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THE CHALLINGZ OF THE 1980s FOR AFRICAN PUBLIC SERVICES

1 I. “Introduction
: The challenges 1nherent in 1ndependence fall 1nto iwo broad eategor1ee°

natlon-bulldlng and development. These categerles represent, however,

. broed goals, the attalnment of which can be realized only by several decades
of hard and eyetemat1o worke On the surface,. these ‘goals may seem simple -to

“attaan elnee they appear to be mutually relnforclng, but the real diffioulty
arises when deallng with their sub31d1ar1es whlch are often as contradictory
as they are apparently 1rreconcilable. .For 1netanoe, maintenance of national
unlty may requlre the accommodatlon ofrethnlo interests which may be detrimental
1o economlc development.

Past as well as current events in many parts of the continent have proved
beyond doubt the vulnerab111ty of many Afrlean eountr1es to dlslntegratlon.
The heterogeneous and often confliocting ethnlo groupe of which these nations
are oonstltuted had been held together prior to independence not by soocial,
cultural, llnguletlc or economlc factors but hy colonial rule alone; and
suece531ve post-lndependenee governments heve not succeeded fully in consum-
matlng thle frag11e nnlty. The most fermldable ehallenge to African Governments
rema;ne, therefore, the oementlng together of the various ethnic groups of
thelr respectlve natlons by creatlng the necessary political, social and:
eeonomlc condltzone Wthh will strongly bind them together and inculcate in
them a feellng that they belong to one and the same nation. This means that.

"Afrlcan governments must flrst and foremost 1negrate the1r gocieties.
. _ , e

The path to 1ntegrat10n is long and pr1ckly and therefore governmente ;
who are travelling on 1t have to be very carcful and must calculatc each. .
step before taklng 1t. The Chlneee say that "a Journey of a thousand miles
begins with one atep". After two decadee of 1ndependence it is still .
doubtful whether the ma;orlty of Afrloan gevernments have taken the flrst
etep on the path to national 1ntegrat10n, as many "African natlons are stlll
as likely to fall apart as they were at independence. 1In Zalre, for instance,
the secessionist movement that broke out in Katanga (now Shaba Provanoe) in
1960 tock many yeare to quell- it sprang up agamn after seventeen Years and. .

Zair'es unlty was saved only w1th the help of forelgn forces. We have



witnessed this year the eruption of the same scoessionist and internecine
struggle and the enlty of Zaire was again saved not by mugtering internal
&trengths but by resortlng 1o foreign mllltary 1ntervent10n. Ethlopla has
been similarly plagued by a secessionist movement which broke out in Er1trea
in 1961 and has been gatherlng momentum ever since with the result that the
'prov1nce seems to be again on the verge of seoess1on and the Ethiopian Govern-
mént is mobilizZing its mllltanyresouroe with some external support in an .
attempt to defeat the seoesslonlsts. Besides these two examples there are
‘other African governments which are faced with d1s1ntegrat1ve forces end _
'which need to take the necessary economle, gocial and polltloal measures to
defeat such forceg.

' As'eviﬁeneed by the situation in Shaba Province military solations.are
only temporary and African governments should realize that 1t is costly in
terms of human lives, money, destruction of property and forelgn intervention
to keep the multlfarlous ethnic groups of thelr nations together by force
of arms. Lastlng solutions of the root problems lie in the pursuit of pro-
ductive economic and sooial pol1oles and in the ab111ty to use polltlcal
skill s0 as to deal with dangerous cleavages. Thls means that governments o
must adopt and 1mp1ement sound pol1oles and must possess. enough polltlcal
farsightedness in order to prevent well in advance the dangerous co:.ncld.enoe
of polltloal, eoonomlo and regional oleavages. This 1s Where development _
reinforces natlon-bulldlngw The reocent Paris eonference on the Zalre sltuatlon
emphasizéd the dire need for political and economic solutlons which 1nclude
adequate attention to the economic, social and political needs of the affected
arcas There was equal empha91s on the need to bring about admlnlstratlve
reforms in order %o faollltate the tackllng of Zalre 8 eoonomle and admlnls-
trative prebleme. Here then, is a v1v1d example where publlo serv;ees are
reshaped or need 10 be reshaped in prder to play a v1tal role In sﬁrength—
ening the unity of a natlon, thereby saV1ng 1t from the holoeaust of violent
disintegratlon.

ThlB paper attempts to do three things: (a) to identify the ohallenge of
‘the 1980s faelng hfrloan puhllo services and to explaln the nature of.this
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‘challenge; (b) to examine whether thé present capabilities of African public
1} servicés enable them to meet this challenge; and (c) to suggest answers to
the ‘more difficult question of what can be done to prepare African public |
~gervioes im-meeting the ohallenge. Needless to say that the o?efallmﬁﬁrpéee
-of the paper is to provoke discussion on the future role of Afrlcan pub11c

services,

The 1980s are not far off; being only less than two years from hende’
they are within‘an earshdt. It may therefore be reasénably expected that the
present issues and problems will spill over imto the 1980s, The paper
therefore tries to review the challenges of the past (those of the sixtieé
and seventies) and to see whether they have been met or noty; it arvives at”
the conclusion that they havenotat all been met and that they will increase
”in,magnitudq_only_fp2confrdnt the African public services in the 1980s. It
is Part IT that will cover this review. Part IIT will deal with the same '
chaliénges.as they are likely to present themselves in the 1980g; :but it
will also cons1der new challenges that are likely to arisee The fifnal part:
(Part IV) analyses what kind of public services will be desirable in the .-

1980s and beyond and arrivee at certain conclusions.

In Africa,the task of predicting future events is a very difficult one
méinly because of.the_Kaleidoscqpio changes that occur in the continent all’
of a sudden and without preplanning. 4And the nature of these changes vary .
from the governmeni~inspired to others that are brought about by external
factors and the precarious weather such as drought. Some of Africa's major
crises are oaused by extraneous factors: +the swarms of locusts: which have
now devastated vast areas of vegetation in the Horn of Africa and $hreaten
to crosa over to Kenya and Tanzanla towards the end of the year are said to
have had thelr breedlng ground in the Yemen and Saudi Arabia; similarly, some
eoonom1c orlses in Afrlca can be attributed to the oconomic conditions
prevalllng in Europe and Amerlca. Any person venturing to predict future :
events 1n Afrlca is oonfronted with a number of uncertaintiesa There 'is -«
the uncertaln economi¢ situation and the resulant but unpredictable politieal
and soqlal uRheavals; the:g are ecological imbalances mesulting.in drought

and famine, and the uncertainties in future international relations which may



_he precipitated by -eruptions of border and territorial conflicts. :There
afe”aléo uncertainties as to whether governments and individual public
servants willfgemain committed to ecouomic development for a long period.

, Finally, £here are uncertainties that are brought about by ocataclysmic eventa,
suqh as revelutions, which lead to the purging of public sarvauis as well as
military personnel, an act which is very harmful since it removes a large -
proportion of highly trained and experienced staff from the public services,
Therefore, the challenges of the 1980s must be identified in the light of

‘past and current events as well as new dimensions-in the future development

and implications of these events.

HReview of the first two decades of independence

The early years of independence were largely spenﬁ on the euphdria thét
was the sequel 4o independence. Then the process of Africanization which'
was necessary to complete the transfer of power to the Africans todk 80
many years since it Mroved vo be a difficult one: thoere were not “
many technically end professiocnally gqualified Africans to replace the
expatriate officers who were mamiing the machinery of government. But
rapid Africanization had nevertheless to continue at the cost of lowering
standards in the public service which could no. but have adverse consequencese.
The consequences varied from one country to ancther dependlng on the country <}
stage of educational; economic and political development at the tlme of
independence, Africanization set the stage also for political app01ntments
andi thereby encouraged *the resu¢gence of tribal sentlmentsn

.

‘In the meantime popular pressures for economic development were building
up and could no longer te ignored; ‘this was one of the promlses of 1ndepen—
dence and the ‘need. to respond to economic challenges was obvmous. The
politiocians had made promises to the people 1o make life more abundant through
economic' development within a short’ Span of times Ambltlous plans of
economic development were formulated mainly by 1nd1genous economlsts who
were still fresh from the universities and who had 11ttle or no practlcal _
expérience in public adminiftration and the development process and also bj
expatriate experts who knew 11tt1e about the countzy.' The 31xt1es were a
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period in which the relevange of social and political factors to economic
development was not clearly perceived. Hence the advent of the economists
who were thought to have immediately applicable.remedies to-economié back~
wardness, -However, such plans as were formulated ineévitably failed and the
post-mortem examinations showed that their failure was due tov a uumber of
factors}u (a) the plans were highly ambitious and aimed ‘at targets whioh

were difficult to reach; :(b) they did not take into acocowit the modest
resources. of the countiry, both human an& material;  {c¢) no reforms in
goverament structures were made to facilitate the?implementaxion of the
plans; (d) planning and implementation were treated as two separate -
processes; (e) there were no effective communication links between those

who, formulated the plans and those who were expected to carry them outy "

(f) owing to the communication gap those who were eipeoted'to'carny out the
plans were unable {o understand its language and did not appreicate its
targets, with the result that they simply shelved the plans away; (g) there
were serious discrepancies between plan targets and looal'prioritieS'Eh&”"”
the plans failed to get local support; and therefore (h) there was no
effective oo-ordination machinery at the national level and the Ministry

of Planning was unable to command the respect and confidence of the other
Ministries with which it appeared - to be competing for power; (i) similarly,
the PlanningVCommission was unable to control ministries and to compel them

to conform to plan requirements; (j) lack of harmonization between planningl
and budgeting and the failure to use the annual budget as an instrument for
carrying out the plan targets for the year;.(k) lack of appreciation of the
political and social realities in the country with the resulf that, as in some
cases, bargaining between politicians had to take place sSometimes after plans
had been drawn up and projects not in' the plan were subsequently tidgeted for
and exeouted thereby upsetting planned priorities and résource use;'(i).the‘
intellectual gap between plarners and politicians-on the one hend and plannérs
and the masses for whom they had planned on the other hand; finally, o
(m) development plans were, at least in a number of cases, drawn up on the

basis of antlclpated forelgn ald'whlch-proved hard in. forthcomlngo



fPlans and administrative reforms have been interrﬁpted'br occagionad
by changes in government which arose from instability, the instability
itself being a symptom of uafulfilled political promises. The result was
that plans were seldom allowed to run their fuil course and thereby prové‘
their worthe. Each gnvefnment-that came to power had its own targets and
priorities in mind which did not neocessarily coincide with those of the
previous government; each government was reluctant to carry out the develw"
opment programmes of its predecessor lest it was aoccused of not having ideas
of its own.. Of course some programmes have gone a long way in their
implementation and could not be halted and cancelled. This instability*
adversely affected the public services in many ways. Pirst, it confused
the public servants as to what priorities they should carry out, Becondly, *
changes in government were highly disruptive in that publio servants had tof-
deal with different ministers each time. Thirdly, the changes sometimes
involved political appointments in the public services as well as premature
promotions and retirements, especially in those countries which did not
have very strong publio service traditions. Fourthly, cabinet. changes

encouraged ethnic competition and thereby caused the'fesurgenbe of tribalism.

.- -The seventies came with the same challenges but called for new approaches
to the old issues and problems that were faced in the sixties. 'The naturse
of the problems was such that they could not be solved in one decade, The
first decade, however, was one in which Africa was expected to set itself
on the right track. Unfortunately, some of the early analyses of Africa's
performance, in development have led to the conclusion that the continent has
gqne-astray.l . It can ke said that in the first decade Afridan countries
were learning their lessons in development although the problems that posed
the chalienge to the public services cannot be neatly divided between the
firet and the seoond decades. The seventies can be said to be an era of new

-/ See for example, Rene Dumont, False Start in Afrlca, FTedrlck.A Praeger,
NaY. 1966. Although this book applies largely to French-speaking Africa
there is a chapter on the English-speaking countries in Africa which
comes to similar conclusions,
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approaphqg to old problems. There were new approaches to planning and an -
attempt. to- avoid past mistakes. There was a reasonable correlation between-
the resources available and the objectives to be-attained. - Im an-attempt to
injeot:.an element of realism in planning the planperiods were made' shorter <
and plan objectives were based, al least .partially, on local wiéhesbf“Further-
more,: it was recognized that planning and implementation were two ingeparable:
progesses;. but the :accent was on implementation. ‘It.seems that African
countries have taken to heart in the seventies the truism that 'a good:'plan
is one. that works's. o

In. the seventies the challenges wéra-no longer seen as being purely  : -
economics It is now widely recognized that economic performance-is-determined
largely by social, cultural, administrative and political factors. ' The lessbhs
of the sixties have taught us that sound economioc: projects can fail for lack:
of political suppert or for lack of proper administrative and management capas.
bility or both. Many agricultural extension projects have failed, not: only -

.in' Africa but in many paris of the Third World -as well, ‘because they ran . -

counter to prevailing social values and seemed to cause an unwelcome disruption

of the social fabric in the villages. Furthermore, it transpired that the

.Bo=galled 'rural obduracy' was mainly due to extenmion workers not being &ble

to put aoross new ideas to rural communities rather than the latter being -
relectant to absorb them; it has been proved that rural commmities are
amenable %o innovations if the practical utility of these innovations can
be physically' demonstrated. So the challenge to the extension worker is the
establishment’ of effeotive tommunication so that he can convince his rural”
partners in development to use new and more productive methods. The impli-
cation of this for training-is that the extensibﬁ worker must,“besidés his
technical subject, be ecquipped with the necessary commmication skills to

enable him put ‘across his message to the farmers.

Or the administrative side; several reform measures have becn recommended
and adopted, Reform commissions have been set up in Nigeria, Chana, Kenya,
the Sudan and Tenzenia ahd' these commissions dealt with virious aspects of
the public services, As with planning there was also & great deal of debate
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and literature on administrative reform especially on its deflnltlon, scope
and purpose and, as usual, past mistakes which accounted for the failure
of administrative reforms were identified. The failure was blamed on im-
precise goals; on undue preoccﬁpaiion with structural changes; oniheglécfing
the human aspect of organisations; on limiting the reforms to cemtral ° = -
ddpartments; on overestimating the capabilities of public'servanfs; on the
lack of institutional machinery to oversee and coordinafe the implementation
of reform measures; and, above all, on the lack of continued committment by
politicians and a dropping of enthusiasm on the part of pubfio servahts. An
area where reform measures have conspicuously failed is loocal government.
National issues and problems have eclipsed the need for local government
reforms.  Many governments have tried to introduce *reforms' in this area

~but most of theée reforms have been half-hearted because of the central-
government's unwillingness to transfer some of its authority and resources

*to local councils. The glaring need for the devolution of important develop-
ment functions to local councils is recognized but central authorities

usually withhold power from local councils on grounds that the local councillor

!ib*ignorant and corrupt. Even central departments in the field have litile
delegated authority to excercise. The result is the lamentable absence of
genuine decentralisation and the deplorable existence of illusory decentralls-
ation in its place,:

Another problem which has been partially attended to but was not tackled
properly is trainings Like planning and administrative reforms it was
recognized in the sixties that training was essential for enhancing the’

capabilities of public servants. Accordingly, many training institutions °
| were created, the most prominent ones being the Institutes of Public Adminig=
tration and/br Management, the majority of which were sponsored by the United
Nations, at least in their early years. Some of these. institutes have bacome
very ineffective, mainly for reasons which stem from government policy.
However,gthe-main'fault of these institutes was that their lesturers were
usuglly young and inexperienced and therefore a large number of staff in #the
middle and upper echelons of the civil .service did not look to-them for "
expertise and thought there was nothing they could learn from:them, Thé'
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other main factor which also accounted for the ineffectiveness of these"-
institutes was, that governmeni policy did not favour training; for example,
vertical mobility seldom came as a direct consequence of training. The
original igdea behind the establishment of these institutes was to produce *
trained administrators and mamagers, in order to alleviate the deleterious
effects of dfricanizgtion. The institutes were expected not only to train
existing administrative and menagerial staff but also to produce new cadres
who will then gather experience as they ascend the organisational ladder

so that they will have enough eéxperience and professional background by the
time they are called upon to take over from rétiring senior mahagers and -~
administrators. The universities have taken upon themselves the task of
providing administrative training in a genuine attempt to mitigate the
difficulties arising from the'shor‘l;-age -of "trained manpower. They have

also established. Institutes of Public Administration and/or of Mansgement

or of 'Development Studies'. But they have been ofteri ariticized for
adopting too academic an approach to highly practical subjects such as
menagement and public administratione  All this, is nevertheless a healthy "

indication that, provided these efforts continue and improve, training will

be succeseful in alleviating serious shortages in manpower.,

Planning, administrative reforms, and training are of course strategiecs

for meeting the challenge although they pose challenges of their 6wns  They

are factors which are interrelated and interdependent. Their interrelationship
should be recognized and they should be taken seriously since they are
essential components of any strategy -to maet the formidable challenges of
development and nation-building. Furthermore, any strategy for preparing ' °

the publioc service for facing these challenges must include the'inculcation -

.of a deep sense of probity and responsivéness to public needs in ' all public

servants so that they will discharge their onerous duties with pride and
confidence. ‘

I11. The Challenge of the 1980a

_ Most of the challenges of the 1980s will be inherited from the sevent:l.ea,
the seventies themselves hav:mg 1nher:|.tec1 them from the s:th:lea. ‘The :|.ssue

and problems that stood outf promlnently munedlately after 1ndepemdence were
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too great for the young African nations to.cope with in a matter of one
decade or two. . But,. they may not present themselves. in exactly the same
form and intengity in the 1980s. The problems will be more pressing and
public demands for more and better services will be more clamorcus. In the
event, the politicians may become even more -impatiént ‘than they had been in -
the;e_i;;ties and seventiee for speedy development and may ' acocordimgly press
for more quantitative output at the expense of quality.

Perhaps the most dangerous of all the problems besetting the public
services in Africa is the one stemming from the Felationship between politi-
cians and public servants. The drawbacks of African public services have
been blamed on the politicians and the latter have blamed public servants
for failure to carry out development programmes as expeditiously and as
effic_i,ently as was required and for failures to align themselves with the
masses. Unwilling to acdept any blame African politicians have publioly
castigated high ranking public servants and thereby divested them of their
pree]'ﬁi_.ge and honoure The public servants have been naturally hurt by what
they considered as unwarranted and malicious attacks on their.integrity and,
being unable to use publio' forums to publicise their performance and exonerate
themselves from blame, they resorted to subtle means of showing their extreme
displeasure. The public servants have,on their part, been leaking out, perhaps
in retaliationy all the blunders of the politicians with the result that the

latier have tended to put loyal but less qualified officers in sensitive

public service positions. The mutual recrimination between politicians and
public servants have set the stage for conflicte As a resulty services
stagnated and development projects were invariably adversely affected.
Meeting the challenge of the 1980s will certainly require the existends of e
a healthy and ‘productive, relationship between politicians and public sefvants.
Unless they work together very closely and harmoniously national objectives
will not be achieved and both will continue to disappoint the people. - The
result may be disastrous since the ensuing instability and public disappoint-
ments may lead to violent changes of government and even of publio servants.
Examples abound where a,t least the top echelons of the puhllo ser\uce have
been 'cleared of antl—revolutlona.ry elements' and wide spread dismissals

s
of public serva.nts have often occurred after coupse
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.., -For a long time politicians, administrators and academics have been’
. debating the relationship between politicians iand public servants, especially

. about the relationship of a minister with his$ permsnent secretary. No '~

....anewer. has yet been found except, perhap#, in the developed countries’which

- have evolved very'strong administrative traditions and even in these countries
the issue has not been fully resolved. But Africa cannot blindly Gcopy thede
traditions; it must evolve its own political and administrative systémﬁﬁl[‘
The challenges of the 1980s will demand that African politicians and public
servants co~operate fully with each other in their -joint responsibilities

o oin thg development task.

One of the issues  that need to be resolved and the resolutlon of which
will in all probability promote understanding between politicians and public
servants is whether public servants should take part in politics and, if so,
to what extent. This question is highly complicated because it requires a
definition of what 'politics' im and a clear delincation of what is political
and what is not. In countries where only one political party exists ocivil
service neutrality has been rendered irrelevant. The neutrality of the civil
service is apt and relevant when two or more political narties are competing
for office in fair and free elections — that is, as President Nyerere puts
it, "Where the continuity of public administration must not be thrown out
of gear at every switch from one 'party' government to another"g/ It seems
that the idea of dual or multiple political parties is fading away fast in:
many parts of the continent and we seé an increasing number of single party
States. The other factor. which eroded oivil service neutrality is the new

role jmpesed on the service by the requirements of development. The: dormant

-/ Afrloan countrles, especlally the French-speaklng countrles, have been
accised of blindly éopying other administrative systems, eapeclally
. that of the erstwhile colonial -power, - See:G.. Langrod 'The Genesis
and Consequences of Administrative Mimiory in Africa', International . .
Review of Administrative Sciences, Vol. XXXIX, 1973, No. 2e.

g/ Juljus K. Nyerere, 'Democracy and the Party System,' Frgedom and Unity:
Uhuru na Umo;v (Dar—es-Salaam 1966), P PQ3‘ )




—-12 ‘-

masses need to-be awakened to their interest and mobilized for the defelopment
effort. This is too great a task to be left for the politician alone.  Owing
to the magnitude.of the challenge politiocians, public servants and the masses
will need to join hands in order to stand up to the challenge which faces them
alls In a nutshell, development imposes a multiple roie on the public servant:
-the administrator must also be. a planner, a political agitator, a teacher
or trainer, and even agricultural extension vorker; the doctor must also’
train nurses and dressers and must, in addition, engage in public health - -
education and thereby become a teacher for the masses; and even the tax
collector must explain to the people why the government should need to ‘collect
taxes and must not confine himself merely to tax collection. This is not to
say, however, that public servants should become the "Jack of all trades™;
o the contrary, the challenges of the 'eighties will require them to be
highly specialized. It is meant to emphasize the spirit of co-operation
that .should characterize the public service. The doctor will certainly be
. acting within his profession if he takes part in ‘public health campaigns
and thereby helps to advance public health education. = The tax collettor
i will collect more taxewm and even make his job less burdensome if he ocan
-gecure-public co?operation. '

- The .argument has been advanced therefore that development réquires that
civil servéhﬁs;come out openly in support of govermment policies and oven
try to legitimize these policies to the public so that the policies will
have a real chance of success, The point made here is that policies should
have the full backing of civil servants, indee¢d all public servants, the-
politicians as well as the masses so that they will have a full impact.
Public service neutrality was a hotly debated issue in the late slxtles and
"early seventies but it is by no means a dead issue since it touches on the )
relatlonshlp between polltlclans and bublic servantsoi/ It also touches )

on the questlon of polltlcal spozls v1s—3~v1s the merit system. if pub11o

:1 Professor Adedé;ji, for examplé, raisesa mmber-sf qﬁésflohs aboizt Fhe
relaxlonshlp in a single party State between politicians. and civil .
* “ servante on-the one hand and between civil servants themselves on the
other hand. See his Monograph, The Tanzania Civil Service A Decads -

After Independence: Progress, Problems, and Prospects, University of

Ife Press, 1974
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. sarvants are encouraged to become propagandists for the government then such

political activity may become a oriterion for promotion and may indeed ‘

o v

eclinse all other oriteria based on merit and performance. -

. A government's approach to development no doubt affects the shape; size
-and character of the public services A number of African Gountries have
‘a.lréady chosen the socialist approach to development and perhaps rﬁore
countries may do the same in the 1980s. This option requires that all
public ser.va.nts._-be highly politicised and the top echelon may evé_n be "
absorbed into the one-political party that is allowed to exist.’ Hence =
topﬁ é.dm;'.nistrators, managers and other professianals in the public servicd
become politicians by being nominated as party officers, Indeed transfers =
from party positions to the top positions in the public service and'vice
versa may take place. It is worthwhile therefore to examine the implications
of such a system for the public service. First, we have ‘mentioned earlier
that pa,r‘l_;y..and;;.'_bureaucratié positions tend to be intercharselble.’ S'écoridl'y,' '
the public -servapts are required to be highly politicised and may even = =
engage in proselytising activities with the result that théir role ig no
longer limited to the execution of policy.  Thirdly, promotions tend to e
granted according to the individual's contribution to the ‘activities of the !
party. Fourthly, low-ranking public servants may accordingly enhance their
prospects for promotion by becoming active agents of the party than by
increasing their professional competence. Fifthly, senior pu'blio.servénts
get a chance to improve the guality of policy making sincé they are better
educated and better trained than many of the politicians. -Sixthly, party’ =~
positions may in the end be:filled, to some degree at least, on the'basis
of education and long service (which means. sxperience), 'Finally, nationalw
isation which is an integral part of the socialist ideology overtaxes a
very young and growing publig service: (a) nationalized indistries and
comnercial enterprises require highly competent staff to run them and these
simply are not available, the result being that highly sensitive positions

1‘/ The number of countries where such a situation already exists or is
taking shape is not smallj so far Egypt, Sudan, Bthiopia, Somalis,
Tanzania, Zambia, Mozambique, Angola, Benin, Guinea, Algeria, the
Congo, Guinea Bissau and Libya have all ‘adopted the one party system
and Sierra Leone has joined the group this year, : :
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in the eoonomy are entrusted to. young, inexperienced and untrained persomnel ;
(b) government functlons and responsibilities are increased considerably by
further public takeover of other subsidiary enterprises .like-houses, - shops, "
buses, eto.; (c) an already weak and overburdened public service then tends

to stagger under the heavy weight of the addltlonal ‘burden with the result

that serv1ces stagnate or. even deteriorate.

Perhaps we w111 see in the 19808 many more publio: servicves which are’:
no longer eondueted by merit and are no longsr characterized by political -
neutrallty. Ih such .8ituations pub11c service commissions will be'meaning~
less. The challenge posed to.such pyblic services will indeed be formidable -
gince government w;ll take over many more responsibilities:which are beyond
the capaolty of their weak and overstreched public services, .~ .t~ .t

Gogntries which intend to run their public services by merit and to2
1nsulate them from politics will need to strengthen their public service:
oommlsslons so that the best and most highly qualified and cdmpetent IR
oandldatee w111 be recruited into the public services. The dommissions . = .
must alsa ensure that the serv1oes retain and reward those who 'sliow excellence
in thelr preformance. Our experience attests to the faos that dfrican publlo
serv1oea have not been able to retain their besi men an&.women. o

This_briﬂge.us to the question of brain drain, Where have the brains *
of Afriean puﬁlicAservices gone? and why have: they left? ' There is much
truth'in'the eaying' '5raine are like hearts, they go where: they are wantedt,
~ The best and most competent public servants have been lured into politics and
bus1neeses. A hlghly Blgnlflcant number . of people have resigmed their
public serV1ee -positions to: stand for elections and become ministers: This *
has happened in many. African countries. bepause-high: public ‘servants have:
lost thezr prest1ge and_pover to the politicians and: especially:to men who o
were ezther thelr own. subordinates previously or who did not, in any case, "

|«-«-

have comparable experience and education. So those who were lured uy*“”““““““‘

politlcal .power realgned their positions and went- into politlcs. The

others, who were: nq lesa qualified and no less OQmpetent, were‘gxtraoted o
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by the huge profits which they were likely to meke in business.. Still more
others were-attracted by higher salaries and better conditions of sarvice

outside their countries or even ocutside the continente.

~Naturally, a public service which is facing difficult challénges must -
first of all muster its own internal strengths and must prevent -itself from
disintegration. Like a fighting army it must use its best talents and put’
its:highly trained men in the most sensitive and strategic command pesitions-
:and this means putting every man. in the position for whioh he had been trained;
it must keep its morale high; it must put itself above corruption; it must
persevere .in its duty; it must deploy ‘all its rescurces in the best possible

Way,-or else it will lose the fight and the service will disintegrates -

The challenges-of the 1980s will be hard to meet. In the first ‘place
many boys and girls will leave school and many men and women will come out
of:-the universities. All of these will want employment ‘and most of them will
want white collar jobss Can the public services absorb them,’ if only to ¢
»improve themselves? ' the challenget of the future have serious implioations-
for educational  policy. Educaticnal planning musis be based on theé manpower
requirements-of the future and.not on 1:set pattern whic.. was determined

long ago-without conBidering the needs of the econony. The ‘discrepancy
between ‘the output the eduoational system and the requirements of the -

employment  market may be wide and serious. Ghana for example, has since "

- the early seventies been-experiencing difficulties in employing liberal

arts graduates while it had acute shortage of graduates in the technical

end soientific fields. The social problems arising from unemployed but: -
educated -youth roaming about in the streets of the big cities may cause =
very -serious political'disfrubancesLwhich.African governments may find hard

to cope witha

The notorious problem of inflation will probably remain with us at
least..in the early 1980s and curbing inflation will: pose a difficult challenge
to the African countries. Rising inflation has already outstripped the
salaries of public servants and has made life more difficult for the rest of
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the .population beoause. of the rising cost of living. 'As a rebilt govbrnments -
will be under -increasing pressure ta.lower:prices by subsidiZzing food prices; "
to build low cost housing and o ereate more employment. The people will ~
certainly become more aware of their problems in the 1980s owing to the
spread.of .education and as a regult of government: spousored politicisation
of the. masges.  They will therefors; exert pressure.on'the government to'
provide more and- better services which will of course: be more-ocostly 1o
provide.in the 1980s,..-The growing private sector in such cowntries’as Kenya, -
: }‘!ia}?ria,;-,_uf;_l*-rory-. Coast, and Senegal will no doubt continue to’play. -ite role’
in changing the.quality. of life of many people’ and: therehy increase publié
awareness of the need for better services. .The people: will not only demand "~
more and betier services but they will also clamour that these services be: -
delivered as expeditiously as possible. Therefore bureaucratic reod tape
will no longer:be tolerated and will come imder more severe attacks .=

; -However, all .these developments are mere:likely-tofhappen in the cities *
.and towns thanintheryral areas. If,:thereforey.the -governpent: canéentratés
on the urban _-ia.rea.g.i_as .a result of thess. pressures the-rural areas will’centinue
to be neglected and.urban populations will liye more. and.more comfortably at- '
the expe;,r;.;,srk_e}of.w;'grg.l inhabitantss . lence gevernmewt-w-etinot-allow these i .
pressures.to divert its attention away-from.rural developments, ‘Government ~.. .
capacity to deal with both urban.and . .rural.challenges::will very much-depend -
on how it .organises; j,tg business. If it creates thei neoéssary urban auth--
orities, -vests in.them.the. necessary powers to:perform urban.services, :provides
them with.spgoialized. and competent staffy. and assigne. them wide revenue -~ "=
gources, its: ng,,yj,l},,ba_ greatly essed and it can:then.pay more. attention -
to the rural areas.which have. been neglected for a long time. But urban’
areas..are:very.demanding and cannot dispense-with central policies, guidance,
and co-~ordination. The big cities of Africa have grown very rapidly since .
independence especially the capital cities partly because governments have
concentrated their development efforts on them and partly because of excessive
centralization of decision-making., -The result is that the administration of
African cities has become, like that of big cities: elsewhere in the world,
complex and therefore has posed a number of difficult challenges. Such urban



v 17 - " ’ -

services as electricity, water; health, education, sewerages, and teiebhbnes
are not ohly to be provided in great quantities but on hlgh quality as wells
These services are also very interdependent and: highly ‘technical w1th the
result.that they regquire’ sound physical planning and good coéordlnatlon as o
welle’ They requirc highly specialized engineering, medical, aud educational
- tafF as they require huge numbers of skilled labour. Professional staff
will not only be needed to execute trban projects but they will also be
needed to draw up the necessary physical plans which are fhemselveé‘véry
techniéal.‘*Apart”frOm’the“tébhnical’comﬁiexifies there are aisb*boiiéical' o
and socio—economic’ complexities in the urban scene. In the first place,
shanty towns and squatter settléments have their own political and socio-
economic implications and have proved td be difficult to deal with., Secondly,
urban areas and urban interest groups continue to compete, sometimes fiercely,
for ‘the attention of the various urban authoritied and they lobby‘for‘the;
adoption of policies that will serve their own interests. Thirdly, co-
ordination is .complicated by all these centrifugai=f0rces. 'Théréfcbe,'urbah '
administration will need first'class administrators which méans administrators
who are Wighly trained and able to perceive the interplay of political, e
economic and sociological factors and who are ‘able to accommodaie competing
interests. Fhé urban administrator showld be trained, inter alia, on the
peculiar  nature of urban administration; 'he -'should be able to' 1dent1fy,
undsrstand and tackle the -highly complex problems of cities as well as :
those problems ‘which generally eéntail urbanization. This is of course a

call #ér $pecialized and professional administrative generalist. Ono may
argud’'that a specialized generalist is'a contradiction in terms. ‘But is"

can be argued - and it has been argued - that the géneralist is a specialibt
of a different kind since he has specialized in being a generalist. This
argument should not sidetrack us from our mainpoint which is that urban

admlnlstrailon w111 need hlghly technloal and Speclallzed personnel as well

as prof3351onals who 3p301allze in urban adm1nlstratlgno-

-1 A e T ':‘;, i s

The rural areas will confinue to cry 6u£ for déveibﬁmenﬁ.“‘Ru;éi_iﬁhabi—
tants have been neglected and alienated for a long time with the result that

they harbour a deep mistrust of the central government. Much of the pressure
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for attention to the rural areas is not, however, coming from the rural
population themselves. The desire to relieve urban congestion, the need

to cope with urban unemployment, and the compelling fact that about 90%

of thq population live in the rural areas have all combined to make rural
development a priority area. So far, however, the concern with rural develop=
ment h@s-pot_manifested itself in meaningful programmes of action. Institutional
facilities for rural development have been very inadéquate and the beat
staff-have been concentrated in the cities. Decentralization has been
largely illusory in consequence. of which local government councils have been
poorly staffed and poorly financed. These consequences of illusory decen-
tralisation has been uged by governments as a pretext for not devolving

meaningful functions upon local government councils.

In the 1980s we 6an reasonably expect the pressure for rural development .~
to increase sharply. The need to increase agricultural production in order
to feed a growing population, to increase foreign exchange earnings and. to
be able tb exploit raw materials with which to establish and run the necessary
agro~industries will necessitate more attention to the rural areas. The -
economic performange of Africa has 'fallén-substantially below targets set
in the Strategy for the Second United Nations Development Decade'.i/ Its
growth in agricultural production has been very slow. The result is that
after twb decaders of independence Africa still remains very'poor in relation
to the other continents. Of the 28 countries in the World designated as
'least. developed' 18 of them.are in Africa. The Executive Secretary of the
Eoonomic¢ Commission. for Africa, Professor Adebayo Adedeji, gave this warning.
recently to fh@ Fourth Meeting of the Conference of Ministers of..the

Economic Commission for Africa:

Y Speech by Professor Adebayo Adedeji, Executive Secretary of the Ecomomic
Commission for Africa, to the 4th Meeting of the Conference of Ministers
and 13th Session of the Foonomic Commission for Africa (Kinshasa,

28 February to 3 March, 1977) published by ECA, P.7

i
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"If past treands persist and if there are no fundamental changes

in the mix of economic policies that African governments have
‘purgued durihg the past decade and half, and if the ourrent
efforts to fundamentally change the intermational economic:

_system fail to yield concrete positive results the Africa )
‘regidn as a whole will be worse off compared with the rest y )
of . the world at.the end of this oentury than it was in 1960™.~/ . .

_ Wz.th luch a. sta-l:e of preparedness Afrlca is facmg fresh a.nd d:.ff:.cult
ohallenges whloh the New In'temat:.ona.l Economlc Order poses. _ 'I'hls New | )
Interne.t:.onal Econom:.e Order seeks to establlsh 1nternat10na1 econommo . I_
justioce by attemptlng to remedy the 1mbala.nce between rich and poor natlons. ‘
In the first place one of the prm01p1es of the Hew Intema.tlonal Eoonom:.o .
Order stresses Tthe need for developlng countr:l.es to concen‘brete a.ll ’che:l.r .
resources for the oause of development' 2 In view of past experlence, )
however, the mere eha.nnellmg of resources 'I:o development will, in Afr:.ca.,
be qm.'te a fea.t. e lcnow from exnerlenoe 80 far that flnano:.al [resources :-
have been reprehenmbly desslpated while human resources have not been ‘.
properly ut:.llzed. The New Internet:.onal Economlo Order ealls upon the A
rich nations as well as 1nternatlonal organlsatlons to a.d.opt polloles wh:Leh
are deslgned to help the economlc a.dvanoe of develop:mg countnes. However,
we have 1earnt from past lessons tha+ it is not easy for developmg countrles.

to ut111ze forea.gn e.:Ld. Post—mortem exa.m:.nat:.ons have revee.led many 'graves P

‘_of fore:n.gn ald.' _ One treglc ooneequence of suoh revela'tlon has been the

" reluctance of rmh natlons to be as generous in 'bhelr foreign aid cis they

were 1n -l:he 19605. 'I'he New Intemat:l.onal Economlc Order has therefore been
meetmg w:.th some reslstanoe. The mam attack has been on the premlse on
which this new order rests, naznely, tha:l: the rmh countrles have become .
richer through centuries of exploiting the peoples of the Th:l.rd World. o
Hha.tever the merits and demerits of this argmnents, however, the fa.ct rema:.ns
tha.t r1ch natlons have become very soeptlcal about the efflca.cy of fore:Lgn ‘

aid.

Y. Speech to the 13th Session of the Eoonomic Commission for Africa and =~
thé 4th Meeting of the Coumcil of Ministers, Kinshasa 28 February to
3 March 1977, published by ICA, p. 10

g/ Resolutions Adopted by the General Assembly duringz its Sixth Special '

Session, 9 April - 2 May 1974, U.N. New York, 1974, p.4
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The implicaxione-of.the New Internationai Economic Order for the
African oountriesrere‘feirly'clear and oan be summed up in one sentences
the African couniries will have to work hard in order to help narrow the
gap between poor end rich natlone and have therefore to produoe moree The
rich countrles will play the role of a helper and no more, but we cannot
say w1th any certainty that all the necessary help will be forthcomlng.

Even if the developed countries show genuine committment to the New Inter-
national Economlc Order the targets spelt out in that order will not be '
attained as far as Africa is concerned unless Africa 1tself ‘makes a real R
effort to do its share. In the trensfer of technology, for example, |
Afrlcan ‘countries must show their capaclty to absorb teohnology and to

adapt it {to their own local conditions; these are things whlch they cannot
expect fbreigners to do it for them. Transfer of technology i=s one of the
corntr stones of the New International Economic Order. Another is manpower
tra.ininé and manageﬁenf development. Developed countriés and international
organisation may train managers, adminisfraxors; technical personnel and
other profess1onals but the brain drain may deny African couhtriss the beneflt
of their ser'v1ee, the brain drain itself being the sequel of counter=
productive pollcles which many African governments pursuc, Even those
trained perSOnnel who choose to serve and remain in their countries may pot
be utlllzed in positions for which they had been tralned and so dootors

and engineers may be nominated as ambassadors, or cabinet m1n1‘eters, la'bora‘l:ow
technicians may become administrators and agrloultural officers may be
assigned administrative positions in the Ministry of Agrlculture with little
or no time for field work. All this serves to illustrate how government :
pol1oy'oan defeat the whole purpose of 1nternamlonal ald.

Economlo performance is not determlned purely by economic factors. As’
some of the oritics of the New International Economic Order state, "In all
cases, in the Third World as in the West, the principal determinants of
economlo aohlevement ‘and performance have been human aptltudes, motlvatlons,,

aeplratlons, mores, modes of thought, eoc;al 1nst1tut1ons and polltloal

L
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arrangéﬁéntsﬂ;l/ .These critics say that it is these factors 'e., which have
either fostéred or hindered the willingness to work, save, take tisks! and
perce1ve “and pursue. economic opportunities'. 2 These criticisms are, how-
ever, - ‘directed as much against the Third Viorld, of which Africa is a part,
as they are against the New International Economic Order. But the oriticism
is ‘justified because agricultural extension has often failed in Africa, as
in elsewhere in the Third World, for sociological reasons and developmenti
projects are known to have failed for political reasons. Even the pro-
‘lifération; mMismanagement and near-collapse of public enterprises haye;

been blamed, at least partially, on political factors. Development plans
havé beén rendered useless by lack of public support, administrative

inadeqtiacies and absence of political committment.

The World is méving at a fast pace and is Likely to move at a faster
pace in the future.  Keeping up with this pace is itself a very great
‘thallengés African public. services- should be able to cope with rapldly '
changlng situations; otherwise, new technologies will be rendered obsolete
“’before they are learnt and adopted to local situationse. Of. course the New
International Economic :Order does not mean that ﬁheqppogregs of'the World
must be stopped 56 that Africa will catch up with it.  President Nyefeyér¥-
once said to the Tanzanian people: fWe must run while others. walk'. _1Thié
jig the spirit that should characterize African publio serv;oes in the 19803,
for they must stand up to the challenge. There is yet the challenge of
coping with demands of rising complexiiy; future public demands will be
oo&ﬁiiééied>by’technological considerations, by cqmplexhinternalrand
exterhal political situations and by difficult economic factors:

- -Dedpite nearly tvo decades of independence African public services
cannot’ jet“free their economies from foreign domination. The universities
"Hawe not produced enough compétent geologists to explore the resources of
';the1r countrles ahd many African countries. gtill depend heavzly on forelgn

:§; PTofessorsP.T..Bauer and BeS. Yamey, 'Against the New Economic Order'
mment ary, April 1977, p. 28

é/ Ibld, ps 29
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géoiﬁgiéfg o tell ‘them whethér they have mineral resources. Similarly, .
eng:.neers, doctors, veterlna.r:.ans and agronomls'ts are all in short .supplye
So a.re ‘AfFrican entrepreneurs, for in a great number of African couniries ..
he commerc:.a.l gector-is still:dominated by foreigh minority groups..: 'I‘ha
situation is ‘Far worbe wvhen it comes to intermediate labour and %0. doctors
maar work w:l.thout fiurses -and without laboratory technicianse - Ingineers may
work m'hhout SUIVeyors, ‘foremen, or other assistantss - Sometimes there is
the tendency to think of nroducing higher professional and technical sta:f'f .
mthout thln.k:.ng about theéir assistants. Intermediate-and skilled labour
are’ ver'y important to development since they .can do many. things which ;
unneceszarily take most:of the time of highly specialized laboure. In the.
United States, for example, tlieé pressure on the highly. speciol-ized medioal
doctors has been releived by physicians and much of the physician's work
has"%%'éh ‘entrusted to speocial nurses. - The result.is that highly specialized
medlcal doctors spend their nrecious’ time only. on genuine cases. African .
countra.es have hot yet learnt to concentrate on -areas. where they are. expen—
enclng a.cute ‘shortagess “In Somalia, for example, there are but a ha.ndful 7
of water eng:meers witen' in fact much of -the country is. arid and tl_ae oo;.m_try's
ecénomy is mamly pagtorals Loss of human -and animal -lives are gommon in .
the droughts "and are mainly ‘due to "ack of water. : ‘Water supply should . ..
therefore Yiave bBeen top-and urgent pridérity. in-that country; yet the . . .
technlca.l oersonnel ‘to 'do - the work are:very few and oannot cope: with the
huge demands ‘ade upoh theme: '

Eo TN ORUR TSR . . .

How oan ‘African ountries imdustrialize, mult iply their ‘a,g;;i.__culjtural‘ :
production,’ ‘4hd ‘develop -enterpreneurial talent when they have: only ver,yr
few doctors, geologists, ingineers, agricultural specialists, trained
mancngers, admiristrators, mirsesy: laboratory technicians, and other skilled
1a.bour? " The cha.llenges “6f the fiuture demand that these be produced in |
a.dequate ‘pimbers. It is not only their quantity ‘tha’ matters. Since their
capa.clty to execute very techntical ‘development srojects will depend on their
quality, it is necessary tha.t they should receive first class training which
enables them to ap'oly skllls and solve probftemaso This 15 ‘a speclal challenge

to the universities, polytechnics, and schools of managemen’c and./or of
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administration;"They themselves must be of high quality in ordef to prodnoe

specieiists who nill meet the expectations of their peopie.

But the mere production of such staff is not enough. There spill
remalns the questlon of thelr utlllzatlon.. The challenges will not be met
‘and the situation will remain unchanged if they are allowed to sit in air-
conditioned offices in the national capital. These are the men and women who
are trained for the field and should he deployed into the field, Their
retention is equally important since thelr training represents a heawy
mvestment. To retain them governments must adopt sound .policies of person-
nel admlnlstratlon, 1ncent1ves for field work, good salarles, promotions,
protect1on agalnst arbltrany discharge or dlsmlssals, medical care and good

termlnal beneflts.

The stagnation of African economies has very often been attribntedlto
the pursult of sterile (even damaglng) policies by African governments.
' There is a great deal of justification in this. Government policies havel
been said to be responsible for bureaucratic 1neff101ency, for the fallure
of development projects, for aborting development plans,'for mlsu51ng
foreign axd, for lack of economic analysis and forecast, for discouraging |
forelgn investment, for soaring public debts, and for rural stagnatlon.
If every conceivable failure is blamed on government pollcy then there is :
a glarlng need for the improvement of policy-making. Afrlcans, however, -
have not been oblivious to the need to 1mprove public pollcyhmaklng. ‘_
Indeed President Siaka Stevens said in a speeoh recently that slnoe the
best educated and best trained people are in the public serv1oe to 1solate
them’ from polloy—maklng circles would be tantamount to denying the oountry
the full use of 1ts best brains, In a similar veln, Pre51dent Nyerere
gued that in’ a one-party State it is tabsurd to exolude a whole group of
the most 1nte111gent and able members of the communlty from pa;t;olpatlon

in the discussion of polloy simply because they happen to be 01v11 servants' 1

Apart from ensurlnp thelr loyalty thls is in fact the main Treason why senlor

:1 Julius K. Hyerere, op. cit.
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01v11 servante are members of the party in single-party States. Top ... ..
admlnletratore and managers, are encouraged not only to influence policy,
but to involve themselves actlvely in pollcy-maklng so that they will be
eerlouely commltted to the execution of the pollclee Whlch they had helped
to formulate.' The maJor advantage to be derlved from this 1s that pollcy—_

maklng w111 cease to be the exclu51ve preserve of often 1gnorant polltlclane.

The issuee whlch Afrlcan governmente w111 deal w1th in, the 19805 and
beyond w111 be hlghly complex. They w111 need to have hlghly epeclallzed
people 1n thelr publlc eerv1ces to oollect data on and analyze the varioue .
1eeuee that oonfront government w1th & veiw to comlng up w1th pol1cy alter—
natlvee wlth a complete analyees as to the relative merite and demerits of .
optlonse' Politicians will never have the time to undertake“sueh a_dlfflonlt
task even if they are highLy educated because undertaking reeearch into and
comlng up with a comparatlve analyeee of the various pollcy 1ssuee vhich
confront a government is tlme-coneumlng and 1ntellectually demandlng._ The
people who are researchlng 1nto the varloue pollcy issues must first eetabl;eh
themeelves as anthorltlee in thelr reeoeetlve f1e1ds of research 80 as to
assure the quallty of their produce and 1n order to command the respect and

confldence of the polltlclane so that the latter w111 heed thelr adv1oe°

. Governmente w111 need to have feaelbzllty etudlee of economic. pro;ecte,
they will need to know 1n advance the likely 1mmed1ate results of pol1c1es
as well as thelr far-reachlng 1mp11cat1ona, they will need .to understand and
appreelate the full 1mpllcatlons of the New Internatlonal Eoonomlo Order;.
they will need to know the full 1mp110at10ne of the various proposals that .
are being dlsoussed 1n the Un1ted Natlone Conference on -the Law of the. Seas
which will govern future exp101tatlon of marlne Te80Urces; and they will
need to analyee the varloue economic .issues that .are belng raised and

dlscueeed in the North/South dlalogue. L1kew1ee, foreign aid is not always

o purely ultruletlc and 1e eometlmee granted on a gg}d .pro _guo basis, and.so,

Afrlcan countrlee w111 have to know 1te p011t10a1 as well a8 1te economic
1mpllcat10ne, both 1mmed1ate and 1ongbrange. Nowadays, we witnesg_ g great .
deal of foreign military intervention in Africa ‘and the signs of ‘suppér<

power rivalry. 1Is this a 'second Scramble for Africa' as some people fear
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it is? Governments must .of course be able to examine tue full impliocations
of this.gﬁwtheir economies.-and on-their excercise of sovereignty. Similarly,
domestic political and economic issues have to be examined in detail so that
ﬁolioy options will he weighed more carefully. For example, there is a
talk, .following OFEC's recent meeting.in Geneva, of increasing oil prioces .

in the.1980s... What will be the impact.of. this on African economies? African

. governments should know well in .advance so that they can take good precautiunery

measures. - Furthermore, we know from past experience that African countries

‘become .aware .of problems when these reach a crisis point. Government should.

look shead and be able to forsee the problems that are in the offing and deal
with them before they deteriorate imto a crisis and this requires that the
implications of events be analysed in order to see¢ what they may mean for the
future.  Above all, a government should approach problems with a clear mind

as to what it wants which means that it must have clear policy goals and

objectives to direct it not only in international negotiations but at all

‘times. -These goals and objectives, however, should be arrived at after a

thorough appraisal of their feasibility gnd implications.

{The need for policy analysis is therefore obvious. It follows that the
institutional framework for this be established. First of;all,-the<nnviersities
and other institutions of higher leaining should be strengthened and.their.. .-
ability to undertake research should bhe developed. Governments should also.
be willing to channel funds into research so as=to:encoﬁrage it. - Secondly, -
special research institutions such as the Nigerian Institute -of Social .and .
Economic Research (NISIR), should be established at the national level and . -
encouraged. - Thirdly, governments may estéblishm?thinkgtanks!;oompriaingfq S
persons of high itellectual standard and experience . who are drawn from the
universities and other research institutions as well as from administrative
and managerial ranks. The main function of the -'think tank' would be to.
adivse the govornment. on highly complicated issues and to present viable
policy options to it. In addition,. government ministries should contribute
to the improvement of policy-making by giving their expert advice. This :.
requires, however, that the senior officials in the ministries should he

experts in their own right and . .should be able to render sound technical
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advice-aoncentrating'especially on the implementation aspects of policy
in prder to balance academic discussion of issues. This will also serve -

to enrich the jobs of specialists as well as generalists,

Planning should be recognized as a tool of policy-making. - The objece .
tives of the plan, determined through a rational process of policy-making,
should -be clearly enunciated in the plan so that departments will have a
clear mind as to:what targets to hit and when. Planning should also’ invol(re
a realistioc :appraisal of available means and an equally realistic évaluation
of the capacity of government denartments to carry out the plan and achieve
its purposes within the plan period. The hiatus that has hitherto divided
the formulation and implementation aspects of planning should be bridged.
Plan .implementation should also be reflected in the budget so that objectives

are related to available resources.

To do.'all this, there should be an attitudinal change on the part of
public servants as well as politicians. Senior public servants should discard
anachronistic bureaucratic values which are not compatible with development.
They should also get rid of the aloofness and diffidence that still character—
izes some of theme They should go tc¢ the masses and tr; to understand them
and interact more vigorously with them in order to be sengitive and responsive -
to popular needs. They should equally try to understand the politicians and ' -
have a meaningful dialogue with them on national issues as well as issues
that concern the interests of the public service. Human nature being as
complex as it is, there will no doubt be some frictions and sometimes sharp
conflicts among thé various personalities but conflict -should be institutione
alized and not be allowed to get out of hand.

The implications "of all this is that there must be a highly profes-
sinalized and motivated public .service in order to meet the diffioult
challenges of the future. There is dire need for itraining in all fields
of endeavour and the need for training is greater with the greatness of the
challenge. The expansion of government functions and responsibilities will

call for -intensive ‘training throughout the service in order to be able to
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cope with these huge Fesponsibilities. Governments should therefore take
tralnlng more seriously and should strengthen all training 1nst11:ut1onse
They may indicate their seriousness by linking training to promotions’ so
that individual public servants will W1111ngly seek to be trained. The
majority of public servants in' Africa need training to improve upon their
present job performance and learn new jobs or new and more efficient methods
of doing things. Furthermére) professionalisation of the pﬁblic service which

includes the learning of hew’skillé’implies a great deal of' training aofivity.

' To emphasizé the dire need for training in"all sections of the publlc service

in Nigeria the Ud031 ‘Commission states in its report that:

"0f the various problems faclng public management in Nigeria, . .
by far the most serious is the shortage of experienced, skilled

' ‘manpower. This ‘constraint is seen in all cateégories and all
.levels .of the service. From the. birth of the Federat1oir this
has been the prime problem 1mped1ng publio menagement'.

So the 1980s will regquire a highly professionalized public service
whlch 'is able t8 handle and analyse very complex national and intermational
issues and which can cope with the challenges of the future generallya"But
the ability of the public service to handle these issues and carry out dif-
ficult and highly technical functiohs will be largely detérmined by ‘its
ability to learn and use new‘admiﬁiétrativé‘tebhnology and also by its -

" ability to adapt other technology to the peculiar’ situations of its'cohhiry.

Training should therefore be intense and continuous. However, it is not
sufficient that African public servants know how to do their jobs: they must

‘also enjoy them so that they will do them properly and with dismity. Mhis

‘brings us to thé guestion of morale which dépends on decent remuneration,

frifige benefits, promdtion and recruitment on merit, a good superamnuation’
scheme and general conditions of service. The strains and stresses within'

the ‘service can also be eased by esprit de corpse and by 'elasticity of -

cohtrol‘g/~which“is the hallmark of & proféssionalized public service.

i; Report of the Public Service Review Commission, Federal Ministry of
Informatlon iPrlntlng D1v181onj Lagos, oeptember 1974, Pe 2 o
g/' On the concept of elestlclty of control' and its place in a prpfe331ona1
service, See Professor Herbert Werlin, 'Elasticity of Control: An :
_.analysis of Decentralization’, Report on the Conference of f African Local

Institutions and Rural Transfonmatlog,Llncoln University, USA, 1957,
Appendix I.
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Conditions of sirvice should also be revised on a periodical basis, say - -
once every five or ten years, in order to take account of the inevitable
rise in the.cost of living, otherwise the salaries of public servants will'’
be outstripped by rising inflation in consequence of which the temptation

of gorruption will become too great to resist.

. The deleterious effects of corruption on African political and adminis—
-irative systems is aiso_too great to be ignored.  Corruption has distorted
these systems to a great extent and has stripped the public services of their
dignity and courage. It is not only meagre salaries and low pensions that
encourage corruption but also-government policies such as restrictions on
trade licences as well as the cunbersome and involute administrative‘p}ooedures
which create bottlenecks with the result that members of the public corrupt
public officials in order to have them exped1te the processing of their papers.
To fight against corruptlon w111 therefore requlre establishing good conditions
of service, improvement of administrative methods and precedures and a
definite attempt to imbue the public service.with a very strong sense of
probity. -
Along.with corruption governments must also fight against other forms -

of impropriety such. as nepctism and favouritism. As mentioned earlier the
requirements of nation=building may compell a government to accommeodate tribal
interests and to¢ favour the recruitment of members of tribes who are aggrieved
by ‘being unrevnresented or under-represented into the senior positions of the
public service irrespective of their educaiionél qualifications and experience.
This will inevitably hurt the morale of ocompetent and dedicated offitials and |
will_also.advérsely affect the guality as well as the gquantity of the output
of public servants. Political needs may thus be antithetical fto the
requirements of administrative efficieney. The disorepancy can of course -
be remedied by educating and training promising members of under-represented
tribes and this requires advance planning.

‘ The Public Servlce Commlss1ons of the 19805 should play a more v1gorous
and positive role in order to help 1n moulding a GlVll Berv1ce that is -

equlpped w1th~$he-skllls and knowledge-essent1al for dlscharg1ng 1ts onerous

B PN
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duties and which enjoys at the same time public confidence and esteem.~;
They, must, help to mould an energetic and dedicated public servxce that
comblnes high profe851onal standards w1th high moral standards. The
distinction has been made between 'adv1sony and 'executlve' Public Service
Commissions, 1Advisory' Publlc Serv1ce Comm1351ons tend 1o be passive and
ingifferent to ‘political nomlnatlons w1th1n the public serv1ceandm1%xaouttve'
commission may conflict with an exeoutlve President who is keen to assert
hls authorlty and seeks to relegate the Comm1531on 8 role to an advisory
one, The politicians do in fact make the general pollcles governlng the
public services but they are not content, apparently, with thelr role of
policy-making. Some countries do not even have a public service commission
or a Head of the Civil Service and appointments to high positions in the
public service are made by the Politbureaun. of the Party or by the Oaﬁinet.
Public. Service Commissions should, wherever they exlst be composed of |
persons. who are well educated and whose 1ntegr1ty is ‘impeccable; they should
be persons of sufficient means so that they will be above corruptlon and
they should alse be fair-minded and free, as far as p0391b1e, from nepotlsm
and trihal preJudlcg. This is perhaps too 1deallst10 but pursulng the ideal

is often very rewarding.

. 3¢ much has been said about improving the oublic services. What about
the politicians? This paper is not of course about politicians but impfoving
and enhancing the caﬁabilities of the'publie service alone will be grossly
insufficient to meet the formidable challenges of the future if the quality
of the politician does not. improve. The politicians themaelves should be
educated and emlightened so that they can dlscgss difficult problems intel-
ligently and understand and weigh the advice of specialists. If the
intelleciual gap:betwggn_politiqians_and pgb;i§ servants is very wide, as
it iaﬁinwsomeﬁoases,_they will,ngver_gnderﬁﬁénd:each‘other,.and, worst of

all, they will comtinue to pull in opposite directions.
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V. Conelusion - T PR o e

The numeroue challenges that contlnue to cérifront African’ publlo services
and w111 contlnue to confront them inh the 19803 are the subeldlar1es of two
broad challenges° natlon—bulldlng and developmenta These ohallenges are so
dlfflcult, perhaps 1mp0331b1e, to meet with a poorly staffed, poorly motivated

0.,.“3
and largely unxralned publlc serV1ces, especlally when the’ problems ‘of the

cypd

public services are comaounded by polltlcal, economic and sosial factorse Mo

meet the ehallenges, therefore, Afrlcan countries should greatly improve their

'publlc serv1ces.. They should, in addltlon, develop sound and practicable LERE

etrateg1es for eohlevlng their goals and obJectiVee.

What is required to meet the’ great task that lies ahead is a highly
profe531onal1zed and strongly motlvated public service. The ‘need For this
has been recognlzed of late, and those who advocated reforms in the ‘publio =
serv1ee have called for a h1gh degree of profess1onallzat1on.l ‘But ‘profes—
51nallza¢1on does not only mean that” intensive and w1deepread training be
undertaken but it also means thdt the individual pﬁblle servants should
persevere in self-lmprovement and in the upllftlng of their respectlve
professions by conforming to professional standards and ethics and by
suhscribing_and contributing to professional journals so that they will

keep abreazst with developments in their respective fields of specialization.

'1fﬁe'task of'prefeeeidhalizing'the pubiic service falls mainly to the
Public Service Commissior. They should be the first to give due recognition
to professional qualifications, experience and performance by recruiting
and promoting on merits They oan do great harm by recruiting @nd promoting
the wrong people and by devising a'éra&ing'system that favours generalists -
over specialists and does not, therefore, encourage specialists. A con=' '
tinuous staff‘development'pfogramhe‘should also be an integral part of the
Commissions work since’feeding the public services with officers of high

calibre will require the undertaking of such a programme. This should not

E; Chief Udoji, for example, has called for a professionalized public service
in Nigeria; See Chapter 3 'A New Style Public Service', Public Service
Review Commigsion, ope.ocit. Similarly, Professor Adebayo Adedeji concludes
his analysis of the Tanzanian Civil Service by saying that Tanzania
'... needs a growing corps of committed vrofessionals,' See Adedeji,

The Tanzania Civil Service, A Decade After Independence, ope. Cit., p«30
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be taken to mean that the Commission must be invoived in the actual conduct -
of trainingf:it means, however, that the Commission must have & programme
acoording to which the Ministries will send their officers for training sé
that these officers will either receive additional professional qualifications
which wil: prepare them for higher responsibilitieé or will atiend 'refresher':
. courses which ere-designed to exvose them to the latest developments in. their
| respective:fields of snecialization. PFinally, the Commission should play-a’
 leading:.role in bringing about the appropriate attitudinal change and in"
| creating an atmosphere conducive to development. B
Improving the. public-service as well hs thée political system of a éountry’
is a continuous process;.thé stages of which must be planned with meticulous' '
care. -However, while it dis:necessary to.-adhere to such plans tlie adherence ~
must permit a degree to flexibility so that plans can be improved upon in'-
the light of unforeseen developments as they run their course. It is there—
fore.necemsary to have a permanent machinery to ensure a: periodical evaluation
of the gapabilities of the)public service and to identify problems .and bottle—
necks. An Organisation and Methods {0 & M) department may be established -
to undertake suoch- a task but this should be' so highly placed as to be able '
to command the respect of the.Ministries. Altcrnatively, a Ministry of
Public Service and Administrative Reform may be established as in the Sudan
so as to comine two complimentary funétions in a single organisation. The
need to improve the Public Service should be considered a natural accompani-
ment of administrative reform and one institution should be entrusted to
perform this 'dual function as in the Sudan.

: Owing to the paucity of resources many African countries certainly need
help to dimprove and increase the capability of their public services. In
the first place, the African countries themselves must co-operate in the
exchange -of : information on administrative and political innovations and
must share their experience so that each country will have' the chance to
learn.from the other. This can be facilitated by existing regional insti—
tutions such as ECA, rAAPAM-and CAFRAD which already contribute a great deal . -

to the improvement of African public services by holding seminars, conferences,
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sympogia and training courses. -In addition, African countries should have :
programmes. for;the exchange of national experts as well as university pro=
fessor; both the QAU and ECA can do a great deal to facilitate this. .
Furthermore, African countries should avail themselves of the wide range

of opportunities presented by foreign aid in the form of advanced adminig
trative, management and technical training. As far as the analysis of
public policy is concerned ECA has tried to create and develop a regional
institﬁiion which will monitor, analyse and assess future World and African
economic and political trends in order to help African governments arrive
at more rational policy decisions. However, the idea of creating such an
institution, which was tc be called 'African Centre for Advanced Publie
Policy Analysis snd Strategic Studies (ACAPPASS), did not attract the
interest of many.African governments and so the proposal. did not, unfortus
nately, take off the ground. -

However, socio-political factors may tend to defeat all these efforts.
The competition between the various interest groups (ethnic, commercial,
profesgiona;uetc.) for the allocation of scarce resources will tend to
militate against recruitment and promotions to sensitive policy~making
positions,in ‘the public service-strictly on merit., The problem of triba=
lism. is as much damaging to a fair and just system of recruitment and
promotions as.it is to a sound policy-making system. Persons who are
appointed to high public office for their political credentials rather
than for their educational and professional gqualifications and experience
will not be able to command the confidence and respect of‘their subordinates; -
nor will the politicians heed their advice. But a government may be compelled by
by cirpumstances to use high public service positions as a means of preventing -

a dangefous -coincidence between political and regional {etlinic) cleavages.

Politioal stability is essential also for the evolution of political
and administrative systems. But politicians are usually impatient for
quick .results and tend to assail in public, or sven replace, individual public
servants when they seeé that quick results are not forthcoming. Future
c¢hallenges will demand that politicians overcome'this weakness by trying
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to learn that the process of developiaz a strong and professionally capable
public service takes a very long time. This does not mean, however, that
they should tolerate bureaucratic inefficiency and indifference to public

opinion which politicians are quite understandably, very sensitive about.

Finally, Government may flicker between the need to promote national
unity by trying to accommodate disparate ethnic interests and the need to
recognize and rewrrd individual merit in the public service. Only highly
dedicated and experienced governments can steér the ship of state through
such a difficult course and unless African governments show seriousness of
purpose in their efforts to transform their public services into powerful
ingtruments for formulating and execubting national public policies and

development programmes they will fail to achieve their objectives.





