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Some Aspects of Develonmen_.Planning

s

. K ‘ i Uganda " 1

. & ]

1. New-Type Planning

As the ECA paper "Development Planning in Africa"
(E/CN.14/CAP/9) correctly states, Uganda can trace its
; development .lanning history to as far back as 1920,
‘ It is evidence enough of the complexity of . planning thaf
i even after fifty years! experience of it we are still
novices.

T

Our early efforts in development planning were a
far cry from what is now generally understood by the term.
They were exerciges primarily designed to introduce ele{ghtSH
of forward thinking in ordinary Government budgeting.
Although it can legitimately be argued that even to-day's
development plans are to g large extent statements of
Government expenditure intentions, it would be unfair not
to appreciate certain differences of substance between
to-day's planning and that pr?ctieed during the colonial
era.

The very conception of what the exercise is about
is different. The dominant questions, then, used to be:i-

'i) What total Government expenditure will
be possible over, say, the coming three
years? This would be determined solely
through an examination of likely revenue.

(ii) How is this expenditure to be allocated among
the various Ministries. It is not always
clear how this question was resaved but it
would appear that the bargaining power of
The various ministries ang the whims of the
Governor in office did count a great deal.
In.all fairness, it must be said that the

| process of allocating expenditure on some
| Occasions involved the identification of
| important development projeets, but,
apparently, this was not an essential
aspect of the process.

It is not suggested that these two questions are /
not pertinent to to-day's planning. However, to-day, they
are posed not in their own right but only because answer§
to them(as to numerous other questions) are necessary fo
the resolution of a much larger and more important pro-
blem, To-day, we ask, "what level and distribution of
public expenditure is necessary in order to attain the
desired level of oversll economic and socigl development"?
The primary task is to determine and define the overall
developgent goal. Once this is done, secondary questions

distribution. This new conception of the aim of develop%H
ment planning has led to profound changes in the nature
and scope of plans.
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¥ In order to realistically define development goals,

as full an understanding as possible of the nature,

problems, and potentialities of the economic and social
structure is necessary. Thus, one of the solient dif-

ferences between our plans to-day and those of yesteryear :
is the amount and detail of the supporting background analysis.

Since the development goals relate to the entire
society, the activity of sectors other than Government has
also now to be explicifly designed in the plan. Plans, to-
day, endeavour, with varying success, to at least indicate
desirable performance in the non-Government sector, and
they incorporate policies to facilitate the realization of
that performance. e -

The evolution of the conomic and social structure
is a slow process. Concrete results of actions taken now
are likely to materialize only many years hence. The
efficacy of planning action can, therefore, be fairly tested
only against rather long-term goals. Thus, the new conception
of a development plan as a body of measures for the attain-
ment of specified overall soeciazl and economic development
goals implies (from the very nature of economic and social
development) that whatever short-term and medium-term pro-
8rammes of action are laid down, these should be set in the
context of a long-term view of the economy and society in
géneral. This is what is referred to in palnning jargon
as "perspective" planning.

Thus, in four important respects, planning in Uganda
(as in most other planning countries) differs from what it
used to be in pre-independence times, General development,
and not orderly government finance, is the primary aim of
planning. Moreover, our current S=year plan is only the
first step in a 15-year perspective; it specifies the effort
desired of the Government private, and parastatal sectors:
and it is backed by the most extensive analysis of the Uganda
economy “that has ever been carried out. :

One might add that the new and more gmbitious view
Of planning has led to the establishment of o fairly large
central organization for the elaboration of plans and over-
seeing their execution. We have moved from the stage of
ad hoc development conmnissions, standing advisory committees,
and individual economic advisors, to that of a full-blooded
Ministry of Planning. The organization may not be perfect,
but its mere existence is significative of the importance
we attach to planning.




2. THE PERSPECTIVE BT,AN

S et

' As in almost all cther countries which practise
ective plamning, long term targetg_wgre %gﬁﬂby the :
po ‘tic% avthopd i SL;%iﬁﬂﬁuz@ﬁvﬁ.mﬂjﬂtft;_@@@@n?ﬁp 1 Plg ng
Organiza it} . PEAP FOULS rpppeRrD toibes AoR bl sta
alt'knzﬂi%%i§%g% 13 procedure, Long~tern goals are much more
a pi itical &EisTcn than mediumntenm'goals,ﬂSince-the'range
altérnatives is so mach wider, PFurther it does not seem
rable to involve +oo many orgenizations (such as loeal
authorities, private organisatvions, ete) ian the determination
ery long-term targets, They normally would not have the
iisite overall viewpoint 6 be of much useful assistance,
sumed here, that, at least initially, perspective plannir
be confined ‘o hasic objectives and policies.

<o

_ ; A matter +that imnediately ealls for elaboration is the
nature of targets to set, or, indeed, the naturs of the contents
of & perspective plan, Uganda's "Derspective plan" is ‘about the
simplest conceivable, Only one objective is considered to be
firm in quantitative terms. This is the overriding objective of
ing per capiia none tary income over 15 years, Two other
tives are quantified more in the nature of guide-lines rather
'~ as definite committments, These relate, first to the

dis bution of +the national product between menetary and
subsistence production, and, secondly, to the relative contribution
of “the various produciive SeCiul's bu Lie Sotal monetary product
Apart from these, ©aly broad statements are given pertaining to
income distribution, the Ugendanization of the Public Service

© gconomy, and the provisifon of social services (e.g,
rsal primary education), 'This is as far as we considered it
safe to go, : '
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o Evd g0t Cinterdst Mg congider 4 whet extent 6Hd sho
ehﬁb@ﬁ&ﬁingdﬁaﬁgé%s'éhﬁ”%ﬁ?icies-for the perspective plan
Even If +the neeessary ‘giatistics were aveilable it is st111 to
wondered whether +he degree' of detall suggested in some of the
Papers submitted for this Conference is desirable, A perspective

Plan is essentlaily merely a guideline relating to a-long~perio;

e

of time; +to spell out such a document in minute detail is to gi it
a sembBlance of accuracy it can naver really have and 4o take perhaps

unnccéssary risiks of digappointment,

.. One eleméntary refinement we have tried +to glve to our
persp%bti e plan. was %o estimate +he implied overall rates of
growth during each of the +hree medium~term plans it covers,

We enx Sage -’ our. economy as experiencing faster and faster. growth
over <the period of +he perspecitve plan, This appears to. be the
Teasona@ble thing to expect, since growth'during the later years
is bound to be the cumulative effect of investments and ;.
other evelopment measures underftaken during the early periods.
Moreover, the anticipated structural change over the perspective
plan p riod is such +that the fast~growing gectors of the economy
will i Creasingly gein in relative importance,
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3. WORKING PARTIES: 3
The need to enlist the participation of the ~
different important economic and social interests « "

(both public and private) in the formulation of plans
is now well recognized., In Uganda, wec have tried to
meet this requirement primarily through a system of
Working Parties. After provisional sectoral output

- and investment targets had been derived on the basis
of a statistical projection model and other studies,
twelve Working Parties were set up to study more .
closely the various aspects of the economy and to make
recommendations on desirable policies for the attain-
ment of the specified targets in the particular fields,
Several practical issues arise in the operation of a
system of Working Parties of this sort. o

First, there is the problem of composition and
represcntation. In Uganda's case, the Working Parties
included, in addition to civil servants from the
relevant ministries and departments, university staff,
businessmen, trade unionists, and professional men,

An effort was made to achieve both expertise and adequate
representation of the major interests in every field.
This was not always easy especially in view of the :
desire to keep the groups within reasonable sizes. Two
particular difficulties deserve to be mentioned:- g

(a) Effecting reasonable regional representation.

‘ It is not easy to ensure that regional
interests are always adequately represented
on Working Parties or that this represent-
ation is balanced as betwe~n the different
regions,

(b) Ensuring adequate representation for
peasant activity which, in most African
economies, is so vitally important in
agriculture.

In general, however, in a simple society like Uganda's,
problems of representation are minimized because of the
small number of important agents operating in the ‘
various sectors. In Uganda, for instance, there are
~only three or four industrial groups whose opinions must
certainly be taken into account in working out a plan- :
~for the industrial sector. SR

Secondly, some practical difficulty might be :
encountered in deciding whether to demarcate the fields
of the Working Parties according to economic sectors or .
according to Ministerial responsibilities. In principle,
- the division should be along sectors of activity. In =
. praectice, however, since it is so important to identify
- Government Ministries with well-defined programmes of =
actlon some compromise solution has to be found. .
Related to this, is the need to have Working Parties
to consider certain overall aspects of the economy.
Sgch were the Working Parties we set up to study the
finance and employment aspects of the Plan., Similar
groups could be set up to study the regional aspects of
the Plan, the structure of the Public Service, and
parastatal organizations, and other matters of that
general nature,
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We all know what such parties should do, but the problem
is to set it forth on paper in a way which, at once,
covers your needs and is meaningful to the members of
the Working Parties./ In virtually all cases these went

unheeded largely because they conveyed no meaning to thjn

members of the Working Parties., Therc was also confusi
regarding the precise meaning of the investment targets.
Did these represent resources that Government would
deplcy in the sector, maximum sums permissible for
investment in the sector, or simply desirable '
levels of investments? Needless to add, the very
definition of investment was the subject of wide mis~-
understanding, Further, were the Working Parties
supposed to reeommens general policies or to work out
concrete projects? In an attempt to cope with such
problems we resorted to the technique of attaching to
each Working Party Economists from the Centrol Planning
organisation to serve as Secretaries, This relieved
the situation somewhat,but still) next time we undertake
the exercise, we intend to devote more care to the
definition, and drafting of the Working Parties terms of
reference,

Before we leave this topic, it is perhaps as
well to mention one other device we have tried in order
to secure the participation of the community at large in
the formalation of the Plan, This is the National
Economic and Social Council. This Council, whose
composition represents a very wide range of activity
fields, meets from time to time to discuss and make
recommendations on any acpect of the Plan. The Staff of
the Central Planning organisation do 8it in on these

meetings in order to take note of the views aired, A device

of this type could be useful, provided care is taken to
focus discussion on specific issues of not too techniecal
a nature.

One useless thing we did was to give sectoral G.D.P. target
to the Working Parties.

e
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4.

Regional Planning

We understand this in two related senses. One reflers
to the practice of drawing up plans for particular regio
of the country. Such plans are usually drawn up by loca
Oor regional authorities. This is normally done in order to
provide a way through which loeal interests may rarticipate
in the overall planning effort, and to enable the centra
planning authorities to know (and, where possible, to
cater for) the aspirations of the different local communities.

Sometimesg Special agencies are set up to plan the development
of areas with peculiar problems.

We have had, in Uganda, considerable experience of
this type of regional planning. During the early stage§

of the elaboration of the current Plan, an all-out effor
Was made to reiBigorate the District Planning Committee
The functions of these Committees were reformulated as
follows: -

(a) On the basis of the general projection and
allocation of national resources received from
the Ministry of Planning and Economic Developmer
and within the scope of available loeal financi
resources, to prepare programmes gnd plans for the
development of their districts;

s
-

(b) To influence the Land Boards and to devise such

national development plans ( a component part
of which are a1] the distriet development plans
prepared by them);

(¢) To prepare medium and short-term (annual)
estimates of the loeal financial resources and
to submit them +o the Ministry of Regicnal
Administrations and the Ministry of Planning and
Economie Devel opment; '

(d) To prepare aunual progress reports on the I
implementation of their plans and on the generall
économic performance in their Districts, |

The central plauning organisation extended all_posEible
technical advice to these Comnittees. Apart from aimant |

.
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All in all, however, +the district DLans were of yge
the preparation of the nationg] pPlan. Withoyt g0ing out_
our way to incorporate any specific Proposals they contain
Wwe derived fronm them g "fegyi for what People desireq,
Certainly, they gave ug @ good idea of %the level of total
loeal government investment t0 provide for in the Plan, and,
‘ therefore, of the amount of finance that the Central

Government might plan +o make available to these loegl
authorities, Perhapsg because oyr District Planning Committees

however takes more than just that, It entails the consciousg
%orientation of the national plan towards the solution of
regiongl development problens._ Loeal authority plans may

evelopment plans may be absolutely necessary, fegiongl
nning, however, shoulg truly be g feature of the nationgl

he particular blanning issue being how to minimige these dig-
rities with the legst jeopardy to overall growth,

row areg of the country, Fopulation density ig partioularly

are virtually empty. A similar maldistribution of the

livestock Populstion constitutes yet another Problenm, Then,
OL course, there is the SPecial problenm of Karamojg, District
Walse state of development relatively to other areas is so

that it calls for emergency action,

Up to oW, we have dope very little regiongl planning
in this latter Sense, True, when the nations] plan wag being
borated frequent dSSessment was mage Of the regions]
in€idence orf the various development Proposals, It jig also
€ that specig] development Measures have been instituteq
Karamoja District, Nevertneless, there has, so far,
been insufficient Systematic study of regiongl €conomies to
ide the basis of g well—thought out fact-backed, co-

ordinateq approach to regional Problems. For that reason,

it is not, for instance, quite certain that the development
envdsaged in the current Plan wiil not lead to g Widening
of the disparities which effective regiongl Planning shoulg
80 ©0 elimingte,

Scené for the first time. Our inhibitiong in the past were
largely gue to lack of staff ang data., Thig is being tackleq I
by the Setting up of - full—fledged Regiongl Planning Branch iﬂ
in the Ministry of Planning. The first task of tphe Branch
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ment problems that are already xnown to exist. Subsequently,
the work of the Branch will be directed to the jdentification
of other regional development problems - always working very
closely with local administrations. Tndeed this Branch will
be the main liaison between the local authorit®es, the Ministry
of Regional Administrations, and the Ministry of Planning.
 Some of the staff of the Branch will be seconded to the
‘District Administration to0 serve as gecretaries to the local
Development-Committees. ;

It is hoped that by the time we come to draw up our next
national development plan, a pool of expertise and factual
" knowledge will have been assembled to enable us to take a
more intelligent account of regional development problems.




As is the Case with most other planning Ccountries, this
. " constityteg for us Perhaps the most difficult aspect in ¢}

In the nature of things, the Centprgy Planning Organizq
can be only g limiteq SOurece of Concrete development oropo
in the form of Projects, For the publice Sector, the task
. of identifying Drojects rests brimarily with the'operative
' Ministries, loeal authoritieg and publie corporations, alt ough

he role of the Central Planning Organization in Suggestin
desirgble fielgs always Temaing, Thesge Same organization
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he development Countrieg, As thisg Sector develope, however,
t might be €Xpected to increasingly identify the Projectg
Or its own €Xecution, ‘

| Our ekperience With project identif'cation and elaboration
Z had 25 not beep 5 VeIy havpy one,  We havq? i .

alls far belon the sector investment-targets. Even Where

S going to be . g lengtny Procesg, g decigion Was made 4o
P¥epare gng Present the Plan in two Volumes, The first
V@lme woy]g cover the macro-eCOnomic asSpects of the Plan ang
P

Preparation of tne Seécond volume is in Progress, This
Volume wijlj eeeentially be g catalogye of Plannegq Projects
in the Various Sectorsg, Certainly, at the very least, it

is ntendeq to include iy this volume €nough pyuplje Sector
Prdjects tq meet thgt sector! g Overal], investment targets,

All such Projects wiij be Studieq ip detail gng nany of them ‘
wi have been evaluated ip a preliminary fashion, The Volume
wi also cover known Projects ip the Privagte Sector, althoughu
here the amount of detail wijq Necessarily pe limiteq,

take.;he apportunity Provideq by our more intimgt g “
of pr Jects to alter, gg necessary,




BEarly in our work of drafting the Plan, an attempt was
made to standardize the presentation of projects by Ministries
and other public and semi-public organizations. i standard
project presentation form was designed by the central plan-
ning organization, and all public sector projects were
required %o pe prepared along the pattern 1aid out in that
form. Moreover, au intensive course Was organised for senior
officials of Ministries and other public vodies in order to
gequaint them with the project form and with problems of
project preparation and evaluation in general.

Although the officials had shown great enthusiasm about
the course, they went away slightly disappointed. The general
feeling, after the course, Was that the whole matter was too
complex for administrators and technical officers. In fact,

practically no Ministry or other organization undertook to
present projects according to the standard form. To some
extent, the blame must be laid on the designers of the form. -
T+ d4id not take sufficient recognition of the very wide
variety in the nature of projects. In particular it was
distinctly unsuitable for projects in the social sectors.
Still, the poor response 1O the standard form was mainly due
to its very exacting demands (in terms of data) on Ministry
officials. A less detailed form would certainly nave caught
on more effectively.

A1l things said, however, the exercise was not entirely
fruitless. The central planning organisation made use of

the project form in analysing projects. Also it can be said
that, after the project preparation course, whatever the,
immediate reaction of officials was, the general quality

of projects emanating from Ministries has shown some definite
improvements.

As we assemble projects for the gocond volume of our
Plan, We are, at the same time, taking steps tO permanently
uplift our project preparation and evaluation to a higher
level of sophistication. The Government has now ajproved
the setting up of a "National Project Preparation Unit" . The
functions of this Unit will be 3= :

(a) to idcutify development opportunitics and conduct
the nccescary feasibility T T R G P - S

(b) to appraise'feasibiiity studies submitted BY other
organisations; ‘

gc) to prepare projects for presentation 0 foreign
and internatbnal sources of finance; and »

(@) to train Uganda staff in all aspects of project
preparation and evaluation.

: The detailed nature of the proposed Unit, as well as other
issues relating to project preparation in Uganda are treated
ore fully in another paper presented to this Conference.
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order without jeoyerdising the entirerprogremme;"the
prepared set of projects 11 not ©Y itself pecome 8o
investment programme. 1t would represent merely &
shopping 1lis?t of programmes and projects; LA

There is BO doubt that the investment progranimes .

eleborated into as jetailed 2 1igt of projectsas possible,

plays & rucial royo il NS degiegn @ d implementation o} ’

the development =} tegy gtill, 1P wonid . ba 8 exag- .
eration tO Y i+t has becn haid on some occasions,

strategy °on pave 1ittle meaning, ig that government
departments, local authorities and state agenoiesfshould

reedy 1O put into operation. From & theoretical point of
view this is quite @ logical requirement.consistent with

flegible instruments for the implementation,of the’

accepted economicC strategles, providing way s and means

for facingépircumstances. o i
changing

~ Por this reason, 1% cannot be expected that every
aspect of every gingle project which will be cerried out

t at the outset of the pléls a complete
set of projects, fully costed and evaluated, and ready to
pe put into operation. '

@phanges in the world market, developments in other
economies, technological progress, and other relevant

events cap easily make some proaects uneconomic though
they may have been originally found economicelly viable
and feasible. What 18 important here 18 not SO much &
aetailed programme of costed and evaluated projects to

Another importent igsue, 11y the most important
A .

festure of any plialls ijg a 8t
P o




' and the Ministry of Finance, ig of vital importance,
‘ It is wels Justified +o S8y that the burden of w
financing the development bProgrammes gng Projecits falls‘
on the Ministry 0f Finance which has +o prepare progp es
of taxation and loans (domegtic and foreign which are |
consistent with the strategy ang are realistice admini s+
tively, finanoially and politically, While j ¢ would be
- too weak ang inadequate t0 say +that it isg e advisable

4 for the Ministry of Finance to Co-oOperate Giosely
With the central pPlanning ageney, .it ig Very doubtfyl
whe ther any goverrmen + has achigveg thisg Co-operation
without Joining these +two important institutions in g

“ b

This issye brings ug tC the Very important question

of +the establishmen of an adequate administrative set-

- up for planning, and pertioularly to the Question of
‘ overcoming +he frequent rivalry between the central

j ing agency and the Ministry of Finance, Which in alj

~ the traditional governmen+ structures played the role of

=
b‘g

‘ The fact = that the administrative Set-up in
dGVQloping countrieg, ang o a certain eXtent in a13
Other Countries, Cmbarking upon +the development Planning
is not welj Suited +to the needs fop planning, 4 general
snnovation in +thq « resnect hae hean the establishment

O the central agency responsible for Plamning matters,
t@ther +thap Say that the Co~ordina+ti on of different

iSpects of governmen+ pclicy, aiming at the concentration
admini s trati ve efforts on cerdain nationagl objectives,
“8n hardly pe achieveq unless individual ministrieg give

S8y that by the introduetion of vlanmning 513 the individual
inistrieg have 4o agssume new responsibilities and -

bAough it nay sound Paradoxiocgy .. in a senge extend the
fea of their autonomy, The logic of Planning apg the
lccessfyl Practice of planning, T2quire +that the

ntral planning agency actg not as g competing, but-
as a complementary body +o 211 +the other departments.

- Practice actually shows g divergence from this, then
i®is g clear siem of 4 wrongly insii tuteq planning

A relateq Question ig the division of responsibilities
for plan implementation =~ 1.¢s for the eXecution of

governmen+t deeg not overloag itself, For g
n e€r of projectg there 4ig no question as to wh should
implement them, Fop Others, however, fovernment has o
take g deliberate decision whether +g undertake their
exe tion, ang it is here that dye Consideration mst
be ven to the Capacity or The S0Vernment organisation.
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