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Planning . in the contempor ary s ~nse is a vast governmental operation with 

political, administra tive and financial implications deriving from its overall 

ob j ective , namely 9 the improvement of the economie and social conditions of the 

people of a country. These implica tions are a s f a r-reaching as those involved 

in the :politica l and constitutional changes preceding the independence of the 

newly independant countries of Africa and other parts of the world. Perhaps 

even mor e s o . And since planning has . become the vogue among many c ountries 9 

especially the n evüy independent couni;ries of Africa 9 i t is important tha t 
. ' . 

consider able thought b e given to the subj ect by c ountries on the threshol d of 

independence. .For they can ther~hy try t o avo;i..d many of the false starts and 

mistakes of those countries which hav e preceded them on the path of planning. 

2. In .many ways it is much easier, politically and administratively, t o take 

over the gov ernment of a count:t;:r at independence than to organize a government 

f or the tasks of planning. All ,tha t is necessary in the f ormer case is t o 

change the senior personnel in , .tb,~ various departments of gov ernment (by the 

proc ess of Africanization if th;E3, previous incu.mbents wère expatria tes) 7 group 

the departments into minis tries un.~der poli tical heads or ministers responsible 

t o a pa rlialïlent or a chief executive and , through the latter, to the electorate 

whose wishes are now the c:.Lirecting f orce behind the activities of government. 

Once all this is Jone, business can proceed as usual, a s it did under the old 

c olonia l masters, using the existing machiner\}' which was originally set up by 

them. Indeed 9 hardly more than this is involved in the concept of independence 

f or most politica l leaders, except tha t t o the old machinery a new part may be 
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added- external affa irs · ;.;. ·and · all thë glamoür · involved in diplomatie represen

tation abroad a.pJ. ):nE?_mpership .of .the .Unit:ed . l'iatio.ns and various international 

organizations • 

.3. For purposes of planning, ho-wever,much more than taking over existing 

governmental machinery is involved. A reorganization of government as well 

as the establishment of economie and s ocial goals is called for. The goals 

mà y be easy todefine and establish, but the reorganization required to estab

lish the machinery for achieving them' takes a considerable amount of political 

energy, courage and foresight such as is seldom imagined or easy to achieve. 

For, in the first place, economie and social planning requires new oachinery 

to be grafted on to the existing political, administra tive and ·· financial 

machi.nery. . · The planning organization, whether a commission ·or a unit, must 

. be establishe.d wi th trained and experienced personnel viho are not easy t o come 

by .in the numbers required. It canna t operate with less thari a minimum number 

of people because it is the sensitive focal point and. powerhouse of the entire 

machinery of government whos e activities it seeks to guide," co-ordinate and 

.enlarge,. Depending on the size of the country and the scope of its operations 

the minimum number varies, but is hardly likely to be less than a body of six 

professional economists and statisticians, with suitable clerical and mechani

cal support • 

.:t 
u 

. 4• The planning organization must work in very ,close and continuous contact 

wi th the sta tistical service an cl thé rünistry of finance and keep i ts fingers 

also on the pulse of each of the other ministries and departments of government. 

These ministries and departments are usually the executive arms of the govern

ment i .n executing development projects and must therefore be in on the consul

tative and planning process through sorne suitable arrangement, as wall as fèed 

back to i;he planning organization the results of their activities. The feed

back mechanism is necessarily linked with thè planning mechanism as a guide to 

further planning actl.vity as well as a check on the progress of projects in 

execution. Çall it inspectorate or what you will, it must keep a check on 

expenditurE:)s for the planning mechanistn to be able to minitnize waste and achieve 

a necessary degree of flexibility in the allocation and adjustment of expendi

tures between pro jects. 
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5. Such 7 briefly and wi thout an e:x:ov.r s i on into t echn ica l lletails 9 are the 

broad vutlines of the centra l machinery of planning, but enough has been saü~. 

to indicate tha t i t is more in the na ture of a j ellyfish wi th tentacles l,eachin;· 

out everywhere into the administrative or gan s of governwent and fraught 7 there

fore, with potential coaflict u ith pr actical l y every ministry anJ. depar tment, 

It is certainly not go ing to b e the darling of any ministry since its activ ities 

a re likely to be interpreteJ. as undue interference where a hermetically s ea led 

atmosphere is r egarded as the essence of ministerial status anù independence 

( an unfavourabl e amen for smoo th and co-or üina ted functioning of the gov8r~~on

t a l machinery); or an attempt at dictation of how much should be spent on 

variou s pro jects and how the funds should be r a iseJ., or, worse, a presumptuous 

attempt at usurping the functions of the ministry of financ e , where the finan ce 

and treasury department, absorbed and met amor phosed into a ministry of finance , 

has been tradi tionally r egardeù as the pr emi er department. 

6. Yet a planning organization, in order t o be e f fective, must -plan not only 

the pro jects but a lso the funJ.s wi th >·rh i ch to finance them , and allo ca te tho s e 

funds t o the various min i s tries a nd ùepar t ments. It must have enough authority 

as well as c o- oper at i on i n order tc see the plan through. It cannat malce a long

term plan without a lso planning, on l ong t erm, th e finances t o be available to 

ca rry out the plan. But this is just where a goo ù deal of misunderstanding is 

likely to arise be t ween the p l anning o r ganizat i on and the ministry of financ e . 

The plain truth i s tha t most mi n i strics of finance , in newly indepen dant 

countries 7 are not pr operly se t up to cope with the tasks and requirements of 

planning. The tradi t i onal proj_Jar ét t j_on of 2.nnual buJ.gets of r evenue and exp en-

diture i s hardly the sort of th in~ r equireJ. for J.ev el opment or l ong-term plan-

ning . For the forme r 1eal s costly with annual r ecurrent exponditure of the 

existing services of government , with a few capita l spending projects thrown in, 

whil e the l a tter i s mainly involved with cap ital spending beyonJ. the anr;.ua l 

span of the tradi tiona l budget as vrell as vri th i ts annua l recurrent commi tment s . 

7. Thus t he bu J.ge t ary problem of gov ernment involves a two-fol d aspect, shor~ 

and l ong t er m, the l a tt er being of particular relevance to planning; but the 

for~er a l so i s relevant s inc e J.evelopmen t spending g ives ris e t o annual recurrent 

costs. Consequently, it is imposs ible to i sol a t e any part of government financ e 

f rom the sc ope of the i n tei·es t and activi ti es of the planning organiza t i on
9 

and 
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s orne m.auas mus t -oe found of bringing the two mechanisms together . This auto-

matically i mplies tha t the finance minis try c annot 9 in the planning situation , 

continue to r egarù ~tself 9 as i t was wont t o do in the past 9 as the premie~ 

branch of government . For f inances must a l so be planned. Theref or e 9 the 

mi n i s try of f i na nce c ann a t b e the final a r bi ter of what should be Clone or h o-;; 

much should be spent on what. For its a ct i vities canna t escape ~he judgment 

of the planning or ganization itself. 

8. Here we run into a c on s ti tutional problem of the first magn i tucLe . For 

t he p l annin g or gani zat i on usually has no const i t u t,j_ona l s t a t us 9 somet i me s a l so 

no def i nit ive l oc at i on >vi thin the aJministr ative s truc ture 9 as it ~·ras selclom 

tb.ought of when Jrawing up the n ew c onsti t ution fo r p olitical jn·lepe~1der:ce 9 

e specially in ex~British c ol onies. A ministry of financ e, yes 9 anQ a mini.stry 

of devel opment - or even a ministry of financ e a n ù economies - but a ple_nning 

or ganiza t i on or a mi n i s t ry of planning, no - except i n fo r mer F r ench coloni e s . 

Thu s in ex- British c oloni es, as in Brita in i t s elf 9 p l anning has no defined or 

assm.·ed c on::, ti tutional s t a tus and i s likel y to be swept under the "rug of the 

minis try of fina nce - u n1ess sorüe thing is clone to prev en t this anù the conse-

quent threa t which i t p os e s t o or clerly e c onorüo a nd social devel opment. 

9. Not 9 r eally 9 that the p l a nning or ganization needs a c onstitut i onal provi-

s i on. It is ~erely a mat t er of es t ablis hing i ts mechanism in a str ategie 

l oca tion 1Ü thi n the ex is t i ng a.Jmi nistra ti'.•e st:ru ctur e 9 so tha t i t may h ave a 

chance t o do its u c r k effecti v e l y t a {h e ~enefit of t he entire c ountry . 

îO. Ideally~ a wor kabl e al' rangemont woul J. "be ·~ c set up a mi nistr y of fi nanc e 

and planning, the king --pin of >rh i c11 sho;_ül iY:; t~.l8 depar tœent of budget and 

planning to which woultl be a tta ched9 as a.:uxili ::!.::'ic s , -:h8 ('_cpa:nt:"twnt of statis

tic s ~ the p e r sonn e l or es t abl i sb.raent J~"part"10nt , eucl the depar t ment of f inance 

a n cl treasur;y 9 cus t oms and oxcise 9 and interi;.al :;.·evenue (income t ax). The bu dget 

and p l a nning ùepart ment should take c a r e of long- term e conomie and soci a l 

p l anning as well as l ong a nd snort- term r' i nan cial pianninc; 9 >d th i -'Gs p l anning 

inspectorate as f eedba ck mechanis m9 assisted b ;y t h e esta blishment 9 statis t ic s 

and r ev enue clepart ment s 9 but in con s t ant t ouch and consultation nit~ a;_ l 
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The ùepar tment of financ e an~ treasury 9 on 

i t s side shoul d c&,rry ou t i ts tradi tional functior.s cf custoù.y of public f unds 9 . 9 

firrancia l accounting 9 f or mul ation a nd enforc ement of financial r egulations 9 a s 

well as supervisio~ 9 thr ough t he central bank 9 of the currency and banking 

system a s a whol o •. 

11 . Qui t e clea rl ;y 9 this kinù of arrangen ent woul ù do the minimum of v i ol ence 

to established ideas, pr ecepts anù pr ejudic es and leave the minister of finance 

q_uite happy, but Hith mor8 justif:~c .s,t:;.on of h i s pr es t i ge than h itherto. 

Furthermore 9 i t sl:.ovl cL b ~' eq_ual l;y obvious that the c ivil s ervice head of thi s 

n ew· type of f inanc G min:i.str:r cannet be the ordinary run of administrat j_ve 

offic er who vrorks his ·ray '.l.p t>e civi l servi ce l adde r with a first 9 second 

or thir d in h i story or the c l assics . For t his is a technical mir.is try in the 

full sense of t he te:J:m 9 z:wd. a profess i ona l economist should head i t 9 ass isted 

prefer ably ~y i f sel ect gr oup of economie advisers drawn fr om compet ent 

professional:-;; out sid.0 th e civi l serv:ic e 9 but mvorn to the cath of secrecy a11d 

loyal sei'vice . 8'.-lch persons 9 naturally 9 mus t have a stako ir. the country, 

'trh il e in t h oi:i.' select i on a pr o fi tabl e avenue exi sts f or co- oper a t i en wi th the 

ur.iver s i ty communit~r , e,s well as other sections of the country's life. 

12 . The chances of sett ing up such a ministry a r e good. only where seriou s 

t hought i s be ing g iven 9 p:r i or to politica l independance, t o th e pr oblens _and 

consoq_uences of planning. They a r e not bad , e ither 9 even aft or political 

independance, provi ded the change i s made q_uite early in the ~ost- independance 

peri od. The suggested arr angewent has the merit tha t it can be adopted for 

both federal a nd reg i onal pl anning machiner y. 

î 3 . Some nevll;y 2- ndep enden t c oun tries 9 over taken by t he necess i ty fo r pla,rming? 

make compromises? h owever? wi th varying degrees of success bu t har dl y 1-Ji th mu ch 

satisf a c ti on. In urder to g~ve the p l ann i ng organization tho pr s st i ge it 

de serves i t r,1ay be though t best t o a ttach i t t o the prime mi n i s ter~ s off i cG . 

Where tho prime minis t er i s personally and energet ically inter ested in pl anning 

and deve l opment this arr angemr.::nt n1ay 1-Tü:rlc \•rol l? but the finance minis t er i s 

f orced t o co- oper ate under the ;re:i.ght, or t he threat of the whip 9 of the l)rime 

min ister 1 s prest i ge . I t may not vror k q_u i te weJ..l with a less inter es t ed prime 

minister s ince much will depend not only on his interea t but also on h i s per sona 

lity. I ndeed 9 a pr ime mi nist e:r nho i s l esP pe rsonally invo lved in p l anning and. 
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deve l opment may seek t o shunt t h is part of h is portfolio to a minister of devel

opment >vhose persona l pr es tige is necessarily l oss t han t ha t of th e primo minis

ter a nd who 9 in any case , must c o- oper ate with the finance minister to ge t 

an~~here a t a ll. This arra ngement 9 at b es t 9 is unsatisfactory because it 

l eaves intact the subor~ina t o- superior fe e ling, and behaviour 9 between the 

t wo ministries . For the fi na nc e minister, by v irtue of his c ontrol of tho 

public purse a nd the traditiona l pos i t io~ of his ministry as primus inter pares 

in the pecking or de r of ministers af t er the prime minister 9 is uhlikely to take 

seriously the planning point of v i ew of his deve l opment collea5ue. If the 

l a tt er is bol d enough t o press his viewpoint this may l ead to c onflict. 

14. Or 9 again 9 in or der t o mi n imize c vnflic t over the allocati on and exp endi

ture of funds f or deve l opment fro m the public revenues , it may be considered 

advisable 9 as a compromise, for t he ministries of f i nance a nd clev el oprnent to 

have separate v ot e a llocations from r evenue, corresponding t o the division 

betw·e en current a nd cap ital budget , 1-J"ith certain ass igned r evenues accruing t o 

th e ministry of lev el opment. Although the ministry of financ e woulu still take 

care of the general a cc oun t ing f or public fun ds 9 the two ministries would hav e 

complete control ov er their respective shares of the c ornmon purse, vvhich i s the 

v ery reason f or dissatis f action v-ri th this a rrangement, f or the government 

purse is one and indivisibl e and the division of control i s bad for co-ordina-

tion and general fl exibility in financial matters. Yet where the issue becomes 

on e of a choice between maintaining t wo cabinet j obs and merging the t •;ro 

ministries with possible l oss of a cabine t job the claims of economy, c o- or dina

tion a nd commonsense may get l os t in the tussle. 

15 . Ther e i s 9 apparent l y 9 no good or satisfactory subs titute f or a merged 

ministry of --levelopment 9 finance a nd planning 9 for t he public pur se i s a s ingl e, 

indivisibl e purse 9 ev en though the ministeria l cl a imants may be many and t he 

objects of expenditure varied, l ong as well as shor t t e rm. But the merger 

must be complete in a ll i ts es s entia l e l eraent s - budge t 9 sta tistics 9 planni ng 

per sonnel , r ev enu e and p l an inspector a t e . For it i s better no t t o plan at a ll 9 

but to carr y on bus i ness as before than to pr e tend t o plan without a cc ep ting 

its c ons equenc es. 

\ 
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16 . Having thus encompasseù~ briefl y and in a very gener a l mannar, the 

pol itical, a~ru ini s trat ive a nd financ i a l aspects and c onsequences of planning, 

it is appr opr i ate to deal wi th each of these main aspects i n a li t tl e mo r e 

detail. First the. poli tica l aspect. One of the most intriguing but littl e 

examined aspects of modern political constitutions is the relevance of types 

of political constitutions to th e pace and progress of economie and social 

deve lopment. Experience with the workings of political constitutions seems 

t o l end we ight to the view tha t sorne political constitutions are BOre condu

cive tha n ethers t o rapid economie and social development by government. 

17. In general, the system of parliamentary democracy, as it obtain~ i n 

the United Kingdom and in the light of its historical performance, is politi

cally very effect ive but s omewhat deficient in the acceleration of economie 

and s ocia l deve lopment. A basic reason f or this 9 it would seem 9 is tha t this 

typ e of democracy is based on non-separation of executive and legislative 

p OvTers, so tha t t he el ec tora l machinery selects both the legisla tors and the 

executive or cabine t heads of ministries. But the electoral machinery is 

designed t o select politicians - tha t is 9 the el ected representa tives of the 

people, not t echnicians or professional peopl e with skill or competence in the 

particular fiel ds r epr esented by the various ministries. Renee it does not 

ensur e tha t th e minist er s chosen from the el ec ted r epr esentatives will also be 

c ompe tent in the work of the respective ministries I•Thich they head - unless by 

the mer es t accident, a ided by deliberate adjustment by the prime minister. It 

is on this a ccoun t that t he tradition has developed in the United Kingdom that 

minister s a re not specialists but politicians and have therefor e to depend a 

gr ea t deal on specialis ts in the permanent civil service, a dependance which 

carries c onsider able r espect for the pr ofessional competence of their s enior 

civil servants a nd a willingness t o listen to thcir points of view even though 

th er e is no obligation t o acaept their advioe . This tradition, however, is 

only a r ationalizat i on of the results of this particular type of political 

i ns titution a s it oper a tes in the United Kingdom and not, as is often JiÜstakenly 

thought or b elieved, a political tene t or a fundamental axiom of politioa l 

philosophy. 
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18 . By contrast, the sys tem of pr es i dentia l democracy, as it i s practised 

in the United St a t es of America, i s des i gn ed t o separate executive from legis

lative powers, so that either branch of government becomes c ompetent within 

i ts own field. Thus, all th e l egislator s are selected by the electoral 

machinery but, on the e:x;ecutive s ide , unly th e president is s elected by 

popula r vo t e and he is then free t o select his cabinet from among people who 

are compet en t professionally and/or by exper ienc e in the particu l ar work of 

various depar tments (minis tries). Additionally 9 these cabinet ministers are 

a i ded by professionals in the permanent c i v il ser v ice. The economi e and 

socia l per fo r mance of the United States i n its relatively brief periad of 

his t ory may beJregar ded a s supporting , i f not c onclus ive, evidence tha t an 

executive sys tem tha t sets a premium on the rel evance of cabine t per sonne l t o 

the departments of activi ty -vrh ich they head is rïlo r e likely t o pr oduce resul ts 

in quicker t im e than one which tloes no t. The experience of t he Soviet Union 

i n its much bri efer h istory i s even s trong er evidenc e . 

19. It woul d seem to fo ll ow, from this bri ef ske tch of major differences 

between parl i amentary and pres identia l democra cy (the j udiciary i s l a r gely 

indepenéi.ent in bo t h cases ) that wher e government activity is l a r gely c onfined 

t o adminis trat ive ancl r egul a t ory functions VT i th private ent erpris e be ing 

primarily r espons ibl e f or economi e level opment, there i s li t tl e to choose 

between the two s;y-stems of gcv ernment. Eu t where , as i n UIJ.dor deve l oped ( or 

devel oping) countries of t h e cont emp crary 1w r l d 9 government has t o t a ke the 

l eadi ng r ol e in ec onom i e devol opment the presidentia l type i s more suited t o 

t he t a sk than the parl i arc. Gn t a.ry type b ecause 9 giv en the leg i s l at ive progr amme , 

i t i s more likr:lly t o pro d.uce resul ts in much qu i cker time. 

20. Renee , short of changing the constitutional for m of gov ernment , countries 

which have adopted the Uni t eëL Kingdom parliamentary fo rm of gov ernment will 

have t o make modific a tions in the gov ernrnental structure 1-rhich are des igned t o 

pr onn t e r ap i d economie grovfth under the l eaclership of gcn~ernment. This is 

particu l a rly t he ca se in the f i e l d of ec on omi e and s ocia l pl anning . Becaus e 

overall ec on omie and socia l planning must be the respons ibility of gov ernment 

the pl anning organ iza t i an mus t fall directly wi thin an app'ropria t e minis try 

of government. Wi th dev e l opment and finance institutions tho position i ~ 

s omewha t J.iffer ent. In addition to th e ne c essity for a high degr ee of 
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r elianc e by min i sters on professional aJvisers in the permanent civil service~ 

certa in dov e l opment and financé institutions -(developrnent corporations~ 

indus trial~ agricultural and co- operative· banks 9 res earch institutions~ and 

s o on ) would have t o b e set up on a n aut onomous oasis outside of the r egular 

civil servic e , but with gene~al mi nis teria l r espons i b ility by the political 

h eads wi thin -vrhose r espect i ve p ortfo lios the 1orork of such autonomous bodies 

lies . The most i mportant anQ, pe r haps l mos t difficult modification, however, 

concerns the adjustmen t of cab ine t p ersonnel t o suit the fi e l ds of compe tence 

ov er >vhich t hey pr es i û.e. For the range of manoeuvre is limited by the results 

of t he e l ector a l systera v<hich deter mines the ma t erial >v i th which the prime 

minis t er wi ll hav e t c· 1-TOrk. The limitation may be such that no amount of 

cabine t r eshuffl e or r ot a tion of ministers may break it, ev en when the field 

of choi ce i s exten cLe d t o t he entire membership of the gov ernment side in parlia

ment. The s ol u tion may lie in fishing from potentia l ma t eria l on the oppos i

tion s i de ( uhich makes nonsense of the party system) or solecting from outside 

parliamcmt. But ~ in or der t o sav e the system of parliamentary responsibility 

t o the na t i on somebocly or o th er must be persuade d to give up his seat f or 

t h e desire d ca ndida t e - a r eal tes t of political ingenuity. 

2 Î . Furtherrnor e , t o the crea td.on of new autonomous development and financ ial 

institutions or the conversion of existing departments into autonomous bodi es 

ther e i s a point of diminish ing r eturn. This point is r ap idly r eached as the 

pr oc ess continues becaus e, f irs tly, cverall co- or dina tion bec umes increasingly 

· diff icult as the numb er of autonomous agencies increases ? secondly9 a thorny 

problem for ov er all budge tary c o- or dinat i on and financial pla nning i s c~eated 

as- the numb er of ancilla ry and fina ncial inst itutions i ncreas es outside the 

a r ea of general government ; a nd , t h irdly 9 t he staffing problem may be a cute 

in the f a c e of shortage of tra ined a nd compet ent persc~~el. These a r e 

probl ems which woulù a ris e under e i t her main system of gov ernment and 1·-Thich 

vwuld t ax any ol d-established c ountry , much mo r e nevrly developing countri es 

vrhich a r e sually short of q_ua lified per sonne l t o opera te and c o-ord.i~ate the 

many ins titutions I.Yh ich they may wish t o establish. 
22. The ent ire fi e l d of pol i tica l i nst itut ions in the :ir r e l ev a nce t o 

econom i e and soc i a l p l a nn ing cmd deve l opment is one vrh i ch can usefully empl oy 

s·,. :.u r esearch. funds 9 for the r e sul ts of such r "' search a r e iike ly t o throw 

much.· light o n an ever - pr 8sent pr oblem f a cing no t only deve l op ing countrie s 

but a lso ol der ones . The Econo~ ic Comm i ss i on fo r Airica hct s this proje ct 

current ly on the (igenda of i t s wor k p:.' ogr a.mme . 
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23. I n the fir st and second part s of this pa pe r gener a l r e f erence s 

have been made in the discuss i on to a dminis tra tive problems of planning. 

Att ention wi ll new be g iven, i n snrne de tail, to this category of prGblems. 

It should have be come clear fr cm t he discuss i on in the se cond part that 

for the purpose s of ::;> l J.r.ming a r egr ouping into one ministry of sorne 

existing depar tments i s essentia l and best - tv wit, finance and treasury 

cust oms and excis e 5 inoo~e t ax, es t abl i shment , statistios - as well a s 

the graf,ting on t o the se of the n ev·T planning and budget admi n istra tion and 

a plan inspe ctor·ate to ke ep in continua l r eview, and check on, the pace 

and progr e s s of dev e l opment proj e cts be ing executed by, or under the 

aegis of, t h e other mi n i s tri es. 

24 . Running through thi s group of departments is a common theme 

~;a s ie to pl anning da t a , men and money. And with this group of 

departments under a s ingl e mini s t eria l control the thorny problems 

of co-ordina t i on ar e r educed to manageable p:.:oportions. Since planning 

depends cons i de r ably on t he ava ilability of data, the sta tistics outfit 

i s an integr a l part of t he prooe s s , f e d by other ministries , chiefly 

l abour and educat i on . :B ecause it a l so i nvolves personne l r e cruitment 

and tra ining, the establi shment department cornes into the picture . I t 

a lso involves money, hence the r evenue department s and , through the 

finance and treasury depar t ment, the banking system mu s t be close l y 

i ntegrat ed into the p l anning process . 

25. In t h i s set t ing , manpower for e casts both for government and 

f or the r e st of the e conomy, proje ctions of r eve nue and expenditure , 

capita l and r ecurrent costs of dev elopment proj ects a s well as the 

r e current co s ts of existing service s , can a ll be more easily made on 

long as >vell as short term . Fi s ca l and mone t a ry measure s, and personne l 

r e cruitment and t ra i n i ng po lic i es and progr ammes can be r eadily adjus t e d 

to the roquirement s of the pl an. Furthe rmor e , the chances of irresponsible 

decisions involv ing the f i nan ce s of the country, or of unco-ordina t e d 

activity among various ministr i es , wi th r esult ing was t e of public funds, 

could b e minimize d or r eadily che cked. 



,· 

IDEP/ET/VII/157 
Page ll 

26. The pl anning organizativn~ in thi s cont ext~ does not have 

t o jus tify or f i ght for its existence ~ onc 0 the implications of planning 

are r ecogn ize d and its rgspvnsibi;_iti e s a ccepted. It can also, within 

thi s context, keep acti~ly in touch with t he ma jor decisions a ffecting 

t he eoonomy in both the fiscal and the financial sphere, including money , 

banking and credit, and 1mrk out the ir implications for the policy-maker s, 

Hence it can r eadily advise on the wisdom or unwisdom of specifie policies, 

or their implie d harmony or cont radictions in r egard to exi s ting policies . 

27. Planninghowever, r equ ire s continuous consulta tion with other 

mini stries for i ts success . In the set t ing already descrï~,ed i t be come s 

easy to set up officia l, or un(ffi c i a l, i nt er-minist eria l consultative 

ccmmittee s, prepar e integr a t ed department a l and minist eria l budge ts, 

and to force various ministries linked in common or r el a t e d proje cts to 

consul t Hi th one another in pl an.r;;jng or t aking a c t ion tha t is of mutual 

inter e st. 

(ii) Pr ofess iona l s v0rsus Administrators 

28. Among the st ill unsolve d problems of mos t African governments is 

t he r ol o of profe ss ional s and t e chnicians i n the ci vil · serv·ice , vis-à-vis 

the administrativo personne l w·ho , more often than not, perform in a role 

carrie d over from the old coluni a l administr at ior. .• This prt-blem exists in i ts 

own right, exc8pt tha t i t doe s hav e s er i ous i mplica tions for the role and 

perfor mance of the planning organiza.t i on as a profess ional unit. The colonial 

administra tion set the a dminis tra t ive officer in the topmost ca tegory of 

civil servants .and to b ecome an administ r a-t i ve officer v;as the ambition 

of a spiring civil se r vants . Its achi evem0nt meant tha t one had virtua lly 

a r r ived i n the governmental hie r archy. For the poten t i a l of an administra tive 

officer 1-ras unlimi t ed in scope, i n supposed knmüedge and in a dvancement. 

In t he c ompar a tively primit i v e set- up of the colonia l administra tion, vis

à-vi s the r equirement s of modern government~ the a dministrative officer 
11knew a ll 11

• He s t arted his car eer as a junior ~ci strict officer, acquired 

sorne working ~o1üe dge of the local l anguage and customs, adjudica t e d 

disput e s in loca l c ourt s as a magi strat e, and t ook precedence over a ll 

civil servant s in h is district. Having served a f ew years in his composite 

role of administrator and judge he be came qualified to " deal with the na

tives " in ev ery r espect. From here on, he could work his way up successive ly 

to di st rict officer, senior di strict officer, provincia l resident, financi a l 

-. 
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s ecre t ary, colonia l or chief s e cre tary ~ deputy governor, and governor 

of another colony ~ a ve r y simple pat tern of adavancement based on a >vell- . 

defined curia of office . The crown ing glory may be an e leva tion to a 

. p eer age in _the me tropoli t an ) arliaiLent, or a sena t e seat , · as the case 

may be, wi t h appropriate i mperia l honours . 

_29. Administr a t i cn was thus the ke y to everything, to a successful 

career i n the colonia l civil s ervice . For background prepara tion, a degree 

in cla s s ics, h i s tory or mathematics , or even a gene r a l degre~ was a ll 

tha t 1va s r equire d i n the s i mp l e oond.. i t ions of colonial administration. 

The rustio na tive s 1vou;Ld not know the differ ence anyway. Relevant 

specialized knowl edge was not r equire d, except perhaps as a handle to 

e l evat i on over t he ne x-4;; a dmi nist r at i ve colleague. For speoialized knowle dge 

c ould al ways be calle d in f r om outside ( the colonia l office, that is ) 

by t h8 a s s i grunent of _a_LP.o~ personne l or task force s whose specia lized 

or t e chn i cal reports the loca l dem i gods, tbe omniscient a dministra t vrs, 

co1..üd cri t i c i ze a t will or r e j e ct, against the ir liberal art s b a ckground, 

or pigeon-ha l e i f they did not unJ.e r stand it, and carry on busine ss a s 

usual. Ver y r a r e ly di d a c t i on procee d from loca l initiative; real change s 

came from outs ;i. de , i mpose d by the colonial office. 

30 . Thi s pa t cern i s likely to be carri e d over into politica l indepen

dence , a lthough t he r equirement s of modern a dministra tion and good govern 

ment a r e mor e complex and increas i ngly mor'3 t e chnical than under the 

colonia l r egime. Spe cia lized knowle dge still pl ays se cond fi ddle to a 

general liber a l arts e ducat ion, profe s siona l e conomists, medica l personnel, 

engineers and t echnicians to non-technical administra tive officer s and 

permanent se cretaries . Considering the r out i ne nature of civil ser vice 

administration the compromise -int egrat i on of a dmini s tra tive and professiona l 

head in th~ single persan of a profe ss iona l in a minis try may work. But 

then, aga in, i t may not s ince , in the pa st, the professiona l was never 

r equire d to i mme r se hirnse lf i n the r outine of administrative problems 
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( ·::.:ccept t o fami lia:':' iz e ::inself geYle:;_'ally -iüth civil service 

r egula tions ) , Nor ü; the r.ancll i n.g ;;mel p 2.ss ir::g of " paperwork" 

like l y to haYe much ;:q;:pt:: êcl "'vo ma;:.;y IŒO~ess i onal s or t e chniciens 

s ince pape r dis cus s ior..~ 0nël.loss mj.nu~L1g 2.nd commi ttee mee tin6 s 

so oft e:.1 ~ c n::.l to b e coJTJ c a substi-tuJc o for -d :::>rk and 'rT')',:·c::::rvrhile activity. 

31. Agains t th i s b i:tc ~ ·:g::::-ou:vJ.<i o~ civil s e '_v:i.ce tra di tian the 

contribution of p~o f')ss ional pe r sonne l is apt to be~ l ost , if not 

a ctivAl;v S l)_pp:;~ or.:~se•l: è:r jeal_ous Eà_;n:::..:::üstrators 1-rhose strong point 

may lie 1 :::wt i n i :üt:::..ativo a nd a ction bu:il in the scribbling cf 

memo r a nde. L . class icc1 l l_a:1.guage 7 i n red- tape a nd. 11 passi:1g the rmck " 7 

secreta ry or a dministrative head is~ additiona lly , generally tra i ned 

a nd k.'lo~:J.e à.geatle in the a:~ :J él of his -vmrk matters . may b e c ons ide r a bly 

imp::-o•;e cL :Bu· ~ the hê,b i t vfh i oh sorne administra tio:'ls h ave of rotating 

8.dministn:tive he2.d~:1 ( p E- rma nent s e cre-ta:rie s ) among a ll mi nistries, 

on . -the -t~cer_,:J.'Y t:1at ·they a re su:p.l_)os e cl to be conpetent in al l fieJ_d::; 

and in h anrlling a ny t~rp e of probJ.ern in any ministry, is likely to 

nullify 2.ny o.d'."o.nt age wh :i_c~ an a èimj_nistrat ive head · 1-ri th general 

train:ü:g or .t<:..':loHl edg? i n a speoif:~c îie l d may have a cqu.ire: d .J.s a 

r esul·l; of s pecia l training progra mmes or expe rience over a long p eriod. 

in such <::.ircumst a ncen 9 the prof8ss:.onal h eo.d is supposed to be th::: 

p illar of thEl n: i nistl]. Sincc 9 h o·:-m-ver, the a dmi nistraJcive h e a cl_ of the 

minis-try is the official acl\.-j_ser to the mini ste:c .in <J.ddi t i on t o being 

r egarded a lso as a Jcind. of ccp2rt, h s is lH::e l y ·(;o c,ssc;..m.e the pr c;rog él t i ve 

!..' f pass i ng judgmen-'.; en profoss ione. l advice beyon·-:3. his ·ca;.1e-u of con:p 3 t t3 ~1 ce 

rather t han to li s-ton with res~ect . His pre- eminent position ~-n th0 

mini stry may b e entrenche ~ ~n that p art of t he co~stitution de aJ.in3 ~~th 

the c ivil servi c-e, a nà. ~,-h e rEJ é1 di:?ier e ntL:.ü in pay faveurs the p::.'ofeP-

s i onal hea d of tho minis try? -~he aclmin;_st r u.to r ar; p e r manent hea~. ma;:; fe o l 

robb e d of a S}.YJCi2. 1_ r i gh ·t, and i s the ::::-efore é',ll the more lj..:.œ l y to 

enforce bis constitutional posi t i on all the no~c vigo::::-ously. 

3 2 . 1-iha t h2 s a J.l t h is to do \·:::.th P~- a :.1.:.~in6 7 i t may be é1Sked. 

il. lot 1 :i.ndeGd,1 For L 1 the gero:.:'. l a. dŒ, :i.ni_s ·cr ative set-upJ l<her e 

profe ss i onals and ~;ech:_,_ic:i.ans are o.'C a chscou'~:!•~ status- -wi se as vmll 



IDEP/ET/VII/157 
Page 14 

a s in pay- except at t he very top l eve ls - the role and authority 

of the planning organization are apt to be compromised. In the first 

place the organiza tion was prob ably set up on the r e commandation of 

m administra tor 1ri thout kno wle dge or ba ckgnound of the r equirements 

of pl anning, who d.e t e rmines . the prof es s i onal and other r equirements . 

of the organiz -L tion and vrho , vie"ring the organizat i on, rightly, as a 

threat to his trad.itional po Li t i on , wants to s t art and ke ep it going 

in a small way and under h i s r i g id cont rol. Because the structure 

of the a dministra tive hier archy and the numb e r ofrmnning positions 

are usua lly de t ermined by a clrninis i; r e, tive olficers and, therefore, to 

suit the r equirements of a dmi nist r ation, profess iona l and technical 

personne l a r e often g iven pay saal e s infe~ior to those of administrative 

per sonne1 ( except a t the very top l eve l s ) . The planning organization, 

as a professional and t e chnica l unit, is the r efore like ly to be so set 

up a s to have no futur e for prospe ctive candida tes in pay, promotion 

opportunities and status, and to l ead to nowher e in particular. Lacking 

comparable status 7 pay and promot i on prospe cts with the a dministrat ive 

branch, the planning organiza tion i s apt to become a gr ave of aspiring 

candidates, and its personne l ar e likely, at the first oppo~unity, 

to transfer into a dministra tive jobs e lsevrhere in the civil service 

which i s only natural and f a ir. But this s itua tion, i n the pas t and up 

to the present time; ha s been l a r gely r e sponsible for denuding the 

school system of it s b e st t eachers and, if a llowed to cont inue in the 

futur e , i s like ly to l eave economie and soci a l planning and deve lopment, 

a s we ll, a t the mercy of a dministrat i ve off icers and second and third 

rat_e t a l ent . 

33 . It is th ~refore t i me that seri ous consider a tion wa s g i ven 

t o the entire structur e of the civil service 7 its training and 

recruitoent and to the role of profession~s andtechnicians, v i s à vis 

a dministrat ive pe rsonne l, in the changed conditions of politica l 

independence , in the light of popul ar aspirations for pr ogress and 

development, and the exacting req~irements of speci a liza tion in 

modern government s . ~hi s is partly a matter of pay scal e s and 

promotjon pr ospects as wel l as of compar it ive 
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s t atus •. Eut i t goe s much further than this. For, suprising a s t h i s may 

sound in v i ew of all tha t ha s been s a id already, the administra tor is, 

af t e r a ll, the k ing-pin of modern bureaucra cy, be he in government or 

business or a publio u t ility. He i s 9 properly speaking , the man who ke eps 

t he machiner y goi ng and ge ts things done . To s ay this, however, is to 

unde r l i ne the nee d for a dm i ni stra-tors to be properly tra ine d in the art 

of a dministra t i on a s we ll as experienced in the substantive fields over 

which t h ey pres i de . In the civil s ervice thi s means that administra tive 

jobs should no l onger be r ega ':'de d a s p:::omotion post s to be automat ical~y 

fill e d in t he colonia l tradition of t he administra tive service, or as a 

pe r sona l r eward or pr i vilege to s e lected individuals from the general 

ac1J11 inis t r a tive service . A go od a dmini s tra-t or must not only be versed in the 

art of a dminis tra tion , but also possess a live ly appr e ciat ion for the role 

and cont ribut i on of the profe ss i onal or t e chnica l ex~ert and be prepared 

to lis t en to profe ssional a dvice with respect. For this i s the only way 

whsr eby the administr a tor 9 a s an " a ll r ounder " can jus tify his position 

and survive in the m o1~ern world of specialization. Determinat ion of pay 

saa l e s and manning t ab l e s in the civil service should n~ longer be l eft 

for admini s~ra tive oi fic ers a lone t a decide, but the technica l and profe s

s i ona l pe ople should also b e r Gpr e serlB d on the dot ermining body and t heir 

voice he ard in t he de liber ations on s a l aries, sta tus and condi t i ons of 

s ervice . Othe rvri se , an injustice i s cert a i n to be done to the specia l i s t 

to the de tr i ment of the country. 

(iii) The Fore i gn EX:Je r t 

34. Of specia l cont omporary i nt er e st is the problem of the 

t echnica l assistance expert calle d in from outs ide a s ~ consulta nt 

to the planning organizat i on or other branches of the aruninistr a tion , 

or to augment the supply of skillod personnel. Wha t should his role be, 

and how should he be r egardod and treat e d ? F 8vr countrie s have worke d 

out a s a tisfa ctory modu s oper andi in this r8 spe~t, despite the f a ct 

that the t e chni ca l a s sist ance programme s of various donor countries, 

e spe cia lly those of t he United Natiçns, hav o a fa irly long history 

go ing ba ck to the end of the Second World War. 

35. The supply of fore i gn t e chnica l personne l is a pa rt of the 

tot a l problem of spe cialized manpo>ver supply and f a lls, a s such , 
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wi thin the c onoe rns of t h e p l a nnj_ng organization , Whe r e t he 

p l a nni ng mach i ne.ry i s •no t p r operl y organi ze d a nd inte r minis t e:r i a 1 or 

int er-de part :nent al co- operat i on i s m J_•-:ümal ~ the fo re i gn expert f a c os 

a diff i cu1t problem, First 7 he mn.y fe :ü f rusti'ated 1 l acking a •re ll-defi ned 

chann e:;_ of c ommv.nica ti on 1 consul t a tio::1 a nd act i on. Se cond , f a i1ure t o 

backs t op h i G a ctivi t i es v ith supporting l o c a l pe rsonne l o :.~ adequa t e 

loca l oost cont ributior.ls 1:J::'' the host g ovornmen t ma;y make h i s e ffor t s 

f :rui tle ss since t ho gua.-c-:J.nt E:e of G C !.~_ :_: ·~ -' : .<.ü-'_;;;' i ;, mis s i: :. ':> All J.:;hiB spells, 

fo r t he h ost go-.re:c"::llii ent 1 inc.doq-:J.a t e n s0 o::' a nd fa i lure ·co bene fi t to 

the maxi muE1 extent f r om the s r' rvices o f fcre i g::1 ex:9ert s . 

3 6 . The r e is, ~oreover~ the v e r y r e al problem r e g a rdi ng the ext en t 

t o which the fo r 2 i t;·:l exper-~ e!!lpl oye d. on ?.èmini s tra t i ve jobs may b e use d. 

Tl:l i s :i_s a r.o"the7: sensit i v o arc a s ince i n many count ries, n e 1-rly independent 

of t h o i r forris r c o1 on_;_a l ;n?.s t c~r s , the des ire to r e p l a ce me tropoli t::m and 

othe r· f oTe:i.,zn c j:-r:ï. l s e::."va n ts b y lo c a l p e rsonn e l i s a matt er of v e ry 

h i gh priorJty. An d this i s espe cia lly the ca s e a s it i s t h e g e ne.-cal 

prac~ i c e o::' soveroign s t ate s t o k oep t h e c ivil se r v i ce only f or n a tion a ls, 

f or s e cu~ity and other rea sons of na tional int e r e st. It i s t h ci r efor e 

rathor 1.U:tl ~_ l:o ly tbat at a t i me whe n fOJ::-o i g n or s a::-e b o ing r a p i d l y r e p l a c e d. 

by nat i ona ls much e nthr'.o i a s rn wouJ.c. be s ho1m f or the for e i gn expe r t who 

s oek s to ont ,:.. r J~he c i vi l ser v ice i n t.ha t mos t j ealously gu a r ded b r an ch 

of a ll -· the adnlini stra t i ve branch -- eYen t h ou gb t h e ri sk of pe r man ent 

displ ace me nt of na ~ i onals doos not ari s e . Technic i ans, as d i st i n ct f rom 

a dm ini s tra t or s, ;:;,::·(:) n o t 1 in th i s respect, a pr oblem s inc e t h e ir j obs 

a r e moro specif ie o.nd do not, as a g e neral :;::-ul e , b ring them int o cont a c t 

-vrith 11 t op secre t 11 cr 11 conf i dentia l ;1 ma t Gr i a l o a nd f ile o . 

3 7. I t i s up t o each CO',Ultry to de c i è.e to -vrhat ext en t fo r e i gn · 

a dministr ators can b e l et i nto t!J.e ir civil servi ces and on Khat j obs 

fuey shoul d be employe~ . In g enora l 1 howev er, th2 mai n problems for 

dev ol op ing c ount ries a r e; t hose c on cerni ng not so mu ch t!:le u s e of 

ex pert ser v ice s in th~ g e rtora l t a sks of p l anning a nd deve l opme nt a s 

the pl~ed us e of expert se r v ice s. I t i n hore tha t much will è.epe nd 

upon t h e effe c t:: "\.-enes s of tho p l anni ng Ol'gan i za tion. A p l anning 

or gan j_za tion, pro:9e r l y o·rganizo rl as has bo en r € -cominende d 1 should b e 
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in a pos i t i on to progr amme the ne ed for expert se rvices, provide 

loca l currency and materia l support, ,loca l personnel for underEl t udy 

and continuity, and post the experts appropriate ly to the ministrios 

and depart ments concerned a s well a s co-ordina t e their efforts. In this 

way , maximum bene fit could b e d\;) rived from such s ervices, and experts 

could be sav cd t he f ee ling of frustration Hhich is bound to ari se v<hen 

t hey ar e l e f t a t a loss not knowing to vrhom to r e f er their problems 

for eff ective and spee dy action, or how their efforts and activitie s 

fit into the overall planning and dev 8lopment a ctivity of the count ry 

wh ich they have chosen to he l p . 

(iv) The Economie Advise r 

38. In sorne count rie s provi s ion i s made for the post of an e conomie 

a dvis er to the government. The necessity for this appointment arise s 
a 

from the l a ck of7suff icient numbe r of qua lifie d and experience d l oca l 

e conomists on whom the governnJGnt could count for continuous advice on 

and eva luat i on of its e conomie programme s. This v ery situa tion is kike ly 

to creat e problems for the e conomie adviser, s ince he cannot oper a t e in 

a va cuum but must hav e compe t ent e conomi s ts on whom to rely for 

examinat i on <1.Ud pr6senta t i on of t he data on uh i ch his advice is r equir :..- d. 

In this situation h i s t ask be come s a colo ssal, if not an impossible , one. 

I t is inconce ivab l e t o have an e con omie a clviser \vho is not close ly 

conne cte d with t he p l annin0 organi sation. Ye t thi s is like ly to be 

the s ituat i on in which he f i nds himse lf. I f , howcver, thereis in 

ex i s t en ce a pr oper ly organi ze d p l ann i ng me chanism, a ided by -a council of 

oconom i s t s, t h e need f or the appo intme n t of an e conomie advise r 

to the governmont be comes deba t able . 

39. The pos ition of an e conomi e a dv i sor 9 unfo r t una t e ly, is very 

oft tm ::m ambiguous one . The na t ure of h i s j ob make s i t imper ::1tive for 

him to be properly inform ed on a ll ma t t er s of gov E: rnment po licy .::md to 

have a ccess to all kinds of infor mat i on. He must havo a cce s s to the 

highest council of gove rnment - the cabine t - ~s noce ssary, in order to 

advise on r e l evant ma t t er s unde r cons ider:a. tion be fore de cisions ar e t aken. 
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Natur a lly 9 he C D.l l only a dvi se cond wi thdraw 9 l eaving the poli ti ca l heads 

ta arrive a t their own deaisions. But he will 9 a t l east, hav e the 

s atisfa ct i on tha t all r e l ev ant a spects of a matt er have been pre s enté d 

f or co:usider at i on be fo r e a de cision i s r eache d one way or the other . 

Al l t hi s is se l dom ~ppreciatod by thè government, a nd wher e he at t empt s 

ta oxpla in or jus t ify his functions he may run into misguided oppo s i t i on 

ba th fr om t he éldministr at ive branch of the civil s e rvice and fr om the 

ministers a s vm ll. Wh en h i s function be come s properly apprecia téd h i s 

existence is apt ta be r ogarded a s a threat ta slipsho -~ action and 

lines of l east r esistance , h i s judgment and advice strenuously . r ~, siste d 

byp,ermanent s ecre t ar i es and ad1ninistra t ors. Hi s i s not wht t one Hould call a 

p opular j o~ . Cl ear l y , this appo intment cannat work s a t i sfa ctori ly unl ess 

i t stands outside the r egular civil s er vice and, t her efor e ~ free of civil s ~;rvice 

r es trictions. And a ba s ic condition f or the succe ss of hi s work i s tha t he 

must have the .confidence of the gover nment. Un l ess the appo i ntment i s made 

i n this manner and on the bas i s of c onfidence the usefulness of the e conomie 

adviser may be neut r a lize d from t he start. 

40. Quit e apart from t he f act tha t t he pos ition i s somet i me s creat e d 

without a pr oper appre c i ation of wha t it involves, it is seldom r e oognize d 

.that it i s a short- term 9 stop- ga p j ob. It must disappear in the l ong run 

a s mor o t r a ine d e conomi s t s a ppear on the loca l sce ne and the planning 

or e;aniza tion gets i nto full süng, it s •rork being directed no longer by 

one man but by a gr oup of e conomists a s s i s t i ng t he mi nistry of finance 

and planning . 

( b) Pl anning and l oca l Govornment 

41. So much f or p l anni ng at th"' l eve l of centra l government. 

No spe cifie i mpli cations have beon na de as to 1-rhether the e conomy 

is centrally pl anne d, compr ehens i ve ly or partially pl anne d; f or the 

kind of planning or g 2nization wh i ch h,hs be8n r e c ommonde d a s i deally 

workable has the merit that it i s a dapa t ab l e t o vrhateve r philosophy 

the gov0r nment in power may have . The i deo l ogica l a s pe cts _of p l anning 

the r efore need not ent er int o the dicsuss i on. 

42. Fl~r.nipg , howevor , must come of f i ts h i è:,h centra l perch in 

arde r t o affe ct 9 meaningfully 9 the l i v e s of the people . The me cha n i sm 

which has been r e commende d can t ake car e of horizont a l i ntegr a tion 
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and consulta tion among mi n i stri os . I t does not ne ce ssarily r e l a t e ver t ica lly 

to the l o'iver l eve l s of government r oaching down to t h e v illage l ev e l 5 

espc cially wher8 the eoonomy of a country is not centra lly p l anne d, a s 

in the Sovi e t Union. This aspect of the subje ot depends a good deal 

on the re l a tion ship ~::- etwecm l oca l and central government. 

43 . One i mportant pr obl em mus t be dispos e d of a t the out s e t : l ocal 

gove r nmont organ i za. tion and finance . Loca l government has a significant rol e 

to play in the f or wulat i on and exe cution of t he nat ional pl an i f popular 

support must be enlisted for tho nat i ona l pl an. It is customary at thi s 

junctur e t o think i n tor ms of c ommuni t y dove l op.-:2 ..-n t :and v ol utary effort , 

ba cke d by centra l gover~ment gr ants and selectiv e support for certai~ 

loca l government pr o j ects . The main de cis i on which must be taken a t the 

s t art concerns how hoavy a burden l ocal government mu s t be entrus t e d t o 

bcar i n the ezecution of the nat i ona l plan ~ r esponsibility for a ll 

service s l ocally enjoyed : e ducat ion 1 r oads 9 vrater supplies, e l ectricit y 

e tc.? The dec i s i on must depe nd on how wa l l or ganize d and f inanc i a lly 

strong the l ocal govE:Œnment structu:r·e ic.:. If i t is wall or ganized t he 

problem j_s the s i mple one of assuring to i t enough funds - a matt er of 

appropr i ate di vis i on of revenues b ot ween ce ntral and l ocû.l gove r n.ment . 

Her o the cent r .. ll governmont, cont inui ng the pa st col oni a l tra dition of 

strong centra l c ontroJ. , could be cowe too gr ee dy in appr opriat ing r evenue 

sources a t the oxpense of l oca l gov~rnrnent a nd pay the priee in the 

a dmi n i stra t i on of heav;ysv.~)sid :i. e s and. a n e:x:t ons i ve progra mme of inspection 

and supervi sion. Onl~r so coul d i t !o.eep effective che ck on how we ll and 

appr opriately the subs idi_es are spent . 

44 . I t woul d s eetil be s t to l eave ampl e r oom for l ocal t axes on incarne , 

empl oyment ( pa ;y- r oll) 9 loca l wa t e r a nd power suppliee and for l oca l 

e ducat i on l evic s 9 ~.n addition to the tra ditiona l rate on the annucü r ental 

va l ue of prope:rty. J?or tho mor e funds l ocal authori t i os can marshall the 

more lü:e ly they 1-fill be to spend them , in good-nature d competition >fith 

ono anothor 9 on d~.vG lopment pro j e cts mor e r espons ive t o the wishe s of the 

l ocal people - vrithin the broad out lines det er mine d i n the nationa l pl an . 

PGoplo g ot u sed in thi s ma nne r not only to paying for v i sibl e services 

enjoye d 9 but a l so to t he concept of p l anning from the bot tom up. 
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45 . An i mport _ nt fact or i n the co J._ oni a l past whi ch i t i s 1vell 

t o b ear in mind i s the l egac y of s t rong cent r al c on t r o l of l o c a l 

g ov e rnmen t cvh i ch onl y bega n t o b e modi f i e d jus t b efor e t he Se c ond 

Wor l d vTar . Tlüs pr e c l uded g i v ing sufficient a t t e nt i on to the 

s tre ngtheni nc; of l ocal adm i nistrct,; i on thr ough adequa t e p er sonne l 

tra ining pr ogra mmes . The d i stri c t off i c e r was 9 a nd t o a l a r ge ex t en t 

c on t i nues t o be , iln e f f ective a lte r na t ive t o l o c a l admini s tra tion. 

llh e r e 9 a s 2. r e su l t l o ca l gov e rnm8nt i s not cfi'ecti v e ly or @;:lnize d 

be caus e of the l ack of adequate ti'a i n od a nd c ompe t ent p: r sonne l, ther e 

i s the lik e lih ood of he<wy c e nt:r a l t,ov 3r nrnent subs i d i os , st rict centra l 

i nspuc tion a nd supe r v i bi on , as well a s a heavy r e liance , in lieu of 
adequat e l oca l r e v enuGs , on vc l untary e f fort on community d av e l oprnent 
p r oJects . vih i ch , i ndeed, ca n be usefu l l y and prof i t ab l y or g a:ni ze â.. by 

mi n i strie s t hat hav e the close st i mpa c t on l o ca l life a n d a c t i v i ty-

e ducst i on, wor ks 9 ut ilitie s ( vJa te; r 5 po-vmr ::1nd ligh t ) a nd socia l we l fClr e and 

dev e l opment. Th i s i s the ans>·re r to po or loca l gove .t. nment or gani zat i on 

a nd shortage of l ocal r ev e nue s . I t some time s ; h ov<e v 8r 9 t a kes somo ex p l a ining 

to just i f y t h e payment of 'l•rc,gc s b y centi·a l é:JOVernme nt f or a s i mila r pr o j e ct 

v<h i ch, c a:c ried out by l o c <:.: l authori t i <:l s, i s e x pected and u r g·e d to b e 

pe r form e d on a v ol u n tar y b as i s . 

46 . I t i s vri th th i s type o f l oca l gov e rnment exper i enc 8 , invo l ving 

sltlort age of per sonnel a nd loca l f und.s 9 that spe c i a l e ff ort must b e made t o 

s t i mul a t e l o c a l support f or the nat i ona l plan. 'r he di f f i cul ty encolnt e r e d 

h e r e stems bas ica lly f r om the f a ct t ha t in the circums t a nces of i nadequa t e 

pe r sonne l :1nd l o ca l fund.s the p l anning p r ocess i s of ten r E:v e r se d - f r om the 

t op down - a nèi. t her ofor e like l y to r e st on ina dequa te l ocal support . 

Se l e.c t ive c ont r a l governme nt support for k e y l uca l G"OVernme nt p r o j o ct s, 

ass i s t e d by v o l untar y l o ca l effort 1 can show goo d res~lts 9 g iven go od 

public r e l a tions from th ~ i nfor ma t i ol. s e r vice s and oth c r depar t mcnts of 

gov e r nment . :Cv on i n thesc c i rcums t anoe s it i s use f u l f or t he p l anni ng 

OI't.5an i za tion 1 t hr ough the c "-ntra l gove rmnGnt? to l earn wha t ar e t he mos t 

de s i r 8 d proj e cts of the var i ous l o ca l aut horities 1 a s env i s a ge d by l oca l 

p l a nni ng comm i t t ces or asso ciat i ons of such c omm i tt ee s 1 a nd to t ry to 

take a ccount of them i n the fo r mu l a t i on of tha :o;:..t i ona l p l an . 

1 
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47. I r" the l one?; r un 1 ther e i s no eff e ctive substitute for planning 

fr om the oo tt om up - f or a well-or ganize d and e fficient syst em of l oca l 

governm ~nt~ with a dequa te l oca l r eve nue s t o cover the cost of local 

pr o j ects as part of the genera l progr amme ca lled f or by the na tiona l plan. 

Re nee ~ also ~ in the l ong run it pays t o plan for the training of l ocal 

gov ernment per sonne l and f or su i t ë.tble s ources of local government r evenue 

a s t he proper ba s i s of l ocal su ,_ ~p ort fo:v the t ot a l deve lopment effort 

of the countr y . For 9 i n a new deve l op ing count ry with shor-tage of skilled 

manpowe r and other pe r sonne l, it i s a dvi sab l e t o av oid a s much a s possible 

an ov er-extensi on of the .w t i vi t i e s of cent r a l gove rnment t o the local 

l eve l involving , as this mus t, the r ap i d expansion of the civil service 

beyond the availab l e po t entia l of tr~ ined c ivil servant s , the di l ution of 

i ts personnel, wi tb consequent l oss of efficiency, and the s acrifice of 

l oca l initiat ive t o an undue ext ens i on of centra l government intervention 

in matters tha t may ceonce ivably be l eft t o loca l government to manage . 

48. vlher e, hovrever, consider 2-ble r eliance must ~e place d on l ocal 

enthusia sm and v olut ary effort fo r a n inter i m period until loca l government 

or gani zation and finance s a r e strengtbened, t he r epre sent a tives of l oca l 

government must be brought into t :w c onsulta tive proces s of the planning 

machlnery at an early stage . This r equire s s orne a r ea of fl exibility in the 

pre pa r a -ti on of the ov er a ll plan. Politicians in parliament ar~ like ly 

t o exert pre ssu r e for pe t l ocal pro j e cts. This~ of course , canna t be a llovl8d, 

not onl y be cause not every loca lity can hav e a ll it s pe t projects r ealized 

f r om centra l funds but a ls o be c~use there is a seri ous r isk of undu 0 

di s t or t i on of the ov er a ll na-tiona~ plan. Consequently~ the br oad outlines of 

the nat i ona l plan must first be laid~ t aking into a ccount r egi ona l ( or l oca l) 

r equirernents, with a mar g in of funds f or s ocial and community dev e l opment 

pr o j ects t o be a ll ocated among the various l oca lities. On thi s ~" rgin _ 

loca l authori t i es , a nd the ir politica l r epr esent a tive s in parliament, can be 

al l m·m d t o b arga in f or al l oca tion to the ir r e spective areas on the b asis 

of the magnitude of the v oluntary contribution which will be f orthcoming 

from them. 

49. The ba sic i deü. behind a ll this i s t hat pla nning in conjunction 

with l oca l gov8rnment authorit i es ca n best be t a ckled on a r egional ba sis, both 

f or purp~se s of b~~ining for alloca tions from funds tha t ar e not previously 



IDEP/ET/VI I/157 
Page 22 

~ . 

ear marke d for specifie pr o j e cts but ar e fr ee for a llocation on a r 0giona l 

basis t o ar eas within the r eg i on, and in order t o keep the ove r a ll 

pl àn in perspe ctive andin ba l ance with the overall nat i ona l objectives. 

The excep ci on he r e may be encout er ed i n the case of ar ea dev e lopment 

pro j ec t s which eut across or cover sev er a l l ocali t i e s. The s e may involve 

powel' or wat er supplie s 1 a s well as "d"' pr Gsse d ar eas" and a r eas where 

substantia l depos it s of na tura l r e s ources occur. In a ll such c~s e s 

cent:::-c: J_ gover nment i.ni t:i.ative 9 sl.lpport ed by local planning commi tt ee s 

or 6 r oups , must b e the paramount f a ct or. 

V. Fi~1ancia l Aspects of Pl ann::.ng 

a ) Sett ing one ' s Hol.ls<::....i_n_ Orde E_ 

50. SorJ.O of the f inc:.noia l e" sp.c,cts cf' pl anning hav o bee n t ouched 

upon in the d.i scussion of ·::tdmini strat i v .__, problems. Ther e a r G, however, 

a f ew i)Ilpor t ant aspec t s of t he matt e :::- whior must be g i ven separ a t e . 

considera tion. The financing of a nationa l p l an is a t e st of financia l 

integrity on the part of a governmcnt and of i ts de~ire to harness a ll 

of a c ountry' s availab l e r c s .::mrce s, h1.:unan and materia l, f or the common 

good . Espe cially wherG externa l funds are sought to supplement the 

country' s effort,- i t i s vit a l to provi de evide n œ t ha t all the internal 

contribution t ha t c:mld poss ibly be forthcom i ng has been ~ or i s be i ng, 

tapped. Thi s is particularly the case 1trher e a country has l a r ge depos i ts 

of minera l r e s ource s - oil 9 diamond ? ir<h h-l.uxite etc.. wh i ch , 

be ing wastin6 and irrepl aceable assat ~ , shoùd appr opr a t e ly be harne sseQ 

and exploited so a s t o pr omot o and susta i n br owth in thd r est of the 

e conomy , as 1-wll a s the dev e l opment of othe r sources of r evenue against 

the t i me of the ir ultimata deplet i on . 

51. A pl anning organizatioll can pl ay a use ful par t i n the fulfilment 

of this task by expl oring r evGnue s ource s and pl anning the finance s of 

a count r y, its r evenue and expenditure 1 its deb t and amortizatiori 

structure . Reckle ss or was t eful expl oi tation ,tns teaQ of conserva tion, 

or misuse of key miner a l r osource s i s like ly t o l eave a dev e l op in country 

bereft of i ts na tur a l Tl'fea l th a s -vrell a s of possi b l e ext ernal f inancia l 

a ss i st :::..nce . 



IDEP/ET/VII/157 
Page 23 

52. Another finaDeial aspect of planning touches on a time-honourcd 

can on of pub l ic fin~nce - the r ebul a t i on agai ns t gene ral or l a rge-sca l e 

v i rement 1 tha t is 9 sh i ft ing the expen d i t ·t.lr e of funds from one head f or 

1·rhich they wers vot ecl t o ?.no the r f or >-rh icb. they vre r e not. Funds v o t e d 

for specj_fic purposes "r; +.hEJ }_egisJ.~ ture mus t n o t 7 as a g en e ral rule , b e 

u sed fo r othe:~ purpose s as tlli s 'imuld. be r egar ded a s unwarrant e d expendi ture 

by the s-G a t e audi"Cor , Th i s r.la;y .e q_ui t e a use f u l r u l e of fina ncial probity 

:i_n public au-;;l1or i tie s "';:11.;t :1a-rd:..y ü1 lœepinc.; 1ri t h the r e quirement s and 

t h e exige~c ies of ~lcnni~g . A case may be m~de f or a d iffe r e nt or s pe cia l 

t reat ment of t ~1a -t par-"L of ths· bud.get J.e'JCte d to deve l opment expen d i t ure . 

For j t s8c:':J.s h a l'dly s ensib!. s that the r1..1.le a:o;a inst exten s ive virement 

shoul d b e come a h i nd.ranc e t o pr ogr ess >ùc; r ;:; pro j e ct ' A 1 is short of funds 

wh i l e p r o ject ' B 1 wi th amp l E:J fv.nds i s harcll y movi ng b e cause of s h ort age s 

or b ottle n e cks 9 or i s obvio-:J.s l :;- spen Jj _ilf:,' .i.ts a llocat ion waste fully . It 

-vroul d. seem but r easonable , '0oth in o,: ds r to a chi eve p r ogr e ss and in a r de r 

t o avoid 1·mste 9 that funds 'be t rans f 0r r ed f r om 1 B 1 t o 1 A'. Thi s is pre cise ly 

t he a r oa whe r o the e::':'f,3ct i vcm.ess of plannin g i nspe c to r a t e s c ould be 

demons'trn t o d . 

53 . The r e qui r oment of fl exiij ~ l ity in a llo ca tion and exp e n dituro on 

d 0v e l oprrw n t p:::-o j e cts could me:1~1 t he d i ffere nce bet -vmcn propor use and mi suse 

of a f e w thousand pounds , a n d b e t ween t he ri se a n d f a ll o f the exte rna l 

creclit- wcrt h ine ss of a coun t r y i n tha capit a l mar ke ts o f the world . The fa c t 

tha t ~x i s v ot é d and.~ent on pr oJe c t 1 A 1 and ~y vo t e d and s pe nt on p r o j e ct 

:D r proves nothing a b out the effi c i ency of the a llocati on 3 only that 

a f e tisl1 of puh l ic a c COlJ.n t i ng has boen fai thf ully observod. I n reali ty i t 

may b e ~hat ~x o:c1 ~~y has boen flushe d dovrn the dra in. The r equirements f or 

the proper use of publ ic funds may afton b e d i ffe ren t fr om t hose of publ i c 

ac counti~g. This i s not to e~y tha~ thi s check on fisca l p r obity mu st be 

~iscarde d . It is more l y t c argue the caso thn t seme a c comodation s h ould 

be made, at l e a st i~ regnrd to dovclopment spendi ng , b e tween e f f i c i e n t 

expe n d. i tur·e a né: honost cxpo~di ture of pub l ic f u nds . 

( c) _'!'_g_c~_:::., e_g_~ ~ l aty_I,~ _a_~9:--E~~§ 1 }~~p_o!l_~];_Qj._lj._!y 
54. The qu:_,st i on of ::· l exib ili t y in a. l l ocation a nd expeJ;ldi t ure on 

capi t a l pr oj3ct s l eads to the widor i ssue o f Risca l r e s pon s ibility 
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1:y H e l eg i s l a tur e f or tho spending programme s of gov ernment. Wïth 

the r e cogni t i on that in deve l oping countries wher e the fisca l system 

h~ s yet to be pr operly establishe d a nd dev e l ope d, and r evenue s ource s 

ar e uncer t a in, unfor e s e en cont ingencie s a r e likely t o ups e t the annual 

budget passed by t he parliament ,. goe s a r eal danger of a viol at i on of 

the const itutiona l pre r oga tive of the l egisla ture r egarding contrQl 

ove r public expendit ure . Occas i onally , a lso , it may be come ne ce s s ary t o 

substitut e , by cabine t de c ision, one ~ending pro j ec t not authori zed 

by the parliamen t fo r an other tha t ha s been passed by it; t o a dd new 

pro j ects tha t have not becm s anct i one d by t h -:., l egi s l atur e or t o ex coed 

the l ega l budge t on ma ny i t ems. Such s ituat i ons a r e undert andab l e but 

should be t he exce ption r a t her than the rule . Mor eover, a dequa t e 

Justifica t i on shoul d b e pr ov ide d t o t he parliament f or such substit utions, 

additions or supp l ement a r y prov i s i ons when l egi s l at iv <> cov er f or the s e 

i s sought r e troactive ly. 

55. Too frequent r epet i tion of th i s pra c t ice , however, may makd a 

trave sty of par liamentar y cont r ol of expend i t ure and endanger the whol e 

sys t em of f i s ca l r uspons i bility and i ntegrity of government. The ext r eme 

c.,,se wou l cl be <-<her e the par liament appr ove s one s e t of spending progr amme s 

and t he gov ernme nt ex e cut e s a sub s t ant i a lly or entire ly different s e t of 

progr ammes , not pr evi ous l y :3-pprovod by the pa rliament 1 and subsequently 

s e eks parliam E:: nt a ry appr ova l as a cover-up f or i t s ac tion, confident tha t 

· i t 'lvill s e cur e i t by r eas on of the s t r ength of i ts ma j ori ty in pa rliament. 

I n gene r a l, i t may be s a i d , the pr ogr amme appr ov e d by the parliament 

should not be a l t e r ed by ex ecu t i v e a c ci on , s :1v e in ex ._. 8ptiona l ciroums t ance s 

which shou l cl be a dequa t e ly j u s :fif i ed and not mer ely cove r ed up. \rfher e 

e.x:rendi ture i s not ma de or an é1.tJ_tJ r ove d pr ogr amme the r ea s on r;nust b e e ither 

tha t the need f or i t ha d l a1-se d 1 or é1 b6t t er pr ogr 2.mme ha cl been devised, or 

t ha t circums t ance s j ustif i ed a pos tponement r a the r t ha n aba ndonment of 

the progr amme . I n this l a st ca s e t her e mu s t be corre s ponding evidence 

of t he unspent f unds. Only on t h i s ba s i s ca n a government be compelle d to 

r esist the t empta tion of subst i tut i ng it s exe cu tive a ction for the 

authority of t he l eg isla ture throu&, h the tyranny of it s parliament ary 

majority~ ànd t o co- oper a t e in making parliamentary democra cy a workable 

ins t itut i on. 




