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Introduction

The third in the series of geminars orszanized by the Tastern and
Southarn African Management Luo*ﬁt ta (“”Aﬂl‘ far heads of public/civil
uervlC‘ﬁ in ezstern and sou:h =tn Afvyican. cnuﬂt“‘@al_t90£ nlace in

Aorhazssa y Lenva, hetween 2 and 1980, The theme of the Hombassa
sewinar 18 'In Bearch of Optimma Size of the Public/Civil Serwice in
iapaclﬂJ the Development Challenges of the 1990s°. It was basad on the
conel uﬂi@ﬁ reached by the dalesatss at a previous {the second) seminar
held dn K npala between 24 and 27 July 198%, *hecentrﬂlzssua,‘ fore the

Mombasea Seminar was whether thore was an ontimun size of the civil service
in any given country. If the answer was in the affirmative, delegates

were to further ask if a.forwal and rational model existed "hlc“ could be
appiigd in 4eterﬁ1n1na the optimoen size of the civil service in any country
at ‘@ ‘given Stage of develp_nen Fhe dependent an& _indepéndent variables
of LP it modeL ware also to bz *3en*1f1e4 S

ic Seminar Objectives

hApart from addressing the issues of major concern, the
Seminar was expected to: Lo a

© .t (aY “re~egimine the size of the civik gervices i
= southatn erlﬂa sikh a view to dévé?ébiﬂﬁ;
'~aeterm1n1nv the ophisum gize the c1v11 _ N :
Cﬂunt?f" gﬁeclflc civewsst anees; o ”:_ ,f : T.“;

~

spmental unctlons og‘fb hoalds of

(b} axplore and lieﬁt 21,
ocles as avents of chanaa;

g
_c1v11 agrvices.in their x
{e) “identify countryﬁﬂ sunciﬂic ivil service stratacxes for -
addressing davelomuental cﬁal enges (aroth and eus?alnabllltv)
of the 1@98“,

Content »f Beminar

In - jight ni specific objectives of tha seminar,
papers were commissioned focusing »n the follewing towics: :

(2} the Public/Civil Service in Bastern and Southern:ifrica and the
Challengesoﬁ:the ?Q9ﬁ53f£é§uesg Problems and OJvuortunities:

(b the Demnand %3?T03Ch‘- Dztermining the Size of the ¢F
arvica: C o Ao ap

ATy

{¢) - the Public/Civil Zarvice’ iv;ernsl Influences: Structural

Adjustment and Conditionalities in Davelopment As"lstanc

[

rit
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“a

{d) the Public/Civil Service Mission, Roles and Tagks in the 1990s: The
Case for Ad?ustmen*°_

{e} plamning for and Measuring Product1v1tv in the “ubilcfﬂlval
SPerceo The Key ESQL L3 .

(£) strategies for Sustainablz Productivity. %evwlevment in the
Public/Civil Service of Mhe 1390s,

¥

~Geninar ?érticipants

“articzwants at the Mowbassa Seminar were drawn larsely from rhe
tby cadras of the publ icfeivil services of eastern apd scuthern Africa

heads of oualic ‘civil services, secretaries to cahinet, znd pormenent

-sgcretarias resnonsible for uu%Y_e service ministries/denartmenis (see

the 1ist of participants attachad as Annex A).

In view of ECA's widely known nosition on structural adiustment and
strucfural transforwation, the ovganisers of the *ombassa Seminar invited
the ECA Lo present a paper cuwtlininy its view om c1v?1 serv reform,
Although planning. and 1ow1at1cs constraints ﬁravented the BgA%s. repre
sentative, Wr, 4.3, Balogun, from attending the seminar, a paggxftitled
" The Afriean Civil Services withine the fontext of Structural SAjustment
and Structural Transformation: 3 Review and a Zynthesis of contgading
Reform Strategies for the 1990s”  {Annex B) was read on his behal? by
2r 5.T. Agare, Termanent Secratary, Ministry of “ublic Service , Harara,
iiwbabwe. The issues vaiged im the paper include the link .between

averall economic recevery/develcpwent stratecies and pullic service
veform, the futility of searching “or a wmasic formala to ine the
ovtivun size of the public/eivil service, the wveform priorivies Jictated
by tha challenge of self-relianmce and structural transfovamarion, and

the ¥ole of the heads of public/eivil services in sensitizing individusls
and greups to the challenge: With specific reference to the issue of
public sector raform, the waver stressed the need to institute measures
which were not inconsistent with Africa’s economic recovery and develop~
mental azpirations. The measures include:

(i) the restructuring, re-staffing and re-orientation of.
policy-making (1nc1ui1na policy analysis) units:

(ii) the re-invigoration and monitoringz of the policy implementation
sub-systems {(the civil service, the nublic enterprises, 'field®
adm1n15trat1ge and local government units, the gorg'difeﬁ’
and ‘informal®  oprivate sector): ‘

(iii) entrepreneurial development;

{iv) improvement of economic and finaneial manazement g
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{w) improved revenue management;
{vi)  improvement ¢f and coordination and debt management:
{vii) human resource developsent, management and utilizationg

(viii) dissemination of information on the strategiss and tactics
of collective self-raliaznce,

From the feed-back received at the end of the seminar, it “ould
appear than the ECA paper raised lisues which the delegares considered
nct only topical but also vital, :

Page

+
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?.0. 33? 30050

r WK K Kimalat

Secyetary .
fublic Service Commission of Tenya
? O Box 30095

iy . % Hanencu
Parmanent BSecrerary
i

-u_ut"y of Manpower Developuent and Emcloyment
0 Box 35201

IRHBY

¥, Hungu

ient Jecretary

rry of Planning & Mational Develo-ment
30005

26,11.1.{1) and (1;1)




Mr. ihise
¥y, Ratorobo
My, J D Kimura

3 7 Kimura

titute of Administration

Kabete

B Chiviya
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. W H Shellukindo

Principal Secretary for Civil Service
Ifi ce of the President

? 5 Box 9120

DAﬁAEa SALAAM

Mr, Chikame

Private Secretary to Chief Secretary to the
President and Head of Civil Service

¥ 9 RBox 3120

TAR B8 SALAAM

UZANDA

Mr J H Obbo

Permanent Secretary and Head of Civil Service
Office of the President

? O Box' 7168

KEMPALA

Hr D ¥ Drech
Permanent Socretary
uinlstry of Puhlic Service and Cabinet Affairs, .

P G Box 27 , » .y
EﬁmﬂBmE et a L
ZAIMBTA

Awb 5 D Sacika

Deputy Secretary to Cabinet.fM+& T) ST
Cabinet Dffice A -
¥ 0 Box 32280

LUSARA

Dr 3 T Agere

Pex manent Secretary
Hi

P

inistry of Public Service B T
3 Rox 3089 . O
TARARE 1

iii)
4

3




lea
Judn
[*N
purrg

’CAIPHSG RASSOIY "24.11.1.(1) ana (
AL X A . T

MOTAMBTNTS

Dr  Leonardo Simbing
Hationa} Director for Public Service
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dinistry of Sate Administration
27 0 Box 4116
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ﬂs.- 4 Iti

Y, Hangolo Hbumba
rarmaneant Secretarv
Dffice of the Pragiden
Tintensalast
?'Bag 13289

@

A
nistry of “lanmower and Aduinistration
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HiﬁlSLrV of Hanpower % Adminigtration
ifice of the President

? D Box 5%

HATN

»  Husa Justige Tsibandze
incipal Secretary
2try of Tdugation

S;"AZILAM)

Hrz, Kuthi Helene Kuhlase

Aeting Prineipal Secratary for
Labour and Tublic Service

#inistry of Labour and Zublic Service
2.3, Box 170

Mhabane

SWAZILAND
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#r X5 Wanjohi
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Directorate of Persommel Hanagemant
3ffice of the President

¥.3, Box 30050

MATROBI
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o

i

- B, W. M, J. Legwaila

rmanent Secretary to the President,
Secretary to Cabinet and Head of Civil Service
Office of the President

Private Bag 001

CARGEONT

-
A
Pa
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Birector

Parsonnel Management
3ffice of the Pregidenr
Private Bag 001
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LESCTEY  (List of Participating delegates awaired)
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Secretarvy to the President and Cabinet
P O Box 388

LILINGHE

Yr W.W., Manongta

Sacretary far Pergonnel

HAanazement and Training

O0ffice of the President and Cabinet
LILONGUE

#r G.J. Honde

Perzonal Assistant to the Secretary
5 The President and Cabinst
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THE AFRICAN CIVIL SERVICES WITHIN THE CONTEXT. OF STRICTUREL
ADJUSTMENT AND STRUCTURAL TRANSFORMATION: A REVIEW
AND A SYNTHESTS OF CONTENDING REFORM
STRATEGIEG FOR THE 1990s =*

By

M. Jide Balogun

Senior Regional Adviser, TWCA

The views expressed in this paper are the author’s and are not
necassarily shared by the ECA or the UH.,

- Mot to be published without author's permission.




Intraauation . S e

{ UlBh to heq;n.by thqﬁklﬁv FJﬁMI for EOndring'me with an invitation
to13r9ﬁent A'papar:dt thig *E*‘E?IHF of éminent policy-mnkers and admlals“
tr.EQNJQ; 1 was requestéd:to: " "HCA%s Tevspectives on African

A _:Clvll Services Strueturdlifidiustment and the 1990s,’ ﬁampvery gince the

« " topic could not be! adequately treated outside the framework of the
' contauporary debate on the recavery and development stratecy Fox AFrlca9

I have modified the title of ‘my papar to reflect the link batween overall
ﬂave1oagwnt strategies, afi: t?e one hand and nranosals for . civil service
rgform-.cn the otﬁera

e

At lezst twg. dlfferent verswmcr1Vee can be identified in the on~going
exforts at turning around the aitling economies of Africa ~'via;,structural
adiugtment, in its pure_farm;.ﬂﬂd structural transformaticn ag proposed

“tader the African Alternative Franmework to Structural Adfustment Programmes
© for accioweccnomlc Recovery aﬁﬁ.”vpnsfermatlon (nereafter re erred to as
CRAE-SARY . '

This distinction between ZAY 2nd AAF-SAY m may come as a.8hock to those
who ingist that there is ne alterﬂxt:ve to structural adiustment. If SAP
and ALY -BAY are actually onsz and the same thing  the ECA'z :ers riptions

for civil service reform wav1¢ Fot be fundamentally: diffare t from the
i@ '-structurs‘ adjustment foreula., Howaver . ¢ thie ;aper no ints

in its'drlglnal form, diffars from the BCA-sup arted alternatlve
*1n taras of the ﬂtag&aams of Africa’s develoﬂmen Dy
Drescrxntlons for sconomic recovery,
: 5 oripinal form! af;a? all, the harshEESS'OF s?rLccv al ai;ustment
has beer tempered, and lts cldim o universal, unfailing wiadee Fefuted,
by the stark’ tealltles of . socio-aconomic 1ifein. structurai1y adius
LAfrica, "It 19 tfue that in response to critical comments, thg ‘”vocates
o ,fk havd” reworked their uQU”thﬁ% and re-packaged their nﬁo%esals,
Even if'the substanCe remains rhe same, the stvla has' chiansed’
irecogiized that the sho*t ‘term . orientation of 5AP places 'L
digadvantige vig=g~vis AAT-GAP. There is therefore a olgay
finding s common ground for resolving Africa’a develophent
ig perhaps the 5AP advocates® ufforts to . promote a cowvergén
- that have blurred, in the eves of some observers, the. d1v1">.‘
vetveen SAP and AAF*SAP Al% tha same, the Aifferences batira _
St awe whrsist, This naper For dngtance, begins: by domparins t awc‘
’a-strateglesu it then ﬂraceeds}tq exanine the Tracent move ss'guoec1a11v by
Jorid: Bank, tg Jcrk ou REETIBUS 0N recovery: ani aqsianmhnm

- almglarltles anﬁ,a

Lﬂ 1& pefhapslett1no to s*art Mlth a %Ied rncentl;‘pwwre:sei bv the
Pregident of the U General Assesbly, fGemeral Joe Garba, on tha relationship




. Pt ;._;—;._. FEC R
S BCA/PHSD/RAS0/ 1Y /24011 ,1.48) and (1i1i)

Page 2

between SAP and AA¥~3AP. According to the distinguished soldier-dipiomat,
there is no alternative to SAP, General Sarba recalled: the ¥ole he

.played in presiding over tha plenary session of the UM General Assembly

which adopted AAF-SAP., ‘Apparently he has since had second thoughts, In
an-zdresse delivered at a World Bank/EDI seminar on 24 Hay 1930, he noted
that: ' L :

The adogtxon of AAP-SAP had engendered very.pa Lnabln emotion.
The truth is that, bifter as Structural Adjustment Programmes
may be for Afr;cana Statés, I sincerely doubt that ‘there is an
alternative to SAP. Bitter problems demand bitter solutions.
Africa’s economic problems could hardly.be any excéptioﬁg“f lj

Comzn* from no,less & personpzlty than the ”re31dent of the General
ﬁsaembly, this cbservatlon is likely to carry 2 lot of wezgh Hovwever,

Jit’ is“doubtful. if the observarion fits the facts. A comparison of SAP

- BAP: 1The Thesgis

with AAF-SAP will put things in their proper perspective.

SAP 1is based on. the ‘premise that the deepenlng soc1oﬁecanom1c crisis
in Africa 1is the culmlnatlon of vears of excessive government intervention

“ia, and mismanagement of, the econowmy. It is argued that in the natute

of thmgs9 government is an ideal instvuﬂentalitv for the epactment and
enforcement of laws, the defence 0f aach nation's territorial boubdaries,
the administration of judicial, pollce and prison serviees, and, under

" special cucu*ristances9 the construction of economic 1n£tastrgctures and

the rumming of noninal social gervices, By the same tokzn, 1t is not

‘the business of government o ewbark on large~scale investments in industry,

mlnlnga and manufacturing, or itc manage commercial banks, insurance
companies or auto vewair workshows Wholesale and retail trade are defini-

tely off-limit. In effect, rnerefnr that government is bast which

1nt&rvenes the least.

"In defiance of the "natural order® the SAP thesis continues, govera-

‘manis in Africa have taken upon thewselves roles and rGS“an*bl 1t1es

which properlv belong within the province of private ent=?ﬂrlcc;-FSgec1ally
during the First and Second Develonment Tecades {the i96{is and the - 19703),
Africa’s public sector grew by leaps and bounds. The civil.service,:
essentially, a2 law and order orgacnization, extended Ats. Wwings to economic
sectors such as. agriculture, housing, civil dVlHthnQﬁ c1ec3mmun1cat10n,
and the sdéministration of ports and harbours. ThlS entalleﬁ the establigh-
ment of new ministriés, or the creation of a&dltlonal dnma gments and

units within existing ministries.' The parastatal sector has witnessed a
more phenomenal growth. In contrast to the latter nart of the eolonial -
period when a handful.of. marm ting or: commedlt cand muiti wurpose
develcoment corporatichs” CO“,XlStQu with 2 fan publlc u*llx*lc@ the

post— independence period heralded the birth of . an. increasiog number of
public carpg;atlons_aﬁd_staueuowﬁad compan‘as,m . o

cad
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and t6 transfer allocative and investment dacisions to s
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As the advocates of SAP insist; an over-bloated public sactor is
tad for the economic health of ‘a country. TInstitutional proliferation,
for one, invites the risks of duplication of effort and misfailocacion
of resources. Rigid bureaucratic controls stifle the initiative of |
the bureaucratsg'quite apart from impeding creative and entrepreneurial
ac11v1t1es in the society at large. Wamalwa's summary of ‘the case \

Ealﬂat the publlc sector is apt: S o

7 Having beéﬁ'éhiélﬂed far teo long from the realities of the
market place <+. it is too late in the day to expect the
_public sector to understand, let alone live bY9 ‘tha (bconomlc)
.laﬁ'oL _supply and demand. Yet understand this law 4frica must -
if it is to survive in today’s turbulent world.' %f

The failure to abide by rational economic laws has cost Azrlca
dearly. It has let loose a number of disequilibriating forces on the
economy, among them, adverse terms of trade, widening trade and budget
deficits, mounting imgort bills, growing external debt burdnnq'(rarticum

larly, in view of rising interest rates) and the eri pllnp 4edt servicing
9 g p

obligations.

The thesis put forward by SAP 1is th=t the disequilibria in the
econowy could be rectified if certain policy measures were undertakan.

. The measures are mainly of a short-term nature. They can be likened

to the shnckﬂtreatments administered on an emergency case in 2 hospital.

‘Howevero in place of mouth- ~to-mouth resuscitation, SAP prescribes a

number of bitter pills - or bitter solutlonsg as General Zarba prefers

to ca‘l tham° These include panlno the size of the public sactor,

reduction in public expenditure (80 as to wine out budpet deficits and
halance the budget') imposing ceilings on government- and private
sector burrowing from the banking system, devaluatlon of currency9
removal of subsidies and price comtrols, ‘privatization’ of public
enterprises and liberalization of the economy. - These policy measures
are closely tied to otructural_adjustment loans and debt ralief or
reschedullng measures. :

‘-”’”his'then iS'the thesis,' lmaparuprlate policy and administrative
rasponses to the pressures of the post-independence environmeni served

o unde rmine the productive capacity of the African econowy ,Urec1w1ca11v

the puISult of a strategy of ma831ve-ooverﬂﬂent 1uterventlon ?ﬁ LE:
estezul allocatlon of resources and denied the entife- soézaty the_t

8 of private enterprise. To reverse the negative trﬂn '
economy, instant measures wust be taken to limit tHe scoﬂ ‘

L2 gectdr. The adjustment fro%
ennin’ or 'cammand®  econsuy to one "overned by markst. fﬁrcas iz not

galng o be, without nain, but tH;J 15 ‘2 small orice to pay cﬁnn red to.

_ that of permanent receﬂglea
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AAF-84F: Anti-thesis

P

is there an anti-thesis to the SAP thesis? 7o be specific, does

AAF~GAP see things differently or 'is it all a matter of ?irgdistic.
subklety? 1If we make a sevicus 2ffort to overcome the 321cab1h :
emotion’  which some observers linked with the adon*low of BAT BAP, w
are 1;ku1y to perceive at least four clear differencas between ﬁﬁ“‘aﬁi
and SAP wiz: diagnosis of the socio economic malaise, prescrintion,
time-gpan and welnczty of change, and the universalist rench of reform
Beaguyras.

Disgnosis of Develownental Zroblams

~ Unlike 5AP which holds government 1nterveqt101 solely rﬂs“onsxble
for Africa’s economic crisis, the authors of AAY -SAP are convinced
that the causes of the crisis are far more deep rooted than ever
imagined. As argued in the Lagos Plan of Action and consistently
harped upon in subseguent dotuments (notably, APPER and UM -PAARED) .

s

nic backwardness is directly traceable to:

“The lack of structur 1 trane formation ani the pervasive
low level of produchlvxfyg aggravated by. axoeenous aﬂ&
enio?enous factors,' = 3y ' -

While not explicitly stated in AAT-SAP, it could be inferred that
S4P°s tendency to attribute the constant decline in »roductivity to
governuent intervention. is an 'oversimplificaticn= The critical

factors affecting the productivity of the African economy, according
o AAT-SAY, are eXcruciating nmvertvg gerious &efzclenc1e= in basic
and social 1nfraatrunture and - echqc]oglcal know - how. Tha

excessive outward orientation of tne Afrjcan economy does not help matiers
mach. In fact, because of the Jepandence of the economy on the indus~
trialized economies (especially for capital and consumer goods), and
u@k_na into account the limited options availabla to it in the arez of
exsort trade, the Africanm’ sconomy 18 suscentihle to tha vagaries of the
international environment, In Yeceut years. the growth 3% the scoomy

has been constrained by factors such as the collapse of commodity prices,
the deucline in official de elf ient aSQ1st°nca",1ncre¢sed srotactionism
and the imposition of non-tariff barriers. high interest ratesscufrency
fluctuations, and cranlinc d b 5@ VV1ce oblx*atlansn

Therefore in contrast to S”ﬁ-which‘treats Africa as an 'emergency
caga’ nAﬂwSAU insists that the African ecomomv did net sudienly fall
into a coma - that the symptoms of the malaise had lain dovmant for
yveare until the crisis brought zhem to the surface. In cther words,

struetural and historical factnrs accotnt for Africa’s socio-economic
crisis,
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Prescription

N Cbnv1nced “hat, the solutlon to Africa’s socio-economic crisis lies
in structural transfornatlon and self—rellance9 AAF~SAP is particularly
eritical of the short-teérm orientation of SAP. The latter's insistence
on drastic reductlon in public expenditure would, in the view of AAF-SAP,
£ail in its intention to balance the budget, but would sycceed in starv1np
critical sectors (like education and health) of needed resources and in
.trlgerlno off the socio-political consequences of. retrenchment and
unemplovment. Jther measures “‘such as the servicing 0; external debt
obligations, devaluation, and thé tishtening of credit facilities may
also compromise the welfare of the peonle and the long ‘term develonment
needs of the AFrlcan economy . :

If SAP is considered d;ficiéﬁt what alternative and specifie solutions
does AAF-SAP offer? In broad terms, AAF-SAP regards structural transforma~
tion as the key to future suceéss. This presupposes . resudlatlna "those
p011c1es and programmes which focus almost exclusxvely on, symptoms' &
as against the fundamental causes of the economic malaise.  In the words
of the Executive Secretary of the ECA, Professor Adebayo Adedeji,

"We must make a sharp break from our umenviable colonial
economic 1egacy3 and we must do so by occupying the

" driver’s sedt in dlrectlng and pllotln? our recovcry
“and transformation proeess.’ 5/

. HAT-SAP accordingly re emphasizes the need for collective self-
reliance as enshrined in the Lagos Plan of Action. While allowing for
policy: flexibility, the new strategy entgils the adontlcn of a programme
of action the basic elements of which include:

(i) '1nten51flcatlon of efforts at domestic_yesdgﬁéex-
S mobilization, including plugging financial leakases
and ensuring ootimum . (and ethically rloht) use of

resources;
(ii) = continued investment in the social sector (education,
' health, and water etc.) to enhance human rasource
capacity;

(iii)  transfer of resources from non-productive to productive
gectors, that is from consumotion to investment and
uroductlon and from routine admlnlstratlon ‘to research
and development°. '
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(iv} democratization of the development process (including ™
mobilization aﬂJ empowarment of the people for sustainable

dave 103me1t ostering 11va5;m9nt an*leﬂtragraneurlal activities,

imp - .and 311w1n3*

ima debi. aqd DYDDAL. caordlnatian

'5 - ‘:"?.: - - Lo P

C(wii) 3trﬂhgthenin3 the scientific ani te chqolo 1ﬂa1 basa to
‘ ' facilitate the transformation of raw matemlal. in the
aericultur@ ﬁorestrya mineval and othex sectorsy

viii? vertlcnl and horizontal Aiversification. {production: for. .
o dersth consumpiion as well as for exsorts. legsening:
of;depenﬁenca on a narrow ranse of exvort CO“ﬁﬁdltles}g"

(ix} establishing a nragmatic balance between the public and
3r1va e becte?s; R

x} debﬁ fewn@ﬂ tiation to, securg denf cancellzt%a and limit
the ‘parcentase o f exnort earninas ﬂevote& to . debt  servicing
to between 10 and 15 per cent;

(xi) - embarking on diplomatic initiatives with 'a view to obtaining

Spi. 0 amoratorium on debt dervicineg snd persuading the Group of
geven to remove rest rlct1oﬂs on reaource 1ﬂ“1oﬂs-tD'Africa,

o2
.J
]

Time~5nan and Velocxtv of Cha

~ SAP's concern w1th Flnilnﬁ imredizte golutions to problems posed
by the imbalances. in thz e CONomY sonetimes araduces hasgy and ill-
considered socio -economic ‘decisions. Ag obsarved algeahev by the
auther, S S P

"Orthodox ‘structural adiustment commels the policy maker %o
tackle too many problems: at the same time 4nd to oroceed with
unseeuly haste.  The consequeiice of the high valocity of change
is confusion at the selicv and manamerial levels. Tha costs
include wolitical instability and eivil disturbances.® 6/

To overcome this limitation, AAT-SAP nlaces strons esphasis on
reforms having fundamental and 1ldng term comnsequences for the development
of the Afrlcan economy- .%. the operationalization of the doctrine of
gelf-raliancs; the provision of =n enabling environmeat for the develonment
of a self-gumvorting technolosical base and of entrevreneurial and
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encouragesent of popular participation in the
omotion of inter-Afrigsn trade and seonomic
dnd horlvonpal dlveralflcatlon° and improved
Jdebt and foreign aid.

Imiversalist Reach of Preseribed Solutions

illusion., The latter sirategy accordingly refrains frou tackling,

5

Structural adjustment gp;r saches public policy as if it was a
mathematically nrecise science. AAT-SAP does not entertain such an

‘economic recovery and Adevélopient problems with one .arand, over-archinz

tneor,) sreferring instead to establish a general'franQDVK w“lcb

policy-makers could adapt & thair peculiar situations. Like 549,

AAF B4 faaeurs change, abhiy: rmandersania, and advocates Lﬁorﬂvei
3 H

.maqaﬂeﬁwqt of the scoaony. However unlike the former the iatter,

‘recognizes that certain policies and oroeramaes. are crucial
to the surviwal and development of each country. It (AAF-SAP)
sroceeds on thg”@SSumotlon that thére can be no nolicy without
people,. an? there can be no people if nolicies are $imsly concerned
with whether figures add up and not where human beings fit in.' 7/

Vi

I1. Recent Mowe Towards Conversence

‘Atverpts have made in Tecent months to reconcile the divergent-

cpogitiogns on recovery and deveno xnent stratépgies for Africa. The

 World Bank has oart;cula 'aqhﬂawladged the weaknesses of BAT and
proposed trave of overem: them, Like the Iﬁﬁg_it has not offlClallv

abandoned ‘SAP, It has onjv cenceded that the critics of SA? wmight have
a point or two worth reconsilering. fme such point is the an?eaSanly
unbearable (sccial) cost t of structural adjustment. . Another iz on the

need to situsta. structdral adl uetmqvt within tha broad context of

structurai transgformation to egwhaszve the long-term developmental

reaulrewrnts of Africa over the immediate wmodétarv and Llscﬂl measures°

The first Lﬂdlc&thQ of a Te- thlnklng of the Lheorat1~a1 basig of

SAT .came in Jctober 1989 with the release by, the-World Bank of a document
titled Sub-Saharan ‘Africas from Origis to Sustiainable Growth: a’ long-term
Perspaciive Study.” In contxast o 3an.earlievidublicdfion issuad jointly
with the [UNDP '8/, the perspective study was nrepared to accommodate
conmtrary views on SAP, even if uawilling to dls“OWﬂ the recovery strateg:
entirely. As the Presideat of fle World Bamic; ‘Barber B. Conable, pointed
out in his foreword, a central. theme of the new »ublication,

Is that although gsound macro-cconomic policiss and an effic
infrastructura are essentisl to vrovide an emablin~ environ

ien
ment




for, feonsmic Recovery and Devel
of the eiforts to reselve tha desvening socio-economic crisis in

R ¢ 5 th° re“structurl

32¥L rea 1101.{i) =nd (iii)

+ ‘the pr&uuct’VL use 7f
“.tﬂ.ernanrﬁ the srructu

; 1o¥ efforts ara neeﬂni
rrad ined, move healthy oo
'1ﬁ¢t1tuL10na1 framework v
this is why the re~““*;-“
centared develosment st

rod
ion Ana £ arestly atrangthen ©

in which development can take place.
.lv suonorts the ¢all €or a human-—
wade Dy the ECA and UNICER.Y 3/

on to add that even thowm the 'public
zipongible for the poor econgmic..
gree4 that 1nrr0ase1 »rivatization
In a- manner of Sﬁeaklpﬂ

bué‘lt was &eﬁﬁ an oEELQO a_é 11v refgr* 2o nubll_a SﬁerCﬁfmthat

is,
"Rubllc service tha is 2fficient, a du?1c1al systed that is
trat£01 that 1s accountable ke ivs

That is preciselv what the ECL wants ~ an arnropriate halance between
- state c'nrrwl P oant Tpeonle uower“ » between public and private enter-
svise, and befween centralipation onl Jecent?all zation. . Tt is essentially
tha bas ic thrust of the oLracturai trangformation stratesy ag advocated
in AAF SA] -But while.the a2dwicntes of SAP have recoenizad 1ts wzaknesses

and conceded a feﬁ:pelntsmao ApF-347 . the conflict over Adrica s develoos-
sent stratesy is far frow veselved. - The next section examinasz the
icatimms of one stratesy (ALT-347) for civil service reform,

3

kY

ELI, Implications of AAF-SAP For Civil Service Reform

At the height of the Jebate on structural adiustment Hrogrammes,

the TUCA sutlined its position on cublic sector reform. Im a. paper

titleﬁ f* ~dynamizing Africals A,anlstratxwe’%anaﬂexlai Systems
asment’ it suggested that asg nart

Africa, =tte enfion should

“acusg on the following pricrity arsas:

v

=, ve‘s*afflngﬁ, nd re-orientation of
‘ef
ﬂxac¢4 ng ‘molicy analysis) units;
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{11 the re~invigoration and monitoring of the neilcy lmalementaﬂ
- Eion Suhvsyste g {the civil” serv1de, ‘rhe publie enterprlses,
"-field ' administ¥ative and’loeal government units, the
organized ° and the ‘informal' nrivate sector):

(4ii) emtréprengurial dev eaments_ S FERTE

Adv) - iﬂmruvenent d? 3c0ﬁ6aic’4ni 1nanc1a1 manaaeﬂ

—le

(v}  improved revenue management;

.

(vi)}  improvesment of azid eoordination anﬂ'debt.maﬁa ement

R TR

{7ii) human r—source devcla'nPntg mana”enant and utlllzatlon°

C{wiii) dlsseﬂlnatlon of ManfW&tlﬂn ahout hhe croal&J dtrnteples
' and tactlcs of collective self-reliance.’ 117 .

Develoowments since 1987 (when the paner was relesssd) have confirmed
the need for such a pragmatic approach to administrative reform. While
ALF-BAP has elaborated on the structural transfcrmation strategy of
racover Cy and development. the points made in 1987 about: riwdynamizing
ﬁﬁric g public servicee are still relevant. In subsesuent paragraphs,

an attempt is made to summarize the up~to-date position.on publie
service reform. Suffice it to say that nh11e the ECA:has not produced
a formula to determine the ‘outimum size® of the publie. s&rvicn at

any given time awd place, it is of the view that public service is-best
uevelo?mentg Based on this simple

L
is
which facilitates the process of
logic, rhe EOA is anxious to see a citizen-oriented, ethigally: un-right,
and accountable nublic service instead of a preﬁatary, un-=eresnongive,
and arowth-inhibiting apparatus. It is thus clear that the public
‘service which, in ECA's wvision, could be relied on to ueet the challenge
of the 1990s and beyond is one that gives back to society more of the
_good things that it takes. This is different from 2 puklic: sarvice
which collects taxes with the lafr hand but JverWHelmq the 3raduc*1ve»
sector of the soc1aty with rules and regulations written hf the rlyht
hand,

Re-dynamizing Institutions for Policy Analysis and Forsmation

The view is sometimes expregsad that there is no bad nolicy but
shoddy implementation, The #CA, while acknowleging the role of career
cfficizls in influencing public policy, believes that administrative
ervors tend to spring from wrong-headed policigz. This means that

i)

Q

4

'jaccuuntablllty and ellmlnat frauduteﬂt ni cofaur. zaractlces)9
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‘even with therbest of mtentlons9 an admlnlstratlve system cannot make
"to succeed ' a. p‘llcy which has been ,‘programm..d7 from the outset to

fail.

In any case, the on—going socio-economic crisis originates in part
from inadequate or inanpropriate policy response to the challenges of
the external apnd domestic envicnment, As a means of overcoming the

.cr151ﬂ and wari1ng off future disasters, it is dmperative that the

policy process be. crxtlcally examined. In concrete terms, the imstitu-
tions responsible for central policy direction should be identified and
their relationship with the sectoral a?en01es clearly defined., As much
as pogsible; attention should focus on the cheCRSMandﬁbaianc-a
mechanisms to ensure that the prinecipal organs of govermment operate

in unigon and that no actor or agency is ‘above the law’ . The-
alzerndtive is a machinery of government with "“énclsves of authorityf
each intarpreting policy guidelines (e.z. on externsl financial
comgiiments, foreign Toans, and domestic contractual obligations) as

it Zeems fit. Political ant administrative leaders now havs ro 2stablish
(or revive) and enforce a code of conduct on 'imstitutional behaviour at
tha hi~hest level of goveramsnc., If 2 country's salwation dapands on
sz21f raliance, any action which runs counter to it should be ﬂet U1th
Fi”h 10&&1 rawrlnan1 and /ur severe penalties.

4

In. addition te re-estal hhgﬂir% the inteerity of noLlcy _ktnﬁ

imstitutions and restoring beople’s confidence in governﬁent it

18 egsential that strategic thinking be made an integral vart of the
.yslacy process, This enta*lf the development of nolicy analysis capa-

eity in the public serviee. Apart from the independent think-tnaks

. operating within the instivutions of higher learning, the poliecy

nlamning staff adv131ng the President and his cabinet should ke
adequately trained to undertake long-range studies and to propose
measures aimed at coping Witk short- | medium- and long-term problems.,
The research and plamming uaits located in the sectoral wlﬂlstries
should also be organized in auch a way that they could acquire
information, send: Tearly warning signals’® to the anpropriate quarters,
and des 1gn new Droductlon LTOCesses .
Thm“ zed for policy nv11u¢tlov in thls pariod of rapidly diminishing

rasources cannot ba over»eﬁohnsxweha' Polltlcal leaders and career
fllclals should therafore be intsressted in critical asséssments of
contemorary policy. The import of this is that ‘open' policy systems
should now replace the ‘closed” omss. Policies and programmes rust
b2 subisctsd to the litmus t@SLS of efrectlveness efficiency, impact, and
client respou81veqesso o '

ek}

o8

Revita Ti inz Implementation Ageﬂc

7

b Hu

‘ .. R TR TRt R . .

By rejectiny a doctrinairs apiroach £o tha privatizan
enterprisaes, the ECA is comaitted to a policy oF nstabfls g
balance between public and private ownershin, and among éixf.remt




[

oy

o
-In u&Cldlﬂm‘Dnﬁfhat_gachZELJQ cy
‘the policy-makers need to bz g

- oriented, the ¢ivil darvice may i

t *hctﬂz1cal statements qn
“overcome the nreseﬂt soc10r acono

“amwamwmmuw mxunv

B '«;f\ 90711 - M 1.{i) and (i*i)

The first nriority therefore is to
zach institation {Whether public
ify ways of eliminating techno-structu~
o the realization of stated objectives.
is to accomaligh by way 4f chjactives,
uided by Jan Tinbergen's” ’law of external
effects!’ Simply stated, this iaw stipulates that decisions should be
taken at-the anpropriate level. If any decisibm is taksan at too high

tevels of state administration.
L) i
2

agecartain the purncse  for o
or private) is created, and i3
ral and hehavioural obstacles

i
S
e

ic
en

or too low a level, external diseconomies Jould be the outebme

EBach implementing ageney is subject to a variety of constraints.
The regular civil service, in particular, is ant to be orzanized and
: ate_ along classical’burezucratic lines, To thig extent, and
unless deliberate ‘maasures are taken to make it 1qﬂovct1va aﬁ* results-
4e ‘'socio~economic gxeﬁth because of
its predominantly - ‘hierarchical arxnntatzeng and its biag towards rules

cand regulations.  The civil service may also suffer. frag'othar institu-
¢ tienal weaknesses ~ notablwv, the abgence of quantifiahile 3erFo“mance

indieators, and the reluctancs to experimeat with contewporary motivation
and productivity tachningues. Gmftbquyg agencies such as the ‘ministries
of agriculture works, posts 2nd tslecommunications, hducatﬁon an-

: bealtng can beneflt from the avplication of these technizues. All civil
--gervice departments without excéption need to becoue 1HCfeaalng1v'
wﬂizizeﬂ~»—and serv1ca—or1ent3' d uetwmnscmus9 ann acaounta%leo'

'"With reward to the ‘parastatal sector', the issues to .address as
part of a comprehensive reform packase include those of clarification
of mandate/missicn; establishment of measurable werformanca iadicators;
determination of the apnra§r1are balance betweeﬂ exte rnai (gol1tlca1
and civil service) contrsl, on the one- hani and ﬂanamer 181" autonomy
on the other; as well as tﬁe enhancement of nroductiviny through improved

tananc_al zd 1nvontory practicas, nersomnel srocesses. and ravenue

L debt management.

varnment itsel?® TESQrvas atoasption., To

'ﬁceﬂtra‘lz 11EV

start with, the latent ﬂﬂ?&ﬁtlwx at the local lavel .needs &5 be fully
 exﬁ7ored with

a view intesrating lower~level slanning wit h national
Yo econodic 4ec1eloﬁs ‘The recant yeaas have witnessed too many
walar papbicipation. 3£ Afviga is teo
c;d‘fflcultles it is essential that
SLbstantlue actlon be ‘taken 1 to anppwer local communities tsoiplan their

, ﬂown future and (2] centrabutu‘ia ‘the realisation .of - thelr dreamis., -
4nuowermbnt takee varlmus,f :

ol

yZul 3r@pramme

33 s It ranges fron

£ &isﬁripﬁ;_an?

! & 'vole of
qovenenta;and.orher non LQQVanmental

oo
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'Entrgérenéurial Development

;-¢ue pt lic sector- 1s SEldUM 1e0arded as a Husxness entervrise or

WQSSOCL&ted with risk-~taking. However, a number of activitiss carried out

by ths sector, nartacularly in Africa,. are business-oriented.. Examples

~. aould have: subktantiallvTaltdred the way the people live and

are 3:oduce marketlno b&nk11$ and 1nsura1ceg international trade, civil
aalatwn9 1nter“cont1nenta1 communications, -shinping, electricity genera-
tion and transmission. These are the activities which public enternrises
and state-~owned comﬂanles are set up to manage. Unfortunately, rather

_,than aauly modern manaﬂement techn wigues which guarantee succesg in a
‘competitive setting, managers of public enterprises freguentiy hide behind

their monopolistic cover to gexform below minimum. gtandard., It is

-reuo*QLZDd Lhat they faﬂe obstacles (political, envirsnisental, and resource
._conrtralnts) but only few of them ever attempt to convert challen"es
into opportunities,. Perhaps . if thz government concludes. performance

contracts with .the board and ,manafaﬂent of each »ublic enterﬂrlse, the

;latteh would be cnmaelled to bacome entrepreneurial,

ven the repular (anﬂ gener a’ly bureaucratic) civil service will
profit from an anestment in entrenrensurshin, At the very least, the
investment will make the service increasingly disposed towards innovative
activities in the private sector and to research and development projects
handled by the institutioms of higher learning. It is also a sure way

fox the civil servica to swan its obstructlonlst°s renutatlon w1th the
ot grﬁWthmfaLllltatln one. ‘

.'_,.‘.

. Improved Ecounomic and'Pinancial Mznasement

Tt isa fact: beyond disnute that the answer to Africa vs economic
problem does not lie in starvine the social sector of resources. In
fact, that stratesy would work aszainst the continent's lonz-~term develoon-
ment interest siricé it would further undermine the already weak institu-
tional and technological capacity. The nas between the industrizlized
and the less developed sotieties continues to widen nreclsﬁlv because
the latter earmark larse chunks of resources’ ‘to research and development.
The investment has paid off frEﬂendously ]udalnv bv the progress already

- recorded in ulffer ent areas of human endeavour } enerﬂry9 Lgaﬂ31orat10n9
.comuun1cat10n39 ‘and inforvation’ technolo?vu In contrast conditions

in Africa's educaticualiand- rnsearuh 1nst1tutlons'se ot tﬂ havc ﬂeterlorated

-over the years thankstn the'™ owress1ve reﬁuctlon in tH& &esourcas
- aliocated to themry

A e ﬂ@uorFui $£ any SEIIOUS resaarch work has tak
place in any of EHESd:iHSt1LUwana in the last’ F;ftee '
notblnw"nf congeqiencs i §ame¥ned from the 1nst1tu*'on.

is illogieal to talk about Tarowth' or dEVelonﬁens‘[ when there
anpears to be no sizn of 1ife in the economic system’s heart-beat - i.2.
the research and dawvelopment institutes!



‘projecta and on wroiects which were abindoned 111 wWay i
raising serious ethical cqusstions (particularly, about who gatg =aid

ol should now he met with stern
_Jaﬁj’QDEl te to recall taat ths “*aqt DPepression of the 1230s rlaced the

e
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BSerting our priorities right iz thusg a maior task 'in égdpomic and
financial mangement. In 3dd1t10ng it is necessa¢v to bring o bear

‘on decisicns the concept of ‘value for momey’ . Expenditures on

health, education, social gervicas, research and development atc.

must ba"hwﬂluatbd {like amy atrher exvenditure its=w) for impact and
effectiveness, efficiency, =nd cllent"resgonslvenesss In gome countries,
contracts have been awardad and scarce resources exbended; on Phantom
art Trom

for. contracts not executed and for servicas not Tﬂn&sraﬂ} non‘axlstenu

ot uncowinleted projeets divert resources away Trom the ,roiuctiVQ.'
ectors to the 'black holes’® of wnig manaszewent and maladwinistration.

'ﬁs s preventive measurs, zoliecy-makers need to ensure that ao cent ig

aliscated fo a =woject until;a proiect docwment (indicating in a0
upesrtain termg how the proiect would be axecuted From the besinning
;o_tha.end) is.sub mitied Hv one rarty and certified by another.

As o rt of tne ef*ort% £o promots iﬂﬁrowed economic:and‘Pinaﬁcial

. @anaze ment9 2 national-{and subsequently, continental) crusads neads

t5 be started and directed against reckless and ‘or wasteful allocation

of human and material resources, %efective stock and inventory management,
deliberate nis-handling of Jﬁbi‘ﬂ assets, and slovenly attitude to

measures. In this resneet, it is

now industrialized socxetles af Western Burone in 2 sltuaﬁlcn not too

_-a;ffercqt fram that Fac*nr_ Africa today. How 2id they vespond to;
‘and finally conguer, the situation? These societies individnally and

coilectively anplied the 2rincinles of Rationalization. 12 In other
words, in their factsries, offices. and Hnﬂes2 the citizens of-.these
saciaties declared war on 311 aical . time - and money conruming methods,
aroceduras and nrocesses, The leszon for Africa ig clpara' Fauley
organization structuresp chactic work ‘flow patterns, tortusus and
confusing wrocedures, and undus protodoly:must now give way to efficiency
if ghe forces of recession are to be wanguished. ' ‘

lmproved Revenue Yanagement

Reanyrce wmobilization iz also sssential at chis critical moment in
Africa’s socio~economic history. However, the call is for a service-
orientzd not a nradatsry state. The courge of aconomic racovery and
growth will not be served if the nublic service collects taxes werely
to pay salaries. A govermment department which sponses én. -gociety
deserves to be abolished or 'nrivatized® . It is thus necessary to

approach the task 6f revenue bablﬁlzatlnn bearing in mind the gservices

to offar, the facllltl 25 to nyovide and ‘or the productive activities
0o gac11$tate=,.Tt is equally fsmportant that stens be taken ust to

expend capital raceipts sn recurrent services. Above 31?9 revanue

coliacflon mechaqlsn should be freguently monitored to counter Fraudu-
lent JzaCLlcPs and guard agesinst under-coilaction.

pod
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involved in nezotiations on

of indebtedness. The aid ‘with strinas’ '3ttached is not

o
[}
St
2
o]

Debt ianagement and Aid Coordination

Bl

It is true that only a few central asencies {e.z. the Ministries
of Finance, Sconomic Planning and the Central Bank)} are directly
forvaign loan and debt re-scheduling.
However =usny other governument depiriments frequently enter into forﬁlnn
financial obligations, These departwents imnort machinery. sparss, and
raw waterials in addition to hiring foreinn exnerts to wanase rechnology-

dngensive nrojects. Unless their ‘appetite’ for imvorts are comtrolled,

these departwents (and orivate business organizatinns) are apt to

,exacpfbpbe the ‘external debt situation through their varicus commitments.

It is therefore necessary to estabiish a strong dabt management unit
within the Ministry of finance and "lanhing. Its terms of reference
will include coordinating avrlications for foreéign loans, and critically
examining nrovosals having external fimancial imdlicaticns. The unit
should possess adequate analytic and research canarltyg Citosould
frequently undartake studies ﬁltectad towards rromoting tha ethos of
self-reliance within the’ uublzc anrvme9 in’ Dﬁrtlcusﬁﬁ?‘, ‘the 2conomy .
in.geneval. C : . : I

1

Debt management 1is, im any ‘casze, one side of the ce¢,;; mhe other
side in foreism aid, The oar#doX is that aid may be the ﬁ;ecursoa
ﬁsl”lcuq

as .the aid ‘with travs and.catehes’ . In the case OT*' & o
terms are laid on the tadble for all to sse and’'the 3n14 proquo bagis
is megotiated. The choice is- then teft to the i ﬁtEfésfud partias to

make. ag for the latter, (,“ 2id with t¥aps and catches) the recinient

mav walk into a mlne~f1a1 t ﬁucescarlly beécause the' denor acts
zhscaievausly)_but,bacause tha former {the redipient)’ Aid npot take
due care in accesting the latter’s offer.’ Heavy duby trucks are
beautiful gzifts if ounly they would come with'a cehseless flow of fuel,
and. constant supply of lubricahpts and spare parts., A ‘moderniziag’
economy can rejoice when @ daveloped vartnerhelps construct 2 modern
airport and instal state-of-the~art cowmunication facilities, but the
doy will be short-lived as the Zocal managers dis into the fpraian
raservies o pay for new equipment rep?acem nt parts and maintenance
tachnology. If the public SwfV1Cg is to contrihute meaningfully to
on-going economic recovery efforts, every actor in it must he sensitized
to the need for self-ralianda and made aware of ‘the ¢osts of frreign
devendance., - S o T '

“n

Buman Resources Development and “dandgement

fritical to the realizatinn 2f the obiectives sf vublic servige
reform is the quallty -of: hutan: vegources. The best conceived roform

pro*ramme is likely to come. to nought if the nersomnel to imslement.
¥

it are moorly trained, wronsly deploved, and illﬂmotivatedﬁ it is
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therefore imperative that careful attention be paid £o the development

of all categories of staff (fom those occupying stratesic pnlicy

making and senior management 0ositions$ throush the middle mandzemant .
supervisory cadres, to the lowly-placed. emploveas). . Mannower development
schemes whlch are 5eaicned i;lcally for adMLnlstratlem reform

should focus on the enhaﬁc,d 1t of policy and instituticnal eapacity,

i went in stawiarés of perfermance, and change in aftTtuiﬂs and

rportant s training is, it is far froam being a vanacez vhich
somg Manazers regard it to he. A wall -trained emplovee is useful to
h-s orﬁsnlzatlon dﬁlv if he is ble £0 apsly tha skills acauired and
: Lgaw12ut13nal climate iz conducive to the aoqliﬂntlan of new
2§, - in contrast, wie an employee is exonsed to training in
analvsis but posted to a persomnel adﬂlﬂlS&rltlaﬂ degk, the
ing areﬁ zt least, in the interim, lost, Akjve all,
:zainee’s supervisor is a barrier to creativity. or the organi-
- he s o clear-cut solhcy on motivation of chanee asents. a
stint at a training institute will not be different from a holiday
or s jamboree. In any case ﬂuch depends on leadership - paolitical
s manazerial.  The next spttﬁoq examines the rol& of leadership
in public' arvice fe“ormn ' :

.

"IV,  Hole of Leadership ia Public Yervice Reform

[

now, this paper has leff nmtouchad the central theme of the
éminar, viz. 'In Zearch of Ootimum Size of the Public Service
zing the Develonment Challengas of the 19997, There ara.
teast, two reasons for this. First, the topic »f the wavar is not
spacifically ‘on the size of the 3ﬂbilc sarvice. Secondly. if at all
the question of size is relsvant, tha vaver assumes that it cught to
ba %is&uasad within the contaxt q? the prammatic 2 yroach s sugpasted
by AAFI2AP. TIn other words, tha paper docs not Believe that rhere is,

or can ever be, a mamic £ovrmls which way he usad_lq determining the
gige of the »ublic service. The critical factor ar any ooiab in time
ig laader hla and what it is. ca;ﬂbip of making the !ub11c saryice to.
achiewve,. A" “izan’ but rudder? efs public service’ 15 in no way suparior
to oa’ nany of the srevious

fat® but achievement-orien ted one Indeed,’
efforts at'controlling ths size of the publlc service aboried simnly
because they ionored the role of laadership in the reform nrocess,
what doss this role consist 2f? It has ta do with, the leIDW?ﬂG'
activities, amonz othars

(i} in collaboration with the generalitv of the people and
spacial 1nte;95r Froups setting natinnal strategic
“biuCtive
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the sstting of national ob

a0/ 11 724 11,1, (1) and (iii)

{(ii) deciding what institutions in the sublic and orivate sectors
P (Tnclhﬁ71ﬁ NGOs) ave capable of doing, beaviuz in wmind the

dquantity and Juality of staff emploved. in each ssctor, the
T : state of technslogic al,aevalopment? and the extent to which .
t5ow. o oothe decisiom-miakers in both {public and »rivate) sectors v

2d upon ta 0tk towards tha realxzntlon o* the
.+ . . npational- atrat;glc omjectlve5°

could be reli:

{iii) promoring the cause of excellence an4 discouraging medioera
: performance: : S

i

{iv} . constant monitorins of prosress and problems.

Thiz pay and employpent reviews which were underqke* as part of

structura‘ a*éustmeat Ieforﬂ - most frequently failed to achizve the..
intended | =6 of the ouhlic servicss concerned

gg*t‘v becausa f the ad e nature of the reviews and partly bacause
tha’ cau1terwmeasures Envgn-to minimize the socia welitical

consesuences of retrenchment. Hoth problems could have baen anticinated

if the pay and employment reviews had been carried out within the

framework of national strategic obiectives. Thise should not be taken

28 an advocacy of a veturn to rigld central slatning. It simoly

wplies setting broad goals apd obiectives in relation to which the

pe“fqv¢ nce of the different sectors of the economy {including the

public sector} could be assessed, Besides, rather tham the ton-down
mand ' eeonomies, a bottom-us avproach to

.-iq

stratesy EQVOurmd by the ‘e
biectives is recommended, Thus, leaders are
s£ill exnected to be visionary and forward- 1ooklng9 buf rn:v are also
expectad to carry their followsys along with them, hrL-PPdln” From the
doctrine of self-reliance, the ¢ormulat10n of n9t1ona3 strategic
chjectives may Socus on issues irw singing om econvrlc‘;ecgver] and
structural transfovmation - &.g. the development of indigenous
tachnological canmacity, the vevival or improvement of thé food and
asriculture sector, enhancemsnt of employment opportumnitiss and living
standards, intagrated ruval development, urban renewal, lmprovement

of health and education standards, promotion of gub-regional ant
reviunul economic integration and enhancemsut of anvortunities for

?al?"fjenocratlc oarticipation 11 all asovects of 11%30

*U

Iﬁniamantatlon of Hatlonal 1b1ectlues

they could (or wouls

it is no use setti ng t L ‘ L
vas which a Aeveloning Afvican country

implenmented, Awong the an

-F
L

any find difficuly to {mplement ave those for which it lacks technical
kﬂow how and maintenance techsclogy. Such ob}ectlves can oniy be
implemented at great manasze: and economic peril,
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1
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)

iin Trs 1imit ifg iL etutn For
ector makes ta > contribu-
duces measurab -.51rab1e nutputs. Em ANy Cass,
et will deuend roely upon its staff strensth, the
nigues and thé tachr 1way avallahle to 1t ant tho motivation

It wou
by it,

Jfor the. syvivaias sechoy, government £iscﬂ'méasu-“ea may induce

at allocation of rasourcss, hut these mav nct-he adequate in
ing satriotic aaps 4'e9.ed£a113 @héra the ﬁravate seckor is

nated by the wulti-national corporations and'or thelr trading-uost
There the srivats ﬂncﬁor appears unsymnathetie to the leaders’

i

! L 5.

i' soeicieconomic aspirations (e.g. c=elf—-'reli_aélce and structural

! transformation) the leadevs wonld need to double their efforts to
» nromote innovative and enirepréneuri al”thrustsin'the ECOTOIT -

Excelience vs. Medioerity

Ts support the cause n»f ence in the ﬂubllc service, the
nol ey makers and senio c1als smuld need to zake positive

ivation, effective supervigion, and
tlmﬁw they hava fo coumbat
aking measures to remave

improvement.
nedlocrit V in any foru_

CiirurﬂT_ ranizational barriers to change, they
should, in the decisions tnnv ta ieg ‘send unmistakable signals teo the
ent scciety about how the challienges ahead would be met.

Monitoring Progress and Problems

Son stanf monltorJHO of the progress atta 1nmi in implementing
policies is impsrative if the goals of economic recovery and

structural transformation are to be achieved. This entails paving
ris mt*oﬁ £0 the collpctﬁﬁmb storagze, and retrieval of information.

policy- makers naed to have at their
'itigs data on the st:x?_utrpnrtﬂ of the ﬁunllc,serflce9 tha

sant and capital budget, iGldSth bnr;ewln‘ external lpzns,

he econowmic performanca of the Aifferent sactors wf the geonomy.
policy-uakevrs are to become masters of the envioroe ut rathar
Eh&1 1Ls captives, they need to acqguire up-to-date information wh1ch
can translate into knogle; o davelon into natinnal pawer.

“ATE

fhank yvou for your patisnce and attention.

s
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