
.tg tpe adminig- . Growth GDPE/
tration :

Algeria 2,718 1,789  ~34
Horocco 1,750 2,112 - +20
 Tunisia 743 976 © -

UAR 3,742 4,787 - +28
Sudan 996 1,216  +23

(perrcent)-
40 65  +7 /. 200
15 15 +20 126=200
21 cer e 126200
30 62 4154 - 81-125

16 20 +T0 81-125

WHest Africa

Percentage of
GDT allooated

~Per capits

GDP Growth ~ to the adminis~  Growth - GDP
_ tration
1958/59 1963/64 . 1958/59  1963/64
per cent) per cent)

Ivory _ 7 ‘ . :

Coast 486 - 847 °  +72. 15 21 +266 [ 200
Chana 1,124 ° 4,557  +36 - 18 24 +86, [ 200
Mauritania PN co . 2ew 15 21 sea 81-215
NWigeria 2,361 2,246 = +16 12 14 +35 /80
Togo e e T 10 16 ces 126-200
Senegal ... coe aes 21 cos “os L. 200

&/ in thousands of US dollars
b/ in US dellars: - - T

«ve = information not available

1/ Extracted from "4 Survey of African Budgetary Sfatistics” BCA Docunent

E/CN.14/BUD/5, utilized in the Semminar on Budget Planning and Hanage—

ment held at Addis Ababa on 3-13 October, 1966.
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TABLE 1 (cont'd)
Hast Africg Porcentage of Per capita
Coee : . GDF GDP
. GDP Growth Growth
1958/59 1963/64 1958/59 1963/64
(per cent) {ser cent)
Bthiopia Cees ena eas .8 12 . ... 7. 80
Kenys 582 699 +20 22 25 +36 : 1-125,
Uganda 392 484 +27 17 18 +30 7/ 80 .
ﬁﬂadagascar sce -a .r.—o e..__a. 15 15 ) 81"‘125
Malawi 115 127 + 6 20 24 +35 e
Tanzania 488 575 +16 14 13 + 8 7 80
Central Africa Percentage of Per capita
GDP GDP
GDF Growth : Growth

58/59-1963/64( 1or qont) 5/59 1963/64
Caneraon 438 513 . cee . e wes © 126200
CongO—B 1"]71 908 @ee e ® e a  ewean 7 o owe
Congo - K ‘ bew B2 T eea 23 23 . weos 7 80 .
Gabon . CRERY :°°_, e 0 15 20 . o a s . _126“200 .
Upper Volta ... veo con 12 16 ... .7 80
Mali S ‘e o 10, 22 ... 81-125
Higer  aieece . . e 1o 13- e 126-200
Ghad 193 188 -3 8 15 - +86 7 80

information not available
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between 1958/59 (;_100) and 1963/64

Ly

North Africs

' Approiimate péidentf

Cost of liv1pg Expenditure Receipts ages of current
expenditure
Algeria aas 304 1T
Moroceo ese cea “sa
Tunisia 107 - 161
UAR 103 .es “os
Sudan 120 160 142
West Africa
.. . . Approximate bercente
Cost Of‘lljlng Expenglture_ Recelpts ages of current :
expenditure
Ivory Coast 116 363 - 404 82
Chana 141 250 182 70 |
Mauritania .oa ose 233 79 per cent including
Figeria 112 213 173 73 per cent for staff
Senegal cos soa 108 7C
Sierra Leone 119 167 107 £

4 Budgét’éfiplea from 1953 to 1963/64

+oe = information not availsble

i/ Extracted from "A Survey of Developments in Publie
Countries,” ECA Document E/CN.14/Bud./6, utilized

Budget Planning and Management held at Addis Ababa on 3 ~ 13 October, 1966,

Finances. of African

in the Seminar on
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TABLE 2 .(cont'd)
" Bast Africs
??SF o Expenditure Receipts Approxlmate_per—
living A centages of
- current expenditure
Ethiopia - oo 170 192
Kenya | 109 - 129 137
Uganda . 112 130 180
Madagascar 114 156 164
Malawi 102 212 172
Tanzanlia 98 175 - 115
Zzmbisa 108 184 173
Central Africa
- .";Ccét,Of s o .Approximate

- living Bxpenditure Recelpts percentages of

SRR current expendlture
Cameroon e 0.0 s a aca
GOngO“B e 0 . e a e w
Congo =K. . 372 ses 106
Gabon . - 132 300 296 88
Upper Volta csa o s aas Q0
Bﬂali - & B LI B ) &9
Niger 110, 200 270 . 88 -
Chad™ ™" 7~ coe “on 193 89

Base

H

L]
!I

: 1nformat10n not’ available

100 in- ‘958 flnal flgures for—1964.,-
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TABLE 3l/

Wage—earners in the public sector, 1963/64

North Africa

No information available

Wegt Africa

. Percentage
TOtil Bumber P;rcenigée Private  Public of wage-sarners
Zarz:§:- OO wg?t}ng sector sector  in the public
popuiation ' sector
- Dahomey | 180,000 10 152,000 28,000 16
Chana - 30,000 7 3 17,000 13,000 43
Ivory Coast 350,000 i0 200,000 150,000 42
Mali _ 21,000 7 3 15,000 6,000 29
Mzuritania 19,000 5 12,000 7,000 37
Nigeria 530,000 2 420,000 110,000 20
Sierra Leone 80,000 7 74,000 6,000 8
Senegal 120,000 90,000 30,000 25
Togo - 24,000 - 12,000 12,000 50
Hast Africa
_ Percentage
Total nﬁmber Pircen?ggg Private Publiec of wage—earners
of wage- of working . .
earnors population gector sector in the pudblic
sector
Kenya 535,000 12 e ven coe
Madagascar 227,00C 7 176,000 51,000 23
Central Africa _
Percentage
Total number Percent;ge Private Public of Wa*e—eariers
of wage- of working sector saotor . t; b13
earners popuiation i e public
sector
Burundi 68,000 49,000 19,000 28
Camerocon 85,000 61,000 24,000 38
Chad 48,000 63,000 5,000 11
Gabon 28,000 /3 13,000 15,000 53
Niger 14,000 73 10,000 4,000 28
Rwanda 66,000 48,000 18,000 26
Upper Volta 16,000 , 11,000 5,000 31

++» = information not available

1/ Extracted from iCAi Documents Fos. E/CN.14/BUD/5 and 6, "A Survey of
African Budgetary Statistics" and "4 Burvey of Develofments in Public
Finances in African Countriesg" utilized in the Seminar on Budget Plan—-
ning and Management, held at addis ibaba on 3~13 October 1966,




