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REPORT OF MISSION TO SOUTH AFRICA

L BACKGROUND AND INTRODUCTION

Ever since the launching of structural adjustment programmes in many African

countries starting with the 1980s, civil service reforms have significantly featured in the

reform packages. This is understandable given the fact that ineffective civil services can

undermine almost all development efforts as well as basic public administration. The civil

services in many african countries have contributed to the economic crisis inflicting many of

them by failing to discharge their responsibilities effectively. Current reform efforts that try

to reverse the deteriorating economic trends have thus concentrated in reforming the civil

services in a manner that will make them efficient, cost-effective and result oriented.

The recognition of the importance of reorienting the civil service so that it could be

an effective instrument in the recovery and sustained growth of many of the African

economies have led many multi-lateral and other donor agencies to organize a number of

workshops aimed at exploring the complex issues of civil service reform and providing fora

for exchanging experiences in this regard. It would be recalled that the Public administration,

Human Resources and Social Development Division (PHSD) has in recent years organized

a number of such senior policy workshops, the most recent being in December 1994 on the

theme "Assessment of public sector management reforms in Africa" held in Addis Ababa. In

order to benefit from the views and approaches of other agencies to civil reform, PHSD has

in the past invited to its workshops organizations with substantial experience in civil service

reforms such as the World Bank and the UNDP. In the same spirit, the World Bank invited

ECA to attend the workshop on "civil service reforms in Anglo-Phone Africa", which the

Economic Development Institute of the World bank organized in collaboration with the

British Overseas development Administration, the Ministry of the Public Service and

Administration of South Africa, the Public Service Commission and the South African

Management and Development Institute from 24-28 April 1995 at the Lord Charles hotel in

Somerset West, South Africa. As the Chief of the Division , who was invited to attend the

workshop could not go owing to prior commitments, I was delegated to represent him and

ECA at the meeting. Below is provided a summary of what transpired in the course of the

workshop.

II. WORKSHOP TARGET GROUPS

The participants of the workshop were drawn from 14 Anglo-phone African countries,

the World Bank, Sweden , the Netherlands, the British Overseas development Agency, the

Commonwealth Secretariat, the European Development Policy management, ECA, the United

nations DPADM/DDSMS and the UNDP. Sixteen South Africans from the Central and

regional governments, twelve South African experts, thirty high ranking officials from the

civil services of other African countries, six international experts and thirty representatives

representing donor agencies participated in the workshop.
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III. WORKSHOP OBJECTIVES

The objective of the workshop was to develop a conceptual framework for

understanding and assessing the integration of civil service reform into the macro

development context. The workshop aimed at facilitating regional sharing and learning in the

area ofcivil service reform by providing examples of best practices and assisting participating

countries in developing follow-up action plans at the national and regional levels. The

workshop aimed at developing action plans through:

(i) identifying the key policy instruments and programs potentially affecting the

efficiency and effectiveness of the civil service and considering how they can best be designed

and implemented to enhance service delivery to the public;

(ii) reviewing the main issues involved in reforming the civil service and improving

its impact on achieving development objectives and service delivery to the public; and

(iii) reviewing factors constraining the effectiveness and efficiency of coordination

between governments and donors.

IV. WORKSHOP METHODOLOGY

The workshop combined formal presentation of papers on the themes listed below

followed by group discussions on each theme and the groups reporting back their findings to

the plenary sessions. The themes around which the presentations revolved were:

• strategies and sequencing of reform

• improved service delivery to the public

• ethics, transparency and accountability

• a rethink of the donor approach .

The formal opening of the workshop was preceded by a plenary overview session

chaired by Professor Stan Sangweni of the Public Service Commission of South Africa who

introduced Drs. S Vil-Nkomo of the Public Service Commission of South Africa and Peter

Langseth of EDI of the World Bank. Drs. Nkomo and Langseth explained to the participants

the objectives and modalities of the workshop and requested the participants to complete

comment sheets indicating their expectations of the workshop.

V. FORMAL OPENING

The workshop was formally opened by Dr. Z. S. T. Skweyiya, the Minister of the

Public Service and Administration of South Africa. The minister welcomed the participants

to South Africa on behalf of the Government and President of the country. Dr. Skweiya

underscored the importance and necessity of sustainable human development for democracy

to operate effectively.He reviewed past public service reform efforts which , he reported,
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aimed at increasing the capacity and the motivation of the workforce to meet the challenges

of rapid development in a constantly changing environment. The minister emphasised that the

ultimate goal in the past has been to create a sound, efficient , effective and a stable civil

service. He underscored the importance and relevance of the workshop and suggested ways

and means for realising its objectives.

In underlying the usefulness of the workshops to Africa as a whole, he argued that the

civil service in most African countries has since independence changed its structure and

functions by extending its responsibilities from the traditional custodianship of good

government and law and order to becoming a vehicle for social and economic

development.He argued that it was obvious that ineffectiveness of the civil service could

seriously undermine developmental efforts as well as basic public administration. He

emphasised that the real challenge in the area of reform was to redefine the role of

government in meeting the development needs of the country and to raise efficiency and

effectiveness of the public sector.

He also called on African governments to put in place effective controls over public

sector employment as a pre-condition for matching more closely public sector employment

and the needs of the country. He further stressed that central to all these changes is the proper

focus on human resources development and hence all civil services should formulate

objectives for human resources development and empowerment that can be realised in the

short and long run. He concluded by urging the participants to use the workshop to find the

solutions for the problems that beset their civil services and used the occasion to thank the

agencies that made the workshop a reality.

Following the formal opening, plenary sessions and working group meetings were held

on the themes identified at the beginning of the report . A summary of the proceedings of the

presentations and working group discussions of the various themes is provided below.

VI. ON REFORM EXPERIENCES, STRATEGIES FOR CIVIL SERVICE REFORM

AND SEQUENCING OF KEY REFORM ACTIVITIES

Papers focusing on the following topics were presented under the above theme. They

included: Reforms in South Africa: A progress report; Lessons learned from Uganda; Civil

service reform in the United Kingdom and Strategies and sequences for civil service reform.

The South Africa paper, presented by Dr. Yvonne Muthien, Commissioner, Public

Service commission, Republic of South Africa(RSA) highlighted the problems encountered

and measures taken to transform the public service in South Africa into a democratic, non-

racist, non-sexist institution. She reported the situation that obtained in the South African

public service before the advent of the new constitution in 1993, when the country was

divided into 11 separate "countries" each with its own constitution, legislation and

administrative system. Under the old apartheid arrangement, there were 15 administrations,

, namely theRSA central administration, 4 RSA provincial administrations, the administration

of the four former TBW-States and 6 former self-governing territories. The combined staff

strength stood at 1.23 million people. As these separate administrations functioned
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independent of each other, they were characterized by varying structures, functions, work

conditions and the like. She reported that this reality called for a fundamental restructuring

of the public service entailing change in its composition, reorientation of principles, large

scale rationalization programme that could lead to a democratic, accessible and service

oriented institutions. The rationalization exercise required amalgamating eleven separate

public services into a single uniformly governed public service, allocating and apportioning

responsibilities between the central departments and the regions in line with constitutional

stipulations, and reallocation of resources, assets and liabilities according to the apportioned

functions.

She listed the number of measures taken by the government to rationalize and create

the necessary statutory and administrative framework to transform the eleven former public

services into a single public service. She also examined the challenges ahead and concluded

by emphasising that even though the first phase of restructuring had began, the challenge

ahead is to search for new holistic models elsewhere and observed that South Africa

welcome this opportunity to share experiences with the participants and jointly search for

solutions.

The World bank is currently engaged in assisting in the reform of the Uganda Civil

Service and perhaps consider it as one of the successful attempts at reform, hence, Uganda

was featured heavily in the panels organized at Somerset West. A whole panel was devoted

to lessons learned from Uganda.Three senior civil servants presented papers on various

aspects of the civil service reform in Uganda. The papers presented included: The Ugandan

civil service reform program: Strategic overview by Mr. D. Martin Orech, Head of the civil

service, Ministry of public service; The Ugandan civil service reform program:

Implementation of the reform measures and lessons learned by Mr. Aneri M. Wangolo,

Secretary to Administrative Reform Commission,; and the Ugandan Decentralization process:

The way forward by Mr. Francis Lubanga, Director, Decentralization Secretariat.

Mr. Orech,in his presentation traced the history of the Ugandan civil service, which

was regarded as on of the best in post-colonial Africa but eventually deteriorated and run

down as a result of the political turmoil of the 1970s and 1980s. By 1986 when the current

government came to power,it started to take the necessary measures to rehabilitate the civil

service and it established a civil service reform commission in 1989 to study the service and

determine areas of weakness which required reform.

Comprehensive recommendations were prepared by 1990 to reform the civil service

and among the major steps taken were the rationalization of ministries culminating in the

reduction of the size of the cabinet and the reduction of the ministries from 38 to 20;

downsizing the service, salary enhancement, capacity building, equipping and retooling of the

civil service. Personnel management information system linked to the payroll was

implemented, grouping schemes introduced, result-oriented management that would set proper

targets and goals for everybody in the civil service launched.A code of conduct was also

drawn up for the entire service.

Mr. Lubanga provided an overview of the decentralization initiative in Uganda. He

reported that a commission of inquiry set up in 1986 to look into the problems of local
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government of Uganda submitted two reports that recommended civil service as well as

political reforms. The objectives of the programme are (a) political development and

democratiztion of government by empowering people to create civil society ;(b) management

efficiency in terms of creating capacity at the local level and (c) economic and social

accountability. The key characteristics of the programme include: The transfer ofpolitical and

administrative powers to local authorities, a change in the centre's relationships with the

districts in terms of the centre's role in policy formulation, inspection, support, supervision,

and intergovernmental transfer of funds by way of block grants, introduction of an

independent separate personnel system and support and encouragement from the central

government and donors.

According to Mr. Lubanga, the lessons that can be learnt from the Ugandan

experience are success of decentralization programme is dependent on commitment of the

political leadership; effective coordination of offices that have bearing on the operation of the

local government is prerequisite for success, training of trainers would be needed to reach a

larger audience, geographically phased implementation could assure success; networking and

sharing of experience among local governments should be encouraged and capacity should

not be an excuse for not starting the process of decentralization as it Could be built gradually.

He also informed the participants of the measures being taken to further strengthen the local

governments in Uganda.

Ms. Kate Jenkins, a consultant from England, gave'an overview of the civil service

reform in the United Kingdom. The aims of the reform were to improve services, to use

resources better and to develop public trust that things are improving. She reported that

reforms over the last 15 years have produced a smaller civil service reducing its size from

700,000 to 500,000 and the process is still continuing and not entirely based on simple cuts

but rethinking and refashioning of the structure; restructuring the civil service through

privatization, establishment ofagencies and contracting out; introducing new style of working

and new approaches like greater openness, customers-citizen's charter and institution of audit

system.

In drawing lessdns from the U.K experience, she called for balancing radicalism and

practicality; need for learning from experience; that solutions must be relevant to the problem

and it is important to have accurate information and communication. She identified the

following as critical factors for reform: political drive, a clear idea of results and the

involvement of people in the process at the earliest possible time.

Dr. Mohan Kaul of the Commonwealth Secretariat presented a brief overview of

Commonwealth experiences in regard to civil service reforms. He enumerated the reasons for

the reform and the guiding principles which included market orientation as a main feature of

driving the change; setting clear objectives and priorities; improved management at all levels;

improvement and development of civil service ethics and values; reducing government

expenditure and targetted selective government intervention.

The areas of reform covered policy coordination, organization restrucuring, re

orienting organization culture, interface with the private sector, financial systems, information
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technology-based systems, and human resource management. The broad objectives of the

reform include: enhanced productivity; enhanced competition; enhanced responsibility at

various levels and greater participation.

He concluded by enumerating the features of successful civil service reforms that

included: successful civil service reforms are part of the international and national change;

are at the forefront of the national change process; guide, initiate, innovate and manage

change; develop local solutions to global challenges; benefit from recent reform experiences;

have commitment at the highest level; have clear vision and objectives and simple and clear

priorities; make difficult choices; mobilize support within the civil service; empower those

who are working for change and emphasise value systems, particularly accountability and

transparency of government processes.

VII. ON RESTRUCTURING AND SEQUENCES FOR CIVIL SERVICE REFORM

Two presentations as well as a comment were made under this panel. Mr. Dodoo,

head of the Civil Service of Ghana made a presentation on Civil Service reforms in Ghana

and Mr. Adamolekun of the World Bank on "Strategies for civil service reform and

sequencing of reform activities" and was followed by a comment on restructuring and

sequencing in Ghana by Mr. Pinto of the World Bank.

Mr. Dodoo informed the participants of the workshop that Ghana has adopted

strategies and sequences of events that form the National Institutional Renewal Programme

(NIRP). The overall aims are fostering good governance as well as accountability and

transparency; accelerated growth by being efficient and productive; and strengthening of the

public service and the creation of a more compact public sector. The specific objectives of

the civil service improvement programme are to deliver public service more efficiently; to

become responsive to the users and beneficiaries of public services; to support private sector

growth where possible; and to improve motivation with performance-related pay systems.

The reform programme focused on bottom-up approaches and supports a participatory

system with consensus building and collective diagnosis of the problems and issues that result

in recommended change programmes as its main features. The programme has an output and

performance orientation and harnesses the private sector to assist with service delivery. The

methodology is based on participation, consensus and creating ownership.

Mr. Adamolekun noted that the Bank's examination of its experience in supporting

civil service reform programmes in Africa revealed that sizeable downsizing had occurred in

some civil services, but in others staffing had increased. Some reductions in wage bills were

noticed, but the fiscal impact was small. Some improvements in management systems have

occurred, but overall there was limited efficiency gains. He further reported that the Banks

analysis led to the conclusion that governance issues such as the existence of patrimonial

states lacking in accountability, rule of law and transparency and the state-civil society

disconnection were seriously undermining the performance of the civil service resulting in

weak policy capacity, regressive tax and custom's policies, poor budget management and a

regulatory burden on the private sector. This reality has necessitated the adoption of the

governance approach to civil service reform that would focus on institutional issues. This
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included among other things looking at the institutional environment, pay and employment

incentives, economic and policy management and service delivery.

Mr. Pinto took the floor to comment on the strategies and sequencing in civil service

reform in Ghana and observed that the Ghana approach represents a complete reversal of the

familiar sequence of reforms in Africa. Unlike the "leaner-meaner-cleaner" civil service

reform approach, the Ghana programme is built on a strong foundation of government

improvement, which is essentially bottom-up, non-mandatory, non-directive, triggered by a

diagnostic exercise but guided by a sense of vision. Pinto pointed out the unique characteristic

of the approach as being the setting of the standards for service delivery not at the top but

by listening to customers. Issues of structures, processes and skills were dealt with once the

governance environment had been dealt with.

Following the above presentations, the participants were divided into five working

groups and examined the issues of civil service reforms and strategies for sequencing civil

service reforms. The groups reassembled for plenary discussions of their findings and short

interventions and comments were made from the floor. The recommendations that emerged

from the following working groups included that clear vision is needed for reforms to

succeed. Successful reform efforts should be continuous and preventive and not only curative.

Political commitment is another crucial factor for reform initiatives to succeed. Reform

should be home grown and be undertaken in a participative mode and not donor driven. The

civil society should be involved in the reform process and the reform programme should have

measurable objectives and be results oriented. Change should take place with a view on the

macro context and should not be cosmetic. The right type of leadership is crucial for success

of reform efforts and managers need to be trained to mange the change process.

VIII.ON IMPROVED SERVICE DELIVERY TO THE PUBLIC

This plenary featured presentations by Mr. Lars Jeding of Sweden, Mr. Nick

Manning of the Commonwealth Secretariat and Mr. A.M. Wangolo of the Administrative

Reform Commission, the Ministry of Public Service, Uganda,

Mr. Jeding contrasted the pervious approaches to administrative reforms which

emphasised efficiency considerations and such other issues as impartiality to application with

the current emphasis on review and rethinking of the public sector and higher expectations

of results. He argued that all countries irrespective of their ideological stances on what the

role of the state should be , appreciate the essentiality of improving the efficiency of

production and provision of public services. Modern reform efforts are increasingly taking

their inspiration form the private sector with the market providing the ideology.

The central questions being raised, Jeding further elaborated, nowadays are "what

concept will meet political expectations, focus on results, motivate staff and lead to better

service to the public. He discussed fulfilment analysis and civil service delivery surveys as

mechanisms for gauging and comparing the demand for services as seen from the citizen's

point of view and the ability to meet the demand. In conclusion, he argued that business

philosophy must be stimulated by turning appropriation-granting authorities into cost centres.
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Management should be given greater responsibility for wage-fixing . Organizations should

be allowed to try out new business operation patterns. Government must also be prepared to

lay down targets and spell out he level of service expected.

Nick Manning presented his paper on managerial choice in public service performance

improvements. He argued that recent reforms suggest that efficiency and improved service

delivery to the public are linked with a virtuous circle. More demanding citizens trigger

improved service delivery, and improved service delivery encourages citizens to demand

more. The circle of rising expectations, and raising standards in turn triggers public service

effectiveness in the broader areas of government responsibility including economic regulatory

management. Manning emphasised the need for managerial choice as it recognizes the

increasingly perceived link between rising expectations, improved service delivery and

increasing effectiveness.

A.M. Wangolo reported that public sector management reform in Uganda is home

grown, larger in scope that previous reform efforts and focused on the determination of the

right number of public servants in the right palace at the right time; training and staff

development plans to enhance the capacity of their service and the strengthening of control

systems through control of the payroll, improvement in budgeting and accounting systems,

result oriented performance evaluation and introduction of code of conduct.

Following the presentations, the participants divided themselves to five working

groups and deliberated on the points raised in the presentations as well as related issues. They

then convened in the plenary and reported their findings. The synthesis of their various

observations and recommendations are highlighted below:

• Government should realize that it is not the major or only provider of services and

as such should share service delivery responsibilities with others such as the private

sector, NGO's and small businesses;

• Government ought to have the necessary capacity to deliver service effectively and

to this end rationalization of institutions must be made in accordance with the

objectives that need to be achieved. Training should be geared to areas in which

objectives should be achieved;

• Performance indicators should be developed to facilitate auditing of operations and

the public should also be given the opportunity to influence such indicators;

• An inspection body can be an important factor and vehicle to increase delivery of

services

IX. ON ETHICS, TRANSPARENCY AND ACCOUNTABILITY

Mr. Jeremy Pope of Transparency International in his presentation on Ethics,

accountability and transparency started by criticising academics writing on corruption for

returning to same old rubble failing to recognize that corruption is not static.He expressed his

delight that corruption is now being discussed freely breaking past taboos. He described
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corruption as a universal phenomena and argued that the "gram* corruption" that is so

devastating in developing countries has its origin in the North. He condemned elements in

the North and South for acting in partnership against the interest of ordinary people in the

South.

He argued that some of the measures taken in the course of civil service reforms have

had positive effects in restraining corruption. He examined different scenarios for tackling

corruption including the Uganda model and the "enclave " or "island of integrity" model

presently being developed in Ecuador. The latter involves all those bidding for contracts to

sign a pledge that they will not bribe. Then they agree that whoever wins the contract will

have to make disclosure of all payments to third parties in respect of the contract and all

performance bonuses paid to staff in connection with that. Unsuccessful tenderers can sue the

successful tenderer if they can prove that corruption was a factor in the deal and if they wish

to sue for loss of profits as well. Transparency of the whole process is assured by inviting

a civic organization to observe the whole process. This way the private sector is introduced

to the new process and becomes part of it. The private sector is empowered to police the

contract either through civil courts or through international arbitration.

This newly emerging approach demonstrates that partnership can be established

between civil society and government , including the private sector and Transparency

International helps to build theses partnership. He praised the South African government for

the measures it took so far in combatting corruption and recognized it as a best practice

country in this regard. He concluded by observing that there are many stakeholders in a

country's integrity system viz. public service commissions, civil servants, law enforcers, the

Auditor-General, parliamentarians , the private sector and the general public; hence the need

for a holistic approach. He argued that a corrupt system cannot reform itself and ethics cannot

change itself unless it is accompanied by public participation in the process.

Mr. Kato from the Inspectorate -General of the government of Uganda emphasised

the need to enhance ethics, transparency and accountability values. Lack of them has posed

major problems such as corruption in Uganda. He enumerated the measures taken to enhance

these values by the current Government which include: the setting up of the Inspector general

of government with the aim of eliminating corruption and abuse of office, to protect and
promote human rights and to recommend legislative and regulatory reforms. The office has
powers of access and are entitled to receive any public document and enter any public office.

The new constitution requires the transfer of the human rights responsibility to a new office

enabling the inspectorate to concentrate on anti-corruption activity.

He informed the participants that the ethics code of Uganda requires the declaration

of income and assets by the leaders, subscribing to a minimum standards of conduct in regard

to use of public property. Transparency International has been invited to find a possibility of

collaborating in the field of corruption. Journalists are being trained in investigative

journalism in order to effectively expose corruption and the teaching of moral and ethical

values are being promoted in schools. In sharing his experience in terms of lessons learnt,

Mr. Kato stated that fighting corruption is continuous process, requires political commitment
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and the public should be involved as public awareness programmes can help in the gradual
elimination of corruption.

In line with the modality adopted earlier on, the participants divided themselves into
rive working sessions and addressed the issues of ethics, accountability and transparency in
their respective groups and reported back their findings to the plenary. Following are some
of the major points raised by the groups. There is need for a system that will prevent
monitor and punish corruption . Emphasis should be placed on the system rather than the
individual. Political commitment to combat corruption is a necessary condition for success
There should be agreed upon professional standards and codes of conduct that are widely
publicised. J

Two notions of corruption were also explored viz. corruption through comission or
by omission. When policies are made that affect members of the public unequally that is
regarded corruption by commission. An example of corruption by omission is the availability
of information that is maccessible to the public , especially those people without the required
education that are unable to understand what is being communicated, and are thus
disadvantaged in the process.

X. RETHINKING DONOR APPROACHES TO CIVIL SERVICE REFORM

Two presentations were made under this panel. Dr. A. M. Kisuhi, Advisor to the
minister of public service , Uganda and Mr. Clay Westcott of the UNDP presented different
perspectives on Donor's assistance. Dr. Kisubi called on donors to study and understand the
environment they are entering and should not appear as if they are having a hidden agenda
Their role should be limited to supporting and creating an enabling environment. He advised
against donors implementing reform and changes and called on recipients to get their act
together. He emphasised the need for donors to be constructive partners and called for
donor's code of conduct.

He criticised donors for providing assistance that has no impact at all and advised
recipients should question the assistance they receive. It should not be cosmetic, he argued,

but should be based on real identified needs. He called on donors to be flexible and allow
recipients to determine how resources are to be used as long as there are transparency and
accountability on both sides. He concluded by praising the donor-recipient relationship in
Uganda, which according to him appears to have overcome most of the foregoing problems
by creating a working relatioship based on a sprit of partnership.

Mr. Westcott started by summarizing the major themes of concern expressed in the
course of the discussion calling for the re-evaluation of the purpose of assistance to civil
service reform. According to the discussion, he remarked, there appears that there has been
a shift of emphasis towards the importance of service delivery as opposed to improving the
civil service for its own sake. There was also a suggestion to the effect that donor funded
programmes have to deal with more than downsizing and /or improving the machinery of
government by for example including developing management systems or organization
restructuring.
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The new approach calls for stronger emphasis on consultation with users of

government services and civil society generally; attention to governance issues and more

emphasis on bottom-up approach to improving the efficiency of government services through

result oriented management. He also pointed out that the discussion did not imply that other

aspects of civil service reform such as the need to re-examine the role and function of

government in support of economic development objectives is no longer relevant. From the

experiences of some countries that embarked upon civil service reforms, it was clear that

reducing the numbers of civil servants will remain an important component of reform for

many countries.

The forgoing observations, Westcott argued, pose challenges for donors and recipients

on how to design programmes which can deliver the depth of reform required in a politically

acceptable and non destabilizing way. Westcott , taking cues from the thrust of the

discussion, interpreted the emerging consensus regarding donor-recipient partnership as

follows. The need for local ownership and home grown programmes suggest the need for

several changes in the traditional donor relationship. It requires a shift from the traditional

donor-driven CSR programmes;implies trying to avoid approach based on conditionally;

involves donors adopting a more facilitative and supportive role with recipients taking the

lead in developing the programme. Nevertheless the changing role of donors must still be

consistent with the requirements to be accountable for the use of aid funds. CSR programmes

should demonstrate that they have overt political support as well as clear objectives and

reform targets, financing requirements, timetables, implementation arrangements and the

benefits also need to be sustained overtime. The discussion also underscored the need to

improve donor programmes and projects and improving donor coordination.

The participants as in the pervious cases divide themselves into working groups to

discuss "Rethinking of donor approaches", and later submitted their observations and

conclusions to the plenary. The consensus emerging for the group discussions are that civil

service reform needs to be approached in an integrative, holistic way, involving all the

stakeholders. Donors must be sensitive to the socio-economic and political environment of

client countries and the relationship between donors and recipients should move from

dependency relationship towards independence and partnership.

XI. FINAL SESSION

The last session was devoted to summarizing the workshop findings and charting the

follow-up action. The findings were mainly a reiteration of the findings and observations

made in the group sessions. It was noted that civil service reform that emphasises service

delivery is a process of democratization at the grassroots levels defining the relationship

between the citizen and the government. CSR must be home grown, owned by the country

and be backed by political commitment. It must have clear vision and measurable objectives.

It should emphasise results. Government should reappraise its capacity to deliver services and

should try to involve the private sector in those areas that it can handle better. CSR should

not be regarded as one shot affair but rather as a continuous process and should be on

government's agenda as it sought to maximize the use made of scarce resources. Ethics,

accountability and transparency should feature in all reform efforts. Effective prevention
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systems that aim at removing the loop holes for corruption should be instituted. A sound

partnership based on mutual respect and trust between beneficiary government and aid donors

is essential for success of reform programmes. Governments need to develop skills in

managing donors and there should be a mechanism for continuous international donor

coordination.

Follow-up actions were suggested both by the participants and donors. The participants

underscored the importance of political commitment to support the reform process and

suggested that a conference be organized in October 1995 for ministers and heads of civil

services aimed at sensitizing them on the need. Participants emphasised that all stakeholders

such as the civil service associations,the private sector and others should be seen as part of

the reform process. Comparative experiences of the reform process can enhance awareness

and should be encouraged. They called on themselves to organize workskops on their return

to their respective countries and use the occasion for experience-sharing processes with their

colleagues. A complete review of country programme , methodologies and restructuring in

regard to civil service reforms is required as a starting point of reform. Because of varying

experiences, exchange of information between Anglo-Phone and Non-Anglophone countries

should be encouraged. Technical capacity building must be developed. As reform takes time,

donors should be committed to support through out the process in order to avoid

discontinuities.

The donors broadly accepted the foregoing recommendations of the participants and

also addressed in detail follow-up, capacity building, donor's overall role and actions needed.

The donors expressed readiness to entertain requests for follow-up conferences and training

provided that they could contribute to the acqusition of new skills and new people can be

involved.They called for the strengthening of existing institutions and further support to their

training , management and research programmes. Training in negotiation skills should be

added to their programme. The need for process-oriented role of donors was emphasised.

Donors affirmed their willingness to continue support in the general area of good governance,

in terms of strengthening capacities for accounting, auditing, investigative journalism etc.

Donors also promised to ensure that their own processes will be as transparent as possible.

They also agreed to strengthening information, communication campaigns for the support of

information dissemination, such as e-mail, INTERNET and electric bulletin boards to enable

countries to keep in touch with best practice all over the world.

XII. CLOSURE OF WORKSHOP

The workshop was closed with an address by Mr. Paul Obeng, Advisor to the

President of Ghana . He also summed up the participants perceptions and suggestions as to

where they should go from here on. Mr. Obeng urged the senior civil servants attending the

workshop to identify the need for reforms and prompt their political peers after appropriate

sensitization to trigger the reform process. He underscored the importance of taking into

consideration the concerns of all role players in the reform process. He emphasised that any

reform programme must include a redefinition of missions, as well as an analysis of the

capacity of the government machinery and the and the skills mix available to define and

address the reform.
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In summing up the group's assessment of the workshop and recommendations for the

future, he enumerated action needed at the regional and national levels. Action proposed at

the regional level is summarized below:

• The need for convening an action learning workshop for political leaders to be in

October 1995

• The meeting welcomed the forthcoming CAPAM conference. "In addition, ahead

of the ministerial meeting if possible* there should be workshops for representatives

of middle mangers on this topic, in a cooperative process. Some countries will have

civil service associations or other trade unions with sections whose representatives

could also take part in the process. This should be done in-country and by each

country. Building awareness and commitment on the part of the civil service leaders,'

and an understanding by them of what is taking place elsewhere, will help build the

awareness and the commitment . We need to push the process forward. EGA and

other agencies should pull the information together and donors should be

encouraged to fund some participation from other countries to enhance

information sharing, in particular with technology packages."

• There should be regular conferences for heads of civil service, which should include

action learning to review progress made and to chart further ways of expanding

cooperation and effectiveness.

• Possibilities for involving Non-Anglophone countries in future workshops should

be explored by the organizers.

• Civil service associations and unions should be encouraged to network and exchange

practical experiences regarding the civil service reform efforts

• Greater levels and more efficient information sharing must be explored, using

whatever technology may be broadly available. Participants were encouraged by the

donor's willingness to assist in this regard.

• Public service management institutions should cooperate at a regional and

continental level to avoid the reinvention of the wheel. Changes in training methods

are essential to underpin the entire process. The ECA should be invited to

coordinate this, using as well other centres of excellence, donors were

interested in funding management,leadership and research training.

XIII. OVERALL OBSERVATIONS ON THE WORKSHOP

The workshop was well attended and many of the senior civil servants associated with

civil service reforms were present. Uganda featured as the best reform practice country, and

there were remarks outside the meeting that there were others who have equally embarked

on similar efforts and experiential learning drawn from a larger sample of countries could

have been more enriching than limiting the discussion to Uganda and Ghana. But as the
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organizers were involved in the Uganda reform effort and Uganda seems to be following what

is considered good reform practices, the special attention given to it is understandable.

The organizational capacity in place was impressive. Unlike our workshops which try

to accomplish the same results with minimum resources, the World Bank workshop benefited

from immense resources put at the disposal of the workshop for logistical and administartive
support. The heavy presence of the organizers was also interesting.

The unsolicited and unlobbyed for call on ECA to pull the information on civil service

reform together and to coordinate cooperation of public service management institutions

should be welcome and the necessary measures be taken to operationalize the wishes of the

participants. As the donors have indicated willingness to consider funding projects on the

dissemination of civil service related information, I propose that we prepare a proposal jointly
with PADIS for the establishment of Civil service-related documentation centre and

mechanism for its dissemination through the establishment of e-mail and possible access to
INTERNET programmes.

As a first move, ECA should invoke the recommendations made at the workshop and

request those countries that participated in the workshop and have launched civil service

reform programmes to send materials pertaining to the reform efforts, while we work on the
proposal for funding e-mail and INTERNET facilities.


