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A STRATEGY FOR SECONDARY TOWN DEVELOPMENT IN KENYA
 

INTRODUCTION
 

Like many of the countries represented in this Conference, 
Kenya is a predominately rural society that is being rapidly 
urbanized. Now only 15% of the population live in urban
 
settlements -- buL this is changing fast. The number of urban 
centres will double in the next twenty years and the number of 
urban residents will nearly quadruple. Along with this 
urbanization comes the challenge of meeting tremendous demands 
for shelter, jobs, infrastructure, community facilities and 
services of all types.
 

Kenya's answer to this challenge cannot be for the treasury of 
the nation to shift dramatically larger investments to local 
authorities. Given the heavy demands on the central government 
expected in the foreseeable future, it must be understood that 
local authorities will bear the major responsibility of 
providing for urLanization, both through the development of 
local financial resources and by innovative and cost-efficient 
methods of extending urban services. Local government 
organization must be sharpened and better local development 
planning and urban management must be implemented.
 

In recognition of this, the Government of Kenya approached
 
USAID several years back with more in mind than just the 
financing of shelter and facilities in some of the hard-pressed 
second-ry towns. The two governitents worked together to design 
a project that would bring capital. financing assistance as well 
as -- and perhaps more important -- the building of local 
capacity to plan for and meet the needs of urban development. 
The "Kenya Small Towns Shelter and Community Development 
Project" Las been officially underway for one year -nd final
 
loan agreements signalling the commencement of capital projects
 
construction are expected to be signed in the near future. 
There have been some impressive accomplishments in the short
 
span of this project. In particular, this case study will
 
focus on an innovative development and investment planning
 
process
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In the first portion of the case study the setting for the
 
project is described: national urbanization issues, urban
 
policies, and 
the role and functions of local authorities. The
 
design of the project is then discussed, followed by a
 
discussion of project-related accomplishments and lessons
 
learned. The objective is to present a practical des( ription

and evaluation of the project to 
 dnte and the circums ances 
influencing its design in order to 
provide conference
 
representatives the best opportunity to learn from our
 
experience.
 

6-36 40
 

S UDA.... t - ,d-...
.I THIOPIA 

/
7 /
 

UGANDA
 

'* VAUr./ ' w SOMALIA 
-* NORTH-EASTERN 

r'',," .'N 4 .---'
 . .. 


..''7 ' ,
._ '" \-,,.,, \ % . '
•~ _\ :,,-_

I-STh7 COAS 

A CA oR ,' \ \. A-.--


OCDIAN 

4 NN 4,, 

7ANZANIA 25l 75l 

36 40 

URBANIZATION ISSUES
 

Urbanization 
at the time of Kenya's independence in 1963 was
 
limited to Nairobi, Mombasa, Kisumu and 
several small
 
administrative and commercial cenrres. 
 Less than three
 
quarters of a million people lived 
in urban centres (towns over
 
2,000 population). Now, 
twenty years later, there are nearly

100 urban ccntres and over 2,500,000 urban citizens. During
 
the next twenty year 
period alone as more and more citizens
 
move from rural areas and the high birth rate continues, the
 
number of urban 
areas will grow to close to 200 and the number
 
of urban dwellers will reach about 9,000,000.
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Size of the Urbanl Population, 1980-2010 
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This 1 henomenal growth brings both problems and opportunities. 
On 	the optimistic side, it is understood that our urban centres
 
provide better incomes for our citizens than available in rural
 
areas and better access to edueation, water, health facilities, 
and other services. It is recognize2d too that higher returns
 
for our public and private investments can be expected in our 
urban centres in the form of increased industrial and
 
commercial development and new employment opportunities to meet 
the needs of the rapidly growing urban labour force. On the 
other hand, without significant breakthroughs in meeting this 
urban growth over the years ahead, already too familiar 
problems will be aggravated. Adequate housing could be less
 

and less at'ainable. More urban citizens could face public 
health hazards due to insufficient infrastructure and 
services. 
 And more of them could have low and unstable incomes
 
and thus reduced ability to purchase shelter, services and 
goods that are essential for their well-being. At question of 
course will be how to meet the tremendous costs of the public 
services and facilities needed to serve this swelling urban 
population. 
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At the same time our country is experiencing the social strains 

of urbanization, it has also entered a period of budgetary
 

difficultics brought about in part by an adverse international
 

economic climate. Thouq;h Kenya has enjoyed impressive economic 

growth sinace rad eprqdencc, in recent years it has cone face to 

face ,ith problems of balance of payments, agricultural output, 

and in dust rial productivi y. The adjustments to these problems
 

are prescLtly requiring many difficult decisions and nearly all
 

the financial rusources that can be commanded.
 

It is also recognized that our population growth rate is 

proving to he an obstacle to continued improvement in living 

our and continuedstandards for cirizen the najor force in 

urbain growth. At four percent per year (likely the highest in 

the world) the country faces a doubling of the present 

18,000,000 people in the next 20 years. 
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Another national concern which has an important bearing on
 

urbanization and is directly related to population growth is
 

the performance of our agriculture sector. Agricultural
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development is our key to realizing national goals of reducing 

pov2rty, meeting basic needs of our citizens, and providing 

capital for industrial developpent. While output has 

consistently increased over the past twenty years, the rate of 

expansion has dropped below the rate of populatioa growth. 

Furthcrv:ore, only eighteen percent of our 3and bse has high or 

medium nagrir"l url.t producti ve nder present t.chnology.a] value 

Even with extensive new irrigation efforts and hroadnned ofuse 


new land can be placedchemical fertilizers, t:he rate at which 

Into product: n is also below the rate of population growth. 

It follows that labour absorption capacity on our agriculture 

laud has also not ben able to keep pace with population 

growth. This has important implications for the growth of 

Kenyan cities as more and mnre citizens migrate from rural 

areas in search of employmct:• 

The changing manner in which urbanization is taking place is 

also having profound impacts on our financial and institutional 

base for urban dcvelopnent. From one dominant capital city, 

the urban patturn is increasingly becoming one of numerous 

rapidlV exp' nding sccondary and smaller urban centres closely 
can
linked to our agricultural resource base. No longer the 

distinrct requ rLments of each urban centre be 'addressed 

efficiently from an agency headqun rtered in Nairobi. Local 

governments will simpl.y have to assume greater responsibilities 

for their own probl.1em s. 

With ur,gr econonic difficulties facing our government, those 

of us who are concerned with the seemingly longer-term and 
local governmentless-pressing issues of urban development and 


would be wise to recognize that capturing a larger share of 

natonal developicent resources is likely to be an uphill 
is tobattle. It is more and more clear that our best hope 

strengthen our system of urban irstitutions so that they can 

develop local sources of finance and can learn to cope with the
 

growth demands placed upon them. 

NATIONAL POLICIES FOR URBAN DEVELOPMENT
 

It is in our urban centres -- large and small -- where most of 
expressionthe governmert's development objectives get concrete 


in the form of schools, health care, water supplies, shelter,
 

Thus there hare been stated urban policies in past Five
etc. 

Year National Development Plans and other government documents
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that would dccentralize investments, improve urban development
 
planning, and strengthen local government. Though some of
 
these policies have actually come to pass, most have not. Our
 
urban po1 icie have tended to he simplistic and without clear
 
Implementation stratege s.
 

As an exnrlIc, there are official po]licies to decentralize 
urb1 an gt.- h -- particularly to reduce population concentration 
in N:i robi (] ,000,000) and Mombasa (400,000)-- and to balance 
iVCsti"eIIt in secondary centrc . About ien years ago, some 
twenty ccondary centres were identified as having priori ty for 
invcstm eUnt- funds. Reccodls in1dicatC, however, that actual. 
governm nr al locsations over the years have not reall y followed 
thin pol.icy; a.locat ions have tended sinpl v to be consis tent 
w i th1 popul t.ion s h;a c. A n amatte r of fWaLc V populat ion growth 
has occryed at a higher rat, in larger secondary towns (20,000 
to 100,000 in population) than in primary cities as shown 
bel ow, but this h as boeon due more to str1on1g rural-urban 
economic .iJn-nges focusing migration into secondary towns than 
to national investment policy. 

1969 
i'trcc::ac _ 1979 

Pc'rcent agc 
No.cfC ot-.TL.?O or n No.of Total of Utb'an 

_pu2tn.cn s!.- TI .xLon F-2!,-. i. n Tcvv's Pc u.a t on l'mu_,2 aI n 
(in 'QOCS) (in '000.i 

.00,000 aN ov r 2 756 70Z 3 1,322 57% 
20,000 - 100,009 2 80 7Z 13 568 25% 

10,000  20,000 7 91 8Z 10 140 6Z 

5,000  looo 11 71 7% 22 15, 7% 

__I,000 - 2 82 8" 42 ]23 5% 
All Towij 47 1,080 100: 90 2,307 100% 

There have also been policies stated for strengthening local
 
governments -- again without a clear understanding of how they
 
should be accomplished. The policies have reflected an
 
intellectual recogniticn of the magnitude of the urbanization
 
challinge and the need to develop local capabilities, local
 
initiatives, and local financial resources. But these
 
reasonable policies have been lost in translation when it has
 
come to deciding what specifically to do to help local
 
authorities improve themselves, provide more efficient
 
services, and mobilize local revenues.
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A probable reason for our policy shortcomings has been the 

absence of a political will to support and strengthen the local 

authorities. Many Africar colleagues can appreciate the need 

K enya felt in at least the early years of our independence to 

have a uni fied and cenLrali:ed system' of government° The 

power-shLaring v(' c.' h the local authority system dempnded from 
the centre an> not easy for us to accommodate. And of course 

our l auht.h orl Lier have not themselves to central]'a] endearedi 

gover :m nt over the years wi th their scning lack of direction 

and c onst ant l eLtt£y s quabb.es. 

Now a plicy vacuum exi<ots in central-local re]ationships and 

this is pos;ing worrisome questions. There is high exasperation 
w.ith what in seen as inal -quate, inefficient services it our 

urban cenvrcr, a] ].eged misappropriation of public funds, and 

the drag t hat l.oca.l governielnts. are becoming on national 

devalop.eat inii tia i.,>5. This has led in recent months to the 

dissolution of tho Xairobi Cit:y Council and a good deal of 

concern about .hat to do with the "local authority problel". 

These circuntL, nc.,s present problems as well as opportunities 
for the Ken 1 Small Town 5; Project, as will be discussed later..ya 
The important projccL oh jctjve of strengthening loca] 
goveinments could t. frustrated by an absence of. clear central 

gOvernmont COom!milmeit to that (nd or possibly by some 

p]recJiitous, gnvcrnv ent action that derails progress, 

CohversI ly, the proj.ct has the possibility to serve as a 
tirely agent: to help T ring about real chnnqcr on all urban 

development froats from realist:c national, policies to reforms 

in local ,overnment management procedures. A judgment on this 

will need to wait for the ten or eleventh African Hlousing 

Con f ("c c.(' 

TIEIROLE OF LOCAL AIT!ORI TIES 

Though the challenge of urbanization is a great one, Kenya's 

prospects for meeting it are hopeful. An important basis for 
this optimism is the fact that there is an established system
 

of local governuent which, despite current strains in
 

relationship with the central government, may be one of the
 

strongest in Africa.
 

Following the British tradition, local authorities are 

sermi-autononous governmental units with prescribed, rights and 
obligations defined i.n the Local Government Act. The Ministry 

of Local Government is responsible for overseeing their 
operations , financing and management. There are 83 local 

authorities, conl)rived of municipal, town, urban and county 

councils. The municipal councils, including Nairobi, are 

http:quabb.es
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in the major centres and are (or are expected to
establ.ished 

of services to
be) financially capable of offering a wide range 

their residents including water, sewerage, housing, markets, 
:nd social services;. These areeducation, roads, and health 

followed ij.n status; npd range of services by town counc ls, 

which at i a diui-5W :d. own. , and by urban councils , which are 

soi i.]r towns.U rban c.u ,:ils come under the jurisdiction of 

couny counc.J ;s;n aM e coaidpred to be a transiti[onal foeim in 

the de\ oipo,,int oi local adminiitration. The county councils 

are r lp ,"Ii n focus and handle l tf o affairs of very sial. 

Because of the limited functions of
urb;an and u:vrlet cuifl r.s. 


bn.h county and urban courcil.s, the mNjor contribution to
 

secondor town deveio-ment comes from the 27 munJcJpal and town.
 

coup c i I s
 

now carry the real burden of
It i:; t:hcse local gov\rnmenst' that 

the urbaD r ,th and chang. t:hat is faced. It is they who 

ass um, finan ia ]1and mninag ei.enr obligatLion for urban 

infrastrucuI re, fac:i. ltIeS and services; it is they who must
 

nee of the urban poor; and it is they
most di Iet l t L he 
diLinct neCeds and conditions ofwhuo a o m ;t ,i, liar with the 

best position to see
their urln areas and who thus are in the 
to the maximum
to it that scarce financial, resources are used 


her.,,f i .
 

of these local governments to the nation's
 

development effort:s are ii.;pnrtant. Tha improvements to their
 

Lhe direct benefits to their citizens.
 

The contributions 

towns extP'id far beyond 
to easing the strains on Nai robi andThe benefits extend upward 

IPombas- and extend downwnrl to supporting increased
 

productiv-it y, e:panded markets for agricultural goods, and
 

incresed off--fdfarm employment.
 

Their poie nt i contribution in. not presently being ful.y 

realizod. Most local authoritLies lack the financial and 

to respond to problems and opportunitiestechnical resources 


brought about by rapid growth. Because they have not had the
 

capability to plan and institute changes demanded by new urban
 

re.ated to the
 pressures, many of the important decisions 


their towns have been relinquished to central
viabbhi1ty of 

in turn, produced a lax attitude toward
ministries. This has, 


that the central government
as it is believed 

And there has been a
 

financial control 

will always be there to bail them out. 


trend for the last decade or so to hand local authorities more
 

many types of urban services whi.e
res)onsibilit ies for 

level of central government
simultaneously reducing the 


real expe"ditures per capita
financial support. As a result, 


authorities have declined considerably. As internal
by local 

attempt to meet
cash reservcs have steadily been depleted in an 




- 10 -7 

s1)o n s i 1~ .Cies0 t h e f rtanci~a 1t' o d oh'x4o 1 
Io c6 1: au torite a eei- Ce'&I aeris y ,' d one a r e 

capjtal I miyWbankrut. ,,New proc~ o jn,e the' _need of":,1-ese--,,i 
13 exadi eonay wns- become more -and more e1 u si,ve 

in hefacd of, local ia 1tiorJi y neiar- holvency,- sevrere .strains-, 
on- 1)e cntral government budget, and. t 116e 1i ts Qf 

v his-dilemma more o0Th nse 1o! 4 isnt to seek f u iding 'r he, 
Ceta j~vrie'i rt look to A' te nationals~ .Te 

the1oi r u n. Ob io shpo~t,~~ beb gv 

i sJ lo ca 1, go ye rin e nt r ev en u 0s t6o're 6u c e. f c Cs
 

10,Kenyan-~ town L h r iopporC'iiit-y .to dra ,ica3 mp ve
 
it le rate at- wh i c1ipresent tIaxes and'users f ees are', ected;4
 

Saqr,ti c u1ar 1Y in ~the areas of lad r a!, (p~rope L taxes) ,and-,
 
~'Ypubl ic u t ilsty tarJ fs Tee ar'e also rev~enu~e-i o b1i'zt to n,
 

r urf.ti s re ul of th ic n 'Y s
 
1)PR LI p l ;b,o EWL.J n u b'a n, tce
 

pte t i alJ.i' e ri ig ay f or,Invauspssibilities, 

~lU: ~ceae se-cages fo various urban Ise rvice and capturin
 

yta x rever cs from increasedi ous ine s *ct i v i t i e s.A dLs
 
increaservne mut, beclosely cdoordiatd with Par e
 
~pr~o gramime s~aim'ed~ at improv4ing ~f i c i e n cv' and re~fuic ig costso
 

Sprovy din p 'urban service. '
 

~It i' now0 recogni zed tha t'ba sic L-o all t'hese .measureis i s a imuch 
~ 94i~vd neametpl~anning process . ,As 'ur 1ban 'finane eeds 

li'ahve grown nance ~sourcs 4 l Ieco ifad s11aunve 
~ (imperat'Ive <to enur ft ciel'eniLpopsd 


Com. reasonfable oftiet'a s8pan. 

To ch 'L vc hi ian thins 4need t~o happn Local 'authoriti~'es 
neoe2d to ide ntify; their~ ba-Vi'c -needs carefu11y ai select,,thiose,, 

s''t in en t et Iii e'f ie as ap~ t~a met' heds e as 
'~~~~~~~ hgi~~s~fturn. rdei'i~rt 'Rea 1stic 5,tand ds mus' be. 

~>'adopted ~t o keep c4osts 'to a ~mnMum . s t,,,co very. Ist rat. gies 7 
mtbe im1pl~emented Lilat Nw111. en su'r ei -a-d equa te revenueis, toq co v.e 

'allcail 'mavinitenance <and db~bLs'r~cn COS tS.e-

Imhnprovements ~~'ug~a~ rooue ar rqiedatohte
 

icinal an d~ c 10ci ees. Expasio o exstingr evee
 
&orc'ssuch a '~adr~ And acco
1s s is' requ'id to p.is~h

:ihi s e ~and, ot h e rm _asu r.es, 'a g radaual an o diry Wf o urbanh 
planni ng anid miianageml res"o'~ i s roce a 

'gov'ernmemt :is'required Maniy 1loca I. 6ff~ici a-1s, may finds~uc
 
iit 1sp there
1nc eased r e n ',1 (.L dll i'c uIt and for e, mu'st be 

'fullysupr~ wit lit~e~~ a s~sdstancea--ajig~ ~14 1 



-11
 

OF, TH EKE NY> SM L T0OLI: SHELTER ,4ND COMMUNITYr DEVELOIBEN'JPROJECT'1" 

dt nosodvop f i 'an(*ia~y1vj abl1e Bcnd~y 
towns to iplrov~e 1 ann1i 1,in d a nagemellL , a as 
ovrminancing assitA rce anI i t 

GurnyPrga UIAID Ap roj ecl wa s de, )Y 1P 

as s for~ c iaId1 Ua n nga,, prc~ndarUSow IX oi en 
-i d, dap~~ n an s i - Ee

monesfor.angrat extensiv~et I-"ni c1al s s ane 
4 and traning p ro g niame. 

.V i n c de s i ,ie ! ' 

ranging ppiat.6 4 i1 f rrn t f 

empoymntgeneratonatvte Adiosandsh0rtter -1 

a, Isp ecLt ofT Lhe P l' t4, a.s ap r ,j,, e ' in 1ud g' u r,~ a n la n n n 01 
d,! maI~ iacilmngmn-ndet~:m eme t. Z rInadIna Igeet'-


Saddition, a comrnp' ensiv'er1urban managemednt 4 tr'tn'ing -progirammue
 
' 4 'j:is4~~for-lo1cliutrit s taffs is presently Un11d 2r cleVe ]_ 5~j
 

a±lsev of new,r"towns~ Is plrototypes fo'r the developmient 
;p nn ng ian ae, d .1t) p i0 L auto ties in' te ur thatr,.yp.anado
iiitj~je 

9 
andL a'pT Le d60 11 

_ 

T14orc h~' ei4Towns,Pr 

jThis e1 c E, th ef wa s q bel, ti or::, if~ dOile )' 

s Te( e cnt e s' were ~clioseeion6 thir& Andividu Il Deri ts.rath er 
L 1ia., il whether or not Tliy>&~chrdlt' -frm 'a national sa~t 

iklcbo V) c- ri; e~ ,f w se 1e 6i jon Ln Lid e: 
16 ill C)oy Thf riad 1 6wtwh r o 1e asa, centre f~'o rorpi"~ 

II admin.ist~rative~ serviceS; function as a!,.sei7vicefcentre. for r ura1 

econoi c de e o m n ; anl e r s nt,,'4f v , 6 s""iIl 
t11c couintry 

* I T'fif teen towns s el'- ~ct e 'f'6rUSAIIDf inanc ia asistac' are
K'eyas se cond'ti f-u rba' 'hiea'lh f n, 'wn inT,
 

P 1)0poU s 3.z e s,yk 0U Is en -re'. "e ar: y,a,
w3a t Lon the ~ev 1r geIs t'c0i 
0of the Lownfs pla.y si-gnif 'cait :regional" -oles .il. sup~plyin gao s,

rvi-ces t thelr inter'ands an i.n7-p Iing loca:andeycess'2t 1,S d r~'vi oar Ickets f o'r 1agricult~.ual products 0 M'ost fte nt.e 
ha)e~s Lan 1.. 1' ~nfacturing. act-ivities ,as t hesehave b-en 

1ca t d fo 1ri L~h os t par t-1i the,:argerurban cen~ rca.l AoU t 

4 

'4
 

http:monesfor.an


- 12

half of the project Lowns Serve as headquarters for Kenya's 

administrative disLriets and have recently become focal points 

for the imp] event: ,tion of a new i t.iative to decentralize 

governmenL functionS to the district level. 
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revenue-generating public enterprises such as bus parks, 

markets, and slaughterhouses. 
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is the shortage of
Compounding these financial problems 

There are needs for technical
technically skilled officers. 


staff &uch as planners, engineers, surveyors, and financial
 
need for


specialists in nearly every project town and there is 


urban management disciplines.
training across the range of 


local management shortcomings has been the

Underlying these 


absence of adequate direction, supervision and guidance from
 

bring about any progressive
the central government to 


improvement in local management practice.
 

The Project Design
 

Institutional Arrangements
 

Small Towns Project will provide financing for a

The Kenya 


schools,

range of projects including shelter, health clinics, 


markets, water supply, sanitation, small business loans, etc.,
 

a number of central
and thus will span the responsibilities of 

In order to
 

government ministries and parastatal agencies. 


achieve maximum project coordination and communication, 
overall
 

policy decisions and coordination are vested in an
 

Interministerial Steering Committee (ISC) which is comprised of
 

all relevant ministries and parastatal
representatives of 

are the project
bodies. Two key implementing ministries 


Government (MLG) and the

coordinatois: the Ministry of Local 


Works, Housing and Physical Planning (MWHPP). The

Ministry of 


the general direction
Local Government Loans Authority (under 


of MLG) serves as the financing conduit to local authorities
 

for all non-shelter components of the project and the National
 

serves function for shelter

Housing Corporation (NUC) the same 


components.
 

Leadership for project identification and implementation is,
 

however, squarely on the shoulders of the participating local
 

is they who have responsibility for carrying
authorities. It 


out all steps of the project from identification of their basic
 

Assistance 
to the local

needs to post-construction management. 


a Technical Assistance Team
authorities is provided by 


comprised of experienced professionals from MLG, MWHPP, and
 

and a Peace Corps
USAID Technical Advisors; 


Necessary short-term consulting assistance is

NHC; two 


Volunteer. 

provided by USAID and coordinated by the Technical Assistance
 

Team.
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Project Approach
 

The first step in pu;:ting the project into action is the
 
preparation of a "Local Authority Development Programme" (LADP)
 
by each participating town. The LADP is essentially a
 
five-yeai investment plan that is to serve as the statement of
 

tc momendekd Step. in Ihe Fltpaltna Of ax
Locat Authority Derelopmn_ Fro.ordinme 

___ ____ l___ _ __ 


ta~p Two,-______ 
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the town's development strategy and 
to provide a basis for
 
central government and 
USAID financial assistance. In the
 
LADP, each town describes the physical, social, and economic
 
conditions of its area; the 
basic needs of citizens; the
 
development objectives of 
the local authority; and the proposed

capital improvement projects that would best meet it, needs and
 
objectives. These projects 
are not limited by type (although
 
not all projects may be 
eligible for USAID financing

assistance). In the selection of 
projects, both the impact 
on
 
the local authority's financial condition and 
the financial
 
rate of return of individual projects 
are to be carefully
 
assessed.
 

The process starts with briefings for local officials, as well
 
as selected provincial and district officers, by the Technical
 
Assistance Team. 
 Policy, planning and technical guidelines for
 
the preparation of th LADP 
are distributed by MLG to each
 
project town. 
 These materials provide simple step-by-step

instructions for defining the 
town's basic needs, identifying

projects, assessing 
financial condition, and other development
 
planning activities.
 

The Town Clerk and 
other key staff members draft the LADP with
 
policy guidance and project priority setting -coming from tl
 
elected councillors. 
 District and provincial officers of
 
central 
government ministries assist as necessary as does the
 
Technical Assistance Team. 
 Local residents are to be brought

into the process through informal surveys, town meetings and

ther methods. After 
 approval by the municipal or town council,

the LADP Is forwarded to the Interministerial Steering
 
Committee which, 
upon review, recommends approval 
or returns
 
the LADP for more work. 
 Approval by the ISC constitutes
 
concurrence on the part of 
central government ministries 
to
 
support the loca) authority in carrying out 
selected
 
investments 
and services within the prescribed manner and time
 
frame.
 

For each project identified in the approved LADP as being

eligible for USAID financing and selected for possible funding,

two subsequent steps are 
now begun. The first is preparation

of a Project Feasibility Statement which describes projected

capital, debt servicing, and operating costs vis-a-vis
 
projected revenues. The statement is to identify 
the
 
appropriate cost recovery methods 
for each capital project. It
 
is also to address the capability of the local authority to
 
manage construction and post-construction tasks 
(including
 
estate management, collection of 
user fees for urban services,

etc.) as well as the needs 
for new positions, training and
 
other management strengthening measures.
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The second step is the preparation of a Project Implementation 
Strategy. The two principal components of this strategy are
 
the project schedule and the financial management plan. The 
project schedule is a det;;iled outline of the tasks associated 

twith each phase of the project s implementation (including 
pre-design planning, project design, tendering, construction 
and post-constructioi management) and indicates thie responsible 
party for each task and when it is to be initiated and 

C ' ONIU,iucalr of cover AicxL fri 
f aur~ijo cjliido1ino ,s £Ait. LofieIADPtLwtiornfof

DI.cal Eailst auLlrit..; Lo tNKll 

TO ASSISI LOCAL. AUIORIT1ES IN THE IREI'A{ATION OF 7BEIR FIVE-YEAR 
DEVELOPMENT PROGRAR2I[ 

In aidditlon to [heie guidlJncn, each local authority ha 
been provided v.lti the iollo :ing: 

.--. ... .. tITABU CIIA ULA)',fi- __d 

~*l ~A'A four-p.ote wotkbht, vr' rc to 

t!coonciilcta In loc-lA,,,ira.inr
jt..... ............. 
 1ed- Snd T.e--ndirrg projects 
to eddrcs the.r reds (.ttpl I 
and 2 belo..). Col,e hae hzn N-" 
provided for ceotucillora and 

other:: 9.aitr n1, Valc;, 
Pro r Fra(ztLion. 

JIo Oct@of Hi. frA upon> iV 
whtir 01e locul at~dicritycrtcrors 
are to docri, 0teir NVO lnyMeot 
Prog rerr,n. Uiie copy should bt 8: 

a c ined for lorul authority 4 
;[:curdA t-'t cnr copy sbmi Cv d to N IU i 

ttic Ministry of tocd Covdirinont. 
____________ 111 copy dlittributs iti and 

to Other agencies, 

It in recommended that:th followig tire-tep prceao ba 
uned in tho preparation of your Development Prograu~.: 

5riep 1 Step Z.
 
Nudaed fASSSMV'4t kojzL Setecdion Qeva10pmQ..n


Pr. .a mr e 
_____ __- -Pr~paraion 

Membeersof tie Council will Iden- The councillors with thecassist The Town Clerk directs t pre-
Mhy the, ,rdiof the antosrchi Ate of tht TowriClerk sod other psatIon aof a draft pevelrpinant 

sod popctc projrt to 'Cet those fficals will expone all prraii- Prograrna which includes the pro
.d . fot toLr :.n try project proroels fi Step jects selecred and prioritized in 

eonity facilititc, and social 1, discuss their iCpycttt the step ali as ocherand preceding 
sne-vices: sheqlter; infraatrucmre; select and fat priorities for supporting informatcion. Upon 

O inclusion In the Deyelopuent. ?ro-
gram. draft, a final raft is to be pre

pared no the formseprovided. 

ri dc Ono r eipoorut. approval by the Council of this 



- 18 

com ple ted. The financial, management plan specifies the manner 

in whicl project funds are to be managed. This includes a 

description of tic accounting method to be employed, the 

reporjn: , syst.nm to be used, the methods for securing and 

deposiring; funds, the loan pay back schedule, the collection 
and en fo rc.eme n t st.rt c gy , and the qua 1 if ica t ions and 

res pons 1) i 1it ie s of staff involved in management of project 
f u n cl s. 

; ' (7't ' . C 

, c(~v '...,.j; 1 .,'*h p V . ,, t ;t.,kcnpi." 

lepl 
5p€ 5L\ 

l tY, ___-._.In,,i c-[ 

The feasibility statement and implementation strategy will be 

reviewed by the ISC, key implementing ministries and USAID. 

Project financing approval will be contingent upon 
demonstration by the local authority that the project can 
produce positive cash flows, that the local authority will be 

capable of mdinaging all project aspects, and that full loan 
cost recovery can be accomplish~ed. (For those projects which 
are anticipated to provide insufficient surplus to recover 

expenditure, th~e council will be expected to indicate the 

revenue sources from which such expenditure will be recovered. ) 
Certain condit-io'ns, such as the h~iring of requisite staff, 
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maintenance of a specific project accounting system,
 
improvements to internal controls or other measures tailored to
 

the circumstances of individual local authorities and their
 
projects, will become part of the loan agreement terms and
 

conditions to be accepted by the concerned council.
 

The above described Local Autbority Development Programme,
 
Project Feasibility Statement, and Project Implementation
 
Strategy are the three principal documents that will
 
demonstrate a local authority's preparedness to assume
 
responsibility for loan funds and to begin construction of new
 
capital projects financed by USAID. All three documents are to
 
be prepared under the leadership of the participating local
 

authority recognizing that its work is fully supported by
 
technical assistance as necessary.
 

The technical assistance emphasis to date in support of the
 
preparation of these documents has Deen related to the
 
identification of basic needs and project planning. In the
 

near-term future emphasis will be placed on building a base for
 
a strengthened financial condition in each of the participating
 
local authorities. Financial condition assessments will be
 

made of project towns and in some cises special audits may be
 
performed. If a local authority is found to have inadequate
 
financial records, it will be asked (and assisted, as
 

necessary) to rectify any inadequacy. For those local
 

authorities who suffer from chronic deficits and resulting
 
arrears to the Local Government Loans Authority or the National
 

Housing Corporation, special studies and technical assistance
 
efforts will be conducted to determine the solutions to their
 
financial problems. These will include the examination of
 

methods for expanding collection of property rates and user
 
fees for urban services; the analysis of possible debt
 
rescheduling to enable new management initiatives to correct
 
present problems; and the-design of special training to enhance
 
management skills of key finance staff.
 

The above approach to project planning and development intends
 
to give local authorities the resources and autonomy to
 

identify investment projects within an established and
 
agreed-on policy, planning and financial framework. But in
 
turn, demands for fiscal and management responsibility are
 
placed on them. The local authorities are expected to
 
demonstrate that they have the political will and the
 

management commitment to plan and effectively implement
 
projects which benefit the people for whom they are responsible.
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Project Accomplis hments 

The principal accomplishment to date has been one of process 
rather than product. The Local Authority Development Programme 
began as the approach to meet the project planning and 
identificatioh needs of the Kenya Small Towns Project. It now 
has been insti tuted nation-wide by the Ministry of Local 
Governnent as the accepted process for local investment 
planning and as the chief means for determining capital 

financial assistance to local authorities for capital projects.
 

Its speedy implementation is coming about for several reasons.
 
In the first place, a rational approach to local capital
 
investment budgeting was long overdue. The back-of-a-napkin 
wish--]ist method of requesting financial support has become 
less and less satisfacLory as urban development needs have
 
accelerated and funding availability has decelerated.
 
Secondly, a bacis was needed for determining the national 
budgetin, a llocations to local authorities in the Five Year 
National Development Plan (1984-B8).
 

All 83 local authorities were asked to prepare LADPs in 
Janunry, 1983, in tive to contribute to the Five Year Plan. In 
spite of a relativcly brief preparation period, nearly all 
local authorities submitted LADPs to the Ministry of Local 
Government. Though many of these initial development 
programmer understandably suffered from various deficiencies, 
many were quite professionally prepared and have already 
provided an important guide for capital expenditures. In 
addition to Its use for the Five Year Plan, the LADP is 
ultimnately to become a guide to all departments of government 

for the locatioi , timing and general specifications of 
devclo ent projects in the local authority. The LADP is also 
to serve as the framework for the local authority's annual 
development estimate (budget) for capital projects, recognizing 
that the LADP is to be continuously expanded and amended to 
reflect changing circumstances. Finally, the LADP is to be the 

"blueprint" for the many improvements to facilities and 
services each local authority will be making within its own 

reso urces . 

In Aecognition of this effort, it is the intent of this
 
USAID-financ.d project to build upon work already accomplished
 
and to reinforce the LADP process with any required technical
 
assistance. Since the submittal of the LADPs to the Ministry
 

of Local Government, members of the Technical Assistance Team
 
have visited the 15 participating project towns and have
 
assisted the local authority staffs in correcting any
 

deficiencies and, in general, improving the substantive content
 
and analysis of their LADPs. This is being done with a view
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not only to providing a better base for project decisions 

within the context of the Kenya Small Towns Project but also to 
refine the LADP approach and provide some prototypes to guide 
thp futviru refinemont of LADPs in other local authorities 
throughout the nntion. Also under development by MLG, with 
USAID fi nqncjal a;ssi"stance, is a handbook being prepared in 
English and Kiswah ii for distr:ibution to all local authorities 
outlining and illustrating the project plnnlnig and 
implementation pr(cess. The guidelines are to v 'o'videlocal 
authoi I ty staffs and councillors with a simple but 

comprcheni c ( ,.:cy:iption of four major steps in developing 

successful projects: 

1.. 	 project planning and identification; 

2. 	 project financial feasibility studies; 

3. 	 project implemntation strategies; and 

4. 	 project design, construction and post-construction 

LI a n a g e e n-ii: . 

A prcliminary draft of the handbook is on display with other 
K'enya case study materials in the conference cxhihit ion area. 

One final note on pioject accomplishments -- capital project 
construct ion wi11 lik ely commence within six months. We hope 
we can roort on some physlcal accomplishments at next year's 

con fe r en c e! 

rob lemsPro P.. 

As mlght be expected from a project whose Intention it is to 
produc e a range of capital investments in many towns and to 
strengthn local authorities in this complex field of urban 
man; ge ent, there are more project problems at this stage than 
there are accomplishments. Some of the more significant are 
highlighted here as background for more detailed discussion at 

the case study workshop sessions. 

Time delays have plagued the project. These delays have 
been at the central government policy level. Sometimes
 

extracting promised signatures on intergovernmental loan
 
and implementation documents seems more difficult than
 

solving our urban problems! There is presently cautious
 

optimism that the last of the bottlenecks are being
 

addressed and project funds can begin to flow.
 

As a result of analysis of project towns' financial
 

condition, it has become clear that improving local
 

government financial management can only come about with an
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overhaul of procedures in the Minist:ry of Local Government 
especiall]y in it, administration of the Local Government 
Loans Aut hori ty M,,, of the 1.ina'ic al management systems 
imposed on local auit horities are outimode and are in need 
of d a Li f;., • Such svstems as do e :ist are not being 
Implewu!ent tdec t.vh eff o , ,ivecentIral supervi sion and, as a 

resu] t , towns, hvv. laped iWa o poor standards of 

performance. ,eacr ;ptLive guidvs mauills are needed to;and ] 5 
ass.st and dj ;:ee the towns' I J iancial stall. in the conduct 
of: thh ir n sa g uneint ruospons bilbtiet s, lMore em ph:;is than 
earlieor imagined must[ b placed on developing rel.vant 
:raining, progtam ies tlhat wil1 assiA:s V t h,. town fi5 nancial. 

office r" in oP I m iS : ng revenue collec tion, controlling 
expenditure, a d in geierai. bringing about Jiproveient in 
financia] lianagemenciit pract ice. 

It is not easy to d.voiXe authority to the loca]. evel. 

There are estali Ashpd procecd res and attit:udes that 
discoura:ge ]oc;,l ,uvttittrlty involvoment in deci ion- aking 

and prpvp,\'nI: m: 0 tr off:icialis from becoining eff tctive 
t'chirwj:" , s;; toe P agelt:s. For cerlain significant local 
rerp-nsihiJ iti. s t nL are now a lost ent:ire]y pelformed by 
central] p uvr' nme,:nt (siuch a's urban physical planning), it 

ray take y eunii beforv a gradual shSft: to being pperformed by
local v-taff:B can take- pl.ace. 

The availabi] ity of public lands for use in accommodating 
co u:lnit y faci 1l 1 iI es, shelter projects, infrastructure, and 
otlher capita] invctmenL, s i.s a problemi n a number of the 
proju,'t Itowns. Ares previously set asi de in townships and 

munAcip a]1 I e s ai e b (inr exhnusted by urban--expansion and, 
1) Carus'e of tlhe i 1gh co ; s and poi,].it:ical probl eiis 
surrouncding purchase of private land, we]l-locand land for 
identified projects has often proven difficult to find. 
We ays in approvin ' use of certan pub]ic lands also 

contr ibut, e I.o t: he prob lem of l.and avail,ahility. 

Though the LADP process is mentioned as a project 
accomplishmient, its imlplementat.ion is and will continue to 
be probl] ematic. Though the project towns have understood 
the purpose of the LAD]' and have performed remarkably well 
In carrying out the work requested, there are aspects that 
require more consideration and probably a continuing 
dialogue with the project Technical Assistance Teai. For 
example, councils tend to be over-optimistic about the 
amount of financiSal support they can expect, thus re]ieving 
them of the burden of making the hard (and real) choices of 
those few projects which are really most important. There 
is also general indifference to serious examination of the 
financial feasibility of projects and the impacts of 
various proposed projects on council financial health. 
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Furthermore, project siting is not given adequate consideration
 
in terms of proximity to existing infrastructure and
 
relationship to adjacent land uses. And though quite
 
legi tji t.c given the financial condition of project towns, 
there is also an inclination to focus only on investment 
projects that are revenue-generating enterprises (such as bus 
parks and markrets) rather than to address other pressing town 
issues. These and other LADP shortcomings must be improved 
upon in order to provide an adequate base for financing 
decisions. 

Lessons Learned 

Though the signing of the Implementation Agreement and the 
official commencement of the project only occurred slightly 
over a year ago, and project loans funds have yet to flow, 
there has been a lot learned already. Some of these lessons 
are iientioned here. 

The early project emphasis on developing a local 
development planning capacity is vital. Without it, the 
really important development decisions will continue to be 
relinquished to central government and the sense of 
ownerhi p and responsibility for the town'o future will not 
be felt by local officers and councillor. 

We should have begun sooner with caref'l financial 
condition and financial management assecsments. Financial 
mismanagement , i.e. inadequate record lcn ping, poor 
collections, weak financial planning, etc. , is a threat to 
this project's success and, for that matter, the success of 
the entire effort to strengthen local aithorities. An 
ear]ji(r start would have given more lead t 1-re to comprehend 
the problems, begin corrective actions, and learn from our 
mi t akes . Early and accurate identifica':ion of the basic 
shortcomings of the local authority is a vital, starting 
poi nL . 

Cons ideration of land use and other locational factors in 
the preparation of the LADPs has been important. Our 
secondary towns are still in a formative stage with respect 
to physical development and have not yet made irreversible 
or costly-to-correct commitments to inefficient land use
 
patterns. Careful project siting can be demonstrated to 
save a lot of money -- in both the initial capital cost and 
the longer-term development of the town. 

The selection of towns to receive assistance is important.
 
Several of the project towns are strategically
 
in!significant to Kenya's economic development or to any
 
other national or local urbanization issue. Others are not
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Kenya local authority officials are by and large capable 
professionals who, wit:h clear guidance and a little 
assistance, have the willingness and capacity Lo rise up to 
the urbanization challenge before them. There is awareness 
that thvir performance can be improved and thert is a 
receptivity to technicn] assistance and to training. 

CONCLU S I ON 

Secondary towns in Kenya face a future of continaed rapid 
growth and new demands for urban services of all lypct 
Meeting the neuds of urban development must increaingly 
deserve Lhc attc ntion of both central and local governments. 
It mus,:t he the ccnLr:l government's role to provide better 
defi ned and imp] ,enLali e poli cies for urban development and to 
encoUrac, and support the capacity of local authorities to 
manage their own affairs. Local authorities must learn to take 
over the major respo.siLility for meeting their urbanization 
ne, d, ard they will have to demonstrate innovation, integrity, 
fin;r,i'.] d Ailspline, and management competence. 

The Kny Sm al] To ns Project has been designed to assist the 
central ;nd ]ocal governments to achieve these objectives. 
There have been soie important contributions already and some 
valuable snnos have been learned . But much remains to be 
done. T'h'p approach that has been described in this case study 
and the w,'ork that bra been accomplished is only the starting 
point of 'h t must he a long-term programme. We have to 
rec%,gni . that it may alpe years before real visible Impacts 
from our work are felt. We in the Ministry of Local Government 
do not intend to lose our commitment and we hope USAID will 
continue to provide us its support. 

I wish to tale this opportunity to thank the US Agency for 
International Development for the help given to the government 
of Kenya to address this very important dimension of our 
national development -- the urban sector. I wish to make 
special recogni.tion of the assistance provided to us by:
 

Peter Kimm, Director of the Office of Housing and Urban
 
Program s;
 

Fredrik Hansen, Director of the Regional lousing and Urban
 
Ievelopment Office for East and Southern Africa; and
 

Stephen Reeve, USAID Advisor to the Ministry of Local
 
Government.
 


