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Introduction

Africa -is currently

facing a devastating economic and social crisis.

The

underlying assumption in this paper is that the poor and inefficient economic
management have contributed to the emergence of the crisis and that Africa could
not expect to overcome the major economic obstacles until significant improvements
are recorded in the practice of management. Whether it is in the public or

the private.sector, there is an urgent need to broaden the knowledge base of manaqers,

activate their innovative and entrepreneurial spirit, develop their analytical

and problem solving skills, and upgrade their capacity to allocate resources 1n
an optimum manner. Added to these is the need to develop a new public service ethos

whiiPthr^nc^H^^V!-1^191?
a s?nse of responsibility and public accountability.
While the institutions of higher learning cannot do everything by themselves, they

deflately have a crucial role to play in producino a new breed of managers. They
are piso well-placed to assist in improving management standards and to'channel the

efforts of faculty members in the direction of technological revolution in Africa.

,,i^lhll PapeI starts by examining the practice and problems of public administration
within the context of Africa's socio-economic crisis.

In the second section, the

u^T- u
Problems of manegmenet in the private sector. The third section
highlights the measures required in reforming and revitalizing managerial practices

in the public and private sectors, and examines the role of the institutions of
higher learning -in the reform programme. The fourth part discusses the relationship
between the institutions of higher learning, en the one hand, and national policymaking and policy-implementing bodies, on the other. The fifth and final section
focuses on the conclusions.
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The practice and problems of public administration and Africa's
socio-economic crisis

~~

Thanks to the prevalence of an inequitable world economic order; faculty

S IS Ld<rveloDment strategies and approaches, poor and inefficient manaqement
-2? Ay7caf] econotTnes; the severe, persistent and widespread drouqht; the

rapidly deteriorating international economic environment and the excessively

heavy debt burden of the African economies, Africa is now engaged in a battle

2!SVSi Itr'

"" " ""^ ^ ' CMIBentato^ VS

While Africa itself cannot fail to share the generally pessimistic mood,
it does not necessarily follow that the people of Africa must succumb to defeat.
As members of the human race, they have a right to look forward to a future of
happiness and prosperity. Rut, to attain prosperity in the future, they need
to ask themselves what went wrona in the past.

Accusing fingers will undoubtedly

point in the direction of imperialism and neocolonialism.

The exploitative

and parasitic tendencies of the multinational corporations and of their tradinqpost agents will not be free of any blame. The steadily deteriorating terms of
trade and the unsympathetic attitude of some world powers and of certain
international organisations (particularly, the International Monetary Fund)

win definitely be cited as factors militating against economic recovery in

many African countries.

However, after taking into account the external and

extraneous influences, an objective analysis of the African dilemma will
reveal that factors internal to the continent have contributed in no small
way to the present agonizing situation. These internal factors operate
within the areas of policy formulation and implementation. Without fear of
contradiction, one may argue that the process of decision-making in both the
public and private sectors offers the clue to the current socio-economic
conditions, it is this process of decision-making that has manifested itself
as the crisis of economic management - a crisis that has triaaered off other
crises. Undoubtedly, and in view of the prominent position it occupies,
the public sector has to accept the major responsibility for the general economic
depression. However, management in the private sector has its own share of
the blames. Suffice it to say that the generally inadequate internal responses
to external problems have worsened the political situation and increased the
incidence of political instability in Africa.

i -a Iue development strateqy adopted by many African countries on independence
laid the foundation of the current impasse.

First, the strategy placed too

much reliance on the efficacy of government as an engine of growth and modernization
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Secondly in view of the fact that the resources available within each government's
national frontiers were limited, policy-makers were most frequently compelled
to seek assistance from countries that were better endowed with the resources -

i.e. the technologically advanced countries. In effect, therefore, the
reliance on governments as the principal activator of development, encouraged
too much dependence on external finance and technical assistance. Unfortunately,
government is subject to too many constraints as it attempts to allocate resources
both internal and external resources. Apart from political and other environmental
obstacles to efficiency, the bureaucratic style of operation limits the capacity
of each government to allocate resources in an optimum manner.

Moreover, in the special circumstances of Africa, private enterprise has
not exhibited the qualities ordinarily associated with it - viz. competitiveness,
entrepreneurship, innovativeness, constant search for perfection, and economic
rationality. As a matter of fact, rather than emerge as part of the normal
process of competition, many a business venture had to be 'indigmzed and
protected by legislative fiat or military decree.

The emergence of positive State

The 1960s witnessed the promulgation of development plans in different parts
of Africa. These plans brought together the dreams, aspirations and fantasies of
the peoples of the then newly independent societies. They (the plans) promised
rapid economic and technological development, improved health services high rates
of literacy, better housind and living conditions and enhanced social security.
Some of the plans went beyond seeking to wipe out hunger, ignorance and disease;
they also held out the promise of just and egalitarian societies, and swore to
end the exploitation of man by man.

The 1960s, we should recall, was the First Development Decade, and it was
during this period that the seeds of optimism were sown. It was also a period
when man placed implicit confidence in the ability of government to fulfil his
desires and meet his basic requirements. The belief in the efficacy of
government is reflected in the proliferation of institutions, the rapid increase
in the number of public officials, the increase in public expenditure andthe
constant rise in wage bills. The irony lies in the fact that while the size

of government became enlarged, productivity in general and specific terms tenaea
to decline.

:

The body of data on the size of government in sub-Saharan Africa is scanty
and fraqmented. However, where regional and sub-regional data are not available,

we may focus on trends in individual countries.

If "size" is measured in terms of

the number of institutions, we are likely to discover that in nearly all African
countries civil service organizations expanded in different functional areas and
qrew in hierarchical layers. The parastatals were no exception. In I960, there
were only 50 statutory corporations and state-owned companiesjn Nigeria.

the number had reached 800.
in Malawi.

Byiw

In 1980 there were no more than 25 statutory bodies

Within four years (1984) the number went up to 35.

The same tendency
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toward institutional proliferation can be detected in local governments, "field"
units. .*the armed services end security aoenctcs.
Even the universities, polytechnics,
staff colleges and research- institutes have;rjqt been able to resist the temptation
to proliferate.

■

Another possible indication of,tte expanding,scope of Government!s the

number on public
payroll.
p
in-all African (countries
quite illustrative,
Table 1:

:y npt
p
yp
Table 1 J)e1ow:,may
be typical
of what obtains

but the experienced
ied tjiaeria
tjii which
hih it summarizes
i

The Personnel of the Federal Public Service
of Hiosria:

1952-1930

Year

■T!o. on Payroll

;

Rate of Grov/th(%)

1962

50,817 ;

1965

50,736

- 6.3

1963

61.705

+ 8.9

1971

■v-..',72,552

+17.6

1 U2;fii4

A

1S77
+9-V.0

Source:

Manpower Statistics 1962-19-^0, Manpower Board,

Lagos, 19/7:

T.Kg rapid increase' in gbvernnent expenditure also nrcvides a crude measure
of bureaucratic grow$h;, arid fabic*.2 below sHbws that in practically every .-country
in eastern and southern A'fHcaV^overnmp.nt spending has risen steadily between

19G0 and 1979.

„

;:

:

r

TUe dominant role of qoyernfent is deafly reflected in the formulation and

implementation of capital development programmes. For exa^ole, -!ioeria's latest
(Fourth) Development Plan envisages an a^greoate'eaoit?! formation of V. 82.0 billion
over the period 1981 -P«5. ff this amount, the public sector alone is held

responsible for an investment procramme of U 70.5 billion (3f per cent of the total),
while jthe private sector ts, "expecttd to make up the remainino 'A 11.5 million

(a mere 14 per.cent)?
In f'ineria and other African countries, the most complex and
expensive projects (e.o. iron and «*teel, petrble'um refinery, petro-^chemical s
hydro-electricity, trans-continenv..! cbmmunicatipns9 air, sea and surface transportation
projects) tend to be initiated and supervised by government anencies.- In briefs
therefore, a positive,-aggressively ijiterventioniisft and "development-oriented"
public administrative system has;; been super-imposed on the repulatory, "law and order"
system which operated in colonial Africa.
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Table 2:

Government Expenditure in Eastern and

Southern Africa, 1960-1979

(in rill ion US Dollars)

1974

1975

1960

1965

1970

90.4

172.8

68.2

Botswana

6.0

16.9

26.5

P8.8

88.3

Comoros

1.8

3.6

5.3

14.3

Djibouti

4.0

9.8

11.7

Ethiopia

76.1

106.4

129.9

Country

Angola

1976

1977

1979

1978

-

-

-

92. G

117.9

144J8

217.5

14.4

20.5

-

-

-.

22.0

24.8

24.2

40.0

57.6

75.4

231.9

373.0

495.2

638.2

702.9

769.7

1,018.6

197.4

33919

644.2

814.3

891.3

1,072.4

1 ,527.6

1,864.6

6./

12.6

25.5

32.5

39.6

51.7

67.7

92.5

148.0

Madagascar

72.3

110.6

150.4 ;

275.4

305.2

36B.8

423.7

552.2

Malawi

22.4

58.4

88.5

109.5

131.1

169.0

181.4

190.6

319*4

Mauritius

35.1

50.8

51.2

136.E

163.2

212.6

255.8

340.3

361.7

fiozambique

161.0

189.4

309.0

645.6

5C3.8

-

-

-

Seychel 1 es

-

-

-

17.3

19.3

-

-

Kenya
Lesotho

Somalia

Tanzania
Uganda

Zambia
Zimbabwe

Source:

,

-

■>

V.

-

46.5

59.1

28.4.

43.3

84.4

94.8

110.1

276.4

254.3

279.3

7.3

13.5

23.2

51.1

S8^8

54.2

..■\92.2

104.4

211.2

70.2

139.4

299.2

619.8

837.8

711.9

1 ,213.0

1,486.3

67.8

132.7

226.2

264.3

303.8

309.0

490.7

82.3

278.9

581.0

936.4 "1,284.6

1,312.6

1,^04,4

247.1

' 398.2

-

Swaziland

-

.- Soi4

693.7

744.7

-

.

928.7

-

1 9000.3 ; 1*042.4
978.4

-

-

;.if,i3T.o

African Statistical Year Book (Eastern and Southern Africa) Part III,
UNECA, New York, 1980.

The State's propensity to intervene in the socio-economic life has had a number
of repercussions.
Notable among the problems of State intervention are those of
staffing, manpower develonment, funding, resource allocation and general management.

Staffing and ^.anpower Development Problems

.

As development plans introduced new schemes of socio-economic development,

bureaucracies in Africa had to bridge what has been termed the "managerial credibility
gap" - I.e. the gap between the.tasks to be performed and.the decisions to be taken,

on the one hand, and, on the ot^er, the number and calibre1 of tfte persons available
to perform the tasks and take the decisions.

Bridging this gap has proved particularly
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difficult in Africa.
The reason lies not merely in the shortage of facilities for
imparting knowledge and skills in the various specialized areas, but in the nature of
the changes taking place within the administrative systems and without.
The first of
these changes came about in the early days of independence, and it took the form of

the "localization" of the senior and middle grades of the public services.

Localization

was a logical corollary of the transfer of political power from the colonial regime
to the indigenous political elites.
Howevers it resulted in the rapid promotion
of indigenous officers many of whom were probably not adequately prepared for the new
responsibilities.
Generalisation can be misleading, and necessary allowances must

be made for differences in experience among African countries.

All the same, in

nearly all these countries, localisation tended to be preceded or accompanied by
"crash" training programmes.

While "crash" training programmes might serve the purpose of the immediate
post-independence administrations, formal education and training schemes are necessary

if public servants are to grasp the increasingly complex situations around them.

Yets in the face of multiplying responsibilities and the superimposed dead-lines,
very few public sector organizations could afford the "luxury" of sponsoring their

,..
officials on formal training programmes. It is true that institutes of public
administration and administrative staff colleges have sprouted in African countries
with the same rapidity as other government establishfnerits. However3 a close examination
of the training institutions' characters end programmes will reveal that they are
for the most part concerned with organizing "technique-oriented"
short duration

training programmes.V The inculcation of the ethics of development administration*,
the broadening of the educational base of public officers, and the development of
their sensitivity to the external (and international) environment - these and other
"academic" subjects have received little attention in.the programmes of the institutes
of administration. At the risk of sparkino off a controversy,, it may even be argued
that only a. tiny minority of African public servants know the real implications of
"self-reliance"., the Monrovia Strategy, the Lagos Plan of Action, and the Mew
,
International Economic Order.
Probably, only a handful know what the arguments about

"devaluation" and other If-1F "conditionalities" arc all about.
It is of course
possible that the stark realities of the international economic situation today

r

will "teach" policy-makers and senior administrators the elementary principles of

economics and international trade. But would it not be safer to rely on formal
and carefully planned programmes of continuing education in African public services?
Problems of development finance

Apart from the problems of staffing and:manpower development, state intervention
poses the problem of funding. The sophisticated projects outlined in the development
plans cannot be implemented unless a government has access to human9 material and
financial resources. The human resource constraint has been described earlier.
The material resources required in implementing development projects include the raw
material, plant and machinery, spare-partss transportation and warehousing facilities,.,.
If African countries had been able to manufacture, or otherwise produce9 these
essential itemss funding would not pose too serious a problem. Unfortunately, in
implementing their projects, the various arms of government have had to import .... .
everything except the "finished" product. And importation entails the allocation
of scarce foreign exchange. At times when a country's external reserves/assets
are too low to be able to finance some complex projects, its policy-makers may have

E/ECA/AAU/ED/85/5
Page 7

urce to external credit and/or technical assistance.
As a matter of fact9 many
African countries have decided to borrow from external sources rather than promote

Tocal research and development efforts and embrace the phylcsophy of "self-rfe1iance*i:.

Tables 3 and 4 show how tht debt burdens in Africa south of the Sahara and in two1
regions of Africa have risen over the years.
living with the consequences today.

It goes without saying that Africa is
r
■ ""
:
■ i

Resource allocation constraints

Before a private business firm raises, a loan,, it would calculate the costs and
the benefits of its decisions. And once it raises the loan» it would, everything
being equal, strive to maximize the returns on its outlays. Government enterprises
(particularly, African government enterprises) differ from the penny-pinching
business-man Ui9 at least, these two respects. While the availability of certain
government projects is not in doubt, not many of these projects are preceded by
thorough and down to the line feasibility studies. Some of them are embarked upon
to appease some constituency interests.
Others are accorded too priority because
.
they look promising in terms of kick-backs. Yet others are implemented as a symbol
of "progress" and "modernization". The food crisis which today appears virulent
■:<
and uncontrollable is the direct outcome pf natural as well as man-made disasters.
Table 3:

r

Total External Debt of African Countries South of

the Sahara (Outstanding and Disbursed) 1971-1980)
(1.5 $ Nil ion)

Type of Debt

1971

Private^ nonguaranteed
Public and

Publicly
guaranteed

TOTAL

Source:

1973

1975

607.0

irJ3,0

6,162.3
6,769.3

1,334.4

1976

1977

1978

19?9

'
1,508.6

■;.■.. ;'.
'
1,448.6 ,2,033.0

20,261.5
■

26,434.7

33,098.0 38,394.6
: ■"-'■"■■

21,689.8

27,948.3

34,556.6 -40,427.6

l,4G0.7

1,427,9

9,193.1

13,667.4 16,292.1
;

10,156.1

15,011.8 17,692.8

.

World Debt Tables, '.torld Bank, Washington DC, December 1981,, p.2.

Table 4:

IBRD and IDA Lending to Borrowers in East and [Jest Africa

1975-1984 (US $ Million)
• Sutf-Recnoh.

■?■"

■

;

■ ::i" S' 'Annual ^
1975-79

Ea3t Africa

575,1

West Africa .

46^4 ' /: .731.6

Source:

"

/ T.otal.' lending to all sectors

1980
815.0'

The llcrid Bank Annual
Tables 4-1 and 4-2.

198T ' "
874.V

1930

1982'

.

1983

1984'

7K.6

1,129.8 . 1,186.6

933.3 1,086.9

664.2 1 »1S1.7

Report 1984, Vtashinnton DC,
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The development thrusts in the majority of African countries were in the direction of
manufacturings industry and mininq.
Agriculture was simply neglected.
Table 5
shows the decline in per capita food production in Eastern and Southern Africa

between 1971 and 1979.

what Table 5 reflects.

Table 5:

The situation in West Africa is even more alarming than

Per capita food production in Eastern and Southern Africa,
1971-79 (Base year 1969/71 = 100)

1971

1972

1973

1974

1975

98

93

89

89

. , ■ 90

111

100

94

100

93

99

95

100

98

96

Ethiopia

97

95

94

01

Kenya

98

99

98

94

Lesotho

99

83

94

117

Madagascar

99

98

96

108

110

flauritius

97

Mozambique

Country

1977

1978

1979

92

74

75

105

95

80

91

101

95

94

95

98

86

33

84

96

98

97

92

86

87

80

99

107

95

105

99

9?

96

90

96

105

103

94

9?

100

105

95

110

108

104

78

107

39

101

101

39

100

101

56

84

83

73

74

72

103

110

99

108

105

110

104

no

114

98

95

92

91

91

96

96

94

-<n

Uganda

.97

98

95

94

90

92

88

92

■■■8?

Zambia

105

103

98

108

113

113

105

101

92

Zimbabwe

105

124

98

119

106

104

106

105

90

Angola
Botswana

Comoros

Malawi

Swaziland
Tanzania

Source:

;

■

1976

African Statistical Yearbook 1980 s Part III , op.cit.

General manaqement problems

Aoart from the tendency to misplace its priorities, the public sector in Africa

is beset with serious problems of general management, fis-tranagement would nrpbably
fr too strong a word to use at a forum of this kind, but then one. is nt a loss for
v&rrds to describe the contemporary system of public administration 1nAfri;fca. As
Professor Adebayo Adedeji once observed:

"Inefficiency has become the norm in our public services - whether it
be the civil service9 the parastatai or the local goverwent
It seems* that within the first quarter of a century after independence,
African public services have lost their mission, have ceased to be
serving public interest and have become a self--perpetuating, selfcentred and self-aggrandising cabal.11-
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Among the constraints on oublic service efficiency are ethnic loyalities which
subvert merit and breed nepotism; and aspects, of the traditional social values which

promote corrupt tendencies. The suffocating influence of the civil service
bureaucracy also deserve to be mentioned - particularly, as it affects the performance
of public enterprises. Equally important is the manpower constraint. The policies
and programmes of. many governments .in Africa would probably be better implemented

if the staffing situations in the various departments are improved. : The priorities
in human resource development include the appointment nf the right candidates into

the right jobs9 the constant broadening of tfmir intellectual horizon to enable them

to cope with changing 4emands and complex situations, and the upgrading of their

technical and problem-solving skills. VIIth respect to the last priority area
(development of technical sUlls), attention need to focus not only on the ability

to operate, repair and service plant and equipment, but also the capacity to plan
the work of subordinates and control material and financial resources.
In other
words, the development of business management skills are as important in the public
sector asthey are in the private sector. ....

Poli ti cat Instabi1i ty
As a result of t*"» serious economic management problems confronting many
African countries and the lack of consensus on how the problems could be tackled,
the incidence of political instability has risen over the years.
Changes in
regimes have beerv accompanied by a rapid turn-over in personnel and have been
reflected in sharp changes in policies and preferred methods of implementation.
Dynamism is undoubtedly a desirable attribute in any social system. However, if
the changes taking place within a system tend toward instability, they are likely to
produce negative results.
In the first place, instability tends to breed in security
aniQiig, decision-makers. Secondly, it may divert attention from urgent issues of
development. Thirdly,
an unstable system is incapable of laying down standards

against which the behaviour and performance of actors can be evaluated.

when the full effects of instability become manifest, indifference and
frequently take over.
II.

Finallys

cynicism

ffenagement constraints in-the private sector

It is sometimes argued that if the private sector had been allowed to take
the lead in economic development activities, the current crisis would probably
have been averted.
The counter argument is that as of now, Africa has no private
sector - at least, not one that could be relied upon to brino about economic and
technological development.
In many instances, the bulk of the assets in the private
sector are controlled by the multi-national corporations whose primary interest
is not lifting the societies of Africa from the depths of suffering and technological
undertdevelopment.

It is true that in a number of countries, retail and wholesale trade is dominated
by Africans, r'oreover, various governments have promulgated "i;ndigenization" measures

aimed at transferring the ownership and control of certain categories-of business

enterprises from aliens to indigenes. However, the fact that suchidevelopments were
prompted by government intervention is vary revealino.
It implied<that without a.?

deliberate application of state power, Africans would probably remain on the periphery
of business activity for an indefinite period.
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But just as the localization of the public service was not without some
difficultiess the indigenization of business enterprises was accompanied by its

own set of problems,

the first,major constraint on the efficiency of African

business enterprises is the weakness of the entrepreneurial spirit. The success
of expatriate firms in business is attributable mainly to the importance attached

by these firms to the entrepreneurial function.; Conversely^ the high "casualty"
or "drop-out" rate among indigenous enterprises can be explained in terms of the
persistence of traditional social values.and religious beliefs which discourage
thrift,enterprise and innovation.

The second constraint is managerial,

As Plakanpo once pointed out;

"The skill of African traders has almostgbecame proverbial.

However, this is only in petty trading".-'

The skills of planning, organization and project evaluation which are so

essential in managing complex undertakings are not within the grasp of a significant
number of business men - especially those operating as "sole proprietors" or in ■
small partnerships.
Managerial inefficiency in such enterprises is reflected in
the way raw materials are procured and utilized^ in the maintenance of excess capacity,
in the layout of factories, plant and machinery* in the system of accounting and
financial control, and in methods of supervision.-

The third constraint is structural.
In order to attract substantial capital
and eompet,e effectively with the large multi-national companies, African business
enterprises need to create organization structures which do not revolve a round

families* clans, or ethnic groupings.

However, the ability and willingness to,

team up with "strangers15 in pursuit of industrial
success is not yet widely
distributed among the peoples of Africa. This is unfortunate since it is absolutely
necessary for many of the existing enterprises to graduate from the small-business
class to the big business one.
In so far as the distrust of outsiders remains
a feature of social life, the snail business undertakings will persist, and they

will be able to do no more than retail cigarettes and matches or serve as the
distributive outlets for the better-organized multinational corporations.
In this,

(small-enterprise) capacity they will be most unlikely to promote research and

development activities or report technological breakthroughs in their lines of
business.
But while focusing on factors internal to indigenous enterprises, we should
also strive to appreciate the environmental constraints on their effectiveness.
Prominent among these is the pervasive influence of the public sector.-' It may
in fact be argued that the reason indigenous enterprises fall to attain high

standards of efficiency is that the development policies of African governments
have not given the private sector the chance to succeed.

Whereas a few countries

like Ivory Coast., Kenya and Nigeria have fairly successful indigenous enterprises,

others tend to be dominated by State institutions.

Apart from directly participating

in Industrial and commercial activities, African governments have by and large
applied their regulatory powers (especially in respect of direct and indirect

taxation, import licensing, foreion exchange allocations, wages policy and labour

legislation) to strangle potentially successful business enterprises.

It 1s strange
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that the governments which have none to great lengths to "indiqenise" their private
sectors qould also promulgate measures.which hamstring the samo private sectors.
The explanation probably lies in the saying that old habits die hard.

III.

The role of institutions of higher learning in reforming and revitalizing
African management systems

,

In discussing the specific role of the institutions of higher learning* it is
necessary to re-state the measures which need to be taker, to turn the ailing
economies of Africa around.
In a paper circulated at the Fifth AAPAr- Roundtahle at Arush.i in December 19839
the Public Administration management and Panpower Division of ECA outlined the
following requirements for reactivating the slumping economies of Africa:

(i) jimmediate operationalization of the concept of self-reliance:
(ii)
(iii)

(iv)

definition of the "proper" role of government;
articulation of a set of develonment-orienteri values for the public
sector?

establishment of Productivity centres and Key Results Areas
in each arm of the public and private sectors;,

(v)

revitaliz^tion of various r>roduction agencies:

(vi)

installation of control /rani tori no mechanisms;

(vii)

encouragement of policy and strategic studies.^-'

Self-reliance
The first priority in the efforts toward economic recovery in Africa is the
total and unquestioned acceptance of the philosophy of self-reliance.
The experience
of a quarter1 of a century has revealed that if Africa is to emerge from the backwoods

of underdeVelppment to an era of rros-peritya the continent must operationalize the
concept of national and collective (regional) self-reliance. This is the message in
the Monrovia Strategy for the Economic 'Development of Africa (1970), the Lagos Plan

of Action and the Final Act of L*.qns (1980).
The question is how many countries
of Africa acknowledge this message in formulating their development plans and in
implementing their programmes? Here is one area in which the institutions of higher

learning can play a useful role. They need to organize uedc-end seminars and
workshops at which the attention of nolicy makers would he directed to the objectives
and mechanics of self-reliance.
The other question is how many universities in

Africa stock copies of the Monrovia Strategy, the Lagos Plan and the Final Act in
their libraries? And if one may be provocative how many of our professors particularly,
professors of political economys have bothered to read any of the policy documents?
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Proper role of the State

The poor management of the African economies has started to raise serious
questions about the ability of the public sector to play a dynamic role, in
the development process.
This has led, in several instances, to arguing too
strong a case for privatization of the African economy.
The issue however9
should not be narrowed dov;n to private' enterprise versus public sector.
It

should essentially be a question of efficient mobilization and utilization
of scarce resources.
Both a strong private sector and a dynamic public
sector have indispensable roles to play the process of socio-economic development.
What is required <!is for each society always to strive to achieve a judicious
:
balance, an optimality3 in the allocation of roles and responsibility to both
sectors and thennfor each to play its part efficiently with honesty, integrity

and dedication'1-^*

The African institutions of higher learning have an important role to play,
both through their teaching e.nd research functions in ensuring better and more

effective management and administration of public enterprises and services and

in contributing to the efforts aimed at improving the management and efficiency
of the national economy as a whole.
A new public service ethics

It is also important that a set of development-oriented values be articulated
for the public sector. According to Adebayo Adedeji, the crisis facing Africa today
require public services which are capable of engineering socio-economic transformation
of the various countries, and are made up of the most talented arvd public-spirited
officials.
He went on;

"To meet the challenge of the normative development scenario we need a

new breed of public servants in Africa - men and women who have brains
in their heads as well as fire in their bellies, who are concerned enough
about the cross of humiliation which every African carries on his/her
forehead because of the economic and technological backwardness of the
continent and are therefore determined to dedicate their lives to chanae

the situation...."—'

The institutions of higher learning can certainly assist in putting,brains,
in the heads and fires in the bellies of African public servants.. In carrying
out this.role, however, the institutions themselves need to eschew ethnic or,
sectional tendentfencies, and demonstrate 3 high degree of cofmmtment to the catrse of
African independence and prosperity.

In responding to pressures frorr; their immediate environment and the international
environment, public.; officials in Africa can certainly do with brains in their heads
and fire in their bellies.
Dealing with the multi-national corporations and grappling
with complex socio-economic problems require more than practical experience3 or
intuitive judgement. The abilities to anticipate developments in the environment,
to analyse multi-dimensional problems and to work out satisfactory solutions - these
are essential in tackling the current problems and forestalling future crises. Our
universities run the risk of being too academic in their approach to urgent national
problems. At the same time, they may in their effort to please the practitioners,
It is therefore necessary
discard the useful analytical tools at their disposal.
for the institutions of higher learning to consFtruct a bridge between themselves
and the public services.
The institutions of higher learning also need to sponsor research
into the educational requirements of public servants. l;'e have heard a
the results of surveys of training needs in public services. The time
find out what the knowledge requirements of the African administrators

studies
lot about
is ripe to
and managers
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should be in the context of the present socio-economic crisis and the future
aspirations of the African peoples. The ethical component should constitute
an important aspect of this enquiry into the educational needs of developmentoriented public servants.

Productivity and profit centres

In order to respond adequately to the current situation, the various oraanizations
in the public and private sectors should establish profit and/or productivity centres.
Financial and production targets should be set for these production centres and the

mechanisms for monitoring performance should be established.

Target setting and productivity measurement call for skills which the institutions
of higher learning are well-placed to provide. For example, the skills of job planning
and scheduling can be made available by the faculties of technology and engineering,

while the accounting and financial control expertise can be supplied by the departments
of economics, finance, accounting and business administration.

The requisite skills of target setting and productivity measurement may be
transmitted through seminars-, conferences and training progVanmes or throuah the
institutions' consultancy and extension services.

Productivity improvement and monitoring

In addition to collaborating with outside oraanizations in establishing-national
networks of productivity centres, the institutions of higher learning should actively
encourage consultancy services aimed at improving the level of oroductivity in the
public and private sectors.

Instructors a*;d professors in institutions of hiqher learning should no longer
see themselves as mere social critics. They should now come out of their ivory
towers and assist in programmes of national development. In specific terms, they

should supplement their analytical competences with creative abilities, and1 they
should move from basic research and come up «xitr simple des Ions' and inventions
having maximum social utility. The University of Dadan deserves to be commended
in this respect. One of its profit centres gave birth to the "Iyan Project", a
project which has attracted international attention and revolutionized food

processing methods in.-Nigeria. Additional efforts are reouired to find solutions
to other problems among them, the problems of flooding during rainy seasons9 or
water shortage during dry seasons, of food storage under tropical climatic conditions,
and of commodity warehousing and distribution in the face of hoarding and profiteering.
The generation and conservation of energy, the reactivation of the decaying
agricultural systems and the improvement of transport and communications network
in Africa are vital areas which also need the attention of our institutions of
higher learning.

Policy and strategic studies

The measures outlined in the preceding paragraphs are designed to cope with the
immediate problems. If African countries are to avoid a more serious crisis in the

future, they would need to promote strategic studies in various areas.

If the

experience of the past quarter of a century is a reliable pointer, the Africa of

the future is up against problems of unfathomable magnitude:

populations will increase

E/ECA/AAU/EP/85/5
Page 14

health and social welfare services will be subjected to undue pressures, the energy,
food and housing situations will become more critical and employment opportunities*

will greatly diminish.

The institutions of higher learning owe the peoples of the continent a duty
to sponsor studies vhich will not only sound the alarm when necessary but will also
outline measures capable of warding off disasters.

^-

The relationship between institutions of hioher learning and
policy formulation and implementation bodies

*

The previous sections hayo demonstrated the neori for closer collaboration

between the institutions of higher Icarninq and the policy formulation and implementatior

organs or the African public services. In the past, the academic world maintained
a separate existence from the oractical world. The former saw the latter as corrupt

and wasteful, while the latter perceived the former as arrogant and too theoretical
In analysing practical problems. Yet, if Africa is to he lifted from the depths
of hunger, ignorance and disease9 "theory" trust maintain peaceful and productive
co-oxistence with "practice".

Conditions for productive co-existence

The maintenance of cordial relations between the institutions of higher learning,
on the one hand and governmental bodies, on the other, is conditioned upon certain
structural and attitudinal changes being effected on hoth sides. On the side of
government, there is need to accept that practical experience alone could not meet

the requirements of a public service operating in a complex environment. Certainly,
a public officer's "length of service" or his mastery of civil service rules and
regulations, do not constitute adequate preparations for the tasks of redressing
international trade imbalances, combatting inflation, and promotina full and cainful

employment.

Secondly, the governments have to be "self-reliant" enough to wish to make
maximum and meaningful use of local expertise. The reservoir'of skills and knowledge

available in, our institutions of higher learning get diverted towards mere academic
analyses .^d class-room discourses mair-ly because~policy-makers have not reposed
enough confidence in the local intellectual community. If public officials regard

the intellectuals as partners in prooress rather than as adversaries and saboteurs,
U would not be difficult for the two sides to relatfi to each other.

Thirdly, the policy-makers and their advisers need to make some effort to
participate in "academic" dialogues and bring themselves un to date in the use of

the language of the academic community.

journals.

Tt is not enough to subscribe to learned

Genuine effort must be made to read them ?.nd assess the usefulness of

the ideas expressed therein.

Adjustments requirad in academic institutions

_ As for the institutions of higher learning, they could not expect to make the
desired impact on policies and implementation unless they ensure that:

(i)

their teaching, research, and consultancy programmes are directly
relevant to the,requirements of the society;
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(ii)

(iii)

institutional changes and responses are adequate to the

demands and requirements of the environment;

the various academic units are prepared to get involved in

community services, and in finding solutions to pressing social
problems:

(iv)
(v)

.

adequate machinery exists in the institutions of higher learning
for resolving conflicts;

unsalutary influences from outside (notably, ethnic, religious9
sectional and partisan political influences)are not allowed to
interfere with the work of the institutions.

If academic institutions arc to be taken seriouslystheir teaching9 research

and consultancy programmes have to.take into account not only the general economic
backwardness of .many African societies but also the specific crises which need to

be tackle^.

It is therefore imperative for these institutions to review their

programmes .in the light of the information presented in the ft-bnrovia Strategy,
the Lagos Plan of Action, and in national development plan documents.
Moreover,
the various departments of public and business administration need to revise
their curricula to take into account not only the prevailing crisis situations
in Africa, but also the demand for bright, innovative and public-spirited
decision-makers in government and industry.
After petting their priorities right, the institutions should proceed to
the stage of ensuring that the felt needs and the institutional structure are
in proper alignment. They should ask, for instance, whether "public administration"
should jsxist on its own or be merged with the department of political science, or
the department of "business administration".
If for any reason the structure is
out of tune with the perceived needs of the society, the institutions should
lose no time in effecting necessary adjustments. 'This, in any case, is not the
time when academic units should be built around the specialized fields of certain
individuals, or maintained for historical and sentimental reasons.
The institutions could make their programmes relevant and make direct
contributions to the development of their societies if they participate actively
in community services.
Involvement in community activities qoes beyond accepting
political offices.
Members of the academic community now need to participate in
consultancy services. The local, grass-roots level, in any case, provides a good
testing ground for their models and designs. The sufferings of peasant farmers,
the agonies of the urban dwellers and the prevailing social conditions ought to
be of concern to all persons with ideas. There is yet another reason for

advocating the involvement of academic institutions in community development
activities.
Decision-making in many African states tends to be centralized..
This by Itself may retard progress and militate against the attainment of excellence,
Yet a community would continue to bear the cost of mediocrity willingly so long
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as it is not acquainted with the benefits of excellence, iaking the society
appreciate the need for improved standards of performance in all areas of activity
is an inescapabable responsibility of the institutions of higher learning.
For tco long the academic community.has attacked the basic social problems
in newspaper articles, on television and through other communication media. A few
members of the community have resorted to sloganeering and'"revolution by rhetoric".
Now th£t the crises before us have assumed alarming proportions, a change of
tactics is called for. Tore than ever befores the entire academic community
needs to take practical and meaningful steps which would motivate the ordinary
man in the street to strive towards and depend excellence: in every sphare of
life. By way of illustration, the best weapon against the defecation of human
settlements is the mobilization of water, mechanical, civil and other types
of engineering capacity in our institutions of higher learning to produce simple,
cost-effective, public conveniences. The best remedy for fraud and the plundering
of national assets is an accounting system with built-in early-warning signals.
The storage and transportation problems facing peasant farmers can be effectively
tackled if agricultural engineers, agricultural economists^ and other experts
put their heads together. The list cf the opoortunities to "give power to the
people" is endless.
.
:
However3 before the academic institutions could hope to reach out and help
communities in need, their own internal administration and governance must
provide an example worth emulating. Charity, they say, begins at home.
If the
institutions are to serve as effective change agents, their systems of administration
must be such that there is a wide consensus on major issues.
The issues which
tend to polarize these institutions and expose them to unsavoury outside influences
include those of appointments and promotions9 composition of committees, allocation
of guaranters and remuneration for participating in outside activities. The

various institutions should accept that differences of opinion on such Issues

are normal, and should proceed to establish the machinery for resolving the
differences.

The institutions should in any case be on the look-out for unhealthy outside
influences.
If not checked on time, ethnic, religions, sectional and partisan
elements may rear their ugly heads and divert the attention of the institutions
from the path of national development.
Meed for department of public affairs

In view of the importance of the relations with outside bodies, the Chief
Executive of each institution may consider the establishment of a Department of
Public Affairs located in his office and under his direct supervision. This
department would, among other things, monitor the pattern of relations between
the various arms of the institutions, on the one hands and the policy formulating
and implementing bodies and the general community, on the other. The department
is also expected to advise the chief executive on external relations and submit
periodic reports on multilateral and bilateral relations into which the institutions

might have entered.
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V.

Conclusion and recommendations

That Africa is faced-with a serious crisis is beyond dispute. However, this
paper rejects the fatalistic attitude prevailing amonq commentators on African
affairs.
It maintains that if the institutions of higher learning work closely
with the policy-formulating and implementing agencies, it is possible to turn
the battered economies of Africa around.
The problems which ought to receive ,
their immediate attention are those of how to:

(i)

operationalize the philosophy of national and collective
self-reliance;

(ii)

(iii)

■■■-. ■■■

,,-<

ensure the effective managment and administration
,
of public enterprises and services and improve the management and
efficiency of the national economy;
_
.
bring about development-oriented and socially responsive public
services;

(iv)
<"*•

(v)
(yi)

establish productivity and/or profit centres in the'public and
private sectors;

increase productivity in the public and private sectors;

7

and

promote policy and strategic studies aimed at anticipating .
crises and proposing solutions.
'.'... .'

Hitherto, the relationship between the institutions of higher learning, en
the one hand and the various organs of governments on the other, has1 not always ,
been cordial. Yet, in view of the current socio-economic crisis, there is ah urgent
need for the academic and the practical 'Wp'rld to maintain peaceful and productive
co-existence. While the government poij.cy*jna1cers. have to change their attitude
to the academic community, the latter should take the initiative in bringing
about a cooperative and productive relationship. For this reason, the chief executive
of each acadeiric institutions should create within his office and under his direct
supervisions a Department of Public Affairs which would monitor relations with
external bodies and advise the chief executive accordingly.

It is also necessary for the various units of each academic institution
to assess the relevance and utility of their programmes (teaching, research and
consultancy) to society. Perhaps the best way to approach this problem is to
get each Department within a Faculty to defend its programmes before other member
of the academic community and the clients outside. This is a priority area and
the chief executive and his colleagues may find it necessary to draw up a time
table for the exercise. Every department (ranging from agricultural economics,
through historys geography and political science, to agricultural engineering,
food science and technology) should go through this "public hearing" process and
effect necessary changes in programmes.
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Following from the suggested changes in programmes, the authorities of the
various institutions of higher learning should proceed to bring about structural
changes aimed at making the institutions responsive to the demands of the external
environment. Such changes should include where necessary, the merger of ^acuities
and departments or the gradual phasing out of units whose existence cannot be defended
on rational grounds.

The involvement of the institutions in community development programmes is
another issue which ought to receive the immediate attention of the authorities

of the institutions,

the question may be asked how professors of history, English,

dramatic arts and music could be expected to operate outside academic institutions.
Who, apart from the students, require the services of such persons? If these

professors are sufficiently creative, and if they are motivated enough to wish to

raise standards of performance in their chosen fields of specializations they will
discover that the society needs their services just as it does the services of
engineers, physicists, geologists* accountants, legal and medical practitioners
in the employ of the academic institutions. The institutions of higher learning
should therefore encourage staff members to study community problems and apply
their analytical and creative abilities in working out solutions.

To be effective as change-agents, the institutions of higher learning should
themselves be shining examples of good government and sound administration.
If
they are unable to manage conflicts, and if they cannot evolve, and stick to9
some acceptable standards on matters of appointments, promotions and discipline,
they cannot expect the society outside to take them seriously.

Above all, while they can:ot disengage themselves
influences, the institutions of higher learning should
negative ones. In particular, they should ensure that
ethnic loyalties, religious and party affiliations., do

completely from outside
strive to neutralize
narrow, sectional and
not divert the attention

of the academic community from the goal of national development.
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