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INTRODUCTION

1. At the request of the Permanent Secretary, Ministry

of Local Government, an advisory mission was undertaken

to Uganda between 5-25 June 1990. According to the

request, the mission was to review institutional

relationships among local level administrative agencies

following the decision of the government to decentralize

and reform its administrative structures and

institutions. During the initial briefing the Permanent

Secretary outlined the task to be performed. It was

stated that during the previous regime power was

concentrated with the Ministries at headquarters; most

of the rural programmes had failed to achieve their

expected results and there was little involvement of the

local population in the decision making process. Since

its accession to power the new regime had taken decisive

steps to establish new decentralized structures under the

Resistance Councils and Committee Statute. The main

objective of the new Statute was to enhance political,

social and security consciousness, accountability and

above all to strengthen local capacity for programme

planning and implementation. Having decided to

decentralized the government was now faced with the

onerous task of translating its decentralization plans

into concrete and practical terms. A Committee of

Experts had accordingly been appointed to formulate

proposals on placing the new system in place with the

following terms of reference:

(i) Review government measures to strengthen

democratic decentralization,

(ii) Identify and define the framework for any

additional aspects of decentralization,

(iii) Identify any legal, financial, personnel and

technical impediments to decentralization,

(iv) Review the division of revenue between Central

Local Governments and significant

decentralization of central government

financial procedures,

(v) Review personnel procedures for both Central

and Local Administrations designed to achieve

a more efficient system in which significant

powers are decentralized to districts,

(vi) Identify safeguards that will protect officials

from any form of political victimization,
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(vii) Review the housing arrangements for public

servants including a possibility of providing

loans or allowances instead of housing,

(viii) Review other physical infrastructure and social

services necessary for a comprehensive

decentralization,

(ix) Prepare an implementation plan, specifying the

various activities which have to be undertaken,

when they have to be undertaken and by whom,

(x) Establish overall methodology and modalities

for comprehensive country-wide implementation

of the totality of the policy of

decentralization.

2. The membership of the Committee is as at Annex A.

It was agreed during discussions that the best way to

proceed with my task was to collaborate with the Expert

Committee in the realization of its terms of reference.

3. In dealing with its terms of reference the Committee

of Experts further divided itself into three sub

committees as follows:

(a) Administration Sub-Committee,

(b) Personnel Sub-Committee,

(c) Finance Sub-Committee.

The findings of the Committee are due to be submitted to

government shortly. This report is not expected to

duplicate but to reinforce the report of the Committee.

The comments relate to the three main areas of

Administration, Personnel and Finance.

ADMINISTRATION

4. In the area of Administration the Committee went

into considerable length in outlining the concept of

decentralization as well as an historical overview of

local government in Uganda. This information is indeed

very useful but it amounts to a repetition of what

government already knows as contained in the Mamdan

Report and the position paper prepared by the Ministry

of Local Government dated April 1990.
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The Committee reviewed the following issues:

5. The physical infrastructure and social services

necessary for comprehensive decentralization. It was

noted that some of the districts lacked such basic

facilities as office accommodation, staff housing,

furniture, equipment and vehicles. In spite of its

obvious advantages, decentralization is a costly affair

and government must be prepared to provide the necessary

facilities. The cost of providing these facilities which

should be spread over a number of years and shared

between government and the people has yet to be worked

out and budgeted for.

6. To put the new system in place and to provide it

with the necessary legal backing the Local Government Act

of 1967, the Urban Authorities Act of 1964 and the 1987

Resistance Councils and Committees Statute would have to

be amended, and amalgamated into two new Acts - one for

the Districts and the other for Urban Authorities. The

Committee should have been more specific about the nature

and type of amendments envisaged so as to facilitate the

task of the Attorney General's Chambers. Indeed what is

required is to examine all the laws, clause by clause.

Some of the main amendments include:

(i) Under the new changes certain functions and

departments will be decentralized and placed

under the control of District or Urban

Authorities. As it is unlikely that all

government functions and departments will be

decentralized, those affected should be listed

as a schedule to the new law. This was in fact

the case in Ghana under the Local Government

Act of 1988 - a copy of which is available in

the Ministry. In consonance with the

principles of local government, functions to

be decentralized should be those which touch

the local citizen intimately in his day to day

life and which are bound to affect him by the

extent and manner of their performance and

which are best administered locally based on

an intimate knowledge of local needs and

conditions to promote his welfare. Clearly

such functions as the Judiciary, Customs and

Excise, Mining, Highways, Higher Education

including Technical Education, Civil Aviation,

Meteorology etc are of nation wide importance
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and should not qualify for decentralization.

The DRC may however be allowed an advisory role

with regard to the manner in which these issues

are handled in their respective areas. This

would also include parastatals.

(ii) The powers and functions of the various levels

of Resistance Councils should be clearly spelt

out to avoid role conflict and duplication.

In fact the Councils should demonstrate

competence in dealing with basic issues before

more power is devolved to them.

(iii) The relation (both horizontal and vertical)

between the various hierarchies of Resistance

Councils should be clearly defined. Should it

be one of superior/subordinate; can the

superior Councils delegate responsibilities to

the lower ones. Horizontal linkages are

necessary to enable Councils operating at the

same level to deal with extra-territorial

issues and issues which call for mutual co

operation with each other.

(iv) The ideal behind the establishment of the

various levels of Resistance Councils is

appreciated but for administrative purposes

there appear to be too many structures/levels

of authority. Whilst it is important to have

structures that are representative they must

also be viable. It is by no means clear how

the various levels of authority are to be

financed. Extreme fragmentation of authority

in the Districts is bound to create complex

problems. It may be relevant to point out that

Africa's experience with multi-tier system of

local government has on the whole been

unsuccessful and many countries which once

experimented with it e.g. Nigeria are now

reverting to the single-tier system.

Afterwards as the old adage goes, "too many

cooks spoil the broth". Problems of the multi-

tier system include the following:

(a) It is expensive.
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(b) It requires a large number of qualified

and experienced staff; this commodity is

generally in short supply.

(c) Responsibility between the various

hierarchies/tiers is often blurred;

accountability therefore becomes a serious

problem.

(d) Friction generated between the various

political and administrative authorities

is inimical to good government.

(v) The powers of the Minister with regard to the

approval of by-laws and regulations, budgets,

investments, borrowings, staff matters etc.

will have to be drastically revised to reflect

current thinking.

(vi) Since it has been decided that the sub-county

should now be the focus of development and

since development planning requires a

structural base as well as regular finding it

may be necessary to incorporate in the new law

provision to make the sub-county financially

viable and for grants to be paid directly to

them by the central government.

(vii) Powers of the DRC to vary the scales and levels

of graduated tax are important for the creation

of buoyant district budgets. At present the

scales are uniform all over the country so that

some rich districts find their hands tied in

the quest for extra resources.

(viii) The relationship between the District/Urban

authorities and the central government should

be clearly defined in the law; at present there

is a strong demand for autonomy by the Councils

but there should also be some mechanism for

state control and even intervention to ensure

the harmonization of all development efforts

and to enhance even development all over the

country.

(ix) Under the new arrangements, District Executive

Secretaries wil 1 wield considerable powers.

Care should therefore be taken to ensure that

by taking away powers from the centre we do not

decentralize "bureaucratic tyranny". It may
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therefore be necessary to make provision for

the establishment of a District/Urban

Management Team in each D.R.C. in line with the

suggestion of the Committee that political

power at the District level should be exercised

not by the Chairman of RC V but by a District

Executive.

Planning

7. The Ministry of Local Government in collaboration

with the Ministry of Planning and Economic Development

have developed a framework as a basis for encouraging

development from below. Under this arrangement the

planning machinery will be decentralized by providing a

two way traffic with constant feed back in both

directions. Local plans are to be conceived as an

integral part of the national plan. The Committee of

Experts in welcoming these arrangements, emphasized, and

rightly, that for effectiveness it would be necessary to

decentralize also finance and personnel. This is crucial

as the mainstay for local planning is not only machinery

for regular funding but trained and qualified staff.

Therefore government should strive to strengthen the

revenue base of all Councils and should also make sure

qualified planners are posted to each district.

8. District development planning and implementation

must not be conceived as a largely bureaucratic exercise.

Decentralized programmes should therefore emphasize

development by. the people rather than for the people.

The local citizens should participate not only through

their freely elected representatives but also by their

own direct involvement in the decision making process in

order that development programmes may conform as closely

as possible to local needs and conditions and so that

the people have a sense of control over their own

destiny. As a matter of fact at a recent international

conference on Popular Participation in the Recovery and

Development Process in Africa held in Arusha between 12-

16 February 1990 it was affirmed inter alia:

"That nations cannot be built without the

popular support and full participation of the

people, nor can the economic crisis be resolved

and the human and economic conditions improved

without the full and effective contribution,
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creativity and popular enthusiasm of the vast

majority of the people. After all, it is to the

people that the very benefits of development should

and must accrue at the heart of

Africa's development objectives must lie the

ultimate and over-riding goal of human centered

development that ensures the full and effective

participation of the people in charting their

development policies, processes and contributing to

their realization African countries must

realize that more than ever before, their greatest

resource is their people and that it is through

their active and full participation that Africa can

surmount the difficulties that lie ahead "

9. In February 1988 I prepared a report for the

Ministry of Local Government in which I made proposals

involving the people in planning and plan implementation.

Relevant excerpts from the report are appended as an

Annex B to this report. Government may wish to implement

the proposals with any modifications it may consider

appropriate.

STAFF AND PERSONNEL ISSUES

10. This is one of the most controversial issues. It

was understood that the districts had expressed concern

about the lack of accountability of government officials

serving in the districts. Their loyalty was to the

Central Ministries in Kampala with scarce regard for the

actual demands and wishes of the people. The districts

therefore wanted more power over control of local staff

including powers to hire and to fire. It was further

disclosed that the Public Service Commission should be

decentralized so that districts could employ, promote and

discipline all staff. Needless to say this is a very

delicate and sensitive issue which needs to be handled

with great care particularly as the districts have had

little or no experience in dealing with such matters.

In particular the decentralization of the PSC is likely

to undermine the integrity of the Civil Service and to

result in its eventual fragmentation. It will also

encourage or enhance nepotism and tribalism since each

district is likely to give priority to its own indegenes

in the recruitment and advancement of staff. Finally the

career prospects of civil servants are likely to be
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considerably circumscribed due to limited opportunities

for advancement in the small district public services.

11. In this regard it is relevant to bear in mind that

similar attempts to decentralize the Public Service in

Zambia have not been successful. According to a recent

ECA report some of the reasons for this are:

"The staffing position of district Councils is outlined

under Section 91-99 of the Local Administration

(Amendment) Act No. 21 of 1986 which appears as a

supplement to the Republic of Zambia Government Gazette

of 7 November 1986. According to this act the staff of

the new councils shall consist of former council

employees, staff transferred to the Council from the

public service and former council employees now serving

in the public service. All three categories have now

been offered the option of becoming employees of

councils, retire or revert to their previous services.

Henceforth all council employees shall be under the

jurisdiction of Provincial Service Boards who shall

review disciplinary cases from the councils and hear

appeals from aggrieved officers of such councils. The

Councils have been vested with powers to appoint,

promote, transfer, second, dismiss, discharge or

discipline their officers and employees.

Far from attracting and retaining competent staff, this

Act seems to have had just the opposite effect. It is

understood that many civil servants now serving with the

district Councils have opted to revert to the central

government. The reasons for this move are:

(a) Career prospects for Council employees are not

very clear and in any case are not only limited

but unlikely to compare favorably with those

of the civil service.

(b) Staff matters in Councils are virtually in the

hands of the District Governors and there are

already many reports to the effect that some

Governors are exercising their powers in a high

handed and arbitrary manner.

(c) The financial position of many Councils is

generally poor and many employees are not sure

whether at the end of the day they shall

receive their salaries and other benefits."
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12. The situation in Uganda may of course not be exactly

as in Zambia but there are certainly many similarities

hence the need to proceed with caution. The Committee

of Experts has recommended that the dual personnel system

should continue and that recruitment should be by the

PSC, DSC or TSC as the case may be in keeping with the

provisions of CSI 12 of 1989. Accordingly an integrated

system is recommended in which local authorities

executives and other senior officials are central civil

servants. Senior officers would be deployed by posting

to the District Administration and all semi-professionals

and non professionals would form the separate personnel

service. There should be appropriate schemes of service

for all categories of staff to facilitate

career/progression, equitable posting and utilization of

trained manpower. Each district should establish a

manpower planning board to conduct manpower audits,

determine manpower needs, engage in job analysis/

valuation and determine the terms of training needs by

the various cadres.

13. To assuage the feeling of the districts it would be

necessary to insist that officers so deployed are

expected to owe loyalty to the Council they serve and

their achievements during such deployment would form part

of the factors determining their career prospects in the

Civil Service and will rank highly when it comes to

promotion and other advancement. As a matter of fact a

system should be further introduced which rewards

officers who serve in the districts and puts into

jeopardy the career of those who opt for the glamour of

city life. An inducement allowance should also be

offered to those who serve in what may be termed "hard

ship areas".

14. With regard to implementation, the Committee of

Experts suggest the following:

(i) Appointment of District Auditors,

(ii) Appointment of District Executive Secretaries,

(iii) Set up departments in the districts.

Comments: Since the political structures are already

in place the next logical step should be

the establishment of Administrative

Structures. Some of these already exist
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in some districts but it may be necessary

to create additional ones. After the

establishment of the structures the

necessary appointments can then be made

not only of the District Auditor and

District Executive Secretary but of all

staff in the line ministries.

15. Before these postings are made a decision will have

to be made about the status of local authority staff

serving in the Councils. Since all central and local

government institutions in the districts are to be

amalgamated the existence of two categories of staff will

become anomalous. The local authority staff will

therefore have to be absorbed into the central government

establishment. In this regard I reproduce hereunder an

extract from a report I prepared for the Ministry of

Local Government in March 1989. It reads:

"Over-staffing is one of the main problems of

Councils and virtually all of them have more staff

than they need for the effective performance of

their duties. As a result personnel costs consume

a substantial proportion of resources and if this

is added administrative costs, there is little left

for investment and development. Virtually all the

Councils are in financial difficulties. The fact

that the Councils spend a large part of their

resources on staff emoluments means they cannot

provide the services expected of them. The

indifferent quality of the staff results in mediocre

performance which in turn creates the need for more

additional staff to ensure the minimum services

being provided would be delivered. Large numbers

of staff performing perhaps identical functions at

the same level tends to create an atmosphere of

undiscipline and indolence. It is therefore

recommended that a staff audit of all local councils

be conducted to:

(i) Scrutinize all posts in order to ascertain

whether they are essential or appropriate to

enable Councils provide services at an

acceptable level. There should be job

descriptions and specifications for each post.
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(ii) Ensure that staff are employed in positions for

which they have the relevant qualifications.

(iii) Assess each employee to ascertain his

suitability for continued employment with the

Council".

16. In yet another dimension on staffing, I reported to

the Ministry in February 1988 as follows:

"The mission did, however, observe in passing that

the various local government structures appeared to

be over-staffed particularly at the lower levels

resulting in what the Commission of Inquiry Report

described as a "bloated bureaucracy". In Mukono

District for example there are 102 chiefs of various

categories in Buikwe county; 123 in Ntenjera county,

107 in Baale county, 144 in Maggya county making a

total of 583 chiefs who are supported by other

clerical officers. The salaries of Gombolola,

Miruka and Batongolo chiefs alone in the first three

counties amounted to 48.7m shillings in 1985.

Personnel emoluments amount to 80% of county

budgets. A similar situation prevails in the other

districts. In this respect it is relevant to bear

in mind that the many functions which were hitherto

performed by chiefs except tax collection would now

devolve on the new Resistance Councils, the police

and other officials the wisdom of maintaining

such a myriad of petty officials on the state pay

roll must be questioned. It is noted that the

Commission of Inquiry recommended the abolition of

Parish Chiefs. It is suggested that the state (if

this is politically feasible) should like in many

other African countries cease paying salaries to

chiefs for collecting taxes. They should instead

be paid a percentage of the tax they collect; no

doubt this would make then work harder".

Staff Training

17. Training for the new system of decentralized

administration is a sine-qua-non. Development implies

change and growth. It calls for the changing of the

physical environment of the various localities and

improvements in living conditions. Implicit in

development is the building of new skills and competences



ECA/PHSD/RA/90/9[24.11.2(i)]

Page 12

as well as devising better and more efficient methods of

solving problems. It calls for attitudinal changes and

those who are incapable of changing their attitudes can

change nothing. Training is at the heart of the

development process and there can be no successful action

towards economic development unless skills and new

techniques are harnessed and assimilated. As a result

of the large number of institutions created a

considerable number of administrative, political and

professional cadres will require training. The target

groups identified are:

(a) National leaders and policy makers including

ministers and the top echelons of the civil

service.

(b) District and urban authority officials

including Development Committee members.

(c) Lower Resistance Council members, chiefs and

the general public.

For details of an appropriate strategy reference is made

to my report to the Ministry of Local Government of 27

April 1989. The relevant paragraphs (10.20) are appended

as Annex C to this report. The need to involve the

Institute of Public Administration is of vital importance

and in particular the Institute should discontinue its

one year diploma course in local government

administration, which is not a priority as far as the

new system of decentralization is concerned, for more

functional and job related training.

FINANCE

18. The success and viability of any local authority is

largely dependent on the availability of adequate

financial resources and how effectively and efficiently

these are used in terms of providing services and

undertaking development. As the nation advances and

gradually settles down after several years of arbitrary

government and internecine warfare the demand for more

and better services steadily increases and in particular

the need to repair the ravages of past wars. As

financial resources are limited local authorities must

be guided by economy, efficiency and effectiveness in all

their operations and should be able to manage better with
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less resources. The financial position of District

Councils is very precarious. Only 7 districts have a

servicing of 50% and over of optimal expenditure; 5

districts have 40-49%; 5 have 30-39% and 13 have less

than 30%. (see Table I and II).
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Table I

Financial Position of a Random Selection

of District Councils 1988/89

Council Income Grant Expenditure

1.

2.

3.

4.

5.

6.

7.

8.

9.

10.

11.

12.

13.

14.

15.

16.

17.

18.

19.

20.

21.

22.

Apac

Arua

Bundibugyo

Gulu

Hoima

Jiganga

Kapchorwa

Kotido

Kamuli

Kumi

Kabarole

Lira

Luwero

Mbarara

Masaka

Masindi

Mbale

Mpigi

Mukono

Nebbi

Rakai

Tororo

138.9

166.1

27.6

26.6

137.7

124.7

23.7

23.0

55.0

25.3

196.7

165.7

81.4

256.0

196.7

50.6

51.5

264.3

304.2

34.0

143.2

142.8

26.2

28.4

4.4

24.6

5.0

6.4

4.4

23.0

5.2

24.2

5.9

26.7

5.3

6.7

6.0

4.7

6.0

6.1

6.1

4.7

4.9

6.7

226.1

273.8

185.9

207.0

305.5

299.0

208.7

185.0

226.9

193.7

285.3

278.1

272.8

360.4

273.3

257.5

239.9

394.6

342.4

221.4

253.2

293.4

Source: Extracted from report of the Rationalization of District

Boundries Committee
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Table II

Estimated QptiwalAnnual Expenditure of Districts 1988/99

Performance

Group 1 Group 2 Group 3 Group 4

Districts Servicing Districts Servicing 40- Districts Servicing Districts Servicing

50% of optimal 49% of optimal 30-39 of optimal Less than 30% of

expendi ture expendi ture expendi ture expendi ture

(i) Hukono 86.2%

(H) Hpigi 66.5%

(iii) Mbarara 62.1%

(iv) Hasaka 59.9%

(v) Rakai 58.8%

(vi) Mubende 57.5%

(vii) Lira 51.4%

(i) Sovot i 48% (i) Hoima 38.7%

(ii) Bushanyi 42.2% (ii) Tororo 36.6%

(iii) Iganga 41.5% (iii) Luwero 35.9%

(iv) KabavoLe 41.5% (iv) Apac 34.3%

(v) Kasese 40.3% (v) Rukingiri 31%

(i) KamaIi 22.1%

(ii) KabaLe 20%

(iii) Jinja 19.8%

(iv) Hasindi 17.5%

(v) Nebbi 17.2%

(vi) Arua 16.2%

(vii) Bundibugyo 12.8%

(viii) Hbale 12.3%

(ix) Kapchorua 10.9%

(x) Moyo 8.3%

(xi) Kumi 7.2%

(xii) GuLu 5.4%

(xiii) Kitguim 4.8%

Source: Report of the Rationalization of District

Doundaries Committee p.38
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19. Councils in Uganda obtain their revenues from the

following sources:

(a) Graduated tax which accounts for 70% of

revenue,

(b) Government Grants account for about 15% of

revenue,

(c) Miscellaneous (licences, fees, rates, market

dues account for 15% of revenue.

Graduated Tax

20. With regard to Graduated Tax the following issues

are discernible.

(i) The number of tax payers as a percentage of the

total population seems too low. e.g. in Jinia

it is a bare 6.9%; in Kotido it is 6.7%. it

rises to 17.1% in Mukono District, and 18.8%

in Apac; a fair figure should be in the

neighbourhood of 25%.

(ii) Of the amount of tax assessed just about 40%

is collected. The incidence of tax evasion and

under assessment seems to be rather high.

(iii) The cost of collecting the tax is too high.

Part of the high cost is attributable to

printing of tax receipts, e.g. in 1987 Nebbi

District which is in deficit, spent 50m/- to

print tax receipts.

(iv) The rates and scales of graduated tax are

uniform all over the country; rich Councils are

thus unable to increase the tax in their

respective areas. Consideration should be

given to a reversion to the 1968 situation and

each Council should be empowered to vary the

scales and rates of the tax in its area

provided they are not lower than those
announced in 1988.



ECA/PHSD/RA/90/9[24.11.2(i)]

Page 17

(v) Tax collectors in the Districts are Chiefs who

are in receipt of a salary from government.

Whatever the amount they collect, they still

receive their salary and at the end of the day

both the efficient and inefficient collectors

are treated the same. This system seems

unsatisfactory and consideration should be

given for tax collectors to cease receiving

salaries and to be paid only a commission based

on what they collect.

Grants

21. The law makes it mandatory for government to pay

grants to Councils to reflect the full cost of mandatory

services plus an addition for approved expansion. Over

the years government has been unable to disburse to

Councils the full amount of grants required to balance

their budgets. The payment of grants has become

arbitrary thus throwing Council budgets into disarray.

If the new decentralization experiment is to succeed

there must be a complete change. Grants must be paid

fully and promptly once the Councils have satisfied the

necessary requirements. Indeed the financial relation

with government should be stable and should not be left

to the unilateral and ad hoc decisions of government to

enable the Councils plan on sustained and long-term

basis.

22. Another aspect of grants is their inadequacy. For

example in the 1985/86 financial year only 1.1% of the

national budget was paid as block grants to local

authorities. The figure for 1986/87 was 1.6%. These

percentages are too low. It may be relevant to point out

that in Nigeria (which is also experiencing serious

financial difficulties) local authorities are paid 10%

of the Federation Account plus 10% of all state generated

revenue as grants.

23. Since the internally generated revenues of local

governments is extremely low there is need for Councils

to tap fully other internal revenue sources and to revamp

the system of collection. Such other sources include the

payment of cattle tax, radio/television licenses, motor

park fees, hiring of chairs and tables for private

functions, commercial ventures, entertainment tax,

hawkers and squatters licenses. The latter licenses are



ECA/PHSD/RA/90/9[24.11.2(i)

Page 18

for traders who have not been allocated market stalls but

hawk their wares on the streets and in open spaces in

the market. This group of traders play an important role

in the lives of the low and medium income city dwellers

because they sell at convenient places and at relatively

low prices.

24. Local authorities have been pressing for a greater

share of central government revenues e.g. Income tax,

sales tax, customs duties, road tolls, motor vehicle

licenses, sales tax on agricultural produce etc.

Although on the face of it, these demands seem very

legitimate I believe they should be placed in abeyance

for the time being until the Councils display an

increased capacity for collecting their present revenues.

If this request is entertained, the councils are likely

to rest on their oats; it will create a false sense of

financial viability councils are likely to do little to

improve collection. The Councils should also intensify

tax collection from other sources such as those

enumerated in the proceeding paragraph. On its part the

central government should increase the level of grants

paid to Councils from the abysmally low level of 1.6% in

1986/87 to something between 5-7%. In addition special

grants should be paid to disadvantaged districts to

enable them "catch up"; inducement grants should be paid

to districts which demonstrate a capacity for self-help

projects.
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CONCLUSIONS AND RECOMMENDATIONS

25. Decentralization as envisaged by the Resistance

Councils and Committee Statute is a new venture in

Uganda. Since the inception of the Act new structures

have been established all over the country and the

programme enj oys strong political support from the

highest to the grassroots level, but for the system to

be fully operational and to attain the objectives

envisaged the various political and administrative

structures have to be manned by capable personnel. The

various Resistance Council personnel should have a good

level of education as well as experience in the running

of government business; without sound political

leadership the system will not take root and will

ultimately founder. Skilled and qualified professionals

and administrators are also required who can translate

plans into reality. If such personnel are not available

in the right quantities and qualities then they will have

to be produced through training and other staff

development programmes. Successful planning by the

various levels of authority requires stable and regular

funding on a sustained basis. The unflinching support

of senior officials at the centre is also crucial. They

would be expected to display greater sensitivity

regarding problems as perceived by the district and urban

authorities. Genuine suggestions from the latter with

regard to decentralization of staff, finance and

transport especially at this transition stage will have

to be examined more sympathetically so as to ensure that

the districts do not develop a feeling that the centre

lives in an ivy tower and is not interested in their
problems.

With this background in view the following proposals are

advanced so as to put the new system firmly in place:

(i) The various local government enactments at

present in force will have to be amended clause

by clause to reflect the new changes.

Thereafter they should be amalgamated resulting

in the emergence of two acts - one for the

Districts and the other for the urban

authorities. This should be done between

September and December 1990.

(ii) A staff audit should be undertaken of all local

councils; all posts should be scrutinized to

ascertain whether they are essential or
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appropriate to enable councils provide services

at an acceptable level and to ensure that staff

are employed in positions for which they have

the relevant qualifications. In addition each

employee must be assessed to ascertain his/her

suitability for continued employment. This

task should be accomplished before December 31,

1990.

(iii) From January 1991 all administrative posts

beginning with that of DES should be filled.

The incumbents must be at the level of Under

secretary so that they can command the respect

of their peers. The establishment for each

district in terms of professional and support

staff should be worked out by each Ministry

and the necessary staff deployed to the

districts accordingly.

(iv) It is suggested that the Public Service should

not be decentralized as this would be devisive

and would result in its fragmentation. It

would also encourage and indeed enhance

nepotism and parochialism. The career

prospects of civil servants are also likely to

be circumscribed due to limited opportunities

in the small district public service.

(v) The dual personnel system should continue in

force and recruitment should be by the PSC, DSC

and TSC as the case may be. Issues relating

to all senior staff deployed to the Councils

should not be dealt with arbitrarily or

exclusively by the Central Ministry. The DSC

must be consulted in all cases and its views

should be taken into consideration when the

career prospects of such officers is being

considered. This should take care of the

legitimate fears of dual loyalty expressed by
the Councils.

(vi) Composite budgets should then be prepared by

each district for incorporation into the

national budget before the end of March 1991.

(vii) As soon as the budget is approved all the

financial allocation of each district should

be transferred to the respective districts.

The DES will now be the vote controlling

officer for his district.
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(viii) As soon as the development budget is approved

grants should be paid fully and promptly where

the conditions are fulfilled by the Councils.

(ix) The percentage of grants paid should be

increased from the 1986/87 level of 1.6% to a

level of 5-7%.

(x) At the beginning of each financial year, funds

should be disbursed to needy Councils to enable

them put up offices, staff quarters and

purchase equipment.

(xi) The Ministry of Local Government in

collaboration with the Institute of Public

Administration should embark immediately on a

comprehensive training programme for Ministers

and Policy-makers, Senior Officials and

political leaders at the district level as well

as for officers at the sub-county and the lower

levels of the Resistance councils. For details

refer to Annex C of this report.

(xii) The responsibility for the implementation of

the new system of decentralization will rest

with the Ministry of Local Government as well

as other line ministries. A special unit

should be set up in each Ministry for this

purpose. However there should be established

at the highest level an office for monitoring

the implementation. In my view this office

should be located in the Office of the

President. It should be manned by very senior

officials who would not only monitor but guide

and assist in the implementation process.

(xiii) Each district should establish a manpower

planning board to conduct manpower audits,

determine manpower needs, engage in j ob

analysis/evaluation and determine the terms of
training needs by the various cadres.

(xiv) In order to rationalize and maximize the use

of plant and machinery an equipment pool should

be established in each district.
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With regard to those to be trained the following

target groups were identified:

(i) National leaders and policy-makers; this group

will include ministers as well as the top echelons of

the civil service;

(ii) Central and Local Government officials at the

decentralized level of administration, Development

Committee and Resistance committee Members;

(iii) Lower Resistance Council members, local

leaders, chiefs, and the general public.

(a) Training of National Leaders and Policv-makers

This group will comprise Ministers, Permanent

Secretaries and other top officials. Training at this

level is designed to give participants a new perspective

of the dynamics of change, the planning and development

process as well as an insight into the new system of

decentralized administration. Training at this level is

of crucial importance and should not be underestimated

as this is the group which formulates policy and
allocates resources (human, financial and material);

including trained and qualified personnel to the
districts. Their unflinching commitment to the new

system can therefore hardly be over-emphasized. The

numbers involved are comparatively few; the duration of

their training should cover not more than three days and

it would be ideal if external resource persons are
involved to broaden the scope of the training and give

it an international flavour.

(b) Central and Local Government officials at the

decentralized level of administration. District

Development Committee and Resistance Committee
Members

With regard to this group it is important to
recognize two levels of decentralization i.e. RC5 and RC3

(District and Sub-County levels).. Although a lot of

development is envisaged at the RC5 level since this is

the corporate body as well as the precepting authority,

the government has indicated that the focal point of

development shall be the sub-country or RC3 and that all

technical and administrative personnel should be
decentralized from the county to this level. The

problems of effective development planning and plan
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implementation at a level which has no independent

revenue base was touched upon in my previous report.

However, training supervisory capacity is also likely to

be an additional constraint. However, training at those

levels should be sub-divided into two categories.

Category A will comprise:

Local heads of Central Government and Local

Government departments;

- All District Development Committee members;

Members of Resistance Committees;

Local members of Parliament.

Category B will comprise all the other officers and

employees who serve the local authority. Category A

seems rather "mixed" but experience from other African

countries has revealed that programmes offered to locally

based government administrative and technical personnel

together with elected representatives and even village

leaders are possible and have improved the management of

rural development and the general operation of local

government administration. Such programmes have the

added advantage of improving communications between the

official and representative sides. The focus of training

at these levels is elaborated under paragraph 13.

(c) Training at the lower levels and the general

public

Training at this level will cover RC1 and RC2

members, Miruka and Batongolo chiefs and other local

leaders to enable them articulate their needs and foster

a spirit of self-help and co-operation. Training should

also be geared towards the mobilization of local

resources and encouraging the local people to team up

with the central government as partners in development.

Many of the people at the grass-roots level particularly

in the remote areas have for long been isolated

physically and institutionally from government and their

colleagues in the urban areas. An enlightenment and

development programme will help bring them into the

mainstream of development, foster a greater sense of

belonging as well as a common destiny with the rest of
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the nation. Both formal and informal approaches should

be used in training including Resistance Council rallies,

film shows, lectures, age group meetings and other group

interactions. Mobile resource vans should be used to

facilitate the process and there should be

radiobroadcasts and handouts both in English and the

various local languages.

Before embarking on training it is important to

assess the training needs of the various target groups.

As the various target groups have already been identified

the next step would be to establish the training needed

by the members of each group. This will involve the

study of each class of employees and the duties and

responsibilities which are assigned to them. The

formula: JOB REQUIREMENT MINUS KNOWLEDGE WHICH ONE HAS

ABOUT THE JOB = (EQUALS) TRAINING NEEDS is often used

to determine the training needs of the local government

service had yet to be articulated. The individual as

well as those of the organization. Assessment could be

done by interviews, questionnaires, job activity

analysis, customer complaints, etc. It was not possible

for the mission to carry out a full analysis of training

needs; indeed this was not part of its terms of

reference. However, discussions held with heads of

department at the decentralized level. These are

discussed in detail in paragraph 13, but in the meanwhile

the Ministry of Local Government is strongly requested

to ask for technical assistance from bilateral or other

sources to carry out a training needs survey of the local

government service to enable it to formulate objectives

for a comprehensive training programme which would be

relevant to institutional aims and policies.

12. The contents of a training programme for the first

target group i.e. national leaders and policy makers

should not be difficult to formulate and should cover the

following:

Decentralization trends and practices in

Africa;

Planning and plan implementation;

Local Government as an instrument of

development;
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Mechanism for the integration of all government

departments at the local level.

With regard to the training content for central and

local government heads of department at the decentralized

level, extensive discussions were held with all

concerned. The needs of the people in the districts and

sub-countries were examined; they appeared relatively

simple; they needed peace, more schools, more health

centres, potable water, better feeder roads and better

means of communication. Many of those who were directly

responsible for meeting these needs, and the majority had

not been previously exposed to training, would therefore

require specialized training in the following areas:

Structure and operation of the decentralized

system of administration in Uganda and

relationships between decentralization and

development;

Decentralized legislation in Uganda;

Development of leadership and managerial

skills;

Development planning;

Local planning and plan implementation;

Project identification, feasibility studies,

project design, costing, implementation and

evaluation;

Financial and procurement management;

Communication skills, public relations and
attitudes.

The duration of the course should be approximately
eight weeks.

As indicated under paragraph 10(b) training will

also be required for subordinate staff both at the

district and sub-county levels. These would include

Clerical and Accounting Officers, agricultural field

overseers, works foremen, dispensary attendants,

midwives, health assistants etc. Many of these officials
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have served the Councils faithfully over the difficult

periods through which the country has passed and need

training to update their knowledge and improve their

skills. Training should be lunched as soon as their

needs are determined and the necessary funding is

available.

The next issue relates to the logistics for training

i.e. available facilities, trainers, equipment and funds.

With regard to facilities, it is obvious in view of the

numbers involved and financial constraints that the bulk

of the training will have to be done locally. In this

regard the major training institutions in the Country

include:

(a) Institute of Public Administration, Lugogo;

(b) Nsamizi Training Centre, Entebbe;

(c) Management Training and Advisory Centre;

(d) Uganda Polytechnic;

(e) National College of Business Studies.

A full list of all other training institutions is

at Appendix C.

None of the above institutions has spare capacity

to cope with the numbers and variety of Category A

officials referred to in paragraph 10(b). However the

Institute of Public Administration has a local government

school which is responsible for training officials for

the district and urban authorities. For some time now

the school has been involved exclusively with the diploma

course in local government administration. The duration

of the course is one academic year and the average annual

intake is about 3 0 students. The course is highly

academic and is not a priority as far as the Ministry of

Local Government and the district and urban authorities

are concerned. Indeed as reported in the UNDP and

Government of Uganda Project UGA/84/009 of 1987 it seems

that IPA has become a centre for training elites and its

programmes are likely to generate a growing crave for

status rather than the concern for requisite capabilities

to carry out efficiently and effectively the growing

complexities of government functions. What the nation

needs now are skilled and practical administrators who
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can, in the case of local government, transform the local

environment through proper planning, mobilization and

better use of available resources. It would therefore

be more rewarding for the country if this diploma course

were discontinued and replaced by in-service training

courses for district and urban personnel. IPA also

operated at one time a correspondence course training

school. It is understood that owing to breakdown of

postal services in the remote rural areas, the activities

of this school have ground to a halt; this should

therefore provide additional capacity for local

government training. Spare capacity is also available

at the Nsamizi Training Centre, if need be.

There is a dearth of qualified trainers in Uganda

who are capable of conducting training in the subject

areas listed under a paragraph 13. They must therefore

be produced. The Institute of Public Administration has

indicated that it can mount a Training of Trainers Course

for at least two batches of trainees if it were provided

with the necessary funds. Assuming that funds could be

made available potential trainers should be selected from

the planners, administrators and finance officers in the

Ministry of Local Government and its field officers and

sent for an eight weeks training of trainers course at

the IPA. Thereafter some should be sent for further

training in project management and planning either at

ESAMI, or University of Bradford in the U.K. Others

should do a course in Administration and Finance at the

University of Birmingham. The Ministry of local

government should seek funding for the U.K. Courses from

the British Government who had assisted in a similar

manner with the District Focus Training Programme in

Kenya. A tentative training will have to be conducted

on a peripatetic basis all over the country. This will

reduce costs as well as affording the trainers an

opportunity to interview and observe local officials at

work in order to determine suitable materials and methods

of training. Training would have to be constantly

evaluated to cater for any changes that may emerge as the

new system of decentralization develops.

The availability of funds is a sine-qua-non for the

envisaged training programmes. The current provision

both at the Ministry level and the level of the Councils

is grossly inadequate. It is hoped that government will

augment this provision. In addition external assistance
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should be sought to meet the cost of bursaries (both

local and external), purchase of training equipment,

transport and audio visual aids: A list of organizations

that can be contacted for assistance is given as Appendix

B to this report.

Virtually all the training equipment at the IPA is

either obsolete or non-functional and this is bound to

affect the quality of training. New equipment including

audio-visuals, photo-copiers, word-processors etc.

should be sought possibly through bilateral technical

assistance or from donors.

In order to implement an effective training

programme for Council staff, a separate Unit or division

should be created within the Ministry of Local Government

and charged with the execution of the programme. It

should be adequately staffed, headed by an Under

Secretary and should deal exclusively with training

issues. Training programmes should be organized for

members of this unit as well as for other Ministry of

Local Government officials charged with implementing the

new system of decentralized administration so that they

can assist, guide and monitor effectively the operations

of the various Councils.
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The 1987 Resistance Councils and Committees Statute

provides for the establishment of Development Committees

in each district which are charged inter alia with the

preparation, evaluation, monitoring and implementation

of development plans. The Committee is responsible and

answerable to the District Resistance council in the

performance of its duties. There are, however, no such

bodies at the lower rung of the Resistance Councils i.e.

Gombolola and Miruka. Since these lower bodies are also

charged with the formulation and review of development

plans as well as the mobilization of the local population

and encouraging them to participate in self-help projects

it is desirable that advisory development committees be

also established at these levels. These advisory bodies

would include representatives of the Resistance

Committees, as well as local representatives of the

Ministries of Education, Health, Works and community

Development. They could also co-opt representatives from

local non-governmental organizations including

parastatals, churches and Mosques. The recommendations

of advisory development committees would be submitted to

the District Development Committee and the District

Council through their respective Resistance Council for

incorporation into the District Development and

eventually into the national development plan.

At the commencement of the planning period, the

Ministry of the Plan would issue a call circular to all

organizations and agencies including Resistance Councils

setting out guidelines on local plans. The circular

providing this information should provide standard forms

for district, Gombolola and Miruka project formulation

and other data to facilitate the standardization for the

formulation of local plans through out the country.

Thereafter the various Advisory Development Committees

would draw up their proposals classifying them into

categories A & B Category A projects are those which the

local communities can executive fully from their own

resources. Category B would be those for which the local

communities would provide labour and part of the finance

and would require technical and financial support of the

District Resistance Council or central government for

implementation and future support including maintenance.
The proposals would also embody details of the sources

of revenue for the complete funding of Category A

projects and part financing of Category B projects. If

a local rate is to be raised for this purpose a statement
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confirming acceptance of the proposed levy by the

generality of the people concerned should be included.

The proposals of each Miruka and Gombolala

Resistance Council would be forwarded to the District

Council's Development Committee which would co-ordinate

them with those of other areas, suggesting modifications

and bearing in mind the potential capacity of the

District Council to provide part capital finance for

category B projects and also to maintain them when

completed. In addition the District Council would

prepare its own projects which would be in three

categories i.e. C,D and E. Category C projects would be

fully financed by the District Council; category D would

be projects that the District Council could finance

partially and depend on government technical assistance

and part finance. Category E projects would be mere

proposals of projects which the government may consider

for full financing by itself. All proposals in their co

ordinated form would then be submitted to the Ministry

of Local Government for consideration and after

modification in the light of existing and potential

resources the proposals will be transmitted with

appropriate comments to the Ministry of Planning. Once

the government has taken a decision on these, the

District Council would prepare the final version of its
plan which will include all approved categories A to E

project. Government would also indicate which category

B projects it intends to provide with matching grants.

After the approval of the Plan by the central

government, the District Development Committee will in

consultation with the lower Development Advisory

Committees prepare an annual programme of implementation
indicating priorities. The Development Advisory
Committees will delineate which category A projects they

plan to implement and maintain from their own resources

and which category B projects they can execute with the

District Council■s or central government financial and

technical support. The district Development Committee

will then in consultation with the District Council

assess what technical and financial resources are

available and advise the lower Resistance Councils what

projects to include in their respective annual
development budgets for implementation. It would also

make recommendations to the central government with

regard to matching grants to category B projects. The
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matching grants will act as an incentive to local

communities to participate in self-help projects.

The District Development Committee will in the light

of its own assessment of the council's resources advise

the latter on the annual programming of categories C and

D projects for inclusion in the annual development

budget. The annual development budget is then submitted

to the Ministry of Local Government. On its part the

Ministry of Local Government will ensure that the

appropriate ministries include the necessary capital

grants for category D projects to be implemented in their

development budget proposals.

The next step is the financing and implementation

of the programme. For projects in category A and B which

have to be implemented at the Miruka and Gombolola level,

funds are required for their execution and maintenance.

As the funding has to be on a fairly permanent basis an

annual levy would be required in addition to voluntary

contributions and donations especially from citizens

based outside the Council area; since most Ugandans owe

a very strong allegiance to their hometowns and

districts, quite substantial donations should, with

proper arrangements, accrue from this source. The levy,

if approved, would be a capitation rate imposed on the
tax payers in the area concerned or a tenement rate in

the case of urban projects. The proceeds would be

credited to a special rate account in respect of each

Resistance council and all expenditure must be authorized

by the respective advisory development committee. It is

obvious that the bulk of the funds required for category

A and B projects will have to be raised locally. This

will not only encourage the leaders at these levels to

put in as much effort as possible to maximize revenue
collection but it will enable those who pay for these

projects to see the results of their contributions in

concrete terms such as markets, feeder roads etc. It

will also help to inculcate in Ugandans as a whole that

if they want development they must be prepared to

shoulder the burden i.e. pay for it. Government should

encourage such efforts by the payment of matching grants

to category B projects.

On its part government's contributions or grants
should be paid fully and promptly where the conditions

are fulfilled by the Councils and Development Committees.
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Such contributions should be made within a clearly

defined and equitable framework. In addition the

district councils should have access to borrow from the

Local Authorities Loan Fund, superannuation funds,

commercial banks etc; the loans will have to be secured

against default and this may prove a serious constraint

in the case of poorer council's with little or no assets;

a simple guarantee may be a lien over central government

grants. In all cases the capacity of the council to

liquidate the loan will be of paramount importance.

Government grants are an important source of revenue for

financing development and this calls for a stable

finaneia1 relationship between government and the

Councils. In the past the allocation of grants was left

to the unilateral and ad hoc decisions of government and

this crucial that the central/local financial

relationship be stabilized for at least the plan period

to ensure an effective and systematic approach to

development planning. Finally development planning and

implementation can be greatly facilitated and enhanced

by the introduction of genuine decentralization. This

calls for decentralization of political, administrative

and financial authority with a fair distribution of

trained staff. Local institutions must be accountable

to the local population in their performance otherwise

their legitimacy will be called to question;

administrative and financial arrangements must be

carefully worked out to ensure that power is not left in

the hands of local bureaucrats. It is of course accepted

that the central government must continue to bear

responsibility for over-all policies and plans and must

exercise control to ensure the harmonization of all

development efforts and elimination of wastage and

duplication.

With regard to the collection of special levies and

donations it is of crucial importance that monies

received are properly accounted for and are not misused

as has happened in many African countries. Cases of

misuse or embezzlement of funds always dampen the

enthusiasm of local people to make further contributions

or indeed to participate in self-help schemes. The

government must therefore issue appropriate guidelines

for the proper custody of such monies. Guidelines based

on the Harambee schemes in Kenya are attached as an

Appendix to this report and should with appropriate

modification be used for all category A and B projects.


