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Abstract

At the dawn of independence, many an African country
entertained the hope of catching up with the technologically
advanced economies of Western Europe, North America and, before the
disintegration of the Soviet empire, the then USSR. As the leaders
of the "emerging nations" thought, the only way to realize this
dream was by establishing strong, centralized states - states
capable of acting decisively in response to socio-political and
economic challenges.

Experience over the past 40 years has shown that the
centralized state has either proved difficult to build, or when
constructed, has produced results other than those intended. The
case for structural adjustment, and, in recent years, for political
pluralism, rests on the assumption that the interventionist and
development-oriented state has turned out to be a figment of the
structuralist imagination. As the emerging orthodoxy of neo
liberalism sums up the argument, Africa's chances of stemming rapid
economic decline, in the short-run, and of returning to the path of
long-term, self-sustaining growth hinges almost entirely on how far
the erstwhile centralized state is willing to relinquish control
over contemporary political and economic processes and give
competition a free rein.

Yet, appealing as liberalism is - particularly, during this
era of globalization - the question needs to be asked whether the
conditions for successful political and economic liberalization
exist in the same degree in different parts of Africa. To put it
in a slightly different language, is the capacity to formulate and
implement schemes of political and economic liberalization equally
accessible to every African country?

If the answer to the preceding question is in the affirmative
- and there are reasons to doubt this - the capacity building
challenge will be reduced to the simple process of revitalizing
moribund institutions and inculcating new values in the managers of
these institutions. However, where evidence points to diversity of
responses to "alien" cultural, political and economic signals for
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• change, capacity building efforts in support of political and
economic liberalization would of necessity have to start with
environmental "channel surfing".

I. ENHANCING THE CAPACITY FOR RATIONAL ECONOMIC AND POLITICAL
CHOICE: AN ANALYTICAL FRAMEWORK

It should be stated from the beginning that the challenges
facing the Africa region today are too complex to be met by a
single - even if mathematically precise - policy strategy. For one
thing, the rapid and unforeseen changes in the environment tend to
frustrate the best laid out plan (Brett, 1994:55). Secondly, a
political and/or economic framework deemed rational at one time may
produce irrational, or at least, unanticipated, results at another
(Good, 1994:500-1; and Brett, 1994:55). Thirdly, under proper
leadership, the benefits of neo-liberalism and structuralism may be
combined while minimi~'the political and economic costs (Brett,
1994:54; and Balogun, 199 :53). Finally, the deficits in human and
institutional capacity w ich stood in the way of good government in
centralized states might re-emerge at the liberalization stage to
exert the same paralysing influence. In particular, privatization
of state enterprises might release resources from the clutches of
loss-making public monopolies for productive use, but it does not
guarantee that the divestiture process would always take place
without charges of corruption and/or incompetence being levied
against the officials handling the transactions (Finance, Nairobi,
1994:22). Decentralization plans have been known to abort as a
result of managerial and financial weaknesses at the local,
grassroots level (Allen, 1993:109).

contending paradigms of Economically
Rational Behaviour

One problem with the on-going debate about the measures to
adopt to record improvements in governance and economic management
in Africa is that the choices are most often presented in either
or terms. On the one side is the neo-liberal thesis Which holds
that the search for profit is a natural human inclination, and that
freedom of choice is critical to the success of economic, and to a
certain extent, political, enterprises. On the other is the
structuralist anti-thesis which presupposes that the conditions for
"perfect competition" do not exist in the new states of Africa.
According to the latter, inequalities in access to resources,
information or technology impede the clock-work operation of a free
market. To the extent that this is true, it is legitimate to
develop the capacity of the state to "act on behalf" of individuals
who, if left to their own devices, would either make "irrational"
decisions, or become helpless victims of rapacious and "irrational"
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• private monopolies. Advocates of the structuralist view-point tend
of course to be silent on the huge cost of pUblic intervention.

For approximately three decades (1945 to mid-1970s), it was
structuralism rather than neo-liberalism which served as the major
driving force in publ i c policy. As the dominant paradigm of
development, structuralism pushed the pUblic nostrum beyond the
traditional limits - particularly, towards the elimination of
"poverty, ignorance and disease"; central planning, social,
engineering, and grandiose solutions to problems of poverty and
inequality; and the tendency to extract resources from potentially
productive sectors and transfer same to drain-pipes acting in the "I
guise of public monopolies, economic regulators and law enforcers.

The 1972 and 1979 oil shocks not only sent reverberations
through the international financial system but exposed the
fragility of African public administration. For the first time,
the immediate and long-term insolvency of many a public household
became noticeable. Commentators then began to draw attention to
the policy, institutional and managerial constraints which needed
to be addressed to stem Africa's precipitate decline and to put the
continent on a path of self-sustaining development. For one, the
rent-seeking tendencies which, according to Krueger (1974: 291
303), accounted for widespread price distortions and gross
misallocation of resources, necessitated a drastic review in pUblic
policy. Bauer (1963 and 1971) seized upon the habit of government
institutions and officials to exert their influence to the
detriment of rational and efficient functioning of primary
commodity markets. Balassa (1982) focused on the negative impact
of restrictive trade policy regimes on economic growth, income, and
employment. The Berg report (Berg, et al, 1981) highlighted
instances of gross misuse, by highly centralized states, of scarce
resources - human and capital, managerial and technical, domestic
and foreign. While acknowledging the need for government action in
the areas of infrastructural development, education, health, and
basic social services, Berg and his colleagues in the World Bank's
African strategy Review Group were convinced that a greater
reliance on the private sector would not only enable Africa to "get
the price right" but also to overcome obstacles to growth and long
term development.

Nothing signified the collapse of the centralized state more
dramatically than the structural adjustment programmes (SAP) which
were implemented from the late 1970s at the instance of the IMF.
The main elements of SAP are budget rationalization (to reduce
deficits and balance the budget) reduction in the size and scope of
the pUblic sector, privatization of state enterprises, elimination
of subsidies and price controls, trade liberalization, and
devaluation of currencies. The underlying assumption is that if
the market failed in the past, it was simply because government
intervention had led to price distortions, shielded rent-seeking
and inefficient allocators of resources from the true costs of
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• their actions, and driven genuine producers under-ground where a
different economic law operates. To restore the role of market
pricing as an efficient instrument of resource allocation, the
public sector must get used to a sharply reduced role.

It does seem as if the public administration fraternity has
braced itself for, and accepted, this sea change in the doctrine of
governance. As noted by the inaugural conference of the
Commonwealth Association for Public Administration and Management
(CAPAM, 1994) which took place on Prince Edwards Island, Canada, in
August 1994, a new public administration paradigm is taking shape
in response to contemporary structural adjustment policies. The
paradigm's underlying assumptions about the current state of public
administration are:

(i) the transformation of citizens from passive recipients of
administrative decisions to active and demanding
consumers of public goods/services;

(ii) the stress, by public agencies, on customer-oriented,
high-quality services;

( iii)

(iv)

(v)

(vi)

(vii)

the shift from centralization to decentralization, from
hierarchic controls to delegation and managerial
autonomy;

the formulation of performance contracts spelling out the
obligations of organizations and individuals as well as
the rewards for achievement of targets and penalties for
derelictions;

reflection of market-oriented factor and product prices
in resource allocation decisions and on books of account
- i.e., with a view to closing the gap between "official"
and "parallel market" transactions and sensitizing publ i,c
officials to the need to appreciate the true value of
money;
provision of human and technological resources required
by managers to meet performance targets, as well as
elimination of bottlenecks in the form of quota
recruitments, centralized procurement, import
restrictions, etc.;

increasing receptiveness to competition, and open
acknowledgement of the limitations in the capacity of
pUblic agencies.

In effect, therefore, what started as a theory of prismatic
society and an advocacy of a balanced social growth strategy
(Riggs, 1964) has now become the dominant ideology of governance.
Yet, while it is true that the neo-liberal forces have got the
upper hand in the battle for the minds of government leaders in
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• Africa (and perhaps, worldwide), it is premature to dismiss the
interventionist state as a spent force. For one, the hearts of
policy makers and institutional vested interests are still very
much with a government without a rival in the political, if not
socio-economic, arena. Secondly, the mono-causal explanation
offered by the neo-liberals for the precipitate decline of state
planned economies might accord with the experience of the former
Soviet-union but not with that of the 'little dragons' of South
East Asia and, as will soon become clear, of Botswana, a highly
centralized, albeit, market-friendly, state.

Political Rationality

When left in the narrow confine of the market place, the
discourse on pUblic purposes tends to end in favour of minimal ism -
i. e. the new orthodoxy of governmental non-intervention. However,

as soon as rational premises are employed in the political area,
the competitive framework breaks down, or at least, leaves a few
conceptual and empirical questions unanswered. This, in any case,
has not discouraged the neo-liberals from making a quantum leap
from smithonian economics to modern-day political philosophy.

In the tradition of Marshall, and other classical scholars,
the neo-liberals conceive of the political system in much the same
way as an 'economic space'. It is argued that competition between
or among groups for the hearts and soul of the People is the best
if not the only guarantee of 'rational' political behaviour. The
assumption is that the competing and conflicting agendas represent
the 'supply side' of politics, while the cognitive, affective and
evaluative orientations (otherwise referred to as 'voter
preferences') stand for 'demand'. The interplay of the supply and
demand forces takes place at all times, but particularly at
election time when political parties and their affiliated groups
display their "goods" at an open political market, and the buyers
(the electorate) back up their demand with votes or approval
ratings (the electoral substitute for money).

Also implicit in this competitive model is the assumption that
the voter will behave "rationally", by which is meant, "expending"
his/her vote on party policies, labels and/or candidates with the
highest marginal utility. Fig. A is a political demand and supply
curve depicting the 'price' an imaginary pUblic is willing to pay
for n-quantity (and quality!) of goods, services, regulations, and
other outputs offered for 'sale' by the various individuals and
groups competing for power at any particular period. The effect on
'price' of the hypothetical, upward and downward shifts in a
specific political demand is also reflected on the graph.
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Figure A: Demand and Supply Curve for Public Goods
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For analytical purposes, the suppliers will be deemed to
include those actively engaged in the search for pUblic mandate,
while, demand may be said to come from individual citizens and tax
payers, lobby groups, civil rights organizations, and other
interest groups. In practice, the suppliers of pUblic goods tend
to be monopolies or oligopolies operating in segmented "product"
markets - e.g. markets for business-oriented legislation, crime
control policies, equal-opportunity programmes, health, education,
and social services, urban and rural infrastructures.

The suppliers (particularly, if they happen to be in power)
cannot afford to neglect the "cost" of production which is
sometimes denominated in monetary, but more often, political,
terms. For the avoidance of doubt, the rational, economic model
will not apply where:

a) a system's fundamental values, as the majority have come
to accept them, are at variance with, or are likely to be
compromised by, the secular, and individualistic thrusts
of the model;

b) a nation's vital interests, as defined by the rUling
group, are at stake and defending them requires that the
law of supply and demand be either temporarily suspended
or abrogated;
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employing monetary or commercial criteria to resolve a
particular decision problem will offend a people's sense
of "right" and "wrong" or at least, redefine "good
conscience" and "decency" in ways substantially different
from customary usage.

, I

In essence, therefore, rationality, at least, as used in this
paper, excludes making moral value judgements about ends or
purposes of governance, and confines itself to the "means". This
is a distinction which is most frequently overlooked by
ethnocentric commentaries on happenings in the so-called Third
World. Just as anti-communism was an article of faith in the
conduct of the American Cold War-era foreign policy, so is the
preservation of, say, the Islamic way of life for Muslims or the
reassert ion of Confucian norms in the rapidly changing societies of
south east Asia.

While it is recognized that certain pUblic goods are not for
'sale' and that governments may see to it that they would never be
bought on the open market, those transactions which are not so
restricted may be said to be governed by the general principle of
competition.

If the preceding assumptions are correct, political 'supply'
and 'demand' will tend to move towards an equilibrium price (or
rating, voting score etc.). Party manifestos and candidates will
be "bought" or rejected depending on the electors' or customer
assessment of the worth of the 'goods' competing for their finite
vote. The same applies to regulations, laws, or policies brought
to the public domain for implementation or evaluation.

The model looks fine on paper. In practice, it may produce
results other than those intended. Th~ f~rst pro~lem it is up
against - particularly, in Africa 1S z.n enauri.nq 'perfect I

political competition in the face of the overwhelming powers of
government. It is not too difficult to defend the thesis that the
government in Africa, if not in any part of the world, is a natural
monopoly - at least, for the duration of its incumbency.

One possible check on the powers of government is that imposed
by political associations or parties. But then, there is the
question of the number of parties to float to ensure genuine
political competition. Whereas some argue in favour of 'one party'
democracy, others have gone along with the suggestion that the
political system be ' liberalized' to allow as many political
parties as are viable to canvass for electoral support. In recent
years, the miraculous recovery of Uganda under the National
Resistance Movement is beginning to suggest another option - the
zero-party option.

Why is there no consensus on the most 'rational' way to
promote democratic participation in Africa? The answer probably
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lies in the nature of the political institutions inherited at
independence. The political parties, for instance, may at first
appear as the mechanism for the articulation and aggregation of
interests ("product design" and "manufacturing"), and for political
recruitment (sales and marketing). However, this is where the
analogy with supply-side economics ends. The producers and sellers
of political "commodities" are not individuals operating as free
agents. They are relatively well-organized cartels and oligopolies
whose job it is to ensure the loyalty of their members and corner
their votes.

It may be argued that as democratic institutions, political
parties rely on "grass root" participation. Members have various
opportunities to elect or recall party officials, to influence the
content of party manifestos, to insist on being consulted at the
policy formulation state, and to register their approval or
disapproval of party policies at general or local elections. Yet,
one does not have to be reminded by Michels that entrenched
inequalities (such as those relating to socio-economic class,
education, access to information, and degree of interest in party
activities) tend to reinforce the "iron law of oligarchy" in the
administration and management of political parties.

Where party affiliation is determined by ascriptive factors
such as race, religion, ethnicity, or geographical location, the
voter's rational instinct gives way to the force of habit, and
political parties do not feel obliged to submit their decisions to
the litmus test of rationality. Rational behaviour hinges on the
decision-maker's access to information. To the extent that tribal
war-lords parade as political leaders and apply methods, fair and
foul, to block access to information, to that will it be impossible
for the rational political individual to emerge. This is perhaps
one explanation for the disdain with which reformist elites hold
political parties. In putting the case for a zero-party option,
President Yoweri Museveni recalled how the Democratic Party (DP)
and the Uganda Peoples's Congress (UPC) sUbstituted appeals to
religious and regional sentiments for developmental ideologies:

flOur fear of mul ti -partism ....
will have on the unity of
stability".ll

is in the effect that it
our people and (on)

General Ibrahim Babangida was not against political parties as
such. However, he loathed to see a return to the era during which
Nigeria was held hostage by regionally based parties. He was also
not going to allow a situation under which political participation
was restricted by the undue influence wielded by powerful and
wealthy oligarchies - the 'money bags', as they are derisively
referred to in Nigeria. He therefore resorted to the expediency of
signing a decree establishing two parties one, the social
Democratic Party was to be 'a little to the left' of the
ideological scale, and the other, the National Republican
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convention, 'a little to the right'. He had earlier declined to
register any of the 6 political associations which were short
listed by the National Electoral Commission. In a nation-wide
radio and television broadcast in the evening of October 1989, he
gave his reasons for writing off the 'old guard':

"All we are saying is that we will not serve our people
yesterday's food in glittering new dishes"';,./

His contempt for the old is matched by his disappointment in
the new politicians:

"We have consistently warned the 'new breed' poli ticians
not to be surrogates of banned or disqualified
politicians. When we said new social order, 'new breed'
politicians, we meant business. We meant new political
institutions with a new leadership, not old political
wolves in new-breed sheep skins" 1./.

Suffice it to say that Babangida's effort at political
engineering did not serve the cause of democracy and development
for long. By substituting his own wisdom for the jUdgement and
wishes of the people (as represented by the old- and new-breed
oligarchies) Babangida built a fragile political structure which
his de facto successor, General Sani Abacha, easily demolished.

Nigeria's experience reveals the danger in interfering with
the functioning of the political "market". Where an individual or
a group attempts to corner the market and take monopolistic
decisions (e.g. about which political parties or groups were free
to operate, which civil rights were to be conceded, what amenities
or infrastructural services were to be "bestowed" to or withdrawn
from, particular communities) the chances are that those affected
by the decisions would at one time or the other weigh the cost and
benefits. If the "price" of compliance or acquiescence is deemed
too high, they (the affected groups) are likely to look for
alternative ways of circumscribing unwanted restraints on their
behaviour. Looking for alternatives frequently includes
participating in public demonstrations, joining under-ground
movements, and if all else fails, taking up arms to change the
political status guo. The National Resistance Movement's military
victory in Uganda was due largely to the general sense of outrage
at years of political decay, the elimination of political
accountability, and a cumulative process of economic decline
[Brett, 194:56]. In fact, before the Movement launched its
military offensive in 1981, Ugandans were already adept at methods
of avoiding the state and its instrumentalities. To quote Brett:

"Privileges and 'rents' in the predatory state were
confined to a small minority; the majority saw the
restrictive regulations and monopoly controls on which
they were based as arbitrary and unjust. Once this
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happened, the system's days were numbered, because the
costs involved make it impossible to enforce obedience to
rules which no-one accepted"~/.

It was possible to terminate Banda's presidency and his Malawi
congress Party t s monopoly of power in Malawi because the opposition
groups demonstrated their mastery of the Tocquevillean "art of
associating together". After the pastoral letter was written by
the Roman Catholic clergy and read in churches allover the
country. the protestants, the Malawi Trade Union Congress. the
Alliance for Democracy, and the united Democratic Front joined
hands to usher in mUlti-party competition.

Apparently, it is these skills of 'associating together' which
have so far eluded the Kenyan opposition parties. In spite of the
leadership provided, and the courage displayed, by religious groups
which focused world attention on happenings in Kenya, and
notwithstanding the campaign by donors against corruption in high
places, the badly divided opposition has so far failed to mount a
credible and coordinated assault on KANUS's hold on power.

The tragic situations in Liberia, Somalia, and, until
recently, Rwanda and Burundi, could be explained as the outcome of
the collapse or mal-functioning of institutions which were once
established to manage political supply-and-demand transactions. In
almost every case, the transactions were obstructed by undue
monopolistic or oligarchic control, and the system was unable to
arrive at the equilibrium "price" for the people's acceptance of
government (or opposition) jurisdiction over their lives.
Unpopular and/or unaccountable leadership drove up or distorted the
"price" of obedience, and encouraged an active search for
alternatives.

Governance and Economic Management:
A Typology

It is not surprising that the complex - some will say, jumbled
- analysis in the preceding paragraphs has not provided us with
glimpses of a universally rational states-person. Yet, it has, at
least, suggested a framework for organising data on governance and
economic management. Broadly, four (4) ideal-types or political
control possibilities emerge from the analysis, viz: politically
centralized and market-hostile, politically-centralized but market
friendly, politically-decentralized but market hostile, and
politically-decentralized but market-friendly (see table 1 for the
attributes of each).



Type of Policy Regime Preferred Measures

Political Economic Administrative/
Management

A. Politically- Centralist, top-down Central planning and Hierarchal control;
centralized, market- approach to policy determination of factor discouragement of
hostile formulation and and product prices. initiative or managerial

implementation. Prefers Imposition of levies, innovation.
to "navigate" and "pilot" punitive taxation, and Deconcentration rather
simultaneously. restrictions. than devolution to local

Constantly battling communities
"parallel markets"
threatening "official"
economic transactions

B. Politically- Centralist, top down Indicative planning. Delegation and
centralized, market- approach to policy- Reliance on markets in devolution. Managerial
friendly formulation only. tackling resource autonomy for PES and

allocation problems. lower-level bodies.
Investment in Elimination of
infrastructure bureaucratic bottlenecks

C. Politically- Bottom-up, "populist" Intervention through Delegation & devolution.
decentralized market- approach to policy enactment of laws Establishment of boards
hostile formulation only. controlling repatriation and commissions to

of profit and dividends, enforce laws and collect
or promotion of revenue
affirmative action
and/or poverty relief.
Emphasis on revenue/rent
extraction

D. Politically- Bottom-up approaCh to As in B (above) As in B (Above)
decentralized and policy formulation and
market-friendly implementation

Table 1:
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Ideal-types of Governance and Economic Management
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II. THE CHALLENGES OF POLITICAL AND ECONOMIC
LIBERALIZATION IN AFRICA

Africa is today faced with mUltiple crises notably,
economic, demographic, environmental, health, education, housing,
energy, and natural resource management crises, as well as the
crisis of governance and economic management. without any fear of
contradiction, it may be argued that the last is the most
devastating - perhaps, the harbinger - of all crises.

while evidence points to the capacity to stem the crisis in an
increasing number of countries, reaching a consensus on the
"authoritative allocation of power and resources" and on economic
reform has proved problematic in many other countries. As will be
explained latter, the breakdown of the institutions responsible for
mediating between the government and the governed, and between
"buyers" and "sellers" aggravated the crisis of governance and
economic management at different times and places.

Nature and scope of the Challenge

One manifestation of the crisis of governance facing Sub
Saharan Africa is the intensification of the struggle for power.
While incumbent rulers employed all kinds of stratagems to retain
power, dissident groups have tried methods ranging from peaceful
negotiations, through limited use of force, to outright military
struggle. Details of the efforts made to resolve the crisis will
be provided in the next section. Suffice it at this stage to say
that the crisis has not only threatened peace and stability in a
number of countries, but has also, as the subsequent paragraphs
reveal, taken its economic toll.

Economic Dimension

In normal times - that is, when there are no wars to prosecute
- Africa is a poor continent. with the onset of the crisis of
governance, the economic outlook has worsened. Table 2 shows that
in the decade between 1978 and 1988, the economy of Africa
performed rather badly.

When compared to the other regions, the continent lagged
behind in food production, and merchandise trade (exports and
imports - tables 3, 4 and 5). Its immediate survival needs and
long-term development potential are hampered by balance of payments
difficulties and mounting external debt (Tables 6 & 7).
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Table 2: Performance of the African Economy: 1978-1988

1978 1988

1. GDP per capita (US) 854 565
2. Growth of GDP per capita (%) 3.03 -0.88
3. Share of investment in GOP (% 25.2 15.8
4. Annual rate of inflation (%) 15.1 ( •80) 21.3
5. Annual growth rate of agric. (% ) 1.5 2.3
6. Annual growth rate of industry (% ) 7.5 4.9
7. Annual growth rate of mining (% ) 7.2 4.7
8. Annual growth of export (%) 11.2 3.8
9. Annual growth of import (%) 9.9 0.3
10. Current account/Foreign trade

deficit (S billion) 3.9 20.3
11. Total external debt (S billion) 48.3 230.0

276.7( '91)

Sources: Adebayo Adedeji, The African Alternative, ECA, Addis Ababa, 1990;
and Bade Onimode, "Lessons from Africa's Development Experience for
South Africa", paper presented at a Conference on a Development
Strategy for South Africa, Indaba Hotel, Fourways, 2-4 August 1993.

Table 3: Per caput Food Production (By Region) (1979-81 = 100)

Region 1980 1985 1990 1991

World (total) 99.09 104.72 105.53 103.06
Africa 99.35 96.23 94.90 94.99
Asia 99.13 111. 29 119.78 119.73
Europe 100.97 105.57 105.00 103.79
Developing countries 99.32 108.13 113.00 113.26

Source: FAO (1992) 1991 Yearbook, Vol.45, Rome (Table 9)

Table 4: All Merchandise Trade Exports

Region Value of all Exports (USS miLlion)

1970 1981 1985 1990

World total 315,100 1,973,800 1,937,199 3,415,299
Developed market economies 223,500 1,228,100 1,281,499 2,439,299
South Africa 2,151 11,076 9,326 18,969
Developing countries & territories (a) 57,900 566,000 457,000 738,000
Africa (total) 12,770 76,630 61,990 74,100
~orth Africa 5,105 36,405 28,460 33,767
Other Africa (8) 7,663 40,228 33,531 40,330

Other Africa as %of World total 2.43% 2.03% 1. 73% 1.18%

(a) Excluding major petroleum and/or manufacturing exporters

Source: Percentages calculated from figures supplied by UNClAD (1992), UNClAD Commodity Yearbook 1992, United
Nations, New York.
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Table 5: All Merchandise Trade (Imports) (Million of US Dollars)

Region/Country Value of all lmoorts CUSS million)

1970 1981 1985 1990

World total 328,300 2,043,400 2,017,999 3,549,300
Developed market economies 234,900 1,335,699 1,388,600 2,566,800
South Africa 3,937 21.077 10,319 17,075
Developing countries &territories 58,700 521,800 413,200 723,500
Africa (total) 11,080 85,470 53,600 75,230
North Africa 3,872 38,241 26,624 38,319
Other Africa 7 210 48 476 27 553 37834

Other Africa as %of World total 2.19% 2.37% 1.36% 1.06%

Source: UNClAD Commodity Yearbook 1992, op.cit.

Table 6: SUb-Saharan Africa's Balance of Pax-ents Statistics. 1972-1978)

1972 1973 1974 1975 1978

Current account balance (USS billion) - -2.1 -3.5 -6.9 -0.9
OveraLL balance of payments CUSS - 0.5 0.2 -0.7 -0.4
billion)
Terms of trade (% change) -1.8 8.5 4.7 -12.78 -7.2

Source: World Bank (1989) Sub-Saharan Africa: From Crisis to Sustainable Growth - A Long Term Perspective
Study. LTPS, Washington D.C. 1989



15

Table 7: Developing Africa's External Debt and Debt Service 
1989-1992

1989 1990 1991 19921a)

Total External Debt 1$ billion)

Developing Africa 268.3 278.8 281.0 281.8
North Africa 128.2 121.5 118.9 114.4
Sub-Saharan Africa 140.1 157.3 162.1 167.4

Debt Service 1$ billion)

Developing Africa 24.2 27.6 27.1 26.1
North Africa 14.6 16.8 16.7 16.0
Sub Saharan Africa 9.6 10.8 10.4 10.1

Ratios l%) Debt to GDP

Developing Africa 93.8 86.9 94.6 92.6
North Africa 90.9 75.6 81.8 73.5
Sub-Saharan Africa 96.6 98.1 106.9 112.6

Debt to Goods & Services
Exports 1%)

Developing Africa 314.2 260.8 265.3 255.9
North Africa 104.5 228.8 220.2 208.0
Sub-Saharan Africa 323.6 292.4 312.3 303.6

Debt Service to Goods &
Services Exports

Developing Africa 28.3 25.8 25.8 23.7
North Africa 34.7 31.6 30.9 29.1
Sub-Saharan Africa 22.2 20.1 20.0 18.3

Sources: OECD 1991 Survey; IMF, World Economic outlook, October 1992; World Bank,
World Debt Tables, 1992-1993; ECA Secretariat

(a) = Prelim. estimates

It is possible that other factors besides domestic political
difficulties explain Africa's poor economic performance. However,
using one economic indicator, GNP capita, Table 8 shows that
countries which by and large resolved the leadership and governance
issue (Mauritius and Botswana) did better than those plagued with
political crises of various kinds between 1970 and 1990.
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Table 8: Current GNP Per Capita in Selected African countries
(1970-1990) (US$)

Country Grauo & Country 1970 1975 1980 1985 1990 (0)

Group A

Mauritius 280 710 1,180 1,100 2,250
Botswana 130 350 780 960 2,040

Group B

Cameroon 180 310 760 810 960
Kenya 130 230 420 310 370
Nigeria 140 400 930 850 290
Togo 140 250 410 250 410
Zaire 250 400 590 260 220

Group C

Ethiopia 60 90 120 110 120
Liberia 300 410 580 470 450 (1987)
Rwanda 60 90 240 270 310
Somal ia 80 140 110 120 120
Uganda 190 220 280 230 220

NB: (8) : Esti_te

Source: Compiled from figures suppLied in World Bank's World Tables, 1992. The Johns Hopkins University Press,
Baltimore, July 1992.

Table 8 tells but only a partial story. While it reflects the
conditions prevailing up to 1990, it does not account for recent
developments, particularly in Ethiopia and Uganda where efforts are
being made to rebuild political institutions and liberalize the
economy, and in Cameroon, Kenya, Nigeria, Togo and Zaire where
economic reform has stalled due to the failure to resolve the
deepening crisis of governance. Table 8 might also have painted
too rosy a picture of Botswana as a haven of liberal democracy
(Good, 1994). We shall return to this latter. In the meantime, it
is necessary to identify the possible explanations for the crisis
of governance and/or economic management in some of the African
countries.

Causes of the crisis

Offering explanations for the success or failure of the
democratic experiment in Africa is a hazardous enterprise.
Conditions which seem to sustain a particular mode of governance at
one time or place may work against precisely the same pattern at
another time and place.

Let us take, for instance, the popular theory that good
governance thrives best under conditions of genuine political
competition. If we examine the experience of Botswana, a model in
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governance and economic management, we are likely to discover that
this is not necessarily the case. Botswana is to all intents and
purposes, a highly centralized state - a de facto one-party state
which allows the opposition to compete in elections that routinely
end with the return of the Botswana Democratic Party (BDP) to
power. According to Piccard,

"Botswana is a de facto one-party state with an electoral
process that is symbolic of a style of political rule
rather than a source of alternative political leadership.
The purported uniqueness of the Botswana political system
is somewhat superficial. The Government is led by a
cohesive group of elites who see themselves as
modernizing agents" '2/

This view is shared by Good (1994: 500-1) and Parsons (1987:
642-3). Yet one cannot ignore the fact that Botswana has waxed
while many of its sister-states in Africa have waned. One possible
explanation lies in Botswana's "natural endowment" and what the
leaders have made of it. To begin with, it is a highly homogeneous
society whose political "supply" and "demand" transactions are not
restricted by ethnic or religious antagonism. Approximately 80 per
cent of the population are Setswana. Although the Setswana are
split into sUb-groups (Kwena, Ngwato, Ngwaketse, Tawana, Tlokwa,
Kgatla, Rolong and Malete), their language and culture serve as
unifying force and promote healthy political rivalry. Even a large
proportion of the minority ethnic groups (Kalanga, the San or
Sarwa, Kgalagadi, Kaa, Tswapong, the Yei, Koba, Mbukushu, Subiya,
Damara and Herero) are able to communicate in sJtswana, one of the
national languages. Besides, the government oas pursued a non
ethnic, non-racial policy since independence.

In contrast with the situation prevailing in Botswana, "tribe
and tongue" have been a major impediment to political competition
in many African countries. In Nigeria, the conflict used to be
among the three so-called major tribes - Hausa, lbo, and Yoruba.
NOW, the "minorities" have joined the fray. The result is that the
challenge of nation-building has assumed an alarming proportion
since independence. Neither the First Republic (1960-66) nor the
Second (1980-83) not even any of the various military
interventions has succeeded in focusing attention on the
substantive issues of economic growth and self-sustaining
development.

In Uganda, the uganda People's congress (UPC) led by Milton
Obote and the opposition Democratic Party could not compete on a
level playing field because of the ethnic and religious barriers
which they themselves (the two parties) erected. Idi Amin's
military intervention combined the application of state terror with
managerial ineptitude thus pushing Uganda further in the direction
of political decay and economic ruin.
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The second factor in governance is the preservation of the
institutions for actual or token democratic participation. This
again is where Botswana has been remarkably successful. Neither
the ruling elite nor the counter-elite has seen any necessity to
uproot the institutions inherited from the colonial powers. These
institutions (the presidency or executive branch, the national
assembly, and the judiciary) might not be perfect, and the
conditions under which they operate might be far from ideal, but no
one did or would ever suggest that they be disbanded in favour of
something else. This contrasts sharply with the tendency in other
African states i.e. the tendency to reject institutions or
practices which either restrain the decision making authority of
the rUling group or seem to put power beyond the reach of the
opposition. This explains the alacrity with which post-colonial
elites abandoned the checks-and-balances provisions in the
independence constitutions and embraced the one-party option. It
also accounts for the various palace coups and military overthrow
of constitutional regimes. Either way, the normal functioning of
the competitive system is disturbed with dire consequences for
socio-political and economic development.

Again, both Nigeria and Uganda illustrate the negative impact
of haste in resolving a nation's fundamental problems. The
'Major's coup I of January 1966 in Nigeria was directed against
regionalism, corruption, and political short-termism. Yet, by
that singUlar act, the military destroyed the foundation of
democratic and accountable governance without providing an
acceptable alternative. Indeed, each unlawful change of government
seems to bring in its wake new threats to good governance, economic
recovery, peace and stability.

It has also been reported that the combination of inept,
authoritarian and corrupt civilian leadership with years of
unaccountable military rule had devastating consequences on the
quality of life and drove Ugandan citizens in search of refuge from
organised government (Brett, 1994:56).

Would the cause of democracy have been served if civil
society's capacity to check the excesses of rulers had been
enhanced? Could the "demand-side" of governance force the "supply
side" to behave rationally if measures had been taken to improve
the general standard of living, increase literacy and urbanization
rates, and allow the citizenry better access to information as well
as to other "benefits" of social mobilization? In other words,
could the rapid cloning of Lipset I s 'political man I (Lipset,
1960:49-54) have provided the necessary anti-dote to oligarchic
usurpation and misuse of power?

First, there is no positive correlation between economic
growth and political empowerment or democratic control in Africa.
Secondly, unless the appropriate institutions are nurtured and
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allowed to grow over time, democracy will tend to take a step
forward one day and probably two backward the next.

Let us examine the relationship between economic growth and
political empowerment. The experience of Botswana testifies to the
fact that economic prosperity and widening inequality tend to co
exist. As early as 1977, Parsons (1977:642) noted that:

"The urban-rural gap has widened as resources have been
diverted into higher salaries, wages, and benefits, and
the provision of amenities ... all mainly for those who
live in the towns. As for the rural areas, the poorest
40 per cent of all households control only 12 per cent of
total income, 50 percent have annual incomes of P.430 or
less .. 65.5 per cent own ten or fewer cows, and 45 per
cent have none. Q/

Incidentally, rural Botswana is the source of BDP' s (the
rUling party's) strength. In recent years, other commentators have
noticed little change in the skewed income distribution and rural
endorsement of BDP candidates. Picard (1987:271) instead sees a
connection between state policy and the preservation of the
dominant elite ' s status. Good (1994) believes that Botswana
succeeded for a long time in projecting a false image of good
government because the system was shielded by hierarchies and
inequalities. The facade, according to him, had to give way when
the society was confronted with the realities of corruption and
mismanagement - as illustrated by the widely reported cases of
irregular award of teaching materials contract to the inexperienced
International Project Managers, the illegal land transactions in
peri-urban villages, favouritism and abuse of office at the
Botswana Housing Corporation, and the gross abuse, by highly placed
government officials, of the National Development Bank's loan
facilities, prompting fears of the Bank's imminent bankruptcy
(Good,1994: 501-4).

If political empowerment did not take place in Botswana
because hierarchy and entrenched inequalities (the 'system') would
not allow it, how about Nigeria where welfarist measures (such as
free education, urban and rural development, construction of modern
highways and investment in expensive transport and communications
projects, registration of independent newspapers) wittingly or
unwittingly triggered "social mobilization" but fell short of
guaranteeing civilian, political control of the nation's affairs?
The answer probably lies in the neglect of the institutional
factor. As once noted by Huntington (1968), orderly (or "rational"
?) political behaviour is not a feature of a system in which
"equality of political participation" out-flanks the "art of
associating together". This has been Nigeria's greatest tragedy:
people's expectations have been raised too often without the
leaders providing the institutional mechanisms for realizing then.
The promise by the First Republic (1960-66) to organise free and
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fair elections was nullified by electoral engineering, massive
ballot rigging and civil disturbances. The capacity of the
executive branch of government to fulfil basic needs was impaired
by the politicization of the civil service, and the rapid erosion
of the norms of impartiality, accountability, and client
responsiveness. The judiciary's independence was subverted from
within and without.

The result of the collapse of public institutions is the
break-down in the system of control. As happened in pre-1986
Uganda, institution decay prompted the citizenry to lose faith in
government promises, and to seek to evade government and its myriad
restrictions.

The determination to escape from the official and seek refuge
in the unofficial or parallel sector tends to be reinforced by
reports of malfeasance in high places. If US$ billion could vanish
from the Nigerian Central Bank's treasury without, as the Okigbo
Panel noted, a word of explanation from any quarter, doing things
the right way the officially prescribed way becomes an
Orwellian puzzle very few can solve. It is thus not surprising
that access to a government (or business) position tends to be
viewed as an opportunity to extract tributes and privileges from
clients. customs inspectors routinely accept bribes rather than
collect statutorily fixed import duties. Immigration officials may
be persuaded to throw open border restrictions for a fee. Teachers
dutifully report for work but leave serious teaching to the latter
part of the day when private tuitions are organized in rich
parents' homes. What passes for a national health programme is
implemented in private clinics, not in government hospitals.
Driving licenses are not issued as proof of driving proficiency but
in exchange for money or favours. Passports, birth and tax
clearance certificates are equally subject to abuse. The most
disturbing aspect of institution decay is the rapid erosion of
confidence in the law enforcement process. Nigeria's external
image has been badly dented and investment opportunities lessened
by the apparent connivance of the police with the perpetrators of
serious crimes - assassinations, drug trafficking, and advance fee
(419) racket. In effect, therefore, Nigerian rulers may wish to
establish a highly centralised state when they assume office, but
as they proceed, they are likely to find that the system they run
is both politically and economically atomized.

This is where Botswana is, at least, different. with all the
hue and cry about the increasing cases of ethical violations, it is
safe to assume that corruption is still an elite phenomenon (Good,
1994:516). It has not become a cancer which has eaten deep into
the body politic of a few other countries. It has also not
destroyed the credibility of the leadership for discipline in
economic policy formulation and management. Botswana is definitely
a highly centralized state like other states in Africa. Its pUblic
sector has expanded over the years (Table 9) and further growth has
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probably been inhibited by serious human resource constraints.
Even its approach to decentralization is centralist, considering
the strong influence exercised by the district commissioner in the
coordination of the central government's field services (Sharma,
1992). However, it is not an extractive or rent-seeking state.
Rather than feed on, and destroy, its private sector, it assists
the latter with infrastructure facilities, and constantly improves
public sector management practices with a view to responding
promptly to the needs of investors.

Table 9 Expansion of the Botswana civil Service - 1964 - 1994

Year Estab. Strength Citizens Expatriates Vacanci es Citizens Citizens
Posts (position as %of as % of

filled) Estab. Actual
strength

1964(8) 2,575 2,175 1,492 683 400 57.9 68.5

1972(b) 6,150 5,153 4,484 669 997 72.9 87.0

1977 8,683 6,495 5,695 800 2,188 65.5 87.7

1979 10 083 7 105 6 294 811 2 978 62.4 88.5

1984 15,347 14,297 13,347 950 1,050 86.9 98.3

Notes: (a) Senior and middle management only
for the first five columns

762/607/105/502/155

(b) All levels, except industrial class, drivers, and
specialized cadres such as nurses and teachers.

Source: Louis picard, The Politics of Development in Botswana:
a Model for Success ?, Lynne Rienner, Boulder, 1987, p.
210.

III. MEETING THE
LIBERALISATION:

CHALLENGE OF POLITICAL
RECENT CASE EXAMPLES

AND ECONOMIC

It is clear from the preceding analysis that in spite of the
minor hiccups, Botswana is not faced with a crisis of governance.
Indeed, it has served as a source of inspiration to pro-democracy
activists in Africa, and remains a model of prudent fiscal
management. Its combination of political centralization with
market-friendly economic policy seems to take adequate cognizance
of the prevailing objective conditions. Uganda is another country
which has approached the issue of liberalization bearing in mind
its history and unfolding challenges. Here, the solution is seen
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to lie in a centrally- propelled scheme of political and economic
decentralization.

In many other countries, however, an appropriate balance is
yet to be struck between political and economic liberalization. In
some countries, political and/or military elites sought to control
everything, i.e by experimenting with politically-centralized and
market-hostile policies. As illustrated by the experience of
Liberia, Somalia, and Rwanda, the totalitarian approach ended in
disaster. Yet another category of countries have vacillated
between centralization and decentralization - with mixed results.
In general, the failure to establish a political and economic
control framework which accords with the prevailing realities has
brought on a major crisis - the crisis of governance and economic
management.

with regard to those countries embroiled in the crisis, at
least, three response measures have been tried, viz: the
constitutional, the barricade-negotiation, and the military
options. The liberalization of the economy (as provided for under
Structural Adjustment Programmes) constitutes the economic
dimension of contemporary reform in Africa. Before examining two
case examples, it is necessary to start with the general overview
of crisis-management methods.

The constitutional approach

The constitutional approach to the resolution of the
governance crisis worked perfectly in countries where both the
rUling group and the opposition agreed to let the voters decide. In
such situations, the groups competing for power targeted fairly
substantive issues which cut across ethnic, regional or cultural
divides. For example, the Movement for MUlti-party Democracy (MMD)
responded to the united National Independence Party's (UNIP's)
slogan of 'one Zambia, one People', with the then irresistible call
for change ('Time for Change'). It is only in recent months, with
the resignation of no less than 13 ministers from the MMD
Government that the issue of northern (predominantly, Bemba)
domination of MMD has surfaced. In Kenya, FORD began as a truly
national party which, besides pledging to fight corruption and
human rights abuses, posed a serious threat to KANU's uninterrupted
hold on power. It soon split into factions each drawing its support
from specific ethnic groups or provinces.

The Benin example is interesting for its originality. The
opposition groups united behind a programme calling for leadership
change. They persuaded the then President, Mathieu Kerekou, to let
the issues facing the country be discussed at a "National
Conference". The rest is history. It is probably the effectiveness
of the Benin National Conference in ensuring a smooth transition
from the old to the new order which makes it a dreaded object to
other politically besieged heads of state. The method was either
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sUbtly managed or rejected in other countries - but not before it
produced similar results for leadership change in Congo, Mali, and
Niger.

Barricade Negotiation Formula

The second method of crisis management is that of "barricade
negotiation". This appears as the only option where peaceful
overture had failed to produce substantive change. Its
characteristics include riots, arson, looting, sit-ins, strikes,
and demonstrations.

While the response to civil disorder varies from one country
to another, it does appear that authorities have come to realize
that brute force alone may not nip the crisis facing them in the
bud. Accordingly, they have employed persuasive and divide-and
conquer techniques, in addition to extreme measures such as
intimidation of opponents, declaration of emergency, arrest of
demonstrators, and the deployment of military personnel to civilian
institutions. An example is zaire. After agonizing for months about
how to limit the influence of Union Sacree under the leadership of
Etienne Tshisekedi wa Malumba, President Mobutu staged a counter
offensive. This entailed propping up a rival Prime Minister (Kengo
wa Dondo), and recruiting union Sacree's best brains and activists
(Pierre Lumbi, Kamanda wa Kamanda, and Malumba Mbangula, among
others) to join the new government. By so doing, Mobutu must have
taken a cue from General Sani Abacha in Nigeria. The General had
under-cut MKO Abiola, (the leading opposition figure and presumed
winner of the June 12, 1993 presidential election) by appointing
his (Abiola's) running mate as his (Abacha's) foreign minister. The
General also divided the pro-democracy movement by appointing
advocates of change to key positions (Lateef Jakande as Minister of
Works and Housing, Abubakar Rimi as Minister of Communications,
Ebenezer Babatope as Minister of Transport, and Olu Onagoruwa as
Minister of Justice). To take the wind off the ethnic/religious
sail, he appointed General O. Diya (a Christian, who hails from the
same state as Abiola) Chief-of-Staff.

While incumbent rulers are making deft moves to consolidate
their hold on power and project an image of nation-builders, they
have lost no opportunity to push their opponents to ethnic corners
or stick ethnic labels on them. In Zaire, Nguza Karli Bond was, a
few months back, allowed air time to whip up provincial emotions in
Shaba in the hope of throwing spanners in Tshisekedi's works. In
Kenya, the Government, according to Africa Confidential. was not
only behind the Maasai-Kalenji alliance aimed at driving 300,000
Kikuyu off their land in the Rift Valley and western province z/
but has occasionally fanned the traditional Luo-Kikuyu rivalry to
perpetuate KANU rule.

The risk of ethnic-based politics has been
demonstrated by the recent tragic history of Angola,

clearly
Liberia,



24

Burundi, Somalia, Rwanda and pre-1986 Uganda. In each of these
countries, the crisis of governance could not be resolved on the
first two tracks - the constitutional and the barricade-negotiation
tracks. In plain language, the crisis got out of hand leaving death
and destruction in its trail. A conservative estimate puts the
Rwandan death toll alone at 500,000. This is not counting the
thousands driven into refugee camps and exposed to health and other
hazards. The figure also excludes the cost of rehabilitating the
ravaged infrastructures, caring for orphans, and helping the maimed
and the mentally traumatized to rebuild their shattered lives.

Economic Reform

To release resources for productive use, a number of countries
combined political liberalization with fundamental economic
restructuring. Details of the SAP measures introduced in a number
of countries have already been mentioned. The experience in
implementing the measures will be discussed latter.

Nigeria : Case study in Aborted Liberalization

In any case, the process of liberalization is far from being
complete in many parts of Africa. This is to be expected. After
decades of flirting with monistic (military and/or one-party)
systems in which leadership roles were "ascribed" or forcibly
acquired, a number of countries are today under-going difficult and
painful transition to open systems.

A case in point is Nigeria where discontent with prolonged
military rule and widespread corruption have ignited fears about
the very survival of the federal republic. However, before
discussing how the issue of liberalization has been approached, it
is necessary to provide an overview of the country and its
problems.

If truth be told, Nigeria is a potential giant that has so far
failed to grow. It has all it takes to become an African tiger 
a large population, high literacy and urbanization rates (Table
10), huge natural resources endowments, and, by African standard,
a large reservoir of scientific, technological and managerial
manpower. Thrift, enterprise, and innovativeness are not alien to
the people. Yet, after 35 odd years of independent nation-hood,
five or so different constitutions, and countless military coups,
Nigeria of 1995 is no better - probably much worse - than the
country which attained its independence in 1960.

The economy has not fared better than the country's politics.
Tables 11 and 12 show that between 1970 and 1988 both the internal
and external balances were negative. Table 13 also depicts the
worsening external debt situation from 1970 and 1990, and points to
Nigeria as one of the heavily indebted countries with a debt of
approximately $US 36 billion in 1990.
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Table 10: Nigeria - Social Indicators 1970-1990

Indicator 1970 1975 1980 1985 1990

Total fertility rate 6.9 6.9 6.9 6.4 6.0
Infant Mortality rate 139.4 122.4 118.0 108.5 98.5
Life expectancy at birth 47.7 45.7 47.7 49.7 51.5
Urban population, % of total 20.0 23.4 27.1 31.0 35.2
Food Production per capita

98.1 103.4(1987=100) 127.8 106.4 98.8
Primary School EnroLment Ratio 37.0 51.0 104.0 82.0 70.0(1989)
Secondary SchooL Enrolment 4.0 8.0 19.0 29.0 19.0(1989)
Ratio
Total Population (thousands) 66,182 74,884 84,732 99,669 115,456

Source: The World Bank, World Tables. 1992 Johns Hopkins University Press, Bal t ieere, July 1992.

Table 11 Governaent Deficit (-) or Sunplus - 1970-1990 (Nigerian Naira Million)

1972 1975 1980 1985 1988

- 83 - 1,870 .. -1,999 -9,702

Source: World TabLes. 1992, op.cit.

Table 12: Resource Balance 1970-1990 (Millions of 1987 Nigerian Naira)

1970 1975 1980 1985 1990

Resource Balance
Exports of Goods and NF 7,365 -24,200 -38,233 -24,262 8,093
Services 28,892 34,624 55,648 28,699 38,425
Imports of Goods and NF
Services 21,526 58,825 93,881 52,961 30,332

Source: World Tables. 1992, op.cit.

Table 13: Niger-isis Total Extennal Debt 1970-1990
(SUS Million)

1970 1975 1980 1985 1990

567 1,143 8,934 19,550 36,068

.Source. World Tables 1992, op.Clt •

Nigeria's principal source of revenue is oil. Yet, it has not
been jUdiciously managed. In fact, much of the controversy over
who governs is traceable to the widespread belief that succeeding
administrations had often consolidated their hold on the country
through systematic manipulation of oil figures and the diversion of
sales proceeds to secret accounts. According to Africa
Confidential:
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"underlying the political uncertainties is economic
collapse, best symbolised by the crisis in the oil
industry. Thousands of millions of dollars have been
stolen from the country's oil earnings over the past five
years and gross corruption in the sector continues to
undermine prospects for the recovery of the wider
economy" !if

A firm of auditors, Arthur Andersen, besides unearthing book
keeping irregularities ln the Nigerian National Petroleum
Corporation (NNPC) between March and August 1993, reported that
funds amounting to $US 1 billion (realized from the sale of part of
the Corporation's equity in its j oint venture production) could not
be traced.

In addition, the so-called dedicated accounts which allowed
the revenue from the sale of 100,000 barrels of oil a day to be
used directly to finance "priority projects" -without first going
to the treasury for approval - provide a convenient arrangement to
siphon off pUblic revenue into private accounts. In the first half
of 1993, a staggering sum of $US 1.5 billion was so " dedicated"
although details of the projects remained a mystery to all but a
close circle of officials. Even government-appointed monitors could
not supply any information on the projects, and they could not
explain why government financial transactions ought to be shrouded
in so much secrecY.~f

In October 1994, an investigation panel headed by Dr. pius
Okigbo, a renowned economist, revealed that a staggering sum of
US$ll billion had disappeared from the safe of the Central Bank.
This was not surprising as the military had direct access to the
safe.

Although the process of economic liberalisation was initiated
by the Government of General Ibrahim Babangida with the
introduction of the "home-grown" structural adjustment programme in
1986, attempts to turn over the governance of Nigeria to civilians
dated back to an earlier period, i.e. to 1979, when General
Olusegun obasanjo stepped down and the first executive President,
Alhaji Shehu Shagari, was sworn in. still, Babangida's political
programme looked, at least on paper, as revolutionary as his
economic restructuring policy. In launching the former, he made
sure that he was in total - well, almost total - control. He
unveiled his plan in 1986 with the establishment of a "political
bureau" which was to "advise" him on the content and sequencing of
the programme. He ended up throwing out many vital recommendations
put forward by the Bureau. He set up a Constituent Assembly which
in 1989 recommended, inter-alia, that military coups be outlawed
and coup planners punished, that the executive branch's power to
raise foreign loans be made subject to the approval of the National
Assembly, and that such loans be tied to specific proj ects or
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programmes. None of these ideas featured in the final constitution
signed by the President.

Babangida's most controversial plan yet was that ushering in
democracy through the military route. This plan began in June 1986
when General Babangida released a decree imposing a 10-year ban on
all leading politicians. Fourteen months later (September 1987),
he widened the scope of the ban:

"All civilians who served in the first and second
republics as well as military and political officers,
including those found guilty of abuse of office by a
court of law or special tribunal, were either banned and
disqualified from partisan politics. Those found guilty
of abuse of office were banned for life ......

The motive, according to him, was to facilitate the emergence
of "new-breed" politicians those neither tainted by the
corruption of the past, nor afraid to face the challenges of the
future. He followed this up in 1989 by sending the "new-breed" on
a wild-goose chase. From May 3 1989, he was lifting the ban on
political activities. This was an opportunity for the new-breed to
display their skills of "associating together". Political parties
were to be formed along certain lines, and those that met the
President's stiff conditions would be registered. In all, 13
political parties and associations queued up for registration. The
National Electoral Commission (NEC) then became a board of
examiners authorised to score the parties on the basis of the
following criteria:

(a) membership size: 25 marks
(b) membership spread: 25 marks
(c) administrative organization (Staffing): 15 marks
(d) administrative organization (territorial spread/reach):

15 marks
(e) manifesto (including content, logic and possibly, style,

grammar, and diction): 20 marks.

Using these criteria, NEC recommended only 6 political
to the Armed Forces Ruling Council (AFRC). Those
registrable and their percentage scores are:

parties
deemed

(i)
( ii)

(iii)
(iv)
(v)

(vi)

The People's Solidarity Party (43.90 %)
The Nigerian National Congress (42.60 %)
People's Front of Nigeria (41.20 %)
The Liberal Convention (34.00 %)
Nigerian Labour Party (17.90 %)
Republican Party of Nigeria (17.00%)

The AFRC rejected the short-list.
(which must have been prepared before
exercise was completed) General Babangida

In a lengthy statement
the NEC short-listing
noted that the proposed
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line-up was not "new-breed" enough, and, in any case, there was
ample evidence that the old-breed politicians were still calling
the shots. Accordingly, the military regime was left with no
option but to inaugurate two parties on its own - one, the Social
Democratic Party, "a little to the left", and the other, the
National Republican Convention, "a little to the right". It was
obvious that the Generals were not planning a quick exit, but the
aspiring politicians were either too naive to think of a counter
strategy, or too divided to agree on any. They were easily taken
in by the phased programme of demilitarization recommended by the
author (Balogun, 1986) and endorsed by the AFRC. Under the
programme, demilitarization was to start with the enhancement of
the capacity of local government and decentralized agencies to
manage local affairs, and after the transfer of power to local
level institutions, attention was to shift to state
administrations. The final phase was to come with the conduct of
federal legislative and presidential elections.

Elections were actually organized leading to the transfer of
power to civilians at the local and state government levels. Even
members of the senate and the house of representatives were duly
elected. The "prize" the military was not willing to surrender was
the executive presidency. General Babangida, renowned for his
innumerable political hat-tricks, then resorted to sending
conflicting signals to, and confusing, the civilian power seekers.
He banned and unbanned politicians at will, and tinkered with the
draft (1989) constitution as well as with the transition time-time.
The cancellation of the results of the 1992 presidential elections
was the last straw. That decision inflamed political tempers and
threatened the unity of the federation.

General Abacha's response, on taking over from the impotent
(and, as a court ruled, illegal) Shonekan Administration, was to
send Nigeria back in time. He dismantled the democratic structures
established (wittingly or unwittingly) by the AFRC and organised
yet another constitutional conference to revisit the issues
confronting the country. So far, the sUbstantive issues in the
nation's governance (democratic participation, public
accountability, renewal of faith in pUblic institutions, crime and
punishment, economic growth, etc) have not been addressed by
conference delegates. Attention has instead focused on the ethnic
or geographical origin of who governs.

Abacha's demolition of the democratic structures is as
retrogressive as his decision to bring back the command model of
economic management. On the mistaken assumption that a "populist"
economic solution would compensate for the apparent lack of
political legitimacy, the Government's 1994 bUdget reversed - or
sought to reverse - Babangida's structural adjustment reforms: the
exchange rate was fixed, interest rate was regulated, privatization
was decelerated, and the growing deficit was not seriously tackled.
Above all, the management of public finance was undermined by the
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failure to address the issue of accountability - particularly, as
regards the resources from the oil sector. The experience in
implementing the (1994) budget compelled the Government to return
to the path of economic liberalization in 1995. Not only did the
1994 budget fail to earn the regime popular acclaim, but drove
economic operators farther away from the official to the parallel
market. It goes without saying that the unsettled political
climate and the 'hostile' economic policy combined to frustrate
domestic and foreign investment.

The lessons of Nigeria I s experience in liberalization are
clear, viz:

(i) liberalization has to be for a specific purpose and
targeted at a set of problems which "cry out" for
solutions (e.g. corruption, lack of accountability,
economic decline);

(ii) the objectives of those seeking to liberalize and those
intent on holding on to power are never the same,
although the latter would use every means at its disposal
to make the status-guo look like a revolution;

( iii) in addition to clarifying their objectives, proponents of
liberalization have to possess above-average skills in
consensus building ("associating together") and in
organization and management;

(vi) independent think-tanks are an invaluable instruments for
the clarification of objectives, analysis of strategic
options, and design of institutional structures.

uganda: A Successful Liberalization Case

The Nigerian case reveals important lessons for the management
of the liberalization process. The political class was often out
manoeuvred by the military for the simple reason that the former
ignored the lessons. The National Resistance Movement (NRM) did
not make the same mistake in Uganda. NRM began by targeting the
burning issues in the revitalization of a country which was once
described as the "pearl of Africa" but sUbsequently reduced to a
basket case by autocratic rule, corruption, and institution decay.
The new group then recruited officers, men and women, to enlist
into an army fighting a war of liberation. It further admitted
thinkers, managers and administrators into its ranks.

When it came into power, in 1986, it moved swiftly to correct
the ills of the past. Besides reactivating the damaged and/or
derelict infrastructure, NRM paid particular attention to the
renewal of the national psyche and of the institutions which had
long been discredited. The house cleaning job began in 1986 with
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the suspension of party activity. Although the Democratic Party
and the Uganda People's Congress continued their clandestine
meetings, Uganda became, for all practical purposes, a zero-party
state. This was not an unwelcome development considering the
unsavoury image of party politics in pre-1986 Uganda. Besides, the
idea that individuals aspiring to leadership positions should come
out and be assessed on their own merits was not only novel but
intensely popular. The testing ground for the idea was the 5-tier
Resistance council, i.e. the Village, parish, Sub-County, county,
or District, Resistance Council. Each Council is served by an
Executive Committee. Previous (particulary the 1989 and 1992)
elections into the Resistance Councils saw many unpopular
incumbents being defeated by new-comers.

Although the powers and functions of the RCs varied (the
District RC being the major instrument of decentralization) they
have strengthened the participatory culture at all levels, and
have:

"become cost-effective mechanisms for settling disputes,
maintaining security, improving infrastructure and, at
the district level (only), making policy, managing local
revenue, and supervising the work of district
administration". 10/

Substantial powers could have been delegated to lower-level
RCs but for the serious human resource (managerial and technical)
constraints. For instance, sUb-county councils were at first given
corporate status to enable them manage development projects, but
they proved incapable of even organizing tractor hire services.
RCs at different levels could also not manage donor-aided projects
without close supervision from the Ministry of Finance and
Planning, and the appropriate central government departments. In
any case, the Government tried to enhance the policy analytic and
implementation capacity of district RCs by seconding high-level
personnel from the headquarters to the districts in 1993, and
conferring additional powers on the chairman of the district RC.
If the new experiment succeeds, it

"should preclude any return to the centralized state
system which produced such destructive results in the
past". 11/

NRM has also tried to change the perception of government from
being a patrimony to one that fulfils basic needs. President
Museveni did not build the National Resistance Army by drawing
exclusively from his Banyankole ethnic group from the west. He has
balanced appointment to top command positions by bringing in
northerners and easterners, without sacrificing the claims of
merit. Even the public service was not to be a place for nepotism
or cronyism. An example of where the Government stands on merit is
the fate which befell the Harvard-educated former head of Uganda's
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central bank, Frank Mwine. As the brother of an NRA commander
killed in action, and member of the Banyankole royal family, Mwine
probably considered himself untouchable. When his extravagant life
style and poor management skills got to the attention of the NRM
leadership, he was summarily dismissed. The replacement, Sam
Owori, might not have the NRA connection nor the royal blood, but
his professional banking qualifications, at least, impressed the
decision makers in Kampala.

The same commitment to openness is noticeable in the
Government's handling of economic reform. Under the structural
adjustment programme agreed with the IMF/World Bank in 1987, the
size of the pUblic sector was to be sUbstantially reduced, loss
making public enterprise were to be privatized, the Ugandan
shilling was to be allowed to find its own level, revenue was to be
mobilized, and wasteful spending eliminated. The main elements of
the reform programme have either been accepted in principle or
actually implemented. The sore point so far is the divestiture of
government interest in some strategic pUblic enterprises. While
the Coffee Marketing Board and a few other state-owned companies
have been privatized, NRM radicals have resisted outright sale of
other assets.

Besides the rear-guard action put up by the ideological
opponents of privatization, progress on that front has stalled due
largely to the problems encountered in determining the true worth
of the publ Lc enterprises listed for sale, and obtaining fair
prices for them. In this respect, it is illogical to blame the
ugandan authorities for being cautious. The political
reverberations from any accusation of wrong-doing may be difficult
to handle. In Kenya, allegations of technical incompetence and/or
of corrupt disposal of public assets (to politically connected
individuals) have been heard on the floor of parliament and
repeated on pages of newspapers. Among the controversial
divestiture decisions are those concerning the Industrial and
Commercial Development Corporation, the Salt Manufacturers of
Kenya, the Milling Corporation of Kenya, and Kisumu Cotton Mills
(Finance, 1994:22).

Privatization further requires skills which may not be readily
available. Apart from the basic management and accounting skills,
the programme's successful take-off and implementation depend on
the capacity of the civil service to design policies and establish
institutions which complement the activities of an enlarged private
sector and provide the necessary regulatory framework. Steps also
need to be taken to revise or up-date the statutory provisions
governing property rights, contractual obligations, and redress for
tortuous actions.

In general, the NRM has realistically faced the challenges of
political and economic liberalization in Uganda. The task is,
however, not complete. In particular, opposition to the zero-party
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formula is likely to gather momentum when political stability and
economic growth both combine to dim the memory of conflict,
economic decline and untold human sUffering. In any case, the
chances are that over time, the zero-party formula will give way to
one-party rule (Tandon, 1994: 230-233) or worse still, precipitate
a return to the anarchic conditions which prevailed under the
multi-party and sUbsequently, military, dispensation. Besides,
while NRM has been remarkably successful in waging a war against
corruption, persuading those who are already used to working under
ground to come out and "trade" on the open (political and economic)
market will take years and ceaseless efforts. This will be the
ultimate test of the success of the on-going or proposed
liberalization efforts in Africa - i.e. the extent to which the
protagonists of the new approach are able to install open,
competitive systems in place of "closed", dictatorial ones and
establish conditions favourable to the implementation of the
former. The next section offers a few suggestions on how to
integrate the liberalization process with the long-term development
of the continent.

IV. PRECONDITIONS FOR
LIBERALIZATION

SUCCESSFUL POLITICAL AND ECONOMIC

If the on-going liberalization efforts are to succeed - and
particularly, if they are to be made consistent with long-term
developmental goals - it is essential that a comprehensive human
and institutional development strategy be mapped out and
implemented. The main elements of this strategy are:

(i)

( ii)

( iii)

a clear articulation of the objectives to be met, the
purposes to be served, and the problems to be solved, by
a liberalization programme;

recruitment of, or search for, individuals who
demonstrate clear commitment to the objectives and are
prepared to cross racial, ethnic, geographic, linguistic,
religious or any other barrier, to achieve desired
purposes and find solutions to critical problems;

institutional strengthening and "sanitation".

The first major precondition for the success of liberalization
programmes is clarity of objectives. Many a liberalization plan
aborted mid-way simply because the operators of the plan had no
idea why they were embarking on it. In most cases, the stimulus
for economic and political reform came from external sources 
donors, international financial institutions, and civil rights
organizations. Getting local elites to "own" the restructuring
measures has proved very difficult.
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The way forward therefore lies neither in "involving"
government leaders in the implementation of a cut-and-dried
process, nor in "carrying them along" at certain critical stages
(e. g . the stages of debt reschedul ing or of disbursement of
structural adjustment loans), but in asking local political and
administrative elites, as well as political groups and non
governmental organizations to define their own problems, set their
own goals, and establish their own priorities. Such an approach
will most definitely reveal that for a country like Ethiopia,
relief and rehabilitation, demobilization, infrastructural renewal,
and procedure rationalization and simplification will "crowd out"
the conventional structural adjustment reform agenda. By the same
token, a focus on objectives and problems will, in Nigeria, shift
the attention of policy makers to the factors which have so far
impeded growth and development, viz, absence of genuine political
competition, institution decay, systemic corruption, and
bureaucratic resistance to change.

The second precondition for the successful implementation of
the liberalization programme in Africa is the existence of a group
dedicated to it and prepared to give all it takes to meet its wide
ranging challenges. An example that readily comes to mind is
Botswana where the leadership leaves no one in doubt as to where it
stands on economic management. While operating a politically
centralized system, the Government has provided an enabling
environment for private sector growth. In contrast, a number of
other African countries have not gone far in their liberalization
efforts because leadership consensus on reform objectives and
strategies has proved elusive. In yet many other countries, every
thing is on the public policy agenda except liberalization.

Even where liberalization objectives are clearly articulated
and a high degree of consensus on how to proceed to realize them is
achieved, the plan may still abort where the institutional
framework is not properly established. In some cases, the
institutions may simply not exist, or, where they once existed,
might have atrophied over time. Privatization certainly cannot
proceed smoothly unless the supporting institutions are in place
(e. g. capital markets, finance and credit institutions, stock
valuers and accountants, a legal system to pronounce on tortuous
actions and on contracts, and a law enforcement machinery to
protect genuine investors and punish or deter criminal elements).
Political liberalization is impossible where the structures for
processing "demand" and "supply" transactions are banned by
military or presidential decree.

In effect, therefore, one way to test the genuineness of
commitment to economic and political liberalization is to find out
What steps have been taken to establish the supporting structures.
For instance, the Government of Nigeria would have affirmed its
commitment to the democratization process in that country if,
instead of wiping out the democratic structures at the local and
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state levels, it had taken steps to strengthen them. The capacity
enhancement options open to the Government include the exposure of
the incumbents of pUblic offices to periodic elections; the reform
of the corrupt, fraud-ridden and violence-prone electoral system;
the exfoliation of public functionaries found guilty of corruption,
abuse of office or gross dereliction of duties; and the
establishment of a climate conducive to the growth and autonomy of
watch-dog institutions such as the press, the jUdiciary, the
legislature, and religious bodies. It goes without saying that
immediate restoration of the disbanded political structures
(particularly, the two-party system, howsoever redesignated, and
the federal, state and local government legislative bodies) would
have brought the government greater political return than could be
expected from volumes of yet another constitution.

The emerging conclusions are that institutions do not have to
be destroyed to be strengthened. In fact, until institutions
achieve a certain degree of maturity and resilience, tinkering with
them is likely to produce undesirable effects. This is not to say
that pUblic institutions are sacred cows. Once in a while, there
is need to sUbject them to critical examination, and if the test
reveal positive evidence of malignant tumors, to proceed with
immediate surgical operation. In a number of African countries,
the success of the liberali~ation scheme hinges on how quickly the
Government could move in dealing with pUblic and private sector
corruption. Certainly, the judiciary, the police, the customs and
immigration services, vehicle licensing and town planning
authorities, etc. need to be restructured with a view to making
their functioning consistent with the goals of liberali~ation.

It is gratifying to note that institution renewal is high on
the agenda of the new cabinet sworn in by General Sani Abacha in
Abuja on 20 March 1995. However, how successful the Government
will be in fostering discipline and managerial accountability
depends largely on the determination to face up to the challenge.
In particular, it is necessary to reckon with, and prepare for,
external and internal resistance to change. It is also essential
that adequate steps be taken to institutionalise the "culture of
competition" in all aspects of life - political, economic and
managerial. Above all, it should be stressed that competition is
not synonymous with rolling over and playing dead - any more than
wealth accumulation without investment represents the true spirit
of free enterprise. Meaningful political and economic
liberalization entails exploring every opportunity to enhance each
nation's overall competitiveness in a constantly changing global
environment.
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v. POLITICAL AND ECONOMIC LIBERALIZATION:
A SUMMATION AND A CAPACITY BUILDING SUGGESTION

Any programme designed to enhance the overall capacity to
manage the process of transition to democracy and good government
in Africa must address the basic problems - viz: the collapse of
institutions of governance and public accountability, the apparent
inability of power-holders and power-seekers to accommodate dissent
and to sustain alliances, and the tendency of policy,
institutional, managerial and technical responses to lag behind
substantive political and economic change. Capacity building for
liberalization is thus 50 per cent an appeal to the will and moral
conscience of the individuals, and 50 per cent inculcation of
managerial and technical skills.

Institution Renewal and Reconstruction

This essentially consists in a close examination of the
functioning of the basic institutions of governance and
accountability - the presidency, the legislature, the jUdiciary,
political parties and voluntary associations, etc. It is possible,
as recently suggested by Malawi's new President, Bakili MUluzi,
that a "heavy weight of presidential power", tends to hamper the
clock-work operation of the entire system, and therefore, needs to
be reviewed. It is also likely that the fault lies with the
"demand" (rather than the "supply") side of governance. In that
case, attention will have to shift to the strengthening of civil
society's skills of "associating together", and/or the
revitalization of other mechanisms for ensuring pUblic
accountability (e.g. the Ombudsman, the jUdiciary, and the
legislature).

The reform of the electoral process and the organization of
voter education campaigns is a demand-based institution renewal
effort. Seminars on ethics and accountability are a major
component of institution renewal and reconstruction.

Apart from Uganda which incorporated institution
reconstruction in its programme, Ghana has developed a similar
programme in collaboration with the World Bank.

Consensus Building

It is not enough to reactivate moribund or corrupted
institutions. The capacity of a reforming group to articulate and
propagate the values of political and economic liberalization needs
to be enhanced. Such a capacity tends to be hampered by
ethnic,religious or regional antagonisms, or by sheer ignorance of
the benefits of strategic coalitions during the phase of political
and economic transition. Besides assisting the various groups to
establish the appropriate institutional links and networking
arrangements, top-level seminars need to be organised to expose
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political parties, and civic leaders, etc.) to ways of coping with
the challenges facing pluralistic societies. Again, while
attention will have to be paid to "techno-managerial" issues (such
as policy analysis, strategic planning, organization and
management, voter characteristics and behaviour) consensus building
seminars would have to include presentations on ethics,
accountability, and the need to approach contemporary problems with
a new mind-set.

policy Analysis and Formulation

The development of the policy analytic capacity of the pUblic
sector represents a major aspect of pubic sector reform programmes.
Yet, the programmes remain deficient for the simple reason that
they concentrate on the "supply" side of governance. If the
programmes are to be effective, they should accommodate the
"demand" side as well Le. they should provide for the
enhancement of the policy analytic, formulation, and review
capacity of citizen lobbies, civic associations, political parties,
and non-governmental associations. Technical assistance to the
"demand" side should include the establishment of think-tanks and
policy analysis units in collaboration with the officials of the
various bodies. It goes without saying that local government and
decentralized agencies which have so far been over-looked in
external technical assistance programmes (Allen, 1993:45) should be
catered for under a programme aimed at enhancing the decentralized
units' policy analytic formulation and implementation capacity, and
at strengthening them in their dealings with the central
government.

with regard to the public sector itself, capacity building
effort should include the identification and promotion of a group
known for, and dedicated to, excellence in pUblic management. The
group should, besides enhancing the image of government as a
facilitator of growth and simplifier of procedure, play an active
role in the establishment of supply-and-demand mediating
institutions, e. g. at the political level, electoral agencies,
government-citizen fora; and at the economic level, capital
markets, issuing and acceptance houses, and equity
trading/brokerage firms. The legal environment in which the
various institutions would operate should also receive the
attention of the reform group. It goes without saying that members
of the group need to be equipped with the relevant skills.

Organization and Management Review

It is also necessary to enhance the organizational and
managerial skills of both the publ Lc service and its diverse
clientele outside. So far, emphasis seems to have been placed on
capacity building for the publ i c sector. Thus, huge amount of
resources have been expended on the design and installation of new
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organization structures, "modern" bUdgeting and accounting systems,
information storage and retrieval techniques (including computer
aided management techniques) flow process charts, and staff
training schemes. Yet, important as these efforts are, they need
to be supplemented with programmes aimed at enhancing the
performance monitoring and evaluation capacity of the consumers of
public goods.

In recognition of the importance of the demand-side of
governance, the united Nations Economic Commission for Africa is in
contact with a number of training institutions in Africa (among
them, the Administrative Staff College of Nigeria, and the Gambia
Management Development Institute) with a view to collaborating on
the design and implementation of a project entitled "Client
Evaluation of the Impact and Effectiveness of Public Service
Agencies". The strategic objective of the project is to
institutionalize a tradition of client-evaluation of government and
its instrumentalities. The tactical objectives include the
design, testing, and administration of evaluation instruments, the
development of mechanisms for promoting linkages between client
evaluation and institutional response, the provision of training
and advisory services, and the conduct of basic and applied
research focusing on public service impact, accountability and
responsiveness.

While resources for the implementation of the project would
have to be partially mobilized within Africa, the support of
external donors would have to be solicited to meet short-falls in
planned commitments.
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