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Introduction

e It is understood that this Second Conference an Hrgent
Administrative Problems of African Governments is intended,
inter alia, to enablec, through its deliberstions anc}th
recommendations, a report to be submitted to the IX Session
of the Economic Commission for Africa which will form the
hesis for a resolution to be adopted shaping the Commission's
programme in the field of Public Administration for some time
to come. This background psper is intendcd to provide a means
of introducing the present day problems of local government to
the Confercnce and suggest how the Economic Cammission for

Africa can assist in solving them,

2e This being so, it may perhaps be worthwhile to first of
all look at the recommendations made by Committee IV set up by
the first ECA Urgent Administrative Problems Conforence held in
1962 to consider and rccommend upon Problems of Local Govern-
ment, for it was largely upon theose rocemmendations that the
programme of the ECA Public Administration Section in the

field of local government was based during the succeeding six
years., Do these recommendations and the work programme which
gstemmed from them have any relevance to the local government
situation in Africa to-day, and can any lessons be learnt from

experience gained in this field during the past six years?

3. LCommittee IV, in Framihg its rocommendations assumed
that there existed in African countries a system of local
self-admintstration, in the £nglish languageo called "local
government" and in the French language "administraticon
lacale™, the essentiasl characteristics of which were : "that
the unit of local sclf-administration firstly must consist
of a representative council on the one hand and an executive
element on the other. Secondly the area of its jurisdiction,
in terms of both aree end population, must be based upon 2
reasonable balence between smallness, to ensure its gceces-

sibility to the people, and largeness, to ensure that it has

/sufficient
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sufficient administrative, technicsl and financial capacity to
carry out its functions.® 1/ The Commitise further assumed that
the lacal govarnment systems introduced into African countrics
by the coloniol powers "had gained widaspread end intelloctual
acceptance, even if popular acceptance is still sporadic or
somewhat loes than enthusiastic.” 2/ Further.."that the
exporience of local government in Africa... has bcen such

'jthat efforts shauld continue to be mwda to intensify and

_'extend 1t." 3/

' As a 'result of accepting the principles involvad in
these assumptions, thec Committee, recognizing that many probleme
existed, identificed three as major administrative problems
affecting local government which requ1rLd attention by naticonal
and 1nternatinnal bodies, buth guvornmental and non-govern-
mental, viz :-
' (a) Public Enlightenment
(b) Staff Development '
(c) Finance

1/ Report of the ECA 1562 Seminar on Urgént Administrative
Probloms of African Governments, E/CN 14/180 p.p. 47
" and 48 ' '
2/ Ibid, pegc 4B
3/ Ibid, page 49
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5. Thay thersupon mads recommendations as to how these
problems should be treated. In respect of the first, Public
Enlightenmcnt, the Committee recommended African Governments

to restate to their peoples the principles of their countries’
local government systems as they saw them in nationel terms,

so that they ceased to be regarded as imported from abroad, but
be thought of as bome-grown institutions. In regard %o the
sgcond problem, 5taff Development, the Committee recognized the
importance to the efficient working of esny local government
system of a well trained, efficient and loyel carger staff and
recommended: (i) that in order to secure this statc of affairs
studies be made of the efficacy of instituting the devics of

a Local Government Scrvice Commission to recruit, supervise

. and train local government staffs, and that research be

carried out to enable comparisons to be made between the
staffing systems evolved or svolving in countries with tradi-
tions of the British local government system and the more
centralized staffing system found in Fronch speeking countries;
(ii) practical work oriented pre-entry and post-egntry training
of staff is of paramgunt importance end must be accepted as

a responsibility of the central government; and (iii) senior
locel govermment officials should be sent abroad for in-service
training. 1In the matter of Finance, both of paramount
importance and intractable difficulty, the Committee emphasized
thet financial responsibility is at the heart of administrative
responsibility, and central governments should review their
countries' sources of texation and re-allocate them in such

a way as to ensure that those available to local government
authorities conform with the obligations placed upon them.

It was also recommended that in this subject: (i) studies be
made of the fFields and methods of collection of local taxes;
(ii) fimancial help from central governments should follow an
agreed pattern and formula, so that local authorities could
estimate their budgets with certainty; and (1ii) central

/government
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government grants should include an element to bring the less
Favaurnd areas of countries up to an average level.

6. The Committee added a2 final recommendation embracing

the use of technical agsistance from multi- end bi-lateral
sourcea,.aléc pointing out the benefits which would be gained
if African countries were emabled to utilize each othars!
cxperience in the fields mentioned above, as well as in all
spheree touching upon the development of local government ,
systems suited to an African environment

Present Problems

7. If the problems identificd by Committee IV .and its
recommendations were valid in 1962, can it be said that

since then the Govermments of Rfricah-cuuntries have been able
to modify and expand their systems of local government, as
suggested by the Committee, to makec them efficient instruments
of government policy in the economic and social fields and

form a stable base for national unity? Experience would sppear
to prove that in fact, whilst much has bean attempted in the
way of broadening popular perticipation in the membership of
local authorities t$hrough universal elections,. or other selective
means, increasing the functions and responsibilities of thess
bodies, and instituting treining schemes for local government
ufficials,.tﬁe response of most locel authorities to the

_challenges put to them have not bsen so whole-hearted and

successful as to snable gavernments to place complete

confidence in their systems of decentramlized local edministration.
Indeed it is cliear to most observers- that many governments are
questioning the validity and desirability of permitting too much
decentralization and are either thinking of or actually rgver-
ting to closer supervision and instruction.
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8. Apart from the failurc of local authoritics to effect-
ively act/éubpliers of public services, there also secms to
have been o lack of =ability for them to participate as ‘
instruments of economic development. In very few Development
Plans arc locel suthorities directly involved as part of the
administrative mzchinery for implemsnting government policies,
nor is it common to find them being requesfed to participate
in the drafting of devclopment plans, or for their own
development schemes, if they have them, to be integrated into

the central development plan.

9. At meny international and African regional and sub-
regional meetings the causes aof the failure of locel govern-
ment systems to match up to the demands of both governments
and populations have many times been listed. These include :

(2) 1lock of experience on the part of councillors and
in particular their feilure to understand the
division of responsibility between the policy-
making'hcdy and its executive staffy

(b) soevere shortage of trained staff at both séniur
and intermediate levels;

(c) feilurec emongst the populace to develop a sense
of clvic responsibility for the payment of taxes;

(d) lack of adequate finances and gradual financial
weakening of loeal authorities;

(e) unwillingness an the part of central governmants
to accord to the Ministry responsihble for local
government the status and prestige needed to
inspire the local orgons ta offorts commensuratc
with 2 reslly impurtent and vital part of the
countries' politicel and administrative machinery;

(f) failurc on the part of many central political
autharities to spell out the gxact rolc of local
government in the economic and socisl develop-

ment af the eountrics;
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(g) the malntmnnnce of "parallel" ur"duﬁl" systems
o of 1dmin19tr"t10n nftan represented by, on the one side,
- central gnuernmcnt ufflciﬂls exercizing in the arcas
of locnl ﬂuthorltles the some powers aond functions
‘of former ‘colonial dmlnistr;tlons, with duties
which cut ncross or hihdur thu development df local
cﬁuncils, Pnd on the uthor thc locnl m?f101115 of the
 ruling party rlso exerc121ng ndrinlstratiue cuntrul
~in certain functions, such as those development efforts

known os sclf-help or nntional building schames.

0. It is oftoen this type of improcisc situntion

described ~t (e)(f) and (g) mbuve which exaocerbntes the
wenknesses deseribed ot (a)-(d), =nd in the present stotc

~af devalmpment of local govermment syatems contributes. to

their, failure., - . ‘ . ;o

Me what this BltUcthn can meaon, is thut nct anly do the
lacal pupulntion becnme d1ssrtisf1.d with thc purfnrmance af
their local outhorities ond offer them little or no support,
but thare results mlsundoratﬁndings between lDC“l nuthorities
and cuntrel government ministrics. Not unly docs thls

inhlbit tha proper Functlanlng of the locnl gavcrnmcnt system,
but Buch o sltuatlnn also con, and has meont wasting of

scarce munpomer ond fisenl resourcas, 1nd lmck of co=ordinoted

progrommes.

12, Therc is olso ane further phenomenan which can be
found in o number of states in which the one party system is
paramount. This is the fact that there exists virtualliy no
distinction bztwecn the instifutidns of Govermment and those
of the Party. This con have a most significant effect upon
local government institutions, where aften there haé, in any
event, boocn ¢ confusion in the-minds of the citizens betwcen
the role of the Perty and that of the local nuthorities.
Where this situation becomes formnlized, ®.g. by members

/of the lacel
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of the local party executive, becoming ex-officio members of the
iucal authaority and/or the local district party chairman being
the chairman of the local authority , it can have a beneficial
effect. It clarifies in the minds of the public what was a
previcusly confusing situation, enables party policies to be
integrated into the policies and activities of the local
authorities, makes for better co-ordination of effort and also
gnhances the understanding by local politieians of the limi-
tations imposed upon local authorities by lew, government
regulations and control measures, Finance; (or lack of it), and
the shortage of trained and experienced staff. '

13. If gne analyses the situation as described in the above
paragraphs and compares the problems listed with the major
problems identified in 1962 by Committee IV of the first
Conference, it will be seen that most of the current problems
ars identical with those then described. There'is an additional
emphasis apparent to-day, however, which was barely touched

upon by the 1962 Conference. This has to do with the role which
local government shguld play, even if it so far has not done
so, in national development. The vary nature of many national
development schemss, particularly in rural areas, calls for
local leadership, as well as participation. The local
authorities should be the medium through which such "qrass
roots™ development is initiated and implemented. However, as
alresdy menticned, many governments are reluctant, beceause of
‘their poor performance and lack of technical ability, to

embfoil local authotities in a meaningful way in the adminis-
trative machinery for develgpment. Thlis is, however, a

matter of such vital importance that ways and means should be
found of integrating national development into the functioning
of local gavernment. The guestion is, "How and by what means

can this be dones?"
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Present Tendencics

14. It is sipnificant .that the first problems identified

by Committee IV of the 1962 Conference was that concerning the
need to enlighten the public concerning the role it wes in-
tended local government should play in the post indespendence
era and the place within the governmental machinery' which
should be given to it. It is perhaps also significant that the
least attention has been paid to this problem. and its con-
comittant one, which is "what exzactly is the rols which we want
our local government system to play in our schemes for

national development?”

15, Most African govermnments have accepted that the
fundamental chenges. in the functions of post. independent

. governments as compared to those of the static era of . pre-

- independence, bring about the need to re-orient inherited
central administretive structurcs and procedurss so as to
enable them to meat the requirements of a dynamic era geared
.to development. This is a problem uf:éumekmagnitude,.but
many governments-have faced up to it, particularly in the
area of gconomic planning ‘and implementation, undertaking
governmant-wide programmes of administrative improvement
and reform. But in so doing, not many of these governments
have been able, because of pressures . to tackle other high
priority problems, to take a long hard look at their
~inherited local government systems and. instltute really
wide-ranging re-structuring of the whole system, sn that it
conforms to .the requirements of the post-independence era.
There is no doubt that in a nuwber of countries, despite all
~other preoccupstiona, many adjustments. to the inherited systems
have been made, more in fact in the vountries which bhad
inherited the British concept of local government than have
proved necessary in those countries with a French background,
whose system is botter suitcd to the realitics of Africa.
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Some reforms bave also been carried gut in thz French-
exprasasion countrizs, and particularly in those‘uf weét Africa
where, as more trained administrators have come from the -
countries' Ecoles d'Administration, the "cercles" inherited

frem the colonial administration have been broken down  into
smaller divisions called "circonscriptions® ar "sous-prefec-
tures" and these divisions hkave been grouped for administrative
convenience into departments or rogions under prefects or
regional governors appointed by and responsible to the President
of each Republic, who is usuaily‘the gexecutive Head of State.
Generally speaking, the tendehcy DF-these_adjustmmnta or reforms
has been to bring the local authorities under direct supervision
at either districl or reqgional lcuels,.maka_them subject to

ministerial regulatior and reduce their autonomous powers.

Identified Needs

16, But is whal has bHosn done onougn to Mot just make
local gcvernmenﬁ a»deuiéa far the provision of locel services,
but a vital force in the task of natinn_building, anuimpurtant
factor in socisl, scoucationel dnd sconomic advancement, and
alsp an instrument for unity "? 4/ IF the reported frustrations
which exist within the lacal government systzms cf & number
UFlAFrican'cuuntries are cnrracf, the leﬁel of efficiency is
inadequatz to enzhle them %y carry out their allotted tasks,
ar they arc noct the vitel fuice for advancement that they
should ba, ther indeed it is still necessary to search for

a system which will combine the traditi~nal, ethniec and
adminigtratively possible means of the ccuntries into =

system which will suit each countries locel circumstances

L/ Report of ECA Semirnc. or Tontral Scovices to Locel
Authorities, 196L. E/CN.14/VAR/37, page 3.
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17 This; it would seem, is a task of urgent pricrity which,
coupled to thaose other problems previously listed, requires to be
tackled with all the resources at the command of the countries
themselves, and of international bodies, both govermmental and
non-governmentel. In other words, the tasks identified by

the 1962 Conference have nat been by any means completed, but
there has arisen an even more significant and complex element

to be added to the problems reguiring attention.

Difficulties confronting proposals fnr major changes and
impravements

18, . It could well be that the feeling of most governments
to the propesal that there should be made a determined effort
to re-structure and re-organize their existing locsl govern-
ment systems,as well as mainteining efforts to solve the
other additional problems mentioned, would take up too much
time end too many respurces. However, although one of the
most difficult things to achieve is the injection into pepple's
minds of new ideas and concepts, in the develaopment by
gavernments of new politicel constitutions, central govern-
ment institutions and machinery, surely the work necessary to
the introduction of a stable and effective local government
can be given some priority. It is useless, however, to
attempt to introduce new concepts and ideas unless they are
consistently and firmly supported by the political authority.
This failure to acknowledge the importance to the general
welfare of an accepted and efficient local government system
and lack of perception of what it can achisve is ore of the
major reasons why its heirarchical status is invariably low
in most African countries.
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©M19.. 0 It is_acknowlsdged “hat any attempt to achieve
U fundemental ] wholesale administrative reforms in local

povernment, as in any: field of activity is 1likely toc be self-

-defeating. The "wholistic” epproach is not advocated. There
is no. reason, hoiever, why a programme of carefully chosen and
"suitable phrtiel reforms should not be undertasken, particulasrly
- .4f these dre part of 'a larger:.scheme: for, say, achieving
~improvements. in development planning and implementation. Any

such : scheme must be within the .capacity-of. the units concerned,

and it is for this reason that a . gradual change in the

.. .evolution of local suthorities is advocated.

””’Mays and means af achlevingﬂgradual major reforms_and

“improvements -

"NQD;‘ “This’ appruach was the recommendation of a Working
“”Graup cnmpnsed malnly of French speaking officials at a

- EAFRAD! Seminar held in November, 1966, which considered the

' fnlluwing factors shuuld influence the evolution of a local

' gnverﬁment system, ‘wherg the final =im was to eventually grant
" @a measure of real autnnumy tu the various levels of local
U administration: : ' '

(i) The central’ gnvern snt must maintain atablllty and
‘fpalltical unlty, ‘without these twa important require-
" ments, ne proper grnwth in either the social or
‘economic ‘figlds cen be sustained.’
(11) 'Thetgbﬁarﬁmenf must concentrate its efforts on
" fostering natidnhood ahd unity by eradicating
tendencies towards tribal, ethnic dr religious
.grouping;- it should also take action to stimulate
- the interest of the people towards helping to solve
the problems o¥ - their ouwn -localitiss by concerted

efforts.
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~—(11iY The_participetion-of thg people in the running of their

(iv)

(v)

(vi)

pwn local affairs and helping- toformulate and implement
the National Development Plan is a basic factor without
which no country can hope to develop; however, this
participation must fit into the existing stage of
rational development insafar as political unity,

social stability and economic growth are concerned;
dissipation of the central power to lower levels of
government, must never have a divisive effect upon the

political and governmental structure.

Any system of devolution of powers ffum the centre to
pertislly autonomous bodies infers that the country

| has progressed to the point where both the social and

—aconomic-adevancement of the people has reached a
stage which guarantses _their ability to effectively
take charge of their own local aPfeirs and accept the
responsibilities which automatically go with the
assumption of powers; this stage of development then,
appears to be a pre-condition necessary prior to any
devolution of powers to locel administration units.

Devolution also assumes that no wastege of nationsl
resources will result from this transfer of powers and
respurce from the centre to the periphery and this
requires that there are availabie to the local unite a
sufficiency of qualified and experienced staff to
ensure efficient administration of the functions

allacated.

A graduzl process of the decentralization of pOWETs
$g Moo "es at the locel level upon which the people
are represented appears to be the only method whersby
the state can preserve stability and ensure sconomic

gdvancemenit; such stages can be many or few in

number depending upon the particular circumstances of

/a country
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a country, but the process must be national in
character, suited to the temperament and cultural
and historical backgrounds af the people, as well as
suited to its Africen setting. 5/

2. The main point about this approach is that effective
changes need not be haphazard, piece-meal and ineffectual,
but they must be carefully conceived and plannec and have the
whole-hearted and continuous gupport of the political

authorities. Above all, structural reorganization, including
political and orgenizational changes, must be related to
programmes in the staffing, training and fimancial fields.

Even though the recommendations made at the 1962 Conference

have been followed in & number of countries, woek still requires

to be undertaken in these major fields.

In what fieclds of work and how can the Public Administration

Section of ECA best assist in developing suitable locel government

systems in African countries.

22. It is obvious that with the limited resources at its
disposal, the ECA Public Administration Section cannot meake
cbjective studies of local government systems in all African
states, sven if they were reguired to do so, nor can thoy do
more than act as s catalyst in initiating necessary refomms.
However, its record in the field of local government since the
first Regional Adviser in Local Govermment was appointed in
August, 1963 is by no means contemptible, even though its
approach has been conventional. It was, and in =11
/probability

2/ CAFRAD Seminar on the Administrative Problems of Development
at the Regional and Local Levels, November, 1966, repart of
Working Group No.2.
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probability vill be irn future necessary for the Section to be
selective in its work range and, therefore, the programme in
local government has in thi past five yoars embraced HES
" (@) lLocel Goverrmment Study Tours for officials from
English and ‘French spoeking African countries;
(b} =& Seminer on Central Services to local Authorities
(cY 1n Brlantﬂtlnn Csursz. in meql Guvernment Tralning,
(@) Semln?r on Pﬁrscnnex ﬂdmlnlstratlon for, Eentral
" and Leeal Authoriti ; ) — .
(e) a gemlnai an Lucﬂl Guvernmcnt Flnance-'aﬁd':"
'tf} & Trainiﬂg EULlag in Looal Government Personnel

Systems.

23.° '~ All the above regional projects stemmed from the 1962
Conference end-have resutted in the issuing of documentation
which has been circulased $o African countriee. This has been

further supplcwenuhd by ihst 1Hsued from United Natlnns

“Headquarters i the robdiict 1nn of which ﬁhe Reglcnal anal

“Government Adviser hus ales pdru1c1pat9d, E.go,a Han@bpuk on

Local Governmeni Persornnel Sys+tems and a Handbook on Local

Gmuernmcnt Training.

2L, ‘The Repional fdviser in Locals Government has also

‘carried ou%t advisory ascigrments in 1nd1v1dual cuuntrias on

reguest, end has soited aa oconsultant or lecturer at seminars

and workeiiwns organized by r¢n1qt¢1n5 ar tralnlng 1nstitu-

“tione in varinus Afnicor ubuﬁur¢eao

25. “lWhat should be the pettern for the future programme
of activities? What ic the mest effective method of granting

. assistance to countries in this important field of adminis-

tration, ond towards what area should efforts be directed?
Indications have been given that many cguntries‘aré"ihtéfeéted
in work bei";'jhdﬁﬁt:p 2 o Dﬂ3t1“ comparative study to be
made of the "rew clemsi’, mhutlunzi‘ahava, i;e. a study of the
/structure
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structure and organization of African systems of local
administration with a vicw to their evolution as instruments
of development administration in addition to their under-
taking traditional functions. If this is indeed a needed
activity, should it be organized in the usual way as e
regional seminar, end if so whet means can be suggested of
"follow-up®" in the verious interested countries, so that if a
gsemipmar is held it can be of the greatest use and have the
largest impact? It is in the practicel application of findings
and recommendetions of regional projects that the Public
Administration Sgction finds the most difficulty, and it

- is for this reason that it is considered this aspect of its
work, as well es the centents of the work programme, should

receive consideratian.

26, Some other matters, although this list is not
exhaustive, whirch have begen mentioned as of current urgent
interest to various African countries, are :- the applicatiunr
of correspondence course training and programmed learning as
mess methods of training local government officizls; manpower
planning and utilizgtinn in lpcal government; credit institu-
tions for local authorities; an exemination of the varying
systems of central government grants to locel suthorities;

a8 study of the administrative problems of large urban centres
and capitel cities; the need to avolve acceptable African
oriented professional and technical gualifications for local
government officials. There are many other subjects in this
vast and complicated field of local govermment which require
attention, but it is for the African countries themselves to
indicate what, in their cpinion, =2re the most urgent matters
requiring attention, what srierities need to be ellocated and
how best the limited amount of technical assistance aveilable
to the Economic Commission for Africa in this field can be

utilized to the greatest benefit.






