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PREFACE
1. The tenth sescion of the VWorking Party on Economic Development and Planning

for Asia and the Far East was neld 2t ECAFE headquarters, Bangkok -from 3 to 10
October 1966, The Worwxing Party, which was sponsorad by ECAFE in co-dﬁéﬁatiOn
with the United Matiocns Public Administravion Rranch, considered the administrative

. X . \ 1/ .
aspects of economic development planning in the ECAFE reglon.*/

2. The Working Party was attended by thirty-nine participants from Ceylon,
China, France, India, indonasia, lran, Japan, -he Fepublic of Korea, Malaysia,
the Methertands, Pakista W,llhe Philipnines, thz Republic of Yiet-Nam, Thailand,
the Union of Soviet Socialist Republics, and the United States of America.
Representatives and observers were present from the Federal Republic of Germany,
United Nations Development Programms (UNDP), United Nations Children's Fund
(UNiCEFy, tha Internzticnal Labour O]g:HISntIOH (iL '), Food and Agricul ture
Organization of the United Hations (r o), United Nations Educat:onal. Scientific
and Cultural Organizg:tior AU5F2cn) - wartd Health Organization (WHO),
'nternational Monetary Fund {iIiF ),\!nterna*ncral Chamber of Commerce (ice),
International Confederation of Free Trade Unions {!CFTU) and Eastern Regtonal
Grganizatno* for ‘Puklic Adm:nusntatlon (EROPA) The Tist of partucupants :

is g|ven in annex A.

3. The wofk?hg pépers-fdf discussion Included' documenté on
administrative-aSpécts of plannitg prepared under the auspices of the
United Nations Public Administration Dranch at headguarters and the
Research and Planning Division of the ECAFE, and twelve country reports
submitted by Governnznis and lﬁgwfeoqq of menbnr countrles. These

-------------

documean ara !tSch in annex R,

/4, His

1/ The subjects considared in the previous Vorking Party meetings were as
fotlows: Problemz and Technigues of Planning and Programming Economic
Bevelopment {1955); Develooment Policies and the Means of Implementing
Development Prog‘awmes (1956); The Agricultural Sector (1957); Industrializa=-
ticn in Relation to Cconomic Development (1958); Social and Economic
Development {1559): Transport Deveiopment in Economic Development and
Planning (15€0); Domestic and Foreign Financing of Economic Development {1962);
Foreign Trade ' Relation to Economic Dewelosmant Planning (1963); Planning
for Energy Devsiopment {19865).

~-
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L, His Exce]lency hr, Thawee Raenkham, Deputy Minister of the Ministry

6f Fnterior of the Royai Government of Thalland in inaugurating the session,
pointed to the need for administrative reforms for the successful formulation
and fmplementation'of'development plans. He advised caution,'however, in
'ihtroduciﬁg such reforms so as fo_ensure thaﬁ the moral and cultural values

"held in high.esteem in the ECAFE countries would not be destroyed,

_5; U Nyun, Executive Secretary, welcomed the delegates on behalf of
the Secretary-General of the United Nations and on his own behalf and .:
expressed his deep gratitude to the Royal Government of Thailand for -its
warm hospitality and for the excellent arrangements made for convening

the session in Bangkok,

6. He went on to say that the Governments had been requested to nominate
for the Working Party experts who were specifically responsible for

formulating policies relating to administrative reforms and improvement.

He hoped, therefore, that che dialogue established between the planners

and adﬁjnﬁetrators.at the session would contribute to better formulation,
implementation, follow-up and evaluation of development plans in the countries,

and would thus help to accelerate the rates of economic growth in the region,

7. - He expressed concern at the slowing down of the rate of economic growth
in the countries of the region. In view of the seriousness of the situation,
he could not feel very optimistic about the realization even of the modest

objectives of the Development Decade. .

8. Attempts had been made by the countries and the Commission to analyse
the causes which.had contributed to .this decline in the rate of growth and it
“had been found that poor implementation of national development plans was
one of the maJor factors responsible for that decllne. The Committee for -
Development Planning set up recently by the United Natlons confirmed the
‘view that poor implementation was a major lmpednment to achlevement of

planned rates of growth in most of the develop;ng countries. The Conference

Jof Asian
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of Asian Economic Planners had at its first session in 1951 and also at its
second session in 1964 drawn attention to the needs for administrative reforms, -
As planning efforts grew in intensity and earnestness in the region, the
national administrative structures,as a heritage of the past, had been found

far from adequate. They had become too rigid, too insistent upon bureaucratic
and cumbrous procedural rules, too much wedded to tradition, all of which
discouraged initiative and favoured the status quo. 1In most countries of the
region, the needs for administrative changes were met on an ad hoc basis;

it was by no means certain whether the new orientation and the new outlook

had taken sufficiently deep roots in the administrative systems,

9. Planning had not only led to a conflict with the old, but had given
rise to many new problems of its own.. V\hile the need for reform in the
traditional administrative structure was recognized, the precise form of the
required changes had become a subject of experimentation in most of the
countries, The time had come to take stock of those experiments in planning
administration in various countries, to compare the results so far achieved,
and to share the experience in that area for mutual benefit. In addition to
its efforts to organize such forums as the current one, the ECAFE would be
very happy to be of service to the countries of the region in improving

_ pubifc administration.

0. A vote of thanks to His Excellency Hr. Thawee Raenkham and the Royal

Government of Thailand was carried unanimously,

1. Dr. Malai Huvanandana of Thailand was unanimously elected Chairman
of the Working Party. Mr, M, Fazil Khan of Pakistan and Mr. Alfonso B. Castro

of the Philippines were elected First and Second Vice~Chairman respectively.

12, The provisional agenda submitted by the secretariat was adopted by
the Working Party with the proviso that items & and 5 be considered together
instead of in succession., The agenda and the annotated agenda are reproduced

as annex C.

/13. A
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243w oA technica b idonml ttee consisting 6f one representative from each of
- the member countries .was appointed by the Working Party to examine technical

. points arising outtof discussion at the plenary session and to prepare the

draft report of the Working Party. HMr. M, Fazil Khan was elected Chairman

ofsghe¢pechnical commi ttee, and. Mrs, R.G. Gomez of Ceylon was elected rapporteur.

- .+ . On the conclusion:of-its work, the Working Party passed a vote of thanks
to: the Chairman and the Vicé*Chairmen ©f the session, the Chairman and members
of the drafting committee,- the sectetariat, and the Royal Government of
Thaitand for their co-opéfation and assistance in the successful conduct
of  its tenth session, AR
S S .

sy 1. lNTERDEPENDENCE OF ' PLANNING AND ADMINISTRATION

5. The Uorklng Party consudered the relat:onsh|p between plannlng and
“Hdhifistration in the entire nrocess of development planning, tak:ng
into account, among “other tntngs, the admnn:straftve structure for planning,
}the ‘Folé ‘of admlntstratlon gene:ally in the development plannlng process,
“ and the admlnlstratxve arrangewents for p!an |mplementat|on,_ The analysis
presented in secretarlat paper E/CM II/DPUP 10/L. u3 was, reV|ewed. It was.
“m“'geheraliy accepted that plarning and admlnnstraflon were |ndeed crUCIally
dependent upon each other for their success, and that no plans, however well
prepared, could succeed unless efficient” administrative arrangements were
available for-their implementation: > * The Working Party agreed that many .
factors other. than administrative (&.g. weather f!urtUatnons, delays or"
shortfalls. in.availability of foreign e1d— and the Jrke) also exercnsed a
vital influence on the success or.failure of plans of develbplng countrles.
It recognized; nevertheless, that administrative deficiencies were also an
. »1 important contributory factor, Furthermore, while the’ countrles concerned had
uch as weathor and foreign aid’ ava:labr1|tles,

U’l

cisdittie or no control over factors’
the.removal of ‘administrative. deficiencies was something which could be

RN

ERi . / overcome
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.overcome through conscious efforts directed towards that end. Accordingly,
- the Working Party felt that, by concentrating upon effective administrative
reform, the countries concerned could greatly improve the chances for the success

of their economic development plans, “

16, Thé HWorking Party noted *hat internal inconsistencies in the development
plans, lack of a pragmatic approach in the phasing of projects and programmes,
and similar defects in plan formulation could seriously jeopardize their.
effective implementation. Other pertinent factors, such as the establishment
of naticnal goals on a basis inconsistent with the priority rating of national
aspirations, the stage and degree of political socialization attained in a
particular countky, and so on, could also account for the relatively slow
progress ach:eved in national development efforts. Nevertheiess, the
frequency wnth which references were made during the deliberations of the
uork;ng Party to such administrative problems as the lack of co~ordination
between the central planning zgzncy and other governmental agencies, the
inadequacy of communication, both vertical and hor:zontal, the weakness of
personnel administration, the unsatisfactory arrangements for the coltlection,

' comptlatlon, and analy51s-of statistical data, and so on, hlghi:ghted the
fact ‘that admlnlstrat:ve inadequacies were, by and large, a serlous ampedament

to plan lmp\ementatlon in most countries of the region.

17. The Working Party noted that a variety of steps had been-or were

being taken in most of the countries embarked upon development planning

to effect’ improvements in the administrative machinery with a view to

. Securing better implementation of their plans. Although in many

!cases, the remedlal measures .taken were purely of an ad hoc nature, there

was no doubt that the questions of strengthening the administrative

machinery in its fundamental aspects and of gearing that machinery to develop=
ment needs were receiving careful attenttona For example, India had recently
established a high-powered commission known as the Administrative Reforms
Commission to carry out a comprehensive review of the country's administrative

machinery and to recommend measures that would, in scope and depth, adequately

/ remedy
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remedy the defects observed. 1In Ceylon, administrative reforms recommended by
a Committee of Permanent Secretaries, which had reported recentiy, were now
being carried out with a view, particularly, to improving the machinery for
planning and implementation. In Pakistan, extensive administrative reforms
had been put into effect during the first and second five-year plan periods
and, under the Third Plan, an effort was being made to evolve a concept of
tadministrative development' with the object of continuously gearing the
administrative machinery to developmental needs. Malaysia had established

a unit called the Development Administrative Unit which was responsible

for formulating and implementing a national plan for improving the administra-
‘tive machinery. Measures of administrative reform with similar objectives

were being taken in several other countries as well,

18. The Working Party attached importance to a view expressed by some
participants that development plans should be formulated with due regard to
the administrative capacity of the country concerned, and that over-ambitious
planning should, as far as possible, be avoided. The plans might, however,
be kept flexible enough to permit an enlargement in their scope proportionate
to the improvements that might occur in the administrative capacity during

their implementation,

19. The VWorking Party recognized that improvement in many of the

important areas of administration was a slow and time~-consuming ptocess.

For example, any improvement in the situation with regard to the availabilities
of qualified.énd competent personnel, such as engineers, scientists, economists,
and administrators would require long=term manpower planning in reiation

to the educational systems, the terms and conditions of emp loyment, training

to be provided, and so on, Personnel systems might have to be examined

afresh and suitably revised to check the drain on competent specialists

which resulted from better remuneration and career prospects in the private
sector or even outside the country. The YWorking Party felt, therefore,

that while short-term measures should continue to be taken for improving
administration, studies should at the same time be undertaken of those
deep-seated problems pertaining to administration which called for permanent

and long~term remedial measures.
/20. The
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200 !hc UQlk&n LFarty was imgraessed by the con#cnsus of opinion-that

cadministraiive-improvement would be meaningful and would make its-proper

contritution. to development planning only if it wag concelved in the light

- of the cultural, .social, and economic conditions prevailing in the respective
_countries of the region.. Rigid adherence to orthodoi mathods.or transplantation
“of.methods merely because they . had ;rgyed'succcssfql in.dzoaloped countries

was:likely %o create more problems:than it would solyve, and shouid; therefore,

be rescrted to with considerable caution.. For example; although.recourse

-teithe meyrit system: in the recruitment of public seivice personnel.was- .

_ could be zaco VEied w-;u h.tu.isfr'd SOCIul custama, _

. desirable,.the prevaience o7 .particular. attitudes. (for. example, : the, emphasus

of senlcr:*y) in each country would have to-be given dye ws.i it.in introducing

such a system; so th 2t the need for reform:ng the method of recruitment

.

?Qiaw;.uThe Nor&ing-?qrﬁy;netgﬂ with particular-intarest- some of the problems

P

%mentsoneo Auring. t}c-:ﬁ::tc~¢f~it:-dc}iaeratdcnS»concerﬁiogfplanningﬂasa
4“@feietedxﬁo_§P$C‘{jppt'pjdw.nf scf}vi-}; since they breught:.into. sharp fogus
ifthe,ginbarra}atQu natura of ptaun:r and- admini tration;: .The-ineTfectiveness

‘of the land raform prograwrss resulting from the fallure;of the’adminjstrative

machine ey o irpn“m9"1 "rn wxup\ -y LHL ;~;nl?ﬂ of estarlcsqnng cross-sectora1

intggra$§cg':n nie“ﬁ.:; for h!'dlun, yﬂuth and momun :n the Vcn1ext of ‘overall

{p}anp;ng; the ;cgrxitv oV men gennnf skllis Wh!Ch wou'd recessntate close

LI H -

_mnntegratl o0 cf.activicies in t:e rle ids of eﬁucatuon, healtn, Iabour, flnance
urd monhet 3'v po‘trv" zad 2 numhc‘ OF otnﬂr 1nsta“ce" servaa as ponnters to the

}mpqrtcu;» n\ adm-niS“rattve asp cts :n the ?unct.ana; fie‘ds Of government

and upnderlined “ne nLed for ﬂruatel aften1|0ﬂ to be }aid to Lhem°

;‘..‘ E e

) P 'ﬁpﬁgjgsri&;rgqg !’b’i\ﬁHH\Ln‘;’ FGR on P Am.\m«c e
223;:“'-Fof‘ﬁhezCbﬁﬁidérﬁﬁiﬂ?rof this subject, vihich constituted by far the

most. basic s well™ as thu bioadest in scope among the ii%ms on its agenda,

the VWorking Party'haﬂfaﬁiits}ﬁi;posalra comprehensive working: paper prepared

“by the Secretarizt (B ¢H, V/DPUP. W/Li5). 1t alsd had the benefit-of country

papers submitted by the Republic of Ch:na, Francg; Gahan, Malaysia; Pakistan
and the Philippines,

/23, In
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23, - In order to facilitate concentrated consideration of the basic
and major issues arising in the field of administrative machinery for
planning, the subject was subdivided for the purpose of the Working
Party's deliberations under ten specific sub-heads. The results of the
discussion on this item are summarized in the succeeding paragraphs
-accordingly.

“Review of recénchhanges in planning administration in the reqion

.24, .. The Working Party reviewed the general trends in the field of

economic development pltanning in the ECAFE countries during the current

- decade. It noted that development plans in many countries had tended _

' -gradually to become more. comprehensive in character and coveragé. In most
cases, the plans now encompassed not only the public sector but also the

.. private sector. Some ECAFE countries had prezpared their succeésive medium#term
plans within a well-conceived long-term perspective., Hany of ;hem had come

to reatize that medium-term plans, which are necessarily broad and general

in scope, must be.brbken up into annual plans representing action programmes
composed of concrete, acceptable projects, which should be reflected futlly

~in the annual national budget in order to ensure their proper implementation.

25, .- The Working Party noted that considerable . attention was now being

“paid in the ECAFE countries to the administrative aspects of planning., This

v indicated an increasing awareness of the decisive influence which administration

. wielded upon the success of development plans. - Substantial changes in

administrative structure had:been undertaken -in many countries, and the
planning process had tended to.become institutionalized with the object

of adapting the governmental machinery to the needs of planned development.
The Governments of some ECAFE countrnes had esfabllshed special arrangements
:for contlnuously eAamlnang and appra|5|ng the exustlng admnnlstratIVe
mach;nery and for mak:ng changes and reforms in order to ensure that that
A:lmachtnery was strengthened |n response to requarements lmposed by a 'i o

rapidly eXpand:ng development effort.

/25. The Working
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26. The Working Party felt that, ideally, the creation and building up of
planning machinery should proceed at all governmental levels. 1t noted, however, _
that practical limitations usually prevented such simultaneous action, and that
certain priorities had therefore to be determined and corrective efforts -
concentrated at relatively strategic and critical ltevels of planning. In most

of the ECAFE countries, central planning agencies had already been created,

but the process of building them up had by no means been completed. Consequently,
further development and strengthening of the central planning agencfés'wés

needed in many cases. At the same time, it appeared that there were important
bottlenecks in planning machinery related_tb the sectoral and local levels

which required most urgent attention, With the planning machinery becoming
ﬁrogressfvely larger and consequently more complex, the problem of distributing
functions'within this machinery, the need for a clear delineation of the:
responsibilities entrusted to different components of the planning apﬁératus,»
‘and the nécessity to strengthen co-ordinating arrangements at all levels had
gaiﬁed in importance. It was suggested to the Working Party that it might

be useful to have some institutional arrangements for the study of new methods
.and techniques and for their co-ordination for planning purposes:

27; {n many countries, a marked trend was observable_toﬂardé decentral ization,
both in plan formulation and plan implementation., The degree of centralization
and decentralization of plénning functions had an important bearing upon the

- effectiveness of the entire process of economic development., While excessive
centralization could, in many ways, act as a brake on the development process,
too much décentralization could, on the other hand, result in a diffusion of

the development effort and an avoidable wastage of scarce human and

" material resources.

28, In regard to the implementation of plans, the consensus was that
responsibility should be delegated away from the centre as much as bbséible.
It was thought that the implementation of programmes in the public sector
could best be done by the respective governmenf departments or by the autono-
mous public or semi-public agencies under their control, ‘ '

/ 29 . The



E/CN, 11/1,164
Page 11

29, The Hbrknng Party was of the view that the .need for decentralization
arose not only in relation to the implementation df plans, but alsc to the
process of plan formulation. ‘Ideally, plans should be prepared at all’

Tevels by the rrespective planning units. Bodies at lower levels could hardly
be expected to become enthusiastic about the fulfilment of ptane which they
did not help actively to formulate. Their participation in plan formulation
was therefore essential for their vigorous implementation and, unless the
delegation of responsibility for implementation to the sectoral levels was
combined with wider participation by those levels :in plan formulation as_
well, attempts to improve .implementation were not likely to prove greatly

successful,

leferences and simslar:tles in reglona! administrative structures far plannlng

30 The WOrklng Party took note of substant'a! dffferences in the plannlng
structure of various countrres of the region.' it noted that the type

of planning mechanism adopted by a country was determlned large!y by poiitical,
social, - economic: and other condltlons that dlffered wldely among ‘the regional
countries, However, while the need for an |ndIV1dual approach by each country,
geared partlcularly to its own 50cuo-economxc structures and goals and its
~administrative enVIronment, was recogntzed, it was ponnted out that there were
several important and basic problems pertalntng to plannlng administration (e.g.
shortages of human and material resources, the primary iaw and order
qrientat}on'tth”the admfnistratiVelstrUCtﬁres had inherited from the past, and
the Iike}, which were'comﬁbnjto most of the countries: The Working Party
agfeed that the countries of the region coutd benefit substantially from

" one another's experience in seeking solutions to such problems,

Functions of the central p!annlnq 1ggncy

31, . it was general?y accepted that the central planntng agency ‘should

"assume re5pon5|b|l;ty for- (l)'Formulatlon andarev1510n of - long-term, med i um=

(ui) recommendatnon of porlciés ‘and measires ‘Eatculated to ensure successful

plan execution; and (iii) review and evaluatjon of plan impiementation. In

/addition,
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addition, it was considered that the central planning agency could usefully
be associated closely with, although not necessarily made directly responsible

for . co-ordination of foreign aid, Including forzign technical assistance.

32, The YWorking Party discussed at length the extent to which the cental

planning agency should be involved in the process of plan implementation.

"ft'was of the opinion that the central planning agency should not directiy

implement the plan. However, it should not be completely divorced from
the |mplementat|on process, as that would very likely result in a kind of -
academic planning with little relevance to the actual realities. It

was felt that there would be considerable advantage in making the central

pfénning'agehcy responsible for following up and carefully watching the

impiementation of the plan as a whole, although the follow-up in regard to

'levels.u That was necessary not only for the successful |mplementat|on of the

p!an, but also for rmprovang future plan formu]atlon It was noted that,A

:_;-'n .some countries, association of the central plannlna agency wtfh the
gillmpiqmentatlon process through its representatlon at staff level on policy
mikmgklng andzexecutlve bodies had proved useful. In some, the centrai plannlng
i éﬁénc}és wefe‘also actively associated with the.examsnatson of individual
'f.péqjgétthrlprogrammes.and their approval by tﬁe-government ééla preliminary to
:'theirliﬁpiéméntation. ' ' | | i |

33.  "The Working Party felt, however, that the involvement of the central

-planning agency in programme implementation. should not be excessive as that

was likely to affect adversely the performance by the planning agencyrof(its
substantive planning functions, and to lead to friction between the planning

agency and the executive agencies.

Location, status and composutlon of the centra! Elannrng agencx

34, The WOrkung Party stressed that the effectlve functuonlng of the central
planning agency was greatly. dependent:upon its’ status and location within the

framework of the total administrative structure, The consensus, which was

/backed up
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Backed up by ‘the actual development planning experience of many countries of
‘the region, was that the central planning agency should be located as close
‘as possible to the'ceﬁtre‘of political .power. That would enable the planning
agency to secure more easily the co~operation of the other administrative
agenc:es in perform:ng ets plann:ng task. The Working Party nevertheless
felt that even such ad arrangement was unlikely to be successful unless there
was a positive commitment at.the.top levels of the government to the cause of
development plennlng and unles=‘those levels were prepared to extend solid
support to the planning agency in the proper discharge of its plann:ng function,
- The worklng Party also concluded that, although during the period when
- development planning was a relatively new experience and activity, :t was
- hecessary to lend support to the central planning agency through formal
:nstltutlonal arrangements such as the one proposed above, an endeavour
- should be made to work towards creatlng -a situation in which the prestnge of
the central ‘planring agency and its effectiveness stemmed primarily from the
lnherent quality of the.plans it formulated rather than from the extraneous

-support ‘available to .it..

35. :Witﬁ‘regard to -the composition of the central.planning agency, the

" “Working Party rioted that such an agency represented only a part, aithough

e&miftedly the most important part, of the usually rather diversified and
i'comple:v: planning structure. Generally planning at the Cantre took place at

T o levels. political and technical. At the political level, decisigns

“;were made -concerning the economic and: social goals of the development plan

and the ways and means of realizing them, - The actual formulation of

J"Fthe plan ‘'on the basis of the approved goals was then carried out by a. body

of qual:fled professional planners from a technical angle. However, although
" the central plannlng'agency was not called upon to take,deCL$|ons W|th,ﬁ
regard to overall policies itself, it was nevertheless required to provide

‘the necessary factual and analytical basis for decision-making: Because of

/ those
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those considerations, the Vorking Pafty believed that the central planning
agency should primarily be composed of professional experts in various fields
in order that it would be abie to fulfil its dual functions of planning and
providing economic advice.

Relationship between the central planning agency, the ministry of finance,
and the functional ministries with regard to plan formulation

‘.36.A ; The Working Party discussed the problem of relationship between the
-.‘;entfai planning agency and the administratfﬁe ministries and departments,
and'especial!y the ﬁinistry of finance, in the sphere of plan formulation.
it agreed that the re!ationship must be as close as possible, considering that
responsibility for performing certain essential prerequisites to the fﬁfmulation
of ‘the plan (e.g., the formulation of sectoral progrémmes and projects, the
provision of basic data and information pertaining to particular fiél&s)
“rested primarily with the sectoral administrative agencies, Such a relationship
. could be strengthened conciderably if, in addition to formal institutional
collaborative arrangements, both the central planning agency and the functional
departments were to consciously encourage constant staff-level collaborétion
an& ékchange'of views. With regard to the relatioﬁship with the ministry of
:f}nan;e, the Working Party agreed that it was of utmost importance in view of
the fact that, in most countries, the primary control of national financial
resdurces, which were a decisive determinant of the total plan outlay, vested
" in that minfétry. The relationship was of particular importance with regard
to the formulation of the annual plans. For them to be properly implemented,
the pléns_must be Endorporated-és~an integral part of the annual nationatl
Budget, which consisted of both developmental and non-deveiopmental components.
In some countries of the region, the schedule for the preparation of the
annual budget - revenue, capital, and loans - by the ministry of finance and
by the state or provincial governments (as the case might be), and the
schedule for the preparation of the annual development plan by the central

planning agency had been by and large integrated.

/Planning
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Planning at sectoral, i.e., departmental levels and Efoiect content of plans

37. The Working Party took note of the fact that institutional arrangements
for the preparation of sound projects to back up the physical content of
national development plans constituted one of the weaker, though exceedingly
important, areas of development administration in most countries of the region.
Project formulation was a specizlized job and required knowledge of special
techniques which was generalily in short supply in the developing countries.
Facilities were not generally available within the countries for performing
such'important tasks as pré-investment surveys, Teasibility studies,
standardization of costs, and the like. Since those tasks were important

for the formulation of sound projects, particularly those to be financed

from foreign aid, most of the countries of the region were compelled to

rely upon imported technical talent for drawing up their projects of major
importance. Efforts were being made by several of the countries to launch
programmes for the appropriate training of indigenous personnel in the |
technlques of project formulation. In some countries, seminars had been or
were being organized on the subject of project formutation, and the subject
had also been included as a specific, important item in the curricula of
administrative as well as technical training institutions established in

those countries. In the light of those considerations, the Working Party

was of the view that project formulation was a field requiring the most

~urgent attention of the countries of the region.

38. The tlorking Party noted that, in some chntries, special units known
as ‘olanning cells! had been set up in the various ministries; departments,
and autonomous agencies; they were responsible for co-ordihating the |
departmental programmes and for vetting them from an economic angie before
forwarding the programmes to the central planning agency; and they also
served as the main channel of communication between the central pfanning
agency and the operating organizations concerned. The planning cells were
staffed by economists as well as by technical experts belonging to the

relevant specialties., Their importance for Improving the quality of sectoral

/planning
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planning on which the quality of overall plans uitlmate]y depended was
',fgenerally recognized. '

39, . In that context, the attention of the Yorking Party was drawn-to. the
fact that, in the agricultural sector which continued_te be the largest

end most Important sector in the developing countries of the region, there
was a particularly pressing need for fmproving administrative efficiency,

It was considered that the ministries and departments of agriedltdre, both
Cat the central and regional levels, should be strengthened and adequately
equipped to assume full responsibility for formulatfng the agricultural
develobment-plans, for.organizing their'iﬁpfementation, and for exercising
co~ordtnat|ng functions in relation to all agencies actlve in the agrlcu!tural
field. ‘Emphasis was also given to the need for strengthennng the agricultural
extension® services, and of ensuring proper vertical-~ horizontal co—ordinatlon so
that the services could function efficiently, Equally lmportant was the

need for a similar strengthening of the administrative arrangements in some
other individnal fields, such as health, programmes for yonth, children‘and
Fwomen, and labour welfare, o o o

Admtnlstrattve arrangements for the collection, compllatxon, dlssem:natlon
and analys:s of statlstlcal data

Lo, The Uerlng Party agreed that reliable. stat:st:cal data were the
backbone of sound and realistic plann;ng. It noted, however, that the efforts
being made in many of the countries to improve and strengthen the admtntstratlve
arrangements for the collection of statistics were, w1th some exceptlons, still
at an elementary stage. lt was recognized that the co!]ectnon, compnlatlon,
”d:ssemlnatlon and regular ma!ntenance of stat;dtscal data relatlng to
part:cular fields was prumarily the FesponSibllltY of the reSpect:ve
administrative agencies and unlts, n |solated caaes, the centrai plannlng
agency mnght find :t necessary’ “to col!ect statlstlcs |tseif for its immediate
purposes. It could hardly do so, however, on a cont:nu:ng basns and would

have to rely for a regular suppty of statlstlcs upon the admlnistratlve agencies

/ concerned,
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cancerned, Hence those agencies needed to be properly organized and equipped
for carrying out the task of collecting basic statistical data and for making
them available to the central as well as state (or provincial) planning
agencies, That would entail the creation of statistical units in individual
administrative agencies and also 6f a centralized agency to collect the
data'frqm those agencies, compile them in a form appropriate for pianning
pqrposés“and disseminate them to the planning agency és well as to other

agencies which needed them.

B, - In this context, the Working Party noted the need for the installation
of an efficient and properly ‘integrated reporting system which would not only
ensure the reliability of the data collected but aiso make it posSible'
for .those data to be furnished to the central planning agency with the

minimum delay.

Machinery for progress reporting and evaluation of plans

L2, The Working Party recognized that, in order to ensure the implementation
of planned programmes in accordance with schedulies laid down in the plan,
satisfactory administrative arrangements were necessary for the reporting of
progress on implementation, Furthermore, completed projects would have to be
evaluated with a view to finding out whether they were Opefating as intended .
and. yielding the economic and other benefits expascted of them. The Working
Party noted that, in most of the countries, arrangements for the reporting

of progress- left much room for improvement. In some cases, the multiplicity
and frequency of progress reports tended to place too great a burden upon
executing personnel (who alc-~ were in a position to prepare and submit

such reports), and to divert their attention from the substantive task of
implementing the projects, Proformas for the submission of progress reports
were in some cases too elaborate, What was more, they did not provide for

a continuous and qualitative assessment-of performance, failed to bring

out current weaknesses and did not anticipate problems requiring action at
different levels., MNor were there satisfactory arrangements for dealing with

hindrances . to implementation promptly and effectively.

/43, The
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43, The Working Party was of the view that improvements could be made in -
many areas of progress reporting. For example, the progress repoét forms
:cpbld:be made much simpler, and their frequency reduced with advantage.
Elaﬁofate‘progress reporting might be applied to major projects but need
notlbe insisted upon in the case of smaller ones. The arrangements for
'remqvfng obstacles to implementation might be made more effective, In this
context, the Working Party noted with considerable interest the progress
feﬁertiﬁg arrangements introduced by the Governments of Malaysia, Thailand and
the Philippines,'where national operations rooms had been set up for the
centrallzed collection of information about thc progress of project |mplementa-
tion, and where perIOdIC briefing sessions, bringing together the heads of
different operating departments, were held under high level supervision

to provide them with first-hand information about the implementation of
projects.‘ The Working Party considered that those arrangements could be usefully
studied by other countries of the region,

Planning for the privaie sector

“ﬁh;" The Working Party recognized that the private sector represented

a very large segment in the economies of the ECAFE countrnca. rivate

' sector activities had therefore to be integrated into national development
plans so that the plans would become more realistic, Already most of the
“plans in the region did in fact comprise both public and private sector
programmes, but the desired integration was stillrrather elementary, with the
reeult that, although in the case of organized industry adequate administrative
ar}angements did exist in some countries for asseseing and co~ordinating

the requirements of the private sector, planning in other fields (such

as agritulture,-construction, transportation) was confined to the ihdica;ion
of broad directions only. To rectify that situation, suitable administrative
efrangements would have to be devised, The experience of some countries
within and outside the region has shown that, at the formulation stage,

the adhinistraf%ve apparatus (consultative committees, sectoral committees

/or councils
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or councils comprising representatives of the private sector) must ensure a
two-way consultation and low of information between the government {central
planning agency) and the private sector. Participation of the private sector
in the formulation of the total plan was essential to the achievement of

its basic goals and key targets. Hence it would be useful to set up, within
the central planning agency, a separate unit for dealing with matters

pertaining to the private sector,:

45, Furthermore, it was considered necessary to develop effective
machinery for plan implementaticn in the private sector. That would entail
extensive research regarding methods and instruments for influencing and
-guiding the behaviour of private enterpreneurs, Recent experience had
shown that in that area of economic planning, indirect controls on a
selected basis, supported by measures of a stimulative rather than .
restrictive character, were likely, in the long run, to be more effective

. for- achieving growth of production and other objectives.

Problems of;personnel and staffing of planning aqenéies '

. hé. The w0|ktng Party noted that the current shortages of properly
quallfled and trained personnel affected all stages of the development
process, Moreover, in many of the countries of the region, there was the
added need for a proper re-orientation of the administrative personnel to
‘development as distinct from a law and order orientation. The salary scales
' preVaiIinQ in the public services in general, and particularly the

salaries and service conditions of specialized personnel required so urgently
for planning and implement~*ion of de?eiOpment programmes, were so inadequate
that it was becoming increasingly difficult for the planhihg and implementation
agencies in the public sector to attract and retain the services of really
competent personnel, Such persbnhel were being attracted instead to the

" private sector, and there was also a substantial flight of talent abroad.
The"praétical remedial measures suggested were: {a) the creation of

administrative, technical and vocational training institutions within

/ each
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each country; (b) a rcorientation of personnel administration techniques and
practices to provide more emphasis on development than hitherto; {c) improvement
in salaries and service conditions of public sector personnel, particularly of

the specialist personnel,

1§(. RELAT uMSHIP BETWEEN CENTRAL, REGIONAL, AND
LOCAL LEVELS 1N PLAHNING

L7, In considering the question of relationship between central, regional,
and local levels of planning, the Working Party had at its disposal a
discussion guide prepared by the secretariat, as well as papers submitted

by several participating countries, including Pakistan, the Philippines, and
the Netherlands. [t was noted that while the spatial dimension of administration
of economic development planning could be distinguished from the functional
dimension for discussion purposes, any full consideration of the spatial
problem must also take into account the problem of co~ordination of functions
within the spatial context. Administrative aspects of the spat-a: arrangement
of the development effort included not only plan formulation but also

plan implementation, both of which occurred at ali levels of the admanistfative
structure. '

Lg, it was noted by the VWorking Party that co-ordination of the functional
and adﬁinistrative aspects of planning was a particularly complex and critical
area in development, Decentralization along the spatial axis (that is, delegation
of authorlty and responsibility away from the centre) could not be successful
wi thout strengthenlng the central organization to enzble it to assist the
decentralized system. However, provincial or regional administrations of
'barticular functions (e.g. education, power supply} must be co-ordinated at
their level of the vertical structure as well as linked directly with the
higher levels at the centre. 1t was remarked that co-ordination of dévelopment
tasks was taking place at different levels of the admnnzstrattve structure in
dlfferent ECAFE countrles.

/43, The
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. 49, . . The Working Party paid particular attention to the kinds of federalism
encountered in.the ECAFE region in the countries of India, Pakistan, and Malaysia.
. In India and Pakistan, it was pointed out, separate state (or provincial)
planning agencies exercised authority over wide areas of the development effort,
In ﬂa!aysia,'oﬁ_the other hand, although the national development pian was
- :broken down on a state and district basis, state go?ernments were not able
B “to carry out large development projects without the concurrence of the central
Government which provided the necessary fimance for the purpose. It was
.noted that an important potential problem in federal systems was that of
:poiit}cal party differences from state to state and between thg-states’énd
the central Government, since political parties differed in their views
‘Hconcern|ng economic development plannung. On the other hand, planning had
;Egradually come to be so widely appreciated that it tended to cut across
’:polttical party barriers and factlonal interests, thus serving as a unifying
ageqt in federal»sy§tems. Though f:scal relations varied from country to
coﬁﬁtrﬁ; it.was épbéren* that ‘tn federal structures of ~government, “the
central control of public revenues and the system of provndlng central grants
' :and joans to state governments. for deve lopmental purposes served as a usefui

_device for" co-ordlna ing state plannlng activities,

,50;' The’Worknng Party observed that regional plannlng and, in federal
)lsystems, state (or prOV|nC|aI) planning, was hampered by the difficulty of
measuring the spatial distribution of income within the country because of
the constant inter=regional flow of activity and the tlght |nterrelat|onsh:p
‘3of the economic system across state boundaries. In India, 1t‘was.stated,
much work had been done in estimating state. income from commodfty produ;ing
sectors (on an income originating basis) in accordance with comparable
norms and definitions. Despite such recent efforts, howevér, the YWorking
Party recogn:zed the need for further research so that sound statistics along
state and regional lines could be made avarlable as a basis for tmproved

-sub—natlonal plannlng.

/5. It
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‘51. It was noted by the Yorking Party that not all countries of the region
had given due attention to the administrative prdblems pertaining to

the formulation and implementation of plans at sub-national levels.. Effort
at provincial and regional Jevels had been particularly insufficlent

in the smaller countries. At the local level, some countries had as yet
absolutely no organized effort in force. This lack of effort at sub-national
levels had been largely due to severe limitations in financial resources and
trained personnel, Another cause had been the traditions of centralism
obtaining in those countries, and the relative ease with which they could be

controlled from the centre because of theitr small size.

52, - Some attention was paid by the Working Party to the usefulness of
the concept of 'planning from below". It was noted that, for decisions to
be realistic, they must be made at the lower administrative levels as well
as at the centre. it was suggested that, while the central planning body
should formulate brcad o7 '==1in~n and targets, the lower levels of the
administrative structure should be left to select particular projects

and decide their composition and location. This was especially important
for those sectors and projects whose impact did not reach beyond the. area
over which the lower authority had responsibility. The impact area of a
project could in general be determined on the basis of the mobility of its
-products. For such a procedure to be workable, a certain autonomy must
be retained by the lower levels. For sectors and projects with a wider.
impact, however,'such autonomy should be limited to the scope of planning
guide~lines,set at a level of authority where all the interests of the

impact area could be accounted for.

~53. What was required, then, was a continuous dialogue between lower
and higher adminfstrative units and among units pursuing different
functions at the same level, so that the plan and the local decisions
based on felt needs might be adjusted to one another. The Vorking Party
stressed the need to maintain open channels of communication so that
maximum flexibility would be assured while at the same time maintaining an

integrated planning effort. The implementation of projects could be delegated

/to a
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- to a level lower than the agency by which the projects were or should be
~planned - provided, however, that the interests of the lower authorities
coincided with the general purpose of the projects and that the necessary

~expertise was available, Supervision from above remainred, of course, necessary.

- 5k, A sﬁggestion was made that, in order to preserve local autonomy'and
.flexibility'in adapting the formal plan to local circumstances, the central
| government grants-in-aid and other financial allocations should not be tied
tooiclosely to individual items of local expenditure. On the other hand,
central control could be maintained down to the local level by restrlctnng

_flnanc1al allocations within specnfled areas of utilization.

l55. It was considered that, to maintain open channels of communication,
reporting must be kept simple as much time had to be expended on filling
. forms and decupherlng them. Reporting should be organized to tell the
questloning agency what it wanted to know, so that proper dec15tons could be
made. of course, different questions must be asked by different levels of
:‘the admnnlstratlve structure, since decisions at different levels vary in
their scope and detail. Single reports could be drawn ‘up to satisfy the
needs of several such questioners, thus simplifying procedures. Frequency
of reporting, which varied in importance with the types of question asked,
should also be controlled. The important point, the Working Party believed,
" was that vertical communication within the administrative structure should
not become tied down in red tape resulting from redundant and superfluous
“reporting, '
56. The problem of stimulating mass participation in the economic
development planning effort was discussed by the Working Party, It was
stated that it would be useful to associate such organizations and

institutions as universities, chambers of commerce, trade associations,

/and labour
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and labour unions with the formulation as well as implementation of the plan.
At the local level, it would be well worth-while to make efforts to use local
labour and materials, either at a subsistence rate of wageslparficﬁlarly
during the slack seasons, or on a voluntary basis, for the implementation of
projects. Development councils, composed of representétives of the government,
industry, labour and the universities, as well as special consultants and
technicians, could be effective at various levels to direct the attention of
the people to the importance and advantages of co-operating with the public
pianning effort. In that connexion, labour unions could play a vital role
in 6any ECAFE countries., It was also considered that it would be usefu)

to inform the local communities, well ahead, of the location of new projects

in their respective arecas and their significance.

57. It was noted that the degree of dependence of countries of foreign
trade had strong significance for their planning requirvements, because smaiier

countries with a relatively high ratio of fofeign trade in relation to their
GNP needed to watch developments abroad much more closely than larger countries

which, on their part, would have to strive more for internal consistency.

58. In conclusion, it was noted that central-regional relationships
extended not only to the sub-national level but also to the internationél

level, In the ZCAFE region, it was stated, little progress had been made

in harmonizing national planning efforts, With the development of international
economic co-operation, however, greater attention should be devoted to such
harmonization and the subject of appropriate administrative arréngeménts.should
be given further attention, '

/W,
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1V. ADMINISTRATION OF PUBLIC ENTERPRISES

59}l Tn cons?derihg the administrative aspects of public enterprises in
relation to economic development and planning, the Working Party had before
‘it secretariat paper E/CH.11/DPWP.10/L.3 and a paper summarizing the findings
of a United'Nations seminarl/ on organization and administration of public
enterprises held recently av Geneva. in addition, the delegations of China,
Thailand and the Republic of Viet~Nam, also submitted country papetrs on

public enterprises in their respective territories.

Extent and role of public enteiprise

60. _Thg Working Party was in general agreement with regard to the role

that public énterprises could play in the economic development of deveidp-

llng countrles. The extent to which governments in the reégion relied upon

publlc enterpr:ses for the implementation of development programmes depended

partly on their political orientation and partly on economic and other
pragmatic consideratfons. As a result, the extent and éign?ficance of

‘ public enterprises in the region varied from country to country, and from
time to time within each country., Thus, while Burma had embarked oh a

policy of wholesale nationalization of industry and commerce in 1963, the

| share of public enterprises in total industrial output in China (Taiwan)

had declined from 57 per cent tn 1952 to 39 per cent in 1965. In most

. countrles of the region, however, a mixed economy was preferred, |rrespec-

tive of political dnfferences, because private enterprise was often

reluctant to undertake ventures which either rrquired large investment (as

with many basic industries) or where the pioneering nature of the enterprise

- made Investment a risky proposition.
/61.

1/ The Report of the United Nations Seminar on Organization and Adminis=
tration of Public Enterprises, which was held in Geneva from
26 September to & October 1965, will be issued as United Nat|ons
. document ST/TAQ/M/35.
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61. it was n&teé“thet;“in generei;”strafegic industries, public

‘utilities -and infrastructural. industries came under the purview of public
" enterprise.  In addition, Thailand reported certain areas to be under -: :
":'deTiC'enterpnise Whefe’the'possibiiitieS-of-tax evasion were great.: lna
‘ndmbér -of countries, public enterprises were undertaken with the .intention
:"of ‘transferring them to -privcte- Interests once ‘the projects had. become : .
economically viable. ‘In some countries such as China (Taiwan). however;:”
although such a policy -had been adopted, the actual transfer .of .public enter=
prises could not sometimes be effected owing to veriousldifficuities.

R

e e e e AT

Creation of public enterprlse

még,“ it was, noted that a proposai for organ;zing a. public enterprise
could. be initiated by the central planning agency or the. functional ministries
wor.the, regional .planning authorities or local governments, depending on the
scope .and nature of . the undertaking. lrrespectlve of . the source of the pro-
posal , hOWGVer, it was necessary for the planning authorities to examine
each proposal carefully in terms of its implications for supply and demand,
and. of . the availability of scarce respurces,_partlguiaq]yjof fqreign e;;bange-
Moreover, it was necessary to. examine the. feasibility qf:theApfobose];frnm
the .points.of view of both resource availability and administrative‘eapaﬁiIity.
Detai.led. cost~benefit analyses, taklng |nto con5|derat|on both Iong-term and
-short-term effects, were also important to prevent the growth potential of
 the project and the resources invested |n it from be:ng wasted Jdn unjustif;-
 able public undertakings..

" “Légal stdtus ‘and forms of public enterprises . i . . i

€3. In considering the question of the:légei'stathsLoF'public”enterprises,
the attention of the Working Party was drawn to the findings of the Geneva
Seminar at whuch it had been stated -that-the~legal- rrghtS“and obi4gations of
a public enterprtse dld not sHow; 

;y.d:scoverabie correlatlon wuth the quality
of its performance. :'While the legal: structure of a pubiic entefprrse could
provide it with certain advantages vis a vis private enterprise, legal res-

trictions imposed upon it could at the same time be crippling in certain
respects.,
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6.  With regard to the form of organization of public enterprises, it

was noted that the boundaries of traditional classification into three types,
namely, government departmental organization, public corporations and mixed-
ownership corporations, had become somewhat blurred by recent changes in
company taw on the one hand and by some relaxation of departmental control
over public enterprises on the other. 1t was suggested to the Working

Party that an alternative form of classification of public enterprises into
two categories - namely, (a) self-financing enterprises and (b) enterprises
dependent on government subsidy - might provide a more satisfactory basis

for  defining their structure, functions and their relations to higher supere

vising authorities and others.’

fgggjems of management

65. - The Working Party noted that the nature of the re!atlonshlp between

" the Government and the top management of a public enterprise varied In
different countries of the region and, in some cases, even from one type of
._public enterprise to another within a country. The Working Party was,
however, in general agreement as to the need for granting autonomy to the
management in day-to-~day administration of the enterprise. Financial and
operational flexfbility and autonomy of management. were of vital importance
to the success of public enterprises. Nevertheless, public accountability

and conformity to public policy were necessary, not only because the capital
-was providzad: from public funds, but also because a good public image was
necessary for successful operation. The conflicting objectives of achieving
operational efficiency through autonomy and ensuring public accountability
Lpresented difficult prob!em: whlch could not always be satisfactorily resolved.
The working Party noted, however, that the area of confllct could be narrowed,
especaally by organ:znng government and administrative actlon properly, and

'by setting up conventlons regardung limitations on governmental intervention.

/66.
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66. it was considered that, since publac enterprises were generally

. financed by loan capltal, consideratlons of profltablllty cou!d not be

tﬁ}aitogether ignored ; Even in cases where publlc enterprises were made tof-

#J:ncur Iesses |n pursu:ng socnal obJectuves, the }osses shou!d be covered”
by suhsudy, so that the bu51ness efflcnency of the enterprlse could be .fh

reallstlca!ly assessed and e*aluated.

‘-Ersonﬂgl pollcy L 4 . R P : - ot

L . A . - R DR

67577 'The [¢h1&F executive ‘and the board of management of public enterprises

aré generally appointéd by thé functions] ministries: ~The Working PAFty "
““noted’ tHat ‘these “appointments-weré rot ‘alvays midde with the objeédtiveé of

ensuring the highest degree of efficiency. In" many instandes; a deféated

party candidate or a retired civil servant was apponnted. CIVII servants

might sometnmes be biased towards bureaucratlc ‘ways of worklng and mlght

'" RIS \1‘ :
nf :h.mue

ned w.th p?uultnUlgfty or effic:ency. 1ne worxlng Party

thought therefore that although, |n vrew of the present shortages of 7
managerlal abllity, civul servants mlght have to be employed as chief execu-

Pt
t:ves of pub!:c enterpr:ses, the u!timate aim of pollcy should be to work

K] | i

towards |tuat|on |n whlch oniy persons wlth managerlal experuence |n: h
theﬁrndustrrai and other flelds and entrepreneurlal aptltude would be
‘aSi&if”éd to publlc enterprlses. In that context, the WOrklng Party also'

iWt.:.':;n:‘;l‘c:ie_ed that frequent transfers of exeeut:ve personnel from one enterprise

to:;nother should be avouded, sance they adversely affeeted the operational

~ ,.,_.:. R

N efdfC|ency of a publlc enterprlse.;;

;68¢-= ,Jane of the, reasons why approprtate ta!ent had hot. been attracted to
publne enterpr:ses was the Tow pay. scales eompared to those prevalent in :

: pnivate business.; [t was consadered .that - it would sometnmes be necessary to

B attrart talented executlves by, paylng them[hlgher salarles.. in such- ‘cases,
e thelr'appelntments could be for :a flxed tenure and the fower cadres could
be trained during that period so as to be able to take over the senior

positions when required.
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69. The principle of paying higher salaries, in exceptional cases should
_ be accepted especlaiiy when rapid and extens:ve |ndustr|ai development was
_fidesired.” In that connexlon,_the attentlon of the wOrk|ng Party was drawn
‘tjto the qualltatlve change in the growth s:tuatlon “that could be brought
5|about by developtng a related constellatlon of'industries by utiluznng

thelr Itnkage effects._ When a country adopted’ stich’ a wide scale of invest-

\ ,ment, manager|al bottlenecks m;ght be created which could be broken by

‘pay:ng htgh sa]arles to draw managerra} ‘taledt. The hngher cost of manage-
ment in such a situation m ght be more than recompensed by ‘a rapid rise in

Pl

n“industrnal productnvnty.

:;70.;;3 - The: Working Party expressed its apprec:atlon of the work of the -
&zUnited Natlons, ANESEO, the ILO, EROPA and the member countrles in the

-=q;fie]d of .training, to meet the shortages of managerial skill by creatlng

or promoting the establishment of management tratnfng tnstltutaons and
organizing seminars for administrators. The Working Party emphasized the

need for co-ordinated and concerted effort in that area.

Financial control and audit

71. ° UFor efficient operation, it was necessary for public. enterprises to
be freed from the traditional government departmental types ofleudit and.
financial control. A system of commercial auditing, however, was indis~
pedéable'for achievlng.managerial-efficiencf. Systems. of efficiency audit,

though new and unfamillar in the region, mlght also be gradually introduced.

Relationship w:th the p!annlng agenc1es

 d2. . LMt was necessary for a publlc enterprise to have an intimate relation-
’Hshlp Wlth the planning agency concerned wrthout lnfrlng:ng the principle of
EHadminlstratlve departmental respon5|b|1|ty Such a relatnonshlp was needed
Ito help the publlc enterprlse to detennlne ltS productlon targets, and to

plan its investment and expansion programme. Similarly, progress reporting

,  to the plann|ng agency,, as well as to “the” ﬁTnfory was needed, ‘not only to

‘keep the management operattng e fgclently, but also to ensure constant
co-ordination bétween the" partres concerned. A N 5~;3?szuiqa

/Labour
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tfkgbbur-management relationship

i3,i'- The WOrklng Party believed that there was much room for improvement

in the Iabour-management relationship in public enterprises in the countries

of the,.eglon.’ Srnce public enterprises were looked upon as model employers,
. the,initiative in that area could be expected to come from them. However,

the weakness of the trade union mcvement in most countries of the region,
. ond the multiplicity of trade unions, made progress rather slow and difficult.
fhetworking Party emphasized the need for jdentifying the workers with the
managerial decision-making process in order to obtain their enthusiastic
partucupatlon in the fulfilment of the production targets. |t was suggested
that, by provnd:ng some social benefits to its employees, a pub!tc enterprlse
could ‘transform itself into a nucleus for the cultural and social |nterests
of the workers and cou]d enhance their sense of be!onglng te,and :dentnficatuon
w:th the enterprises and its objectives.

i AN S ‘L . 1

V. RECOMMENDAT IONS

7h. The Werking Party adopted the following recommendations regarding
~!ECAFE*s activities 'in the area of publi¢ administration in relation to -
planning‘l/

(a) The Working Party requests the Executive Secretary of ECAFE
to consuder the preparation ‘of the follownng studleS' _'

e,

1. Study of admlnlstratlve aspects of planning with a view
to identifying strategic areas which hinder plan
|mplementation.

.Z.H_Case Studles, in depth, of selected public enterpr;ses and
developmental pro;ects in the counfrles of the region.

3. Study of the. role of local government institutuons in plan
B fonmulat:on and |mplementat|on.

/()

l/ The WOrklng Party suggested that, ln implement:ng these, recommendations,
‘the ECAFE secretariat should’seek the co=operation of the appropriate
specialized agency of the. United Nations when necessary.

[S
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{(b) The Working Party also regquests the ECAFE secretariat to
undertake studies of factors influencing the fiow of skitls crucial to
economic development planning from the public to the private sector and

from the countries of the region to outside countries.

-{e) Considering the serious shortage of managerial skills in the
region, the Working Party requests the ECAFE secretariat to take, inter alia,
the following measures for Increasing the training facilities available in
the region: '

1. Arrangements might be made at the initiative of ECAFE to
reserve seats in training institutions located in various
countries of the region for students from other regional
countries, where such institutions do not exist, and to
initiate a scholarship programme to this end.

2., The ECAFE secretariat might, in co-operation with the United
Nations Public Administration Branch, the International
Labour Organisation, and the Internaticnal Institute of
Administrative Sclences, consider the publication of a
handbook of training facilities avallable in the region
and outside.
- (d) The WOrking Party requests the ECAFE secretariat to organlze
seminars for senior administrators in the countries of the region In
_co=operation with other agencies with a view to exchanging experiences
regarding problems of administration In plah formulation and implementation.
Seminars on strategic areas of administrative deficiency such as, problems
andtechnlques of pro;ect formulation and project evaluation, might also be
organi zed.

. (e} With a view to facilitating exchanges of information on problems

' ﬁ.of administration in the region, the Working Party requests the ECAFE

‘Tsecretarnat to organize on a continuing basis the exchange of basic

‘documents related to development plans, administrative reforms and public

enterprsses. Reports on progress ané problems in specific fields of
development might also be exchanged

/{f)
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. (f)..in view of-the increase of the ECAFE secretariat's workload that
will resuit 1f the above recommendations are put -into effecty the Worklng’
Parxy strongiy. urges. the Exzecutive Secretary to take the hecéssary step to
obtain the required addstlonal staff support: - S T F e

751‘ - ln,order. tg strengthen the administrative structare'and its effective~

i ESE ;n -formulation, -implene. cetion and evaluatioh od: ‘development plans,

-

the'worklng Party -made the following recommendations: to- the: -goverameénts -6f .
the member countries: R PR

B

g 24261) . That the-need for an exhaustive investigation of the administra-

twve arrangements for succ955fu} plan Formulatfon and plan implementation

be-carefuliy examlned in. those countrses where such enqu;rles have not

a!readv been-undertaken. S mhhiesiadn e s

central pIannlng agencyc

soyosgqb3). That adequate administrative arrangements be: made for regular
progress reporting on plan implementation from the-project level to ithe o
functingakuministries~or departments and also -to. the central . pianming -agency,

ln qountrmgs where such -reporting systems have not-yet been; !ntTOdﬂGed¢3?;

>““'”“7t{Q} That arrangcmen.s be made for™ evaluatlng se}ected proJects

urider: ‘the'flan by ian evaluating agency not directly undér a functional
ministry. RN RTINS

eipiiiiy “(8): That:-proper institutional arrangements be made ' for to-ordinating
the activities of ‘ths private sector in plaﬁ”F&fﬁh!éf?oh;éﬁd;ﬁfghzTﬁbféﬁéﬁio-
tion, and Fbr conductlng the necessary resenrch and StUdl%S towards' that end.

SRS IRICRI R VIR BEL IS F R
(6) That the adcquﬁcy of admln:stratrve arrangements for securing

mass part|Cipat|on in plan formalation and plan implemenfation beusgud}ed,

and that, wherever necessary and feasnble, hnse arrangements be strengthened.

/(7)
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(7) That research wings, to conduct the necessary studies connected
with planning, be established in the central planning agencies in those
countries where they do not exist at present, and strengthened in those in

which they have already been set up.

(8) That planning cells be established in the functional ministries
and departments in countries where they do not exist, and strengthened
where they do.

(9) That suitable administrative arrangements be made for examining
the -sectoral development plans in order to ensure that adequate provisions
are made in those plans for areas which cut across the normal sectoral

boundaries, for example, the welfare of children, youth, and women.

76.  The Working Party drew the attention of the Governments of the member
countrfés to the facilities that are now available in the ECAFE secretariat
for obtaining advisory services in economic development planning and public
adﬁihfstration. It suggested to the Governments that they make fuller use

of these services for strengthening their development and planning
administration. '

/ANNEXES
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Annex €
AGENDA .

t. Opening édresses. ‘

2. Election of the chairman and vice~chairmen.

3. Adoption of the agenda. _

L, Interdependence of planning and administration.

5. Administrative machinery for planning.'

6. Relationship between central, regional and Iocal levels in planning.
7. Administration of public enterprises.

8. Adoption of the report of the Working Party.

ANNOTATED AGENDA

1. Opening adresses.

2, Election of the chirman and vice-chairmen.

3. Adoption of the agenda,

L. interdependence of planning and administration

This is in a sense an introductory item to the whole discussion at

the present session. The participants may wish to take this opportunity‘

to present general views on the interdependence of planning and administrae
tion, together with @ review of the main changes in édministrativg structures
undertaken in their countries in order to improve the.pérformance of develop-

ment and planning functions of the government.

Working paper DPWP.10/1 submitted to the meeting with the Public
Admlntstratlon Branch of the Unnted Nataons Department of Economlc and
Social Affairs can serve as a general background to the dISCUSSIOU. ‘The
secretariat!s working paper E/CH.11/0PWP.10/L .0 emphasizes certain points
relevant to the ECAFE region.

/A major
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A major cauée of the unsatisfééfof?ﬁrate-df'g%bwth'iﬁitﬁé;EEKFE"
region has been poor implesientation ofidevelopment plens. To improve
|mplementat|on, it is essential ‘to :streamline adm:nastrat|on and gear it .
to development planning needs. Most’ countries in the region inherited-
administrative systems designed for maintenance of law and order-and. . .-

.collection. of .faxes but not for deveiopment planning and execution.

Theugh nuMerous attempts have been-made to apply correctJVe

briidasures - to admlntstratlve inadequacy in. handl:ng -the respoﬂsnbi}ities Of

‘a modern state, thei results have not so.far been reflected in the imple=-
‘mentation of ‘development plans, and there:is a-greater need:nof that:ever
before to improve administration for'bettér plan execution..wqﬂ

Both Iong—term and short-term emprovement measures need to be con=
"51dered, but in view of ‘the pressnng need to effect lmmedlate Improvements 1t
may be wiser to: adopt ‘shortitarm measiras;. Administrative réforms currently
belng introduced aré' designed ‘to- promote efficiency, but, for: purposes of
planning, the rate of improvefiéht must be accelerated and emphasls’ placed

on aspects wnth maxi mum |mpact &h the: planning process..

Yoapt

Development p!annnng |tself accelerates admunnstratlve |mprovement
and ensures that the :mprovement cdhtinues. it has also been said that
goed~adm+ﬁ+s&rat|on s resuitnofiﬂevehobment ‘itseif andi@ concomitant of
::devedopment iplanning, since planning-cannot.progress without leadership,
group -performance;: decisiaon=makingy, ratiepalization of. managerial Jfunctions,
and:._«other q,ua]n-t;es |nheremhgj,ry_;agmpl,{sj%&:f‘lgl;ye mpmvemeq.t. Admmisrtrat.!on
; :thereforé -benefits as much .from plapning as. planning from. administration,
2and it is. thns .interdependence, pf plqnnang and admnnnstrat|on on. which hopes

for improvement and progress hinge.

s



E/CN.11/L.16k
Page Lk

5. Administrative machinery for planning

Some general aspects of this problem are dealt with. in working
paper DPUWP.10/1. The secretariat's working paper E/CH.T17DPWP.1Q/L.S
attempts review of the main changes in the planning machinery. of - ECAFE

countries in the recent past.

Piannnng machlnery in most countrles in the 'ECAFE -region: tended to
become more compiex. In this connexion, the problehof: distribution of-.»
Funct1ons within the piahning machinery has gained it importance. .- The trend
towards decentralization in both the formulation: and implementation phases
of planning observed in hany countries has-béent accompanied by attempts to
establish more‘effective central control over. the strategic economic
variables and trends. 1t would be |ntenest4ng to have the views of partu—

cipants on this central plannlng agency partlcupation in plan implementatuon.

The important role of government departments (ministries) in both
plan formulation and implementation has been: generally recognized. It
seems that at present this leve) of pYanning it the key component -in the
planping machinery, the abjlity to draw up. sectoral pnogrammes and formu-
late .and implement prOJects being the main factor (and bottleneck) deter~

~mining the success or failure of the overall plans.

6. Relationshlg between central ;: regional and local levels in planning.

To become an effective instrument for’ stlmulatlng and accelerating
‘socio-economlc development, planning must not be conflned to the central
level only. Recognlzlng this, many countries in"the ECAFE’ region have
‘already taken steps to bulld up a rather comprehensfve'%ierarchy of- planﬁnng
organs at different ~ national, state, regional, dsstrict town. v:llage,

etc. -~ levels,

With the delegation of planning responsibilities = starting
usually with responsibility for implementation and foljowed later with
responsibility for formylation - to the lower levels, formidablic problems

/of responsibility

P
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of responsibility demarcation and co-ordination arise. 1t would be useful

here ita -share the experience of: countries which have achieved some success

.in creating viable planning organs at lower levels and in integrating them

with the whole planning apparatus.

" For general background to the discussion under this item, the

respective sections of working paper DPWP.10/1. might be referred to.

7. Administration of Eublic.entergrises

It has been generally recognized that "the practical problem of
constructing measures to implement plans has, in fact, proved to be far
less easy of soiution than the general issues which arise in plan formulation
vesersseesdNd s.ueseses the task of devising more effective measures for

1/

implementation has become the most urgent problem for planned development! .~

As public investment and public sector activities usually constitute
the core of a development plan, the creation and effective operation of
public corporations or other kinds of statee~cwned and operated enterprises
has become an important, if not the most important, part of the national
machinery for plan implementation. [t is interesting to note that the
problems of effective administration and organization of public enterprises
have been encountered by almost all countries. Solutions have differed
widely, depending among other things on the country's approach to the role
of the public sector in the process of economic development in general,
However, even in countries that have clearly subscribed to the idea of the
private sector being the basis of the economy, public enterprises have

played a very prominent role In plan implementation,

/B comprehensive

1/ United Nations Development Decade, dnter!m Report prepared by the
Secretary-General, United Mations EA4]96, 5 May 1955, p.k.
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, A.comprehensive analysis of the organlzation and adminisgration of
public enterprises based on the experience of countries with different
socuo-economuc systems is presented. in Professor A.H. Hansar's working...

'paper E/CN 11/DPWP. lO/L 3. In view of the rather limited coverage of ithe
ECAFE reguon In thls paper, partucnpants will supplement Jnformation and
analysis based on the experlence of Asian countries In thls fleld..'

8. Adoption of the reEort of the WOrklng Partz.

Cainaat




