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A. Back.qround

I.. In 1986, the Econonic Develoment Institute (:fiI) of the ~~rld Bank

embarked on a series, of Senior Policy Saninars on DevelO'O'tent '1anaqanent

for sub-saharan African countries. The first in the series was held in

NoV'anber 1986 for. selected Frenc..h.-speaking African countries. 1be second

in the Seni.nar series for se.Iecticd Enqlish-s~qStates was iointly

organized by the Econanic Camtission for Africa fEr:A) and the loDA at the

:FD\ headquarters g Addis Amba.~ between 6 an:i 10 ·.luly 1987.

2. The role that effective managenent plays in bringing about econanic

recovery am deve1.op:Tent ~ Africa has been anphasized bv FrA, and has

particularly been recognized by the United Nations ProqraITltE. of Action .

for African Econanic ~ery and 1JeVclo~..nt 1986~1990, which was aOO¢:ed

on I.June 1986 by tOO 13th SPecial session of the United Nations General

?\ssemblyo By focussinq the delegates' attention on the tha!E, Institutional

Refonns for ,~trengtheningDevelorrrent ~gerent{l the joint OCJ\/EOI saninar

underscpres the importance of effective m:maq~...nt; and hiqh1iqhts the

pol.Lev am nariagerial reSJ;X>I1Ses dictatOO by' the ?revai1ing socto-ecorrmtc

situation in Africa ..

B.. Objectives of the 5eninar

3. The madn objeci:.ives of the saninar are to pt:01Ote the exchanqe of ideas

ard the sharing of,~riences·, rmnnq policy-rrakers, on the institutioral

arrangarents for developrent mmagemento

c. Particioation

4. A r..ota1 of 15 senior p:llicv-makers, drawn fran Ethiopia, the Gambia fJ

Ghana, Sierra Leone 0 SUda11 and Uganda v mrtici}Jlted in the Seminar 0 In

addition, re1?%'esentatives of the FDI and the ~1\Q and two consultants/

resource persons 0 toOk part in 1;)1enary arrl group discussions 0



Do' ()peninq

5" The seminar was ooened on 6 Julv 1987 with a keynote address delivered

by ~1r ~ M. Tcroutr1.~~:"bussap Deryutv ~ecutivG secretarv of ~p on OOtE.lf of

Professor A...'ieb:iyo Adedeji, UN Under-Secret.;rry....("~r1.l. and a::A Executive

Secretary"

6" The Executive secretarv I s keynote address focused on the current socio­

econanic crisis in Afric,1... It noted that -:::tfter a. qunter of a century of

political ~Jlce.7 the continent had not recorded any siqrUficant
" ,

achieverrents in the search for improved standards of liVinq1 consensual

tx>litical arranqererrts , and effective nublie administration svstems ,

InStead of racdd econcr.uc grcMth r Africa had to contend ~th" the ~ities
of econcmi.c decay [J m3SS oovcrty and untold hurmn suffering" The keynote

-::addxess further 'recalled the initiative of the African "'leaders in formulRtinq

Africa15 Priority Procrrn"fme -for Econcmic Re~ 1986~'1990 (APPER) which

formed the basis of the Un!ted Nations Proqranm:; of Action for Africa ~ s

EconCnic Recovery and DeveloPlEnt 1986-1990 (UN~PMERt)). Both l\1?PER am
UN-PMERD had attributed A:frica IS econanie malad.se to lack of stzuctural,

transfonnation and pervasive 11"Jt'rlevel of T')roO.uctivity aggravated by

endogenous .md exogenous factors 0 '!he keynote address' noted that the current

initiatives carried forward the rressaqe of self-reliance and institutioml

re-dynamization -~ ~ message c1earlv corweved by the Laoos Plan'6f Action

and the Fin1.1 Act of Ii'igos.

6. The address also called attention to the Abuj~ IntemattoMl Conferef'ces

on Africa: The Challenge of Fconanic RecoverY ...~ Accelerated Develor.ment

which noted the progress atrtadned in the ,Vnolanantation of the. recovery 1I1d.

developrent proqramros , and observed·tha~ the international carrnunity.~

not resp:>rrled sL:':ficient1y to the apl?ea1 for assistance in tackling Afri.caBs

deepening socao-eccnomc crisis 0 The address therefore reiter:ited the

need to:
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(a) sustain da'cestic policy refonns and improve econanic

..m:magen:ent;

(b) ensure that structural adjustment, oroqramres Ylere conatstent

with t.h3 requirements for recovery and: growth,

(c) adoot. external debt~n.lleviatingmeasures (such as the lowerinq

.of interest rates on existinq debts, converting bil~teral ot)\

.~t and interest obligations into grants [I allCMinq renaym:mt of

. debt in.; local .currency) ,

(d) Increase aid flows and deve.loprent; assistance to '\frican countries;

(e) increase ooncessional resource flCM through multi-lateral

institutions •

70 The address oonclu:1ed by stress.inq that urcent and posatiive steps.be taken

to overhaul the oolicy~m:lkingam implemzntation systems in the various

African countzfes ~ In particular, there is need to adoot a forward-lookinq

strategy in policy-fonnulationg and re-define the roles of the key proqrarrrnc

1mplaoontation agencies in the public and private sectors 0

80 The keynote address '?laS followed by a statement delivered on behalf

of the ':'brld Bank/EDI by ?-.1r 0 Guy de Lusignan f Deputy Director 7 EDI., In the

statemant ll the EDI Deputy Director observed that there was general aqref":3nent

between the 'f~rld Bank and ~ on the diaqnosis of ?\..frica °s econcrnic prob.lems ,

There was also brood agrement on oossible remedies as underlined by the

decision to orcantzc joint seminars on educataon, ?11b1ic excenditure

proqramninq and deve1.opnent rnanagarento
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Firrlings am. Conclusions

First Plenary Session g (Ccmnents on kevnote Address and Ooerrino Statanent) ~

1 ~ The ti.mi.ng of the senior policy seminars which coincides with the

adoption of structural adjustment; t;>roqrCll'llOOS could lead to a misconceotion

that the seminars were meant to justify SAP, and thus diminish the

intrinsic value of the seminars ~

24 In fonrulating ool.icv, the centrality of ':X)litics should be borne in

mind 0

30 'Ib ensure that structural adjustment progranmes are consistent with

tre requirarents of qrowth and devaloprent., consideration should be

given to the balancing of &!U' with 'structural transfonnation' - the

latter being the central~ of ?\PPm and UN-T?AI"\~o

4 0 An internal i African strategy of econanic devoloorent; needs to be

identified and i11lf:)lenEnter.L

54 Regional cooperat.Lon should be st.eooed u:?r and intra~African trade

praroted -. especLal,1y Q ·throu'lh t counter-trade i which obviates t.h: need

for transfer of hard currency.

60 The tress of the people should be involved in critical 1evelcnrent

decisions, and :meaningful scheme of decentralization should be i..m?1~:'1t~.~
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7 ~ Each African gOVenmEIlt should create an environrrent conducive to

developrental activity>

8" There is an advantage in the oontinuation of the current sordnar

series which focus on the them.: of institutional refonn for strengt..l-teninq

developrent manaoement; and encourages exchanqe of ideas and sharinq of

experiences on the SaI'TE subject,

Session "&t:>: (A brief intrcrluction of 12 backrrround re~dinq materf.al.s , ~oJ.lo~v: 1

by the presentation of OCA !:l::l:'p.I on «"Re-dynamizinq Africa's AdministratiV8!

'~\1anagericil Systems and Institutions for Eooncmic Recovery and Devel,~t» ~ .,

i. TOO policy fram2W:lrk should be improved, and IQnP..n Wand forwa.tdc~lookinq

approach to '?Olicy-rnakinq should. be nrorotedD

20 Ibw 0open I a ool.Icy envdzorment; wuuH be depends on the prooress made
/ "

b:Mards 0pPJl, derocratf,c, and responsdve 'lOV~..nto

30 Think-tanks should be established to assist each qovernroont carry out

indcperrlent, and at tirres r critical, an::llvsis of comr;>leX hut str~teqic

problans f and pro{;X)se ~>lOrkable solutions a

4,,'1he roles of the 901icy~implem2ntation agencies (the civil .servtcc,

oublic enterprises r local qovenm:mt q «organized») and «infornal» private

sector) should be clarified, am obstacles to their efficient functioninq

should be i.ntnediately eliminated 0
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50 _In speci.Hc terms, the civil service should becore increasinalv

business-like 11 am 00 capahle of handl.mq ccrnplex and ~ializeO iSSUeS

in develoarent manaqcment , That means > it shoul.d strive towarls balanctno

its generalist orientation with nrofessionalism"

6 Q The ccrnpensation and incentive systems for nublic service orqanizations

(p:rrticular1Y rJ the civil service and parastiat.al.s) should be reviewEd to

prarote efficiency and tmorovo productivity c,

session 3 : (Parer by Professor Ibtun Phi.Li.ns , EDr consultant, on «'09t~nn.ininf1

National Phi.Iosophy, Goals and Strateqies:- The Nigerian EXperience») 0

10 Th? experience described in the backaround ?3-Y1er is sdmi.Lar , in manv

respects to the experiences of .ocher African countxics.

2 <> An ~v9lutionary,~ st.ep-bv-stien aoproach to national col.Icy-makmq in

l\frica is to be qreferred tp an overly: ambitious, ccmorehenstve, al.l-or-nothtnc

approo.cho

30 The qoverrmmt; the civil servioe , and the public -should be reqarded.

as partners in deve.lormcnt ,

.4 0 Particular attention should nDtl be paid to too adootion of n bot:t:Gm­

up strat~ in, glan formulatuon, and the local ccmnunitias should be '

actdvely involved. in selfc~help schemes;

5" There is need to develop ani internalize p:::>licy analysis c~~city

as do viable alternative to the «foreiqn» factor in oo.l.Lcv formulation 0
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Session 4 : (case Study~ I~tituti~l .Mjust:rrent in Terrafrie, by

1'1.. L., de P'1erode (focusing on the synptcms of econanic crisis in Terra£rie p

the causes of the crisis £7 ~"le eoorxnuc recoVerj progra~ formulated p the

decision-making orocess , ?lrmning and budqetrlno Systan£7 t.he civil sorvtce ,

and the action pkan prepared in consultation with the 'I!brld Bank) 0 ,

10 The precarious ecorxmtc situation dcscrfbed in the case study reflects

the experience of many African councrdes , but ~ proqnosis lies in Lnternat

r:olicy chances rather th:m. in external i.ro[:x)sitian of socto-eooncmtc measures <>

20 Mrican countries face a dtIenmas \'lhile the budget needs to be

balanced, and the deficit marenns have to be rv-rrrowed down, the pressure

for govenmmtal action in critical areas like educatdon , health, and

infrastructural devel~nt cannot be iqnoroo<>

3D '(.fuile qood and resoonsive government is essential for peool.e-orderrted

deve1q:ment, institutions such as the ';'hrld Bank are rot in a oosition to

make IX>1itical decisions as to \mch type of qoverrment; to deal with.. such

decisions rest with the ~ple thanselveso

40 Heads of State and government should , in their~ interest e ta1<e

radical and painful decisions aimed at stabilizinq their countries ~ ecorxnues ,

5.. Econcmic goals should be clearly articulated and institutions sbould

be strengthened to relieve ?J1itical leaders of routine administrativel

nanagerial resp:>nsibilitieso



Session 5~ Presentation by Professor totun Philips on «Institutional

Arrangem:mts for National ;)evelo~t» ~ focusing on the dvnamic am. ITlUlti~

dfrnensdonal, nature of devel~t~ am arphasizinq the iTIT?'Jrtanc~ of

planninq as a IOOnI1S of manarnncr the ineVitable orocoss of change. A ten~'

'POint institutional reform nroqrnnrne (startinq fran determination of

national philosophy and end.inq \-lith the specification of an institutional

review scheme) was 13.150 out.Ltned,

1.. ':Coo need for a gradual r step-by-step aooroach to institution reform

and devclO};IOOIlt \'1aS r~'crnnhasizc(L

2" oevel~nt is rrulti=~dinensic;mal. This raises t.l-)c dual, oroblzms of

speciall.zationand ccordinatio~.. -

3. The ccmplex and multi~d:iroensional nature of contemoorarv dovalormerrt;

administration dictates the need for officials with nrofessional and

general rnanaqerial (planning 0 COJrd.inati?11 g ccrrmmfcatuon, team­

building v and resource rrobilization) skills o

4. There is need to develop the C1MCitv of qrass~'roots oroamzatdons

in devel~lel1t clan fonnulation and ~l~tation"

5.. The peonle should be focus of deval.orment ,



!:'ill~J1.n~1~:> ;'Lrd. Cr).1(,1L..l!j ~.:Jns

(Discussion Grou~s)

A. Policy Analysis and Strateeic Planning

1. Th i nk tanks have an important role to ~!lay in policy analysis capacity

building in :."rican countries. However ~ it is essential to define their

exact roles carefully within eacl~ .national ccntext especially the

extent of their involvement in the decision making process and actual

executive functions.

2ft ~hile it is desirable to involve outside advisers in policy making in

government (as a means of strengthening ?olicy analysis capacity),

their reLat i onship with the po l i t i ca I ooliti~::ll -F:unctioarics, on onerharrt,

and with the senior career civil servants (~lo also provide.policy

advice) on the other, need to be carefully managed. The objective should

be how best to i1ilTTOVe the nua l i ty of pol icies wi thout causing frustrat ion

an2 ill-feeling among the different actors.

J. Policy analvsis training prci3rammes of varyio?: duration should be orean­

ized for di.Ff'erent cat egor i es of officials-- in Africa. These ::--rorraJ:1.mes

should be organized at national, re~ion~l and·international levels.

4. Political decision makers (notably ministers) will benefit from carefully

structured and ~ell organized training ~_Tosrai~aes. To ensure the effect­

, i venes s of ministerial-l eve! policy t r a i.ni.ng , it is essential to lJay

attention to t:€ clua} i ty 0:·: trainers (in~)ort3.:r;.ce of relevant practical

experience), the location of the traini~~ (outside the seat of government)

and the training t.e t h ods (erJfJtasis on active and participatory training

nethods). Usually, the sUVJort of the hea~ o~ state or head of f,overn­

ment for such senior :?olicy t r a ini.ng r-rozrampl~s is critical to its SUCC'~SSb

s. Sys t emat i c and structured Lnvo Iveoetrt of ~ubl::ic opinion in po l i.cy-mak i ng

can h e l p to i;1~~)r0Ve the Quality ofl"'))licies .s.nc enhance the pot ent i at for

effective iL~plemeEt at Lon ,
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6. In deteTIJini~? .ndtional strategic choices, it is necessary to scyike

a balance between cent.re-rlown and. bot t ora-up ap:~,roaches. Current

errohas i s on ~Jctton-:~:~ [,,:,'C,road:cs m .nan: i, c·'-f .icc.n countries are a i.med at

correcting the existing strong bias in £avo~r of centre-down approaches.

7. To achieve the desirable obj ective of 1Ll;itin£ the impact of the "fcre i.grr"

factor on national ~olicy-making (includin3 tte determination of strate~ic

choices), it is necessary to co.uo i ne the SIstematic strengthening of

natio~al policy analysis capacity wit!! deliberate and regular utiliz-

ation of available policy analysis ca?acity. Joth the African govern~ents

and donor agencies are urved to pay great.er attention to the util ization

of qua l i f i ed I\.::'rican policy analysts.

B. Coordinating ;'Iat:onal Development Pol icies

10 Since deve l ornen t is Tl1Ul t i-dimens i onaI 111 nature , the coordination of

national develof~ent policies must ue interpreted to involve the economic,

political j social~ cultural and technolo:ical cOT!l?nents or development.

Normally, na t i onsI co-ordination should be at the highest political level,

involving the t cpmo s t government, party and Lur-eauc ra.t i c office holders.

2. ~';hile macro-coordination involves coordination among development insti­

tutions, awons sectors, among ~evels of ~oveTnment (where appro~riate)

and between :?UG 1ie and :jriva t e sectorsj,,~iCTo-coordinat ion involves

coord i na tior-. wi ti;j n eacr. of tre cotsponcnt ~_ ~_y-::s of the macro ent i ty,

The fOrT"181' should be the responsibility o:? t'rLi~ office of the head of

governraent; and the latter should be the function of t.h e chief executive

of the relevant n i c ro conponcnt .

3. Deve l opmen t vpLans are probably the oes t instruments for acn i ev i.ng

coordination of national ,.develo~r.lent in (:evelo~ing countries • However,

the relative .cer i ts and (1e?~rits of. separate 01~ cornuiried ministries of

;. 1ann i.np aTH~ finance deserve careful cons i ?e!'2.tion. Whatever institu-

t iona l arr anoenerrt i~ adopt ed , it is ir,l:::ortan.t to spell out clearly the

respective roles o~ planning and finance institutions and the central

bank. Pur'tl-erncre , the relationships ue tueen tl.e se core coordinating
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organs and the technical ministries should be clearly set out~

, 4. There are both advantages and disadvantages in the idea of a national

planning commission as the superagency for coordinating national

development :;lanning. The Indian experience ShOl"!5 how such an insti­

tution can De used as a ~echanism for coordinatinr the coordinators.

Each African state will have to create an appropr i.at e institution for

perfominrr tnis critically i~?ortant task.

s. A special dimention to the coordination of national development ?olicies
..

is ~he co-ordination of decentralized development. Adequate authority

and resources should be made available to ensure effective coordination

at the sub-national and local levels. In ~!aTticular, the institutional

arrangements for coor~ination at the dece~tralized level should include

mechanisms Jor involvinci the peo~le at the 3rassroots in the formulation

and ir.1plerientation of ~'ol icies.

6. If in the process of p rorno t i ng effective coordination between the

public and private sectors, the private sector shc,uld becoI:le strenrthened;

care will have to be taken to prevent fo re i.gn de~',endence of t ne private

sector. \'Jit~lin the context or coord i nat i.ng i::-ublic and ?rivate sectors for

national developpent, the private sector should be interpreted to in

include NGOs whose activities also deserve effective coordination.

C) Measures for Strengtl,ening Civil Service Personnel Systens

1. The seven key issues identified in civil service ?ersonnel systems are

as followsl civil service size, recruit2e~t ~rocedures, career

development, reward an.' cornoensat ion , t.ra ining , discipline and stand­

ards of behaviour and industrial relations.

2. The causes of the poor pcr f'o rnance of most civil service systems in

Africa include serious decline in the quc-J.ity of new entrants, the

neglect of the civil service institution Cry Doth t.l.e government

(inadequate equi~uent and deteriorating con~itions of service) and

the Ins t i t at i on! s Leadcr-sh i. (lack o" corm icnent and dynamism);

fragmentation of the institution; proo ler; oE l~eriodic 'purges t
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(mass disnissals) and partisan politicization e To remedy the situation,

adequate resources should be allocated to in.stitutions and conditions

of service for civil servants should be ita<"'YGved. L1 particular, the

scope of the career civil service should be clearly derine0 and

protected wh i l e serious attention should "to ,:iaid to r rcf'es s i.ona Li sm

and training_

3, The location of the training xunction, es~iallv the training of the

~ost senior~administratorsshoul~ be at t~s hi~hest political level

possible. This stratesic location is likely to facilitate the adoi':ion

of a national training :olicy and its ~~plementation.

4. Uncertainties over the most appropriate location of the central agency

for personnel management significantly a~~;:':;;ct peronne I j ol c i es and

pract ice5 • Uncert1.inties over the bal.ancc to '-:aintain

between central rcrsonnel nanage In ent and line management of personnel

affect tor ~ctter and for wor se personne L'pol icies and practices.

5. Given the c~nplcxty of the issues associated with ~ersonel policies

and practices, systematic and detailed study should be c~rriedout at

national J r eg i ona 1 and international levels 'Ji th a ViCH to f i nd i ng

appropriate ?ractical Solutions.

Do Other Issue

To improve the )erformance of publtc ~nteY;rises in African States?_

it might be desirable to consider the Camo i.an excer i.mcrrt wi t l. perfornance

contracts 0 This exper ir.icnt; currently involves t};.ree ~_'ublic, en t crpr i ses

whose boards are nct under individual ~inistcTs ~ut come directly under the

presidencyo




