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Introduction

In the past three decades or so, the role of the public sector in Africa has changed

dramatically. In contrast to the colonial era when the sector's attention was confined to the

maintenance of law and order and the administration of basic infrastructural and social

services, the early post-independence period witnessed efforts at expanding the scope of

government and enhancing its (i.e. the government's) capacity to provide wide-ranging socio-

economic services.

The rapid expansion of the threshold of government was not without a hitch. While

the political and administrative elites saw it as an indispensable element in the

"modernization'1 process, the post-independence bias in favour of 'big government* posed

serious managerial and structural problems. Specifically the resultant proliferation of

institutions raised questions about the effectiveness, efficiency, accountability and

responsiveness of the various agencies.

Central to our understanding of the protracted debate on the role of government is nje

question whether there is a barrier beyond which any government in Africa must not go.

Advocates of structural adjustment reforms, in particular, hold the view that it is fine when

a government limits itself to enacting rules and regulations spelling out acceptable norms of

social behaviour, but disastrous if the same government deems itself competent to engage in

direct productive activity. In other words, it is appropriate for a government to enact and

enforce edicts on say, environmental cleanliness or acceptable business practices, but running

a business enterprise is taboo.

Africa's experience is frequently cited to illustrate the difficulties in making the

transition from government as a law-giver to government as an entrepreneur. It is pointed

out that the massive government investment in projects, institutions and personnel (in any

case, not always in that order) yielded little besides unfulfilled expectations and huge financial

losses. Unbridled government intervention in the productive sector is thus held largely

responsible for Africa's economic decline in the 1980s.
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However, does this overwhelmingly pro-business conclusion fit the facts? Is the

private sector's managerial response to Africa's development problematique any more

imaginative (and so, any less blameable) than the public sector's? Isn't there something

fundamentally wrong with the contemporary African notion of management - public or

private? Finding answers to these complex (sometimes arcane) questions is the first step

towards explaining Africa's stubborn socio-economic malaise.

In any case, as the proponents of structural transformation argue, the precipitate

economic decline will not be arrested by a drastic reduction in the size of government.

Indeed, the cost-cutting measures stressed by structural adjustment reforms will tend to

confound the existing woes. Not only will such measures undermine the already weak policy

management and institutional capacity in the public sector, it will also lead to expenditure cut

backs in the essential areas - particularly, the basic needs programmes as well as programmes

targeted to the long-term development and transformation of the economy.

In addressing contemporary issues of public sector management, this paper looks at

the role of, and the problems facing, the sector from the colonial to the present period. It

then proceeds to discuss the constraints facing the public sector before examining the reform

strategies. The future role of the sector in Africa's development is examined in the last part

of the paper.

I African Public Services: The Phase of Institutional Growth

A critical assessment of the role of Africa's public sector over the past three decades

will reveal a pattern of quantitative and qualitative decline in institutional capacity. The pre-

independence period witnessed the establishment of agencies to handle modest programmes

of socio-economic development in addition to the government's traditional regulatory, law

and order functions. On independence, government responded to the popular yearnings for

material benefits by creating new institutions and launching new programmes. Apart from

the difficulties facing the relatively inexperienced officials in managing and controlling a

rapidly growing bureaucratic empire, the steady erosion of the inherited values and norms
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accelerated the pace of institutional decay which, in turn, undermined the effectiveness (and

dented the image) of the public service.

The Law and Order Phase

By modern standards, the colonial bureaucracy was very small. It concerned itself

largely with maintaining law and order, regulating individual and collective behaviour, and

providing basic social and infrastructural services. It was not unknown, but it was rare, for

the colonial civil service to engage in manufacturing or trading activities. It merely created

an enabling environment for private enterprise to operate. The industrial giants were not the

public corporations and state-owned companies of the post-independence era, but private

ventures such as U.A.C., Kingsway, C.F.A.O., U.T.C. and Leventis (in west Africa),

Lonrho and de Beers in eastern and southern Africa, and the petroleum and mineral

exploration companies that were active in different parts of the continent. Banking, insurance

are finance were controlled by private institutions, among them, Standard and Barclays

Banks.

Whether as a result of an objective and realistic appraisal of its limited capacity and

resources, or an ideological preference for non-intervention, the colonial administration

focused its attention mainly on the classical role of government. It was in its best form when

it came to enacting and enforcing edicts on environmental sanitation, operation of business

enterprises/premises, as well as codes governing offenses against person or property.

Compared with the present day experience, the colonial public service did best what

it chose to do. Its corps of sanitary inspectors saw to the cleanliness of the environment and

invoked the law against households that were derelict in their sankary responsibilities. Its

police force controlled civil disturbances and with the support and diligence of the judiciary,

made the world unsafe for fraud, embezzlement, and homicide. The traffic branch of the

colonial police force (through the Vehicle Inspection Officers) saw to it that motor vehicle

driving licences were issued only to those who passed prescribed texts, and that such licences

were "endorsed" or temporarily withdrawn when holders contravened the road traffic

ordinance. The same V.I.O.s helped protect the environment by pasting MOf-the-Roadn
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stickers on vehicles considered an environmental hazard, or otherwise not "road-worthy".

Even minor details like the possession of valid and up-to-date bicycle licences were not

overlooked by the colonial administration which decentralized to local or "native" authorities

the power to issue such licences.

The colonial administration's efforts in the law-and-order area were complemented

with modest achievements in the socio-economic area. For example, in the British colonial

territories, officials in the Department of Education advised on the formulation of the

government's education policy and supervised the administration of schools, colleges, and

vocational training centres. The Department of Health administered preventive and curative

health programmes. The Public Works Department handled the construction and maintenance

of roads, bridges and government housing units. The Department of Agriculture looked after

agricultural extension services, animal health, fishery, agriculture cooperatives, and forest

reserves.

Public utilities and quasi-commercial operations were almost invariably assigned to

special agencies - i.e., statutory corporations and state-owned companies. The development

corporations supervised the management of the few industrial and manufacturing enterprises

established by the government. The marketing boards were responsible for the marketing of

export commodities and the management of foreign reserves. Capital-intensive operations

such as railways, electricity, posts and telegraphs, also belonged within the purview of bodies

established by law.

If the colonial bureaucracy's achievements in the socio-economic area are considered

along with its (the bureaucracy's) role in the political transition process, one may conclude

that, in a manner of speaking, it was as "development-oriented" as the post-colonial

administration. However, in terms of the general orientation of government and the scale of

government intervention in economic activities, the colonial public service was a regulatory,

law-and-order institution. It was at the onset of independence that its role as a development-

oriented body was clearly defined.
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The Post-Independence Phase

Rapid growth in the size of the public sector became noticeable in the 1960s - which

was for Africa, a decade of independence, and for the United Nations, the First Development

Decade. Evidence of this growth was provided by the range of institutions that were

established, the number of officials employed, and the sums of money budgeted for capital

development programmes and for recurrent services.

Institutional expansion is an indicator of bureaucratic growth during the post-

independence period. In Tanzania, the number of ministries increased from 10 in 1961 to

16 in 1985.7 In Nigeria, the number of statutory corporations and state-owned companies

rose from a mere 50 in 1960 to 800 in 1982.7 Between 1980 and 1984, the number of

statutory bodies in Malawi rose from 25 to 35.1/ As Table 1 indicates, the parastatal

sector's share of the national product is particularly big in countries with socialist ideologies.

Table 1: Parastatal Bodies: Percentage of Gross Fixed

Capital Formation in Four Countries

Country

Ethiopia

Tanzania

Kenya

Uganda

Year

1984

1984

1982

1985

No. of State-owned

Enterprises

180

400

176

130

% share of

G.F.C.F.

36%

28

17

Unknown

Source: Based on data supplied by J.J. Jorgensen 'Organizational life-cycle and

effectiveness criteria in state-owned enterprises: the case of East Africa*, in

A.M. Jaeger and R.N. Kanungo (Eds.) Management in Developing r^nfrfrc,

Routledge, London, 1990.
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In many African countries, the decentralised agencies (local government and field

administrative units) are to all intents and purposes part of the public sector. The rapid

increase in the number of such institutions has contributed to the growth of government.

Again, Nigeria provides a good illustration of the tendency towards institutional proliferation

both at the centre and at the periphery. Up to 1967, there was a federal public service co

existing with four - North, East, West and Mid-west - regional public services. With the

creation of states in 1967, the number of state administrations rose to 12. The number

further increased to 19 in 1975. As of today, these are no less than 31 state and 1 federal

public services. Relative to the arithmetic increase in the number of central government

agencies (on the creation of new states) is the geometric increase in the number of local

government councils and of "deconcentrated" agencies of federal and state governments. As

recently as 1988, the number of local government areas in Nigeria did not exceed 449. By

1992, there were 589.

Corresponding to the increase in the number of government agencies is the growth in

public sector employment. However, before examining the figures, it is necessary to point

out that published data on public service manpower is suspect. In other words, the figures

released may not tally with the actual number ofpeople working. "Ghost workers" have been

unearthed in different places after painstaking effort. A World Bank study revealed numerous

non-existent workers and non-existent schools in Uganda.!/ Another civil service head-count

in the central African Republic turned up 1,300 'ghost workers'. Two-thirds of the names

on Zaire's civil service manning table in 1978 were fictitious.!/

All the same, on the basis of the figures released from time to time, one may conclude

that the public service in sub-Saharan Africa grew rapidly between the early 1960s and the

late 1970s. Kenya's public service employed 45,000 persons in the mid-1950s, 63,000 in

1965, 84,500 in 1971, and 170,000 by 1980. The Senegalese government employed 10,000

shortly before independence in 1960, 35,000 (an increase of over 300 per cent) in 1965, and

61,000 by 1973._6/ Government employment in the Gambia doubled between 1974 and

1984.1/ Ghana's public service employment grew between 1975 and 1982 at a rate five

times faster than the growth of the labour market!/ The number on public payroll in
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Cameroon rose from 11,610 in 1970 to 55,100 in 1988. Tanzania offered employment to

113,171 persons in 1970 and 256,754 in 1985 (see Table 2).

Table 2: Government Employment in Selected Countries (1970-1990)

Year
Cameroon The Gambia

Country

Tanzania Zimbabwe

1970 11.610 96.789 U3.171

1221 12,412 100.136 H5r975

1972 13.494 102.359 125.083

0221 16.210 105,000 129r736

1974* 44.469 107.520 146.842 (a)

1975* 19.672 4.450 110.100 127.150 fa)

H2r743 .124.184 (a)
1977 24.192 7.907 115.449 135,187

12Z&. 27.4QQ 8.982 18.210 160.306

1222. 30.064 9-421 121.105 180T456

1280 33.391 11.034 124.012 192.464

1281 36,919 10-928 126.988 231.190 56r442

1982 10^823 130,036 243.478 76.090

12S1 43,903 10-311 133.157 .255.150 78j659

1281 48,883 10-461 136,353 275r944 82,461

1281 52.200 10,345 139.625 256.754 89.626

54.449 10,415 143,237

1281 59,214 9,620 131f089 154,485

1988' 55.100 8.603 124.148 301.000 rtrt 153.477

1282. 9.785 117-267 3Q1.0QP fl>> 160f819

1990 9,405 111,178 301,000 (b)

Source:

*NB:

Report Of the Inter-Regional Seminar nn Sizer Cost and Effectiveness of the

Civil Service and Reform Programmes in Africa UNDTCD, New York,

1991, Table 2.1. See also Civil Service Census of 1988, President's Office
Civil Service Department, Tanzania, 1991. (Freeze of Employment from
1988 to-date 1993)

(a) Fluctuation of figures is due to transformation of a number of
Government Institutions into Parastatals (1974 and 1975).

(b) The figures for Tanzania include both Central Government and Local
Government staff.
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In Nigeria, the federal public service establishment alone (that is, excluding the states)

grew from 50,817 in 1962 to 231,802 in 1980 (see Table 3). It is worth noting that

substantial increases were recorded after 1970 when the growing oil wealth was ploughed into

the post-war programme of reconstruction and rehabilitation.

Table 3: Federal Public Service of Nigeria:

Manpower Statistics 1962 - 1980

Year

1962

1965

1968

1971

1974

1977

1980

No. on Payroll

50,817

50,736

61,705

72,552

122,914

121,883

231,802

.i—.—.... _ I,..,. i.

Rate of Growth (%)

-

-6.3

+ 8.9

+ 17.6

+69.4

-0.83

+91.0

Source: Manpower Statistics 1962 - 1980. Manpower Board, Lagos.

As to be expected, the rapid expansion in public service institutions and work-force

has translated into huge increases in expenditure. Table 4 below shows that between 1960

and 1979, public expenditure followed an upward trend in the eastern and southern Africa.
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Table 4: Government Expenditure in Eastern and Southern Africa

1960-1979

(in US Dollars)

Country

Angola

Botswana

Coaoros

Djibouti

Ethiopia

Kenya

Lesotho

Madagascar

Malawi

Mauritius

Hozanbigue

Seychelles

Soialia

Swaziland

Tanzania

Uganda

Zaibia

Ziibabwe

1960

90.4

6.0

1.8

4.0

76.1

129.9

6.7

72,3

22.4

35.1

161.0

-

-

7.3

70.2

67.8

82.3

90.4

1965

172.8

16.9

3.6

9.8

160.4

197.4

12.6

110.6

58.4

50.8

189.4

-

28.4

13.5

139.4

132.7

278.9

247.1

1970

68.2

26.5

5.3

11.7

231,9

339.9

25.5

150.4

88,5

51.2

309.0

-

43.3

23.2

299.2

226.2

581.9

398.2

1974

-

88.8

14.4

22.0

373.0

644.2

32.5

275.4

109.5

136.5

645.6

17.3

84.4

51.1

619.8

264.3

986.4

693.7

1975

-

88.3

20.5

24.8

495.2

814.3

39.6

305.2

131.1

163.2

563.8

19,3

94.8

68.8

837.8

303.8

1284.6

744.7

1976

-

92.6

-

42.2

638.2

891.3

51.7

363.8

169.0

212.6

-

-

110.1

54.2

711.9

309.0

1312.6

-

197?

-

117.9

-

40.0

702.9

1072.4

67.7

423.7

181.4

255.8

-

276.4

99.2

928.7

490.7

1004.4

-

1978

-

114.8

-

57.6

769.7

1527.6

92.5

552.2

190.6

340.3

-

46.5

254.3

104.4

1213.0

-

1000.3

978.4

1979

-

217.5

-

75.4

1018.6

1864.6

148.0

-

319.4

361.7

-

49.1

279.3

211.2

1486.3

-

1042.4

1131.0

Source: African Statistical Yearimnlr \W() (Eastern and Southern Africa) Part III,

UNECA, N.Y. 1980.
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In most cases the wage bill constituted a significant portion of total outlays. Table

5 is a comparative analysis of Ghana's civil service wage bill between 1970 and 1990. The

analysis not only reveals that labour costs represented a major slice of total expenditure and

of revenue, but also that the wage bill, in some years, grew faster than the rate of economic

growth.
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Table 5: Comparative Analysis of Ghana's Civil Service Wage Bill

1970 - 1990

Year

1970

1971

1972

1973

1974

1975

1976

1977

1978

1979

1980

1981

1982

1983

1984

1985

1986

1987

1988

1989

1990
1 ' '' — 1 ,,.L

Labour Costs

As % of Total

Expenditure

27.0

32.4

33.7

35.2

29.8

35.4

22.3

23.5

26.5

27.6

28.9

23.8

23.5

25.4

19.7

31.6

38.4

26.2

33.2

33.6

33.7

. Labour Cost

As %

of GNP

5.6

6.5

6.9

6.0

6.1

5.5

6.4

5.6

4.5

4.5

3.9

3.2

2.7

2.1

2.0

4.4

5.6

5.3

4.3

4.9

5.0

Labour Cost

As %

of Revenue

28.5

35.5

45.6

47.1

43.3

44.9

45.9

52.2

58.1

39.1

54.4

53.4

51.2

37.5

23.9

37.5

38.2

34.8

32.3

31.9

33.2
■■■ —' ' i. ■■■■—.

Note:

Source;

Labour Costs = Wages & Salaries + allowances + Training + Contributions
to Social Security Fund Goods & Services include travel, transport repairs &
maintenance, stationery, supplies, printing, utility, other consumable
Excludes capital expenditure.

Report of Inter-Regional Seminar on Civil Service size, Cost and
Effectiveness, op.cit., Table 3.1.
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In the early 1970s, Uganda's wage bill stood at 40 per cent of recurrent expenditure.

It is only in recent years that the proportion of the wage bill to total expenditure substantially

declined (Table 6).
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Tahte 6: Uganda's Total Wage Bill as a Percentage of

Recurrent Expenditure

(1970 - 19901

Fiscal Year

1970/1971

1971/1972

1972/1973

1973/1974

1974/1975

1975/1976

1976/1977

1977/1978

1978/1979

1979/1980

1980/1981

1981/1982

1982/1983

1983/1984

1984/1985

1985/1986

1986/1987

1987/1988

1988/1989

1989/1990

1990/1991

Wage Bill (%) \

40 J

40

40

27.5 (1)

-

-

-

_

-

27.5 (1)

31.2

18.1

15.0

22.2

27.9

17.7

13.1

14.5

18.9

17.9

14.3

N.B. (1) Period Average.

Source: Report of the Public Service Review and Recognization Commission, 1989-
1990, Volume 1, Main Report, Table 2, p. 177.
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Factors in Bureaucratic Growth

A number of factors account for the rapid growth in public service institutions, work

force and expenditure. Prominent among these are the post-independence revolution of rising

expectations, the ideological or policy bias towards central planning, bureaucratic empire-

building tendencies, an international environment that was conducive to government

intervention in the economy, and objective sociological factors.

The role of the colonial bureaucracy was limited largely because the colonial

authorities promised little and delivered even less. The indigenous political elites that fought

for the transfer of power to Africans were often quick to hold out the prospects of a Utopia.

It could not have been any other way. The politics of nationalist struggle had to hinge on the

promise of a greater tomorrow. Without this vision of the "promised land" it would have

been difficult, if not impossible, to organize diverse ethnic groups and religious faiths behind

a common, anti-colonial banner. Thus, after Nkrumah's "political kingdom", "everything

else" (good) was to follow. Awolowo's Action Group appealed to the electorate of the then

Western Region of Nigeria with a irresistible offer: "Freedom, Peace, Life More Abundant".

Even if these were meant to be nothing more than a deft manipulation of language and

emotions, they almost invariably came home to roost. As soon as one country after the other

attained independence, the people confronted their leaders with long wish lists. The village

roads would need to be tarred, the wells had to be replaced by pipe-borne water, and the

herbalists and practitioners of native medicine would have to look for other jobs now that

"modern" health care facilities had been included in the ruling party's campaign manifesto.

The new political elites seemed to have fueUed the revolution of rising expectations

in other ways. Even before the attainment of independence, they,in their sayings and deeds,

betrayed their bias for an interventionist state. Whether they belonged to one of the diverse

schools of socialism, or declared no ideological leanings, these leaders were most likely to

endorse the idea of development planning and to place a high premium on central government

leadership in socio-economic development. As leaders of nations "in a hurry" (nations which

could not wait to "catch up" with the western industrialized economies) they felt that
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government had a special role to play to bridge what ever entrepreneurial and investment gaps

might have been responsible for Africa's economic backwardness.

Institutional expansion may also be attributed to the general, universal tendency on the

part of career officials to multiply themselves. Bureaucratic empire-building is a factor in

the design and operation of civil service structures, the establishment of parastatal bodies, and

the "reorganization" of local government and decentralized agencies.'/

In any case, the environment which prevailed during the African public services'

formative years was generally conducive to bureaucratic growth. The 1960s, for instance,

was a decade of optimism. It was the United Nation's First Development Decade. It

coincided with the attainment of independence by many African countries. But even more

significant than any other factor is the favourable state of the international political and

economic environment. The new states enjoyed a tremendous amount of goodwill in the

international community. Foreign investment flows were constant, the export commodity

market was "bullish", external loans (at concessional rates) were readily available, and

exchange rates were favourable. When the economic environment changed in the 1970s and

1980s the philosophy underpinning an interventionist state came under critical scrutiny.

Apart from the preceding explanations, bureaucratic growth in Africa can be attributed

to some objective sociological factors. The limit of government intervention is almost

invariably a function of the capacity of alternative response mechanisms. Where the culture

of entrepreneurship is well-established and widely diffused in society, and the basic

entrepreneurial institutions operate effectively, private enterprise will tend to be an active

participant in the development process rather than a passive object of public policy. The

argument of government interventionists is not necessarily that public enterprise is superior

to private enterprise, but that where the latter is dormant, the former has a duty to respond

to developmental challenges.
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The experience of Africa in the past three decades reveals that if the public sector is

weak, so is the private sector. Not only did the latter fail to seize the opportunity presented

by affluence in the 1960s and 1970s, it proved incapable of responding to the challenges of

economic decline in the 1980s. It is a historical fact that a substantial share of the windfall

from petroleum in countries such as Cameroon, Gabon and Nigeria found its way into these

countries' private sectors. Yet, the same private sectors failed to anticipate difficult days and

took little or no action to invest their earnings in the development of indigenous technology

and industrial raw materials. The profits which many private firms declared were, at best,

a result of government procurement contracts, at worst, fictitious surpluses which economic

adversity and structural adjustments were to bring to light. It is true that the public sector

did live beyond its means, but it is equally true that the role of Africa's private sector, even

at the best of times, was essentially that of a "trading post" or "commission" agent.

Even if the public sector was an economic failure - and the private sector's claim to

economic success is open to question - it has faced difficult challenges in the non-economic

area. Nigeria's post-war problems of reconstruction (of war-ravaged infrastructures) and

rehabilitation (of displaced persons) would have proved insurmountable but for the timely

response of the public sector. It is unfortunate that when Africa needs the sector most

desperately to design and execute poverty-alleviation programmes for the increasing

populations of refugees, the aged, the jobless, the destitute, and the homeless, expenditure

cut-backs have impaired the sector's institutional and operational capacity. The decline in

institutional capacity is in fact the subject discussed in the next section,

11 The African Public Services: The Phase of Institutional Decline

As long as access to external resources remained open, the inherent weakness of the

public (and, if one may add, private) sector could be concealed. However, the oil crises of

1973 and 1979 signalled changes in the global economy and spelt trouble for the less

developed economies of Africa. The international economic recession of the 1980s brought

in its wake drastic fall in the demand for Africa's major export commodities and,

consequently, in commodity prices. Africa's terms of trade with the industrialized economies
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deteriorated rapidly because of the high import costs relative to export earnings. In such

circumstances, unabated increases in government spending could only be financed through

external and domestic borrowing. It was in fact this method of financing government deficits

which set the stage for widening external deficits, increasing debt-service ratios, hyper

inflation, the "crowding out" of private investment, and the over-valuation of currencies.

Advocates of structural adjustment reforms - notably the International Monetary Fund

and the World Bank - have remained largely unimpressed with the performance of Africa's

public sector. These critics have noted that instead of the growth which the sector was

supposed to generate, there was recession. In place of momentum, there was inertia. In

contrast to the institutional dynamism of the 1960s and the early 1970s, the 1980s was

characterized by a rapid decay of institutions and values.

Africa's economic decline in the 1980s and the public sector's culpability for the

decline are generally cited as arguments against the expanded role of the state. Table 7

shows that in contrast to the rest of the world, sub-Saharan Africa's economic performance

in the 1980s was the poorest. The East Asia region (comprising, among them, the Newly

Industrialized Countries) performance best.
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Table 7: Low-and Middle-income Economies: Growth of GDP and

GDP Per Capita by Region, 1981-88

(Average Annual $ Changei

Low- and middle- incoae

economies

Reqional Groups

Sub-Saharan Africa (b)

East Asia

South Asia

Europe, Middle East

and North Africa (d)

Latin Anerican and

the Caribbean

1966

GDP

(^Billions)

2,576.0

154.3

631.1

296.5

748.1

699.5

1986

Population

(Millions)

3#783.4

428.1

1,487.4

1,056.1

382.1

395.5

GDP

1981-86

4.1

0.4

8.3

5.5

3.3

1.4

1987

4.2

-1.4

8.7

4.6

1.6

2.7

1988(a)

5.2

3.0

9.4

7.6

2.5

1.4

GDE

1981-86

2.0

-2.6

6.7

2.9

1.1

-0.7

> Per Capita

1987

2.1

-4.5

7.0

2.3

-0.5

-0,6

1988(a)

3.6

-0.4

7,9

5.7

0.3

-0.6

Hotes fa) Preliminary (end June 1989 data)

(b) Excludes South Africa

(c) Includes China, Fiji, Indonesia, Kanpuchea, Kiribati, Republic of Korea, Lao People's Democratic
Republic, Macao, Malaysia, Papua Hew Guinea, Philippines, Solomon Islands, Taiwan, China, Thailand,
Tonga, Vanuatu, Vietnan, and Western Saioa

(d) Includes Afghanistan, Algeria, Cyprus, Egypt, Greece, Hungary, Iran, Iraq, Jordan, Lebanon, Libya,
Malta, Morocco, Oman, Poland, Portugal, Romanian, Syria, Tunisia, Turkey, Yemen Arab Republic,
People's Democratic Republic of Yeaen, and Yugoslavia.

Source: The World Bank, Annual Report 1989, Washington D.C., 1989, p.25.

The continent's dismal economic performance is matched only by its poor achievements in the

social and human development sector. Table 8 shows that while sub-Saharan Africa recorded the

highest rate of population growth between 1960 and 1990, its people were generally less educated than

others and more likely (than other people, except those in South Asia) to live below the poverty line.
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Table 8: Regional fliaan Deveiopient Comparisons, Latest Year

GNP per capita (0S$)

Life expectancy (years)

Dnder-five aortality

rate (per 1,000)

Maternal aortality rate

(per 100.000)

Adult literacy rate

(115+)

Scientists and

technicians (per 1,000)

Annual population

growth rate (1960-90)

Annual urban population

growth rate (1960-90)

Military expenditure as

& of spending on health

and education

Population below the

poverty line (1)

Feeale-aale gap in

literacy (M = 100)

Rural-urban gap in

access to safe water

(0=100)

South

Asia

390

58.4

151

410

42

3.0

2.3

3.9

164

42

49

61

^.^ji.i.i'1 a,— 1 "i fs

East and

South-East

Asia

530

68.1

57

120

72

-

2.0

3.9

11

73

76

Latin Aaerica

and

the Caribbean

1,830

67.4

72

110

82

39.5

2.4

3.7

29

3

95

63

Arab

States

1,820

62.1

106

290

53

-

2.7

4.6

166

15

58

49

Sub-Saharan

Africa

470

51.8

179

540

45

-

2.8

5.2

70

72

56

35

Developing

World

710

62.8

116

290

60

9.5

2.3

4.0

109

32

66

62

Industrial

World

12,510 |
i

74.5

■« |

24

i
r

j

139.3
i

0.8

1.4.

38

2

. , : _

Source: (JNDP, Huaan Developient Report 191. Oxford University Press, Hew York, 1991, p.29.
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When viewed at the macro-level, therefore, the public sector of SSA tends to be seen

as a parasitic institution. It consumes huge amount of resources but produces very little by

way of goods and services.

A sectoral or micro-analytic technique of performance assessment is likely to confirm

the generally negative image. Ironically, the public sector's inefficiency is most glaring in

the elementary area of law-and-order administration - the area in which the colonial

bureaucracy acquitted itself creditably. Police protection and the control of crime are among

the functions of government that are poorly handled in some countries - thanks to the

increasing incidence of corruption among the police rank-and-file and the general break-down

in service discipline. The cleanliness of the environment is neglected as central and local

institutions haggle over resources and jurisdictions.

The short fall in the performance of the traditional "regulatory" Junctions is

confounded by the inadequate handling of the new ones. Bureaucratic red-tape and other

man-made obstacles have impaired the ability of the civil service and regulatory bodies to

promote private investment and to serve as engines of growth. The unit costs of goods and

services produced by civil service agencies tend to be inflated by over-invoicing (padding of

bills), over-staffing, elongated decision chains and the resultant paper chases, as well as the

civil service's institutionalized bias against - or inherent distaste for - cost-consciousness.

The inefficiency of the parastatal sector is legendary. High operating costs, declining

revenue, poor capacity utilization, poor service delivery, growing deficits, and corruption

among the discrepancies which audit reports frequently turn up.

are

While the performance of the public sector in Africa is in general well below standard,

we should guard against a wholesale condemnation of the role of the sector. For every 10

badly managed public enterprise, there are probably two or more exceptions. The Ethiopian

Airlines is an example of a state institution whose effectiveness and profitability have not

been undermined by ideology, political interference or managerial ineptitude. Similarly, the

Ethiopian Telecommunications Corporation might not regularly post profits or declare

dividends, but it at least provides reliable service to its clients. The author's efforts in



-21 -

combining the public service training role of the Administrative Staff College of Nigeria with

effective management of the institution's resources have also been highlighted by an

institution evaluation study.!?/

Institutional Decline: Explanatory Variables

If the conclusion is that Africa's public sector is an ineffective agent of development,

what explanations can we find for this state of affairs? Is it that the public sector is by its

very nature an inappropriate agent of development ? Or are there certain unique factors which

render Africa's public sector prodigal and unproductive? In answering these questions, we

cannot but discuss the related issues of size and reach of government.

The way out of the present dilemma is to find an optimum role for the public sector.

Thus in response to the argument that government intervention is a hindrance to growth, the

author counsels a pragmatic approach:

"While it is agreed that government intervention in socio-economic life could

be carried to a ridiculous extent, nothing is to be achieved by advocating the

immediate closure of every government office. Indeed, the level of human

happiness might be increased, and the equilibrium of the earth maintained, if

government and private individuals do what they are best placed by nature to

do. "11/

The question then is whether the government in Africa has taken its cues from nature

to do what it (government) is capable of doing in the most effective way.

According to a school of thought, bureaucracies in the new states of Asia, Africa,

Latin America and the Middle East cannot be expected to perform as effectively as their

counterparts in the technologically developed societies. In fact, long before the advocates of

structural adjustment focused on the weaknesses of the public sector, a noted scholar, F.W.

Riggs, had pronounced the "heavy weight of bureaucratic power" as a major obstacle to the

modernization of -prismatic" societies - i.e. societies that are neither wholly agrarian nor
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industrial. "if/ Riggs' conclusion is based on the strategic advantage which the bureaucracy

has over other social institutions - an advantage which it misuses. The bureaucracy's strength

does not lie in its efficiency but in its access to modern technology, its organizational

cohesiveness, and its control of huge amount of resources. It alone has a well-articulated

ideology (a mix of professionalism, enlightened and not-so-enlightened self-interest); a fairly

recognizable command structure; and a body of highly trained officials whose tenure is, at

least, in law, not subject to changes in political circumstances.

One would have expected the bureaucracy to translate its strategic advantage into an

opportunity to serve the people. Instead, the bureaucracy tends to be self-serving. As the

sole operator of an alien (mostly western) institution, it turns even the simplest procedure into

a "ritual object" which its clients must worship. It is this "heavy weight of bureaucratic

power" - the lack of balance between bureaucratic and non-bureaucratic elements in the

emerging societies of Africa - which, in Riggs* analysis opens the door to "ego-centric

normlessness" and "administrative prodigality". In simple language, the bureaucracy remains

corrupt, unaccountable and unresponsive because it is more powerful than any other social

institution.

A Critique of the "Prismatic" Model

There is no doubt that Riggs* prismatic equation sums up the attributes and problems

of public sector management in new states. However, while the model seemed to have

anticipated Africa's current tribulations, it has proved incapable ofexplaining the "deviations"

of some societies - particularly Asian societies - from the prismatic norm. Certainly, Korea,

Singapore, Malaysia and the other nations of the Pacific Rim are not where they were

supposed to be, i.e. with the poor and wretched of the prismatic world. Why is this so, and

why is sub-saharan Africa not up there with the NICs?

Riggs over-simplified the problems facing new states when he placed the burden of

development on one social institution - the public sector. Important as this sector may be,

it alone is incapable of removing the deep-seated cultural and institutional obstacles to socio-

economic and political transformation in the so-called new states. Indeed, Riggs might as
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well have been describing the entire African society when he focused on the weaknesses of

the public bureaucracy. As the author pointed out elsewhere, the traditional African potentate

rarely says 'no' .to power but evades responsibility at every turn.IV Therefore, whether it

is in government, or business, or even NGO, there will always be a shortfall in performance

until power is checked with responsibility or accountability.

Institutional and Ethical Constraints

As far as Africa is concerned, the problems of public sector management tend to be

confounded by institutional and ethical factors. Thus, in contrast to the private sector where

investment decisions are preceded by project feasibility studies and refined by cost-benefit

analyses, public sector management decisions tend to be over-whelmed by political

considerations. Zaire's hydro-power and transmission line project provides a case study of

how politics de-thrones economics in the decision making process. The project was

constructed at a cost of almost $3 billion at 1990 prices - approximately one-third of the

country's external debt. This project has operated at 30 per cent of its capacity, and although

it was commissioned as recently as 1982, it had to undergo an extensive rehabilitation in

1990.!!/

In other countries, machinery and equipment imported at high cost are left in open

spaces to rot or be vandalized. Expensive infrastructural facilities (like Nigeria's Trade Fair

Complex) are commissioned then discarded. Cases of "abandoned" (but funded) projects are

legion. Huge sums of money are budgeted for the procurement of arms and ammunition

while school laboratories are not equipped and teachers' salaries are not paid on time - if at

all.

The attitude of the political leadership class is critical both to the quality of

investment and allocative decisions and to the capacity and resilience of public service

institutions. The merit system, for instance, needs to be restored, particularly in the light of

the damage wrought by the politicization of senior-level appointments, and by nepotical

tendencies in public personnel management in general.
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The career officials are partly to blame for the rapid erosion of merit principles.

Some of them (the officials) have not only succumbed to narrow, ethnic tendencies, but have

been vague in the definition of organization objectives and the preparation of individual

mission statements. Their negligence is even more unforgivable in the area of personnel

records - a fact which is confirmed by the high proportion of "ghost" workers on public

payroll.

Super-imposed on the factors of leadership and institutional capacity is that of

corruption. Indeed, as one observer notes, corruption is Africa's major obstacle to

development:

"A leader who vanquishes the corrupt forces in the society is more than half

way to the finish line in the economic development race, "if/

There are different types of corruption. In its mild form, it appears as chronic

absenteeism, moonlighting, and lack of dedication. As it becomes increasingly malignant,

it manifests as abuse of office, mis-use of government property, falsification of records, over-

invoicing, conflict of interest and nepotism. It reaches the deadly phase when the basic

institutions for checking power with responsibility break down - or otherwise appear not to

be effective in holding decision-makers accountable. That is when officials openly and

routinely demand bribes, and when coded Swiss bank accounts become a status symbol

among the elites.

The discrepancy between the declared and the substantive (but illicit) wealth of

government officials is sometimes betrayed by the officials' ostentatious life-style. A 1977

survey of the cars owned by public officials in Lubumbashi, Zaire, revealed that the officials'

expensive tastes could not have been sustained "without outside income"*/ The same

could be said about the extensive property interests of an average customs inspector,

immigration officer, or police superintendent.
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Organizational Constraints

Apart from the institutional and ethical factors militating against the effectiveness of

the public sector, there is as yet no consensus on the organizational form appropriate to the

tasks assigned to the various branches of government. The organization of ministries and

departments, parastatal bodies and decentralized institutions follow the same bureaucratic

pattern. As a result, higher premium is placed on hierarchy, seniority, and conformity with

established procedures than to creativity, entrepreneurship and ability to solve problems.

Besides, there is still no agreement on the scope and responsibilities of the central

government vis-a-vis state-owned business enterprises, and agencies of local government.

m- The African Public Services: Perspectives in Institutional Reform and Re

At least two main strategies have been outlined to meet the challenges of economic

recovery and long-term development. The first, structural adjustment, seeks to release the

productive forces from the strong grip of the public sector. In plain terms, structural

adjustment means not only reducing the size of government but also relieving government of

the burden of economic decision-making.

The second strategy - structural transformation - proceeds on the basis of the

assumption that Africa's development crisis is too deep-rooted to be effectively tackled by

occasional shock treatments. According to the proponents of the structural transformation

strategy, nothing short of a radical departure from the past could save the continent from

economic collapse. It is important to note that in recent years the line separating structural

adjustment from structural transformation is becoming increasingly blurred.
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The SAP Formula

The structural adjustment programmes introduced in a number of African countries

at the height of the socio-economic crisis were designed to rectify the disequilibria in the

economy. They are basically short-term measures which are expected to place the countries

concerned on a path of self-sustained growth. The main elements of structural adjustment

reforms are "privatization" of public enterprises, reduction in the size of the public sector,

reduction of budget deficits, imposition of ceilings on government borrowing from the

banking system, removal of price subsidies, elimination of price/rent controls,

deregulation/liberalization of the economy, introduction of production incentives, and

devaluation of currency.

SAP's response to the existing unsatisfactory state of affairs in the public sector is to

accelerate the pace of budget rationalization and civil service restructuring - as outlined in

structural adjustment programmes. Indeed, according to the World Bank, the problems of

public sector management can only be tackled if the following measures are implemented:

(i) The retrenchment of the public service (elimination of redundant positions, and

laying to rest the "ghost" of the absentee wage-earners);

(ii) the streamlining ofpositions, and the re-structuring of pay and grading systems

to provide better incentives;

(iii) institution re-building to create the control structures required in managing a

"modern and efficient civil service".^/

The stringent measures introduced as part of structural adjustment programmes may

be explained as a desperate last-ditch effort to reform the African public service. After all,

the time and resources invested on administrative reform did not bring about substantial

improvement in performance. Apart from the sum of US$250 million which the U.N., the

United States Government and the Ford Foundation among them expended in 1952 alone on
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the establishment of management training institutes in developing countries, individual

African countries between the 1960s and 1970s earmarked considerable amount of resources

for the revitalization of the public service. As noted by Nasir Islam, the comprehensive

reform programme initiated in each country "was only partially implemented. "!V

At the early stage of SAP, efforts were made to replace the structural-innovative

strategy of the 1960s and 1970s with

"a more comprehensive neo-orthodox approach, which assumed deeper causes

behind trade and fiscal imbalances. "Hi

Thus rather than focus on public sector institutions per se structural adjustment

programmes started as an exercise in policy reform. Hence, the early thrusts were towards

the encouragement of market-orientation, the dismantling of the expansive state apparatus,

fiscal stringency, trade liberalization, currency devaluation, and privatization of public

enterprises.

By 1980s attention shifted to policy and institutional reform. Under the IMF's Stand

by agreements and Extended Fund FacUities (EFFs) as well as the World Bank-supported

Structural Adjustment Loans (SALs) structural adjustment reform took both policy and

institutional form. Consequently, in addition to the budget-balancing measures, two types

of institutional reform measures were integrated into the implementation of structural

adjustment programmes, viz

(i) institutional support to specific economic policy measures, (e.g. design of

export-incentive systems/procedures for trade liberalization, and introduction

of new customs and revenue mobilization procedures)

(ii) institutional change warranted by cost-cutting measures (e.g. installation of

new personnel information system, and the streamlining/merger of agencies

following retrenchment of staff).
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In recent years, issues such as pay, productivity, public service ethics, and the social

implications of structural adjustment programmes have started to receive the attention of the

advocates of the new reform strategy - particularly, the World Bank.

There is no doubt that any action that is taken to plug resource leakages is justified,

particularly, at a time when SSA is going through a devastating economic crisis. Over-

staffing, duplication of effort, and payment for services not rendered are indefensible in a

period of boom, and are an obscenity in lean times. However, in attempting to rationalize

the system of resource allocation, care must be taken not to regard the exercise as a holy war

against government intervention in the socio-economic area. This in fact has been the bone

of contention between the advocates of structural adjustment and the proponents of structural

transformation. The former perceive government intervention as ipso facto bad, while the

latter believes that, with the right combination of political and managerial leadership, the

innate weaknesses of government may be converted into strengths. In any case, government

cannot neglect its responsibility in the socio-economic field. There are signs on the horizon

that the pragmatic position on the role government which the ECA and UNICEF champion

may yet be vindicated. In a recent cover story, the Economist (a magazine noted for its

consistent support of conservative ideas) took what amounts to a revisionist view of the

Reaganite and Thatcherite 1980s:

Governments (in the 1980s) railed against public spending of most sorts - and,

by and large, rightly so. But they sometimes failed to distinguish between

useful spending programmes and wasteful ones, and then went to shrink the

former and boost the latter. The inter-connected parts of a country's economic

infrastructure - roads, railways, airports and so on - are especially easy to

starve of resources, because the costs of neglect mount slowly. But the price,

in the end, can be great."??/

SAP and Human Development

In any case it is not only in the infrastructural area where the costs of neglect "mount

slowly". The new categories of disadvantaged persons (whose conditions were exacerbated
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by the budget-balancing imperatives of structural adjustment) are a slowly ticking time-bomb

which only a comprehensive programme of social rehabilitation or poverty alleviation can

defuse.

To appreciate the magnitude of Africa's social and human development problem, it

is advisable to refer back to Table 8. This table puts SSA's GNP per capita at US$470

(higher than that of South Asia but lower than that of any other region in the world). Low

as this figure is, it is still higher than what the majority of Africa's rural dwellers can ever

hope to earn. Their urban counterparts are scarcely better off. While social welfare

services (housing, education, health, water supply and electricity) are supposed to be

concentrated in these urban areas, only a few individuals have full, uninterrupted access to

them. The bulk of the people live in slums, with large families crowded into a room.

Electricity and water supply cannot be taken for granted, and access to proper medical

treatment is hampered by shortage of drugs, diagnostic and recuperative facilities, and

medical staff. It is thus not surprising that well over 70 percent of the population in SSA are

reported to be living below poverty line .

Apart from the groups that are traditionally acknowledged as under-privileged

(peasants, low-income urban dwellers, and women) new categories of disadvantage have

emerged. These comprise men, women and children who are victims of one or a

combination of three calamities — the deepening socio-economic crises, ethnic conflicts and

civil wars, and droughts and desert encroachments.

The victims of the economic crises are the persons who lost their jobs as a result of

the retrenchments in both the public and private sectors, and the teeming hordes of school

leavers and university graduates who cannot be absorbed by the contracting labour market.

In a number of countries in SSA, programmes have been designed to train or retrain these

persons for self-employment.

But if the entrepreneurial development programmes make an effort to address some

of the problems facing able-bodied but unemployed personnel, governments in SSA appear

to be totally silent on the action necessary to improve the lot of the weakest and most
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disadvantaged groups in society. The "refugees", the "disabled", the "poor and destitute",

the "child vagrants" and the "street beggars" as they are variably referred to, do not seem to

feature on any clearly articulated social development programme. The train of equal

opportunities was delayed long enough for the politically active and significant groups (the

urban elites and the well-organized feminist groups) to get on board. Yet those left behind

(the physically handicapped and politically weak) are not as insignificant as the authors of the

contemporary policy agenda think. There will be no opportunity - equal or unequal - for any

one if the economy fails to grow. And the economy is not likely to grow if the productive

elements hold back on wealth creation for fear of being drowned in a treacherous sea of

deprivation and social discontent. Fortunately, the advocates of structural adjustment reforms

(particularly the World Bank) have started to acknowledge the need for poverty-alleviation

programmes, and have tempered the harshness of their reform strategies.

Structural Transformation

The main feature of this reform strategy is its pragmatic approach to the question of

role and size of government. Wamalwa, for instance, begins with a positive assessment of

the impact of structural adjustment, but concludes that the public sector still has a vital role

to play in the development process.!!/ He notes that by taking officials from their

bureaucratic fortresses to the market-place, structural adjustment had promoted cost-

consciousness at all levels. The abolition of the system of price control and import licensing

also eliminated bottlenecks in commercial transactions. Nonetheless, Wamalwa counsels

against measures likely to impair the institutional capacity of the public sector. He argues:

in any case, Africa cannot afford a drained and wobbly public sector,

especially, since the private sector... is itself far from being an epitome of

managerial vitality and efficiency"^/

The pragmatic approach advocated under the structural transformation strategy entails

the following measures:
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(i) the restructuring, re-staffing and reorganization of policy-making units, and

the establishment of 'open' (homeostatic) policy planning systems;

(ii) the reinvigoration of subsystems in both the public and private sectors (the

civil service, public enterprises, "field" administrative and local government

units, the "organized" and the "informal" private sector);

(iii) the development of entrepreneurial capacity in the public and private sectors;

(iv) improvement in economic and financial management (including measures

designed to instil budget discipline, promote accountability, and eliminate

fraud);

(v) human resource development, management, and utilization; and

(vi) the dissemination of information about the goals, strategies and tactics of

collective self-reliance.23/

IV- The Future Rplg of the Public Service: a Paradigm and a Snmmnrinp

Implicit in the preceding analysis is the conclusion that a pragmatic view of the role

of the public sector is called for if Africa is to surmount the obstacles to growth and meet the

challenge of sustainable development. For some time now, the sector has been held

responsible for the continent's economic decline. This is to be expected. The sector's

immodest approach to developmental problems - an approach which informed its profligate

commitment of resources and its undiscriminating acceptance of roles - makes it a perfect

scape-goat in bad times.
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The Burden of Development

What the public sector needs to do above anything else is to temper its ambitions and

acknowledge that it cannot single-handedly accomplish the project of developing the

economies and societies of Africa. The development problems are too deep-seated and the

equations too complex to be unravelled by a social institution acting alone.

Opportunity Cost of Intervention

The way forward therefore lies in the public sector developing fraternal links with the

other institutions whose roles are critical to socio-economic development, e.g. state-owned

enterprises, regulatory bodies, the private sector, NGOs, local government and decentralized

agencies. Suffice it to say that the relations between or among the institutions cease to be

"fraternal11 if one performs the functions for which another is better placed. In this respect,

it is necessary to caution the civil service against the tendency to see itself as the "big

brother". Its proximity to the ruling class sometimes deludes it into believing that it has the

power to tackle every problem. It ought to consider, at every turn, the " opportunity cost

of intervention" in areas where other institutions (e.g. public enterprises, educational and

research institutions, the informal sector, NGO, or local government) excel in performance.

The opportunity cost will be very high if, for example, an agency of the civil service decides

to manage chemists and super-markets when its personnel is trained only to collect taxes,

settle chieftaincy or land disputes, and construct infrastructural facilities which the private

sector needs but is not prepared to finance.

Cumulative Cost of Neglect

The neglect of governmental responsibilities may prove as costly as bureaucratic over-

zealousness. And governmental responsibilities begin precisely at a point where profit

calculations stop. Unless compelled by a government edict or a military decree, a typical

business entrepreneur will dump toxic wastes at people's back-yard and pretend that no harm

has been done. Investors will not consider it as their primary obligation to develop the
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economic infrastructure, house the homeless, and care for the destitute. Yet, failure to act

in any of these areas will prove costly to economic or business growth in the short-, and to

political order, in the long-run.

Lessons from NICs

In view of the overwhelming evidence against non-action, the contention that 'big

government' was Africa's nemesis would need to be critically re-examined. In fact, when

compared with its counterparts in the Newly Industrialized Countries, the typical African

government is not 'big*. If we take South Korea as an example, we shall realize that a

government-led growth strategy is not a bad idea after all. Between 1961 and 1979, the

government played a decisive role in every sector of the economy. An observer once noted

that

"...the rate of growth (in South Korea)... would not have been so fast if the

government had done less"*/

A USAID study goes further to describe the pervasive role of government:

"Korea has a greater share of industry in the public sector than many societies,

such as India, that have clear socialist goals; (even) the cooperative movement

in Korea is government-controlled..."^/

The tiny city-state of Singapore is another example of successful government

intervention. Its economy prospered in the 1960s and 1970s (at the height of the oil crisis).

As we are told, much of its economic achievement

"has been the result of efficient management of its public enterprises which are

actively involved in a wide range of operations in the industrial, commercial

and services sectors. "M/
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In contrast to sub Saharan Africa where state enterprises were " privatized" because

they were a liability to the exchequer, the recent privatisation efforts in Singapore were a

reaction to the success and competitiveness of government-owned enterprises.!!/

What factors account for the effectiveness and efficiency of state-enterprises in NICs?

The answer to this question probably lies in what made the superior economic performance

of the NICS possible, viz:

"...the coherence of society, its commitment to common ideals, goals and

values... (among which are) belief in hard work, thrift, filial piety, national

pride.!!/

But Confucian ethic by itself will not facilitate economic growth or promote managerial

excellence. Leadership (particularly, its vision of society) is the decisive factor. Thus South

Korea's public enterprises operated efficiently

"not because of any exceptional features, but because the (then President)

Park. Government did not tolerate failure."!!/

Development Man^g^em in Africa; Future

If, as suggested earlier, leadership is critical to Africa's development, then it is

essential for a group to emerge in each society having as its mission the reformation of

values. This group or movement is akin to that commended by the Holy Qur'an to the

human race - the one

"that invites to goodness, enjoins equity and forbids evil."™/

The group will need to start small and end big. By this is meant that its members will

not seek the violent overthrow of regimes, but accomplish their revolutionary objectives

through the personal examples they set in their daily lives. Instead of railing against
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Presidents and his/her lieutenants, members of the group will be noted for their sincerity of

purpose and their resistance to the evil on their door-step.

At the macro-, national level, the group's public sector reform agenda will include the

following:

(0 Ethics and Accountability: or the routing out of the main ethical violations,

e.g. offer and acceptance of bribes and gratifications, sexual harassment,

political jobbery, nepotism, wilful remuneration of "ghosfworkers, corruption

or manipulation of personnel rules and tendering procedures, over-invoicing,

conflict of interest, abuse of office, embezzlement, fraud, and trading in

official secrets for private gain.

(») Institutional Re-dynamizatinn- enhancement of the policy-analytic capacity of

agencies, restructuring of machinery of government to promote coordination

and inter-sectoral linkages among agencies and to avoid duplication of

effort/overlapping responsibilities; improvement of the programme delivery

capacity of agencies through reorganization of departments, and training of

staff; development of entrepreneurial capacity; restoration of public service

institutions and values currently at an advanced stage of decay;

Management Improvement; Development of performance indicators,

monitoring of performance, introduction of business management techniques;

improvementofmanagement information/record-keeping and retrieval systems;

regular audit of staff complements against performance;

Review Of Pay and Compensation Mechanise; Regular survey of salary levels

and cost of living; introduction of bonus schemes and merit awards;

(v) IgggQy^afiflt pf Morale and Motivation- Introduction or restoration of

measures designed to guarantee the tenure and enhance the professional

competence of officials; provision of enabling environment for creativity and
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innovativeness; improvement of terms and conditions of service; provision of

opportunities for training, sabbatical leave, etc.
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