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ASSESSING LOCAL ADMINISTRATIVE
CAPACITY FOR DEVELCPMENT
PURPOSES: A KENYAN CASE

By

W. Ouma Oyugi

ABSTRACT

This paper is based on field data, collected between 1970-1972.
It assesses the administrative potential and capacity that existed in cre
sub-district at the time an integrated rural development programme was
being launched in the area. The findings show that the administrative
system which existed at the time was too weak to support the programme.
The factors which accounted for the weaknesses are discussed in some
details.
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ASSESING LOCAL AJMINISTRATIVE CAPACITY FOR
EVELOPMENT PURPOSES: A KENYAN CASE

I

The failure to implement development programmes at the
local level once they are formulated can be attributed to a
number of factors. Among them is the auministrative incasacity
of the implementing agencies, departments or people as the case
may be. In this paver we shall be concerned with the analysis
of some of the administrative factors that retard the development

nrocess at tue local level.

The data on which the paper is based was collected between
March 1970-June 72 and covered the period between 1967-<1971. The
study was conducted in Migori-Civision of South Hyanza Jistrict
where a special integrated rural develooment orogramme had just
been initiated. The following departments werz covered in the

survey.

(1) Agriculture (2) Provincial Administration (3) Conmunity
Development (4) Jooperatives. These departments were chosen Ior
the very simple reason that they are usually the ones w:th
organizational (or personnel) represeatation at the local level
and also because of the imnortant roles they play .n plamnad
development. Data was collected through oral interviews,

questionnaire and observations. The findings are discussed below.

11
The paper begins with an cxamination at the nature of
departmental capacity in the area at the time the special
integrated rural development programme was being introduced.
This is important because an increase in work load without a
corresponding increase in personnel usually leads to administrative

incapacitatione

ote

* The data used here is from the ''reserve bank' developed when
I was in the {ield collecting data for my Ph.,>. thesis. This is
therefore the first time they have been analysed and used. I am
indebted to the Cean's Committee and to the I.5.S. (University of
llairobi) for the grants which enabled me to do the study. OZI course
they are not respons:ble for what I have said here.
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especizally under conditions of full employment in the organization.
“thether this is always true in rural ‘Kenya is open ' to debatz.
For our purpose, however, what we are concerned with in this
section is the assessment of whetner the staffing situation in tha
selected departments was of the %kind and magnitude capavle of
grapoling with the problems introduced by the new programme, one
which called for intensive :ntegrated rural development in several

fronts.

To beg'n with, the Jepartment of Agriculturs had two
Assistant Agricultural Officers (AAOs) in the zrea (the area
covered two -administrative divisions) and forty-£five extension
agents-15 agricultural assistants and 30 junior agricultural
assistants., An area of about 1,920 sc. kilometres with a
population of about 25,000 farm families, it could not be regarded
as uniar staffed considering the 'national averazes?. It also had
the kind of prads combinations that one usually expects to find at

this level of administcration.

But what was apparently lacking on the other hand was the
performance capacity. This can be measured on several dimensions
so:e of which are:- (1) the experience factor (ii)} the levcl of
education (iii) the tra:ning cazponent (iv) Availability of

resources.

ixperience is measured in termas of how long one has been
on the relevant job. Taking this as z major indicator we notice
fron the table below that most of the crtoensloa zzents who returned
the cuestiomnaires had had long service records in the department.

Length in Service

Less than
11 year |Lle2yrsles{5-10|11-15(16-20(21-25/25-30 COTAL
SUTTA 1
KADZII
FAITYALTAGO 1 & 11
e
z2
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Of tire 22 (out of tliz 45) extension agents who returnel the

cuestionnaire all except & nad over five years on the job

experience, and 30% kad between 11-30 y2ars in service. 12

l
"

Jeto

the length of service x5 am indicator of the level of experience

tiien most of the staif 'a th2 area were experienced.

iiowever, exnerience alone n.ay not tell tiie whole story. hien
people are nalfi educzted rarely do they maie uce of thzir exnerience

n an imnovat.ve izanner. They usually are rout:ne oriented. JTaced

=

with new situatlions which recuire creat:vity they become Zunctionally

irmouile. Thys characterictic was noticed auong the jun.or extension

staff in the denariment of agriculture, Loo:inz at their stander:is
of formal educat.om we notice in the table below that it was wvery
10‘\70
Formai Zducatl onal Standards
Frimary "~ Secondary
Location Lower{Ztd lo| Upner {otd| Lower ] Upper Form | TOTAL
| A7 V=VIII)| Torm I-II III-IV [ !
u !
!
SUTA / - 3

L\A—-{_‘ - “ 1

RANYALKAGO 7 . l

-
s

]

e

< . ’
Thus, the respondenits were {except one) all primary school leavers

w.th 50% havins less than Zive years of Zormal education. These could

ne: ther read nor understend off cial cormunication in Anzlisk (the
official wori:inag lanzuase) They depended on the relatively “more
educated' colleagues in predar:ng their off cial coomunications up che
hierarchy (eg. monthly reports) 3:nce most of the literature existing
on all government programmes :ncluding the new (spec.al rural
develonment) proprasme that they were to worl on, were wr.tten in  “\
Engl;sh, inevitably they had difficuflties In directly extract:ng the
informetion on their own. They depended mainly oa the divisional
superiors who came and summed it up for them “in a way they understood

them theriselves'.
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Lac: of proper formal education coupled with the age factor
does even compl.cate t..e watter further; for it means that the
staff in ruestion cannot benefit from on-the-jod tralining. As
the table below shows, most of the agents were too old to benef't

from any form: of onsthe=job educat:on (or trez.ning)

Ages of Extention Agents (Agriculture)

Location 15520 21-30 51=40 41-50 |Over 5C | TOTAL
SUTA 2 | = 1 2 5
1
i FADEN } 1 2 1 1 o
i
-
, KAITYAITAGO - > 2 6 11
]
L
22

Looking at the age groups only & of the 22 respondent could
benef -t from some form: of on the job educat:on or tra ning; and
over 507 were too old and wzre in fact simply awaiting the fatzful

day when they would be asked to retirel

but even for tne faw that were tre naevle there was verv l.ttle
functional benefits they were 1 kely to achieve from the short
duration courses that thay usually attended. Most of thc courses

lasted for ounly a few days - aad ounly rarecly for over three wezls.

The total p:cture which emerges in the department of agriculture
is that the situatson wiilch the new prosramme inherited was too wezx
to sustain it, We shall now exazm.ne the situat:on in the other
departments,

The Provincial Administration which has always been used
(whether during colonialisw: or after) as the instrument for
penetrat.on and control at the local level is usually well
represented in evéry administrat:ve unit - f{rom the sube-location
to the Provincial level. At the time of the survey, there were
two District Off.cers (in charge of the two d visZons in the

nrosramw.e area)
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and a chief and a sub=ch @£ in each of thie seven locationc and

twenty-two 3ud-locations respectively.
Of the seven chiefs three were formally interviewed.
Informal discussions were held with 2ll the seven. The biodata

gathered is presented below.

Information on Shiefs and Subalhiefs

Chief* Age Length in Level of Ex.st. of Level of
Service Educ, Jeve, Cam  Awareness
(i) 35 ) Viii P2 Week loy
(ii) 50 14 Nil Weak low
(iii) . 40 1 VI Wea low
Subelhief
(1) 50 4 LowerePri- wWeal low
mary
ii 55 13 Hone Jealk low
ii 27 Lower<Pri-
nary wealt low
iv 44 8 Lower=Pri-
mary. tTone Low
v 33 3 VIII llone Fair
vi. : 50 8 Lower«Prie-
mary fieal: Fair
vii 20 VIII Weal: Tair
viii 40 LowerePri«
mary Yea: low

% The names of the whiefs and 3ubeChiefs have been left out. The
Roman numbers represeat the real people imterviewed.

From the table it is apparent that all the ch. efs and the sube-ch.efs
except one, werzs mature people-a factor wi:ch for a long time has
been significant .n the appointment of these people. 8ix of the
seven chiefs had been appo:nted after independence, and seven of
the eight subechiefs had been appointed a year hefore or after
‘ndependence., 3ducationally they were all of Pr mary education
standard.w th the majority of them in the lower primary category
(standards I-IV) or less. Only three of the eleven chiefs and
sub-chiefs interviewed formally, could read and wr-te English

gatisfactorily. The rest could hardly do so.

Thus, we notice that in the provincial Administrat.on as in
the department of Agriculture the level of education of the
locationel an? sub=locational staff was very low indeed. They

/
coul 1 not Le expected therefore to understand on their own,



I55/Wp 191
- 6
most of ‘the litereture then existing-on-Develop:ent. Programes -
for which they were being called upon to mobilize the people. That
Day also explain why the majority (8 out of 11) had very low
awareness. (see table above last column) of what the spec:al

programme was all zbout,

Vhen asited what their major duties are, almost all of them
nent oned "moniliziag the people for development” and on a further
quect ‘on '"How do you do this" the answer was invariably "through
the barazzs and in the self-help committees’. Yet three sudechief:z
confessed such committeez had not been estalrlished in their areas
and the remaining five plus the three chiefs though asserting the
existence of the comaittees all agreed they were too weak to be of
any use. One chief could not even remanber whether the locational
community development conmittee in his locat.on had met in the

last year or so.

The forego:ng was the state of affa rs existing at tha time .
tiie special Rural Sevelopment Programme was lavnched in the area -
and there were no :mzadiate changes introduced at the locat:onal
level and below to accomodate the new prograrm.e. wWith most of the
sudecihiiefs and chiefs either illiterate or semi- .literate, the
level of awareness rema.ned as low as it had been before the
programme was ‘introduced, For those who could read and wr:-te
English, the understand:.ng was not satisfactory either. They
depended on the Z:visional Off:cers for most of the :nformation
on the programme, With freguent transfers wh.ch we will discuss
in the next section of this paper, the go ng was not smooth and
continuous at all, even though numerically the situation looked

normal.,

The department whose funct ons overlap with those of the
Provincial Administrat.on is Jom:unity 2evelopment. Lilke the
Provincial Administrat on, its major duty is mobilization of
the people for development. 3ut mob.lization means very little

unless the mobilizers iinow ““for what' they are mobilizing.

That zwareness on the part of the local staff of the
departnent was not there as the :nterviews revealed. They
had heard of the programme but not of .ts details., They

were not n 2 position Loth LDy level of education and of position
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to know that certain docuients existed in waich the objectivas and

could he expected to understand the detailed arcuments in th2 then
s 1. s .

existing Jdocuments8  thoush their level of education was relatively

higher than those of their counterparts in the other depastments.

community sevelopment Assistants

i Lengtiz in Level of Zxistence Level of
Hzmes Aze Service Education | Trainiaz |of Jev. Som| Awareacss
1 40 5! Upper Pri. | 7 months yes Faixr
mary
ii 30 Y] | Upper Pri.
i1ary 14 months yes Fair
iid 35 n i ves yes 10w
iv 20 " t yes yes low
v 28 n v yes yas iov
d =n T " yes yes low
25 " i yes yes vague
43 i it yes yes Tair

The table shows that except for two men, most of the T.As were relatively
younger compared to their counterparts in the other departments. Yet
quite a number of them in spite of their age and educationzal advantages
still had oanly low understanding of the new programe.

A study carried out Ly the I.J.0. in 1572 traced the source of this

lacik of understanding of the progremme to the inability of the

—a

s the local

i

officials to communicate effectively wit
cfficicls, The GDAs in this casc were the victims of this lack

of effective conmunication, Otherwise they looked very informed

1 I have in uind for instaance the University Report 1957, 1968;
the proceedingzs of the Kericho Jonference edited by Sheffield J.
as Zducation, Employment and 2ural Development, E.A.Pl.H. and the
many circulars from the Ministries especially, the Hianistry of

F.nance and Planming.

2. See SROP Evaluation Report 1972 I.2.C. Occasional Paper
no. &
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about generzl development problexs in the area.

Host of them asserted the eristence of the
development conm. ttees but conf:ssed ti:at some of them were not
very act ve. A number of po nts explained this situation. F rstly,
there was only one CLA per location (e:zcepting only two locations
which had two each) They were, thus, unable to ieep act:ve all

the committees in the lccation, considering that one location may

nave several of them (e.g. project committees,sub-locatzonal
committees and thien locational comittee) Secondly, thie CDAs lacked
quicl: means of transpot. They depended on the use of the:r bicycles,
for wh:ch they had no allowance. Occas_onally when tize vicycles were
out of order they would be strznded for several wed':5 becouse oltau

a

they 4:.4 not have their salaries In time.

More often than not ‘they were always paid in arreas, and
even then not for all the months in question. Thirdly the Provincial
administrat._en people who could have helped to release pressure on
the CDAs did not themselves seem enthusiastic enough for that tasi.
They zcz the:r role as one of 'getting things done' rather than one
of "'planning to get things done''s DBecause of this, they tended to

tlove?! the haraza more than the self-help committees.

This situation did not change witin the introduction of the
SROP. Thae C_As continued to dbe frustrated im the payroll of the
County CJouncil which at the time wzs defacto bankrupt. Attemptc

el

to absord the S.As in the Civil Service did not materialize and

3}

nas not to-date. 5o that thoush the CJAs appear to ve better off
by way of educat.on, energey and dedication, their enthusiasm scemed
to have waned ma:inly because of delays In bzing paid and also because

of having to cover large areas.

The situation was nuch worse in the department of
cooperat ves, At the time of the study, there was only one cooperative
assistant cover:ng the two administrative divisions (in the programe
arca) together with a substant.zl part of another neighbour:ing Jdivision,
A young man of twenty-fivz, with four years of serv:ce in the department
behind him, he had just returned from the Kenya Institute of Administra-

tion where he had undergone a one year course on Jooperat.ve_acceuntinge
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His major duty as he told it to me was the supervision and inspectiou
of the accounts of the pr.mary societies, He had 39 Primary Societies.
Of these only 13 were active and the rest were dormant. These needed
rev.val, To do this the off.cer needed rezula: and dapendable means

of transport. He had none. He used public mezas to wove around,

Cften he would be stranded when the month zrew old (hence his pocket).
Worse-still there was no transport vote allocated to h:m. If he chose
to spené kis own inoney it took months before he was re:imbursed (e
told me he was talking from his experience since being employed in the

department and not necessarily about a particular time and place).

Before the :.ntroduction of the prograume in the area, there
had been no cooperat:ve man on the spot. The area had been run from
the O:strict Hoe some §0 miles away, which means that even prior to
the time of the study the societies had lacked closer and thorough
superv.cion and inspection of their accounts. Uases of non-payment
of wages to coc:ety employees and of dues. to members were very-Common.
With very l:ttle govermment comtrol, th.ngs went out of nand aod . that
in part was responsible for the weaiening of the cooperat.ve movement

in the area.

This situation did not change when the prozramae was
introduced. The several additional staff that had been expected would
be employed were not engaged .mmediately. There was no veh:cle and evarn
no staff housing available., Tih:s is the situation which the pro;ramme
inheriteda. INot much in the way of progress would hé expected in the
circumstances. }

The emerging situation in the four key départments at the
po.nt of contact with the Clientele it thus one of weakness im many
resvects. Thesz weasnesses could be alleviated to some extent by
the d.visional leadership but even at this level things were Tt all

—_—
/

!

v

that favourable.

Ve po.nted out that several factors may cenbine to define the
effectiveness or laci: of effect:veness é a particular administrative
department. Ameng them were experience, level of education and
training and ava:la>ility of resources. hese factors were not as
consprcuous at the divisionel level .25 they wege ot the locat . onal
level, ihile not denying altogetlier that tiiey may have been .mportant
too in exnlaining the s:tuatlon at the divisioﬁal level, I wish only

to po:nt out that thaera was one factor - frecuent transfexs ol dwvisienal
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officers - that I consiciered very detremental to the smooth
adainistrat:on of development and to the prov:-sion of efiective
guicance of the locat:onal staff by the divisiomal officials. This

point is. anzlysed in some detail in thie following pages.

111
In their 1969 Rurel survey Report, Heyer et al recported
that the rate.of transfer of govermment off:cers was so high
that it could be comsidered a tareat to successful nat:onal
development efforts,  3S:nce that tirme, the subject has been
widely discussed in Kenya. .Dut nobody has empirically shown how
it affects the administrat.on of development prograrr.es, It is ny

intent.on to do that 'n this section and in the next one,

Of course nobody can deny the potential for bad that is
implic: t in frecuent transfers. A govermment servant.is a
learner :n the sense that he has to iinow the-arca and its people
before he h mself can effect.vely bDegin to teach them what to do
and now to do ite. Jomotiiegthe go:ng may become rough and
the learn.-ng period may take a little longer. If this admini-
strative gestat.on (tadgestation') per.od is cuicikly interrupted,
a s.tuation arises in which some off:cers become perpetual learners
w.thout putting their "knowledge" intc zny practice, Thus, at the
time he is about ready to be of some use to the people, that :s the
tige he receives his latter of transfer. As this becomes institutie
onalized in the govermment syste., a s.tuat:on arises in which the

contribution of the sovermment machinery becomes marg.nal at best.

If an administracor is all the time on the move, it becanes
even more dzfficult to assess h:s. effect:veness as suche. This in
itself has a negat.ve implication for the national ada.nistrative
system since it will be diff:cult to assess the total capability
of the nat.onal administration for development. In a situation
such a5 this no accurate assessment of the (cual. tative) development

of the aduinistrat.on is possible.
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Sometimes frequent transfers without any clear explanation or
cause may demoralize an officer, What naturally follows from this
is lack of administrative commitment £0 an area which in turn may
lead to an officer doing worl: of very low value or sometimes even
not working at all. There was 2 !"nown case where a govermment
officer upon receiving his letter of transfer first reported ‘'sick’
and later spent the remaining - wee:s ‘writing a haniing over report'.,
Thic particular govermment officer was Deing transfered out of the
area very much against his will and for no explana:le reason. There

have been many other cases of the like.

A high rate of transifer has also the potent al for a
disintegrative effect in that it does not provide for aan opportun:ty
in which a group of govermment off:cers at one particuler edministretive
unit can stay long enough in the area to get to forge a working
relationship with one aznother. Jome officers may have the feeling
that they heve nothing to Jo with the WTooperative system’ since they
will be leaving very shortly anyway. .The significance of cooperation
especieally at the Uivisional level becomes all the more criticzl as ome
realises that there are some dapartments which heve more resources than
the others « resources wia.ch if there 25 cooperatlion, and hance
coordination of activities, would be shared without the officer in
question forgoing anything. Let us vizualize a situation in which
one department, say, Asriculture, has chronic laclk of petrol and the
other .ept, say, Jommunity ..evelopment has sufficient supply. A need
might arise in which the agriculture man might wish to errange to call
on some of his farmers cvery t:me the Jommunity .Jevelopment man gzoes
outy or they might organizec joint visits wnere their coatributions are
complementary (e.g. v:sit to a selfahelp cattle Jip) That liind of
cooperat.on may not be achieved if one officer feels that "I am after
all only here for a couple of monthsis Cooperatiom is likely toDe ..__
obtained when there is a sense of colleaguesh:p and a fceling that
Yione day it will be iy turn to as.: for help't.

‘

In a society which is elready coumitted to planned change,
frequent transfers for govermment off cers becomes even more. The
availability of sound and accurate dec:sional premises which must
continue to flow in the process of planning (which is viewed here as
a continuous process) is likely to suffer as a result of frecuent

The ,ava.lability of accurate plamning data depenis

mainly on the full understand’ang of the data sources by the transmittin-
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agency or unit. If an officer is not fully aware of what happens
below h:m, he is apt to turn to a junior subordinate to provide
the kind of information needed. Tae rel:ability of what the junior
man communicates depends on what kind of information sought. If the
information is one that reflects on the work of the transmitting
junior staff, chances are that .t will be inflated. We are all
familiar with the protective character of every bureaucrat - _.C.
that they will, more often than not, not nass over to the:xr superiors
any information that may adversely affect their relationships.3
The chiznces of accurate determination.of the cuality of information
received from the subordinates are made better if the officer stays
long enough 'n the zrea and thcrefore knows both his source of data

and the transm.tting units

Sincz planzing is viewed as an on-going activity, an officer

ho has not stayed in one area long enough may not be able to
comprchend what ranspired before he came. We alluded to tais

a short while ago when we talked of fadgestat: on periodi- ({defimed
as tiat period whicih an adninistrator needs before he can beg.n

to discharge his duties efficiently and effectively ) In planning,
the officer neesds to understand the decision makking process taat
led to the establ.siment of this or that project., He needs to
understand the relat.on hHetween his dept. 2nd adm. Unit and the
centre in the context of over - all development. It is only that
way that he car greople with the difficult plamning decisions that
2re increasingly xnociking on the door of every administrator.

Fraquent transfer .s bound to leave a vacuum.

Increasingly the iatcgrated nature of plaan:ng in Kenya is
Lecoming institutionaliized. ._epartments of povermment are from
time to time being calle: upon to cit together and draw up
developrment programaes. This calls for colleagueship and
understand nz among the various departmental heads. Fregquent
transfer as we heve posnted out, would unaibit the attaimment
of that goal., There arz t'me:s when a relat.vely senior officer
is transferred to an area as a disciplinary measure., On arrival

e may choose to have noth nz to do with ‘the systems on the spot' .

~

3 dervet Cimon Aduinistrative Dehaviour lias nowever pointed out
that there are times wier this information may be released aayway Z.e.
waen the decisfion tke Do0ss maies depends om it and there is the fear

that he might be acle to I nd out. the true vers:=on i; tie end anyway.
see Po 153.

5
=
4
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I an reminded 0f a relatively senior officer who was tranzferred to
an administrative unit which he did not consider as the right one
for him to operate at. Wh'le in the arca, he was invited to all the d
com. ittaa mest s . in Lis capacity as a despt. head. He chose
to have nothing to do with them. He later told me in an interview
that sitting around a table in conference with his "temporal
colleagues' could have meant too much condesces:on on his part!

The forgoing observations help to illustrate the. problems
implicit in frecruent transfer of government officers. As the case
study will shortly chow, the problem is criticel in some demartmenis
than in the others. It was in an attempt to assess the impact of
such transfers that the study was done. The study, wh.le being saole
to explain a few hypotheses as discussed here, does not claim to

have answered all the relevant hypotheses,

Plann. ng for local development .5 &2 responsibility that ihe
Planning Statutes have given to the Provinciel and the uvistwict
Jevelopment Committees. An assessment of the impact of fregquent
transfer for Divisional development must therefore bring these
adminpnistrative units into focus. The study therefore assessas
the fre-uency of transfer a2t the Provincial, Jistrict and below
but concentrates on the Jivision and below. The survey dates

I3
Lacs: to 1967 vhen the SROT plamning started.

In the five departments that we identified as being key in
the programme, transfers took place bhetween January 1567 and
Secember 1971 as ndicated in the chart selow. Figures show

the number of departmental heads serving between 1987-1971.

4 The initial survey of the S5RUP was carr.ed out on behalf of
the govermment by ieyer liorr.s and Gray Goucn in 13967 as a
fore runner of the 1958 survey.
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Province Jisgrict Division Location
Provinciczl
Adnirdstracion 2 2 10 Constant
Apriculture 3 2 2 n
Comm. Develops
raent 3 5 ]

3

Soonerat ves 3 2 [ Hil
Veterinary 3 3 2 Jouscant

he analys: s of these figures must begin by datermining what
is tiie acceotable lenath of time an officer should remain in an area
before he is transferred out. To do this 14 Provincial, Zistrict
and Jivisional heads of Department were asked what tihey considered
a reasonasle length of time an officer should remain in anarea
before being transferred.
Three said 1 year
Eleven said 2 years
Most of the eleven argued that a government cfficer needs up to
one year to understand n:s field administrative unit, It is
only in the second year they zrgued that he can become . 2ffective
in the area. Lccel plamners I talked to also suggestel thet o5 far os
pcssinle sn cfficer chould warecin . an arce for ot lecst two yeaors
ualess the tzensfers was 7o oo interest of ¢le oificer (e.g. promotion).
- /7 . )
Ln 1.0 woluatfion rannut’ 2iso recomeended a period of at least two
years.
with that apparent consansus, it does seem that the minimum
period acceptable would be two years. Accept:ng thet as the Lasis
our znalysis one carnct say right away that fraw the f. ndings,
at least transfer during the period 1957-1971 does not seem to have

been a problem at the Preovincial and District levels., With thz PJ,

5. Jo chenge
6. 3taff not in existence
7. R. Chmambers Zvaluaticn Report Ho. 21 07 1270 I. 43 University of

Nairobi 1970.
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the 2§ and the .  _ _ an—average .of 23 years

and the reft for an average of 1 yeLr and 3 months, that could =not

De cons dered a case that warrantad .. zlarm.

The p:cture was however different at the Jivisional level
/
where a Jistrict Officer stayed {n the area for an average of six
months and a Somuunity Seveloomént officer for an average of 1 year
and cooperat.ve officer for l?éyears. A further analysis of the-
WJ.visional dcvelopment fron;f"‘8 .5 made below,
/

At every administrative Uait of the Kenyan Government, the
Provincial administratioh is assumed to be the key integrztive
department on matters win.ch affect the area, On matter oI collective
nlanning at the divisional level for instance, it is the District
Officer that takes thg’.nitiative to form and comnvene the davalopaent
connittees. In I'iigo;:‘;i. dur: ng the period between 1967-1970 slicctive ko
shia wos ramar ~-ly rpcente DeOes come and went - staying for an average
of six months each élme. They nad no time to know tihe place and itc
people. Throughout t?é»f:rst—pLanning period Juae 1988 = Tecember
1969 no meeting was held zt the Zivisional level. 1In fact a Sivisional
Sevelopment Sommittee as such did not exist. Hoocody hiad stayed long
enough in the Arez to even think asout it. when zarly in 1970 an
enthusiastic ecconomics graduate was posted to the area as a

there was every s ga herz and there that he was Joing to revive tier

dying Sivisional Teem. He remained in the area for only three moaths
During that time however, he Lad managed to get tie team meet n
After his departure it too. almost another ¢.¥ months beforgxw%%pnﬁéd
during his time become routine montihly meetings et azcin. 1; Fept thig/
of’icer was so adversely affected Ly this abrupt transfex that for weexs
he stayed -n the station doing almost nothing. A mobilization meetinj he
had planned to address the week he was told of his trancfer had to

be cancelledy

fe frecuent trensfers .n the Department of Community Develor
ment glso affected the programee adversely. A very enthus:astic and

energetic lady Asst. $.J.0, was transferred out of the area w thout

8. Term borrowed fro: L. Cliffe and John, Saul 'Sistrict
Jeveloopment Front' sez The Afr can Review vol. 2 No. 1 June 72
pge 55-104,
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even the Provincial Comu. Development officer being warned in advance.
The 2nd mobilization seminars she had been organizing for the
programme after a very successful one in May 197C had to be delayad
for one full_yearl? This transfer was made at the time a foreign
planning team (Swedish International Development Agency and FAO)
was just arr ving in the area to begin the work. They mussed the
experience (however short) of this officer. And even after her

transfzr, -t toolt two months before her successor reported on duty.

The successor though enthus:iastic and energetic, did not
possess the tact and the persuas.veness wiich had made his
predessessor popular :n the area. He tried to push selfchelp
Comz.ttee leaders around before he got to inow the ‘'pol.tics of
the areca well. He clashed with local pol:iticians, whenever he
addressed a gather.ng. They never liked him for telling them
al'l the time that .they were not hard working enough. His frecuent
clash with the people-made him S0 unpopular that w:thin months hec
was on his way out too - apnprently at h.s own recuest. This may
to some extent a2ffirm the hypothesis thet for an off cer to be effecti
in 2n area he must take some time studying the area and its peorle
before he beg.ns to exert his authority. This ‘‘adgestation period' is

very important.

The srtuation in the Department of Jooperat ves was ecuzlly
bad, The arez d.4 not have an off:cer until June 196%. Prior to
that it had been run from Homa 3ay (the . strict Ur.) The newly
postel officer stayed in the area for only six months before ba.ng
transferred. The successor stayed for only threc months, and for
the next four montis the area had no cooperative staff. 1In fact
the situation in this department was as bad as that in the
Acriinistration. Tha fre-uency of transfer coupled w:th lack of
means of transport made th.s department one of the weakest in the
areas In the face of all these, the off.cials of the cooperat ve

societies lacked both tra.ning and supervision. There were cases

O Interviews with C0 and PJZ0 1970,

10, : She was transferred ‘n May 1370 and the seminars took place
=N 19710
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herq and "there of farmers de ng cneated and thelr money being
embeciled by Zociety offi.cials. Paymenis were anot ba:ng made in
time and whenever it was, the farmers would cueu for days at the
soc.ety offices waiting.ll This had a2 ver; jiemoralizing effect om
the farmers; and the fact that 13 of the 39 reg.stered societies
were unfunctionzl in 1570/71 can in part be explained against that
backorpund.
t

Our (transfer) chart shows that there were no transfers
carr:ed out at the locat-onal level throughout the 1967-71 per od.
This is not uncommon, and one major factor comntr butes to it.
Generally, locational staff operate from the.¥ hemes Decause of
lack of accomodat.on for them at the locational cenrtres, Jur ng
the period under study, a number of attempts were made to transier

,

some locat onal and sube=locational apgr:cultural staff but the

s for

[
¢

persons. thus affected had to return tc itneir own comumit
lack of accomodation at the wouldebe new stat ons. The development

1

act vities of thie locat onal staff therefore. 10 not appear to have
been affected by the transfer factor. If it is true, as it is
generally tel eved, thzt the location is the weakest link in tie
chain of hierarchy, then otlier factors why this =22 the case must
be sought to explain this phenomenon - and we have attempted to

do that in part II of this essay.

11. I witnessed this with ny own eyes at Oyan. T.C.5. some
six miles away on Migori - K:sii road {(S. Nyanza)
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An attempt has been nade in this paper to show enpirically
that adninistrative capacity in one Kenyan subed-strict was too
w2al to susta. n anv conceivalle development nrosramme, Wz have
traced this weakness to () irrelevant experience (ii) lack of
resources (-ii) lac: of proper educat:on and training (iv) frecueat
transfers which often deprive officers of the opportun ty to :now

an area well enough n order to e effect ve.

Thase findinss are not unique of Migor., They szem to be
country wide; for civil service rules govern ng such thing like
recruitment, traing etc, are the seme. ail over the country., The
p.cture emerges very well as one reads the substantive chapters
of the Nat.onzl Development Plans., Special studies haye zlso
been carried out by work.ng parties and groups of individuals
which have also estapl:shed the existence of some of the problems
we have identifiea in this paper}? 8'nce the problem seems to be
nat.onal rather then local, the solut:ons must be fo&nd within
that context. To this end a number of solut. ons have baen suggested

a
and tried!lJ I zm currently studying the iwmpact of sone of these
cihanges on the general performance of local admidéstration. The
findings will be reported in a later comrunicatidn, Meanwhile
further :nvestigations inco this problem are encpnraged from

!
interested scholars.

12, See e.g. Ministry of Agriculture (Xemya)'Final Report
of the worl..ng Party on Agricultural Extensioh Services”,
November 1970 wh:ch' cutlined the major shortcomings of the
Extension services and suggested a number of solut-ens.,

13, eege (1) The .ntroduction of a trazning scheme to up - grade
the lot of the peor but tra nable junior ¢xtension staff,

(2) Release of add tionzl resources to mdke — —

(2) Introduction of supervision and control dev ses to check on
effect.veness of loczl staff and-orgznizétions etc,
{
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