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1. Background

For the last fifteen years or so, Governments in Eastern and Southern Africa have undergone a process of political, functional and fiscal decentralisation to local governments. Most countries have legislated devolution and/or delegation of important responsibilities to sub-national governments, while others are considering new legislation or modification in the existing framework.  Furthermore, in several countries there is currently a debate about the need to adopt new decentralisation arrangements that acknowledge the chiefly role of traditional leaders. Through the process of decentralisation, local governments have gained a higher profile and increased importance in the provision of basic social and infrastructure services. 

The process of decentralisation is taking place at a time of economic structural adjustment and when the region is urbanising at one of the most rapid rates in the World. The combination of decentralisation, economic adjustment and urbanisation gives local governments especially the urban authorities a pivotal role in the economic development process of the region. Local governments are now faced with the difficult task of dealing directly with fundamental issues such as, attracting capital and investments, combating poverty, creating jobs, protecting the environment and managing rapid demand for urban services. The civil society and private sector are pressing for greater participation as partners in the management of public affairs and issues related to professionalism, competence, efficiency, honesty, accountability and transparency have assumed a centre stage as prerequisites for effective partnerships.

It is now acknowledged that decentralisation is not an event, which occurs at one point in time, but a dynamic political process which needs to be monitored, evaluated and continuously developed and adjusted to suit the changing environment. Further, well designed systems of revenue sharing between central and local authorities can make an important contribution to efficiency, equity, poverty reduction, accountability, and consolidation of democratic forms of governance. Accumulating and sharing knowledge and ideas on decentralisation in the region and the continent as a whole both over time and across different countries would help to better understand the dynamic changes and help to design appropriate strategies for strengthening local government in the next millennium.

It is against this background that the Municipal Development Programme (MDP) for Eastern and Southern Africa is seeking, through the Ministry of Local Government and National Housing of Zimbabwe, to hold the First Ministers’ Regional Workshop on “Experiences of Decentralisation in Eastern and Southern Africa”.  

2. Overall Objectives of the Regional Workshop:  

The objective of the workshop would be to provide an opportunity to Ministers responsible for local government and their technical officials exchange experiences and perspectives on the process of decentralisation in the region.

2.1
Specific Objectives will include:

a. Identification of real life experiences and good practices with regard to decentralisation in the region;

b. brainstorming and setting indicative criteria for improving decentralisation in the different countries; 

c. assessing key weaknesses and strengths in different areas and levels of decentralisation; and 

d. to assess the impact of decentralisation on issues such as quality of services delivery, poverty reduction, corruption, civil society 

e. develop a joint plan of action for continued dialogue on strengthening decentralisation

The activity will analyze the situation in the following countries: Botswana, Ethiopia, Kenya, Lesotho, Malawi, Mauritius, Mozambique, Namibia, South Africa, Swaziland, Tanzania, Uganda, Zambia and Zimbabwe.  

3. Participants

A total of 40 to 45 participants are expected to attend the workshop. It is envisaged that the event will bring together Ministers of Local Government, Ministers of Finance, Mayors and District Chairmen, Leaders of Local Government Associations and representatives of academic institutions.

4. Preparation for the workshop

The seminar will be preceded by compilation of case studies based on country experiences in terms of achievements, constrains, opportunities, lessons learned and challenges facing decentralisation processes in the region.  Consultants will be identified throughout the participating countries to compile reports on country experiences in decentralisation. Ministries of Local Government will also prepare current policy papers and perspectives on decentralisation in their respective countries. 

5.
Programme

In order to draw upon the experience of the participants, more than 50% of the seminar will be spent in small groups. The seminar will be structured, amongst others, around the following topics: (a) The way forward for designing and sequencing effective decentralisation;  (b) Fiscal Decentralisation as strategy for effective local government; (c) Strategies for enhancing participation, transparency and accountability in local government.

6.
Management of the Activity

George Matovu will manage the activity in coordination with a representative from the Ministry of Local Government and National Housing.

7.
Venue and Duration
The Seminar will last for three days and will be held in a hotel in Victoria Falls.

8.
Expected output:

a. Papers will be published and circulated among policy and decision-makers, as well as local government experts.

b. Information will be deposited at the SADC Regional Information Centre based in MDP for wider circulation.  This information will be used for reference purposes in other countries, and as material for best practices.

9.
Expected Impact:

a. Appreciation of key issues influencing decentralisation ;

b. Awareness of experiences of other countries in the region;

c. Increased commitment of political leaders to improve and fully embrace the decentralisation process;

d. Serving as a preparatory stage for the international conference on Local Governments in the year 2000 (Africities 2000).
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1.
INTRODUCTION
1.1
Background and Paper Presentation Process

1.
Swedish support to the District Development Sector Support (DDSS) has been provided since 1979.  The fourth agreement, DDSS W, has recently been extended for one year, to 30th June, 1994.  The Specific Agreement for DDSS W, dated 4th July, 1990, states that the overall aims of the programme are:

· to promote further decentralisation of responsibilities from central to local government, and in particular, to the District Councils;

· to contribute to a more even distribution of economic and social resources among the people; and

· to facilitate and enhance the implementation capacity of the District Councils and other local authorities at district level as regards the provision of services and the execution of development projects.

2.
In September - October, 1992, an evaluation of DDSS Iv was undertaken for the Government of Botswana and the Swedish International Development Authority (SIDA).  The evaluation report 1 concludes that DDSS "to a reasonable degree has been successful as regards the third objective (implementation capacity)," though there is too little relevant information on (more even distribution of resources) to be able to draw any conclusion" (p.2).  As regards decentralisation, the authors write that "the enhanced implementation capacity has not -as yet been followed by active decentralisation measures.  Thus, the first of the objectives has not been fully achieved" (p.2).

3.
In November, 1992, the annual consultations between Sweden and Botswana on DDSS were held.  The draft evaluation report formed the basis for much of the discussions at these consultations.  According to the Agreed Minutes 2, the "Swedish delegation expressed its disappointment over the overall impression presented by the evaluation, that in many of the sub-programmes the results had not

1 E.  Alexander, A.  Heilemann, A.  Karlsson, Interim Evaluation of the Swedish-Botswana Co-operation Programme on District Development Support.  Phase IV: Report of the Evaluation Mission, Final Report.  A.S.K.AB, January 1993.

2 "Agreed Minutes," Annual Consultation Between Sweden and Botswana on the District Development Support Sector Programme, DDSS Iv, 2nd - 6th November 1992.

corresponded to the inputs, and that in general not much concrete progress in decentralisation had taken place (p.  5).  Based on this and other considerations, the parties agreed not to prepare and sign a DDSS V, but to propose a one-year extension of DDSS Iv.

4.
During the consultation, the parties also agreed that 1993 would be taken up with preparations and consultations destined to underpin a DDSS V.  The Swedish delegation repeated that it remained committed to the mutual goal of decentralisation, though it recognised that the process could be a long one and had no wish to rush or dictate it.  What Sweden wanted was for Botswana to provide it with "a proposed time frame and 'end-point' of the process, so that both parties were discussing the same thing, were in agreement on the essential directions being taken, and had some criteria to evaluate progress against" (p.  13).  To facilitate this process, Botswana requested Sweden to "provide it with an outline in terms of what clarifications on the policy and practice of decentralisation it would like to see" (p.13) and this Sweden agreed to do.  Finally, it was agreed that a policy paper and action plan on the issue of decentralisation in response to these guidelines, to be presented by Government of Botswana to Sweden by 1st October 1993, would provide a suitable foundation for Swedish support under a future DDSS V.  This paper is that policy paper and action plan.

5.
On 7th January 1993, SIDA presented Botswana with the promised guidelines on decentralisation, which are reproduced below as Appendix 1.  In brief, the guidelines discuss decentralisation policy and three areas of decentralisation practice: financial administration, personnel administration, and service provision.

6.
In response to the Swedish guidelines, and in order to prepare the paper by the stipulated deadline, the Permanent Secretary, Ministry of Local Government, Lands and Housing (MLGLH), established a number of working groups.  There was a group in each of the three areas of decentralisation practice identified by SIDA.  Each of these three groups had representatives from relevant sections of MLGLH headquarters, as well as representatives from Local Authorities (LAs).  In general, these three groups were to examine existing decentralisation practice in their specific area and to make recommendations on possible future changes.  The three working groups reported to a reference group, chaired by the Permanent Secretary, which had overall responsibility for preparing the paper on decentralisation.  The membership of the various groups is in Appendix 2, while the terms of reference for the groups are in Appendix 3.

7.
A draft discussion paper dated 25th of August 1993 was prepared by the working groups.  This paper was then circulated for consultation during the month of September 1993.  Meetings were held with the following groups to discuss the paper:

· The decentralisation working groups and reference group;

· Council and Land Board Chief Executives in Lobatse from 14th

· to 16th of September, 1993; and

· The DDSS Reference Group on 21st of September, 1993.

8.
In addition to the above, copies of the paper were distributed to all District Commissioners and Council Secretaries for their comments during the annual MLGLH project review tour, from 6th to 21st of September, 1993.  Finally, the paper was discussed with SIDA, by the Permanent Secretary during his visit to Sweden from 28th of August to 4th of September, 1993.  Obviously, not all those who commented on the draft discussion paper agreed with it or with each other.  To the extent possible, however, the present policy paper and action plan reflects a consensus of all the views expressed during the consultations on the draft discussion paper.

1.2
Status and Organisation of this Paper

9.
This paper presents the results of the consultations on decentralisation up to 1st of October 1993.  As such, it reflects a wide degree of consensus within MLGLH and among Local Authorities.  To the extent that the proposals contained within this paper are within the competence of MLGLH, it represents a commitment to action on the part of the Ministry.  As discussed below in Section 4, some of the proposals in this paper require further consultation and/or approval by Cabinet or Parliament.  It is the intention of MLGLH to pursue the necessary consultations and to seek the requisite approvals.

10. The rest of this paper is organised into four sections.  Section 2 presents a definition of decentralisation and discusses four principles, which guide the Government of Botswana's approach to decentralisation.  Section 3 provides a background to decentralisation in Botswana.  Here it is argued that (a) after twenty-five years of gradual decentralisation and capacity building, Local Authorities are strong and confident, though more still needs to be done; (b) decentralisation is clearly stated as a policy goal in NDP 7, which contains specific measures designed to increase the capacity and autonomy of Local Authorities; and (c) Botswana is already a comparative leader in decentralisation among African states.  Section 4 then presents a policy analysis and proposals for further decentralisation in Botswana.

This discussion is broken down into the three areas suggested by SIDA: financial administration, personnel administration and service provision.  Finally, Section 5 outlines the implications of this paper for a potential DDSS V.

2.
CONCEPTS AND DEFINITIONS
2.1
Definitions

11.
"Authority" can be understood as the legal ability to make decisions.  The degree to which local government units exercise functions in their own right is in part dependent on the source of their authority.  Local government units world-wide derive their authority from three types of central government documents: constitutions, statutes and administrative regulations.

12.
In federal systems, local governments have a constitution-derived competence.  They have an 'inherent competence' in all areas granted to them by the constitution.  This competence derives from the constitution and cannot be limited or reduced in any way by the central government.

13.
On the other hand, in unitary systems, the competence of the local units must be specifically granted or authorised by statutes.  In England, if a unit of local government wants to do something there must be a specific central government statute authorising the local unit to do it.  Thus, local government units have only those powers that have been given to them.  These powers may be extended or taken away at any time by the central government.

14. "Decentralisation" can be defined as follows:

The transfer or delegation of authority to plan, make decisions and manage public functions, from the central government and its agencies to field organisations of those agencies, subordinate units of government, semi​autonomous public corporations or statutorily derived autonomous local government units.

15.
A further distinction is essential between deconcentration and devolution, the two basic types of decentralisation.

Deconcentration is taken to mean:

Delegation of decision-making authority from central government and its agencies to its own field organisations/offices or subordinate local government units.

Devolution is taken to mean:

Transfer of statutory or regulatory authority from the central government and its agencies to a local government unit.

As such, devolution is usually a more thorough-going form of decentralisation as it involves changing the legal powers of local authorities, whereas deconcentration takes place entirely within the existing legal framework.

2.2 Discussion of Definitions

16.
Many comments can be made on these basic definitions.  For the purposes of this paper, the following are the most important:

(a.) Decentralisation is a means, not an end;

(b.) Valid arguments can be made for

(c.) decentralisation;

(d.) Decentralisation is not a single action; and

(e.) Decentralisation is inherently political.

Each of these points is elaborated upon below.

a)
Decentralisation is a means, not an end
17.
It needs to be stressed that decentralisation can never be valued in itself, but only in terms of other desired objectives to which it contributes.  This suggests that decentralisation can never be a final policy goal in itself, but rather only an intermediate goal, the achievement of which is thought to contribute to some other desired final goal.  The Government of Botswana is not interested in decentralisation for its own sake, but only as a means to achieve its broader policy goals.  Where decentralisation can be justified in terms of these broader goals, then decentralisation is called for; where decentralisation cannot be justified in this way, then it makes no sense to decentralise simply for its own sake.

b) 
Arguments for and against decentralisation
18.
What, then, are the broader policy goals that justify decentralisation? Many arguments for and against decentralisation have been made.  The main factors or variables usually cited comprise political, administrative and socio-economic elements.  The following are generally cited in the academic literature:

political Motivations in Favour
· popular participation in a more open system;

· political competition at a grassroots level;

· enhanced responsiveness to local needs;

· political accountability of local officials to local communities; and

· development of future national leadership cadres.

Political Motivations Against
· national unity or nation building can be adversely affected by divisive regional or local power bases; and

· regional imbalances can be better addressed centrally.

Administrative Motivations in Favour
· enhanced responsiveness of bureaucratic decision making;

· quicker identification of bottlenecks;

· enhanced inter-sectoral co-ordination; and

· administrative and financial accountability to local

· communities;

Administrative Motivations Against
· efficiency in provision of specialised expertise when faced with limited, skilled human resources; and

· lack of economies or skills for the collection of a sustainable, locally generated revenue base.

Socio-economic Motivations in Favour
· enhanced participatory economic development through mobilisation of support and co-operation by more equal sized groups such as local government units, NGOs, deconcentrated central government offices and private sector actors; and

· the incremental implementation required to enhance and develop lifestyle changes of the society in the home and workplace can be better monitored, managed and fine tuned at lower levels of government.

Socio-economic Motivations Against
· in a situation of absolute scarcity of essential developmental resources equitable distribution is better co-ordinated centrally.

19.
The Government of Botswana is committed to decentralisation.  It is persuaded, especially by the arguments of efficiency and democracy, that decentralisation is a valuable policy tool.  On the other hand, Government recognises that arguments for centralisation are sometimes persuasive.  In particular, in the past and still today, requirements of nation-building and the necessity to overcome regional inequality sometimes mean that centralisation, not decentralisation, is the appropriate policy choice.  For this reason, Government's approach to decentralisation has always been cautious and pragmatic.  Government will continue to evaluate specific proposals for decentralisation on their merits.

c)
Decentralisation is not a single action
20.
Much of the discussion about decentralisation misleadingly puts the matter in terms of an all-or-nothing choice: decentralise or centralise.  Decentralisation is a broad category, which permits of many degrees and kinds of measures, in many different areas of policy.  It will rarely be the case that the policy is simply to decentralise.  Instead, it always needs to be specified what powers are being decentralised, to whom, in what policy area, and to what degree.

d)
Decentralisation is inherently not political
21.
Decentralisation is about power, who has it, and how much.  It is therefore an inherently political issue.  Discussions about decentralisation and recommendations for change that treat it entirely from the perspective of administrative efficiency are therefore bound to be misguided.  Because it is inherently political, decentralisation is bound to be a long process, with many twists and turns on the way.  This needs to be kept in mind when evaluating any decentralisation policy.

3.
DECENTRALISATION IN BOTSWANA
3.1
Local Authorities in Botswana

22. Four Local Authorities are commonly identified in Botswana: (a) City/District/Town Council; (b) Land Board; (c) District Administration 3 and (d) Tribal Administration.  A history and background of these institutions is not given here, as it is assumed that most readers of this paper will already be familiar with LAs in Botswana.  Although the District Administration and Tribal Administration are important institutions, most discussions of decentralisation, and this paper, focus on the 27 Councils and Land Boards, as follows:

· 1 
City Council

· 4 
Town Councils

· 1 
Township Authority

· 9 
District Councils

· 12 
Land Boards.

3 The District Administration is a deconcentrated agency of a central government Ministry, MLGLH.  As such, in some definitions, it is not considered a Local Authority.

23.
Botswana is a unitary state.  That is, Parliament is the sovereign power with full competence in all areas of jurisdiction.  Local Authorities are nowhere mentioned in the Constitution and have no inherent competence derived from the Constitution.  All Local Authorities exist by virtue of ordinary Acts of Parliament and, at least in theory, any of them could be abolished at any time by Parliament.  In common usage, devolution in Botswana is taken to mean statutory or regulatory transfers of authority, usually though not exclusively to the elected Councils, while deconcentration is taken to mean administrative transfers of authority, to all LAs including Councils.

24.
District Councils were established by statute in 1965 in terms of the Local Government (District Councils) Act.  Parallel legislation created urban Councils.  In general, a District Council is "required to perform and otherwise exercise its powers so as to secure and promote the health, order and good government of the area for which it has been established." The original Act set out 11 statutory functions of District Councils:

1) Education: primary schools;

2) Health and sanitation: sanitation, public health, public lavatories;

3) Communications: ungazetted public roads;

4) Water supplies: rural village water supply;

5) General Administration: markets, parks, cemeteries, relief services, recreation and welfare;

6) Commercial: contracts for sale of land;

7) Bye-laws;

8) Council Staff;

9) Regulatory and Licensing: traditional beer, donkey carts, bicycles, herbalists and brickmakers;

10) Abattoirs; and

11) Beer halls.

25.
Since the original Act, other powers have been conferred on District Councils by various statutes and regulations.  A selective listing is as follows (a full list of the powers of District Councils as of 1985 is given in Appendix 4):

1) Protection of common property;

2) Social and community development;

3) Self-help housing;

4) Labour intensive drought relief projects;

5) Trade Licensing;

6) Matimela;

7) Remote area development;

8) Fire extinction and prevention; and

9) Physical planning.

26.
At the same time, Councils have also lost some powers over the years.  The most significant statutory transfers away from Councils have been the following:

1) Council permanent staff;

2) Primary school teachers; and

3) Local government tax.

27.
Land Boards were created by the Tribal Land Act of 1968.  In terms of the Act, communal land is vested in the Land Boards, which have the power to make grants of land under customary or common-law tenure for residential, commercial, industrial, arable or grazing purposes; to cancel grants of land rights, under certain conditions; to impose restrictions on the use of land; and to hear disputes from Subordinate Land Boards.  In order to assist Land Boards, and make them accessible to the people, each of the 12 Land Boards has a number of Subordinate Land Boards; there are currently 38 of these in Botswana.

28.
It is the view of the Government of Botswana that the powers and responsibilities currently devolved to Local Authorities, at least in the area of functional responsibility for service provision, do not need to be increased, at least for the foreseeable future.  The five functions commonly, though erroneously, referred to as "the" statutory functions of Councils (primary education, primary health care, tertiary roads, rural village water supply, social and community development) by themselves cover much of what is usually understood by rural development, while responsibility for land, such as the Land Boards have, is central to any development programme.  In the view of the Government of Botswana, what is needed is concrete measures to allow Councils and Land Boards to discharge these responsibilities even better than they already do, rather than the devolution of new responsibilities.

29.
For the most part, this suggests that decentralisation for the foreseeable future will continue to mean capacity building measures such as training and institution-building.  Deconcentration, rather than devolution, will be the main focus of decentralisation efforts.  Certainly, in the area of service provision, no further devolution is called for.  Even in the areas of financial administration and personnel administration, where further statutory and/or regulatory change is necessary, administrative deconcentration will continue to be the focus.

30.
The above conclusion appears to run counter to the DDSS IV evaluation report, which comes to the "provocative conclusion" that "concrete measures need to be taken to devolve power to the local authorities" (p.13).  If this is intended to mean that the emphasis should be upon statutory and/or regulatory change, then the Government of Botswana cannot agree with the evaluation report in this regard.

3.2
History of Decentralisation in Botswana

31.
Local Authorities in Botswana are already strong and confident.  As the DDSS IV evaluation report puts it, "they are now self-confident and are able to show that they can deal with matters that are of crucial importance to the welfare of the community members" (p.1).  This sub-section briefly describes the historical evolution that has brought LAs to this point, and the progress that is still to be made.

32.
Decentralisation in Botswana has over the years been the subject of substantial academic and governmental review.  This includes work by Tordoff, Egner, Picard, Reilly, Hoim, Molutsi, Dintwa, Gasper, Dalilgren and Sharma to mention only the more accessible.  Government reports, consultancy reports, commission reports and development plans have all reflected on the issues.  It is not the purpose of this exercise to extensively summarise previous and readily available work, but rather to draw on it selectively to illustrate the main trends and issues.

33.
The enabling legislation for District and Town Councils came into force in 1965.  The legislation included separate Acts establishing District and Town Councils with devolved authority, a separate Act establishing their respective revenue bases, and separate Acts governing the conduct of local government elections.  Councils, as representative local government units, have continued to be established with virtually unchanged authority since 1965.  Deconcentration events have ebbed and flowed, but legal authority, i.e..  devolution events, has remained mostly unchanged.  A similar argument applies to the Land Boards, which have remained with virtually unchanged authority since their creation under the Tribal Land Act.

34.
Egner characterises the 1966-1971 period as "full centralisation," noting that the focus of the new government was upon establishing its own authority at the centre Although Councils were established in 1965, they were given only meagre resources and were not encouraged to exercise their powers.

35.
By 1970, central government, as exemplified in what Picard styled the bureaucratic elites, in its pragmatic way had realised the inefficiencies of centralisation.  Put another way, they came to realise the comparative advantage of local government units, especially the Councils, at least as implementing agencies with deconcentrated responsibilities for socio-economic development.  The release of a White Paper on Rural Development and the administrative decision to create District Development Committees (DDCs) was coupled with the strengthening of Councils as providers of essential services via delegation of responsibility and vast increases in capital expenditure budgets.  Provision of capital funds to the District Councils increased thirty-five-fold between 1971 and 1975.

36.
During the 1970s, Councils were devolved no real additional authority, but they were delegated increasing responsibilities.  Generally, the delegated responsibilities were ably discharged and the confidence of both Council staff and the elected Councillors was enhanced.  However, with such activities at local level came the increasing constraints of review from the centre.  As well, the creation of the Unified Local Government Service (LGS, now known as DLGSM -- the Directorate of Local Government Service Management) in 1974 and the Unified Teaching Service (UTS) in 1975 transferred to central government agencies control over the important personnel function.

37.
The Local Government Structure Commission (LGSC) of 1979 marks a watershed for decentralisation in Botswana.  The LGSC report did not advocate that further substantive devolution take place.  It did not recommend abolition of any of the four Local Authorities.  Instead, it focused on increased deconcentration of responsibilities through enhanced mechanisms of capacity building of Councils, Land Boards and the Tribal Administration, mainly through the provision of greatly increased financial and human resources.  At the risk of oversimplification, the White Paper of 1981 in response to the LGSC report accepted the Commission's overall policy goal, but none of the major recommendations designed to implement it.  In reflecting an assessment of what the art of the possible was in 1980 concerning even deconcentration, the White Paper response would appear to indicate that the Commission position was in advance of Picard's bureaucratic elites.  Today, the LGSC report is still a point of reference for discussions of decentralisation in Botswana; some of the recommendations that were premature in 1979 may now be more realistic.

38.
During the 1980s, and up until today, the statutory Local Authorities certainly have seen real growth in the size of both their recurrent and development budgets.  They have been delegated increased responsibilities, such as responsibility for District Health Teams and drought relief.  Major efforts have been undertaken to increase their implementation capacity.  An outstanding example has been the District Council Water Units, which since their establishment in 1979 have assumed responsibility for 100% of operation and maintenance, and 30% of rehabilitation and upgrading, of village water supply systems.  As LA responsibilities, budgets and workforces have grown, however, implementation constraints have remained.  The effects of central government review, and central government control of finance and personnel, also limited the ability of LAs to fulfil all their responsibilities.  The challenge for the future, just as it was when the LGSC reported in 1979, is to provide the Local Authorities with the financial and personnel resources, within an appropriate statutory framework, to allow them to exercise fully the authority they already have.

3.3
Policy Statements in NDP 7

39.
In Botswana, National Development Plans (NDPs) are on par with White Papers as statements of policy.  The word "decentralise" appears thirty one times in the current Plan, NDP 7, roughly as often as "diamond(s)".  The commitment of Government to decentralisation is clearly stated, as is the understanding that decentralisation is justified in terms of democracy and development.  Some specific initiatives designed to increase the autonomy and capacity of Local Authorities are outlined.

40.
General policy as regards decentralisation is set out as a "specific objective" in NDP 7.  At Para.  19.75 the objective is stated as:

delegating greater responsibility for development planning, finance and implementation to the Local Authorities, while increasing their capacity to manage these responsibilities.

41.
This broad policy goal is qualified, however, by the pragmatic realisation that the transfer of new responsibilities can only take place if LAs have the ability to exercise them.  During NDP 7, before new and expanded services are initiated, Local Authorities will be expected to complete ongoing work, clear any backlog and ensure that existing services have adequate manpower, recurrent funds and other resources for their efficient utilisation.  A careful balance will be maintained between development and recurrent expenditure, and both will be constrained by revenue projections and manpower availability.

42.
As the above statements make clear, if Local Authorities are to discharge their existing responsibilities and assume new ones, they must have available, and manage properly, adequate financial resources.  NDP 7 clearly states a major new policy initiative concerning Local Authority revenues.

43.
As a preliminary point, it should be noted that MLGLH is targeted to be granted the largest overall share of the development budget during NDP 7 (Tables 5.8 and 5.9 of NDP 7 refer), of which some 80% will be the responsibility of Local Authorities.  This is some P1.3 billion in constant 1991/92 prices.  On the recurrent side, MLGLH, and ultimately Local Authorities, will receive the second largest budget (Table 5.10 refers).  Also, the growth rate of 10.45% p.a.  (constant 1991/92 prices) for the MLGLH recurrent budget is the largest of all ministries.

44.
With these budgetary allocations in mind, Paras.  19.92 to 19.107 of NDP 7 lay out the new policy.  Briefly, the policy aims to increase the financial autonomy and accountability of Local Authorities by (a) establishing a fixed formula for LA revenue grants from central government and (b) increasing the share of LA revenue attributable to the recipients of LA services.  This latter goal will itself be achieved in two ways, (a) by expanding the revenue base of LAs and (b) by allocating to LAs a percentage of national revenues which are clearly derived from local populations.

45.
Regarding personnel administration and service provision, NDP 7 does not contain any major new initiatives.  As Paras.  19.112-116 soberly make clear, absolute shortages in Local Authorities of skilled personnel in the professional and technical cadres will likely remain severe throughout the Plan period.  Training and localisation targets are outlined, but it is envisioned that this problem will remain well into the NDP 8 Plan period.  As for services, an ambitious programme of infrastructure provision by LAs is outlined (Table 19.9 refers).  As the Plan makes clear, however, implementing this programme will depend on adequate access to, and proper management of, financial and personnel resources.

3.4 
Botswana in Comparative Perspective

46.
Before turning to proposals for further decentralisation, and in order to maintain an objective perspective, an international comparative assessment is in order.  This assessment reveals the extent to which Botswana is already more decentralised than most developing countries.

47.
The evaluation report of DDSS IV, referred to above, states that "clearly, decentralisation has higher priority than in other African countries."

48.
Tordoff, the proponent with Pilane in 1970 for the setting up of District Development Committees, in a 1988 journal article states:

Representative local government has survived for over 20 years in Botswana, and has even prospered within the country's multi-party framework.  This is no mean achievement if Botswana's record is compared with that of the great majority of other Commonwealth African states which drew upon the English local government tradition.

49.
Perhaps the most useful comparison, however, comes from the World Bank.  In 1983 it conducted comparative research to identify polices for strengthening local government in developing countries.  The results were published in Staff Working Paper No.  582.  The analysis was broken down into the three wide areas of intergovernmental fiscal relations, personnel management and allocation of functions, which rather precisely mirrors the three areas of decentralisation practice discussed in this paper.  The points identified in the Bank paper, while now a decade old, provide a rough benchmark with which to compare the situation in Botswana as set out in NDP 7 and other policy documents.

50.
Regarding intergovernmental fiscal relations, the World Bank paper argues that local governments "need to allocate their scarce administrative resources to those revenue-generating areas where the greatest returns lie," and that "they need to identify the revenue sources that they will have a comparative advantage in collecting." The paper further argues that "central government often regards local level decisions concerning the allocation of resources as intrinsically weak, with the result that local government expenditure of grant money, taxing powers, access to credit, and so on is tightly controlled by the central government." The World Bank recommends that the "central government should .  .  use intergovernmental fiscal relations to promote a stronger capacity to manage finances at the local level and to promote a longer term goal of local level fiscal autonomy."

51.
The situation in Botswana as concerns Local Authority financial administration certainly leaves room for improvement.  If the Bank conclusions concerning fiscal relations can be taken as an international benchmark or prescription, however, the policy framework as set out in NDP 7 can only be seen as most encouraging.

52
The Bank paper conclusions concerning personnel management are instructive: "Although increased local autonomy tends to be needed in fiscal affairs, the reverse is true for personnel management." Instead of decentralised personnel management, the Bank argues for a centralised agency, with emphasis upon "horizontal and vertical integration," increased accountability, and relevant training.

53.
The ULGS Act was passed in 1973, giving Botswana, by 1993, twenty years of treatment on the Bank general prescription of centralisation of personnel management.  "Horizontal integration" means a unified or common personnel service for local government units, while "vertical integration" is basically a system whereby either all civil servants are members of a single public service, or there is an effective mechanism allowing the inter-service transfer of officers.  On comparative assessments, Botswana is very far advanced for LDCs in that emoluments, schemes and conditions of services, etc.  for local government cadres are on par with central government levels.  Movement over the last decade has been almost exclusively from the local government service to the central service or the private sector, though this may change as local government employment becomes comparatively more attractive in a changing economic climate.  Overall, however, Botswana compares favourably according to the Bank paper in the area of personnel administration.  Certainly, no major dismemberment of the present Department of Local Government Service Management is recommended on the Bank's analysis.

54.
Finally, as regards allocation of functions, the conclusions of the Bank paper precisely mirror the position of the Government of Botswana:

Wherever local government has capable personnel and a well developed capacity to generate revenue, it can assume responsibility for a greater range of economic development functions The question of developing local government is often discussed solely in terms of legal or administrative 'decentralisation' of central government functions.  It seems a mistake to assume that local government can be strengthened only by giving it more legal or administrative responsibility.  (C)entral governments (should take) a comprehensive forward planning approach to strengthening local governments by attending to questions of personnel and finance, as well as the sharing of functions.

4.
POLICY ANALYSIS AND PROPOSALS

55.
The above review indicates that Local Authorities in Botswana are already strong and confident, that decentralisation is clearly stated as a policy goal in NDP 7, and that Botswana is already a comparative leader with respect to decentralisation among developing states.  None of this means, of course, that further progress is not needed.  As the above review has also indicated, the capacity and autonomy of LAs in the areas of finance and personnel administration need further strengthening in order that they may fully discharge the functional responsibilities they already have.  Below is presented a policy analysis and proposals for further decentralisation in Botswana.  In line with the outline provided by SIDA, the discussion is organised according to the three areas of financial administration, personnel administration, and service provision.  In each area, policy analysis is followed by specific concrete proposals for policy change.  Areas needing support are also indicated.

56.
As discussed above in paragraphs 7 and 8, the draft discussion paper on which this policy paper and action plan is based was the subject of consultations during September 1993.  Given this paper's subject matter, a particularly important forum for consultation was the seminar for Chief Executives of LAs held in Lobatse from 14th to 16th of September 1993.  As the record of that meeting makes clear, 4 the Chief Executives strongly supported the general thrust of the proposals for decentralisation, though they did have disagreements with some of the details in the draft discussion paper.  Indeed, the Chief Executives felt that, if anything, the proposals did not go far enough.  In this section, the reaction of Chief Executives to specific proposals is indicated, where appropriate.

4.1
Financial Administration

57.
The area of financial administration has long been recognised as absolutely central to successful decentralisation.  The inability of Local Authorities to control their own budgets, and their dependence upon central government for the vast majority of their revenue, are perhaps the greatest factors limiting the success of decentralisation in Botswana.  As the policy statements in NDP 7 make clear, Government is committed to addressing this problem.  To realise the policy commitments in the Plan, the Permanent Secretary, MLGLH, appointed a task force on budget reform in 1992.  Later, this same task force, with expanded membership, was also charged with the responsibility of examining reform in the area of revenue.  The expanded task force was constituted as the working group on financial administration for the purpose of this review of decentralisation policy.  Its findings are discussed under the two headings of (a) revenue and (b) budgeting and accounting.

4 "Summary of views on decentralisation and its implications for DDSS V, as expressed by Chief executives in Lobatse on September 16, 1993."
a)
Revenue

58.
NDP 7 recognises the need to revise substantially the basis of LA finance.  Especially since 1987, when central government abolished the Local Government Tax that had been a major source of their recurrent revenues, Revenue Support Grants [also known somewhat pejoratively as Deficit Grants] made by the Government to LAs have grown at an unsustainable rate.  The non-grant (i.e..  own-source) revenues of LAs now finance only about 40 percent of the recurrent expenditures of urban Councils and less than 10 percent of the recurrent expenditures of rural Councils.  This is unsatisfactory from several perspectives.

59.
First, recurrent grants to LAs now represent more than ten percent of the central government's recurrent budget [greater than its expenditures on health] and have been growing more rapidly than its total revenues.  Given the unfavourable economic outlook for the Botswana economy, and hence for future Government revenues, it is clear that the growth of recurrent grants to LAs must be brought under control.

60.
Second, even if they were motivated to do so, LAs cannot undertake meaningful long range budget planning for three reasons: LAs do not know in advance what changes Government will make in the many mandated expenditure programs that they administer as agents; LAs do not know in advance what levels of taxes/rates/charges/fees the Minister of Local Government will permit the LAs apply to their "own" (i.e..  assigned to LAs by Government) revenue bases; and LAs only know the size of their recurrent grants for the coming year after their annual one-on-one negotiations with Government.

61.
Third, when the recipients of LA expenditure programs are not required to bear their full cost, which is the situation that prevails when recurrent grants are a major source of LA finance, LA constituents have little reason to constrain their demands.  Under the present fiscal regimen, elected Councillors can blame the Government for under-funding programs that are in demand.  Council members can even blame Government for any increases in the local taxes, fees and charges that they collect because they are either set by the Minister of Local Government, Lands and Housing or require the Minister's or Cabinet's approval before they can be imposed.  The elected members of Councils can thus largely escape fiscal responsibility: they have little autonomy but even less accountability.

62.
It is the Government's intention, as set forth in NDP 7, to take steps to resolve these problems.  First, to control the growth in recurrent grants to LAs, to permit LAs to undertake meaningful multi-year budget planning, and to place them under an incentive to operate efficiently and effectively, Government has agreed to establish a revenue formula which automatically allocates to the Local Authorities a specified share of designated national revenues" that would put them on a "predictable revenue path".  Second, certain own-source Income Targets (i.e..  own-source revenues) have been approved that, if achieved, will reduce the growth of recurrent grants.  To facilitate the achievement of these own-source revenue targets, Government has announced its intention to "expand the revenue base of Local Authorities so that each has control over a larger share of their total revenues."

63.
The task force on LA finance has now submitted proposals on the first aspect of the problem, establishing formula determined revenue grants.  The formula as it has evolved has two aspects: the first entails estimating Recurrent Grant entitlements, on a Council by Council basis, in the base period (the most recent year for which actual grant data are available) taking into account three types of Councils and their relative population sizes; the second entails projecting these amounts over the planning period taking into account the forecast population growth rate for each Council and a commitment to adjust the grants each year to take into account the national rate of inflation experienced in the previous year.

64.
To make the formula determined grant amounts more acceptable to LAs, it is further proposed that the rule be adopted that no Council would receive a smaller formula determined grant in real terms than the most recent actual grant it had negotiated under the existing regimen.  It is also proposed that rural Councils would have recurrent grants that increased over the planning period by a substantial multiple of their forecast population growth rates.  This is necessary to reflect the more modest 'own-revenue targets for rural Councils established in NDP 7 and the need for rural Councils to catch up with the urban Councils in their infrastructure investments.

65.
The proposed formula determined grant system has already been the subject of extensive consultation.  It has been approved in principle by Chief Executives; it is on the agenda of the National District Development Conference in late November, 1993.  As well, a draft Cabinet Memorandum has been prepared and circulated to Ministries for their comments.  It is expected that the Cabinet Memorandum will go to Cabinet shortly, leading to implementation of the system as from the 1995/96 financial year.

66.
Increased access to own-source revenue is the other side of the revenue equation.  Government has acknowledged that, to achieve the Income Targets established for LAs in NDP 7, the revenue bases to which LAs have access must be broadened.  The following specific proposals are being made:

1]
To assist LAs in meeting their Target Income projections, central Government would offer:

a)
to collect, as agents of each LA, surtaxes on certain existing Central Government revenue bases such as petrol and motor vehicle licenses that can relate to its jurisdiction (e.g. petrol sold by stations situated within the Councils boundaries or vehicles owned by persons resident in the LA's jurisdiction);

b)
to grant automatic approval, subject to a veto under certain specified conditions, within 60 days to requests from individual LAs for increases in all of the revenue sources from which they now derive revenue (e.g. property tax rates, water charges, service levies, commercial licenses, hunting licenses and so on).

2]
Central Government would cause to be carried out without delay independent studies of the advantages and disadvantages of extending the property tax to include some rural property; empowering the LAs to tax cattle and/or boreholes; and re-instituting the Local Government Tax in some other form, such as a payroll tax or a head tax.

67.
The above proposals all have the support in principle of the Chief Executives, though many of the details still have to be worked out by the task force on LA finance.  Approval of the final proposals will have to come from Cabinet, as well, some of the proposals, such as to introduce property rates in the Districts, will require legislative change.  It is projected that the necessary approvals and legislative change will take 18 months, with the beginning of implementation of agreed proposals timed to coincide with the beginning of the formula determined grant system in financial year 1995/96.

b)
Budgeting and Accounting

68.
As discussed above in paragraph 60, the present revenue system makes it impossible for LAs to use their budgets as a meaningful long range tool for planning and setting priorities.  Once LAs have a calculable revenue base over which they have a significant degree of control, and for which they are accountable to their own constituents, the opportunity and the necessity for more meaningful budgeting is created.  Budget reform is therefore a major part of the decentralisation efforts in the area of financial administration.  The task force on LA finance has been addressing this issue since 1992.

69.
A major development in this area is the new Accounting Systems Manual, which came in to operation on 1st of April 1992.  With this manual, there is now a uniform accounting system for LAs, which observes the accounting principles of consistency and uniformity.  The manual by itself is expected to lead to major benefits.

70.
It would be naive to say, however, that the accounting problems of Local Authorities disappeared with the publication of the manual.  There is an on-going need for training in implementing the manual so as to assure proper accountability and value for money.  This training is supplied through the Local Authority Finance Consultant, who is currently seconded from the In-Service Mobile Training Unit (ISMTU) to the Local Authorities Finance Unit (LAFU) in MLGLH Headquarters.

71.
Beyond these (very important) training needs, the following proposals in the area of accounting are made.  These proposals all have the support of Chief Executives.

1)
Computerise LA accounting systems.  Some sub-systems of some LAs, such as salaries, wages, SHHA service levies and property rates have been computerised, but in general LA accounts continue to be prepared manually.  The sheer volume of the work involved is one of the major factors explaining the difficulty some LAs have in timeously preparing their accounts.  This is a major activity which requires both hardware/software purchase, data systems design, and appropriate training and support.  It is a process that has already begun on an ad hoc basis; it will take the rest of the NDP 7 Plan period to implement.

2)
Establish a Local Authorities Accounts Commission.  The decision to do this has already been taken.  Implementing it should take one to two years.

3)
Revise the Accounting Instructions to close certain legal loopholes.  This should take one to two years.

72.
As regards budgeting itself, a reformed budget system is currently being implemented on a pilot basis by the task force.  It was implemented in two LAs (Francistown Town Council and Tati Land Board) for the current financial year and is currently being implemented for two further LAS (Kgatleng District Council and Kgatleng Land Board) for the coming financial year.  It is generally agreed that there have been problems with the implementation of the new system in the pilot authorities.  Budget managers had unclear and unrealistic expectations of the benefits of the new system, while they found the work involved more than they had expected.  At least part of these problems arose from on-going debate within the task force concerning the precise nature and purpose of the reform.  Recent meetings of the task force have thrashed these issues out at length and it is now hoped that, with the experience gained from the first two pilot authorities in the first year, implementation of the budget reform can proceed more smoothly.  Nonetheless, it is clear that this is a major exercise that will require continued training and support for several years.  Certainly, the original timetable to have the new system implemented in all Local Authorities by financial year 1995-96 now appears overly optimistic, a more realistic goal is financial year 1996-97.

73.
An important element of the budget system reform is the preparation of a Budget Manual.  Indeed, one important cause of the difficulties experienced with the pilot authorities was precisely the lack of such a manual.  A first draft of the manual has been prepared and revisions are being made.  The task force expects a final draft will be available in approximately six months.

74.
Finally, two further recommendations have been made in the area of budgeting and accounting.  These have the support of Chief Executives.

1)
The existing virement procedures should be simplified and frilly decentralised.  The existing procedure, under which MLGLH approval is needed for some virements, is unnecessarily paternalistic.  As part of the larger decentralisation of financial administration, this should be done; implementation can begin almost immediately.

2)
Decentralisation of the finance function to sub-Districts, as appropriate and where possible, should continue.  There is great unevenness around the country concerning the degree of decentralisation within Councils to Sub-Districts.  It should be expedited.

4.2
Personnel Administration

75.
The Department of Local Government Service Management (DLGSM) was created in 1974 under the terms of the Unified Local Government Service Act.  Although some Chief Executives foresee the day when DLGSM will no longer be needed, it is still the position of the Government of Botswana that DLGSM is well-justified by the need for an equitable distribution of personnel among LAs.  It remains an important agency of nation building; it is not going to be disbanded in devolution of the personnel function to Local Authorities.  As noted above, the existence of a centralised personnel agency for Local Authorities is in line with World Bank recommendations on decentralisation.

76.
The above should not be taken to mean that there is no room for improvement m DLGSM, or that further decentralisation is not in order.  Indeed, a wide variety of decentralisation measures are proposed, comprising both administrative deconcentration and regulatory or statutory devolution.  All these measures are meant to support institution building at the local level, while retaining the advantages of a centralised personnel agency.

77.
To begin, it is important to point out that already some personnel functions have been decentralised to Local Authorities.  Those functions are:

1) Appointments of temporary and industrial employees;

2) Internal postings and deployment arrangements;

3) Leave administration;

4) Supervision and conduct of officers;

5) Disciplinary matters for industrial employees;

6) Authorisation and payment of all of the approved establishment;

7) Specific recommendations on most other personnel management issues;

8) Consultations on staff welfare;

9) Salary administration;

10) Vacancy monitoring;

11) Training needs assessment plan; and preparation of training and

12) In-house training 

78.
As well, there are those personnel functions which are shared between DLGSM and Local Authorities.  These are:

1) Performance monitoring and appraisal;

2) Disciplinary matters;

3) Manpower budgeting; and

4) Training (in-service and institutional) and selection.

79.
Additional functions should be decentralised.  Some of these can be transferred almost immediately through administrative deconcentration.  Functions that could be transferred right away are listed below.  Chief Executives support these proposals.

1) Ml powers relating to confirmation to pensionable service specified in Section 9 of the Act;

2) Performance monitoring and appraisal;

3) Manpower budgeting;

4) The granting of accelerated advancement (increments/promotions) in recognitions of exceptional performance of officers;

5) Processing of terminal benefits;

6) Approval of Unpaid Leave for officers up to grade C3; and

7) Issuance of Certificates of Service for resigning and retiring officers up to grade C3.

80.
Other functions that should be decentralised require as a prerequisite the strengthening of the personnel function in Local Authorities, particularly Councils, through the creation of well-staffed Personnel Departments/Units.  Such Departments could undertake comprehensive human resources development programmes on behalf of LAs.  Bolstering the personnel function with a view to creating such Departments is already a major area of SIDA support; it is envisaged that it will continue to be one in the future.

81.
Once Personnel Departments are well established, the functions below could be transferred to LAs.  Chief Executives strongly support these proposals.

1) Appointment of citizen staff in grades up to C3;

2) Exercise of discretion in determining the salary entry point in recognition of previous relevant experience and qualifications;

3) Promotion of staff in grades up to C4; and

4) Powers of interdiction and dismissal in grades up to C3.

82.
The first recommendation above represents a major deconcentration of the personnel function to Local Authorities.  It is recognised that LAs do not yet have the requisite expertise in the area of personnel management; this will come only as their Personnel Departments are established and mature.  It is therefore recommended that implementation of this recommendation be phased in over a period of years, with progressively more staff, at more senior levels, being appointed by LAs.  The following timetable is proposed:

	When 


	LAs Appoint Up To Grade
	% Total LA Staff Affected

	Immediately
	B4
	20

	2 Years
	BI
	62

	4/5 Years


	C3/4
	85


83.
Specifically on the issue of transfers, the recommendation that Local Authorities should assume the responsibility to fill posts at lower grades implies that there may be no need to transfer officers at these levels.  However it should be noted that there might be problems for some Local Authorities to fill some of these posts for various reasons including remoteness.  In such cases, after receiving an appeal from a Local Authority having the problem, the Establishment Secretary may fill this post by transferring an officer from another Local Authority.  At the request of an officer wishing to be transferred from one Local Authority to another, the Establishment Secretary may, after consultation with the receiving Local Authority, transfer such an officer.  For higher posts (i.e..  above 03), the Establishment Secretary will retain the power to transfer officers from one Local Authority to another as the service will require.

84. The O & M study proposals form an effective framework for structure and organisation for Local Authorities.  The proposals from the O & M Study for Local Authorities of 1990 and the resultant O & M Report of 1993 have been accepted, in exception of recommendations Numbers 80 and 82.  Implementation will proceed as quickly as possible.

1)
It is assumed that Recommendation 80 (that the Regionally based Education Officers should be transferred from the Ministry of Education to Councils) would have now been addressed by the 1992 Presidential Commission on Education, whose report is currently with Government.

2)
As regards Recommendation 82, Government has already decided that the District Officers (Lands) cadre be transferred to the newly created Department of Lands.  The cadre of District Officer (Development) should be left with the office of the District Commissioner for as long as this officer remains co-manager of the District Development Plan.  It should be noted here that Chief Executives disagree with some of this recommendation.  Their position is, and always has been, that District Officers (Lands) should be transferred to Land Board.

85.
Finally, revisions required to facilitate the changes proposed above, some statutory to the Unified Local Government Service Act of 1973 are Specifically, the Act should be reviewed with a view to specifying which powers of the Establishment Secretary are to be decentralised to the Chief Executives.  Some of the powers to be delegated are listed below.  Chief Executives strongly support proposal.

1) The appointment, suspension and dismissal of officers in grades up to and including grade C3, and temporary appointments up to and including grade C1 where it is necessary to maintain a required standard of service and where a permanent or other officer ordinarily undertaking these duties is absent due to ill health or leave (including study leave), or where a post is vacant.

2) All matters relating to probation.

3) To grant accelerated increments/promotions for special reasons relating extraordinary performance of the officer.

4) To withhold annual increments in accordance with General Orders.

5) For posts in grades up to and including C3, to have discretionary powers to authorise payment of salary on first appointment at a point above the minimum of a grade or above the normal entry point in recognition of previous relevant service.

4.3
Service Provision

86.
As discussed above, and as the listing in Appendix 4 demonstrates, Local Authorities, in particular Councils, already have a wide range of functional responsibilities.  They have already demonstrated an impressive ability to deliver a wide range of services.  Manpower and financial constraints make it difficult for LAs to exercise fully the responsibilities they already have, however; they are not now in a position to acquire new responsibilities.

87.
Presented below is a selective discussion of some of the main areas of functional responsibility of Local Authorities.  It needs to be stressed that this is not a complete list of the services provided by LAs.  In general, the measures discussed above under financial administration and personnel administration should contribute to the capacity of LAs to deliver services in all areas for which they are responsible.  The areas looked at here are as follows:

a) primary education;

b) primary health care;

c) ungazetted roads;

d) rural water supply;

e) physical planning; and

f) communal land.

a) Primary education

88.
The Act creating Councils gave them the power "to provide primary schools and other educational services in relation to primary schools." As well, the legislation mandated that) inter alia, all Councils would create Education Committees.  Despite these provisions, Councils today are little better than agencies for locating and building schools when it comes to primary education.  Professional matters relating to primary education, most importantly curriculum and teacher training, are of course the responsibility of the Ministry of Education.  As well, the personnel function is handled by the central Unified Teaching Service (UTS), which.  was created in 1975.  Finally, even the procurement of supplies is handled centrally by MLGLH.

89.
Over the years, there have been some proposals for change in the primary education sector.  A 1987 study for SIDA suggested responsibility for community junior secondary schools could be transferred to Councils.  The current O & M study for Local Authorities suggests the regionally based Education Officers should be transferred to Councils.  As well, the Presidential Commission on Education is about to report, with recommendations that are not yet known concerning the issue of decentralisation.

90.
The current division of responsibilities between centre and districts in the area of primary education is generally well justified.  No major changes in the personnel area or in the professional responsibilities of MOE as regards curriculum and teacher training are suggested.  Putting aside the issue of transfer of Education Officers, which is being considered by the Presidential Commission on Education, one change only is proposed, that responsibility for procuring education supplies be transferred to Councils, with MLGLH retaining control over standards/specifications only.  This is a proposal which has long been advocated by Chief Executives.

b) Primary health care
91.
The original Act gave Councils the power.  to "take steps, in addition to those taken by any other authority, to safeguard and promote public health and prevent the occurrence of, or deal with, any outbreak or prevalence of any disease.  Other health related powers given to Councils include those to (a) "provide sanitary services for the removal and destruction of, or for otherwise dealing with, night soil and refuse" and (b) "to provide public lavatories."

92.
Although the statutory situation in primary health care is rather similar to that in primary education, the situation has evolved somewhat differently.  First, the personnel function (for nurses and FWEs) has been retained at Councils, with health personnel by far the biggest single group of Council employees.  Indeed, the trend has been to decentralise the personnel function.  In 1986 the Regional Health 'reams were transferred to Councils and became District Health Teams, though the (all expatriate) doctors remain with central government.  Second, Ministry of 'Health does retain professional control over training and health standards, but this complements, rather than interferes with, Councils' ability to operate the health facilities under their control.

93.
As with primary education, it is felt that the current division of responsibilities in the primary health sector is well justified and needs little change.  A review of decentralisation in health care is currently under way, under the auspices of the Ministry of Health.  Pending the outcome of that review, the only proposal being made here is to transfer the doctors on the District Health Teams to Councils.

c) Ungazetted roads

94.
The Act gives Councils the power to "make, alter and maintain public roads and streets other than those the maintenance of which has been undertaken by the Government." As well, they are empowered to name roads and streets within the council area."

95.
This statutory provision has rather different implications in urban' and rural areas.  In urban areas, through trunk roads are gazetted, but this still leaves a large responsibility for building and maintaining urban road networks with Councils.  Urban Councils have developed a considerable capacity in this area.  In the rural areas, the roads connecting major and even many secondary population centres are gazetted.  In practice this has meant District Councils have done very little or even no road construction and have only made minor efforts (e.g. periodic grading) to maintain the tracks connecting various minor centres.  The provision of tarred roads in major villages under LG 149 has worsened the situation by providing District Councils with roads that they do not currently have the capacity to maintain.  A complicating factor is that there is no definitive inventory of gazetted roads or any agreed long-term plan for which roads should be gazetted.  This acts as a disincentive for District Councils to construct and maintain roads, as they do not know if the road may be taken over by central government.

96.
Rural road construction and maintenance is a major potential future area for District Councils to assume effective control over one of their existing responsibilities.  The roads maintenance study commissioned by the Ministry of Works, Transportation and Communication will lead to a clear division of responsibility between central government and District Councils, thus creating the pre-condition for Council action.  It is proposed that District Councils could then establish Roads Maintenance Units, modelled on the Council Water Maintenance Units.  It needs to be clear, however, that this would be a major undertaking that would require the investment of tens of millions of Pula over a multi-year period.  Such a major initiative needs careful study and appraisal; implementation could not begin until the NDP 8 Plan period.  During the remainder of the NDP 7 Plan period, however, it is appropriate to undertake a careful study as to the personnel, training and financial implications of establishing District Council Road Maintenance Units.  This proposal has the strong support of Chief Executives.

d) Village water supply
97
The original Act gives Councils the power to "provide public water supplies outside any area for which a water authority has been appointed by law." The division of labour has evolved in this sector over the years.  Department of Water Affairs (DWA) has the responsibility for developing new water resources.  Historically, even outside waterworks areas, DWA built new systems; did all rehabilitation and upgrading, and even played a role in operation and maintenance.  Since the establishment of District Council Water Units, major investments in infrastructure and human resource development have been made at the local level.  As Councils have increased their capacity in this area, they have slowly taken over work formerly performed by DWA.  Today, District Councils operate and maintain 100% of the over 450 village water supply systems.  They are also building up their rehabilitation and upgrading capacity, so that today they perform approximately 30% of this work.  The goal for the NDP 7 Plan period is for District Councils (a) to perform all operation and maintenance of village water supply systems, as at present, (b) to increase to 50% their share of the rehabilitation and upgrading of village water supply systems, (c) to construct all new village water supply systems, work that is currently done by DWA, and (d) to take over from DWA the 17 major village water supply systems.

98 The water sector is an example of successful decentralisation.  The "model" of the water sector shows that with careful planning and significant capital and human resource investments over an extended period of time, implementation, capacity at the local level can be created.  This is the lesson for other sectors such as roads.  One should not create the false impression, however, that the story is complete, even in the water sector.  There is much work still to be done if even the NDP 7 targets cited above are to be met.  An indicator of the task ahead is that there is still not a single citizen water engineer in the employ of the District Councils (though there is a comprehensive training plan intended to fill this gap).  Significant resources sill need to be devoted to creating implementation capacity at the District Councils level in the Water Sector.  

e) Physical Planning
99 Physical planning was introduced as a part of public administration in Botswana through the establishment of the Department of Town and Regional Planning (DTRP) in 1972.  The Department has overall responsibility for physical planning in the country.  In the early years, DTRP's efforts focused on physical planning needs in the gazetted planning areas, the urban centres.  During the 1980s, however, attention turned to the physical planning needs of the districts.  Initially, a number of physical planners were seconded from DTRP to the districts.  For a variety of reasons, this arrangement proved not to be satisfactory.  More recently, Councils have been encouraged to create their own physical planner posts as part of their planning units.  Presently, all District and Town Councils have physical planner posts.

100
Although physical planning posts have been decentralised, Councils are a long way from having a full physical planning capacity.  Council physical planners have university qualifications, but little work experience.  Frequently, even their university training is not entirely relevant, as it focused more on theoretical than practical aspects of physical planning.  For this reason, Chief Executives meeting at Lobatse identified physical planning as one of their priority areas for localisation and training.

f) Communal Land
100 Allocation of communal land has always been a decentralised function.  Prior to 1970, power to allocate land was exercised by the chiefs.  Since 1970, this power has been vested in the 12 Land Boards.  The 38 Subordinate Land Boards have been created to assist the Main Land Boards in discharging their responsibility.

101 Despite considerable investments of financial and personnel resources, the Land Boards still have difficulty performing their statutory role.  The recent Presidential Commission of Enquiry into Land Problems in Mogoditshane and Other Peri-urban Centres has revealed problems in the control of land that exist, to a greater or lesser degree, throughout Botswana.  Two areas were identified by Chief Executives as being particularly urgent for capacity building in Land Boards: land registration and training.

103
A basic reason why Land Boards have difficulty maintaining adequate control over communal land is that they lack the most basic of management tools, a reliable land registration system.  Several pilot schemes have been tried over the years to develop a land inventory/registry for communal land in Botswana.  The two most recent pilots have been in Maun and Ramotswa.  Government is currently in the process of deciding which pilot provides a suitable basis for land registration countrywide and who should have responsibility at Central Government level for co-ordinating land registries in the districts.  Phased implementation of the agreed land registration system should take place over a period extending well into NDP 8.

104
In addition to establishing a land registry, the basic requirement for Land Boards is an upgrading of their human resources.  There is presently no programme of training specifically targeted at Land Boards.  Instead, Land Board staff have been included in training programmes organised through DLGSM primarily for Council staff and in a smaller programme of training organised by the Lands Department of MLGLH for members of District Land Use Planning Units (DLUPUs).  With the creation of a post of training officer in Lands Department subsequent to the O & M exercise, the possibility exists for a programme of training specifically targeted at Land Board staff.

5. IMPLICATIONS FOR A POTENTIAL DDSS V
105 This paper is not a project memo.  As such, it would be inappropriate to include in this paper, detailed proposals for SIDA support under a potential future DDSS V.  Certain broad outlines for such support can be derived from the above discussion, however.

106 To briefly recapitulate some of the main points made above, decentralisation is a long-standing policy goal in Botswana.  Over the years, and still today as expressed in NDP 7, Government has maintained a commitment to decentralisation in policy and practice.  A comparative assessment indicates that Botswana is an African leader as regards decentralisation.

107 Government's approach to decentralisation has always been cautious and pragmatic.  Decentralisation is justified in terms of its ability to contribute to national goals of development and democracy.  In certain situations, where decentralisation would run counter to these goals, centralisation has been the preferred policy choice.  Since the original devolution events creating Councils and Land Boards, decentralisation has mostly involved administrative deconcentration.  It is not envisioned that this will change.  Today, Local Authorities are strong and confident.  The challenge is not to devolve new statutory authority to them, but rather to allow them to exercise effectively the responsibilities they already have.  Local Authorities need to become more autonomous, more accountable to their own constituents.  For this reason, the focus for the foreseeable future needs to be upon strengthening them in the areas of financial administration and personnel administration.

108 Swedish support to Botswana under the current DDSS IV is provided in four sectors: the Department of Local Government Service Management (DLGSM), the Department of Surveys and Lands (DSL), the Department of Town and Regional Planning (DTRP), and the Water Unit of the Ministry of Local Government, Lands and Housing (MLGLH).  In all these sectors, SIDA provides primarily "software", i.e..  Consultancy, training and other support aimed at institution building and improving the capacity of LAs.

109 The logic of the above discussion is that Swedish support under a future DDSS V should continue to be of the same general "software" type as before, but that consideration should be given to which sectors SIDA can most usefully support in conjunction with Government's own efforts.

110 At the DDSS Reference group meeting of 21st of September 1993, a process was agreed upon for the preparation of a draft DDSS V project memorandum.  It was agreed that all proposals flowing from this policy paper and action plan should be compiled.  Priority areas could then be identified for submission to SIDA.  Below is a summary of the main proposals made in this paper, together with references to the paragraph(s) above where these proposals are discussed in more detail.  Areas that are being considered by Government for a possible request to SIDA are indicated.

111 Table 1 (next page) provides a summary and overview of the proposals.  The Table is meant to be read in conjunction with the text below.  In the Table, the following symbols are used:

****
Period of planning/consultation

====
Period of implementation

<
Implementation began before 1993/94

>
Implementation continues after 1996/97

CAPS Potential area of SIDA funding

112 1) Revenue (paras.  58-67): Reforming LA revenue generation is central to the entire future process of decentralisation in

TABLE 1: SUMMARY OF DECENTRALISATION PROPOSALS

	Policy Proposal


	1993/94
	1994/95
	1995/96
	1996/97

	1. Revenue

a. Formula grants 

b. OWN REVENUE

	<******

<******
	******

******
	=======

=======
	====== >

====== >

	2. Accounting

a. Accounting Manual

b. Computerisation

-Hardware/Software

-TRAINING/SUPPORT

c. LA Accounts Commis'n

d. Revise Instructions


	< =======

< =======

*******

=======
	=======

=======

=======

=======

=======
	======
	======

	3. Budgeting
	
	
	
	

	a. BUDGET REFORM

b. BUDGET MANUAL

c. Virements

	< =======

< =======

====
	=======

====
	=======
	

	4. Personnel

a. Delegate (7 powers)

b. PERSONNEL DEPTS

c. Delegate (4 powers) 

d. O & M Exercise

e. Revise ULGS Act

f. PRIORITY CADRES
	====

< =======

=====

< =======
	====

=======

=======

=====

*******

=======
	=======

=======

=======

=======
	====== >

=======

	5) Services

a. School Supplies 

b. District Doctors

c. ROADS STUDY

d. DWU CAPACITY BUILD

e. PHYSICAL P.  TRAINING

f. Communal Land

-LAND REGISTRY

-LB TRAINING
	< ======


	=======

=======

=======

=======

=======
	=======

=======

=======

=======
	=======

=======

=======

=======
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I am delighted at the idea and honour given to me and my delegation to participate in this conference and to present to you Zambia's country paper.  I wish to thank you, therefore, for this opportunity.  I want to emphasise however that as Zambians we are here not as guests but as hosts.  This is so because historically Zambians and Zimbabweans had always been one Northern and Southern Rhodesia.  The Zambezi River in fact unites us more than it separates us.

BACKGROUND

With the victory of the Movement for Multi-Party Democracy (MMD) in the 1991 General Elections, the one party system was dismantled and a multi-party system was reinstated in Zambia.

It is a matter of common knowledge that the 1991 revolution came as a result of immense dissatisfaction with the centralised, unproductive and undemocratic One Party System.

Since 1991, the MMD Government has made concerted efforts to devolve power and to facilitate widespread civic participation in the development process thereby making it relevant to the needs of the people and so ensure their support and even ownership of that process.  This process has enhanced the concept of Decentralisation and strengthening Local Government, which is the third component of the Public Sector Reform Program (PSRP).

DECENTRALISATION has been defined in the policy document as "a process of transfer of functions and resources from the centre to lower levels." The Government strongly believes that adequate safeguards are put in place to ensure sound financial management and accountability at decentralised levels, the most effective way of involving people more closely in planning for their future and managing their own development, is to ensure that decision making.  

 Article 109 of the Republican Constitution now provides that there shall be such a system of Local Government as may be prescribed by an Act of Parliament and that such system shall be based on democratically elected councils on the basis of universal adult suffrage.

Further, the Local Government Act of 1991 was extensively amended by Act No.30 of 1995 after countrywide consultations to make it inter alia;

I. Consistent with councils the principle of autonomous councils

II. Consistent with the Public Sector Restructuring Programme

III. Give councils responsibility and accountability for staffing

IV. Reduce interference and unwarranted interventions

This was later followed by a Cabinet circular No.1 of 1995 entitled Decentralised Planning, which emphasises the fact that Planning at local level should be well co-ordinated and should involve all organs and

Stakeholders based at that level, hence the establishment of District Development Co-ordinating Committees at District level.  Since human resource is cardinal to any sustainable development, the Government did issue Statutory Instrument No.115 of 1996 entitled Local Government Service Regulations in which powers to recruit, train and dismiss staff are now the preserve of councils.

STATUS DECENTRALISED POLICY, CHALLENGES AND CONSTRAINTS

Implementing change can never be rosy and therefore adoption and implementation of the National decentralisation policy in Zambia is no exception, at all.

While the principle of decentralisation is agreed within Government, the actual National policy document has not yet been agreed.  There are many good reasons for this apparent delay stretching from lack of resources, cultural changes, lack of capacities and integrities at various levels of institutions as these may require capacity building, if they have to face new challenges.  Above all, the crucial issue of financial relations or sharing resources and taxes between the various levels of Government is still exercising our minds.

Decentralisation without matching resources will remain a pipe dream.  Therefore, the finalisation of the Decentralisation Policy should ensure that careful consideration is given to such issues as deciding on how the various functions are to be assigned between central and Local Government and further how such functions are to be financed.

There are proposals to decentralise taxes, tax sharing, intergovernmental grants etc and also the possibility of establishing an independent statutory body to advise on the equitable distribution of resources.  There is even a proposal to have an ACTION PLAN to accompany the Policy

The Action Plan will among other things, identify what Government needs to do to obtain the political and donor support and will also ensure that districts operate according to the recommended Inter Governmental fiscal framework.

The Zambian Government has embarked on Public Sector Reforms and Economic Structural Adjustment Programmes as a way to strengthen the Public Sector in this era of fiscal constraint.  From our experiences in the Ministries of Health, Education and Agriculture, which have undergone restructuring, decentralisation appears to offer qualitative option in the way the Government should be governed at the local level.  There is certainly much broader and crosscutting political representation, participatory and gender sensitive decision-making.  But concerted efforts have to be made to strengthen integrity systems at all levels, through activities of all major stakeholders as well as to enable and empower our citizens to participate in local decision making.  Since experience is the best teacher and Zambia is not an island but a land locked country, we hope to take full advantage of the attendance at this conference of sisters and brothers from other countries and to learn from them not only on their successes but also on the difficulties they have met along so that when time comes we may walk on a guided tour path in our decentralisation process.

I thank you.
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BACKGROUND

At the dawn of democracy in 1994, South Africa inherited a fragmented system of local government organised along racial lines.  This system was characterised by skewed distribution of resources and uneven infrastructure development in favour of white communities.  As a result, the system bequeathed the legacy of huge infrastructure backlogs, declining services poverty and lack of legitimacy for local government among Black communities.  This created high levels of resentment and from the mid-1980's, Black communities began to wage civic protests in an endeavour to demolish this racially segregated local government system.

By the end of the 80’s, the crisis of this system of local government had deepened as communities as Black Local Authorities had collapsed and the creation of alternative and popular community structures of governance was on the rise.  This crisis point was reached at a time when the legitimacy of the entire apartheid state was in question.  It was in 1990 that the then regime finally relented and decided to urban liberation movements with concomitant political changes.

These changes breathed in new hope in the restoration proper governance at local level.  The Soweto Accord of 1991 which saw civic organisations agreeing terms of local government transformation with the Johannesburg City Council marked the beginning of our local government transformation process.

LOCAL GOVERNMENT TRANSFORMATION PROCESS

The Soweto Accord led to establishment of Local Government Negotiating Forums.  These Forums were tasked with the responsibility to negotiate the dissolution of Apartheid local government structures and the creation of the interim structures.  The Witwatersrand Local Government Negotiating Forum suggested a comprehensive process of local government reform.  The process saw local government developing over three phases, namely, pre-interim, interim and final phase.

The pre-interim, phase was characterised by the establishment of negotiating forums comprising political parties civic organisations and old Councils.  These Forums agreed on interim structures.  These structures were formalised by the Local Government Transition Act of 1993.  The Act provided a legal framework for the dissolution of old Councils and the establishment of interim structures.  This is the Act that guided the county to its first democratic elections over the 1995/96 period.  At present the country is.  still in the interim phase of local government transition.

In terms of the initial concept of transformation process, the final phase was to be characterised by the finalisation of the new Constitution the new legislative and policy framework for local government In 1996, the new Constitution was finalised while the new White Paper Policy on Local Government was completed and approved in 1998.  The constitution fundamentally changed the status of local government.  Local Government for the first time, derived its origin in the constitution and is now regarded as a distinct sphere of government but relates to others within a co-operative governance system.  The White Paper on.  Local Government provided a framework for transforming local government in all its facets.  It proposed wholesale? changes in the areas of political, administrative structures of local government, electoral systems, demarcations finances, services, infrastructure development and planning and so forth.  The policy further gave content to the concept of developmental local government.

Moving towards the final phase of transformation, following the completion of the White Paper, a number laws have been passed to give effect to the policy framework.  These include the Municipal Demarcation Act 1998, Municipal Structures Act, 1998.  The Municipal Demarcation Act provides for the establishment of the Municipal Demarcation Board whose task is to undertake the first demarcation process based on an objective criteria that consider long term sustainability of local government.  The Demarcation process is meant to determine municipal boundaries with a view to guide the nature of structures to be established in terms of Municipal Structures Act.  Only few weeks ago, the Board unveiled preliminary proposals on Metropolitan and District Council boundaries.  The Municipal Structures Act on the other hand introduces new structures.  The Act also regulates new municipal electoral process.

The Department of Provincial and Local Government is in the process of finalising the Municipal Systems Bill.  This is largely meant to give affect to the concept of developmental local government through introducing changes in the manner municipalities are organised internally the way they plan and utilise resources.  The Bill still has to go to parliament and it is hoped that it will be passed into law in March 2000.  The Bill will effectively repeal the Local Government Transition Act and effectively bring the interim phase to a close.  The country is planning to run Local Government elections in November 2000 or January 2001 at the latest.  These elections will basically take the country into the next and final phase of transformation.

GOVERNMENT INITIATIVES TO SUPPORT LOCAL GOVERNMENT

1.
MUNICIPAL FINANCE

In terms of the new Constitution, like other spheres of government, local government is entitled to an equitable share of the national revenue.  This share is calculated in terms of formula using poverty and population indices.  About R 2 billion was allocated to local government for the 1998/9 financial year.  However, the equitable share only constitutes about 10% of the total municipal revenue.  About 90% of municipal income is generated through rates and service charges.

Given the inherited municipal financial problems, Government introduced various measures in response.  These include the Masakhane Campaign and Project Viability.  Masakhane Campaign was a response to the declining culture of service payment by communities.  It sought to engender the culture of civic responsibility, create partnerships between local authorities and communities and thereby deepen ownership of municipal services by communities.

Project viability, on the other band, was a response to the systemic financial management problems of local government.  It was introduced as a tool to continuously monitor municipal finances in order to proactively deal with these problems and thereby stabilise the financial health of municipalities.

2.
MUNICIPAL INFRASTRUCTURE AND SERVICES

In view of the infrastructure backlogs that many municipalities with poor revenue bases inherited, Government initiated a Consolidated Municipal Infrastructure Programme.  This programme sought to provide subsidy mechanisms to communities in municipalities who inherited serious infrastructure and service backlogs.  The programme operates a grant system based on a formula calculated on poverty and population indices.  About R700 000 is allocated annually for the program.  This programme has recorded significant success in the past three years.

In addition, Government established a Municipal Infrastructure investment Unit to provide support to municipalities in dealing with infrastructure and services.  In the main, the unit has assisted municipalities to broker partnerships with other service providers in their quest to meet service needs of communities.  The issue of partnerships for service delivery has proved controversial, especially as it relates to

the involvement of the private sector.  In particular, labour organisations have registered concerns as they perceived this arrangement to be holding potential for job losses in local government.  In view of this, government initiated a negotiation process with labour to agree on a framework to regulate these partnerships.  Finally an agreement was reached and signed in December 1996/7.  Among others, the agreement provides for the establishment of a Local Government Sectoral Forum where labour and government, including organised local government, meet to discuss the restructuring of local government as whole.

Parallel to this, Government undertook a process to produce a comprehensive policy framework to deal with issues relating to partnerships The policy process is now at a Green Paper stage and is soon to be finalised.  Government is however convinced that partnerships in various forms are important in service delivery.

3.
POVERTY AND RURAL DEVELOPMENT

The larger part of South Africa in rural.  It is in these areas where high levels of poverty resides and where infrastructure backlogs are experienced.  In view of this, Government has recently undertaken to prioritise rural areas.  A Rural Development Policy Framework was produced in 1996.  Government is now focusing on how best to redirect resources to these areas.  Further, in view of escalating job losses, the government has introduced Local Economic Development and Social Plan Funds.  These funds are geared towards assisting municipalities to regenerate local economics and create jobs.  Recently about R3 million was allocated for the CED fund while R45 million was allocated for the Social Plan Fund.  The Social Plan Fund is an initiative that follows on the recent Job Summit hosted by government

4.
DEVELOPMENT PLANNING FRAMEWORKS

Local Government inherited fragmented planning systems institutionalised to entrench racially based planning that led to racially segregated settlement patterns.  In order to reverse this and align planning systems that would produce integrated cities and towns, government introduced an integrated Development Planning framework.  This was seen as a tool to enable municipalities to perform their developmental role as outlined in the constitution.  Municipalities were first required to produce IDP's in terms of the amended Local Government Transition Act of 1996.  Government is now at a point of finalising policy on this and there is a chapter dealing with IDP's in the Municipal Systems Bill.  The Department is also developing a performance management system to monitor Performance of Local Government in implementing the IDP's.

5.
TRAINING AND CAPACITY BUILDING FOR LOCAL GOVERNMENT

Capacity building for local government remains a key priority of government.  In fact, government has the constitutional duty to strengthen the capacity of local government to perform its duties.  In line with this, government has been using various mechanisms to achieve this objective.  This included the Local Government Training Board which is allocated ?bout R9 million annually to address training needs of local government.  In terms of the new skills Development Act the Board is to be replaced by local government, Sector Training Authority.  Government also allocates the top slice of equitable share to organised local government, South African Local Government Association, SALGA.  SALGA has undertaken to use the funds to, among others, train Councillors.

Government has also undertaken an initiative to mobilise donor funding in support of transformation and capacity building for local government.  This initiative culminated in the recent establishment of Local Government Transformation Programme.  The Programme is a comprehensive package of initiatives to consolidate local government transformation.

6.
MUNICIPAL LABOUR RELATIONS SYSTEM

There are two big municipal unions in South Africa.  These are South African Municipal Workers Union (SAMWU) and Independent Municipal and Allied Trade Union (IMATU).  These unions have been operating under an oppressive and fragmented labour relations system.  Soon after the democratic local government elections in 1995/6, government supported the establishment of a centralised Bargaining System.  It contributed towards the establishment of the Local Government Bargaining Council.  This Council deal with all municipal labour relations issues.  Local Government is represented by SALGA.

7.
MUNICIPAL INTERNATIONAL RELATIONS

The dawn of the democratic order opened doors for local government to interact with their international counterparts.  Government therefore, developed a programme to support local government in Municipal International Relations.  Efforts were made to assist organised local government to participate in various fora for local government.  For the record, government and SALGA and members of International Union of Local Authorities (IULA), African Union Forum.  The government also developed a Municipal International Relations Policy Framework which was launched at the recent SADC Local Government Conference.

8.
LOCAL GOVERNMENT INFORMATION SERVICES

Recognising the value information could add to the functioning of local government.  Government has constantly endeavoured to find best mechanisms to disseminate information to local government These include the Local Government website and the outreach programme.  The website was established a year and half ago and has proved a great success.  It is able to deliver new information on government policies and programmes to local government with great speed.  By the end of August, the site was recording 30 000 hits.  The Outreach programme involves the simplification and repacking of government policies in an accessible manner to local government and the general public.

9.
DECENTRALISATION

Government fully subscribes to the view that local government as a sphere of government needs to be accorded the status that enable it to run its own affairs effectively without hindrances.  This should however, happen within a framework that enables all spheres to co-operate and act as parts of one state machinery.  It is for this reason that various mechanisms have been established to achieve this.

These include:

a)
The entrenchment of local government in the Constitution.  This has helped to protect local government from the whims of other spheres of government who would historically change local government by use legislation at the drop of a hat.

b)
Further, in terms of the Constitution, local government has been given powers and functions which enable clarification of roles for different spheres.  Moreover the Constitution accords local government a developmental role.  This is unprecedented in the history of this county where local authorities have always been limited td service functions.  This means a bigger role for local government.

c)
In terms of the Municipal Structures Act, Government has established a framework for devolution of functions to local government.

d)
In terms of the IDP section in the Municipal Systems Bill Government is seeking to, ensure that municipal development plans are not undermined by plans of other spheres of government.

e)
Government also insists that municipal finance system should be such that local authorities largely generates own income to enable the necessary independence in their operations.

f)
Government has also contributed in the establishment of SALGA which is a local government organ to ensure that local government runs its own affairs and operates effectively as a cohesive unit.

g)
The establishment of the Bargaining Council is another contribution to enable local government to independently handle Municipal Labour Relations issues.

CONCLUSION

Our transformation process and our concept of decentralisation draws lessons from experience of Africa.  This Conference affords us yet another opportunity to learn as we implement.

Thank you.
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Mr.  Chairman, 

Distinguished participants 

Introduction
Ghana is happy to be participating in this very important High Level Conference on the "Challenges Facing Local Government in Africa in the 21st Century." We have been implementing a Programme of Local Government Reform and Decentralisation in the last 10 years.  In the process, we have amassed a lot of experience.  It is this experience that we are in Victoria Falls to share.  But we are here also to learn, as we are aware that many countries here represented have also embarked on similar programmes.  Our successes and our failures; our difficulties and our triumphs are the collective experiences that will enable us face the Challenges of Local Government in Africa as we enter the 21st century.  

Status of Decentralisation
2.
In 1988, Ghana embarked on the implementation of a comprehensive policy to decentralise the system of Government with the enactment of a new law on local government.  The thrust of the policy has been to promote popular participation and ownership of the machinery of government by shifting the process of governance from command to consultation processes, and by transferring power, authority and functions, competence and means/resources to the district level.

3.
The 1992 Constitution of Ghana for the first time in the country's history accorded constitutional recognition to decentralisation and committed all future Governments of Ghana to decentralise.  Various other enactments2 added flesh to the provisions on decentralisation contained in the Constitution.

4.
The main features introduced through the various pieces of legislation include the following:

(a)
Re-demarcate districts (increase in number of districts from 65 to 110) to create more manageable and yet viable local government units;

(b)
Establish District Assemblies (DAs) as non-partisan local government bodies;

(c)
Empower District Assemblies as legislative, administrative, development planning, service delivery, budgeting and rating authorities;

(d)
Transfer responsibility for 86 statutory functions of state to local government bodies;

(e)
Integrate decentralised Departments of State into the local government system;

(f)
Establish sub-district councils and Unit Committees to create access to political authority;

(g)
Promote participatory decision making and implementation; (h) Remove various obstacles to participation in local government processes, procedures and decision-making, including literacy in English, poverty, property holding and other discriminatory qualification criteria such as gender, religion, social status, etc.

(i)
Reserve 30% of membership of local government bodies as Government appointees to ensure the representation of certain local interest groups such as women and chiefs and to enable the local governments have access to people with requisite skills and expertise;

(j)
Restructure resource allocation and resource sharing between central and local governments;

(k)
Reorganise the planning system by establishing a system of decentralised planning;

(1)
Establish structures and mechanisms to enhance probity, accountability and transparency.

Institutional Framework
5.
These objectives are delivered through an institutional framework structured as follows:

(a)
110 District Assemblies, including 3 Metropolitan and 4 Municipal Assemblies, 1,306 Urban, Zonal, Town and Area Councils and 16,000 Unit Committees.  The Unit Committees are representative structures at the grassroots level performing duties delegated to them by the Assemblies but without budgets of the own.  Membership in the Unit Committees is by election, whereas the Urban, Zonal, Town and Area Councils are non-elective bodies consisting of representatives of District Assemblies, Unit Committees and 30% appointees.  MPs are members of the District Assemblies, but without voting powers.

(b)
The local governments are non-partisan, and elections to them are state-sponsored, i.e..  paid for by Central Government and managed by the Electoral Commission.  70% of the members are elected while the President, in consultation with local interest groups, appoints the remaining 30%.  District Chief Executives(DCEs) who are nominated by the President and approved by the District Assemblies, and who are members of the Assemblies, are in charge of the day to day administration of the districts.

(c)
A National Commission for Civil Education (NCCE) ensures the involvement of civil society in the governance process, and a Commission on Human Rights and Administrative Justice (CHRAJ) seeks to enforce the observance of human rights and to curb any excesses of the local government bodies.

(d)
The regional governance level consists of 10 Regional Co-ordinating Councils that co-ordinate the activities of the 110 District Assemblies.  They are not elected bodies and consist of the Regional Minister, his Deputy, two chiefs and the District Chief Executives (mayors) and Presiding Members (Chairmen) of the District Assemblies in the region.

Intergovernmental Fiscal Relations
6.
A new decentralised development planning and programming implementation system links up with the budgeting system of the District Assemblies such that the development programmes would be directly reflected in a composite budget that integrates the sectoral programmes of the district departments.

7.
This composite budget is what is expected to be largely financed by the various mechanisms for intergovernmental fiscal transfers introduced under the new system.

8.
A constitutionally established District Assemblies Common Fund3 sets aside a minimum 5% of total national revenue annually for distribution to District Assemblies for development.  A broad disbursement of the Fund allocates 10% of the Fund as "Reserve Fund" at the national level and 90% is shared according to a formula approved by Parliament annually.  The formula is presented by a constitutionally independent Common Fund Administrator.  The current formula uses service pressure, population density, local revenue improvement effort and district per capita income as weighted factors in sharing the Fund.

9.
Another transfer mechanism is the "Ceded Revenue" arrangement under which income tax payable by informal sector operators, vehicle operators, and tax revenues in respect of betting, entertainment and advertising are "blocked" for use by local governments.  The ceded revenue is centrally collected by the Internal Revenue Service and shared annually to the District Assemblies based on a formula approved by Cabinet.  The formula is presented by the Minister for Local Government and Rural Development.

10.
District Assemblies are further financed through locally generated revenue that they must collect from user fees, rates (basic and property), licenses and investment incomes.

11.
Another aspect of inter-governmental transfers is the sharing of stool land, timber and mineral revenue to the District Assemblies based on their districts of origin.

12.
Other aspects of inter-governmental fiscal relations include the following:

(a)
the merger of central and local government treasuries at the district level into the District Finance Office of the District Assemblies to manage both locally generated and transferred funds in a single unit;

(b)
the establishment of a District Tender Board4 to award and pay for contracts, including the procurement of goods and services;

(c)
the decentralisation of contract awards5

(d)
a fiscal decentralisation study is currently under way.

(e)
Administrative guidelines and instructions are given from time to time by the Ministry of Local Government in collaboration with the Controller and Accountant-General's Department and the Auditor-General on the management of transferred funds and audit reports;

(f)
The Auditor general accounts for all District Assemblies and Regional Co-ordinating councils.

Accomplishments of Decentralisation
13
These may be summarised as follows:

a) Democratisation of governance at the local level and participation of the people in decision making processes;

b) Increased access by people to political decision makers;

c) qualitative improvement in service delivery at the local level;

d) Increased access to technical expertise at the local level;

e) More equitable allocation of national economic resources;

f) More equitable development of the country and more visible efforts to redress the development imbalance between urban and rural areas , between regions and between districts.

g) The for going of a new partnership between DAs and donor agencies in the provision of infrastructure and the building of capacity to create an environment conducive for implementing decentralised local government and development management6.

Setbacks Experienced

14.
The problems facing decentralisation may be discussed under the strategic focal areas under which the policy is being implemented.  These are Political Decentralisation, Administrative Decentralisation, Decentralised Planning, Fiscal Decentralisation and Decentralised Management of Public Private Partnerships.

15.
Political Decentralisation:

a) Absence of maps to firmly identify the new district boundaries, leading to unsettled disputes about local government boundary demarcations.

b) Sustainability of a non-partisan local government system subsisting under a partisan Central Government.8

c) Sustainability of state sponsorship of all local government elections.

d) Controversy over the mode of appointment of District Chief Executives.9

e) The difficulties in managing the power balance between MPs, the DCEs and the DA.

f) The allocation of part of the DACF to parliamentary constituencies for development separate from what the DA undertakes.

g) The non-establishment of some of the 16,000 Unit Committees because of difficulties in conducting elections owing to the size of their population or other peculiarities.

16.
Administrative Decentralisation

(a)
Sectoral conceptual differences in the interpretation of the decentralisation policy.

(b)
Sectoral differences m approaches to institutional reforms for decentralised management, involving ministerial restructuring and the integration of ministerial organisations into the organisations of the DAs(.

(c)
Lack of enough and adequately trained human resources.

(d)
Inadequate administrative and social infrastructure at the local levels such as housing, offices and health services.

(e)
Inadequate funding, especially to enable the DAs perform the newly transferred functions, while the Ministries and Departments from which these functions have been transferred continue to hold the funds in their budgets at the centre.

(f)
Uncertainty among civil service personnel to be affected by the integration and rationalisation required by decentralisation.

17.
Decentralised Planning

(a)
Inadequate methodology, technology and skills for operationalising participatory, bottom-up planning and resource mobilisation.

(b)
Inadequate numbers of qualified and experienced personnel to operationalise the designated roles of the District Planning Co-ordinating Units (DPCUs)12 at the district level.

(e)
The sub-district structures comprising the Unit Committees and the Area, Town, Zonal and Urban Councils are relatively ill-equipped for undertaking the bottom-up processes of democratic decision making involved in participatory and integrated development planning and community governance.

(d)
Sector departments in the districts still get their programmes prepared, approved and financed by their national and regional offices, thereby making integration of programmes difficult for the DPCUs.

(e)
Shortage of reliable database for planning and resource mobilisation at the district and sub-district levels.

18.
Fiscal Decentralisation

(a)
Existing legislation and administrative procedures on local government public finance tend to centralise the management of public finances.

(b)
The continued retention of funds in central ministries and departments when the function have been transferred to DAs.

(c)
Operationalisation of composite budgeting linked to integrated development planning.

(d)
The persistent dissonance between the financial reporting at the national level along sectoral lines and the request for DAs to budget on an integrated basis.

(e)
Difficulties in institutionalising effective mechanisms for local level revenue mobilisation and accounting.

19.
Decentralised Management of Public Private Partnerships

(a)
Absence of clear-cut policy on the roles of NGOs and an institutional framework for the operations of NGOs and civil society.

b)
Lack of confidence between the public and private sector actors as partners in development, owing to the history of their frosty relationship before decentralisation and before the liberalisation of the economy.

 (c)
Inadequate understanding among public sector personnel that the private sector is a partner in the development processes whose needs have to be supported and facilitated.

(d)
Ineffective private sector organisations to partner with public sector institutions and also advocate for private sector interests in policy and programmes formulation and implementation.

(e)
No clear procedures to facilitate the involvement of civil society in the processes of development and governance.

(f)
The tendency of some NGOs to by-pass the programmes and structures of the DAs and establish programmes and structures of their own for the sake of staying independent of government institutions, without regard to the sustainability of those programmes and structures.

Lesson Learned and the Way Forward

20.
Resolving the sectoral conceptual differences in the interpretation of the policy may entail the following:

(a)
Resolving the outstanding difficulties created by the establishment of sector public Services for health, education and forestry in respect of which many key functions have been identified for decentralisation under the policy;

(b)
Enacting legislation to Clarify the related powers that are to be exercised by central Ministries, Departments and Agencies at the various levels of the decentralised system;

(c)
Developing capacity in sector Ministries to effect the transfer of power and functions and to appreciate the nature and scope of the change entailed in decentralisation;

(d) 
Co-ordination of public finance and development planning policies and programmes within the framework of decentralised development.

21 In order to resolve the sectoral differences in approaches to institutional reforms, it would be necessary to undertake the following measures:

(a)
Set up the proposed Local Government Service and establish clear Conditions and Schemes of Service for the various professional groups;

(b)
Streamline the recruitment, assignment / redeployment and training of civil service personnel for purposes of policy formulation and analysis as well as for Programme co-ordination at the national and regional levels;

(c)
Strengthen and resource the newly established Institute for Local Government Studies (ILGS) to offer and co-ordinate training.

22.
The problem of inadequate administrative and social infrastructure may be resolved by:

(a)
Promoting the development of district capitals and small towns into vibrant service centres;

(b)
Providing adequate office and residential accommodation equipment, technology and the motivation for the local government personnel as a way of attracting and retaining qualified and experienced staff.

23.
In order to address the issue of inadequate funding, it would be expedient to:

(a)
Reallocate the operation and maintenance funds still locked up within Ministries to the local level;

(b) 
Establish and operationalise composite budgets in the districts; (c) Strengthen capacity to accurately collect district-based development data to allow for a wider range of development indicators to be used for developing the formula for sharing the DACF.

(d)
Undertake fiscal decentralisation, including restructuring of resource allocation to correspond with decentralised functions at the various levels of the system, and a restructuring of the financial reporting system in local governments to link up or align with the national level reporting system;

(e)
Strengthen internal audit of local governments;

(f)
Strengthen local revenue generation.

24.
The uncertainty among civil service personnel may be addressed by:

(a) 
Streamlining the conditions of employment and retirements; (1,) Formulating a human resource development Programme that transparently indicates the career prospects and channels of progress;

(c)
Streamlining the disciplinary processes and work methods in local government;

(d) 
Instituting appellate structures for the industrial relations processes in local government;

(e)
Undertaking system-wide education for prospective members of the Local Government Service.

25.
The management of public private partnerships in decentralised development would entail:

(a)
The institutionalisation of public and private windows as separate but inter-related channels for implementing development programmes at the local level;

(b)
Clarifying Government policy relating to the roles, functions and powers of NGOs, CBOs and CSOs in the local development process;

(c)
Promoting advocacy and channels for the articulation of CSO opinions;

(d)
Creating access to development resources for local private entrepreneurs.

26.
Conclusion

I am done.  I have described for you the present status of; as well as the institutional framework for, Ghana's decentralisation Programme.  I have presented the District Assemblies Common Fund to you as the major mechanism for inter-governmental fiscal relations, but have indicated the existence of several other mechanisms.  The achievements as well as setbacks in the 5 strategic implementation focal areas of political and administrative decentralisation, decentralised planning, fiscal decentralisation and decentralised management of public private partnerships have all been addressed.  I have given indications of the lessons learned and the way forward.

27.
Let me leave you with two critical lessons learnt, which I have not yet mentioned.  First the political will and especially the commitment of the Government at the highest level, especially at the level of the Head of State and Government, is critical for any successful decentralisation.

28.
Second, it is important to secure both local government and decentralisation in the Constitution.  Once that is done, it is no longer possible to treat local government as a game of football, with each successive government playing it according to its taste and changing its form, structure and content by legislation.  Indeed if national constitutions were to change as often as our local government structure and systems are changed by legislation, there would not have been the required stability for growth and development.

29.
The lesson therefore is: secure local government and decentralisation in the Constitution, and leave them alone.

30.
I thank you for your attention.

NOTES

1.
The Local Government Law, 1988, PNDCL 207

2.
See for example the following:

Civil Service Law, 1993, PNDCL 327;

National Development Planning (System) Act, 1994, Act 480;

Local Government (Urban, Zonal and Town Councils and Unit

Committees) (establishment) Instrument, 1994, L.I.  1589.

3.
Article 252 of the 1992 Constitution and the District Assemblies Common Fund Act, 1993, Act 455.

4.
Local Government (District Tender Boards) (Establishment) Instrument 1995, U.  1606.

5.
Contract award limits of the equivalent of US$ 100,000 dollars for the DAs, US$500,000 for RCCs and over US$500,000 for the Central Advisory Tender Boards are currently in Operation.  Where the contract is to be wholly paid for out of the District Assembly's own locally mobilised resources, however, there is no such limitation.  The DA awards it.

6.
At the last count, 23 District Assembly-donor agency co-operation Programmes were in operation.

7.
Absence of maps is largely a funding as opposed to a technical problem.

8.
The rationale for non-partisan local government is that the main issues at the local level relate to development and are not of ideological divides that should call for organising people into political parties.

9.
Some public comments indicate that the appointment of the DCE and 30% of the membership of the DAs represent too strong a Central Government presence at the local level.  It is argued that this promotes allegiance and accountability towards the centre rather than the local population.

10.
There is no clarity at various levels of government and within difference sectors, ministries and departments regarding how the intended shifts in power, functions and resources should look like and how they should be managed.  This is manifested in the creation of sectoral Services in education, health and forestry, while a proposed Local Government Service Bill designed to comprise staff engaged in these sector, at the district and regional levels is still under consideration.

11.
The establishment of District Education Oversight Committees, District Health Management Teams and similar structures with allegiance to and resources flow from the centre are creating difficulties in the integration of sectoral programmes and resources into the DAs for composite budgeting and participatory integrated development planning.

12.
DPCUs are the technical planning units of the DAs, which integrate and harmonise the sector district departmental plans and programmes into the draft District Development Plan.  The draft Plan is approved by he DA and submitted to the regional level where the RPCU harmonises it into a draft regional plan for approval by the RCC.  The 10 draft regional plans are co-ordinated into a National Development Plan by the NDPC for final approval by Cabinet.  The entire system is described in the National Development Planning (System) act referred to in note 2 supra.
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Appendix

(a)
Structure of an Urban Authority

(b)
Structure of a District Council

Background

1.
The local government system in Tanzania Mainland has had a chequered history.  Dating back to 1926, when it was established by the British colonial government3 the system has gone through changes which reflect the changing national philosophy concerning the economic and social development of the country.  The most dramatic change occurred during the period 1972 - 1984, when the government abolished local authorities along with all the institutions which were supporting the local government system, including the Local Government Service Commission and the Local Government Loans Board.  Thus, by use of its deconcentrated field offices in the regions and districts, central government took over responsibility for the provision and management of basic services and for planning and implementation of development projects at the local level.

2. Following the enactment of a set of local government Acts in 1982, the present system of local government was re-introduced in 1984.  The Constitution of the United Republic of Tanzania was amended in 1985 to effectively entrench local government in the country's system of governance.  Despite these positive actions, local government became a compromise between political decentralisation and a limited devolution of powers over finances and administration to local government authorities.

3.
There has been increasing public demand for a strengthened and reformed local government system in Tanzania Mainland.  In the wake of the ruling party's commitment to decentralisation by devolution, contained in its 1995 election manifesto, a national conference, whose theme was the evolution of a shared vision for local government in Tanzania, was held in May 1996.  The vision that was evolved has been summarised in the Local Government Reform Agenda 1996-2000.  The features of the desired local government authorities are described in that Agenda as follows:

· Largely autonomous institutions

· Strong and effective institutions underpinned by possession of resources (both human and financial) and authority to perform roles and functions;

· Institutions with leaders who are elected in a fully democratic process;

· Institutions which will facilitate participation of the people in planning and executing their development plans and foster partnerships with civic groups

· Institutions with roles and functions that will correspond to the demands for their services

· Institutions which will operate in a transparent and accountable manner, thus justifying their autonomy from central government interference.

Status of Decentralisation

3. As the Constitution and the establishing laws stipulate, in Tanzania local government authorities at various levels have been established in every district, every urban area and in every registered village.  Thus, there are at present 83 District Councils, 19 Urban Authorities and more than 9,000 Village Councils in Tanzania Mainland.  These local government authorities are all led by democratically elected representatives who are sponsored by registered political parties.

5.
The diagrams (a) and (b) shown in the Appendix to this paper illustrate the current structures of the local government authorities.  The diagrams depict the various layers within the structure of the Tanzanian local government system as well as the centres of democracy and power and those which facilitate co-ordination.  The centres of democracy and people's power are the Urban and District Councils, Village Councils and Neighbourhoods (Mitaa) in urban areas.  For one to be a leader in any of these organs, one has to be elected on a registered political party ticket.  Elections for these organs are conducted every five years.  The councils are the supreme policy and decision making bodies at their level and in their areas of jurisdiction1 guided by national policies, laws and approved standards.  The ward development committees co-ordinate development activities in the ward.

6.
In summary1 the Urban and District Councils are mandated to perform the following basic functions:

· Maintenance of peace and order

· Provision of social and economic services

· Promotion of social and economic development

In undertaking the functions stated above, the councils are required to do the following:

(i) to take necessary steps to suppress crime and to maintain peace and order;

(ii) to regulate and improve agriculture, trade, commerce and industry;

(iii) to implement activities relating to the enhancement of the health, education, and the social, cultural and recreational life of the people;

(iv) to promote activities which will lead to the relief of poverty and distress among their residents; and

(v) to implement activities aimed at relieving the people from the shackles of poverty, disease and ignorance.

7.
The Village Councils which includes the hamlets (vitongoji), are required to perform the following functions:

· to take measures necessary for the economic and social development of the village

· to undertake activities to ensure the welfare and well being of the residents of the village

· to advise and assist residents in agriculture, horticulture, forestry or other activity or industry.

· to participate, through partnerships with other villages, in economic enterprises.

8.
As it is with the Urban and District Councils, a Village Council operates through standing committees.  There are three mandatory standing committees which are:

· Finance and Economic Planning Committee

· Social Services and Self Reliance Committee

· Committee for Defence and Security

The Village Council may establish other standing committees to handle specific issues as they arise.

Problems in the Current Local Government System

9.
Some fifteen years have already elapsed since the restoration of the local government system.  It was hoped that the restored local government system would stimulate development, especially in the countryside, and enhance democratic rule and good governance.  In practice, it was not to be.  The performance of most local authorities left much to be desired.

10.
From the government's standpoint, the major problems which underly the shortcomings of local government authorities in service delivery include the following:

(i.) Weak leadership and poor management of the councils

(ii.) Shortage of properly qualified, disciplined and committed staff.

(iii.) Narrow revenue base consisting of non-buoyant sources of revenue.

(iv.) Excess employment of personnel by the councils, even when there are no financial resources to pay their salaries.

(v.) Lack of accountability and transparency in the conduct of councils' affairs, which undermines people's support to the councils and makes them (the people) reluctant to pay local taxes.

11.
These problems notwithstanding, the Government of Tanzania is still very much convinced that local government will significantly improve on service delivery and can comprehensively facilitate the realisation of our development and political objectives.  First1 local government will give power to the people to move steadily on the path of Democratisation.  Second, local government will meet the government's declared goal to attain an equitable distribution of resources between and within the local authorities, thereby spreading the benefits of economic growth and development to areas and groups which have traditionally been disadvantaged.  Third, the government is committed to improve public sector performance and eventually reduce public sector spending.  This will be achieved by eliminating expenses caused by overlap of functions and duplication Of efforts, by increasing the generation of Local Authorities' revenues through improved collection of local taxes and by making political leaders and employees of local authorities more responsible in the expenditure of public resources.

12.
It is a widely held view in Tanzania that democratic local government, when properly assisted and facilitated, will help in increasing non-tax revenues to local authorities.  It is expected that the people will voluntarily raise money, materials and labour in support of their socio- economic development, once they are confident that such resources will be put to proper use and that the benefits will accrue to their areas.  Transparency and accountability in the management of local affairs should help in mobilising such non-tax resources and make them available for development.  The government has concluded that all this can be accomplished through a reformed and strengthened local government system.

The Future Local Government System:

13.
Various studies and quite a bit d research were carried out on the performance of Tanzania's local government system.  These studies assisted in providing a better understanding of the problems afflicting the performance of the local government authorities in Tanzania.  The issues raised and the proposals and recommendations given in those studies led to the convening of a national conference entitled "Towards a Shared Vision for Local Government in Tanzania" on 29th - 31st of May 1996 in Dar es Salaam.  The vision of a future local government system was formulated and endorsed at this conference.

14.
The features of the vision have been summarised and elaborated in the Local Government Reform Agenda 1996-2000 as follows:

(i)
Local authorities will be free to make policy and operational decisions consistent with the laws of the land and government policies without interference by central government institutions.

(ii)
The raison d'être for the devolution of roles and authority to local government, and even justification for the establishment and existence of local government authorities, will be their capacity and efficiency in delivering services to the people.

(iii)
The role of Central Government will be confined to:

Facilitation and enabling of local authorities in the provision of services

Development and management of policy and regulatory framework

Monitoring accountability of local authorities

Financial and performance audit

Provision of adequate grants

(iv)
The strength and effectiveness of the local government institutions will be underpinned by:

Possession of resources and authority necessary to effectively perform their roles and functions

Adequate numbers of appropriately qualified and motivated staff who will be recruited and promoted exclusively on the basis of merit

Necessary training and professionalism in local government

Capacity to operate efficiently and cost effectively

(v)
The leadership of the local authorities will be chosen through a fully democratic process which should also extend to village councils and other grassroots organisations.

(vi)
The local government authorities will facilitate the participation of the people in deciding on matters affecting their lives, planning and executing their development programmes, and will foster partnerships with civic groups.

(vii)
Each local authority will have functions and a structure that will correspond to the demands for services, and the socio-​economic conditions prevailing in the area.

(viii)
Local authorities will be transparent and accountable to the people; this will be the basis for justifying their autonomy from undue central government interference.

(ix)
Local government leaders (councillors) and staff will adhere to strict codes of ethics and integrity; in particular, leaders with incontestable ethical standards will be elected to champion the cause of people's development.

The Local Government Reform Programme

15.
The design of the Reform Agenda led to the development of a Local Government Reform Programme for the purpose of operationalising the Agenda.  The overall goal of the Programme is to improve the quality of, and access to public services provided through, or facilitated by local government authorities.

16.
The objectives of the reform can be summarised as follows:

To promote good governance;

To determine appropriate and cost effective organisational structures for local government authorities;

To improve management of finances within the local government authorities;

To improve the accountability and efficiency of human resource use;

To put in place the appropriate legal framework for the implementation of the reforms:

To build the capacity of the government to spearhead the implementation of the reforms at the local authority level.

17.
The over-arching goal for the reform and its six components is to create good governance based on political and financial accountability, democratic procedures and public participation.  More specifically the local government reform includes five main dimensions:

· A financial dimension:

A reform of local government finances is introducing conditional, unconditional and equalisation grants from central government to local government authorities.

· An administrative dimension:

A decentralisation of local government personnel, integrating them into local council administration and away from ministry subordination; and restructuring of local government administrations.

· A central-local relations dimension:

Streamlining of central government agencies and ministries previously in a command position in relation to local government authorities, and changing this into a policy making and facilitating role.

· A service function dimension:

A decentralisation of public services to bring service management

and provision of services closer to the end user and increase the

quality and quantity of these services.

· A democratic dimension:

The reform will strengthen the local democratic institutions, enhancing public participation, and bring control over all important aspects of people's daily life nearer to the people themselves.

Implementation Strategy of the Reforms

18. The big number of City, Municipal, District and Town Councils (now numbering 102 in all); the difficult communications between some local authorities and the centre due to poor infrastructure and long distances; the fact that individual councils are very different with regard to political and administrative capacity, tax base, infrastructural investments etc.; and the fact that Local Authorities are multi-sectoral in nature, present important implications.  This situation calls for strategic imperatives that will enable successful implementation of the local government reforms.

19.
In the context of the foregoing, the following four key features of the implementation strategy have been identified:

· combining top-down and bottom-up processes;

· a phased and participatory implementation;

· drawing on lessons from ongoing pilot activities;

· providing incentives to local authorities to implement reform activities

20.
A balance must be struck in determining the speed of implementation of the local government reform.  On the one hand, it is desirable to see significant changes brought about speedily so as to improve service delivery on the ground and increase the legitimacy of local and central government.  It is also desirable to invite as many councils as possible to get involved in the reform.  But doing so increases significantly the risks of making serious errors and puts unrealistic demands on implementation capacity and resources.  On the other hand, it is important that the present internal and external broad based support for local government reform be used to move the reform forward as quickly as possible.  Moving too slowly would stall it- By phasing the reform - but still completing it within a few years - an appropriate balance between these two considerations can be struck as was also recognised in the endorsed Local Government Reform Agenda.  This decision has been reinforced by the experiences with the preparations of the reform since then.

21.
Phasing as an implementation strategy will emphasise a holistic approach although some of the reform measures will be sector specific for a start.  Certain reform measures will be introduced country-wide subsequent to the changes that have been and will be made in the law.  However, it is the considered opinion of the Government that several in-depth reform measures at council level must of necessity be implemented in a phased manner country-wide in three batches of councils (approximately 35 councils in each batch) over a four year period starting from January 2000.

22.
It is envisaged that the phasing of the implementation of the programme will have the following advantages:

· It will allow for enough time to prepare local government authorities to launch the reform in the areas under their jurisdiction

· It will enable the Government to prepare itself for financing the reforms, including the provision of block grants, since each phase begins in January thus coinciding with the beginning of the financial year of local government authorities.

· It will enable effective streamlining of the reform measures in the Local Authorities' annual plans and budgets

· It will allow for the facilitation of the sector reforms by the local government reform and ensure that the benefits of congruence between the reforms are actually reaped

· It will allow for lessons learned in the earlier phases to feed into the following phases, while at the same time allowing for rectification of errors made in the earlier phases

· It will facilitate capacity building in the local government authorities on a continuous basis during the entire reform period.

23.
Implementation of the reform at local authority level will be championed by the respective councils.  This is in the interest of ownership of the reform by local authorities which will serve to enhance the chances of its success.

Experience Gained in Implementing Decentralisation in Tanzania

24.
It is important to re-state four principles which form the cornerstone of decentralisation by Devolution to which the Government of Tanzania is now committed, as reflected in its vision for the future local government system.  The principles are:

· Political Decentralisation

· Financial Decentralisation

· Administrative Decentralisation

· Changes in central-local relations

25.
Tanzania's experience has shown that, while those principles are desirable and easily uttered, they are most difficult to implement.  The reason for this is the tendency for central government institutions to hoard power and resources under the pretext that local government authorities lack capacity in terms of trained and appropriately qualified staff, financial resources and the necessary physical infrastructure for service delivery.  This attitude, which is part of human nature, has serious implications when it comes to effecting changes, especially when it is embraced by highly placed politicians and technocrats.

26.
We are convinced that the following are pre-requites for successful decentralisation by devolution:

· Serious commitment on the part of the government in power that decentralisation by devolution is the only way forward;

· Support and demand for decentralisation by major stakeholders, including the associations of local authorities;

· Widespread political support, including Members of Parliament

· Demand by the general public to participate in decision making, planning and implementation of social and economic activities which impact on their development.

· Awareness creation among the people so that they understand their rights and obligations, so that they own the decentralisation process.

27.
The Government of Tanzania has already demonstrated its commitment by having local government enshrined in its constitution and also by enacting laws which provide for operations of local government authorities.  A more recent demonstration was the amendment of the 1982 Local Government Acts to allow for decentralisation by devolution, and to pave the way for the implementation of the reforms to improve the quantity and quality of services provided to the people by local government authorities.

28.
The Government of Tanzania is aware that decentralisation as part of the reform is a process that will take a long time to complete, due to the need to prepare the people, especially with regard to understanding their rights and obligations and to build the necessary capacities.  It is therefore recognised that careful planning is paramount.  As decentralisation is implemented, it is necessary that capacity building including technological advances should continuously be undertaken.  In addition, there is a need to match functions with resources, without which decentralisation will bear little or no impact on service delivery and real empowerment of the people.

Challenges

29.
Decentralisation in Tanzania, as already pointed out, is not a new thing.  we have democratically elected local government authorities.  These institutions, which are supposed to be vehicles for people's power, have not performed to the expectation of the people.  The performance of Dar es Salaam City Council in the provision of services, for example, was so bad that in 1996, the Government decided to dissolve the council.  Dissolving a democratically elected entity is clearly going against democracy and cannot be supported by any system which upholds and defends democracy.  The council had failed to live up to the challenges of a good local government authority which is accountable to the people; who established it and so the Government had to move in to restore the confidence of the people in government.  The move was supposed to sound a warning to other councils against poor performance and similar malpractices.  In summary, one cannot talk of decentralisation without good governance.  It is important to add that plans are already underway to restore elected councils in Dar es Salaam in the year 2000.

30.
This leads us to another challenge to the decentralisation process.  This is that the democratic institutions which are established in the wake of decentralisation should uphold the rule of law, operate in a transparent and accountable manner, and should observe human rights and justice.  They should also treat their constituents equally when it comes to service delivery and development opportunities especially having regard to gender equality.  Further, they should uphold democracy and involvement of the people in decision making, planning and implementation of development activities which will serve to address their felt needs and problems.

31.
Devolution of powers and resources to focal government authorities in essence means taking away the same from Government ministries and institutions, which is in itself a big challenge.  No ministry or centralised institution will willingly give up power and resources.  In order for decentralisation to succeed1 serious sensitisation of the entire political leadership will be undertaken, and a common vision on the model of decentralisation should be agreed upon and should be guided by law.  The community should also be sensitised and mobilised so that they understand the benefits which go with decentralisation and empowerment with the result that they will own and cherish the process.

32.
Fiscal decentralisation, which implies provision of financial resources to local government authorities and service outlets e.g. schools, hospitals and the autonomy t6 make decision relating to use of funds, deserves a separate mention as one of the challenges facing not only local government but also the national government.  Opponents of decentralisation are quick at pointing out the inadequate or lack of capacity in financial management at the local level and give this as the reason for not devolving financial powers to local authorities and service outlets.  It is important to underline the fact that capacity building in this area cannot be accomplished overnight and that, although it is appreciated that capacity building should be seriously considered as an ongoing process, it would be naive to wait until it is completely accomplished.

33.
Pressure groups such as the Association of Local Authorities of Tanzania (ALAT), community based organisations, non-government organisations and other civic groups will contribute to the bottom-up processes which will agitate for decentralisation by devolution.  A clear challenge therefore is to acknowledge the positive role of these institutions and to create a favourable environment for them to function and effectively contribute to the process of decentralisation by devolution.

34. Finally, it should be mentioned that the challenges cited above will have to be addressed alongside issues relating to, among others: 

· the fight against the AIDS scourge;

· the fight against poverty

· coping with the effects of rapid urbanisation e.g. unemployment

· protection of the environment;

· application of science and technology in production; and

· promoting rural development and making rural life attractive and liveable.

Concluding Remarks

35.
Tanzania's experience in Decentralisation has shown that it is a long journey requiring a protracted struggle in as far as it involves instituting changes in the existing power balance.  When one talks about decentralisation, one is actually referring to a process and processes normally do not have fixed time frame.  What is important is that a nation should have a shared vision on decentralisation and appropriate strategies to implement it.  Policy statements by the government of the day alone is not enough.  It is important that such statement be backed by the people through their democratic institutions.  The country's top leadership and the entire government should take an unambiguous position regarding decentralisation by devolution.

36.
As for Tanzania, banking on the political commitment and will of the government, it has embarked on the implementation of the Local Government Reform Programme which, along with a number of sectoral reforms, will see to it that decentralisation is put on the right track.  The appropriate legal framework to guide the process is effectively in place.
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Introduction

Malawi was a British Colony under the name Nyasaland from 1891 to 1964 when she attained her independence.  Throughout that period, provision was made for the recognition of chiefs and local government administrations.  The thirty years of single party rule by Malawi Congress Party, which followed, were characterised by a highly centralised system of administration.

In a deliberate move to weaken local governments, the government established District Development Committees in 1966.  The purpose of these DDCs was to increase local participation in Development.  Although this structure did not have legal mandate, it was favoured over councils for a greater share of funding from Treasury.  The government also increased field staff of line ministries to undertake development in the district.

In 1994 a radical change occurred, Ututed Democratic Front won the elections and Malawi adopted a new constitution based on the principles of participator democracy.

New Constitution

The constitution is dominated by the desire to restore 'good governance' and promote 'development' as citizens rights.  It further assigns local government assemblies with representative functions and delegates to them these responsibilities;

The promotion of infrastructural and economic development, through the formulation and execution of local government development plans and the encouragement of business enterprise.

b) The presentation to central government of local government development plans and the promotion of the awareness on local issues to national government.

c) The consolidation and promotion of local democratic institutions and democratic participation; and

d) Such other functions, including the registration of births and deaths and participation in the delivery of essential and local services, as may be prescribed by an Act of Parliament.

The constitution adds that Parliament shall, where convenient, provide that issues of local policy and administration should be decided on at the local level.

The constitution again provides that Parliament shall ensure that the composition of local government authorities affords equal representation in respect of each ward within its jurisdiction and that the boundaries of each ward be designated by the Electoral Commission.

Institutional Framework and Mechanics

Local authorities are mandated to provide the socio-economic development of the districts.  They are also mandated to facilitate the active participation of their citizens in the development process.  The presence of DDCs for identical tasks makes for overlap of responsibilities.  The dualism of approach to district governance and development by the two structures only exacerbate duplication of efforts and wastage of resources.

New Decentralisation Policy

Government adopted the new Decentralisation Policy in May 1998 and in December of the same year a new Local Government Act was passed in Parliament.  The objectives of Decentralisation Policy are the following:

a) To create a democratic environment and institutions for governance and development that will enable popular local participation in decision making;

b) To eliminate dual administrations (field administration and local government) with the aim of delivering efficient services and making cost savings;

c) To promote accountability and governance at the local level in order to reduce poverty; and

d) To mobilise the masses for socio-economic development.

Membership of District Assemblies

The councils are now called assemblies.  Membership of the Assemblies will comprise Councillors.  Traditional Authorities and Sub Traditional Authorities.  Members of Parliament are ex-officio and non-voting members and five persons appointed by elected councillors are to cater for interests of special interests groups.

Finance of the new local government system

a)
Assemblies shall have the powers to raise revenue which includes property rates to finance their operations.

b)
All revenue collection within the district shall be retained except for ceded revenue which shall be collected by the Malawi Revenue Authority and shared by a formula approved by Parliament.

c)
Government shall pay to the Assemblies fifty per cent of the amount of rates on its assemblies property.

d)
Government shall make available to District Assemblies at least 5% of national revenues.  This money will be distributed by a formula approved by Parliament.

Relationship between Central and Local Government Assemblies

The Central Government will support District Assemblies with policy guidance, financial and technical assistance.  The relationship will take the following form:

Line Ministries

Line Ministries will continue to be responsible for policy formulation, policy enforcement, inspectorate, establishment of standards, training, curriculum development, international representation etc.  Policies and other issues of development will be channelled through the Minister responsible for Local Government.

Ministry Responsible for Local Governrnent

This Ministry will provide primary guidance and support to Assemblies.  In this respect the Ministry will facilitate the development of an effective system for governance and development in the form of Assemblies and act as a link between Central Government and the Assemblies.

Achievements

The following are Malawi's achievements in the pursuit of Decentralisation aims:

a) Malawi secured the political will to decentralise

b) Malawi produced the National Decentralisation Policy and Parliament passed the new Local Government Act.

c) Reviews and repeals to other laws which contradict the Local Government Act have been proposed for amendments.

d) Through the Decentralisation Policy Malawi's former Ministry of Local Government and Sports has merged at Headquarters level with the Department of District Administration.  A functional review of the whole local government system is in process now and expected to yield result before the year-ends.

Set Backs

There are some constraints in the implementation of the Decentralisation Policy and the new Local Government Act.  The major constraints are:

a)
Local Government Elections have not taken place.  The elections are scheduled for April 2000.  As of now there are no councillors and the situation has been like that for the pat five years.  The councillors are without doubt very crucial for the smooth operations of the assemblies.

b)
There is staff deficiency at the District level, in terms of numbers, who are qualified academically and professionally.  This will cause a possible train in the implementation of the new decentralisation initiative.

c)
The transitional period from the old system to the new system of local government will naturally cause some disruption to certain activities and in certain cases, resistance to change which is normal of a human being

d)
Some ministries continue to pursue their beauracratic decentralisation, these are overwhelmed with devolution.  Such ministries are therefore not giving local government adequate support on the new policy.

The way forward for the accomplishment of decentralisation goals are:

a)
Malawi Government recognises the importance of councillors and the Electoral Commission will have adequate time to prepare for the elections in early 2000.  This is hoped to be very successful because of adequate preparation.

b)
Civic education on the new decentralisation Policy will commence within the year and sensitisation workshops in all districts have been done.

c)
A study on the inter-governmental fiscal arrangements is to be carried out within the year inorder to determine a fair share of the nation's care to the assemblies.

d)
A full time secretariat under the National Local Government Finance Committee is awaiting funding from government yo complete its establishment.

The National Local Government Finance Committee is provided for in the Constitution of Malawi to ensure that Local Government have adequate resource for service delivery and infrastructure development.
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1.
INTRODUCTION

Sixteen years ago, in an article titled Decentralisation: the latest fashion in development administration? I wrote:

During the last decade' there has been a growing interest in decentralisation among the governments of a number of Third World countries, especially - but not only - in Africa.  2.  [This] interest in decentralisation in Third World countries has been paralleled by an even greater interest on the part of international development agencies, bilateral aid donors and academic circles in Europe, North America and Australia.  (Conyers, 1983, p.97)

I am sure that most of you would agree that this statement is equally valid today.  Moreover, as I pointed out in that article, the same thing could have been said a decade or so earlier, since there was also a great deal of interest in decentralisation in the 1960s.  This was manifested in a number of publications, including classics such as a United Nations handbook on Decentralisation for National and Local Development (United Nations, 1962) and.  a book entitled Decentralisation1 Democracy and Development

(Maddick, 1963).

In other words, decentralisation has been repeatedly advocated as a strategy for development.  Moreover, it has been advocated in many different policy environments and by governments, international agencies and academics with a wide variety of interests and ideological backgrounds - socialist and capitalist, centrally planned and free market, one-party and multi-party.  Over the years, many other development strategies (for example, national planning, self-reliance, state-controlled enterprises, co-operatives) have fallen in and out of favour; but decentralisation has retained its popularity.

This fact is particularly remarkable when one considers that decentralisation's performance record is no better than that of other strategies.  In 1983 I noted that there was '1an increasing feeling - both within the countries concerned and among international agencies, academics and other interested 'outsiders' -that many of the [decentralisation) programmes are not living up to the initial expectations" (Conyers, 1983, p.106).  And in 1996, a North American political scientist commented that "most (but certainly not all) findings show decentralisation to have been largely unsuccessful in promoting any sort of development" (Blair, 1996:1; quoted in Gasper, 1997, p.54).  Moreover, there are frequently long delays in implementing proposed decentralisation reforms, while some fail to get off the ground at all.

Why is it that decentralisation is, and has remained, so popular? In order to answer this question, it is necessary to look more deeply at three aspects of decentralisation:

(i.) its objectives;

(ii.) the various forms which it may take; and

(iii.) the way in which decentralisation policies are implemented.

This paper seeks to do this, and in so doing to provide a framework for analysing the effectiveness of decentralisation as a strategy far development in Eastern and Southern Africa today.  Before beginning such an analysis, however, let me define "decentralisation" since the word is used in a variety of ways.  For the purposes of this paper, I shall define decentralisation as a process of change in which functions previously undertaken by government institutions at national level become the responsibility of government or non-government institutions at sub-national level.  There are three points to note about this definition:

1. It includes decentralisation not only to local governments but to any institution, public or private, at sub-national level.  This is necessary in order to encompass the various forms of decentralisation which have been advocated or attempted over th6 years.  However, in the discussion which follows, I shall give most attention to local governments, since they are the focus not only of this conference but also of most current decentralisation programmes.

2. It does not, however, include the transfer of functions from government to non-government institutions at national level; in other words, to what is generally called "privatisation".  In my definition, decentralisation is specifically a spatial process; that is to say, it involves a transfer of functions from national to sub-national levels.

3. It is not confined to planned decentralisation programmes initiated by central governments.  It includes, for example, cases where local institutions seize power from the centre (either by military force or by exerting political or economic pressure), or take on functions which have been abandoned by the central government (usually due to political or economic collapse) simply because there is no-one else to provide such services.  However, I shall focus on planned decentralisation programmes, since they are the most common and the most relevant to this conference.

The rest of the paper is divided into four sections.  The next three sections examine the three aspects of decentralisation identified above; section 2 considers the objectives of decentralisation, section 3 the various forms which it may take, and section 4 the implementation of decentralisation policies.  The final section (section 5) summarises the main conclusions regarding the design and implementation of effective decentralisation strategies.

2. THE OBJECTIVES OF DECENTRALISATION

2.1 Introduction

Decentralisation can be used to achieve a number of very different objectives.  In fact, a cursory look at the many arguments put forward in favour of decentralisation gives the impression that it is a panacea for all evils.  This is probably the main reason why it is advocated as a development strategy in a variety of policy environments and by individuals and' institutions with different interests and ideological persuasions.  However; a more detailed analysis reveals that the arguments for - and against - decentralisation.  are highly complex.  The purpose of this section is to give some indication of this complexity and to indicate its importance in understanding the process of decentralisation.

For the purposes of this discussion, the objectives of decentralisation will be divided into four broad categories: local empowerment; administrative efficiency and effectiveness; national cohesion and central control; and reductions in public expenditure.  They are examined in turn below.

2.2
Local Empowerment

Decentralisation is frequently advocated as a means of empowering local communities, directly or through their representative organisations.  Most arguments for decentralisation, now and in the past, include this as an objective.  The term "local empowerment't is seldom actually defined in such contexts.  However it is generally understood to mean the process by which local communities (or their representative institutions) attain the authority and the capacity "to do, act and to influence the present and future (Turner (1999, p.25).  It should also be noted that this process, like that of decentralisation, may be initiated either by those devolving power or by those attaining it.  As Turner (1999, p.33) says, "empowerment is both the licensing of power and the taking of power".

This objective of decentralisation is in itself complex, since it is used by several different types of institution and to serve a variety of purposes.

Local empowerment is advocated by three main types of institution:

1.
Local organisations: These are the most obvious advocates of local empowerment and their motives for seeking to obtain more power are relatively simple.  However, their efforts may range in intensity from attempts to break away and form an independent state (as in the case of the Biafrans in Nigeria, the Tamils in Sri Lanka and the Bougainvilleans in Papua New Guinea) to more modest attempts to influence national policy (for example, efforts by local authority associations to influence the nature and scope of existing or proposed decentralisation policies).

2.
International agencies and non-government organisations (NGOs): In these institutions, the motives behind the concern with local empowerment are more complex.  For example, the World Bank, in conjunction with many bilateral agencies, currently advocates decentralisation as a means of promoting "democracy", a conveniently vague term which combines local empowerment with the diffusion of power within a state.  Moreover, the apparent concern with democracy is often merely a means of legitimising a decentralisation strategy designed primarily to achieve other objectives, particularly the reduction of public expenditure.  In the case of NGOs, local empowerment is generally a genuine concern; but such empowerment is often not only an end in itself but also a means of reinforcing the role of their own organisations, since many of their activities are related to community development and empowerment.

3.
Central governments: Although central governments frequently advocate decentralisation as a means of local empowerment, their motives for so doing are again complex.  We shall see in section 2.4 below that, in some cases, a government is forced to transfer power to local institutions in order to prevent the secession of a regional or ethnic group, while in other cases, it chooses to do so in order to achieve other objectives, such as national cohesion or administrative efficiency.  Moreover, governments, like international agencies, also use local empowerment as a means of justifying to the general public a decentralisation strategy which is actually intended be divided into four broad categories: local empowerment; administrative efficiency and effectiveness; national cohesion and central control; and reductions in public expenditure.  They are examined in turn below.

2.2
Local Empowerment

Decentralisation is frequently advocated as a means of empowering local communities, directly or through their representative organisations.  Most arguments for decentralisation, now and in the past, include this as an objective.  The term "local empowerment" is seldom actually defined in such contexts.  However, it is generally understood to mean the process by which local communities (or their representative institutions) attain the authority and the capacity "to do, act and to influence the present and future (Turner (1999, p.25).  It should also be noted that this process, like that of decentralisation, may be initiated either by those devolving power or by those attaining it.  As Turner (1999, p.33) says, "empowerment is both the licensing of power and the taking of power".

This objective of decentralisation is in itself complex, since it is used by several different types of institution and to serve a variety of purposes.

Local empowerment is advocated by three main types of institution:

1.
Local organisations: These are the most obvious advocates of local empowerment and their motives for seeking to obtain more power are relatively simple.  However, their efforts may range in intensity from attempts to break away and form an independent state (as in the case of the Biafrans in Nigeria, the Tamils in Sri Lanka and the Bougainvilleans in Papua New Guinea) to more modest attempts to influence national policy (for example, efforts by local authority associations to influence the nature and scope of existing or proposed decentralisation policies).

2.
International agencies and non-government organisations (NGOs): in these institutions, the motives behind the concern with local empowerment are more complex.  For example, the World Bank, in conjunction with many bilateral agencies, currently advocates decentralisation as a means of promoting "democracy", a conveniently vague term which combines local empowerment with the diffusion of power within a state.  Moreover, the apparent concern with democracy is often merely a means of legitimising a decentralisation strategy designed primarily to achieve other objectives, particularly the reduction of public expenditure.  In the case of NGOs, local empowerment is generally a genuine concern; but such empowerment is often not only an end in itself but also a means of reinforcing the role of their own organisations, since many of their activities are related to community development and empowerment.

3.
Central governments: Although central governments frequently advocate decentralisation as a means of local empowerment, their motives for so doing are again complex.  We shall see in section 2.4 below that, in some cases, a government is forced to transfer power to local institutions in order to prevent the secession of a regional or ethnic group, while in other cases, it chooses to do so in order to achieve other objectives, such as national cohesion or administrative efficiency.  Moreover, governments, like international agencies, also use local empowerment as a means of justifying to the general public a decentralisation strategy which is actually intended to achieve other objectives, such as reducing public expenditure.  The situation is further complicated by the fact that there are different interest groups within a government.  For instance, the ministry responsible for local government is likely to support decentralisation as a means of empowering local authorities, partly because its role is to create strong local authorities but also because its own power and influence is related to the power of these local authorities.  However, other ministries may advocate decentralisation as a means of achieving other objectives (such as administrative efficiency or cost-cutting), or be opposed to decentralisation altogether.  Zimbabwe provides a good example of a government which is currently divided in this way.

It should also be noted that, even in cases where decentralisation is genuinely advocated as a means of local empowerment, this does not necessarily mean that the population in the areas concerned will actually be empowered.  In fact, past experience with decentralisation programmes suggests that in many cases very little significant power is actually transferred, while in others the powers that are decentralised are concentrated in the hands of a small local elite.  We shall see later that the actual impact on empowerment depends on the form which decentralisation takes, including the amount of power decentralised, the nature of the institutions to which it is decentralised, and the way in which these institutions exercise their powers.

2.3
Administrative Efficiency and Effectiveness

Decentralisation is also frequently advocated as a means of increasing the efficiency and effectiveness of development planning and implementation.  Although this objective plays a part in most decentralisation initiatives, it was particularly prominent in the 1970s and early 1980s, following the failure of early post-independence attempts at planning, which were highly centralised (Conyers, 1983).  The decentralisation reforms introduced in many one-party states in sub-Saharan Africa during this period provide a good example.  Although local empowerment was part of the 'rhetoric used to justify these reforms, the main objectives were to increase administrative efficiency and (a point which we shall examine in section 2.4 below) to strengthen the role of the party at sub-national level.

Decentralisation is advocated as a means of improving efficiency and effectiveness, not only in governments but also in the private sector, on the following grounds:

1.
Decentralisation of decision-making results in decisions which are more relevant to local needs and conditions, and therefore more likely to be implemented effectively and achieve the intended objectives.

2.
Decentralisation facilitates co-ordination between the many different agencies involved in development, since the local representatives of these agencies can make decisions on the ground, without having to refer back to their head offices.

3.
Decentralisation enables decisions to be made more quickly, which in turn results in a more efficient, flexible and responsive administrative system.

4.
Decentralisation encourages those involved in local administration to use financial and other resources more efficiently, since it is they (rather than those at the national level or in other areas) who benefit from any savings made.

However, although the above assumptions are valid, it should be noted that decentralisation can also have a negative impact on administrative efficiency and effectiveness.  For example, it may result in:

decisions which only benefit a minority of the population;

the waste of resources on projects which are technically infeasible; and

a situation in which those regions or localities with good financial or technical resources prosper at the expense of those without.

We shall see later that the extent to which decentralisation actually enhances administrative performance depends on the form and degree of decentralisation and the quality of the institutions to whom power is decentralised.

2.4
National Cohesion and Central Control

The idea that decentralisation can be a means of achieving national cohesion and, in particular, central control may, at first sight, seem odd.  How can diffusion result in cohesion, or the decentralisation of power from the centre result in an increase in power at the centre? However, further examination shows not only that it is possible but also that many governments have used decentralisation as a means of retaining national cohesion or increasing central control.  There are three main contexts in which this may occur:

1. In situations where a particular regional or ethnic group is threatening or attempting to break away from the rest of the country and form an independent state, the central government may attempt to prevent the secession by decentralising powers, either to the particular region concerned or, more often, to all regions.  Thus, the attempted secessions of Biafra, North Solomons and the Tamil.  population of Sri Lanka cited in section 2.2 above, all resulted in a reorganisation and, in most cases, strengthening of the powers of regional or local governments.

2. In some other situations, the central government's motivation is similar, but it takes action earlier, to prevent any possible secession.  Examples include Zambia's first attempts at decentralisation, which were intended to promote what the then president, Kenneth Kaunda, called "unity within diversity", and, more recently, current decentralisation reforms in Uganda and South Africa, where the strengthening of regional and/or local governments has been given high priority as part of the process of national reconstruction.

3. In other situations, there is no obvious risk of national disintegration, but decentralisation is used as a means of strengthening the government or ruling party's control over activities at the local level.  As already indicated in section 2.3, this objective was part of the rationale for decentralisation in many one-party states in sub-Saharan Africa in the 1970s and early 1980s.

In all the above cases, the nature and extent of decentralisation is inevitably limited by the fact that the government's aim is to retain rather than lose control.  Thus, for example, in cases of attempted secession, the powers given to regional governments are obviously less than those of an independent state, while in the typical "one-party state model" of decentralisation, the central government retained a high degree of control because the institutions to which powers are decentralised are.  dominated by the party.  We shall see later that this helps to explain why many such decentralisation efforts are widely regarded as failures.  For example, decentralisation in Sri Lanka and Papua New Guinea failed to prevent further secession attempts, while decentralisation in the one-party states of sub-Saharan Africa is generally regarded to have failed to produce substantial improvements in administrative performance.

2.5
Reduction in Public Expenditure

One of the most obvious and important differences between current decentralisation strategies and those of the past is that a major objective today is the reduction of public expenditure.  Decentralisation is advocated, particularly by the W6rId Bank and related international and bilateral agencies, as part of a package of reforms designed to reduce public expenditure, which is in turn part of a wider process of reducing the role of the public sector.  In many countries, including most of those in Eastern and Southern Africa, decentralisation has been introduced as part of the economic structural adjustment programmes enforced by the International Monetary Fund, with support from the World Bank and bilateral agencies.  As already indicated above, these decentralisation initiatives are often also regarded, at least by some sectors of government, as a means of promoting "democracy" and/or increasing administrative performance, and it is these objectives which tend to be highlighted when justifying the reforms to the general public.  But the overriding objective is usually the reduction of public expenditure.

Those who advocate decentralisation as a means of reducing public expenditure use the following arguments:

Decentralisation reduces the financial burden on the central government and1 in cases where functions are decentralised to non-government organisations, on the public sector as a whole.

As already indicated in section 2.3, decentralisation encourages those involved in local administration to use the existing financial resources more efficiently.

Decentralisation provides opportunities for expanding the revenue base, since some local revenue sources can only be exploited, or can be exploited more efficiently, by locally based administrations.

However, although there is some basis to all these arguments, there is another side of the story.  Decentralisation only reduces the financial burden on the central government if it is accompanied by a substantial reduction in the size of the central government bureaucracy.  Moreover, even if it succeeds in so doing, it does not reduce the financial burden on the public sector as a whole or, in cases where functions are decentralised to the private sector1 the burden on society in general.  In effect, therefore, decentralisation can be no more than a means of transferring the daunting challenge of financing public services from the central government to other institutions - or to put it more bluntly, of "passing the buck".

Furthermore, decentralisation does not (as already indicated) always result in more efficient use of existing resources.  Nor does it necessarily expand the local revenue base, since local institutions can only raise additional revenue if they have the necessary legal powers, administrative capacity and local political support.  Once again, it all depends on the form which decentralisation takes and the way in which it is implemented.  Unfortunately, the lessons of past experience suggest that, in practice, decentralisation tends to result either in a significant increase in overall public expenditure or in cash-strapped local institutions which lack the financial resources necessary to perform the functions which have been decentralised to them.

2.5
Conclusion

A number of important conclusions emerge from the analysis of the objectives of decentralisation, notably:

1. Decentralisation can be advocated for many different reasons.  The diversity of objectives applies not only to decentralisation in general but to particular decentralisation initiatives.  In other words, most such initiatives have a number of different objectives.

2. The desirability of any particular objective depends on one's point of view.  From the point of view of local authorities and local development (and therefore of this conference), the most important objectives are probably local empowerment and administrative efficiency and effectiveness.

3. Most decentralisation initiatives have both explicit and implicit objectives.  Those objectives likely to appeal to the general public, such as local empowerment and administrative efficiency, are generally explicitly stated, while less popular ones, such as increasing central control and "passing the buck", are unlikely to be voiced.

4. There are conflicts between some of the objectives of decentralisation.  For example, it is very difficult, if not impossible, to effectively empower local communities while at the same time increasing central control over local administration, or to make major improvements in administrative performance at the same time as drastic cuts in public expenditure.

5. Although there are many arguments for decentralisation, there are also many arguments against it.  In fact, as one author has put it:

Many of the arguments for, and against, decentralisation are as Herbert Samora pointed out "like proverbs".  "For almost every principle one can find an equally plausible and acceptable contradictory principle".  Decentralisation promotes efficiency and reduces it.  Decentralisation enhances national unity and inhibits it.  And so on.  (Larmour, 1985, p.353).

6. The extent to which decentralisation actually achieves a particular objective depends to a large extent on the form which that particular decentralisation initiative takes own areas.  Similarly, if the main objective is to improve the co-ordination of rural development activities, it is necessary that all the functions related to rural development (e.g. agricultural extension and marketing, rural infrastructure and services) are included.

And if the main objective is to reduce central government expenditure, the functions decentralised must be those which involve significant cost to the government.

3.
THE FORMS WHICH DECENTRALISATION MAY TAKE

3.1
Introduction

Decentralisation may take many different forms and, as already indicated in section 2 above, there is a close relationship between the objectives of decentralisation and the form which it takes.  This relationship is both inevitable and critical.  It is inevitable in the sense that the reason why decentralisation can be advocated for many different reasons is that it can take many different forms.  And it is critical in that the extent to which decentralisation achieves any particular objective depends on whether the form which it takes is appropriate for that objective.  This section of the paper looks at the diverse forms which decentralisation may take and their relevance in terms of the various objectives identified above.

Most writers divide the different forms of decentralisation into a few broad categories.  For example, three types of decentralisation commonly recognised are devolution, deconcentration and privatisation: However, my own experience suggests that such categorisations are so broad that they do not adequately demonstrate the relationship between objectives and form.  In this section, therefore, I shall focus on the criteria used to distinguish between different forms of decentralisation.  I shall examine five types of criteria, or (to put it another way) five different dimensions of decentralisation.  These criteria, or dimensions, are: the types of functions decentralised; the types of powers decentralised in relation to those functions; the level to which the powers are decentralised; the institutions to which they are decentralised; and the method of decentralisation.

3.2
The Types of functions Decentralised

Governments are responsible for a wide range of activities and decentralisation may involve any of these.  In some cases, for example, it is confined to one sector.  (e.g. education), or even to one part of that sector (e.g. primary education), while in other cases, it involves almost all functions other than those such as defence, foreign relations and international trade.  The number and type of functions transferred from national to sub-national level has a major impact on the extent to which decentralisation achieves any particular objective.

In terms of number, the more functions which are transferred and the more significant those functions are, the more impact decentralisation is likely to have.  The transfer of a small number of insignificant functions does little to achieve any objective - other than that of retaining central control over local administration.  However, it is of course also true that the more functions that are transferred, the more damage will be done if local institutions abuse or misuse the powers bestowed upon them.

In terms of type, there is a need to match the type of functions decentralised with the particular objectives of decentralisation.  For example, if local empowerment is the main objective, decentralisation must involve those functions which are necessary - and which local institutions themselves consider necessary - to give them more control over the development of their

3.3
The Types of Powers Decentralised

The administration of any government function is a complex affair, involving the exercise of a variety of different types of power.  For example, primary education involves the planning, construction and maintenance of schools, the training, appointment, payment and discipline of teachers, the design of curriculum, the determination and collection of fees, the inspection of schools, and the setting and marking of examinations.  A policy for the decentralisation of education must, therefore, specify not only that primary education will be decentralised but which of these many powers will be transferred, and its impact on the local education system will depend on the nature and extent of those powers.

The experience of past decentralisation efforts suggests that the degree and form of power decentralised is often insufficient to achieve the explicit or stated objectives of decentralisation.  Sometimes this is because there has been insufficient analysis of the type of decentralisation required, but in other cases it is because the decentralisation of more substantial powers would jeopardise other, implicit objectives of the decentralisation programme (for example, reducing public expenditure or retaining central control) - or is blocked by those sectors of the government who are opposed to decentralisation altogether.

The following manifestation of these problems are particularly common:

1. All that is done to decentralise a function is to make a policy statement to that effect or to include it in the list of functions which local authorities are legally permitted to perform.  For example, local authorities are legally allowed to operate primary schools, but nothing is done to transfer powers in relation to the existing primary schools.  In effect, therefore, all that local authorities can do - if, that is, they can find the necessary resources - is to run a parallel primary education system which is not recognised by national education authorities.

2. Decentralisation is confined to the power to plan a function, but not to implement it.  For example, local authorities are often given the power to "plan the development of their areas", but are not given any control over the various central government agencies which currently undertake most "development" activity.

3. Decentralisation is confined to capital development.  For example, local authorities are given the power to plan, construct and maintain primary schools, but they are not given any control over the operation of these schools, such as the recruitment and discipline of teachers, or the subject matter taught.

4. The decentralisation of a function is not accompanied by the financial own areas.  Similarly, if the main objective is to improve the co-ordination of rural development activities, it is necessary that all the functions related to rural development (e.g. agricultural extension and marketing, rural infrastructure and services) are included.  And if the main objective is to reduce central government expenditure, the functions decentralised must be those which involve significant cost to the government.

The Types of Powers Decentralised

The administration of any government function is a complex affair, involving the exercise of a variety of different types of power.  For example, primary education involves the planning, construction and maintenance of schools, the training, appointment, payment and discipline of teachers, the design of curriculum, the determination and collection of fees, the inspection of schools, and the setting and marking of examinations.  A policy for the decentralisation of education must, therefore, specify not only that primary education will be decentralised but which of these many powers will be transferred, and its impact on the local education system will depend on the nature and extent of those powers.

The experience of past decentralisation efforts suggests that the degree and form of power decentralised is often insufficient to achieve the explicit or stated objectives of decentralisation.  Sometimes this is because there has been insufficient analysis of the type of decentralisation required, but in other cases it is because the decentralisation of more substantial powers would jeopardise other, implicit objectives of the decentralisation programme (for example, reducing public expenditure or retaining central control) - or is blocked by those sectors of the government who are opposed to decentralisation altogether.

The following manifestation of these problems are particularly common:

1. All that is done to decentralise a function is to make a policy statement to that effect or to include it in the list of functions which local authorities are legally permitted to perform.  For example, local authorities are legally allowed to operate primary schools, but nothing is done to transfer powers in relation to the existing primary schools.  In effect, therefore, all that local authorities can do - if, that is, they can find the necessary resources - is to run a parallel primary education system which is not recognised by national education authorities.

2. Decentralisation is confined to the power to plan a function, but not to implement it For example, local authorities are often given the power to "plan the development of their areas", but are not given any control over the various central government agencies which currently undertake most "development" activity.

3. Decentralisation is confined to capital development.  For example, local authorities are given the power to plan, construct and maintain primary schools, but they are not given any control over the operation of these schools, such as the recruitment and discipline of teachers, or the subject matter taught.

4. The decentralisation of a function is not accompanied by the financial resources to operate the function effectively.  For example, local authorities are given responsibility for the construction and maintenance of primary schools and the recruitment and payment of teachers, but they are not given adequate grants or revenue raising powers to do so.  In some cases, they are not even given the power to raise school fees or levies, while in others the level of fees which they would have to charge is politically unacceptable and/or practically impossible given the average level of incomes in the area.

3.4
The level to which Powers are Decentralised

Powers may be decentralised to institutions at any level (i.e..  tier) in the political and administrative hierarchy, from a relatively small number of provinces or states to a multitude of community-level institutions, and the choice of level plays an important part in determining the impact of the decentralisation.  

The most effective level of decentralisation varies from one objective to another; for some purposes a higher level is appropriate and for others a lower level.  Consequently, the most effective administrative systems have a hierarchy of levels and those responsible for the design of a decentralisation reform should, if they have the mandate to do so, review the division of powers between all these levels.  However, if the main objective is to reduce public expenditure, the number of levels should be limited, since an increase in the number of levels inevitably tends to result in an increase in the cost of administration.

The most appropriate level in terms of any particular objective depends in part on the size and administrative structure of the country concerned.  In general, however, three basic levels are of particular importance and most decentralisation initiatives focus on one or more of these.  They are:

1. The "state" level: This level of administration, often also known as a province or region, is necessary in larger countries, where the number of lower level institutions is too large to communicate directly with the centre.  In some cases, substantial policy​making powers are decentralised to this level, the extreme case being a federal system of government; but in others the main roles of institutions at this level are to monitor and supervise the lower tiers and facilitate communication between them and the centre.

2. The "district" level: This is probably the most common level to which powers are decentralised.  It is the most important level for purposes of administrative efficiency and effectiveness, since it is the lowest level at which many professional and technical staff are located and the level at which local development programmes are actually administered.  Furthermore, it has an important role to play in terms of local empowerment, since it is the highest level at which political institutions can be effectively representative and, therefore, the level at which "local authorities" usually exist.

3. The "community" level: This is the most important level for purposes of achieving genuine local empowerment and effective participation in the planning and implementation of development activities.  Decentralisation to the district level is necessary but not sufficient for such purposes, since power and influence is concentrated in the hands of a small elite who do not necessarily represent the views or interests of the majority.

The process of decentralisation from one sub-national level to another is as complex as that of decentralising from the national level.  Experience suggests that, at each level, there tends to be a reluctance to decentralise powers to the level below.  Thus, state governments are (as the experience of countries like Nigeria and India has shown) more likely to reduce rather than increase the powers of local authorities, while local authorities themselves are frequently criticised for not promoting community involvement or empowerment.  Consequently, one of the ironies of decentralisation is that a government in which powers are concentrated at the centre may be more effective in establishing powerful community-based institutions than one in which powers are decentralised to strong regional or state governments.

The Institutions of which Powers are Decentralised

As already indicated in section 1, powers may be decentralised to a wide variety of institutional any particular level.  The range includes government and non-government institutions, individuals and collective organisations, politicians and professionals, appointed officials and elected representatives.  Moreover, the quality of individual institutions also varies greatly.  No two local government councils or district development committees are equally effective, nor are two councillors, chiefs or district administrators, or two NGOs or commercial companies.  Both the type and the quality of the institution have a very important impact on the extent to which decentralisation can, and does achieve any particular objective.

In terms of the type of institution, five main categories may be recognised, although there is considerable variation within each category and overlap between them.  These categories are:

1. Elected Local governments: These are political institutions, composed entirely or largely of locally elected representatives.  They are one of the most popular decentralised institutions today, especially in the eyes of international agencies, since they are the most obviously "democratic".  Because they are locally elected and relatively autonomous, they can be one of the most effective means of promoting local empowerment, popular participation and an efficient and responsive administration.  However, the achievement of these objectives may be hampered by abuse of power and resources, inadequate technical expertise, local political conflicts, and conflicts between councillors and officials.

2. Local administrations: This term is used here to refer to administrative representatives of central government agencies at sub-national level.  These representatives may hold power individually or collectively.  Examples of the former occur in cases where powers are decentralised to a general administrator with overall co-ordinating powers (such as the district commissioners of the colonial era) or, on a sector-by-sector basis, to the local heads of each sectoral agency concerned, while examples of the latter are the regional or district "development committees" or "co-ordination committees" committees established in many countries to co-ordinate planning and administration at local level.  The main advantage of these institutions is their technical expertise and the fact that they are detached from local politics.  However, their capacity to respond to local needs and demands is constrained by national policies and bureaucratic procedures.

3. Traditional leaders: This term is widely used to refer to those holding power under political systems dating back to pre-colonial days, although in practice such systems have usually been substantially modified by both colonial and post-colonial administrations.  In many cases they inherit their leadership positions, rather than being elected or appointed.  Although their role today varies widely from country to country, it tends to be relatively minor and focused on matters of customary law and tradition.  However, in many cases they command a high degree of respect within local communities and so provide a valuable basis for achieving local empowerment and popular participation.

4. Quasi political institutions: I am using this term to cover a variety of institutions which play a political role similar to that of conventional local governments but in which only a few if any of the members are locally elected.  It includes conventional local governments in which the majority of members are appointed by the government or ruling party, "development councils" or "development committees" composed of a mixture of elected and appointed members (often including administrative officials and/or traditional leaders), and political appointees with overall co-ordinating or governing powers (such as governors, resident ministers or politically-appointed regional or district commissioners.  Decentralisation to this type of institution was a common characteristic of the "one-party state model", since it is a means of harnessing and co-ordinating the many different institutions involved in local development activities while at the same retaining overall national control.  In other words, it can be a relatively effective instrument for improving administrative performance but is less effective in terms of local empowerment.

5. Private institutions: This category includes commercial institutions, non-profit making organisations (the conventional "NGOs"), and a variety of membership organisations (sometimes known as "community-based organisations" or more broadly, institutions of "civil society").  Decentralisation to such institutions is part of the wider process of "privatisation which is currently one of the main strategies advocated by international agencies such as the IMF and World Bank, as part of its policy of reducing the role of the state.  At sub-national level, it is manifested in two main forms: the planned transfer or "contracting-out" of functions from central or local government authorities (e.g. the contracting out of non-professional functions in schools and health institutions) and the unplanned take-over of essential services which government institutions no longer have the financial or administrative capacity to provide (e.g. increases in private education and health facilities, increased NGO involvement in activities such as health, education and disaster relief).  The potential benefits of such privatisation are not only a reduction in public expenditure but also increased efficiency.  However, experience suggests, firstly, that these qualities are not always realised and secondly, that any benefits that are achieved are often at least partially outweighed by costs, particularly increased financial costs to consumers and a tendency to respond to market demand rather than actual need, both of which result in inequality in access to services, with disadvantaged members of the community losing out.

Turning now to the quality of the institutions to which powers are decentralised, the most critical qualities are those of representation, expertise and integrity.  An efficient and effective local institution is one which represents the interests of the majority of the population, has the expertise necessary to perform the functions bestowed upon it, and -probably most important of all - is honest, hard-working and committed to the service of the community.  These qualities are so important that, in my view, their impact on the effectiveness of decentralisation is more important than the type of institution.  Two examples will illustrate this point.

Firstly, there was a great deal of debate a few years ago about the relative merits of elected local governments and the quasi-political institutions established under one-party state systems.  In my view, much of this debate was misguided, since the critical questions were, in fact, the amount of effective power (especially financial power) decentralised to the institutions and the quality of the individuals holding office.  For example, an elected local government which lacks the financial resources to perform its functions and is composed of corrupt and lazy councillors who represent the interests of a small minority of the population is far worse than a council or committee appointed by the central government but with adequate power and financial resources and composed of honest, committed and knowledgeable people.

Similarly, there is much debate today about the advantages and disadvantages of government and non-government institutions, when in fact there is as much variation between one government or non-government institution and another as there is between the two types of institution.  For example, NGOs tend to have a reputation for being efficient, participatory in their approach, and composed of people who are hard-working, incorrupt and committed to the ideals of "development".  However, many NGOs are inefficient and dictatorial in their approach, and many NGO staff are corrupt, lazy and self-centred - and because they are not accountable to the general public, these shortcomings often go unnoticed.  Similarly, private enterprises are widely regarded as being more efficient and cost-effective than government institutions and relatively free from vices such as corruption and nepotism.  In reality, however, there are many inefficient private enterprises (that is why many go out of business) and there is much corruption and nepotism, not only within such enterprises but also in the process of privatising or contracting out services to them.

3.6
The Method of Decentralisation

Finally, the process of decentralisation may be authorised or legitimised in a variety of ways.  The main ways are:

incorporation into the national constitution;

enactment through ordinary legislation (i.e..  an act of parliament); 

high level administrative instruction (e.g. a presidential decree);

routine administrative instruction (e.g. a departmental memorandum); and

informal or de facto arrangement (as, for example, when local institutions seize power by force or assume functions which the central government has involuntarily abandoned for political or economic reasons).

The choice of method does not affect the impact of decentralisation directly.  However, it affects the significance and, in particular, the permanence of the changes made.  The five alternatives above are listed in decreasing order of significance and permanence.  If, for example, the existence and powers of local governments (or other institutions to which powers are devolved are enshrined in the constitution, no-one can ignore or bypass them, abolish them or reduce their powers without disregarding or amending the constitution.  A routine administrative instruction, on the other hand, can be easily withdrawn or amended by a senior official in the agency concerned, while an informal or de facto arrangement is inherently unstable and liable to change at any time.

3.7
Conclusion

It is evident from the above overview of the various dimensions of decentralisation that the design of any form of decentralisation reform is highly complex.  It would be complex even if it was merely a question of choosing the right type of decentralisation for one specific objective in a non-political environment.  But, as we have seen in section 2, most decentralisation reforms are highly political and controversial processes, designed to achieve a number of different objectives, only some of which are explicitly stated, and each of these objectives requires a different type of decentralisation.  This is one of the main reasons why such reforms frequently fail to achieve one or more of the intended objectives, and why their implementation is often delayed - sometimes indefinitely.

4.
THE IMPLEMENTATION OF DECENTRALISATION POLICIES

4.1 
Introduction

As already indicated in previous sections, there are many problems associated with the implementation of decentralisation policies.  These include:

conflicts over, and delays in, the approval of proposed

policies; (ii) modification of the original proposals before or after their approval;

long delays in the process of implementation;

failure to implement some or all components of the programme; and

failure of the institutions to which powers are decentralise to exercise these powers efficiently and effectively.

Experience suggests that four main factors determine the extent to which decentralisation policies are implemented as planned and, therefore, achieve the intended objectives.  They are: the political context; the organisational capacity at national level; the capacity of local institutions; and the macro-economic environment.  These are examined in turn below.

4.2
Political Context

The political context within which decentralisation occurs has a major impact on the implementation process.  This point is widely recognised, but the nature of the impact is often poorly understood.  There is, in particular, a tendency to blame implementation problems on a lack of "political will".  Cheema and Rondinelli (1983), for example, concluded that this was the main reason for the disappointing record of many decentralisation initiatives in the 1970s.  Moreover, they went on to recommend that more effort be made to convince governments that it is in their interests to decentralise.  This sort of analysis is over-simplistic, in that it grossly underestimates the political complexity and sensitivity of decentralisation.  It ignores the fact that governments are composed of many different interest groups, each with its own views about and interests in decentralisation, and that policy decisions are the result of a process of bargaining between these various interest groups.  Furthermore, it fails to recognise that it is often not in the interests of many of the individuals and groups which constitute "the government" to decentralise power, or ~t least to do so in the way or to the extent required to achieve the explicit or stated objectives of decentralisation.

At the risk of myself over-simplifying the situation, three main types of political context may be identified:

1.
Political control concentrated: Ironically, decentralisation policies are probably most likely to be implemented effectively in situations where the government is politically secure and power is concentrated in the hands of a relatively small group of people.  A secure government can afford to decentralise a substantial amount of power without threatening its own existence, while the centralisation of power enables the key leaders to make and implement policy decisions without undue interference from other interest groups within the government.  The extent and type of power which is decentralised in such a situation is inevitably limited to that which the government is prepared to relinquish.  However, it is often sufficient to have a substantial impact, resulting in particular in significant improvements in administrative performance but often also in a considerable amount of local empowerment.  The decentralisation in Uganda under Museveni's government provides a good example of such a situation.  

2.
Political control collapsed: The opposite situation is one in which the government has lost effective control of the country and decentralisation is forced upon it by external circumstances.  This is likely to occur either as a result of secessionist pressure from regional or ethnic groups, which force the government to decentralise powers in order to avoid the political disintegration of the state, or in cases where there is a breakdown of political and administrative systems, which forces local institutions (in this case, usually non-government institutions) to take over the provision of essential services.  The cases of Sri Lanka and Papua New Guinea cited earlier are examples of the former situation, while the latter occurs in countries such as Sierra Leone and the Democratic Republic of Congo, where there have been long periods of civil war and/or mal-administration.  In such situations, decentralisation occurs but seldom in a planned manner.  Consequently, the reforms tend to be poorly designed and piecemeal in nature and the situation is highly unstable..  However, such decentralisation can also result in genuine local empowerment, in the sense that local institutions, either by choice or by necessity, take effective control over local activities.

3.
Political control diffused: The most common situation is one in which the government is in overall control but political power is diffused among many different interest groups, including not only internal groups but also external agencies such as the IMF, World Bank and related bilateral agencies.  In this context, the implementation of decentralisation (or any other) policies is very difficult because of the many different interest groups involved.  Many past and present decentralisation programmes in Eastern and Southern Africa fall into this category.  Progress tends to be slow and piecemeal in nature and the reforms which are implemented often differ from those originally intended and may even conflict with each other.  However, even in such situations, some significant - and often unexpected - benefits may occur.  In Zimbabwe, for example, there has as yet been very little substantial transfer of functions from central to local levels of government, due primarily to failure to reach a consensus on the nature and extent of powers to be decentralised.  However, since the concept of decentralisation has received widespread support from international and bilateral agencies, substantial amounts of development funding are now being channelled through local government councils, thereby not only improving the councils' financial position but also enhancing their political status, nationally and locally.

4.3
Organisational Capacity at National Level

Decentralisation is a complex process, even if it is confined to one sector or agency, but particularly if, as is often the case, it involves a number of different sectoral activities and, therefore, ministries or departments.  Consequently, the implementation of decentralisation policies requires detailed planning and co-ordination, which in turn requires the establishment of organisational structures and procedures designed specifically to facilitate the implementation process.  Failure to do so tends to result in very slow implementation progress, piecemeal decentralisation, and/or the decentralisation of functions without a complementary reorganisation and contraction of central government activities.  Unfortunately, this is often only realised after several years of ineffective implementation.

Experience suggests that the implementation structures and procedures should have four main components:

1.
High level political support and direction: There is a need to ensure that the implementation process is led by some one who is specifically committed to decentralisation and has a high degree of political control and influence.  Where decentralisation involves a number of different sectoral activities, this is often done either by appointing a special minister specifically responsible for decentralisation or by bestowing such responsibility on the president or prime minister.  In the context of this meeting, it is perhaps significant to note that ministers of local government often experience problems in playing this leadership role.  This is partly because they have other functional responsibilities but primarily because they lack authority over other ministers, many of whom fear (not always without ,justification) that the minister of local government will use decentralisation as a means of strengthening his own position vis-a-vis, their own.  In the less complex cases where decentralisation is confined to one se9tor, the important thing is to have ministerial support.

2.
Special administrative unit: There is also need for a special administrative unit, composed of a small team of staff whose full-time job is-to oversee and co-ordinate the implementation process.  The main reason for this is that administrative staff who have other duties lack the time and commitment necessary.  The unit should be located in a position where it has easy access to the minister or other political leader responsible for decentralisation.

3.
Co-ordinating structures: Decentralisation involves a number of different ministries or departments, or, if confined to one agency, divisions within that agency.  Consequently, there must be co-ordinating structures to enable the ministry or division responsible for decentralisation to ensure that others are aware of what is going on and play their role as and when required.  These structures usually take the form of co-ordinating committees.  Ideally, they are required at a several different levels; for example, at ministerial, permanent secretary and operational level.

4.
Implementation plan: Finally, there is need for an implementation plan, which spells out what is to be done, when and by whom.  The process of preparing such a plan helps to ensure that all components of the exercise are considered and properly planned, and even if - as is almost inevitably the case - it is not always possible to keep to the plan, its existence assists in monitoring implementation progress.

4.4
Capacity of Local Institutions

A lack of professional, technical or political capacity at local level is a common problem which can seriously hamper the effectiveness of a decentralisation programme.  This does not mean that functions should not be decentralised, although central government agencies who are opposed to decentralisation for other reasons often try to argue to the contrary.  What is does mean is that decentralisation must be accompanied by specific measures to enhance the capacity of local institutions, so that they are able to perform -the functions decentralised to them.  This capacity building programme should be an integral part of the implementation process.  Zimbabwe provides an interesting example of a case where a concerted effort is being made to develop the capacity of local government councils.  In this case, the capacity building initiatives, which are supported by a consortium of external agencies, began before there were serious plans to decentralise functions.  The main objectives at this time were to facilitate the implementation of a major reorganisation of rural local government and to enhance the capacity to administer the increased amount of donor funding channelled through local authorities.  However, they are now regarded as an integral part of the government's decentralisation programme.

Lessons from Zimbabwe and elsewhere suggest that "capacity" is a complex concept, which includes powers, resources, skills and organisational culture.  The process of capacity building must therefore include the delegation of powers (e.g. revenue raising powers), the provision of resources (e.g. finance, manpower, capital assets) or the means to acquire such resources, professional and technical training, and the promotion of an appropriate organisational culture.  It also suggests that institutions (like individuals) learn to perform new functions most effectively by actually to doing them, provided that during the learning period their performance is monitored and they receive advice and support.  This "learning by doing" approach is the core of Zimbabwe's rural district councils capacity building programme.

4.5
Macro-Economic Environment

Most countries in Eastern and Southern Africa - and, in fact, in many parts of the world -have since the early 1980s been experiencing severe macroeconomic problems, including low rates of economic growth, cutbacks in government expenditure, and increases in unemployment, poverty, and inequality.  These problems have had a major effect on the implementation of decentralisation.

One could argue that some of these effects have been positive.  For example, the cutbacks in government expenditure have forced governments to implement decentralisation policies which have been on the cards for years.  Moreover, they have also forced both local institutions (public and private) and the general public to become more independent and find ways of raising their own resources and meeting their own needs in terms of infrastructure and services.

However, in my view, the main effects have been negative.  The basic problem is that the main motive for decentralisation has been to "pass the buck".  The reason why governments are now implementing decentralisation programmes which should have been implemented years ago is that they now want to divest themselves of the increasingly difficult task of providing the quantity and quality of services demanded by the electorate.  Consequently, the decentralisation of functions is seldom accompanied by a corresponding increase in the financial resources or revenue raising powers of the institutions to which these functions are transferred.  This in turn means that there is little chance that decentralisation will result in any improvement in the quantity or quality of service provision, at least for the majority of the population who cannot afford such things as private education and health care services.  Moreover, since local institutions are now responsible for providing such services, they are the ones who are blamed for the poor quality of service provision - and often also for associated problems for which they are not responsible, such as unemployment and inflation.

This does not mean that decentralisation cannot make any positive contribution to "development" in the current macro-economic situation.  What it does mean is that decentralisation does not solve the main macro-economic problems which most countries are facing.  It merely transfers some of the responsibility for so doing from one spatial level to another - and to a level which does not have the powers or resources necessary to tackle the main underlying causes of the problems.  Furthermore, any benefits which do result from decentralisation are likely to be undermined or outweighed by the fact that the basic problems of unemployment, poverty and inequality remain, and in many cases are getting worse.

5.
CONCLUSION

I hope that by now I have made it clear that decentralisation is a highly complex process which is difficult to plan and implement and is certainly not a panacea for all evils.  However, my objective in painting this rather pessimistic picture is not to discourage any attempt at decentralisation but to ensure that those involved have a realistic understanding not only of its potential but also of its problems and limitations.  Therefore, in order to conclude on a more positive note, I shall in this section summarise the main lessons which we have learned about the way to ensure the effectiveness of decentralisation strategies.

The analysis in this paper suggests that decentralisation is most likely to make a positive contribution to, as the 1962 United Nations handbook on decentralisation put it, "national and local development", if the following conditions are met:

1.
The objectives of decentralisation should be clearly understood and explicitly stated.  The main objectives should be local empowerment and/or an improvement in administrative performance.  Other objectives should only be included if, or to the extent that, they do not have conflicting implications in terms of the type of decentralisation required.

2.
The form which decentralisation takes should be carefully planned, in order to ensure that it is consistent with the objectives.  This should include an analysis of the types of functions to be decentralised, the powers to be decentralised in relation to those functions, the levels and institutions to which there powers are decentralised, and the method of decentralisation.

3.
The implementation of decentralisation should also be carefully planned.  It should be co-ordinated by a special administrative unit with high level political support and should include a programme of capacity building for the local institutions to which powers will be decentralised.

4.
The political environment should be conducive to decentralisation.  Ideally, decentralisation should be implemented by a government which has the political strength to be able to afford to devolve powers and the cohesion to ensure that policy decisions are implemented quickly and efficiently.

5.
The macro-economic environment should also be conducive to decentralisation.  Ideally, decentralisation should be implemented in a situation where economic growth and social development are already taking place.  It should not itself be used as a means of either solving or avoiding major macro-economic problems.

I should emphasise that these are not the minimum conditions necessary for decentralisation, but those under which decentralisation is most likely to be effective.  I realise that it would be unrealistic to expect any country to meet alt these conditions.  The above list is, therefore1 intended to serve two purposes: firstly, to provide a set of goals to which any government genuinely concerned to decentralise may at least aspire; and secondly, to assist those concerned to predict or understand the problems which will inevitably occur if some or all of these conditions are not met.
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1.
Introduction

Zimbabwe's local government system, like elsewhere in Africa, has evolved from a political and legal framework which placed respect in values and norms of its colonial masters since it went through a period of over ninety years of colonial rule until April, 1980 when the country became independent as an outcome of a protracted, bitter and armed liberation struggle.

The country's philosophy of local government is that it is a creature of statute; thereby defining the relationship between central government and local government as one of principal and agent.   This relationship is an acknowledgement of the stark reality that public services and infrastructural development are best attended to by local institutions established through a democratic process and enjoying a degree of autonomy with inbuilt checks and balances that guarantee equitable power and responsibility sharing between the state and its substructures so as to uphold the sanctity of the rights and expectations of the general populace.

In this context the Zimbabwean system has to be seen and understood as a "local government system in transition".  A brief historical perspective will enhance our appreciation of this assessment.

2.
The Pre-Independent Local Government System

At Independence Zimbabwe inherited a system of local government that was tripartite in structure.  This structure was a product of policies based on racial segregation which defined separate residential areas for whites and blacks to enable preferential distribution of resources and services to the white minority in their "white areas" to the neglect of the black majority who were seen only as a source of cheap labour and state revenue.  Hence the following three types of local authorities:

2.1
African Councils

The African council was a local government unit whose area of jurisdiction was congruent with the area of jurisdiction of the Chief who was the local traditional leader.  The District Commissioner was the President of all African Councils in his administrative district while each Chief was the Vice President with appointed councillors chosen for their loyalty or acquiescence to the system.  There were over 260 African Councils as compared to the current fifty-seven.  These were rural local authorities for the "Reserves" or "Tribal Trust Lands" (now called Communal Areas).   African Councils were therefore small, fragmented and unviable local government units which depended on a patronage system at the expense of democracy.  These were established in an environment of severe marginalisation characterised by abject poverty.

2.2
Rural Councils were also rural local authorities that were set up in the wholly white owned large scale commercial farming areas demarcated as such for their viability in terms of size, good quality soils and good rainfall.  These areas are highly productive in terms of agricultural activities depending, of course, on the cheap labour from the "Reserves".  The Rural Councils were a type of local authority that evolved out of Roads Committees that had been set up in order to develop the road network that serviced these farming areas.

3.0
Local Government Reforms

It is obvious that at Independence, the Zimbabwean Government faced political demands for the institution of reforms in the various sectors of the political system including the local government sector.  The reforms took the following pattern:

3.1
The Establishment of District Councils

The African Councils were abolished and in their place were established fifty-five District Councils; larger geographical units whose size--and boundaries encompassed all the communal land in an administrative district and were no longer tribally based as all the Chiefs in an administrative district fell under the ambit of one district council area.  The councils were democratically elected and were charged with developmental functions.

The white District Commissioner was replaced by the District Administrator whose mission towards the District Council was one of development and facilitation rather than control.  This was a strategy to intensify rural development through the reconstruction of war-damaged infrastructure and the creation of new development to correct the imbalance caused by the colonial situation.  Similarly at provincial level, the Provincial Administrator replaced the Provincial Commissioner.

Sub-district structures were set up to enhance the democratisation of the development process through the active involvement of the stakeholders in the planning and implementation of development projects and programmes.  The Prime Ministers' Directive of 1984 was instrumental to the creation of village and ward development committees as a basis for local initiatives in the formulation of development proposals.

The Directive was strengthened by the Provincial Councils and Administration Act of 1985 which saw the appointment of Provincial Governors (Resident Ministers) who were charged with co-ordinative, consultative, developmental and political functions in order to ensure the speedier and more co-ordinated development of districts and provinces through their chairmanship of Provincial Councils mainly composed of representatives from the Councils in the province ~n~l serviced by the Provincial Development Committee comprising of technocrats in the province led by the Provincial Administrator.

These local government reforms and the introduction of new structures and institutions, while they enhanced democracy and accelerated development, did not however change the structure of local government since it still remained tripartite in structure and Facial in outlook particularly as it related to the rural areas.

3.1
The Establishment of Rural District Councils

In 1988 Parliament promulgated the Rural District Councils Act with a view to d'nifying District and Rural Councils.  The major objective of this exercise was the rationalisation of local government in the rural areas.  In effect, this Act established one rural local authority in each given administrative district unlike the previous arrangement whereby two or more rural local authorities were providing essentially the same services to their respective areas of jurisdiction.  The amalgamation of the rural and district councils was seen as necessary by the government to dismantle the former racially based local government system and to create for the rural areas a local government system that would promote nation building through interaction across the colour line.  The creation and promotion of this mutual understanding was seen as a prerequisite for the equitable provision of services and resource sharing particularly as it is related to the question of land for resettlement programmes.  The reform gave effect to the bipartite system of local government that we still have today i.e.  Rural District Council and Urban Councils.  It should be pointed out that although the Act was promulgated in 1988 it did not come into effect until 1992 because of the long preparatory process that was necessary for its implementation.

3.2
Reforms in Urban Local Authorities

From 1980 to 1995, Urban Councils were administered through the Urban Councils Act (Chapter 214).  After a close examination of this Act, and the incompetencies and improper practices that seemed to prevail in Urban Councils, it became clear to government that there was no co-ordination in council's business and a lack of loyalty on the part of councillors to a common cause to the detriment of development in the council's area of jurisdiction.  It was realised that the governance of Urban Councils under the same act was weak and full of flaws because of inappropriate Structures, weak institutions and slack procedures.

As a result, there were unclear lines of accountability, council activities were not transparent, and, in the event, efficiency suffered.  The mayor, whose functions were ceremonial in nature, was elected by his fellow councillors and therefore owed loyalty to them first and his own constituency second rather than to the entire electorate.

With the reform of the system of urban local governance and the subsequent repeal and replacement of the Act by the Urban Councils Act of 1995, a more responsive and more accountable system of urban local governance was put in place in the cities and municipalities.

The reforms introduced under the new Act did the following:

· elevated the office of mayor to the status of Executive Mayor with the Mayor being elected by all residents of the council area on the basis of universal adult suffrage and with enhanced powers to ensure the co-ordinated and equitable development of the council area;

(
created the Executive Committee to assist the Executive Mayor in decision making on a day to day basis;

(
created the Audit Committee which acts as the watchdog upon those council transactions involving council resources;

(
established the Municipal Procurement Board in order to yield greater ethics in the adjudication of tenders so that in the process fairness, value for money and transparency in the award of such tenders are ensured.

(
also created the Local Government Board whose main purpose is to check against unprofessional and nepotistic appointments in the discharge and engagement of councils staff.

However the position in Town Councils where the Chairman is elected by the councillors still remains.

It is also important to point out that the process of unification that was embarked on in rural areas was also carried out in urban areas in order to transform them from a “two-cities” to a “'one-city” concept Although the physical infrastructure remains dualistic in character access to residential, commercial and social areas as a matter of policy, is now open to everybody irrespective of race.  However, the extent to which the opportunities have been taken advantage of has been largely determined by an individual's economic means.

4 Traditional Leadership

The traditional leaders (Chiefs, Headmen and Village Heads) are an institution of local governance in Zimbabwe that deserves mention.  This institution, which commands respect and influence over various tribal groupings or clans, dates back to pre-colonial times.

However, in process of colonisation, the colonial regimes would have found it impossible to gain territorial control without the support or acquiescence of the traditional leaders which they subsequently secured through force or use of or some persuasive instruments that included appointments, allowances, regalia, judicial and land allocating powers.  The institution was therefore co-opted into the governmental system as part of government's substructure; a situation which prevails today.

At Independence the functions of the institution were re-examined and curtailed because it had become controversial during the war when some of the Chiefs went too far out of their way to support the colonial regime.  Judicial powers and land allocation powers were removed and transferred to Community Courts and District Councils respectively.  However, their influence and control over their communities remained unshaken and it would have been futile not to acknowledge this reality.

A new Act, The Traditional Leaders Act, 1999 which is in the process of being implemented seeks to harmonise the relationships between the elective councils and the traditional institutions.  The Act provides for the establishment of village and ward assembles to be presided over by the respective levels of the traditional leadership and for the expansion of their functions to allow them to play an active role in the governance and development of the rural areas.

5.0
The Ministry of Local Government and National housing

At this juncture it may be appropriate to give a brief account of the Ministry of Local Government and National Housing so that an appreciation is made of its role in relation to the local government system which has been outlined above.

The Ministry's major role is to formulate policy and ensure its implementation through various monitoring, supervisory and facilitatory instruments.  Its functions are best summarised by its Mission Statement, which is: 

"To provide sound administration, local infrastructure, physical planning, land and resettlement services to local authorities, traditional leaders and the general public, facilitate and monitor development initiatives at local authority level and co-ordinate Central Government development thrusts in local authority areas so as to establish sound governance at the local level and contribute to the speedier economic and social development of Zimbabwe."

Housing provision, regulation of urban transport, civil protection and estate management are but a few of the specific functions of the Ministry which can be unpacked from this Mission Statement..  The promotion of sound local governance however, remains the core business of the Ministry as the attainment of this objective makes possible the creation of a conducive environment for the attainment of all other objectives, not only of this Ministry, but of other Ministries and agencies as well, be they private or public.  As can be appreciated the Ministry faces enormous challenges which it must meet through the concerted effort of:

a)
Its own personnel: Minister, Deputy Minister, Permanent Secretary and seven Departmental Heads at Head Office, Provincial Governors/Resident Ministers and Provincial Administrators at eight provincial offices and fifty-seven District Administrators at district level.

b)
Other Sector Ministries: Over twenty of them including the key Ministry of Finance since Ministry of Local Government and National Housing is the main co-ordinating Ministry.

c)
All the Local Authorities:

57
Rural District Councils

5 
Cities

11
 Municipalities

5 
Town Councils

4 
Local Boards

6.0
Challenges and Responses

In line with the theme of this Conference: "Challenges Facing Local Governments in Africa in the 21st Century" it becomes an imperative for this presentation to single out and comment briefly on some of the issues that influence our country's vision of the local government system of the next millennium whether they maybe unique to Zimbabwe or similar to other countries.

6.1
Service Delivery- Measure

The measure of a successful local government system lies in its ability to deliver.  efficiently and effectively services to the inhabitants of the area of its jurisdiction.  Service delivery is seen as being at the core of the contract between the council and its inhabitants both as an electorate and as rate payers.

The Contract has often been breached in various ways such as water taps running dry or broken boreholes, portholed roads, dysfunctional sewerage Systems, cattle infested with ticks through lack of dipping chemicals, electricity black-outs, contaminated or unpurified water, absence of essential development essential infrastructure or lack of its maintenance, squatter camps and a littered environment etc.

The raison detre of local authorities ties in their ability to deliver services.  A breakdown in service delivery as enumerated above may only be a symptom of the sickness in the local authority’s body system.

A diagnosis may reveal, among others, the following:

· The lack of' “primary health care” approaches to our local government system.

· Faulty and false decentralisation

· Lack of capacity

· Lack of resources

· Wrong or inappropriate attitudes

6.2
Decentralisation and Local Government

Given this background to our local government system and in view of the reforms which have been taken in the system, it is important to note that the Government of Zimbabwe reaffirmed its commitment to the decentralisation process in a major policy statement in 1996.  As may have been observed from what has been recounted so far decentralisation, in our context, entails the transfer of responsibilities from the centre to the local levels.  It is a process that allows for greater participation on the part of the community in the decisions that affect their lives directly and also ensures increased accountability, transparency, efficiency and effectiveness in the delivery of goods and services on the part of the elected local institutions.

6.2.1
Transfer of Powers and Functions

The term decentralisation takes the form of either deconcentration or devolution.  The latter which is of relevance here translates, in our context, into the broad delegation of decision making powers to local authorities, allowing them to take full responsibility within their respective areas of jurisdiction.

This includes the delegation of financial powers as well as the authority to design and execute local developmental projects and programmes.  It involves the transfer of resources, tasks and decision making powers to the local authorities and their lower tier structures which are largely independent of central government and are democratically elected.

6.2.2
Fiscal Decentralisation

With regards the division of fiscal powers this follows the general pattern that all national taxes like those on companies and individuals' incomes, the sale of (goods, commodities and services, excise duties, fees and charges in respect ot nationally provided services are collected by the national fiscus on one hand Local authorities, on the other hand, are empowered to raise taxes based on the capital value of properties and on vehicles, to collect non-tax revenue such as fees, licences, rents, user charges and profits from trading ventures and to receive grants - in - aid for key services such as health, education and roads

6.2.3
Institutional Arrangements for Decentralisation 

Thus when government reaffirmed commitment to the decentralisation process, not only did it reinforce this position but, it went on to enunciate thirteen principles for use by ministries and departments in their transfer of powers to the local authorities.   Furthermore, in order to ensure implementation of the programme and to monitor and evaluate the progress of implementation, government also put in place the institutional structure in the form of an inter-ministerial co-ordinating committee of officials at both the provincial and national levels.  The national committee reports to a working party of Permanent Secretaries, which in turn, reports to Cabinet through a Ministerial Committee on Decentralisation.

Successful Decentralisation rests on the capacity of the local authorities to shoulder the transferred responsibilities.  This capacity has often been found lacking and measures have to be taken to build that capacity within the local authorities.

6.3
Capacity Building Programmes

The other way of tackling some of the inherent problems faced by the local authorities has been the launching of relevant programmes aimed at removing such problems.  Thus in a bid to enhance the capacity of the local authorities particularly the Rural District Councils, the Ministry of Local Government and National Housing launched a five year capacity building programme commencing in October 1996.  The.  programme's objective is to develop the capacity of all Rural District Councils in the country to plan, implement, and manage on a sustainable basis their own district development programmes and to provide and maintain essential services to the rural population.  Its ultimate goal is improved rural service provision leading to increased living standards and a more aware, literate, healthy, economically active and wealthy rural population.

In respect to the urban local authorities, the ministry has also provided institutional capacity building through a programme funded jointly by the Government of Zimbabwe and the World Bank.  Under this programme loan funds for infrastructure provision such as water augmentation, sewerage, road and storm water drainage systems have been made available to the councils together with technical support to ensure that the provision of such key services is handled effectively and efficiently.

Currently the government is exploring the possibility of coming up with a new strategic and integrated successor programme which will encompass the whole local government sector.  An interesting feature of the proposed project is that local governments in Zimbabwe will have an opportunity to fundamentally change the way they will go about providing infrastructure and services.  It is anticipated that central government lending to local governments will decrease and the local authorities will be assisted to become creditworthy to access funds from the open market.

Due care though will be taken to ensure that services will continue to be affordable to the residents of the urban areas served by the local authorities.  It should also be noted therefore that both programmes should be seen as a way not only of ensuring the success of the decentralisation programme embarked upon by government, but also of ensuring that our local government system is better able to cope with the changing environment as we go into the next millennium.

6.4
Centre - Local Fiscal Relations

One area that presents a formidable challenge to the system is that of the centre- local fiscal relationship which, though developed to an appreciable stage, still needs further refinement.

An expenditure analysis, for instance, of the revenue sources that I have stated earlier on would reveal that:-

(
the property taxes commonly known as rates and supplementary charges are used mainly to meet recurrent expenditures, to contribute to capital development and, through stabilisation funds, to provide a hedge against inflationary pressures on council budgets;

(
profits from trading ventures are specifically earmarked for the funding of welfare and recreational facilities;

(
user charges and fees collected from the provision of water, sewerage Systems, education and health are supposed to meet the full cost of providing each one of these services;

(
grants -in-aid are made to assist in the financing of the poor in respect of their education, health and welfare needs as well as to meet the actual cost of the maintenance of state roads traversing local authority area.

The foregoing is meant to emphasise that effective and efficient service delivery depends on the availability of resources.  Efforts are currently underway to examine the whole area of the national and local fiscal arrangements to determine what share local authorities should receive from the national cake so at to enable them to carry out their duties.  Decentralisation without sufficient resources is in reality abdication of responsibilities by Central Government.

6.5
Creation of an Enabling Environment

The other way of ensuring the success of decentralisation efforts is the removal of superfluous or unnecessarily restrictive regulations which inhibit economic activity.  This may involve amending, repealing or replacing existing regulatory and administrative requirements but always with a view to simplify the regulatory framework, reducing burdens on business and facilitating development, innovation and enterprise.  This is what the Government of Zimbabwe has sought to achieve under the deregulation exercise which is also aimed at making local governments, both urban and rural, the engines of economic growth and development through the encouragement of entrepreneurialship and investment promotion within their respective areas of jurisdiction.

7.
Conclusion

From the foregoing it is quite obvious that much has been tackled to ensure that there is new administration machinery established through democratically elected representations to provide and maintain public services and infrastructure at the local level.  Much has also been done to reach out to the local people through decentralised governance to promote an accountable, participative and responsive approach to decision making, development, efficiency and effectiveness in the provision of infrastructure and services to the local communities.

However, much more still needs to be done particularly in view of the increasing globalisation of the environment within which local authorities need to situate themselves.  There is a need for increased participation by our local government system in activities such as information sharing, twinning with other Systems regionally and internationally or through gatherings promoted by organisations such as IULA, AULA, CLGF or MDP.  In this way our system of local government will be able to play the role envisaged by government in the 21st century
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· Political engagement in high level is very important to the decentralisation process going on

· Legal and Institutional arrangements

· In Mozambique one of the priorities in the reconstruction activity post civil war is decentralisation (devolution of power to the local community).

· In October 1992 Rome Agreement signed to END the 16 year of civil war (Government forces and RENAMO guerrilla Movement).

· October 1994 1st multiparty elections.

· priority agenda for government is to submit the 1st Multiparty Parliament the "Municipal Law", for approval.

· Approval of the Municipal Law, Municipal Finance Law, Electoral Law for feasibility.  The election of Municipal Bodies.

· Gradual process to create the Municipalities.  Now we have 33 Municipalities.  23 cities and 10 Townships.

· June 1998- we held the 1st Municipal Elections

· August 1998 - the new elected body start function in municipal bodies.

· The opposition political parties boycotted the municipal elections.

· The Civil Society organises independent groups to participate in the Municipal elections.

· Maputo, Beira, Manhi~a, Matola, Nampula Municipalities have some places/seats in the Municipal Assembly.

THE SYSTEM OF MUNICIPAL BODY EXECUTIVE BODY

EXECUTIVE BODY

· Mayor is elected directly by the population

· The Mayor chooses the members who compose the Executive Body.  Half of the members shall come from Municipal Assembly.

DELIBERATIVE BODY

· The Municipal Assembly composes of 13 up to 54 members (proportional in number of the population of each municipality) who elected by the population, in the list is presented by political parties or groups of people organisations or Non-Governmental Organisations.

RESPONSIBILITIES OF MUNICIPAL ASSEMBLIES
· Approve plans and Budget for the Municipality

· Approve Annual activities Report, accountability Auditing Report

· Approve the Municipal Development Prograrnme (MDP)

· Monitor and control several activities of the Executive Body

· Approval the Municipal Legal instruments, the rate or value of municipal tax.

The responsibilities and functions of Local Authorities defined by law

include:

· Promotion of Development

· Primary education health care

· Water and Energy

· Protection of the environment

· Defence consumer

· Public transport, housing, parks and gardens and markets

· Provide urban infrastructure: roads, traffic regulations

· Management for the use of land.

The Municipalities have patrimonial and financial autonomy defined by Municipal Finance Law.  The objectives of Municipal Finance Law are:

· The Municipalities may prepare.  decide and control their own Budget.  However, it has to observe the annuity, unity, universality and specification of the items and equilibrium principles.

· Make decision to realise expenses for public interest including investments for the benefit of the population of their respective areas of jurisdiction.

· Borrow money in Banks or Financial Institutions for Municipal Investments

· The Municipal Financial System has to observe the general rules and principles that of the National Budgeting System.

· Have joint venture / partnership investment with the Central Government or with other Institutions - public or private.

The main subvention fund is transferred by the Central Government to the municipality.  It is the municipal compensation fund; defined by the Law is 1,5% until 3% of fiscal revenue of central government.

The Law has defined the distribution criteria:

1. Number of population of the Municipality

2. The area

3. The amount of tax collected from local residents

4. Level of development of each municipality

Due to lack of data on the other indicators, actually we are using only the number of population of each municipality.

The parliament decides every year the funds to be transferred to the municipalities, it is done after it approves the Budget.

THE MAIN SOURCES OF REVENUE OF THE MUNICIPALITIES

· Pool tax

· Property tax

· Municipal taxes for small commercial and industrial business

· Other Revenues collected from the rate / tax payers.

Central and Local Government tax sharing

· 30 % taxes which are collected from tourism within the municipality
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I: INTRODUCTION

Today Africa is faced with major challenges as it struggles to take its rightful place in a fast globalising world.  To face up to the challenges in the socio-economic and political spheres it has become imperative for Africa to reconsider past policies and experiences and design new policies, approaches and structures better suited to the dynamic changes taking place.  During the past 15 years or so many countries in Africa have been forced or/and induced to undertake radical economic reforms popularly known as structural adjustment programmes.  The success or failure of these policies and their impact on the socio-economic well being of the people of Africa has been a matter of great academic as well as policy debates in the past decade.

This paper is not about structural adjustment programmes and therefore we will not go into debate on the subject.  However, we would like to point in passing that the major weakness of most structural adjustment programmes have been the obsession with macroeconomic issues with little attention to the need for institutional changes.  Now there is a realisation that institutional arrangements linking the macro level decisions to the micro level implementation of those decisions are crucial for the success of any policy be it in the economic, social or political sphere.  It is this realisation of the importance of institutional changes that has brought the issue of decentralisation to the forefront of policy debate.

Today, there is hardly any country in Africa where decentralisation is not on the political agenda.  The level and the extent of decentralisation differ across countries.  The institutional framework and the form decentralisation takes is also bound to differ.  One thing however, seems to be common to all decentralisation exercises: The awareness that extreme centralised administration has not been conducive for strong nation building or rapid economic growth and transformation and hence the desire to involve people at grass root levels in the process of policy formulation and implementation.

II: DECENTRALISATION AND THE DEVELOPMENT CHALLENGE

Decentralisation may be understood to mean different things and can take different forms.  Decentralisation may mean the attempt to more evenly distribute economic opportunities using different regional policies.  This is what is termed as spatial decentralisation.  On the other hand decentralisation may involve decentralising some of central government functions to branch offices or directorates in regions and districts while the centre retains most of the decision powers and the branch offices having operational autonomy.  This type of decentralisation is mostly motivated by the need for operational efficiency and characterises any large organisations whether in the private or the public sector and is done purely for administrative convenience and hence the term administrative decentralisation.  These two types of decentralisation are not in any way new and has been in operation to greater or lesser extent for a long time in many countries.  Certainly, both spatial decentralisation and administrative decentralisation can potentially contribute to a better pattern of development and more efficient government.  For the purpose of this paper however, decentralisation will be understood to mean decentralising significant functions with the required resources and with sufficient decision autonomy over the functions and resources to a democratically elected lower level government.   This type of comprehensive decentralisation is called fiscal decentralisation.   It is this type of decentralisation which is more conducive for social and economic development and for an equitable distribution of power and resources.

The central aim of fiscal decentralisation is to make communities master of their destiny by empowering them with administrative and legislative powers as well as with the required resources.  It is believed that the nearer the decision loci to those affected by the decision, the better the decision will reflect the interests and preferences of the community.  As different local communities may differ with respect to their priorities, decentralised decision making will make it possible to take into account such differences.  Decentralisation to democratically elected lower level governments makes those responsible for provision of services answerable and accountable to the community through their representatives in local councils.  Therefore, the community will have direct control on the quality of services and the cost of provision of those services.  Decentralisation is seen as a vehicle to improve service delivery to the community and improve the responsiveness of service delivery to local preferences.  It is also hoped that the costs of service delivery may be reduced if financial resources are managed and controlled by the direct beneficiaries of the services.  Though the role of lower level governments in service delivery like education, health, water, sanitation is important their developmental role can be even more significant.  Local governments can function as engines of economic growth and social transformation.  The challenges facing African countries are of enormous magnitude.  The main challenges include: Rapid economic growth, eradication of poverty and unemployment and better environmental management.  Fiscal decentralisation can greatly facilitate the achievement of these goals by empowering local governments with decision power and resources.

Rapid economic growth:

In the face of rapidly growing population a much higher rate of economic growth than the current level is required to significantly improve living standards in Africa.  It is also important that the growth strategy adopted reflects the comparative advantage of the country as a whole and its different regions so as to benefit from participation in the global economy.  This requires increased mobilisation of domestic resources and efficient use of available resources.  A decentralised system of governance is better suited to achieve this goal.

A decentralised development strategy entails giving regions and local communities the power to formulate their own development priorities, mobilise resources to achieve their developmental goals and formulate policies and create necessary institutions to facilitate the achievement of those goals.  Such a decentralised approach to development project initiation, planning and implementation has several advantages compared to a highly centralised approach.

*
Development projects can better reflect local priorities and hence the community will be motivated to mobilise its resources to realise such projects

*
Since the community can identify itself with local initiated and implemented projects and which is partly or wholly financed from own sources, such local projects will be better managed and maintained.

*
Locally initiated projects not only will reflect local priorities but will also take into account local potential and constraints and hence will lead to the choice of suitable projects with respect to size and technical characteristics.

*
As local projects will mostly utilise locally available resources decentralised approach to development projects will facilitate the development of local administrative, managerial and technical expertise and thus creating a condition for sustainable development.

Eradication of poverty and reducing unemployment:

Rapid economic growth may fail to address adequately the issues of poverty and unemployment unless the growth strategy explicitly takes into account these central issues and design appropriate policy measures to deal with them.  Both poverty and unemployment manifest themselves and their effect is felt by local communities and thus local communities are in a better position to address the issues promptly and in a cost-effective manner.  Addressing the issues of poverty and unemployment at the local level will relieve the pressure on very few metropolitan areas by reducing rural urban migration which has severely strained infrastructure in large cities and has contributed to the spread of social evils like crime and drug abuse which are eating into the social fabric of our societies.  Thus, though the fight against poverty and unemployment can effectively be tackled at the local level with direct community involvement, the impact will be felt nation wide.

In formulating development priorities and selecting projects, local governments can take into account available local resources both human and material.  Thus, the issue of poverty and local unemployment can be addressed at the project planning stage by a choice of projects with better impact on poverty reduction and increased employment.  It is more than likely that local projects will be more labour intensive and smaller in size than central government projects thus can better contribute to employment creation and poverty alleviation.  The experience with central project planning and implementation has been too large projects and too capital intensive technology which required more foreign expertise both to undertake the project and to run and maintain after the project is completed.

Environmental management:

The environment is the most valuable asset we are endowed with.  Efficient management and sustainable utilisation of environmental resources has become a question of survival.  Especially, with the fragility of the environment on our continent and the severe degradation of it for a long time, environmental management assumes tremendous importance.  The environment is best managed by those who stand to directly benefit from it and that is the community where the environmental resource is located.  It is hardly possible to manage the environment from the centre without active support and participation by local communities and without assuring local communities of direct benefit from environmental improvement.  There are already emerging good practices in local management of the environment and local resources like the campfire project in Zimbabwe or community based tourism management in Namibia.  These and similar new initiatives need to be expanded and improved.  Though the local community will be the immediate beneficiary, the nation-wide impact and beyond can be significant.

Decentralisation can be an important instrument to achieve national goals of rapid growth and economic transformation, poverty eradication and employment reduction as well as better management and utilisation of environmental resources.  Expanding the role of lower level governments in these important spheres of socio-economic activities is crucial if Africa is to realise its full potential and march into the new millennium with confidence and great optimism.  However, decentralisation is not a panacea for all the problems of Africa neither will it be embraced full heartedly by all.  Decentralisation is sharing of power and responsibilities and in the short term there will be those who gain and those who may loose, although in the long term all will be winners.  Decentralisation may appear a zero-sum game in the beginning but it is a positive-sum game when its gains are fully realised.  At this point it is appropriate to discuss some of the arguments against decentralised development projects.

III:
ARGUMENTS FOR CENTRALISING DEVELOPMENT PROJECTS

Local projects may be too small to take advantage of scale economies:

This argument in favour of centralised project planning has become less relevant with technological development.  Infrastructural investments like power generation, communication and irrigation systems can cost effectively be undertaken on a small scale.  Mini hydropower generation, solar energy, mobile telephone services and similar developments in infrastructure provision have undermined the argument for large size projects.  Most importantly, the large projects, which were undertaken, have not shown themselves to be that cost effective.  Administrative and management costs have been very high, the inefficiency and resource misuse has been great and they have been a drain on the meagre foreign exchange earnings of many countries.  If all the costs are taken into account it is highly unlikely that the large sizes can be justified by their low average costs.  Even where there exists clear evidence of scale economy, there is nothing to suggest that the scale economy can be realised only at a national level.  Projects with scale economy can be undertaken at a regional level than at a local level or through Co-operation at the local level.  At this time of global integration, across international border co-operation can not be ruled out either.

Nation-wide externalities may not be taken into account:

Any project however small it is will have a positive or negative impact on others outside the community where the project is undertaken.  The magnitude of these externalities varies with the size of the project as well as the type of activity.  In many instances it is very difficult to quantify these third party effects which can be beneficial or detrimental.  In cases where these effects can not be quantified there is very little ground for centralising a developmental project.  Even when the effect can be quantified, a-better way to deal with externalities is with a reward and penalty system, which will induce local governments to take into account, the effect of their activities on other communities.  In the presence of nation wide effect of an undertaking there is a prima facie case for national taxes or subsidies to correct for the resultant inefficiencies.

Absence of adequate managerial and administrative capacity at the local level:

This argument though true, one has to recognise that too much centralisation has been the major impediment to the development of capacity because of its neglect of local capacity building.  In fact one major objective of decentralisation is to create a conducive environment for the creation and expansion of local capacity.  Dealing with the weak capacity base need to go hand in hand with a vigorous decentralisation exercise.  It is in the nature of development that at the initial stages capacity constraints might be severe.  However, the central issue to be considered is whether locally initiated and community based projects are desirable or not.  If the answer to this question is affirmative, which we believe it is, the next question is whether there is local capacity, and if not what needs to be done to create the capacity.  Therefore, continued centralised project planning and management can not be justified by local capacity constraint.  The central issue is to identify ways and means to address the capacity constraint as a matter of urgency in tandem with the implementation of a decentralisation policy.  If decentralisation was to wait until sufficient local capacity is created, decentralisation will not be realised for a long time to come.  Undoubtedly the decentralisation process will unleash hidden local potentials as well as attract required expertise from where it is concentrated.  In the short term there are several measures which can be taken to ease the capacity constraint such as

Reallocation of human resources from the centre to the regions.   This is a very sensitive issue as it affects the laws and rules regarding the relocation of staff.  But with appropriate incentive packages the resistance to relocate can be overcome.

An intensive programme of training and retraining of local manpower from the existing pool of unemployed with a reasonable level of education.  The basic training offered may not be sufficient to perform the required tasks.  But with learning by doing it is possible to achieve significant improvement relatively quickly.

Creation of regional boards to pool together available capacity and sharing those resources.  Regional public service boards, and tender boards, regional-training institutions are such examples of horizontal co-operation between lower level governments.

Even with the best of efforts to address the capacity constraints, there will continue to exist critical shortages in managerial and technical expertise at the local level.  It will be extremely naive to believe that decentralisation can run smoothly and efficiently.  No doubt there will be teething problems and even significant resource wastage initially.  But these are costs which have to be anticipated in the learning process.

The role of the private sector in alleviating capacity constraint:

Even when the administrative, managerial and technical capacity is limited at the local level, more developmental functions can be assigned to lower level governments if there is potential for private sector involvement.  Though the responsiveness of the public sector can be rather slow due to institutional rigidities and cumbersome administrative and decision procedures, the private sector will be able to respond quickly to emerging new opportunities at the local level.  Retaining the decision on the level and quality of services, local authorities will be able to acquire the services of the private sector.  This will reduce the need for managerial and technical staff in all spheres of local authority activities.  There is a growing tendency even at the national level of involving the private sector in infrastructural projects through Build Operate and Transfer (BOT).  Build, Operate, Own (BOO) and other forms of arrangements.  It has also become common to involve the private sector through contracting out and management contracts in a variety of service deliveries.  There is no reason why these innovative ways of doing public business can not be practised at the local level to ease the administrative and managerial constraints.

Community participation:

The central government can decentralise power, responsibilities and resources to elected representative local governments at different levels.  But decentralisation should not end at t-c level of locally elected officials, it should make provision for direct involvement by the community.  This require that the decentralisation policy include the creation of supportive institutions through which direct and active participation by traditional leaders, various interest groups and non-governmental organisations is facilitated.  Development committees in which all stakeholders are represented can be such a vehicle of popular participation in developmental projects.  To be successful these development committees need to have real influence and decision powers over certain aspects of the development budget.  Limiting the role of development committees to a merely advisory function will quickly lead to frustration and loss of interest by participants.  Popular local participation is one way in which local governments can tap into human resource potential in their communities.

IV: CONCLUDING REMARKS

Decentralisation if it is to serve as an engine of economic development it needs to be all encompassing and far reaching.  The role of local governments should go beyond provision of services to their respective communities.  They should play a leading role in the economic development and social transformation of their respective regions and address major developmental challenges like poverty, unemployment and the environment.  We have argued that local governments are better placed and better motivated to address the developmental functions in their respective localities.  This realisation of the important role local governments can play in the development process of the nation means that the factors constraining their effective operation need to be addressed as a matter of urgency.  The capacity constraints can not be addressed under continued extreme centralisation but in tandem with vigorous decentralisation.  In the short term various means can be employed to ease the capacity constraints ranging from training, retraining, redeployment to private sector participation.  Decentralisation is a process and a difficult process as such requiring new attitudes, new approaches and innovative institutional arrangements.  But it is a process promising a better future for the people of Africa.
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REGIONAL CONFERENCE ON CHALLENGES FACING LOCAL GOVERNMENTS IN AFRICA IN THE 21ST CENTURY: A STATEMENT PRESENETED BY ALHAJI IBRAHIM UMAR KIDA, HONOURABLE MINISTER FOR INTER-GOVERNMENTAL AFFIRS ABD HEAD OF NIGERIA'S DELEGATION TO THE CONFERENCE

Honourable Minister of Local Government and National Housing of the Republic of Zimbabwe, Comrade John L.  Nkomo,

The Chairman - Mr.  Sydney Mufamadi, Honourable Minister from South Africa,

Other Ministers here present,

Members of Parliament here present,

Your Excellencies, Members of the Diplomatic Corps,

Distinguished Ladies and Gentlemen.

Opening:

On the occasion of the Conference to discuss challenges facing Local Government in Africa, in the 21st Century, I wish to begin by delivering the message of goodwill and co-operation from the President, Commander-in-Chief of the Armed Forces of the Federal Republic of Nigeria His Excellency, Chief Olusegun Obasanjo, and the people of Nigeria, to His Excellency, the President of the Republic of Zimbabwe, Comrade Robert Mugabe, and the people of Zimbabwe.

Let me start by thanking the Honourable Minister, Comrade John Nkomo, and the organisers of this Conference, for the invitation extended to me to participate in this very important gathering of eminent persons in local government administration in Africa.  I should also thank you dear brother, for the warm reception accorded to my delegation and I, since our arrival in your beautiful country - Zimbabwe.

Mr.  Chairman, permit me to say that this Conference could not have come at a more auspicious time than this, when our continent is beset with immense economic and social problems, which to say the least, has impacted negatively on the lives of our people, the bulk of whom resides in the rural areas.  Given this reality, I therefore make bold to say that the major challenges facing African governments in the new millennium is how to translate the legitimate hopes and aspirations of our people for a better life into concrete programmes for poverty alleviation and economic empowerment.

Today, Nigerians are fulfilled because after a prolonged military rule, we have now joined the comity of nations as a democratic country.  Let me place on record, that since the attainment of democratic governance in Nigeria, we have received tremendous goodwill and global acceptability.  Indeed, we are now beginning to enjoy the trust and confidence of the international community, and investors.

Introduction:

Distinguished Ladies and Gentlemen,

Decentralisation is globally accepted as a process of distributing and sharing power, responsibilities and resources among Central, Regional and Local Governments with an overall objective of establishing good governance and harnessing local resources for rapid development.  The success of this process depends largely on political will and commitment of the Central Government to devolve responsibilities, and at the same time, provide the necessary financial and human resources to implement these responsibilities in an effective and efficient manner.

For its decentralisation process, Nigeria operates a three-tier system made up of Federal Government at the centre, 36 States and Federal Capital Territory as the second tier, and 774 Local Government Councils as the third tier.  This system is guaranteed by the 1999 Constitution of the Federal Republic of Nigeria.  All tiers draw from the Federation Account to implement their policies and programmes.

Policy and Status Decentralisation:

As a country, we have had a strong policy of decentralisation since I 976 when the country adopted a national local government system as a vital strategy.  Prior to this time, each State in the Federation had its local authority system, which was peculiar to its people and culture.  The evolution of a national system of local government adopted by all the States of the Federation in 1976 was as a result of numerous consultations initiated by the Federal Government.  In the process, stakeholders were taken along in coming up with the national policy of decentralisation.  The consultations that involved local government practitioners, traditional rulers, trade unions, academics, Federal and State bureaucrats, the National Council of State (made up of the Governors of the States) culminated in the adoption of a blue-print titled Guidelines for Local Government Reform.

It is significant to observe that more than twenty years after its adoption, the Guidelines for Local Government Reform remains the main expression of the philosophy behind Nigeria's policy of decentralisation.  Central to the decentralisation is the notion of power sharing.  After several years of military rule, it had become evident that the centralisation of authority and resources that go with it had stultified the initiative and creative energies of the component units of the Federation.  The local governments were adversely affected by the centralisation policy under military rule with the Federal and State Governments taking over most of their functions such as the Native Authority Police, Governments prison, markets, motor park etc.  Thus, the democratisation programme that commenced in 1976 was deliberately set out to reverse the centralisation and effect transfer of substantial authority to the states and local governments.

Institutional Framework and Related Aspects
Under the 1999 Constitution, the Federal has legislative competence on the exclusive legislative list while the States have legislative jurisdiction on all residual matters.  There is a concurrent legislative list where both Federal and State Governments have legislative competence.  Local Government system falls within the residual matter and therefore within the legislative competence of the State Governments.  However, to prevent arbitrary legislation on local governments by the state governments, the 1999 Constitution provides that the system of the democratically elected local government is guaranteed.  Similarly, local government functions are constitutionally guaranteed.  Despite the constitutional subordination of local government to states, there are structural changes that have taken place over the years to ensure that local governments enjoy a reasonable measure of autonomy.  Among these, is the abolition of the Ministry for Local Government at the State level in 1988.This was done to ensure that the local governments make their own policies and programmes and take responsibility for their development.  In place of the Ministry, a Bureau of Local Government Affairs was established in the Deputy-Governor's Office to co-ordinate state and local relationships, and at the national level, States and Local Government Affairs Office was established to co-ordinate federal-state-local relationships.

Local Government personnel management is a function shared between the Local Government Service Commission and the Local Governments.  Since the 1976 Local Government Reform, each State established a Local Government Service Commission to appoint, deploy, transfer, promote and discipline senior local government staff, (GL.07 and above) while junior local government staff (GL.O1-06) are under the control of each Local Government.  The Local Government Service Commission is similar to the Federal and State Civil Service Commissions.  Because of our diversity, the level of socio-economic development varies greatly between local governments.  Whilst the urban local governments have no difficulty in recruiting and retaining suitable staff into their services, most rural local governments find it difficult to attract and retain qualified staff.  The existence of a Unified Local Government Service to which all the senior local government staff belongs, ensures security of tenure and balanced distribution of staff.

Fiscal and Intergovernmental Fiscal Relations:

The Federal Government ensured that 10% of the Federation Account was allocated to the Local Government through their States.  The States maintain a State Joint Local Government Account into which the 10% from the Federation Account and 10% of the States internally generated revenue were remitted for sharing amongst the local governments.  During the Second Republic (1979-83), many States failed to make their 10% remittance regularly and some even tampered with the State-Joint Local Government Account to beef up their own finances.  In addition, many States encroached into the functions assigned to local governments, particularly those with revenue-yielding potentials.

To forestall the states' encroachment on funds meant for local governments, the State-Joint Local Government Account was abolished and the funds accruing from Federal Account sent directly to the local governments.  Also the share of the Local Government from the Federation Account was increased from 10% to 15% in 1989 and to 20% in 1992.  Although, the States are still required to remit 10% of their internally generated revenue to their local governments, not all make such remittance.  In addition, local governments are given 35% of the Value Added Tax (VAT) proceeds.

To ensure that Local Governments effectively perform their constitutional functions, certain deductions are made from their statutory allocation such as I % for capacity building, 15% of total personnel cost for payment of retirement benefits and 83% of the cost of running primary education is borne by the Local Governments.

Accomplishments and Setbacks:

Our policy on decentralisation has achieved a lot.  First, it has succeeded in enhancing democratic participation at the grassroots level.  The 774 local governments have over 8000 elected Councillors who formulate policies and programme for the overall development of their areas.  It is pertinent to note that even under military rule, elected local government councils existed because the principle of power sharing as embedded in the policy of decentralisation has been institutionalised.

The revenue sharing arrangements which allow fiscal from the Federation Account and the Value Added Tax to the local governments have given the local governments a measure of financial stability without which decentralised powers cannot be effectively exercised.  Because of economic stagnation and the inherent weaknesses of the States and local governments in generating revenue from internal sources, majority of the States and local governments are dependent on the Federation Account for their survival.

The Local Government system has attracted the genuine interest of local elites because of the substantial powers and resources devolved to them.  The constitutional guarantee of the existence and functions of local governments has meant that they cannot be abolished or created arbitrarily.  Consequently, the calibre of people attracted into local government service as Councillors is improving.  Many eminently qualified and successful people are retiring into local government councils as a way of service to their people while young professionals like lawyers are increasingly finding local government a place to cut their political teeth, gain experience and win the confidence of the local electorate.

Lessons Learnt and the Way Forward:

Among the significant lessons learnt from decentralisation in Nigeria, is that government needs to be bold in transferring substantial powers to the Councils as a challenge to the local elites.  The people participate enthusiastically in local development when they control the decision-making machinery, especially when they are able to elect and remove their representatives.  Secondly, transfer of substantial powers without adequate transfer of resources will undermine decentralisation.  Local Government Councils need to have resources to exercise whatever autonomy that they are granted as a result of decentralisation.  Although, fiscal transfers from the Federal to the States/Local Governments is a sine qua non to decentralisation; it could also lead to over-dependence.  Thirdly, special attention needs to be given to the manpower required to ensure that decentralisation works.  In Nigeria, Government sponsors special training programmes for local government staff in three designated Universities.  This ensures that their skills are constantly improved and their capacities enhanced.

The way forward is to ensure that the devolved power and responsibilities are matched with corresponding resources.  This is the only guarantee for effective and efficient Local Government System and sustainable development.

Your Excellencies, Distinguished Participants, I thank you all for listening.
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Excellencies

Distinguished Guests

Ladies & Gentlemen,

Lesotho is most gratified to share with the rest of Africa its Vision and experiences in the establishment of democratic local government and to this extend allow me chairperson to convey my sincere gratitude to the government of Zimbabwe, its people and its partners for the invitation and hospitality extended to me and my delegation.  The peace and splendor of the environment here will deepen our memory of this important occasion and usher us into the next millennium with much vigour.

Chairperson, our decentralisation policy which was adopted in 1994 is based on four principal objectives namely:

· To deepen democracy in the country.

· To bring public services and institutions closer to the people and promote decision-making at the point of service delivery.

· To promote equity in the distribution of scarce human, Financial and infrastructural resources across the country.

· To promote accountability of public officials to democratically elected representatives.

The institutional framework stands as thus; There are three types of primary councils, namely Community Councils, Urban councils and Municipal councils, The Rural Councils are co-ordinating structures for Community Councils.  The Councils are autonomous and apex institutions at local level.  They can sue and be sued in the council name.  These have both representative and developmental role as they have specified functions for service delivery.  Functions of councils include provision and development of agriculture, roads, primary health care, markets, education, administration of land, planning and licensing.

The functions will be devolved incrementally while building capacity of Councils, council powers include powers to make by-laws, powers to use locally raised revenue for council activities, management of council finances, as well as borrowing powers subject to limitation by the Minister of Local Government.

There are also a number of co-ordinating mechanisms within local government and between central and local governments.  The District Development Co-ordinating Committee is made up of representatives of all councils in a district namely; the Rural Council representing all Community Councils of a district, Urban councils and Municipal councils.  The committee includes representatives of central government at district level who serve in advisory capacity.  The role of the committee is to assess individual council medium and long term plans, prioritise plans and agree on an integrated district plan and approve for transmission to central Government.

District administrators will administratively supervise all Central Government staff at district level, be secretary to the District Development Co-ordinating Committee and a link between central and local governments

The District Planning Unit will be under the office of District Administrator and will comprise of representatives from key sector ministries and form multi disciplinary planning group.  Only core staff will be permanently under District Administrator while others will still be permanently under their respective ministries.

The unified local government system will be administered through the Local Government Service Commission that will be responsible for recruitment and conditions of service for local government staff across the system.

For promotion of accountability, the councils are subject to annual audit and preparation of monthly financial statements.

2.0
A physical relations between central Government and Local Government are that:

· Central government provides grants to councils

· Central government devolves some revenue to councils.

· Council provides own revenue raising mechanisms.  

· Councils submit monthly statements and annual budget to Minister of local Government.

· Councils borrow funds subject, to limitation by the minister.

3.0
We have made considerable progress in the implementation of decentralisation policy and this includes:

The establishment of Interministerial taskforce which was to plan functional devolution and this succeeded in sensitising Ministries on their role in decentralisation.

· The enactment of the local Government Act, No.  6, 1997 that provides a framework for local governance.

· The enactment of local government elections act No 9, 1998

· The harmonisation of co-existence of traditional chieftanship and modern institutions of governance by inclusion of chiefs in council structures through election by the people.

· The process of local government boundaries demarcation is at an advanced stage.

The process of institutional reform and capacity building are underway as we move towards the elections for Local Government planned for the coming year.

Key reform measures include Land Policy Review and the development of a National Housing Policy.  These will be of significant importance to the functions and development programmes of local authorities.

While we are unwavering on the agenda for democratisation and promotion of good governance, we should highlight the difficulties created by the political upheavals of September 1998 and their aftermath which have compelled government to re-direct the bulk of the national resources to economic reconstruction now and for many years to come.

I thank you!
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Ladies and Gentlemen

1 Introduction
The purpose of this paper is to give an overview of the current trends of local governance in Namibia, and how these have been adapted to face the challenges of the 21st century in that respect.

Namibia is a developing country located on the southwestern coast of Africa.  The country has a total surface of 824 , 269 Km ², with an estimated population of 1,6 million, and a growth rate of approximately 3.1%.  Namibia; Africa's last colony became independent on 21 March 1990 after 10 decades of foreign rule.

At the national level the Central Government comprises of the Executive, Legislature and Judiciary.  The Executive is headed by the President, who is assisted by the Cabinet.  The legislature which is bi​cameral, consists of a 72 member National Assembly elected for a term of 5 (five) years and the National Council consisting of two representatives from each of the 13 regional councils.  The National Council reviews Bills passed by the National Assembly and recommends legislation on matters of Regional concern.  The Judiciary is independent subject only to the Constitution and the law.

At the sub-national level regional councils and local authorities are established by the Constitution and Acts of Parliament.  It should however, be noted that whereas Local Authorities have been in existence in Namibia for a considerable period of time, Regional Councils are new institutions ushered in by the new Namibia constitution of 1989.  The country is divided into:

· 13 Regions each having a Regional Council consisting of directly elected Councillors representing constituencies in the region.  Each Region is divided into constituencies and the number of members of the Regional Councils varies between 6-12.

· 17 Municipalities with 3 categorised as part I municipalities and 14 as part II municipalities.

· l3 Towns

· 2

· 15 Villages

· 45 Settlements

Local Authorities in Namibia carry functions assigned to them by the Regional Councils Act, 1992, and the Local Authorities Act 1992 respectively.

2.
Socio-economic Prorne

Economic development in the country has for historical reasons, been highly skewed.  Namibia’s economy is mostly dependent on its natural resources with a relatively poor industrial sector.  Agriculture, mining and fishing forms the back-bone of the economy; and contributes more than 40% of the GDP.  The manufacturing industry is small, contributing to only 3,5% of the GDP, with a result that most of the country's consumer goods are imported, principally form South Africa.

This has had an effect on the country's ability to create employment.  The employment and underemployment rates are high, affecting about 60% of the labour force.  An estimated 19% of the labour force is unemployed, while 40% is underemployed.

Although Namibia is classified as a middle income country, over 62% of all households earn less than N$ 1250 (1US$ 178) per month.  Poverty is therefore widespread in Namibia, where between 40 and 50 % of the population can be classified as poor.  This has played a key role in the urbanisation process in the country, with the main factors being increasing rural poverty, land degradation, a population explosion, rising expectations and the growing need for employment and basic services like education and health

3.
Decentralisation in Namibia

Decentralisation means a transfer of the powers, functions, responsibilities and resources from the Central Government to lower levels of government, being Regional Councils and Local Authority Councils respectively.  We further adopted within the policy those  internationally  recognised  forms  of decentralisation in state craft which are: deconcentration, delegation and devolution of power to local government levels.

The country has been operating under deconcentration by sector Ministries.  The Decentralisation Policy is aimed at improving access to and quality of services, giving local communities control over resources to invest in projects they care about like health, education and culture.  It also includes other growth enhancing services, as well as empowering the under represented groups, such as local entrepreneurs to become more involved in the economic development process.

3.1
Constitutional Framework for Decentralisation

The political vision of the country was given meaning when the founding fathers and mothers of the Constitution of the Republic of Namibia made decentralisation one of the fundamental state principals in the Constitution.  This required that Namibia be divided in geographic Regional and Local Units in order to dismantle the colonial homeland borders that were designed on tribal lines.

The Councils are the principal governing bodies with an executive and administration unit to carry out policies and resolutions of the Councils.  These provisions provided a constitutional basis for decentralisation in Namibia.

Regional Councils and Local Authorities are therefore lower levels of the same Government, operating under the framework of a unitary state.

3.2
Decentralisation Policy for Namibia

Decentralisation may go through stages, but is ultimately aimed at the full devolution of powers from the Central Government to the regional and local authorities.  In this process, some functions will be decentralized immediately, intermediate and in the longer term and that, decentralisation will be phased in by the Region or Local Authority Councils.

Financial recourses or the revenue base related to a decentralized function will be decentralized with that function.  All personnel attached to a decentralized function will be made available to the region or local authority.  There will be a regional mechanism to have responsibility for personnel matters at those levels.

3.3
Implementation of the Policy

The implementation of the Decentralisation Policy will start through delegation as an interim measure.  This means that agreed functions for immediate decentralisation will be delegated to Regional Councils and Local Authorities who shall act as principal agents under the direction of the Centre.  The Centre will remain responsible for financing the cost of programmes of the delegated functions.  Time is also needed from Central Government to put in place the necessary frameworks such as the Decentralisation Enabling Act, Development Coordinating Committees, the recruitment and disciplinary mechanisms at Local levels.  The mode of fmancial transfers to the local levels; and the personnel system under decentralisation also agreed to be agreed upon.

The role of line Ministries under decentralisation will include Policy formulation and articulation, setting national standards, provision of guidelines and regulations, support supervision, monitoring, quality assurance, inspection, capacity building evaluation and the creation of the institutional framework.

4.
Financial Support System

Financial management in any society is a for sustainable development and economical growth.  Amidst this, local stand as one of the major cornerstones.

4.1
Legislation

Financial management in local authority administration in Namibia is enshrined at various occasions in the Local Authorities Act applicable in the country.

The foremost aspect is the classification of local authorities into groups in accordance with its financial capabilities.  In this respect, local authorities in Namibia are, in terms of the mentioned Act, classified into three main groups, namely:

(a)
Municipalities being those urban areas containing approved townships, and are capable of exercising and performing the powers, duties and functions conferred and imposed upon it in terms of the provisions of the said Act, and which are capable to pay out of its own funds, debts incurred in the exercise and performance of such powers, duties and functions.

(b)
A town exists of an approved town or complies with the requirements of an approved township which is capable of exercising and performing the powers, duties and functions conferred and imposed upon it and which is capable to pay, whether with or without any financial or other assistance by the Government of Namibia or any regional council, out of its funds its debts incurred in the exercise and performance of such powers, duties and functions.

(c)
A village council which in the opinion of the Government, is in need of the service required to be rendered in terms of the provisions of the said Act and which, with or whether without any assistance by the Government or any regional council or other local authority council, is capable of performing the duties, powers and functions imposed upon it.

In short this entails that a municipality is fully autonomous, a town council semi-autonomous and a village council fully reliable on the Government to meet its financial obligations.

4.2 
Sharing of Finances and Infrastructure Delivery

Keeping in mind the previous categories of local authorities in Namibia, there is a distinct sharing of finances between the Government, the regional councils and local authorities.  Whereas municipalities are totally reliable on own funds to meet its approved estimates of expenditure with regard to its operating budget, a town council and village council may obtain government money to meet its approved estimates of expenditure.

Other moneys payable by the Government to local authorities are funds for capital projects executed by local authorities.  This entails that municipalities may apply through the Ministry of Finance for loans at interest redeemable over a period of 30 years to execute their capital programmes.  Funds for capital projects in town and village council areas, are also made available.  by the Government.  This money is also repayable except in those urban areas situated in communal land.  This exception is because of the fact that the infra-structure in some of those towns still vests with the Government.

4.3
Availability and Scope of Local Taxation Authority

Local Government finances in Namibia are restricted to those charges and levies remunerated for services rendered by local authorities as prescribed in the Act.  To this extend the Act is not prescriptive in the determining of charges, fees or other moneys payable in respect of any service rendered by the local authority council in terms of the provisions of the Act.  It is therefore the prerogative of the council to determine it's own charges, fees and other monies which it deems necessary.

4.4
Innovative Activities Co-Financing for Development

The Government in collaboration with the other tiers of Government which include local authorities, have embarked on the National Development Plan for the entire country whereby the objective to be achieved is the upliftment of each and every citizen to a better environment through provision of housing and basic infrastructure.

It is for this reason that it is enshrined in the Act that a local authority council may obtain or receive, with the approval of the Minister, loans or donations from outside the borders of Namibia, and, without the approval of the Minister, donations within the borders of Namibia.  Co-financing, however, is not always measurable in money, but can also be personnel co-operation between local authorities.

In view of this, the twinning of local authorities in Namibia with local authorities in other countries of the world is encouraged, especially those in developed countries.  The benefit of this is that local authorities keep up with the global trend in local authority administration, it minimises developing costs through the applying of already instituted practices and well worked through procedures, as well as abridges the planning phase of projects or capital programmes.

4.5 
Financial Resources

The search for new mechanisms for the generating of local authority financing resources, is not an easy task.  Keeping in mind the freedom of trade or business enshrined in the Constitution of Namibia, local authorities have to compete with private entrepreneurs to generate additional finances.

It is for this exact reason that some of the services contemplated in the Local Authorities Act are compulsory.

5.
Challenges of African Local Authorities In 21st Century

It has been projected that urban areas will expand rapidly in the next decades, particularly in developing countries like Namibia.  For this reason, urban

management will become a critical factor in determining the quality of life of residents in urban centres.

The challenges of local authorities in the next millennium include the following:

-
inadequate and deteriorating services and infrastructure

-
lack of health and educational facilities

-
lack of green spaces, inadequate water supply and sanitation

-
uncoordinated urban development and an increasing vulnerability to disaster

-
wide range of adverse socio-economic conditions resulting from increased urbanisation

Strategies through development planning will thus have to be implemented to correct the imbalances between urban and rural areas, recognise the importance of the urban economy in the overall national context, through the improvement of the performance of urban economies.  In addition, policies should be developed to face urbanisation head-on in an attempt to avert what would otherwise result in urban chaos and rural stagnation.

Thus, the challenge that lies ahead, is of a most serious nature, and goes beyond the concerns of accommodating the urban poor and ensuring access to economic opportunities.  It extends to the essence of daily life, and the way in which urban management is dealt with in years to come will ultimately determine the future of Namibia.

6.
Africities 2000 Summit

In recognition of the above stated challenges, the City of Windhoek, the capital of Namibia will host the bi​annual Summit of African Cities (Africities 2000) in May next year.  The Theme of the Summit is ("Financing African Local Governments to Strengthen Democracy and Sustainable Development".

This Summit holds great promise for the African continent, as the pressing issues that local governments face in these challenging times are issues that affect us all.  There is no doubt that African local authorities are making their mark in the global arena with the emergence of the Africities Dialogue (Africities 98) which took place in Abidjan, Ivory Coast.  For the first time in local authority history, African local governments met at an international summit to deliberate on an agenda of African issues.

It was here that local government delegates development partners expressed the need for international event that would focus on significance of the decentralisation movement Africa.  The importance of improved democracy sustainable development on the African continent never been more pronounced than now.

Africities 98 formally marked the need for African local governments to have a common vision and a unified voice.  To be recognised as a continent of substance, with a strong economic future, it was necessary for Africans to speak with one voice on the decentralisation, decentralised co-operation and local development.  It was clear that there was a need to set up a framework for sustainable co-operation among Africa's national governments.

The goals of the Summit are:

a) to identify key issues, which need to be addressed at continental, regional, national and local levels

b) to explore innovative ways of financing local governments and building human resource capacity for each of the issues identified

c) to foster greater co-operation among local government leaders, and

d) to share experiences and best practices

It is expected that outcome of the Summit will provide the countries with the tools to create economic policies and sustainable local development, financing infrastructure and urban services in partnership with the private sector, enhance the mobilisation of local financial resources, and assist local governments to gain access to credit and the financial market.

Various specialised sessions will be held and will cover the following topics:

· women in local government and development

· capacity building in local governments

· information technology and management governments

· assessment of the Habitat Agenda in contribution to Istanbul and the meeting in New York (2001)

· good governance, integrity and transparency as applied to local governments

· regionalisation and the management of metropolis

· security and safety in African Cities

The Summit is expected to draw participants from all players in the local governance arena, including Ministers of Finance and Local Government and Planning, mayors, CEO's and local authority policy staff, training institutions and academics, regional organisations, the donor community, the private sector, trade unions and chambers of commerce.

7.
Conclusion

The challenges facing local governments in Africa as can be seen from the above are as many as they are varied.  The onus now rests on national governments and local authorities, as well as all associated stakeholders to create the necessary mechanisms to ensure that local governments are uplifted economically and financially to meet the needs of the next millennium through decentralisation, democracy and development
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1.0
BACKGROUND

Fiscal Decentralisation, which Public Finance Analysts and experts now prefer to call Fiscal Federalism, became a popular concept during the last twenty to thirty years.  Earlier the role of Local Governments, particularly in developing countries, was not considered crucial, as contributors to national development.

The issues involved are quite complex and concern the relationships between the Centre, which enjoys the monopoly of both political and financial exclusiveness and the sub nations which should be treated as partners.  Any attempt to share the two between the Centre and the periphery would normally be resented by the Centre.  The narrow tax base and unwillingness to appreciate the role of local governments particularly in Africa have contributed to complications.

Africa's position has also been made more complicated by the history of colonisation, lack of sufficient education, artificial boundaries which have created different administrative structures based on nationalities of different cultural background.  The ethnicity issue which is normally the result of artificial boundaries, affects not only the political arrangement, but the local government finances as well.  Full participation in National affairs and "ownership" of the Government of the days, increases willingness to pay taxes, both local and national.

The political or constitutional arrangements play a big role in the fiscal federalism of any country, whether in the developed or developing world.  The difference is that in developed countries, the implementation arrangements are firm on the ground, the human and financial resources are easily available, the society looks at local governments as a viable sector and as an effective alternative to central government as regards the provision of service.

Nation - building in post-colonial African states has been misunderstood.  It has been interpreted to mean a strong central government system, where the centre has to control all the resources.  This combined with frequently interrupted, and weakened democratic institutions since independence, assigning substantial financial resources and the corresponding functions and responsibilities to Local Governments were considered as anti-nationalism, and a potential danger to internal security, national integrity, national unity and nation - building.

The concepts of central planning, which became popular in 1950s and continued into 1980s also encouraged African leaders to disregard the role local governments can play in the development of the new nations.  The assumption was that centrally controlled financial and human resources would have a much higher multiplier effect and rapid growth would automatically follow.

After independence, there was a tendency to strengthen the institutional set up, particularly in human resource management and development at the centre.  Local governments were left with less educated, old and less productive personnel.  Training on the job as well as formal education became a monopoly of the central government line ministries, and parastatal bodies also became fashionable in 1960s and 1970s.

Lack of human and financial resources, and political support from the centre, left local governments in a most constrained situation in most African countries.  Large financial resources were transferred to parastatal bodies, which were considered viable institutions for economic and social advancement of most African countries.  On the contrary however, these have turned out to be most corrupt institutions.  Without elected political leadership which local governments enjoy, parastatal bodies have not delivered as expected The private Sector which plays a positive role in developed countries, was also neglected.  The revival of Local Governments and the private Sector in developing countries in Africa seem to be taking place simultaneously.  The change of attitudes therefore has made changes possible and new policies are now possible options in the direction of fiscal decentralisation.

2.0
SETTING A POLICY FRAMEWORK FOR FISCAL DECENTRALISATION

The policy framework for fiscal decentralisation should be a deliberate political decision, which should be based on the historical background of the country, the expectation of the people, and how prepared the political leadership would be for such drastic and most likely fundamental change in the management of the national affairs.

There could be two models to compare:

2.1
Situations where the country has a completely homogeneous society with common language, common tribal identity in terms of traditional role in the administration of the country.

A good example here would be the Kingdoms of Swaziland, Lesotho and Botswana.  In this case, the fiscal decentralisation would be a deliberate policy, initiated purely to advance economic development, equitable distribution of financial resources and to enhance the democratic powers of the people by involving them in decision-making process right from the grassroots level.  Participation in economic activities in order to accelerate development would also be a guiding factor  This would be purely economic logic, without political pressure to "balance political powers".

2.2
The other alternative model would be based on the extreme end of most African states, namely those countries where "unity in diversity" is the rule of the day rather than the exception.  In such cases, different nationalities were brought together by the colonial administrators without choice or acceptance, as to how they should be ruled.  The only viable option for most of these states is to find the most acceptable and practical formula for staying together, as nations.

In such a situation therefore fiscal decentralisation would be more than an economic tool for social development and economic growth.  Therefore, fiscal decentralisation operated within a decentralised set up, would have extra advantages namely; political decision making powers to taxation, powers to share revenue, arising from both the local sources, and national taxes, opportunity to share national responsibilities and functions.  In other words the Central Government would be deliberately weakened, to an acceptable level for the sake of national unity.  Functions and responsibilities to sustain the unity-in-diversity would be decentralised and protected by the state.  The State would put in place arrangements in a legal framework, particularly through a Constitution or other instruments e.g.  a law passed by Parliament, to ensure that reversal of the policy would be difficult and takes place only when desired by the people.

In such cases, the policy for fiscal decentralisation would be more of "demand driven" rather than supply driven".  It is likely to be a problem-solving tool and at the same time, it meets other criteria and expectations for fiscal decentralisation as would be expected in a homogeneous state like Swaziland and other similar states in the Region.  As already stated above most states in Africa are not homogenous, ranging from South Africa to Sudan and from Kenya to Ghana on the other side of the continent.  A model where sharing of responsibilities, functions and powers would be the most ideal situation for most of African states.

In order to reach a consensus, however, there would be need for serious debate and consultations.  In the case of Uganda for instance, where the debate continues, it took several years debating what type of Constitution the country needs.  The views ranged from the extreme federalism with full sharing of resources and political power, to the extreme of highly centralised system, where it was argued, that for the sake of unity and uniform development of the country the unitary system without decentralisation, would be the best option.  Fiscal decentralisation is considered to be as bad as federalism for those who believe in unitary systems.  There are three areas of concern, namely national unity, sharing of political powers and resource allocation.

Fiscal decentralisation therefore, as a policy option, is available to all forms of societies.  Its acceptance or rejection may not depend on whether the society is homogeneous or not on whether the political system is a forum unitary or federalism.  It is likely that the political will on the part of the leaders, would be a more crucial input.  In order to have the policy accepted and appreciated by the society, the political leadership should allow a debate and full consultations with various stakeholders.  The main purpose would be to allow people choose a system they want so that they can own it.

3.0
DESIGNING OF FISCAL DECENTRALISATION

The policy framework discussed above, can easily be left "hanging" unless two more elements are added to make it functional.  A policy could be purely a political statement of intent with a long-term implementation process proposed but without any steps being taken to have a legal framework in place; and implementation modalities agreed upon.

In order for the policy to take a recognisable shape, therefore, a proper design of fiscal decentralisation is required.  The design is likely to be affected by the issues discussed earlier, namely the nature of the society and the political will i.e.  the acceptance of the policy by most of the stakeholders, and a determined leadership to implement the policy.

The set up of the country can be one of the most important factors when designing the implementation of the fiscal decentralisation policy.  A number of examples can be drawn from the region in order to illustrate the point.

3.1
The Uganda Case

In case of Uganda, the 1995 Constitution provided the principle of decentralisation and also fiscal decentralisation as part of the process.  This became the basis for design.  The details of different vertical and horizontal levels and allocation of resources along those levels are provided by the Local Government Act, 1997, which followed the Constitution.  The administrative set-up itself is not new.  The British Colonial Administrators found most of it in place.  The strong Kingdoms had a set up where powers were effectively delegated.  This arrangement continued after the colonial powers had taken the country up to today.  These "natural" structures, very well known to the people, have made it easier to design the framework a long those lines.  Though there are no regional levels of local government, as it is the case in a number of other countries, there are many more both vertical and horizontal levels than you find in a bigger country like Namibia.  The basic unit is however a district and below it, a range of several levels, namely, Sub-Counties, County level, Parish and Village.  Horizontal levels of Municipal and, Town Councils also exist.

Fiscal decentralisation design has addressed all the levels from a district level to a village.  Jurisdictions for each leave have been properly documented and they have been accompanied by financial resource allocations.  Inter jurisdictional spillovers have been avoided as much as possible.  The relationship between Municipal or Town Councils with the district is clearly spelt out, with exception of planning where the two have to work together.  Even in such cases, areas of conflict are quite minimal.

3.2
The Namibia Case

In case of Namibia for instance, there are two well defined local government administrative set up namely, the regional level and the urban authorities which are basically the Capital City, a number of Municipal and Town Councils.  There are thirteen Regions at the moment, which should be taken into consideration as the design is worked on.  provides creating of new regions and a formula is also provided.

In such a situation therefore, it will be a policy issue as to how, the communities below the region, and outside the Urban Councils shall be addressed.  At the moment there is, in some regions, an equivalent to 'location", found in the Kenya set-up.  These are small communities which could be organised either as a "Village" or Urban Council, to be delegated responsibilities or powers and responsibilities to be completely devolved to them.

The policy on design also should take into consideration the traditional or cultural set up in case such exists.  A decision must be made what role such institutions should play in the whole decentralisation process and in particular what financial role should cultural values play.  However, such issues would vary from one country to another.  It is likely for instance, that in Namibia the issue of traditional institutions would generate a public debate.  However if such institutions are to play a role, the design could be affected by the functions to be given to such institutions.

The problem of traditional institutions is that a situation of inter-jurisdictional spill over could arise where parallel institutions exist with equal powers or even one (traditional) with more powers and influence than the other, e.g.  collection of revenue or participation in decision making process which would affect the implementation of Government policies.

The design of fiscal decentralisation is also likely to be influenced , as already discussed above by the political will behind the whole policy of decentralisation.  In cases where policy makers are not sure about the venture, very little would be achieved.  The decision how far nearer to the people, the functions and responsibilities should be decentralised, would vary from one country to another as already discussed in the earlier part of the paper.

Emphasis will be placed at regional level in case of Namibia or District or Municipal Council in cases of Uganda or Kenya.  Namibia has option of treating Urban Councils differently from the region if they so wish.  Strong arguments from central technocrats against "risking public funds" can easily influence the design unless the political leadership is determined to defend the policy.  A strong cadre should be put in place to spearhead the design and "influence the centre".  The same cadre should be in place to guide the implementation.  The design can be changed once the challenges look difficult to implement.  Once again, Uganda offers experience, where the Ministry of Local Government had to create a separate body (Secretariat) to influence the design and implementation.

A further issue to influence design is likely to be the taxation powers to local governments and the tax base or source of revenue for local governments.  In cases where most of the funds come from the central government, it is most likely that another "Centre" would be created either at the regional or at the District level with very little, if any, funds being passed on to the lower local governments, as experience shows that transfer of funds along the line from top to bottom is difficult.

The decentralisation policy is likely to affect the design of fiscal federalism.  If powers, funds and responsibilities have been devolved from top to bottom, then, there would be demands for multilevel assignments of both revenue and expenditure.  In case of delegation of functions and responsibilities, the mandates would be held by the level that delegates.  The issue would be the modalities.

Whatever model of decentralisation has been adopted or opted for, the political environment in which it is being designed would influence most of the process, including the design of the fiscal transfers.  In case of the Uganda model, a neutral body was put in place to protect the transfers, (The Local Government Finance Commission), in other words the commission is supposed to ensure that, the design and implementation should not be manipulated either by the Executive or Parliament.  The same situation exists in India where a similar body oversees the transfers between the Federal Government and the states.  The design can be quite impressive, but would be easily modified in order to meet the demands of the Centre.  Such demands could go as far as suggesting changes in the law which changes would imply centralisation, in case strong institutions are not in place to protect the systems of fiscal transfers.  Legal institutions like the Local Government Finance Commission in case of Uganda, should be supported by other non-governmental Organisations like the Local Authorities Associations who should own the policy and process.

4.0
INSTITUTIONAL ARRANGEMENTS

The Institutional arrangements depend very much on the following.

4.1
The model of decentralisation.  itself.  Such could imply whether or not devolution or delegation has been opted as the type of decentralisation, a country wants.  The model would be a deciding factor as regards the functions and responsibilities to be assigned to local governments.

Responsibilities would include taxation powers, and institutions to collect such taxes and proper accountability put in place.

4.2
Whether or not the fiscal decentralisation and the decentralisation policy themselves are protected by the Constitution.  If the principles are constitutionilised, there would be room for vital institutions to be put in place e.g.  as already stated above, in case of Uganda, a Local Government Finance Commission is a Constitutional body that has a mandate to protect the system.  It oversees not only transfers, but collection of local revenue.  Other organs that support the system include statutory bodies that control the separate personnel systems, a procurement body ( Local Governments Tender Boards{ that ensures transparency and effective separation of functions and a Public Accounts Committee which ensures accountability on the part of the Executive at a Local Government level.  These Institutions reduce the powers of the Centre.  It is not likely that they would be acceptable by the Centre without strong legal framework to protect them.

4.3

The organs mentioned are quite unique for Uganda.  Such Institutions could be expected in full federal political arrangements, and yet Uganda is still a unitary state.  This could go a long way to prove what the various literature has suggested about fiscal federalism being as strong as political federalism in terms of sharing financial resources, functions and responsibilities.

5.0
EMERGING ISSUES IN CASE OF THE UGANDA MODEL

5.1
Capacity Building issues

The Uganda experience in capacity building needs during the implementation of fiscal decentralisation is now well documented.  However, capacity needs will always depend on the extent of fiscal decentralisation involved.  In terms of human resources development needs, most African counties are equally in a similar situation, though conditions could vary from one country to another.  Manpower development would cover administration, financial management and technical staff in all sectors.  Uganda has invested heavily in all areas of capacity building needs.  A programme based in the Ministry of Local Government has been involved in capacity building for the last four years.  Other line Ministries have carried out similar programmes in their areas of jurisdictions.

5.2
The need for General awareness

Fiscal decentralisation is quite a new concept, which needs explanation to the general public.  Most African countries have been subjected to highly centralised systems, and Uganda was not an exception.

The local leadership, the private sector, and the NGOs need general sensitisation to understand the concepts and the objectives.  They need to appreciate in full the benefit the public would expect.  In most cases, the issue of corruption is raised as one of the concerns.  The general public therefore should know the measures and the checks and balances built in the system to minimise the possible corrupt practices and good practices should be publicised.  Checks and balances include the role of the public plays in sustaining such a system, free of malpractice.  The system should be transparent and easily understood and information should be available to the public.

In order to achieve this objective, the media becomes a partner in the whole process.  Uganda has over 12 FM Radios and about 3 private TV Transmitters.  The Country also has about forty (40) private independent newspapers.  These are used to carry the messages to the public.  The level of achievement is quite high.  The 'ownership" of fiscal decentralisation is now being transferred" from the Ministry of Local Government to various public institutions e.g.  NGOs and other bodies and even individuals who now have the capacity to train the various stakeholders with minimum supervision from the Ministry.  The Local Authorities Associations are capable of challenging the line Ministries on issues that affect the transfers and the policy as a whole.  The legal framework therefore is protected by the beneficiaries of the system.

5.3
Accountability and transparency

There is a need to re-train both formally and on the job, the technical staff involved in records keeping and production of financial statements.  As already observed, local governments lost most of the powers and functions to the centre, immediately after independence through intensive centralisation of functions.

Any changes, which involve extra responsibilities would mean either new technical staff or re-training those on the ground.  Both approaches have been used to achieve the objectives of the programme - capacity building

- in this area would be required in all the countries represented at the conference.  The Centre and the public expects much higher standards of accountability than what the Centre can offer.  There is also a danger of double standards, where different standards and requirements are imposed on local governments.  A tendency is emerging where Central line Ministries insist on sanctions which do not exist in their own Ministries.  This would mean two sets of laws - one for everybody and another for Local Governments.  This has to be resisted despite the tact that Local Governments have inherent weaknesses which should be addressed, and transparency encouraged.

5.4
Capacity Building within Statutory bodies

The law in Uganda has created Statutory bodies to ensure transparency.  These include Local Government Tender Boards and Local Governments Public Accounts Committees among others.  These are made up of members elected by the councils outside the public service.  Capacity building has been carried out to ensure maximum effective performance.  Training of Members has taken the form of guidelines and actual classroom training by experts in relevant fields.

5.5
Capacity Building in Revenue Collection

It is quite clear that local Governments need assistance in revenue collection.  Experience has shown that despite the narrow tax base, more revenue could be collected.  Studies reveal that gaps exist in revenue collection and management.  Capacity Building in this field has to be made a priority.  :ln the case of Uganda, Graduated Personal Tax, which is the main source of local revenue will need improvements in assessment and collection methods.  The Local Government Finance Commission is already addressing the issue.  Studies have been carried out and more are being done to improve revenue collection and management.  The
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budgeting process is also being addressed with the aim of encouraging realistic budgets.

6.0
SERVICE DELIVERY

The issue of Service delivery is quite controversial.  It depends on who is making assessment.  The Centre line ministries would like to believe that they used to do better when they were in charge.  However, during the last six years, the following indicators point to effective service delivery:

6.1
More funds have reached the beneficiaries than ever before.  Before decentralisation, there was no system to ensure that funds intended for service delivery were remitted, received and utilised for the purpose they were intend.  Value for money audits are now being carried out on limited scale, but plans are in hand to increase such assessment of effective delivery of service.

6.2
NGOs and Donors now are directly involved with Local Governments in the service delivery and results are assessed on regular basis.  The results have been quite encouraging.

6.3
With the introduction of the universal Primary Education which is implemented by Local Governments enrolment has more than doubled between 1997 and 1999.

6.4
Health services points have expanded by extending financial assistance to non-governmental hospitals under the fiscal decentralisation.  These are now treated as partners and they are co-ordinated by Local Governments within their jurisdiction.  Most Government hospitals have been rehabilitated by the Local Governments by using conditional grants.

7.0
LESSONS LEARNT

Fiscal decentralisation as already indicated, is a new concept in many African countries.  These countries are emerging from colonial administrations, which did not encourage democratic institutions.  These take long to build and fiscal decentralisation implies that a democratic system is in place in which powers, functions and responsibilities can be exercised.

Accordingly therefore, it is necessary to prepare the technical staff both at the centre and at the local government level.  Changes are not easily understood, even when they seem to be simple.  This has been a challenge for Uganda, despite the fact that the country has a large number of well trained people.  Orientation to new situation is quite a challenge.

Capacity building should be given priority and it should go hand in hand with the process of fiscal decentralisation.  It may not be possible to do it in advance as the process itself creates its own needs, which may not be anticipated.  Changing attitudes in any case might prove to be more challenging than training in technical skills.

The whole country should be sensitised in order to appreciate and participate in the process.  Any resistance arising from ignorance of the policy would easily destroy the system.

The political will to implement fiscal decentralisation must be strong and the top leadership of the country should be committed to the process.

The policy must be backed by a legal framework.  The best would be a constitutional provision.  The minimum world be a provision in the Act of Parliament.  However, a mere Act of Parliament can be easily manipulated.  It is however clear that fiscal decentralisation has advantages in terms of service delivery and involvement of people in decision making process.

S. Wenkere-Kisembo

CHIEF OF DIVISION, FINANCIAL MANAGEMENT
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For a very long time local authorities and national associations on our continent met at national and regional levels to discuss issues of local government in the absence of senior, Central Government representatives.  We particularly bemoaned the apparent raw deals we reckoned Central Governments gave us with regard to various aspects of decentralisation, particularly the sharing of resources. Obviously in the absence of Central Government representatives responsible for these aspects, our cries and lamentations were nothing but shadow boxing which yielded little success.

In July this year I was privileged to attend the Southern African Development Community (SADC) Local Government Conference of Ministers, Permanent Secretaries and senior local government practitioners held in Johannesburg, RSA whose theme was "Towards Cooperation in Local Government in the SADC Region". This was the first serious attempt of bringing Ministers and Senior Central Government officials together with Mayors, Town Clerks and other Local Government officials to discuss issues of Local Government at regional level.

This week, Honorable Ministers of Local Government (and Finance) and their senior officials, local government practitioners, academicians and researchers from 15 African countries have met to share their experiences and lessons emanating from on-going processes of decentralisation and related reforms in Africa aimed at strengthening local governance in the new millennium.

There can be no better evidence of the end of the shadow boxing by local government practitioners I referred to earlier. This is as it should be and it is our hope that this new spirit of close partnership and continuous dialogue between our Central Government and Local Authorities and their Associations will not only be continued but also strengthened in future.

IULA greatly appreciates this wonderful initiative by AULA and is cooperating partners and will do everything possible to support it.

Deliberations of the last three days here in Victoria Falls have clearly shown the existence of broad commitment to decentralisation across the breadth and width of our continent. The question is no longer whether to decentralize or not, but rather how best to decentralize and optimize the benefits of the process. Indeed there are a few examples of success stories of decentralisation (bearing in mind that it is a process rather than an event) and many examples of those slowly but surely on the path towards success. There are of course also several countries which have yet to firm up their course of action on this route. These need encouragement. Factors affecting and responsible for these various stages reached by various countries towards decentralisation are well understood and appreciated.

In support of these efforts IULA, apart from being active in facilitating and participating in activities like this Conference and other related capacity building ventures, will focus its attention on taking the following 3 major obstacles to effective decentralisation:

1)
Lack of adequate financial resources

· by enhancing the attainment of conducive macro-economic environments in poor countries through strong intercession for international debt cancellation and/or relief.

· IULA has mainstreamed the fight for debt cancellation/relief on its political agenda through a strong network of international pressure groups and selected eminent persons (Jubilee 2000, European Union

· NGOs, President Valerie Giscard d'Estang, Chancellor Schreuder at last 1998 Conference).

2)
Lack of peace - effects of intra and inter state conflicts highlighted during the Conference. IULA salutes African Heads of States for their resolve at the recent OAU Heads of State Summit in Algiers to strengthen Africa's own capacity to deal with both intra and inter-state conflict resolution and maintenance of peace.  They have ably demonstrated their practical commitment to this resolve in the way they have handled the DRC and Sierra Leone conflicts recently. IULA will continue to advocate for peace through the UN, OAU and other international agencies.

3)
Lack of strong political will to decentralize

· Commitment alone to decentralisation not enough

· There is need for strong political will to actually implement decentralisation in many countries

· Through continuous advocacy at international and national levels through National Associations we will contribute towards the building of this will.

In this regard, I am particularly happy to note that Honorable Ministers of Local Government present here have accepted to initiate the effective mainstreaming of Local Government on the political agenda of the OAU, SADC and ECOWAS.

Finally, I once again want to commend the Conference organizers on ajob very well done. Thank you Honorable minister for your kind invitation and warm hospitality extended to me during my stay here.

I also wish to express our thanks, as local government practitioners, to our Honorable Minister of Local Government for the honor you have accorded us by being amongst us whole-heartedly and putting a stop to our previous unproductive shadow boxing. Please continue supporting us and we will also support you in your fights with your Cabinet colleagues who are not keen on decentralisation.

Thank you.
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Victoria Falls: 21st September 1999.

Chairperson, Ms Lydia Johnson and Chairperson of MDP-East & Southern Africa

Honourable Ministers of Local Government from various countries

Provincial Governors and Resident Ministers

Members of Parliament

Permanent Secretaries from various Government Ministries

The President of the IULA International, Col Max Ng'andwe

Presidents of National Associations

Senior Central Government Officials

Your Honour, Mayors from various countries

Town Clerks and other Senior Local Government Officials

Regional Director of the Municipal Development Programme, Eastern and Southern 

Africa - Mr George Matovu

Secretary General, [AULA-Africa] Mr Charles Katiza

Distinguished Participants 

Ladies and Gentlemen:

First of all, allow me to thank the Zimbabwe Minister of Local Government and National Housing, his Ministry and indeed the Government of the Republic of Zimbabwe for accepting to jointly host this important conference with the Municipal Development Programme, Eastern and Southern Africa and the African Union of Local Authorities.

I want again to reiterate AULA's gratitude to the Government of Zimbabwe for not only hosting my organisation in Harare, but for nurturing it between 1984 and 1992. As things stand at present we continue to enjoy very cordial. I am aware of close consultations that take place between the Ministry and my Secretariat on the one band and between MDP/AULA and the Ministry on the other hand. This is what it should be.

Accordingly, we are pleased to put on record the support given by all the governments in more than thirty countries we currently have members, be they former English, French or Portuguese colonies. We wish that this trend were continued.

This common approach will definitely contribute towards confronting the numerous challenges lying in the twenty-first century, in particular the increasing poverty among our peoples, the continuing marginalisation of the continent by outsiders as well as the general lack of resources for capital investment in our cities.

As most of you would know, the principle objective behind the creation of the African Union of Local Authorities in Harare, in March 1984 was to “promote, strengthen and unite democratic local government in Africa.” AULA will not achieve this goal without the conscious and active support of its partners such as the Municipal Development Programme, National Associations and the facilitation by central governments in the various sub-regions of Africa.

Over the past fifteen years, AULA has developed networks, consulted with governments, and undertaken programmes as requested by its members including governments, or other stakeholders within the local government fraternity and that we will continue to do.

As local government, we are currently faced by a number of challenges that include a fragmentation of approaches to the developing of strong systems of local governance, limited financial support for the development of vibrant local economies, poverty among our taxpayers, poor ethical practices as a result of lack of transparency, the incidence of greed, as well as interference in the day today management of our African Affairs by some external agencies.

For these reasons, we are working on a Worldwide Charter of Local Government which we hope our governments will support when it comes before the General Assembly of the United Nations in a few years time. The idea is to agree on a general local government framework and principles within which nations can design their systems of governance at the local level. It should also be appreciated that local government is not sitting idle in view of the important lobbying central governments are doing in respect of debt burdens that are causing havoc among our people.

Local governments are also putting pressure to encourage and urge rich nations to review the terms of debts owed by poor nations especially Africa. We are also lobbying against expansionist proposals by international and multilateral corporations from the richer nations of this world such as the Multilateral Agreement on Investment being pushed down government throats by the Organisation of Economic Co-operation & Development.

In our view, for Africa to reverse the negative development trends facing it, it is vital that we develop a common vision for local government in the next millennium. The vision should among other things, endeavour to address common issues such as:

· Strengthening the local government institution through the developing of clear policies on functions, relations with central governments and other relevant organisations, appropriate funding, constitutionalising local government and institution building;

· Making local government more democratic, transparent and accountable to citizens;

· Developing conducive modes of partnerships at local, national, regional and international levels to enable local authorities co-operate effectively with other development actors;

· Strengthening of the local government technology base in order to effectively face the information boom and other global effects.

· Mainstreaming environmental sustainability in local government programmes;

· Reformation of democratic processes at local level to promote meaningful citizens participation; and

· Eliminating of corruption in local administration and politics.

Chairperson, AULA notes with a degree of satisfaction that central government ministers responsible for local government in Africa, have begun to take an unavoidable active part in seriously reviewing the manner in which local government has been functioning and are trying to come up with a common position regarding local development and setting up of sustainable local government institutions.

The recent SADC Local Government Conference held in Johannesburg arising from close interaction between local government practitioners and ministers in various other fora before is a very good example. Colleagues will are aware that AULA has been preaching this gospel for years.

Before ending my remarks, allow me to thank all the people who have been involved in the- planning and preparation of this conference. For the MDP and AULA, the Programme is continuing as we are already involved in the planning of yet another big conference that will take place in Windhoek, Namibia, in May 2000. We are hoping that all participants here present will use this conference as a staging post to this Africities event and I urge all local governments and stakeholders to participate. Our brothers from Namibia will give details of the conference later towards the end of this conference.

I want to conclude these remarks by inviting you all to the 7th Regional Conference of the African Union of Local Authorities. This will take place in Kampala, from 4th to 8th October this year.

The theme of the conference is “Community Participation in Local Governance in the Third Millennium”.  The details of the Programme are contained in the AULA Newsletter, which is in front of you.

I THANK YOU.
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Honourable Minister John Nkomo

Honourable Ministers present this evening, President of the International Union of Local Governments, Col. Max Ng'andwe, President of the African Union of Local Authorities, Mr. Patrick Namawar, Honourable Mayor of Victoria Falls, Mr. Dillip Pandya, the Director of MDP-ESA, Mr. George Matovu, the Secretary - General of AU LA, Mr. Charles Katiza, Mr. Chairperson, members of the donor community, Ladies and Gentlemen.

Let me first of all welcome you, in my capacity as the Chairperson of the Board of Directors of the Municipal Development Programme, Eastern and Southern Africa regional office, to this Ministers' Conference on "Challenges Facing Local Governments in Africa in the 21st Century". The partners who organized this Conference are the Ministry of Local Government & National Housing of the Government of Zimbabwe, the Municipal Development Programme and the African Union of Local Authorities.

We appreciate that you have put aside your busy schedules in your respective countries in order to attend this important Ministers Conference.

This Conference is critical in that it provides:

· An opportunity for Ministers in the region to share and  experiences  on  local  government  in decentralisation in particular;

· An opportunity for Ministers in Local Government to meet with their colleagues in Finance to deliberate on key issues influencing Local Government finance;

We hope that by working together in this Conference, there will emerge a shared strategy that can strengthen the financial performance of Local Governments in Africa.

I am pleased to note that this Conference has successfully brought together a full complement of all key players in Local Government to focus on the important subject of fiscal decentralisation.

In addition, this is a unique opportunity to have local government practitioners sitting together with their Ministers to dialogue on various aspects of Local Government.

I wish to express my deep appreciation and satisfaction with the number of countries participating in this Conference, namely, Botswana, Gambia, Ghana, Lesotho, Malawi, Mozambique, Namibia, Nigeria, South Africa, Swaziland, Tanzania, Uganda, Zambia, and the host country, Zimbabwe. I want to especially acknowledge the presence of our colleagues from West Africa, the Honourable Minister from Ghana, the Honourable Minister from Gambia, and the Honourable Minister from Nigeria and their delegations.  Their presence will enrich our deliberations with the sharing of West African experiences.

I would like to underline the fact that the success of this Conference will go a long way to assist in focusing and sharpening MDP and AULA interventions in Local Government capacity building.

For the next 3 days, we are going to brainstorm and share experiences on key issues that influence decentralisation in our region such as rapid urbanisation, lack of employment, decline in resources, poverty, the scarge of HIV/AIDS and increasing crime.  It is important for the Conference to discuss the issues related to decentralisation with this background in mind and come up with effective solutions.

I believe this Conference, given the high level at which the countries are represented, will stimulate reflections on the achievements and shortcomings of, as well as lessons learned from challenges faced by each countries. On my part, I hope that whatever deliberations and resolutions are reached at this Conference, there should be an effective mechanism for follow-up on these declarations and resolutions.

All countries in the region and beyond are engaged in decentralisation reforms in a bid to foster efficiency and good governance.  This phenomenon has taken many forms and calls for serious reviewing. Some countries have opted for devolution of powers, others have opted for de-concentration, others have opted for a combination of both, and still others are yet to decide what form and speed to follow.

Ministers and other local government practitioners in the region must play a front-line role to ensure maximum benefit from discussions to be held in this Conference, and must produce a shared vision and agenda which can guide institutions such as MDP and AULA in supporting local government initiatives.

Finally, let me take this opportunity to thank the Government of Zimbabwe, particularly the Ministry of Local Government and National Housing for hosting this Conference and supporting MDP, the Victoria Falls Municipality, the MDP donors and AULA who have made the organisation of this Conference possible.

I wish us successful deliberations.

Thank you Ladies and Gentlemen.
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Ladies and Gentlemen

Comrades and Friends.

I am delighted to join you all at this important conference on Local Government in Africa which commenced two days ago and was organised through the co-operation of the Ministry of Local Government and National Housing of Zimbabwe, the Municipal Development Programme (MDP) and the African Union of Local Authorities (AULA).  The need to hold this conference I am advised, arose from the observation that over the past twenty years or so pressures have been mounting on most Sub-Saharan African governments for the promotion of socio-​economic development in their respective countries.

I am however, pleased to note that most governments in the region have responded positively by establishing or strengthening systems of local governments, to which they have then sought to decentralise functions and responsibilities as a way of enhancing the overall development.  of their countries.

Zimbabwe as one of such countries going through this process is therefore too pleased to host this important conference.

I am sure that His Honour the Mayor of Victoria Falls and the Minister of Local Government and National Housing have already welcomed you to this conference as it is our tradition.  However, I would like to take this opportunity to extend on behalf of my government and the people of Zimbabwe, our warm welcome to you to our country and to this conference.

It is my hope that you will find time from your busy program to relax and visit the Victoria Falls and the flora and fauna surrounding the Falls.

Mr Chairman, I am told that this is a hands-on conference whose aim is to provide an opportunity to ministers responsible for local governments and for finance in the region, together with local government practitioners, mayors, city and town clerks, academics, government officials and researchers to share experiences and lessons emanating from ongoing processes of decentralisation and related reforms in Africa.  I hope that you will all benefit from this experience.

The importance of establishing and developing viable local government systems has now been accepted by all countries in this continent and the world over.

The Harare Declaration of 1991 Commonwealth Heads of Government underscored the need to work towards the protection and promotion of the fundamental political values of democracy; democratic processes and institutions which reflect national circumstances, the rule of law, the independence of the judiciary, with the ultimate objective of upholding the tenets of just and honest government.

Thus the promotion of local democracy and decentralised participatory government, which is the main focus of your conference, is the key to achieving the principles of the Harare Declaration.

At the Edinburgh meeting in 1997, the Commonwealth Heads of Government recognised that an effective local government is an important foundation for democracy.   The Heads of Government expressed their support for local governments' role in ensuring sustainable development, including the promotion of investment and trade.

Recently over one thousand eight hundred delegates from local authorities, central governments, external support agencies and non-governmental organisation converged at the International Union of Local Authorities conference in Barcelona, Spain, to critically examine the challenges facing local governments the world over.  Thus decentralised and democratic local governance has not only become topical the world over, but has definitely become the vehicle through which people are going to have a voice and choice in matters that affect their daily lives.

My government is in the process of devolving some responsibilities and functions to local government authorities.  The decision was made on the philosophy that important developmental views arise from the people at the grassroots level.  Therefore, the people have to be given appropriate structures through which they can be involved in programmes and projects that benefit them.  To this effect, our Parliament has passed laws that provide for democratic participatory structures at village, ward, district and provincial levels.

Government reaffirmed its commitment to this decentralisation process by enunciating thirteen principles which are meant to guide the process.  It has also put in place an appropriate institutional structure to implement and monitor the transfer of powers and functions to the local authorities.  We have also been mindful of the fact that our decentralisation programme is taking place at a time when we are also implementing economic structural -reforms.  Thus in order to guarantee success in this worthwhile exercise, the appropriate resources, both human and material are going to be mobilised not only for the period when the programme is underway, But also when the full transfer of powers and functions has been completed.

Mr Chairman, the holding of this conference at this particular moment is both timely and appropriate because it is going to enable the participants to prepare for the next summit of African Cities in Namibia.  This conference will also enable the countries represented here to learn from each other's Experience, thereby avoiding adopting decentralisation strategies and actions which may already have failed elsewhere.

It is quite apparent to me that throughout the region, local governments are going to deal directly with fundamental issues of national development such as attracting capital and investment, creating jobs, combating poverty and crime, and protecting the environment.

The importance of building strong local government in Africa therefore cannot be over-emphasised.  It is through strengthened local governments that there is a higher likelihood of reflecting local needs more accurately than centralised systems of government.

In conclusion, Mr Chairman, I urge the conference to come up with recommendations that will assist governments in the region to adopt policies and programmes for strengthening local governments in the next millennium.  While this century belonged to central governments whose efforts were mainly directed towards nation building and consolidating peace and stability, indications are that the 21st century belongs to decentralised, democratic, transparent and accountable local governments.

With these remarks, I declare your conference officially open and wish you success in your deliberations.

I thank you.
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1.
Introduction:

1.1
Africa's colonial experience, especially in as far as governance in general, and local government in particular is concerned, has not augured well for us in terms of preparation for the realisation of effective, transparent and decentralised development oriented Local Governments.  The colonial masters did not articulate the respective Local Government Acts, Regulations and structures for development purposes.  Rather, the Acts and Regulations were articulated in such a way that they only fostered subjugation and acquiescence to colonial exploitation.  The structures were so designed that both direct and indirect rule prevailed and Local Governments were only conduits for exploitative revenue collection from the periphery to the centre as well as ensuring and consolidating centralism (a situation in colonial countries where virtually all local and regional decisions are made by the centre).  

1.2
Independence could not have radically changed the situation, in both the short and medium terms.  Governance, public policy and administration were centralised and remained the prerogative of Central Government with very little, if any, public participation in matters and decisions that affected their lives on a daily basis.  

1.3
In the case of the Gambia, three decades of independence have shown that centralism leads to weakening of the State and its functions, thereby contributing to low human development.  It marginalises the people whose participation in national socio-economic development not only changes the nature and direction of sustainable development interventions, but also will lead to a type and intensity of development processes, which are more responsive to the poor people's position and interest.  

1.4
People are the central purpose of development and human will and capacity remain its most critical resources.  People-centred conception will take as its starting point local people's knowledge, capacities, aspirations and desires and places development activities in the service of improving people's lives in ways that best suit them.  

1.5
To attain people's enlightened participation in development projects, programmes and processes, structuring the division of powers by devolving central authority, functions and resources (in particular financial resources) to Local Government must become the major factor for ushering in an era of sustainable development, good governance, accountability, transparency and probity.  The devolution, by Acts of the various Parliaments and/or National Assemblies, must definitively articulate and ensure the requisite democratic space for genuine participatory governance from the grassroots to the highest political level so as to ensure sustainable human and socio-economic development amid a democratic and good governance framework.  

2.0
The Gambia Experience

2.1
Based on our conviction in the relevance of enlightened popular participation in good governance and development, the Government of the Gambia emphasised the importance of decentralisation and enhancing the administrative capacity of local administration and councils for participatory planning, implementation, management, co-ordination and monitoring of decentralised development.  Emanating therefrom were a number of Policy Statements from high-level policy makers.  Although Cabinet did approve a policy paper on decentralisation in April 1993, it is the 1997 National Constitution that laid down a sound basis for the formulation of policy objectives and a Strategy and Action Plan.

2.2
In 1997, a high level multi-disciplinary and inter-sectoral Programme Co-ordinating Committee (PCC) was established, inaugurated and mandated with responsibility for policy formulation and review, expediting of policy decisions and the resolution of any major implementation problems that may arise.  Specifically, the PCC approves work programmes and budget, reviews semi-annual and annual progress reports and initiate any corrective actions.  

2.3
In 1998, a Programme Management Unit (PMU), Headed by a Programme Manager, was established and operationalised.  The PMU is responsible for overall management and co-ordination of Programme activities.  It produces annual work plans and budgets for all activities to the PCC for approval, supervise implementation of approved work plans.  The Unit is specifically responsible for procurement and disbursement, maintaining the project accounts and making arrangements for audits, submit semi-annual, annual and other reports that may be required by the PCC and development partners.  

2.4
The inter-governmental fiscal relations in support of the process are designed in such a way that Central Government shall transfer financial resources from the line Departments of State to the Councils to facilitate the efficient and effective implementation of the devolved competencies, functions and responsibilities.  The transfer of the financial resources is a legal obligation on Central Government and the Councils shall duly account for these moneys to the Public Accounts Committee of the National Assembly.  

3.0
Accomplishment

3 1
Establishment and inauguration of the PCC with clearly defined functions and responsibilities

3.2
Establishment and Operationalisation of the PMU with full time staff and clearly defined functions, roles and responsibilities

3.3
Finalisation of the Local Government Legislative Framework and accompanying Cabinet Paper

3.4
Drafting of the Finance and Audit Act Policy framework

3.5
Drafting of the Finance and Audit Act

3.6
The most significant accomplishments are the Local Government Legislative Framework and the Draft Finance and Audit Act.  These are important in so far that the former articulates the legal framework ensuring devolution as opposed to deconcentration of power, authority and responsibility as well as setting a timeline (fifteen years hence) for the devolution process, the latter ensuring that in fact financial resource mobilisation and employment are within a legal framework.  

3.7
There has not been any major set backs as such.  However, it is worth noting that the process is slow as it is participatory, time consuming and indeed, elaborate.  The participatory nature, exemplified by an extensive and intensive process, is what gives the authenticity and broad base support and commitment, two very important parameters.  

4.0
Lessons Learned

4.1
The process of decentralisation requires commitment from the highest political and administrative decision making levels supported by legislation

4.2
It is slow and time demanding

4.3
It is participatory and broad based

4.4
The process has far reaching implications at the national level as it requires not only policy reorientation, but also restructuring and entering into new partnerships 

4.5
Requires effective and efficient institutional fiamewoks to ensure management and co-ordination

4.6
Has immense resource (financial, material and human) allocation implications

4 7
Requires tremendous capacity building and institutional strengthening

4.8
Requires citizen engagement

5.0
Conclusion And The Way Forward

In conclusion Mr. Chairman, the Challenges and Way Forward for Local Governments in Africa in the 21 ~ Century are indeed, multi-faceted but can be summarised as follows:

5.1
Mustering more political and administrative support for decentralisation - this is because there are many cases of Central Government's reluctance to devolve authority and create enabling environments for decentralisation and local empowerment

5.2
Putting in place innovative resource mobilisation systems - this is because Local Governments are almost completely dependent on Central Government's, have insufficient tax power, lack creative local resources mobilisation capability, are faced with revenue collection problems and are weak in financial management

5.3
Recruiting and retaining competent manpower - Local Government's are faced with problems of personnel management, poor salary structures and working conditions and the lack of training opportunities and facilities

5.4
Providing and maintaining social infrastructure - there is the need to have a culture of maintenance

5.5
Promoting attitudinal, behavioural and cultural change - this hinges on the quality of local leadership, attitude of local residents to governance and attitude of public servants towards the public and vice versa and the degree of compatibility of decentralised procedures, planning, decision-making and management with traditional customs and behaviours

5.6
Promote and facilitate equity considerations

5.7
Remove gender imbalance

5.8
Undertake capacity building and institutional strengthening

5.9
Undertake more citizen engagement through public education on decentralisation

5.9
Providing appropriate legislation for decentralisation

5.10
Improve the quality of services so that LGAs are able to demonstrate to the tax-payer cum client that it is worthwhile paying taxes on time

5.11
Ensure transparency

5.12
Improve the general conditions of Local Government employees

15.13
Give greater attention to the under privileged sections of society through affirmative action

15.14
Recognise the role of traditional rulers
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Introduction

Since 1986 the National Resistance Movement Government (NRM) in Uganda has made concerted efforts to devolve power to popularly elected Local Government Councils. Today, Local Government Councils in Uganda are fully-fledged representative structures with extensive legislative, planning, revenue collection, budgeting and development management responsibilities and powers. Councillors are cleared on individual merit, and everyone of voting age is free to stand for election.  This is in total reversal of the  centralism tendencies  of  earlier  post-independence Governments in Uganda.

Uganda's decentralisation policy is outlined in 'Chapter 11 of the 1995 Constitution and is amplified in the Local Governments Act, 1997, These two important pieces of legislation assign different roles to central and Local Governments in Uganda. As outlined in the Schedules in the Constitution, and in the local Governments Act, 1997, the primary role of the central Government, apart from handling critical functions (such as defence, foreign affairs, monetary policy, etc.)., is to set national policy and standards; to inspect, supervise, monitor and co-ordinate activities of Local Governments to ensure that they comply with national policies and standards;  and  to  mentor  and  give  assistance  to  Local Governments. Local Governments, on the other hand,  are responsible for implementing a broad range of services previously handled by the centre, such as provision of nursery, primary and secondary education; provision and maintenance of water supplies; provision of primary health services and management of non​-referral hospitals; provision of agricultural ancillary services and construction, rehabilitation and maintenance of feeder roads.

The objective of this major policy shift is to:

1. Transfer real power to Local Governments and, thus, reduce the load of work on remote and under-resourced central officials;

2. Bring political and administrative control over services to the point of delivery, thereby improving accountability and effectiveness, and promoting people's feelings of ownership of programmes  and projects executed in their Local Governments;

3. Free local managers from central constraints and, among other things., allow them to develop organisational structures tailored to local circumstances;

4. improve  financial  accountability  and responsibility  by establishing a clear link between payment of taxes and provision of services; and

5. Improve the capacities of the Councils to plan, finance and manage the delivery of services to their constituents.

Several institutional arrangements have been put in place to given effect to these objectives.

Institutional Framework

The key institution in Uganda's decentralisation policy and process is the Local Government Council. This is the institution that is mandated to initiate and approve Local Government development plans and budgets; to provide social services to the people; to carry out legislative and other development management functions; to supervise and monitor the 'activities' of civil servant; and even to appoint its own public servants.  Our efforts therefore have focused on raising the competence of this crucial institution so that its members can, in conjunction with their technical counterparts make informed choices based on locally determined priorities 'There are 45 district Councils, 13 Municipal. Councils, 5 City Division Councils, 870 Sub-County Councils, 59 town Councils and 33 Municipal Division Councils in Uganda.

(a)
Legal Provisions

The legal basis of the Local Government Council is the 1995 Constitution and the Local Governments Act, 1997, both of which were enacted after extensive consultations. Local Councils are elected through competitive elections based on adult suffrage and must, for gender reasons, have female representation of at least thirty per cent of the total membership. Each must also have two youth representatives, and two representatives of the disabled. One each of the representatives must be female

The law provides legislative powers to Local Governments to make ordinances and bye-laws that are consistent with the constitution. -Village, Parish and Sub-county councils also have judicial powers under the Judicial Powers Statute.

(b)
Financial Arrangements

Local Governments must have the- necessary financial and human  resources to implement decentralised services effectively.  To that end we have established four sources of revenue for Local Governments: conditional, unconditional and  equalisation grants,  all  provided  by  the  central government, and local revenue raised from taxes, rates, rents and loans. Conditional grants are monies provided by Central Government to Local Governments to fund decentralised services, according to agreed criteria, principally in the five national Priority Programme Areas.

1.
Primary education

2.
Primary health

3.
Agricultural extension

4.
Feeder roads

5.
Safe and clean water.

Unconditional  grants  are  intended  to  enable. Local Governments to address  locally  determined priorities. Equalisation grants are intended to assist poorer Districts to provide social services not below national average standards. Locally raised revenue comprises graduated and property taxes, market dues, rates and other legal forms of revenue. Unconditional and equalisation grants, and locally raised revenue, together constitute the total revenue envelope over which Local Governments have discretionary 'allocation powers

Locally  raised  revenue  is  distributed  among  local Governments according to specific provisions. Sub-Counties retain 65% of what they collect and remit 35% to Districts; Sub-Counties in turn, remit 25% of what they have retained to village councils, 5% to Parish Councils, and 5% to County Councils.  Municipal Divisions are required to remit 50% of their local collections to their respective Municipalities; in turn, Municipalities are required to plough back to the Divisions 30% of this money for equalisation purposes. These percentages are currently  being reviewed.

An independent Statutory body, the Local Government Finance Commission (LGFC), has been established to advise the President on the distribution of revenue between central and Local Governments, and between Local Governments themselves; on conditional and equalisation grants; and on Local  Government sources  of revenue and revenue potential.   The LGFC is also mandated to advise the Ministers responsible for Local Government and for Finance on disputes between Local Governments.

Financial decentralisation was undertaken in phases to minimise disruptions. The recurrent budget was decentralised first, and was itself phased over a three year period.  Of the Districts at the time, 13 were brought on board each successive year.  The development budget  is  being decentralised this year, and is also being phased through piloting some Districts first.

Several Systems and procedures and institutions have been put in place to ensure transparency and accountability in the management of public funds. The systems and procedures are elaborated  in  the  Local  Governments  Financial  and Accounting Regulations, the District and Urban Tender Board Regulations and lie Local Governments Public Accounts Committee Rules and Regulations.

In operational terms Local Governments "are monitored  by several mutually reinforcing bodies comprising the Auditor General, the Minister of Local Government, the Inspector General of Government, Resident District Commissioners, Local Government public Accounts Committees, Public Accounts Committee of Parliament, and the General Public.

c) Human Resource Management

We have transferred from a unified to a separate personnel system. Civil servants previously employed by the centre have been transferred to Districts and are now employees of Districts Service Commissions, which are appointed by District Local Government Councils.  Local Government employees are under the control of the Chief Administrative Officer (in case of Districts), or the Town Clerk (in case of Municipalities and Kampala City Council). Employees who feel  aggrieved  by  decisions  of the  District  Service Commission may appeal to the Public Service Commission at the Centre or to the courts of Law - if necessary.

Implementation Challenges
A key problem that has been encountered is that of generating adequate attitudinal change to give the decentralisation programme unquestioned commitment and support at all level of central Government. Resistance to the fundamental changes occasioned by decentralisation is, of course, to be expected given the implied loss of power and prestige by central Government bureaucrats. Our approach has been to sensitise all levels of Government to the potential benefits of decentralised governance, and to appeal to the law when persuasion seems not to work. Slowly but surely, our efforts have begun to bear fruit, although actions by some line ministries with decentralised services are still characterised by foot-dragging.

Because of its sheer scale, Uganda's decentralisation programme requires enormous resources for its implementation. Although the programme has received generous donor support this far, its sustainability after donor support scales down remains an important concern to Government. The capacity building efforts mentioned earlier, DDP and LGDP pilot studies, and intensified local revenue mobilisation measures, are all intended to address this concern.

Besides the revenue problem, the problem, the programme requires enhanced central Government capacity to execute its new mandate effectively. For this reason, Government is improving its fiscal management system by, among other things, introducing Outcome-Oriented Budgeting (OOB), integrating central and Local Government Planning and budgeting processes, and setting up an integrated management information system to facilitate informed decision making at central and local Government Levels.

Another area of significant challenge relates to reconciling the various influences of the donor community. All donors have different interests, philosophies and approaches as far as decentralised governance is concerned, and some of these influences, philosophies and approaches do not necessarily advance our interests. Our approach is to engage in dialogue. with the donor community so that they fully understand our intentions, and to resist any pressure on us to adopt programmes, procedures or processes that run counter to our desired goals. Our stand is, that we would like to work in close partnership with donors who understand and appreciate our fundamental objectives. To that end, we set up a Donor Co-ordination Unit within the Ministry of Local Government through which different donor activities are synchronised to ensure that they rhyme with those objectives.

Other Implementation Challenges Include:

· persistent corruption, wastage and financial misallocation at Central, and Local Government levels;

· the need to synchronise the activities of Local Government, NGOs, the private sector and other sectors to Mount an effective attack against poverty;

· difficulties in raising Local Government ability to identify capacity gaps and procure training Services from  the private sector.

· The Local Governments' limited revenue base

There are also some challenges that have arisen from our own historical conditions. For example, during the colonial period chiefs had enormous powers over their subjects': This has been carried over in to our Local Government system to the extent that some Councils are dominated by their Chairpersons whereas, according to the present law, it should be the reverse,. Another problem relates to inflated expectations of material rewards that many of the present Councillors brought into office with them. Many expected Council positions to amount to real employment, and they are now painfully adjusting to reality.

Government treats these as teething problems that will eventually be surmounted. Among other things, a concerted effort 'is being made to strengthen integrity systems through mutually reinforcing activities of several players comprising the Auditor General, the Minister of Local Government, the inspector General of Government, the Public Accounts Committee of Parliament, Local Government Public Accounts Committees, central Government Resident District Commissioners, Local Government Council Executive and Sectoral Committees, Local Government Internal Auditors and the general public. Co-ordinated monitoring and supervision by all these players together with continuous induction and training of Local Government officials, are helping to reduce various malpractices and to strengthen public confidence in the Local Government system

Conclusion
Our preliminary conclusion is that raising Civic competence, improving service delivery, democratising society and mounting an effective attack against poverty presupposes the establishment of a transparent, accountable, participatory and representative Local Government system.  Such a system requires several pre-conditions in order to take root and flourish: there has to be genuine devolution of power to Local Governments; there has to be a legal framework that clearly articulates the respective roles of central and Local Governments; Local Government Councillors and civil servants must have a clear understanding of their respective roles and responsibilities; effective revenue mobilisation, both internal and external, must be undertaken; and the system must enjoy total conviction and commitment at the highest political levels.

Of course, all these are not easy to achieve, as we have discovered from practical experience on the ground.  But our view is that this is no excuse for inaction.
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Distinguished Guests

Ladies and Gentlemen
It is an honour for me to welcome all the colleagues and distinguished guests to this high level conference on the challenges facing local government in Africa in the next millennium here at Victoria Falls.

The issues of decentralisation, democratisation, transparency and accountability in local government are high on the agendas of most African countries and indeed elsewhere political and administrative decentralisation within the context of public sector reform and the achievement of good governance have taken on much significance in recent years.  This is clearly borne out by the fact that at various international fora such as those held by The Commonwealth Heads of Government (CHQGM), the International Union of Local Authorities (IULA), the African Union of Local Authorities (AULA) and the Commonwealth Local Government Forum have all underscored the need for the realisation of these goals.

Just over a month and a half ago I had the opportunity to attend a conference on local government in South Africa hosted for SADC member countries.  Colleague ministers who were there and are also present here will recall that at the end of that conference, recognition was made of the increasing globalisation of the world economy, politics and culture within which local authorities need to situate themselves.  The growing international emphasis on public participation in local government, sound governance the role of local government in promoting social and economic development and alleviating poverty, and the need for sound environmental management were also recognised<

Given these kind of issues on local government which have emerged, one can only be led into reflecting on the state of development of our systems of local government in terms of their preparedness to address the most countries on the continent have had not only to reform the colonial systems they inherited but, in some instances, to design completely new ones since vast areas in some countries had been left without any proper local government system put in place here some of the countries managed to establish appropriate systems, social and economic factors have made it imperative for continued changes to be made in order for them to cope with the ever mounting demands from the people they serve.

In the case of our country, both the rural and urban local authorities have had to battle with demands of a rapidly growing population.  Firstly in order to address the imbalance in the distribution of land in the rural areas government embarked on a land redistribution exercise which has meant the introduction of new settlements in previously uninhabited areas.  This has created an additional demand for roads, schools, clinics, Water and sanitation facilities.

Secondly, in order to ensure the provision of key agricultural inputs and extension as well as marketing facilities, the development of growth points, rural and business centres was promoted by the government throughout rural Zimbabwe A his too has had its demands on the fledgling rural local authorities as it called upon them to develop managerial and other skills in the administration of such settlements for future urban growth

The urban local authorities have not been spared either. A rise in the rural to urban migration has meant a steep demand for both infrastructural and social services such as water and sewerage reticulation, roads and storm water drainage, and education and health respectively. Housing waiting lists have grown from mere hundreds to thousands in small urban centres and hundreds of thousands in the larger towns and cities.

Thus as the supply of housing has not kept up with demand and household formation the extent of overcrowding has increased and so have backyard solutions. Squatting, has to an extent been under control but this situation may not continue into the near future. The attendant needs for transport and recreational facilities have increased commensurately. In addition, pandemics such as the HIV/AIDS and other natural calamities have added to the strain on our limited resources both human and material.

I am sure that there will be as many different experiences on the challenges facing the continent as there are countries participating in this conference. There will also be common experiences across national boundaries in the various efforts which have been made or are being made to address these challenges.

In view of the complex nature of the problems we face as a continent, it was felt that it would be valuable for experts in the various fields in local government such as decentralisation, fiscal decentralisation and local government in development, to present technical papers to enrich our discussions. It is expected that the conference will among other things, come out with a shared vision for transforming local governments and come up with possible solutions to problems confronting local governments in Africa. In other words, this becomes the African initiative to take forward local government into the next millennium.

Chairperson, I am delighted to inform you that my ministry was only too glad to co-host - this important gathering with the Municipal Development Programme Eastern and Southern Africa (MDP-ESA) and the African Union of Local Authorities (AULA) and, in that capacity, may I take this opportunity to express my appreciation for your overwhelming response to the invitation I extended to you which is shown by your presence here. Zimbabwe has a special interest in the issues under consideration at this conference and on Wednesday the Acting President of Zimbabwe Cde S. Muzenda is expected to join us when he will officially open our conference.

Finally, may I draw to your attention that while the importance of the business for which we are gathered here cannot be overemphasised, it was felt that it would not be proper for some of you coming here for the first time and even those who have been here before, to return home without gaining an appreciation of what one of our newest municipal councils, the Victoria Falls Municipality has to offer. In this regard, a package has been put together which will enable delegates to visit some development projects being undertaken by the municipality. Delegates will also have the opportunity to tour the Mighty Falls.

I am very much aware that His Honour the Executive Mayor of the Victoria Falls Municipality, Mr Pandya has welcomed you to Victoria Falls. In addition, the Provincial Governor and Resident Minister of Matabeleland North has also welcomed you to the Province. I want to welcome you to Zimbabwe and have no doubt that you will feel at home in an environment which is quite ideal for mixing business with pleasure.

I also have no doubt that this conference will bring forth successful deliberations.

I thank you.
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