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INTRODUCTION

Since the early 1960s When many African countries attained

their independence, the declared goal of public policy has been

development. Yet, development, howsoever defined, least reflects

the current sub-Saharan African condition. Instead of political
development, the region has had to contend with political decay,

and in place of economic growth, it has witnessed economic

stagnation and depression. While its peoples had on the eve of

independence eagerly looked forward to an era of abundance - an

era when the !fruits of independence1 would be shared by all and

sundry - the realities of today differ significantly from the dream

of yesterday. Indeed, no term more accurately describes sub-

Saharan Africa's dilemma over the past three and half decades than

that of "development deficit" - a term coined by Stuart; Holland

(1993); but here used in a broader sense than implied by a mere

comparison of revenue: with expenditure outlays.

The underlying thesis of this paper is that sub-Saharan

Africa's development deficit is not only widening but that reducing

it will take more than the fiscal, policy and institutional reforms

incorporated in structural adjustment programmes. As argued in the

paper, development deficit is essentially a deficit in capacity -

particularly, human, and to some extent, institutional, capacity.

A legitimate question is why such a self-evident truth has not

really influenced the content and direction of public policy, and

if it has, why sub-Saharan Africa's development has stalled for so

long.

The answer to the first part of the preceding question is that

capacity building has always formed an integral part of development

policy management in Africa. In other words, it is not a new

crusade, but an old idea repackaged. After all, long before the

advocates of structural adjustment and of structural transformation

.*/ The views expressed in this paper are the author's and in no way reflect

the official position of the UN or UNECA. I am particularly grateful to

two of my colleagues, Drs. Asmelash Beyene and John Sande Kanyarubona for

their helpful comments. All residual errors are mine.



(or "collective self-reliance") recognized the value of capacity-
building, contributors to development thought had indicated how

nations waxed or waned depending on the extent to which human
potential was harnessed and utilized. It is thus not surprising
that the technical assistance strategies embarked upon in the First

Development Decade placed high premium in the management of
development programmes on training, human resource development and

the development of "executive capacity". Institution building was

a priority in the early post-independence period.

If, in spite of the attention paid to capacity building over

the years, sub-Saharan Africa remains under-developed, what factors
must have been at work? Why for instance, has "capacity building"

not done for the region what it has done for the newly

industrializing countries of Korea, Singapore, Taiwan, and

Malaysia? Above all, how can the on-going initiatives in the area
of capacity building be implemented to ensure macro-economic
stability in the short-, and structural transformation and self-

sustaining development in the long-run?

In attempting to answer the preceding questions about the

links between capacity building and development, this paper begins

with a broad conceptual framework. It then proceeds to examine the

challenges of economic recovery and development - i.e. the
objective conditions which programmes in capacity building are

expected to address. In the, third part, the paper discusses,

against the background of the challenges described in the second

section, the strengths and limitations of the e^arly and the

contemporary capacity building programmes. The fourth part of the

paper outlines a new capacity building strategy which

simultaneously addresses the immediate concerns for economic turn

around, and the long-term need for self-sustaining development.
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I. THE DEVELOPMENT OR DECAY OF NATIONS AND HUMAN CAPACITY:

AN ANALYTICAL FRAMEWORK

It is generally agreed that human capacity is the major
driving force in development. Whether a society will progress from
one stage of existence to a preferred alternative, or stand still,
or, worst of all, 'revert to barbaric, stone-age conditions, depends
to a significant extent on the will and capacity of its people to

manage and generally add value to available resources. The

question is what we mean by "development" and precisely what kind
of "capacity" is needed to bring it about. Until we answer this
dual question in a fairly satisfactory manner, we cannot expect to

respond in any meaningful way to the analytical and practical
problems encountered in the process of formulating and managing

development programmes as well as the appropriate policy reforms.

Definition of Terms: What Development is Not

One concept which has up to now proved difficult to define is
ndevelopment". While some analysts equate it with "modernisation"

others have taken it to mean "westernization". Yet others define
it loosely as technological progress or improvement in the material

conditions of the people.

None of the preceding attempts at concept clarification has

succeeded in overcoming language and cultural barriers, and in
promoting a communality of vision on the essence and 'techniques1

of development. In any case, and if the experience of sub-Saharan

Africa offers any lesson, development is best understood within the

context of what it is not. And for one, it is not a mathematically

precise, value-neutral and scientific subject - one which can be

approached with a universal formula and an automatic technique. As

Toye (1987:10) eloquently puts it:

"Definitions of the goals of development and of the

■r . process by which these goals should be striven for,

: unavoidably depend on the values of the person doing the

w defining, as well as on facts that are in principle

'i falsifiable" .1/

(*•■-■■*■.
g ;■ ■ This of course runs counter to the uni-linear view adopted for

I',' • ">■ .- decades by the adherents of modernisation theory* It will also
B'; \\ certainly come as a rude shock to policy-makers in sub-Saharan
|\ ■-W '. Africa who had invested time, money and their personal reputation
k{'-:;^y (including political fortunes) on projects sanctioned by
jjtVv^ development "experts", and on the importation of "modern"
mf-:'} -V institutions. The Keynesian revolution had, after the Second World

I^.f-^V War,- not only started to influence public policy in the
i^;v"t'.'. industrialized societies of the west, its advocacy of a substantial
|>>::■■'■' . developmental role for the state found ready audience in the then

ft ■"'



emerging states of Africa and Asia. Apart from the Harrod-Domar

formulation which targeted fixed capital investment as the critical
variable in economic growth, a new set of development models and
planning techniques, based on Keynes' General Theory, were

constructed by scholars, and widely promoted in the developing
countries by technical assistance agencies. Among the leading
structuralists who exported the Keynesian revolution to what

subsequently came to be known as the Third World are Sir W, Arthur

Lewis, Albert I: Hirschman, Paul Rosenstein-Rodan and John K.
Gailbraith. It took approximately four decades and; a combination

of Thatcherism and Reaganomics for the opponents of structuralism
to stage a neo-liberal, monetarist counter-revolution. According

to a central figure in the propagation of the new economic
orthodoxy, Harry 0. Johnson, monetarism (like Keynesianism before

it) owed its success not to its intrinsic scientific worth, but its
uncanning ability to gauge and respond to contemporary social mood:

"New ideas win a public and professional hearing, not on
their scientific merits, but on whether or not they

promise a solution to important problems that the

established orthodoxy has proved itself incapable of

solving," 2/

Yet without taking pains to ident ify their own "important

problems", the political and administrative elites in post-

independence Africa went ahead with a solution which to them

appeared most attractive - i.e. modernization. To these elites and

their local and foreign advisers, that option offers otherwise
traditional, agrarian, and subsistence economies an opportunity of

a life time to break away from "backwardness", and join the
advanced societies of the west in the r.ace towards increasing

literacy, industrialization, urbanization, material prosperity, and

political participation. To be "developed" then came to mean

discarding the ways of, and loyalties to ancestors, while embracing
■ , the culture of individualism and mass consumption. Above all,

*, development was interpreted as necessitating the replacement of an

& old mind-set with a new, predominantly, alien one. Talcott

| Parsons' pattern variables readily sum up the choice which the

|; ■ "developing" society had to make to cross the boundary of poverty

|; and move to the land of affluence: specifically, it had to give
recognition to "achievement", "universalism", "collectivity

orientation", "functional specificity" and "affective neutrality",

- - . and step down, if not obliterate, the erstwhile traditional and

> - primordial values (Parsons, 1951: 58-67).

■: Suffice it to say that sub-Saharan Africa's single-minded

pursuit of "modernisation" objectives has not availed the region

' against poverty, hunger and disease - precisely the misfortunes it

had hoped to escape by embarking on the new course. If anything,

[V:. modernisation, or at least, Africa!s approach to it, has brought

untold suffering to the vast majority of the people, and has

contributed in no small way to the continent's marginalization in



the world order. Modernization has diverted ^ the Africans■
attention away from indigenous knowledge and traditional practices
which in ancient time produced notable results in fields such as
sculpture, iron smelting and metal fabrication, herbal medicine,
weaving, agriculture, and territorial administration.

Modernization has particularly had a devastating impact on
Africa's cultural identity. The triple heritage (of indigenous
African values, Christianity and Islam) described by Mazrui (1986:
1-2) is one of increasing de-Africanisation of the African soul.
Some will even argue that instead of de-Africanisation, a process

of outright emptying of the soul is taking place, with the
consequent loss of awareness of who or what the African is.
Whatever the case - whether it is one of de-Africanisation or de-
humanization - the "modernized" Africa is not doing well. To quote

Mazrui,

"Things are not working in Africa. From Dakar to Dar-es-

Salaam, from Marrakech to Maputo, institutions are

decaying, structures are rusting away" ,3./

The rapid decomposition of socio-economic and political

structures might, according to Mazrui, not be unconnected with the

wrath of the ancestors. They cannot rest in peace because their
descendants, i.e. the modern-day Africans, seem too eager to become

what they were not meant to be. In the name of modernization, and

for want of a credible indigenous developmental ideology they

"seem to be undergoing faster cultural changes in a

single generation that the Jews underwent in the first

1000 years of dispersal". 4./

The argument in this paper is not that change is inconsistent

with the goals and strategies of development. The critical

question is the nature and direction of the changes taking place

at any point in time. The African dilemma is how to identify (from

the triple heritage) those values which are abiding and should be

strengthened, as against those values which should be constantly

adapted to the imperatives of development. This by itself is a

major capacity building priority.

If, in a broad sense, development is not synonymous with

modernization, it is also not, in specific terms, westernization.

r-<' Neither can it be equated with the defunct ideology of communism.

. While the need to overcome ethnocentric barriers in development

I1'/.'■■'■ ."-• thought was recognized early enough, getting all the actors to heed
U'C "; -Wilson's advice [1993] and perceive human development as a multi-
Pi ';:;,"' .;■ linear and multi-cultural enterprise has up to now proved

p''1 ;]. 'difficult. Ironically, those who first dealt objectivity in social
#.. ■-»':* <; science a fatal blow were the social scientists themselves. While
(jj-1 ■,' the pioneering work of anthropologists, such Fortes and Evans
j&'- -Pritchard (1940) , has given birth to the structural-functional mode



of analysis, and had opened up new vistas in cross-cultural
comparisons of social systems, even the most scholarly assessment

of Third World conditions could not help applying First World

cultural standards.

How else could Daniel Leaner (1958), Morroe Berger (1957 and

Zbigniew Brzezinski (1970) have concluded that the "modernization"
of the Islamic societies of the Middle East depended on these

societies "reforming" aspects of Islam which inhibited the

assimilation of "western technology" ? It did not occur to these

critics that Islam is by itself a potent force of social change.
If it appears to "resist" the this-worldly culture of the west, it
is because it sees itself as a self-contained, credible and

internally consistent alternative way of, life.

Development scholars are not alone in wishing to reconstruct

developing societies in the image of the "developed". Donor and

technical assistance agencies are also liable to export their ideas
of development to the so-called Third World. Kiridleberger has as

far back as 1954 noted that World Bank missions

"bring to the under-developed country a notion of what a

developed country is like. ~ They observe the under

developed country. They subtract the latter from the
former. The difference is a program... Ethnocentricity

leads >'■ Inevitably■ to the conclusion that the way to

achieve the comparable levels of capital formation,

productivity and consumption is to duplicate these

institutions".5/

The clamour on the part of the developing countries for the

benefits of economic growth has been taken as a vindication of the

hedonistic culture of western capitalism, and of the liberal

political philosophy under-pinning it. Hedonism is seen as a

normal human desire, and western technology and managerial "know-

how", the most efficient - nay, the logically inevitable - way of

fulfilling it.

> If, as postulated, by Keynes, consumption is what spurs

=■' ■ investment, it will be "irrational" of, and "abnormal" for, an

$ . . economic system which seeks to grow not to encourage both the

» - desire for goods (and services) and the fulfilment of the desire

¥% ., ■ through improved productivity. Indeed, the linkage between

i- consumption and investment runs through all the major contributions
ft- to development theory. For instance, Rostow (1952) identifies six

p "human motives" which are essential for development. They are

I . evenly divided between "investment" and "consumption". Thus, he
jfJ^ listed the propensities to:

|\ (i) develop fundamental science,



(ii) apply the results of scientific endeavours to economic

ends,

(iii) accept (and encourage) innovations,

(iv) seek to improve own material conditions;

(v) consume goods and services, and (in defiance of

Malthusian gloomy prognosis),

(vi) have children.

Lewis (1955) for his own part argues that the "desire for
goods" is an obvious psychological factor determining how hard

people will strive to improve their material welfare. In his view,
and contrary to Weber's conclusions on the positive impact of
religious asceticism on capital accumulation, a frame of mind which
stresses abstinence and "places a positive value on prayer and
other non-economic activities" was highly unlikely to foster

growth in the short-, or development in the long-run.

For the growth model described above to operate as intended,
a proper balance has to be maintained between consumption and
investment. This sub-Saharan Africa has by and large been unable
to do. While there is no limit to desire, the capacity to fulfil
it is sadly lacking. Indeed, it reached a point at which desire or

its temporary gratification began to be confused with
* development'. At the macro-, national level, policy targets

included rising GDP and GDP per capita, increasing ^ capital
formation, full employment and improved standards of living. At
the level of the firm, the drive was towards profitability as
measured by net financial performance over a period. At the micro,

individual level, the objects of desire ranged from the basic human
needs for food, shelter and clothing to luxury items such as

: private yatchs, satellite dishes, and vintage liquor.

fe,' In contrast to the open-ended "consumption possibilities",
jjj - sub-Saharan Africa is faced with a huge deficit in productive
f-- capacity or what might be termed "development deficit". Whether it
** is for the capital needed to meet growth targets in the public and

private sectors, or the skills required to manage and add value to

the capital, the region is heavily dependent on the industrialized

economies. The doctrine underpinning this dependency relationship
is that of "comparative advantage" - one which requires that

nations concentrate their attention on what they are best endowed

by nature to produce. Needless to add that the doctrine ignores

the fact that the late entry of some countries (particularly those

in Africa) into the global economic competition, by its nature,

inhibits their "comparative advantage", and that the solution lies

' in the structural transformation of the economies of these new-

comers.
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The experience of sub-Saharan Africa further shows that the

harder the dependent nations try to enhance their "comparative
advantage" the more disadvantaged and dependent they become. The
primary commodities they export at low prices can barely pay for
the capital goods which they import at exorbitant costs.
Maintaining the capital goods and obtaining replacement parts

constitute additional burdens on their dwindling resources.

In a nutshell, development is not a commodity to be imported
from outside or a formula to be copied without regard to the
conditions prevailing inside a country. It is not a computerized
air terminal in a country where the level of numeracy and literacy
is low. It is not a turn-key project financed entirely from

external sources, and managed, maintained and rehabilitated with

external technical assistance.

It is true that no society exists in isolation. Modern

transport and communication means have brought the nations of the
world close to one another. Developments in international economic
relations - particularly, the globalization of markets and
production systems - have further contributed to the integration of
the world's economies. However, insofar as Africa remains at the
periphery of the momentous changes taking place in today's world,

it is necessary to examine the root causes of the crisis facing it
as a region. The position taken in this paper is that the crisis
is essentially that of the capacity to conceptualize, formulate,

and manage development policies and programmes.

Development; A Working Definition

Thus far, we have defined development essentially as what it
is not. Exactly what is it? Could it possibly mean a state of

ft nature - a state in which things are left as they have always been?
£ If this is development, man (or woman) would have been no different
| from lower animals, or indeed, plants and other passive objects of
ft. nature. Development does not have to mean resisting change or
:|. negating what foreign cultures stand for. Indeed, Islam, which has
js been erroneously described as a religion with a static and
§. :- fatalistic view o£^ the universe, is, in reality, development-

oriented. The Hol/y Qur'an (13:11) teaches that

"... God will never change the condition of a people

until they change what is in themselves..."

And while acknowledging that God never tasks any soul beyond

its capacity, the Qur'an notes that the human race in general has
to bear certain earthly and spiritual responsibilities in return

for the special endowments from the Creator:



"It is He (God) Who has created for thee (the faculties
of) hearing, sight, feeling and intellect; little

gratitude have ye (human beings) shown." (23:78)

To the extent, therefore, that human beings are endowed with
physical and mental attributes, to that will it be illogical to

visualize a society that perpetually stands still. In its basic
form, development means moving an organism, a household, a firm, a
tribe, or a nation from one stage of existence to another -

usually, to a preferred alternative - while at the same time
maintaining the cherished values, norms and traditions.
Development is very much like Vieg (1946) defines administration
and management,, i.e. making those things happen which a polity or

its acknowledged representatives would like to see happen, .and

forestalling any occurrence which runs counter to this vision.
Development is in effect the sum total of indigenous resources (or

capacities) that are deployed to achieve specific ends, while

battling with environmental constraints and foreign competition.

The first equation below denotes a situation whereby indigenous
capacity is overwhelmed by environmental constraints and foreign

competition, resulting in development deficits. The second and
third show how additional efforts On the capacity building front

could rework the balance in favour of development.

p p ... P

where

P = the initial, dependent stage of development (a

stage characterised by development deficits of

various kinds)

net value of indigenous capacities and of capacity

building programmes/measures

internal and external environmental constraints on

indigenous capacities (civil strife, political
instability, ethical violations, bias towards

foreign assistance, etc)

. _ . . n net value of imported capacities and external

s§- -. capacity building assistance

8 /
?■"'-' P P P P P . . .P
i p = *i X2 x* ^ y\ yz' yn (2)
?•■■■- 1 Ev £?v .. .E^ n

Pxl •

Exl* •

Pyl- •

' • Pxn

• Exn

• Pyn
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where:

T?1 = self-sustaining development stage

Pxl--Pxn= net value of indigenous capacities and of capacity
building programmes/measures

Exl...Exn = internal and external environmental constraints

on indigenous capacities

Pvl...Pyn = net value of external/imported capacity and
external capacity building assistance

ES S
Pi'' ' p* = net value of supplementary policies/ measures

instituted locally in support of capacity (i.e.
all-inclusive, competitive and equitably

administered affirmative action, procurement

set-asides, and skills development programmes,

support to local R&D initiatives;! etc). Note

that whereas other variables - have geometric

values> the supplementary measures, in view of

overwhelming internal and external constraints,

impact on one another in ah incremental

arithmetic manner.

A third option may yet be considered. In other words, instead

of perceiving capacity building as an eternal struggle between

domestic and foreign initiatives, and instituting measures aimed at

strengthening the former at the expense of the latter, our

supplementary policies (Sp^.-Spu) may be directed towards reducing

the negative impact of the environment (Exl- . -Exn) . Equation 3

attempts to capture this environment-centred approach to indigenous

capacity building. It shows how specific environmental constraints

could be dealt with through the adoption of appropriate measures.

P P . . .P
^^^> p p . . . p

(Ex -3p ) . (Ex -Sp ) . . . (Ex -5
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Human and institutional Capacity

In much the same way as we looked at development, human and

institutional capacity may be defined as a process which is totally
different from previous conceptions. It is certainly not the

acquisition of skills which are either not relevant or, if
relevant, are not properly harnessed and optimally deployed. A
policy or programme which relies permanently on external advisers
and managers is not consistent with the objectives of capacity

building or of development. Thus, the token "capacity building"
efforts indicated by equation 1 (Pxi...Pn) will not result in any
substantial development until the additional (Spl ... Spn) measures

referred to in equations 2 and.3 are implemented.

In essence, capacity has to do with human, material, financial

and organisational resources that are essential to the successful

accomplishment of development policy - be the policy in the area of

nation-building, economic stabilization or growth, social welfare,

community development, civil service or public enterprise
management, technological innovation or law enforcement. Of all

the resources which are subsumed under the heading of capacity, the

most crucial - in fact, the moulder of other resources - is the

human resource. Consequently, the selection, development,

deployment, motivation and management of this resource constitute

vital components in the design and implementation of capacity

building programmes'.

However, it is necessary to underscore the fact that Capacity

building goes beyond human resource management. When the World

Bank (1992) refers to capacity building, it simply means

strengthening indigenous capacities in policy analysis and

development management. The assumption is that targeting the

policy and senior management level was necessary to "clear the way"

for growth. , In contrast to this restricted view is the
comprehensive definition of capacity building by the ECA (1994).

In the framework document submitted to its, 1994 Conference of

Ministers, ECA broadened the scope of the subject by producing a

triad of human, institutional, and infrastructural capacities.

,, However, in the interest of analytical clarity, it has been

4 deemed necessary in this paper to make a distinction between
if.- . dependent and independent variables. The capacities (which are
I;/1 subject to manipulation) are the indigenous human, material,

f ';■. financial and organizational resources referred to earlier
| (Px,..Pn). The environmental constraints (Exl Exn) include civil
| " strife, political instability, internal and external resistance to

| affirmative action. The measures taken to enhance the problem-
•f' solving capacity of indigenous resources, and to turn the

:' ' restrictive environment of capacity building into an enabling one

£ ' (Spl... S ) represent the third and last set of variables included

T" in our model.



12

Capacity Building for Economic Turnaround and Development:

A Paradigm

While capacity building is no doubt essential to, and could

justifiably be deemed synonymous with, development, we should
resist the temptation to.regard it (capacity building) as a magic
wand to be waved "at the slightest sign of economic distress, or a

miracle cure for sub-Saharan Africa's socio-political ills. How
effective it will be in meeting particular challenges depends

largely on certain minimum conditions being fulfilled. When viewed

against the background of the imperative of economic recovery and
long-term development in sub-Saharan Africa, the success of

capacity building programmes will very much hinge on:

(i) the strength of political institutions and their ability

to formulate, or at least, sustain capacity building

programmes;

(ii) the commitment of policy-makers to indigenous capacity
enhancement measures, as reflected in their readiness to

support capacity building and utilizing institutions, arid

to overcome internal and external resistance to change;

(iii) the credibility of formal capacity building institutions,

and their effectiveness in undertaking policy analytic,

institution building and rehabilitation, and human

resource development activities;

(iv) the preparedness of agencies in the civil service, public
enterprises, local government; and the private sector

(formal and informal) to implement innovative management

measures, including new initiatives in human resource

management;

(v) the extent to which a culture of accountability,

"; efficiency, and responsiveness can be developed in place

;,, of the patrimonial and rent-seeking tendencies frequently

encountered at different levels of officialdom.

jjjf Before discussing these issues in subsequent sections, it is
| necessary to examine the challenges which capacity-building

I programmes in sub-Saharan Africa ought to address.

I '
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II. THE CHALLENGES OF ECONOMIC ^
SELF-SUSTAINING DEVELOPMENT

The challenges which capacity building programmes in sub--.

Saharan Africa are expected to meet are daunting.: These challenges
include stemming the precipitate decline in economic performance
and eliminating * obstacles to growth; mobilizing the resources
required not only for the maintenance of infrastructural facilities
and the management of capital development programmes, but also to
plug the deficits in social and environmental management
expenditure; extinguishing fires ignited by ethnic conflicts, civil
strife, and political instability; and above all, reconstructing
and rehabilitating political and administrative institutions which

are currently at different stages of decay. ;■ !

The Economic Challenge

That the economies of sub-Saharan Africa have performed very

badly in recent years is by now very clear. Table 1 shows that the
general trend between 1978 and 1988 was negative.

Table 1: Performance of the African Economy; 1978-1988

1. GDP per capita1 (U$)

2. Growth of GDP per capita (%) ,

3. Share of investment in GDP (% ,

4. Annual rate of inflation (%)

5. Annual growth rate of agric. (%) ,

6. Annual growth rate of industry (%)

7. Annual growth rate of mining (%) :

8. Annual growth of export (%)

9. Annual growth of import (%) .

10. Current account/Foreign trade ■., , , ,

deficit ($ billion) .

11. Total external debt ($ billion)

1978

854

3.03 .,

25.2
l5.1(St80)

1.5 ■-.;■

7.5 . :

'. :' 7.2^ ■■•■■■ -.-.

11V2

■■. 9*9 "''■■'■ k '■

' .'■3'..9;-r. ■"'■:> :
48.3 :]■

1988 ,

565

-0.88

15.8

21.3 .,

2.3

.4.9 :

.4.7

- 3.8

0.3

20.3 ,■ ' ■' .
230.0 :

276.7(:'91)

Sburces;"■■'■'■■-^: Adebayo Adedeji, The African Alternative^ ECA. Addis, Ababa, 1990;

-, \:.;"." ■''■■;<'v- -'■■■-■'r, and Bade^ Ohimbde, "Lessons from[Africa1 s Deyelopmeht Experience, for
■ ;, . .South , Africa"> paper presented ; at; a Gohferehce on a ; Deyelopment

;'"■■■'/■ ■ ; : ; strategy^ for^Southkfrica/:Ihdaba-Rotei>rFburway^^

Admittedly, some countries have done

ers/ foroil;

the oil

be established in

instance, have recorded

However, a consistent growth
any of the countries (Tabled 2)

The

. ^^pwth than
Hlis yet to

Eyen:Botswana
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which was once presented as an economic show piece is beginning ,to
show symptoms of recession.

Table 2:
constant

Angola

Benin

Botswana

Burkina Fao

Burundi

Cameroon

Cape Verde
Central African Republic

Chad

Comoros

Congo

Cote d'Woire

Djibouti

Equatorial Guinea

Ethiopia (a)

Gabon

Gambia

Ghana

Guinea

Guinea-Bissau

Kenya

Lesotho

Liberia

Madagascar

Mall

Mauritania

Mauritius

Mozambique

Namibia

Niger

Nigeria

Ruanda
Sao Tome & Principe

Senegal

Seychelles

Sierra Leone

Somalia

Sudan

Swaziland

Togo

Uganda
United Republic of Tanzania

Zaire

Zambia

Zimbabwe

MB-

Sources:

<a) Although UHIDO puts Ethiopia's 1987 growth ratei at 9.9
for the entire 1985-87 period seems more realistic.

l'Conditions in Africa, 1989-1990

dustrvAfrican Development Bank; and UHIDO (1992), I

Vienna:

per cent, the ECA figure of 2.2 per cent
See ECA, (1992) survey of Economic ana

nnrf Develop™^"*: Global Report 1992/93,
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The decline in the level of investment is a clear evidence of
sub-Saharan African economies' lack-lustre performance m the last,
ITo fecades. From, a peak of 23 per cent of GDP (at current:priceB)
recorded in 1975/76, gross domestic investment fell to below 16 per

cent of GDP in 1991.

Nearly all the sectors of the African economy have been
nlaaued by various types of crises. The manufacturing sector, in
particular, races whit UNIDO (1992:77) terms "the challenge of .
declining employment, labour productivity and wage earnings".
A^thl factors militating against increased manfac^ing value

lbl i of 198119

A^ongthl factors militating against increased f^g
added (MVA) are the, global recession of 1981-1982; foreign exchange
scarcity; shortage of intermediate inputs, parts , and machinery;
hiqh and fluctuating interest rates; and, above all, managerial
weaknesses. Table 3 shows that while MVA rose in many countries
(between . 1980 and 1990), the result of overall industrial
performance (as measured by MVA manufacturing employment, labour
productivity, and wage per worker) was mixed. Within this period,
many countries recorded productivity losses and decline in
manufacturing employment. The few countries Where, productivity
(and to some extent, employment) gains were achieved are Cameroon,

C6te- d'lvoire, Ghana, Kenya, Zambia and Zimbabwe.
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Table 3: Industrial Performance Indicators for Selected Countries
in Tropical Africa, 1980 and 1990 (in constant 1985

dollars)

Country

MVA Manufacturing

employment

Labour '. :

productivity

Wage per worker

1988 1990

(million 1985

dollars^

1980 . \ 1990

(thousands)

1980 1990 1980 1990

Nigeria .■'./■

Zimbabwe ' .
Kenya

Ethiopia

Cote d'lvoire ,

Zambia \

Cameroon

Ghana

Sudan ■

Mauritius

United Republic of

Tanzania

Senegal

Gabon * .

Burkina Faso

Madagascar

Rwanda

Burundi

Malawi

Botswana

Swaziland

Mali

Congo

Somalia '

Togo

Benin

Niger

Gambia

Central African

Republic

Lesotho

2 742

1 186

639

662

786

510

549

252 .

303

104

468

200

167

99

176

140

58

102

28,

75

51

48

61

33

45

21

10

27

9

2 042

1 692

897

811

786 '

760

715

574

405

341

323

221

198

159

139

139

109

91

80

74

54

47

46

43

31

23

17

16

6

432

161

143

77

67

59

51
80

65^

43

101

32

18

8

41

65

3

39

5

11

14

5

10

5

6

2

2

6

3

393

193

188

107

51

63

50

71
52

121

117

44

?1
10

473

80

5

45

19

15

21

10

14

5

7

2

3

■5' ■.
4

6 344

7 376

4 466

8 635

11 708

8 631

10 845

3 141

4 644

2 429

4 637

6 307

9 329

12 022

4 336

21 571

16 726

2 622

5 141

6 936

3 724

8 972

5 584

6 348

7 501

10 302

5 124

4 628

2 733

5 189

8 770

4 776

7 530

15 539

12 143

14 207

8 069

7 835

2 823

2 763

4 999

9 487

16 519

2 955

17 342

21 364

014

149

060

585

384

3 336

7 882

4 577

9 847

5 470

3 257

1 281

1 388

3 083

1 920

1 270

3 549

2 122

3 757

627

1 615

1 270

1 521

2 710

4 701

2 768

1 657

2 239

2 408

864

530

798

1 029

3 169

1 871

1 911

1 858

4 493

1 298

2 109

717

1 058

3 228

2 092

1 560 ■;•

6 67?

3 257

4 636

1 019

1 645.

1 248

1 036

2 573

5 268.

3 541

998

2 340

2 154

846

1 284

2 518

834

2 365

774

2 286

1 262

3 483

1 195

561

998

Source: UMIDO database

The food and agriculture sector has not done better than the

industrial sector. Table 4 reveals that in contrast to the other
regions of the world, per caput food production between 1980 and

1991 has remained consistently low. By contrast, the developing

world, to which Africa was once supposed to belong, recorded high
production rates.
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Table 4: Per caput Food Production (By Region)

(1979-81 = 100)

Region

World (total)

Africa

Asia

Europe

Developing countries

1980

99.09

99.35

99.13

100.97

99.32

1985

104.72

96.23

111.29

105.57

108.13

1990

105.53

94.90

119.78

105.00

113.00

1991

103.06

94.99

119.73

103.79

113.26

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

Trade and Finance

The lack of progress on the economic production front has been

reflected in sub-Saharan Africa's trade and finance balance sheet.

The region's insignificant contribution to the production of the

world's tradeable commodities is clearly mirrored by the available

trade statistics. out of a total value of merchandise trade

exports of US? million 3,415,299■for the entire world in 1990,
Africa accounted for a mere US$40,330 million, i.e. 1.18 % of the

global figure. The value of Africa's imports in the same year was

US$37,834 million which was 1.06 % of the world's total

(US$3,549,300 million). (See Tables 5 and 6).

Table 5: All Merchandise Trade Exports bv Region - 1970-1990

Region

World total

Developed market economies

South Africa

Developing countries & territories (a)

Africa (total)

North Africa

Other Africa (a)

Other Africa as % of World total

Value of all Exports (US$ million)

1970

315,100

223,500

2,151

57,900

12,770
5,105

7,663

2.43%

1981

1,973,800

1,228,100

11,076

566,000

76,630

' 36,405

40,228

2.03%

1985

1,937,199 :

1,281,499

9,326

457,000 :

61,990

28,460

33,531 ]

1^73%

1990

3,415,299

2,439,299

18,969

738,000

74,100

33,767

40,330

1.18%

(a) Excluding major petroleum and/or manufacturing exporters

Source: Percentages calculated from figures supplied by UNCTAD (1992), UMCTAD Commodity Yearbook 1992, United

Nations, New York .
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Table 6: All Merchandise Trade (Imports)

(Million of US Dollars)

Region/Country

World total .

Developed market economies

South Africa

Developing countries & territories

Africa (total)

Africa (North)

Other Africa

Other Africa as % of World total

Value of all Imports (US$ million)

1970

328,300

234,900

3,937

58,700

11,080

3,872

7,210

2.19%

1981

2,043,400

1,335,699

21,077

521,800

85,470

38,241

48,476

2.37%

. 1985

2,017,999

1,388,600

10,319

413,200

53,600

26,624

27,553

1.36%

1990

3,549,300

2,566,800

17,075

723,500

75,230

38,319

37,834

1.06%

Source: UNCTAD Commodity Yearbook 1992, op.cit.

It is true that external factors are partly responsible for

Africa's poor performance in world trade. In particular, and as a

result of the recession in the industrialized countries in the

early 1980s, as well as the fall in the demand for, and the stock
piling of, Africa's export commodities, the region had to contend

with worsening terms of trade. Tables 7 and 8 reveal steep falls
in Africa's commodity prices between 1978 and 1989 and between 1989

and 1991 respectively.

Table 7: Percentage Change in Africa's Commodity Prices 1968-78

and 1978-89

Commodity

Aaricultural

Cocoa

Coffee

Cotton

Sugar

Tea . L

Groundnut oil

Tropical timber

Hides and skins

Minerals

Copper

Aluminium

Phosphate rock

Iron ore

% Change in Prices

1962-78

+7.4

+3.4

+1.5

+7.4

-3.2

+3.1

+1.0

+1.4

-5.3

-l.Q
+5.6

-1.3

1978-89

-6 = 7

-3.3

-1.5

-12.4

-3.1

-7.5

-0.1

-5.9

-3.7*

-3.7

-3.9

-1.8

Sources: United Nations, Africa's Commodity Problems - Towards a

Solution, New York, 1989; and Onimode, Bade, "Lessons

from Africa's Development Experience for South Africa",

paper presented at Conferene on Development Strategy for

South Africa, 2-4 August 1993.
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Table 8: commodity Price Indices in Tropical Africa, 1989-1991

(Base year 1978-1981 =100)

Commodities

Agricultural non-food

Agricultural food

Metals and Minerals

3 3 selected commodities

(excluding petroleum and

steel)

1989

84.2

81.5

121.1

95.1

1990

84.0

75.2

112.7

89.0

1991

81.1

73.0

102.2

84.9

Source: ADB (1992) African Development Report 1992

Abidjan, 1992, p.39

The negative effect of an increasingly hostile international

economic environment notwithstanding, sub-Saharan Africa has to

face up to the responsibility for its own economic sustenance. It
has to develop the capacity to restructure the entire, production

system so that the region becomes a force to reckon with on the

global scene rather than the bit player it currently is. It should

be noted that when UNCTAD (1992) prepared a line-up of 30 principal

exporters of 18 IPC (Integrated Programme for Commodities) and
other selected commodities, Africa could boast, no more than a few

countries -r South Africa for agricultural products; South Africa

and Zambia for minerals and metals; Zambia and Zaire for copper;

Egypt for cotton; South Africa, Liberia and Mauritania for iron
ore; Cote-d1Ivoire and Kenya for coffee; Zimbabwe and Malawi for

tobacco. Suffice it to say that even fewer African "principal

producers" of the commodities (possibly South Africa, Zimbabwe, and

Kenya) added any substantial (manufacturing) value to the export

commodities. Besides, Africa did not feature significantly (if at

all) in technology exports, and in exports of commodities such as

live animals and meat, fisheries, vegetable oilseeds and oils,

natural textile fibres, non-coniferous timber, sugar, bovine meat,

hides and skins, bananas, tin, jute products.

In the meantime, Africa has to wrestle with balance of

payments difficulties and crippling external debt obligations

(Tables 9 & 10)„
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Sub-Saharan Africa's Balance of Payments Statistics,

1972-1978)

Current account balance (US$ bill ion)

Overall balance of payments (US$

billion)

Terms of trade (% change)

1972

-1.8

1973

-2.1

0.5

8.5

1974

-3.5

0.2

4.7

1975

-6.9

-0.7

-12.78

1978

-0.9

-0.4

-7.2

Source: World Bank-(1989) Sub-Saharan Africa: From Crisis to Sustainable Growth - A Long Term Perspective

Study. LTPS, Washington D.C. 1989

Table 10: Developing Africa's External Debt and Debt Service -

1989-1992

/

Total External Debt

($ billion)

Developing Africa

North Africa

Sub-Saharan Africa

Debt Service (S billion)

Developing Africa

North Africa

SSA

Ratios m Debt to GDP

Developing Africa

North Africa

SSA

Debt to Goods & Services

Exports f%)

Developing Africa

North Africa

SSA . ,

Debt Service to Goods &

Services Exports

Developing Africa

North Africa

SSA

1989

,268.3

128.2

140.1

24.2

14.6

9.6

93.8

90.9

96.6

314.2

104.5

323.6

28.3

34.7

22.2

1990

278.8

121.5

157.3

27.6

16.8

10.8

86.9

75.6

98.1

260.8

228.8

292.4

25.8

3,1. 6

2 0.1

1991

281.0

118.9

162.1

27.1

16.7

10.4

94.6

81.8

106.9

265.3

220.2

312.3

25.8

3 0.9

20.0

1992(a)

281.8

114.4

167.4

26.1

16.0

10.1

92.6

73.5

112.6

255.9

208.0

303.6

23.7

29.1

18.3

Sourcesi OECD 1991 Survey; IMF, World Economic outlook, October

1992; World Bank, World Debt Tables, 1992-1993; ECA Secretariat

(a) = Prelim, estimates .
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Social and Environmental Imbalances

An offshoot of the economic crisis is an equally devastating
crisis in the. social and human development sector. In response to
the deteriorating economic situation, many countries introduced

draconian structural adjustment policy measures, the elements of

which include the reduction in the size of the public sector,

budget rationalization, privatisation of state enterprises,

currency devaluation, elimination of subsidies and price controls,
and liberalization of the economy. An assessment of the

justification for, and the impact of SAPs is beyond the scope of

this paper. It is, however, necessary to add that the belt-

tightening measures adopted under the programmes had adverse

capacity-building implications in the public sector beside the

restrictive impact on the private sector. As Adedeji observed,

structural adjustment reforms

"failed to provide short-term relief, and their impact in

the long run might be to cripple public management

capacity without replacing it with viable

alternatives".£/

Beside eroding public service salaries, SAPs also led to the rapid

dismantling of essential social programmes. Table 11 below shows

that, with the possible exception of the rising interest payments,

other public sector outlays tended to stagnate or fall between 1985

and 1990. (It is a relief that defence expenditure too fell in the

majority of countries).

Table 11: Government expenditure in sub-Saharan Africa, 1985-1990

GDP per capita b/

Government expenditure

as percentage of GDP

Percentage of government

expenditure:

- General public services

- Defence

- Education

- Health

- Economic services

;- Agriculture

- Interest payments

1990

587

.30.6

19.9

12.1

14.9

5.1

26.4

7.9

5.8

Host recent

Date

352 (1987)

31,0 (1987)

18.2 (1985)

10.0 (1985)

13.0 (1985)

4.9 (1985)

22.5 (1985)

6.8 (1985)

13.4 (1986)

Rising

11

20

7

7

12

13

.15

13

35

Falling

36

18

17

18

17

16

14

12

1

Per capita

(1980=1987) a/

0.60

0.61

0.55

0.50

0.53

0.58

0.42

0.51

1.09

Source: Frances Stewart, "Are adjustment policies in Africa consistent with long-run development needs?". Development Policy

Review, vol.9 (1991), p.428, and UNIDO, Industry and Development, op. cit.

a/ Calculated by multiplying GDP per capita 1987 by shares of GDP going to various sectors for most recent, date.

b/ I ri constant dollar prices
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SAPs have also been implemented at tremendous social and

political cost. With the retrenchments in the public service, the
factory closures and reduced capacity utilization in the private
sector, the rising unemployment, and the general shortage of

essential commodities (like food, medical prescriptions, school

textbooks and stationery and laboratory equipment), life in
structurally adjusting Africa is not far from a simulation of the

Armageddon. It is probably the deterioration in the quality of
life which ignited the demand for political change in many

countries, and threatened peace and security in a few others.

Before discussing the crisis of governance, it is necessary to

add that economic decline has worsened the already precarious
environmental situation. Toxic waste dumping, deforestation, sea

pollution and other ecological threats are symptoms of a deeper

malaise - i.e. absolute lack of ideas on how else to tackle the

problem of economic survival.

Ethics. Accountability and Good Government

Establishing political and administrative institutions which

enjoy the support and confidence of the people is the last main

challenge facing Africa today. Unfortunately, after decades of

one-party rule and/or military dictatorship, the systems of

governance inherited on independence have by and large atrophied.

With the exception of countries such as Botswana, Mauritius, Kenya

and Zambia, attempts to restore the democratic political process

have not been an unqualified success. It is easy to be taken in by

the elaborate arrangements made to organize free elections and to

encourage the hitherto disenfranchised groups to participate in

these elections. Yet voter turnout is not likely to be high where

the tradition of voting is alien and/or the results of elections

are still subject to the ratification of military junta. As the

UNDP (1993: 65) aptly noted:

"Democracy is not a matter of one decision or of hastily

organized elections."

To move ,towards genuine democracy more than token efforts

would have to be made to restore the citizens1 confidence, in the

basic institutions of governance. In addition, it is essential

that a credible programme of citizen empowerment be designed and

implemented with total honesty. The main elements of this

programme are:

(i) the development of an open society in which people can

freely "associate" with, or dissociate from, one another

as members of political parties, interest groups, trade

unions, etc;
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(ii) the establishment of a tradition of popular sovereignty,
with a democratically elected parliament performing

essential legislative and general oversight functions;

(iii) the entrenchment of the independence of the judiciary to
enable it to carry out its adjudicative role without fear
of incurring the displeasure of an omni-potent ruler or

of power-driven bureaucrats;

(iv) substantive decentralization of powers and functions to

local, grass-root institutions;

(v) enhancement of the financial, managerial, and decision-
making capacity of the (local-level) institutions;

(vi) the development of a feeling of "political efficacy"
among the electorate by acknowledging that popular

sovereignty is the basis of the legitimacy of government

at any point in time;

(vii) replacement of corrupt elites with development-oriented

ones.

While generalizations tend to be misleading, it is safe to
conclude that most of the institutions which should facilitate the

achievement of the prerequisites for good government have gone into

decay in many parts of sub-Saharan Africa. As far as one can see/
the decisive factor, and yet the most difficult to control, is the

last, i.e. the replacement of corrupt elites with development-

oriented ones. Africa's success in moving away from a system of

government based oh patrimonialism and propped up by military
force, to one that is genuinely accountable to the people, depends,

to a large extent, on■how far the existing leadership recruitment

methods could be substantially reformed (Balogun, 1994). Where the

political elites refrain from bare-faced rigging of the electoral

process, they may not be averse to voter bribery and intimidation.

And where the politicians seem anxious to give democracy a chance,

the military can always find a pretext to take over the reins of

government, set aside the constitution, and rule by decree., In

effect, therefore, it is not always the mandate of the people which

underpins leadership selection in some countries, but the purse-

strings which are controlled by corrupt politicians, or the

monopoly of violence which belongs to the military.

What is the relevance of all these to capacity-building ?

Where does good government fit in into the equation of development

through systematic enhancement of human and institutional capacity?

Whether the will of the people is frustrated by the cynicism of the

political class or crushed by army tanks, Africa cannot but pay the

developmental price. To begin with, where a government is not

answerable to a larger public, it does not have to conduct, its
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business in an open, transparent and accountable way. And once a

government is not accountable, all ethical codes can be breached

with impunity ■- including codes relating to conflict of interest,
offer and acceptance of bribes and gratifications, diversion of
public funds into private accounts, misuse of government property,

diversion of food aid to groups other than those intended,
destruction of case files and subversion of the judicial process.

On top of getting away with murder, an unaccountable government can

freely mismanage public enterprises and assets, and destroy human

capacity without having to answer to anyone.

Yet another danger of corrupt oligarchies trying to perpetuate

themselves lies in potential oligarchies making a successful bid
for power - either through subversion or by perpetrating large-

scale violence. In other words, unless deliberate measures are

taken, bad governments tend to replicate themselves. The "palace

coups" which bring one military regime in place of> another are

products of long-term planning, intrigue, and infighting. The wars
which have resulted in mass destruction of life and infrastructural

facilities in Liberia, Somalia, Rwanda, and a number of other

countries, or, for that matter, the coups in Burundi and the

Gambia, are as much an evidence of.the fragility of political and

administrative institutions as they are outcomes of an absolute

lack of consensus on how to answer the question "Who governs?"

The political instability (which is an integral part of a

system based on force) is a threat to the durability of public
policies and institutions. It is no accident that when General

Ibrahim Babangida left office in August 1993, what could have

served as his legacy in the political and economic fields, left

with him. This is the story of the democratic institutions which

he spent time, money and air waves building - the two-party system,

the "bottom up" strategy of demilitarization, democratically

elected assemblies and public functionaries, etc. It is the story

of SAP which he introduced at grave personal and political risk but

which was reversed by his successors. His 1988 civil service

reform is, according to inside sources, the next target of his

opponents. If^ for no other reason than wishing to see their

programmes live after them, it is essential that leaders show more

than a passing interest in the evolution and institutionalization

of the democratic process.
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III. CAPACITY BUILDING IN SUB-SAHARAN AFRICA:

MODELS, PRIORITIES AND PROBLEMS

In examining the experience of sub-Saharan Africa in human and

capacity building, it is necessary not only to assess the

achievements recorded to-date but,also to highlight what remains to

be accomplished.

Preliminary Assessment of Capacity and

Capacity-Building Efforts

It is difficult to be precise about the status of capacity

building in the present-day sub-Saharan Africa. However, while

making allowance for deviations from the norm,the first equation

worked out in the first part of this paper about sums up the

capacity building situation to-date, viz:

P P P
p = Xl X* _^ < P P . , .P

:E V y y
xi xi ■ xn

While various attempts (Pxl...Pxn) have been made to add value

to indigenous capacity, factors which are traceable largely to the

internal and external environment (Exl.Ex2— Exn) have persistently

eroded the value of indigenous capacity and enhanced (some will say

"inflated") that of foreign capacity (Pyl Py2...Pyn).

Deviations from Pattern

Before discussing in detail the general pattern just

described, it is necessary to look at some important deviations.

First, capacities, as well as the measures adopted to build or

enhance them, are unevenly distributed among countries, within

countries, among different levels of government within the same

country (say between central and local government) , and between one

office and another located next door. Even within the same office,

technical, managerial and entrepreneurial skills are not equally

distributed. Besides, capacity improvement efforts may co-exist

with capacity neglect or outright capacity destruction.

The difference which is easily quantifiable is in the

development of human capital. Table 12 shows a mixed bag of

efforts in human capacity building among SSA-countries. Policies

differ in the impact they have on:
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(a) school enrolment (especially, the period of attendance);

(b) the ratio of technological/scientific manpower total

population; and

(c) level of literacy.

Table 12: Tropical African: Selected indicators of human capital/

1970-1990

Angola

Berti n

Botswana

Burkina Faso

Burundi

Cameroon

Cape Verde

Central African

Republic

Chad

Comoros

Congo

Cote d1Ivoire

Djibouti

Equatorial Guinea

Ethiopia .

Gabon

Gambia

Ghana

Guinea

Guinea-Bissau

Kenya

Lesotho

Liberia,

Madagascar

Malawi

Mali

Mauritania

Mozambique

Namibia

Niger

Nigeria

Rwanda

Sao Tome

SPrincipe

Senegal . ~

Somalia

Sudan

Swaziland

Togo

Uganda

United Republic

of Tanzania

Zaire

Zambia

Zimbabwe

Mean years

of

schooling

1990

1.5

0.7

2.4

Oil

0.3

1.6

3.7

1.1

0.2

1.0

2.1

1.9

0.3

0.8

1.1

2.6

0.6

3.5

0.8

0.3

2.3

3.4

2.0

2.2

1.7

0.3

0.3

1.6

1.7

0.1

1.2

1.1

2.3

0.8

0.2

0.8

3.7

1.6

1.1

2.0

1.6

2.7 i

2.9

Scientists

technicians

per 1,000

people 1985-

1989

■ -

1.2 ,

m.

0.1

. .

1.5

■ D

1.4

,.

■ a .•

B m

..

0.9

0.2

0.4

- ■

0.2

■ ■ '

4.4

R&D

scientists

technicians

per 10,000

people 1985-

1989
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3.3

1.0
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0.7
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J
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Tertiary

graduates as

percentage

of age group

1986-1988

0.6

0.3

0.2

0.3

0.4

0.1

1.2

0.2

0.8

0.3

0.2

0.7

0.3

0.4

0.1

0.2

, .

0.1

, a

0.2

0.3

0.1

0.1

• •

0.4

0.7
m m

0.1

0.1

0.2

0.2

0.5

Adult

literacy

rate

(percentage)

41.7

23.4

73.6

18.2

50.0

54.1

53.0

37.7

29.8

61.0

56.6

53.8

19.0

50.2

66.0

60.7

27.2

60.3

24.0

36.5

69.0

78.0

39.5

80.2

47.0

32.0

34.0

32.9

40.0

28.4

50.7

50.2

63.0

38.3

24.1

27.1

72.0

43.3

48.3

65.0

71.8

72.8

66.9

Combined primary and

secondary school

enrolment ratio

1970

26

53

,21

21

57

41

22

22

13

..

18

60

27

33

47

70

57

26

17

10

32

, a

9

24

48

27

8

27

79

45

29

27

70

1988-1989

44

89

22

38

67

40

34

54

29

43

59

23

39

74

80

55

51

16

36

35

■ „ ,

18

49

48

39

14

37

71

66

53

41

69

Source:. United Nations DeveLopment Programme, Human development Report 1992. New York, Oxford University Press, 1992)

a/ As proportion.of North (= 100). North refers to OECD countries.
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The second major difference among countries relates to the

influence exerted by the domestic environment on capacity building.

Certainly, capacity building takes a form in Mauritius, Botswana

and Ghana that is different from what it is in countries where the

capture and/or retention of power is the sole preoccupation of the

elites. According to Grey-Johnson, (1994:3), if any country in

Africa has succeeded in transforming its economy within a

relatively short period, that country is Mauritius. A coherent

policy on capacity building and utilization is one possible

explanation for this feat. By contrast, Madagascar's problems in

optimizing the benefits of its natural resource endowments might

not be unconnected with the lack of an enabling environment for the

creation and nurturing of human and institutional capacities.

The third important difference examined in this paper is the

use to which foreign aid for capacity-building is put. Whereas

some countries have established strong aid coordination and

monitoring units, the rest prefer to let the structure, content and

ultimate impact of capacity building programmes be determined by

the donors, individual ministries and departments, and public

officials participating in overseas training programmes.

The General Trend

The differences , discussed earlier notwithstanding, it is

necessary to point out that as a region, sub-Saharan Africa faces

a challenge of how to turn its huge development and capacity

building deficit into a surplus. Due largely to internal and

external environmental factors, the level of productivity in the

region remains very low. This does not become obvious until the

region is compared with other regions. According to UNIDO

(1992:78), the SSA manufacturing sector not only failed between

1980 and 1990 to create employment, improve labour productivity and

increase wage earnings, it also was unable to close the widening

productivity gap between the Africa region and North America.

Relative to the North American level, labour productivity fell from

12.6 per cent in 1980 to 10.0 per cent in 1990 (It was 15.7 per

cent in 1970). In addition, wage earnings per worker fell to 8.7
per cent of the North American level in 1990, from 9.2 per cent in

1980 and 10.5 per cent in 1970. (See Table 13 for the 1970-1990

figures).
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Table 13: Manufacturing labour productivity and wage earnings per
worker in Tropical Africa, as percentage of the North

American level, 1970. 1980 and 1990 (In constant 1985

dollars)

r Industry

Food products

Beverages

Tobacco products

Texti Les

Wearing apparel

Leather & fur products

Footwear excluding rubber or

plastic footwear)

Wood & cork products

Furniture & fixtures

Paper & paper products

Printing & publishing

Industrial chemicals

Other chemical products

Petroleum refineries

Miscellaneous petroleum &

coal products

Rubber products

Rubber products n.c.c.

Pottery, china & earthenware

Glass & glass products

Other non-metallic mineral

products

Iron & steel .

Non-ferrous metals

Metal products

Non-electrical machinery

Electrical machinery

Transport machinery

Professional and scientific

goods

Other manufactures

Total

Labour Productivity

1970

13.02

27.22

16.19

18.20

17.10

17.27

21.85 ■

9.44

11.50

18.80

13.41

13.27

11.70

60.01

85.24 a/

12.39

16.17

13.08

• 12.10

14.40

17.64

52.95

13.23

14.11

15.63

10.92

10.97

23.23

15.70

1980

9.59

19.14

8.90

13,61

13.86

19.34

18.63

9.52

12.19

12.61

11.71

8.27

10.61

14.40

32.19

11.58

11.69

13.30

15.73-

10.24

19.96

20.81

11.67

11.12

12.04

23.58

6.46

17.53

12.57

1990

9.77

12.24

4.06

9.27

9.33

12.26

15.48

10.13 .

10.00

7.23

7.85

5.96

6.18

10.96

12.02

15.29

11.77

20.57

7.90

12.90

8.78

29.27

12.88

10.81

10.59

9.73

9.00

11.22

10.00

Wage per Worker

1970

10.39

13.94

17.44

11.26

14.73

13.02

15.27

9.98

11.20

13.37

13.63

14.34

10.99

29.74

13.05

8.78

10.74

9.22

10.01

9.99

14.70

21.36

10.69

13.29

12.82

9.22

13.38

15.65

10.50

1980

9.71

10.16

9.87

10.25

12.72

13.63

17.20

8.00

11.19

10.65

10.72

11.35

10.34

15.68

19.88

9.80

11.80

12.28

11.88

8.00

14.15

11.26

10.83

11.96

11.20

6.77

5.83

13.75

9.20

1990

10.00

9.63

8.90

8.55

11.20

12.79

14.92

8.28

9.16

8.90

8.59

12.77

10.83

12.37

15.91

13.46

11.70

16.50

8.32

9.53

11.08

12.39

10.35

11.06"

10.52

7.02

7.17

13.92

8.68

Source: UNIDO database

a/ 1971 figure

Public Sector Capacity Building

Measures : a Critical Review

In the preceding paragraphs, we undertook a general survey of

the capacity building situation in sub-Saharan Africa. It is now

necessary to focus on the public sector where formal, sometimes

elaborate, efforts have been made to mobilize capacity for

development. As Jaycox clearly stated,

"Human and institutional capacities are lacking in

virtually all sectors and all countries in sub-Saharan

Africa."7/



2 9

The public sector in Jaycox's view, is no exception. Indeed,

"At independence most countries had only a handful of

professional people, and institutions were weak. Post

independence policies of state centralization, coupled

with personalized systems of governance fed these

weaknesses. Poor governance, political instability and

the continued deterioration of African economies also

forced many talented Africans to leave their

countries".&_/

If public sector development capacity is weak, the measures so

far adopted to enhance it have not. been entirely effective. At

least four different approaches to capacity building can be

identified, viz the structural-consolidative, structural-

innovative, balanced social development and unbalanced social
development perspectives (Balogun and Mutahaba, 1992:21-26).

Approximately three decades ago, Ilchman (1965:315) produced

a taxonomy of administrative development strategies, i.e. the

administrative and the social systems improvement strategies. The

former (administrative systems) approach is purely structural and

can be further sub-divided into "balanced" and "unbalanced" growth

strategies. The same applies to the social systems approach: It

too can be classified under "balanced" and "Unbalanced" social

growth strategies.

Structural Consolidation

The "unbalanced structural growth" model of development

administration is what is here referred to as the "structural-

consolidative" strategy. It is based on the assumption that

minimum change in administrative institutions would, at the early

stages of development, yield maximum benefits. The proponents of

this largely static approach to institution-building argue that

technological and managerial skills are in short supply in new

states. According to them, institutional proliferation would be

counter-productive as the skills to manage the newly created

institutions were simply not available. In other words, the

"absorptive capacity" of societies just emerging from traditional

and agrarian stages of existence tended to be limited. Attention

should, therefore, focus on the strengthening of existing,

especially, "productivity-inducing" institutions such as the

treasury, the audit department, the establishments office, and the

0 & M unit.

Structural Innovation

Structural consolidation might have adopted a sober and

realistic attitude towards capacity building in the 1960s.
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However, it had few defenders during those heady days of
development management. The leaders in the field were mostly the

apostles of "modernization" and advocates of "western know-how".

The United Nations in particular played a major role in spreading
the gospel of structural innovation. In the 'First Development
Decade, it placed strong emphasis on the introduction of modern

organization structures, personnel practices, budgeting and

financial control techniques, as well as technical and
administrative procedures. Education and training were deemed

central to the success of the structural-innovative strategy.

Hence the resources earmarked for the construction and equipment of
universities, colleges of technology, technical schools and trade

centres, institutes of administration and staff colleges.

The premise on which this strategy was based is that the

obstacles to economic development in the then emerging nations were

too formidable to be overcome by "a piece-meal approach on

individual sectors". The strategy, therefore, tackled the capacity
building problem by going for a xBig Push' in the establishment of

"modern" institutions and in the training of personnel in the
operation of the institutions. It goes.without saying that SSA's

failed experiment in "administrative reform" in the 1960s and 1970s

derived its inspiration mainly from the structural innovation

literature (Wamalwa and Balogun, 1992: 35-48). So did the policies

on higher education which yielded results in quantitative terms,

but had minimal impact on the development of the "executive

capacity" needed for the design and implementation of projects.

(Mutahaba, 1992:93-108; and Olannewaju, 1992: 71-88). '.

Structural innovation was, no doubt, a costly mistake. Its

failure was due mainly to its naive assumption that "modern",

largely western, political and administrative institutions could be

successfully grafted onto the otherwise agrarian and tradition-

bound societies of Africa, Asia and the Middle East. It ignored

the "ecology1' of development administration, and was in no way

prepared for the gross distortion of inherited systems of

government by the post-independence elites. By the end of the

1970s, it became clear that SSA gained very little from the rapid

expansion in the scope of government and the proliferation of

public service institutions. The public enterprise sector in
particular lacked the capacity to manage essential public utilities

effectively and efficiently. Widespread corruption also impaired

the capacity of the entire public service system. Indeed, " the

rapid physical and ethical decay of the "modern" institutions was

a clear evidence of the inappropriateness of externally influenced

donor-driven strategies of development. ;

Balanced Social Growth Strategy

In the meantime, the structural innovative strategy of

development came under intellectual onslaught. The functionalist
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school of social science led the attack. The reasoning was simple:

a strategy which equipped one social institution (the government

and its bureaucracy) with too much power and technical "capacity"

was bound sooner or later to produce a corrupt and self-serving

elite. The way forward therefore lies in a "balanced" social

development strategy - one which ensured that no sector "grew" in

capacity faster than the others.

The focus of attention of the balanced social growth strategy

is democracy as well as the conditions. under which it could be

sustained. As to be expected, much faith was placed in the

democratisation value of rapid industrialization and economic

"modernization". Lipset (1960: 49-54), for example, argues that

the more well-to-do a nation was, the greater the chances that it

would be able to sustain democratic institutions. In other words,

there is a positive correlation between, on the one hand, the

capacity to run democratic institutions, and on the other, the

amount of wealth, degree of industrialization and urbanization and

the level of education attained at any particular time and place.

Reasoning along more or less the same lines, Riggs (1964)

advocated the strengthening of the capacity of socio-economic and

political institutions (legislatures, judiciary, political parties

and interest groups) even if this was at the expense of the

bureaucracy. In his view, the - bureaucracy was already too

powerful, and, for that reason, too corrupt and too prodigal.

All along, the debate on the role of the state was confined to

the circle of political scientists and public administration

scholars. Economists, particularly monetary economists, later

joined the fray. Harry 0. Johnson, and the Chicago school did for

advocates of "lean" government what Keynes had done for the

structuralists. With the rapid deterioration in SSA's socio-

economic conditions and the coming to power of two supporters of

monetarism (Margaret Thatcher in Great Britain and Ronald Reagan in

the United States), capacity building took on a new meaning. It

began to signify, among other things, down-sizing the state/ budget

rationalization, divestiture or privatization, elimination of

subsidies and bureaucratic controls, trade liberalization, and

enhancement of the entrepreneurial capacity of the private sector.

However, is dismantling the state apparatus the answer to the

question of capacity building in SSA? Contemporary developments in

Africa, and for that matter, in other parts of the democratizing

world, point to the need to enhance the capacity of institutions of

governance as a condition for the optimum allocation of other

available capacities.



32

Unbalanced Social Growth / Institution

Building perspective

Whether we like it or not, we have to return to the

institution building strategy of the late 60s and early 70s. It
should be recalled that Huntington (1968) had shown how the

balanced social growth strategy could produce disequilibriating and

unsettling effects. He warned that the capacity of the
institutions inherited at independence would be sorely tested by a

rapid rate of social mobilization. To quote Huntington, in much of

Asia, Africa and Latin America,

"equality of political participation is growing much more

rapidly than the 'art of associating together'... Social
and economic change - growth of cities, increases in
(western) literacy and education, industrialization,

expansion of mass communications - these broaden

political awareness, increase political demands, and

widen political participation. These changes weaken

traditional source of political authority and traditional

political institutions". 9/

How can the rising tide of political discontent be dammed? Is

it by propping up dictatorships, or by rehabilitating and

redefining the role of the main institutions responsible for

development policy formulation and management ? There is no doubt

that in enhancing human and institutional capacity or development,

the role of leadership will prove to be critical (Easman, 1974;

Swerdlow^ 1974; and Weidner, 1970). Yet, it is not clear whether

leadership, is a dependent variable which responds to positive

stimuli, or an independent one which, short of an act of God or a

revolution, remains immutable. The next, and last section insists

that capacity building should start with an attempt to resolve the

leadership or governance question and then proceed' to restructure

other socio-political and economic institutions. ;
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IV. CAPACITY BUILDING FOR ECONOMIC RECOVERY AND

SELF-SUSTAINING DEVELOPMENT : A PARADIGM AND

A SUMMATION

if at all SSA's experience in capacity building offers any

important lesson for the future, it is that the initiative must
come from within. Donor-driven programmes have a way of reflecting
external preferences and biases, and of ignoring internal African
realities and needs. Besides, in view of the fact that foreign aid
tends to come with too many strings - particularly, strings tying
SSA to specific procurement contracts and compelling indigenous

personnel to learn to operate a bewildering variety of equipment or
procedures - it might be advisable, at least, in the interest of

long-term sustainability, to pursue a policy of collective self-

reliance. As Jaycox observes,

"External development agencies failed . . . to insist on
full local participation in identification and design of

■ ■ projects In sum, the donors have done a disservice
to Africa,, and many African governments have participated

blindly. "10./

The way forward lies in the ,creation Of a critical mass of

development-oriented leaders - leaders . who, besides being
socialized to (i.e. trained in) peaceful and constitutional methods

of seeking power, appreciate the need for the application of

analytical techniques in development policy formulation, and

management. This in effect means going beyond the limit set out in
the African Capacity Building Foundation's strategy document

(1992)- viz the development, of capacity for economic policy

analysis and development management. The reason for advocating_a
broad approach is clear: non-economic variables such as civil

strife, ethnic conflicts, political instability, and ethical

violations, have direct and immediate impact on SSA's, economic
growth and long-term development. These non-economic variables

(Exl Ex2...Exn) have also been known to erode the benefits of

investment in capacity building (Pxl Px2...Pxn).

While the details of capacity building programmes for

leadership and: governance will have to be worked out in each
country, it is possible at this stage to suggest the broad outline

of such programmes. To begin with, the techniques or "art of

associating together" which are now patently lacking within the

main social structures (the family, political parties, interest

groups and professional associations) will need to be highlighted.

It is tempting to blame thei collapse of democratic experiments in

SSA solely on the manipulations of "sit-tight" leaders. What is

seldom realized is that even within the opposition camp, the will

to temper personal ambitions for the common good is sadly missing.

So are the skills of persuading people from diverse backgrounds to

cross ethnic, racial, gender, religious, and generational

boundaries, and coalesce under one solid organization. That is why
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political parties or interest groups inaugurated with fanfare soon

break into splinter groups which in turn produce increasingly
smaller factions. If the aspiring leaders proceed from the triple

heritage of indigenous African values, Islam and Christianity, they
can produce a development ideology which will serve as a rallying

point.

In addition to the "art of associating together", central

elites and local community leaders need to be exposed to the

technique of policy analysis and management. It is not enough to
set up policy analysis units in selected ministries and
departments. Political parties, employers' federation, trade union

organizations, and consumer protection groups need to develop a

strategic orientation and avail themselves of the services of

regular think-tanks. . i

Building the remaining institutions from the ground up is the

next logical component of the new capacity building programme.

This will entail identifying the distressed institutions and

proffering solutions to their problems. Within the public sector,

the obvious candidates for institutional rehabilitation are:

(i) the regular civil service, with its emphasis on hierarchy
and protocol and its weaknesses in the areas of policy

analysis, policy and programme planning, and the

management of innovation;

(ii) the law enforcement and regulatory bodies : The police,

customs and immigration services, licensing authorities,

environmental control agencies and many other similar

organizations are noted, or is it notorious, for their

corrupt tendencies. Therefore, technical and

professional training will need to be supplemented with
training in ethics and. accountability. Highly innovative

instructional techniques, including character training

and endurance techniques, are required to get the message

across to this group of public functionaries;

(iii) the public enterprises: These are likely to respond to a

combination of strategies - privatisation and

commercialisation. In the case of the latter, attention

should be paid to the need to redefine the relationship

between the civil service bureaucracy and the

parastatals; and between boards and management. The

application of business techniques should also be

stressed along with the need for training in

entrepreneurial skills;

(iv) local government and decentralized units: In addition to

substantial delegation of powers and functions to local

authorities, the central government should ensure that

adequate resources are made available to manage local
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projects and services. The staffing problems facing
local governments should also be tackled both

quantitatively and qualitatively.

The capacity building problems facing the private sector can

only be determined and tackled by each firm. On condition that the
government does not place unnecessary bureaucratic obstacles in the
way of private enterprise, and so long as the essential
infrastructural supports are in place, it can be safely assumed
that the "invisible hand" which guides investment will also design
and implement the private sector's capacity building programmes.

Supplementary Measures

We have thus far focused on the minimum preconditions for the

creation and utilization of development, capacities. If the

currently wide deficits in development are to be substantially

reduced, it is essential that additional measures (Spl...Spn) be

instituted. In particular, it is necessary for governments to

earmark an increasing amount of resources for the rehabilitationof
capacity building institutions and facilities. This will entail,
among other things, reconstructing the decaying physical

infrastructures, procuring new teaching devices (especially

laboratory equipment) , motivating the teachers through increases in
remuneration and regular payment of their salaries, improving the

general learning environment, and refraining from any action which
might be interpreted as a devaluation of knowledge and skills.

In view of the incremental value of constant application of

knowledge and skills, it is also advisable that governments in SSA

make increasing use of their human resources. Affirmative action

and set-aside policies should now be extended to the implementation

of development projects - including projects financed from external

sources. An aid package which requires that resources be allocated

to priorities solely dictated by donor agencies should be rejected

outright, if for no other reason than that it stunts the growth of

domestic capacity.

Above all, capacity building entails taking measures which

promote organizational alertness and enhance productivity. First,

the manning tables should be constantly reviewed to ensure that

staff complements are in alignment with work-load, and that

incumbents are properly trained to handle on-going and new

responsibilities. Secondly, the present overwhelming bias towards

hierarchy and red-tape should give way to innovative managerial

approaches. Merit and excellence should be the guiding principle

of staff selection and promotion. Thirdly, the issue of employee

motivation, which has been brought to the fore by structural

adjustment reforms, but by-passed in subsequent policy changes,

should now be boldly tackled. To this extent, it might be

advisable to begin to experiment with the installation of pay and
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productivity schemes in a small number of public service
organisations which handle economic or quasi-economic activities.

Depending on the results of pilot efforts, the schemes could be
extended to other areas of public service management.

Role of Donor and Technical Cooperation Agencies

With the overwhelming bias towards an inward-propelled

capacity building strategy, it is legitimate to ask where the

donors and the concept of technical assistance or cooperation fit
into all this. Does it mean that donor assistance is no longer

required or that the idea of technical cooperation is dead? The

answer to both questions is an emphatic xno'.

First, donor assistance is, and for sometime to come will
continue to be, required in tackling the broad developmental and

the specific capacity building challenges. At the same time, it
will be naive to expect the donors to make resources available
without considering the economic and political pay-off, and the
impact their assistance makes on the life and well-being of the

recipients.

However, while acknowledging the vital role of donors and
their rights to determine for what purposes their resources should

be allocated, it is necessary to come to a new understanding on how
to maximise the benefits of foreign aid. To begin with, the

present practice of ignoring the immediate and long-term capacity
building implications of technical assistance programmes should be

discontinued. In specific terms, donor countries should care as

much about exporting their manufactures and cultural nuances to

recipient-nations as assisting these (recipient) nations to

overcome obstacles to growth and to develop along their own path.

Secondly, the tendency to offer aid in a truncated, and

therefore, non-usable form, needs to be seriously reconsidered. It

is not unknown for large sums of money to be made available for the

procurement of computers, but not for the recruitment of the

personnel required to train local officials in how to operate a

computerised system. Providing assistance towards the development

of indigenous technology is of course out of the question

(Odhiambo, 1992:127-128). .

If foreign aid is to serve a useful purpose, it should at the

same time be needs-based, problem-solving, and beneficiary-
responsive. To this end, it is necessary for the UNDP, as the main

global development agency, to provide a forum at which the basic
issues could be resolved by the donors, the recipients, and

technical cooperation organizations. In the light of their

achievements to-date in the area of capacity-building, both ECA and

the World Bank should be closely associated with the new

initiative.
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Without prejudice to the priorities identified by the UNDP,

ECA, the World Bank and other interested parties, it is important
that the proposed review focus on the philosophy underlying

technical assistance programmes for capacity-building, the
strategies and tactics of implementing the programmes, _ and the
instruments and procedures for measuring the programmes' impact in
the short-, medium- and long-term. Bearing in mind the point made
earlier about ethical violations, the establishment of a proper

framework for ensuring proper accountability for the allocation^
aid resources and for the utilization of available capacities
should feature prominently on the discussion agenda.

To ensure that all pertinent issues are fully considered and

that a programme of work is drawn up for implementation by
interested parties, it is recommended that a small Working Group on

Capacity Building Strategies be established by the UNDP.
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