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L. iNrﬁODUcTION ~

The object of this paper is to present a series of observatlons,
experiences and ideas that have been gathered by the Latin American
Institute of Economic and Social Flanning, on the problems and the
progress of planning in Latin America. There is no pretension, therefore,
to make definite judgements on the problem, but rather to express opinions
that should be discussed and in manpy cases, investigated in the field.
However, it’ does réflect concern over the future course of planning in
Iﬂtln America. , _

The paper begins with an analysis on the concept of the plannlng
gystem, in order to specify its comtents Although the concept of the.
plannlng system can be extended apd improved in its form, we believe lb
is useful to present it for the analysis which is made later in this
work, in which an attempt is made of a very general study on the definition
of the strategy and tactics for the establishment of plamning systems
and a diagnosis-of the principzl deficiencies that are observed in
planning in Latin Americae. This last agpect is .approached by comparing -
the congeived outline that has been worked out with the true facts in
Latin America. i

‘II. PROBLEMS THaT EXIST FREVIOUS TO THE DEFINITION OF
' THE CONCEPT OF &4 PLANNING .SYSTEM

The concept of a system implies the complete existence of a series

of essentlal elements, either united or ruled by a regular and rational

form of interdependences .This group of partial elements makes up a coherent
form of operatione The existence of a system implies that there are a
series of requirements. In the first place, the list of essential elements
should be complete in relation to the function the system must perform.

In the second place, the component elements must be designed as units in
& rational way, but this same condition is subordinsted to the harmonious
and coherent assembly of the thing as a wholes . That is, there must be
a rationality of the "whole", without which it is impossible to judge the
"unitarian' rationality. In the third place, the forms of rationality
should be regular, they cannot be essentieslly changing ones. In cther
words the standards of coherence of the system should in a sense, constitute
a routiney, as they are that which define the characteristics of the gystem.
The change in these standards implies a change of . system. In the fourth.
and -last place, the concept of system is dynamic, in the sense that the
harmonious operation is the’ essence of its existence, and not the mere static
rationality of its concept as “seen through good rules and regulatisms and
well-designed administrative structures.

/ In theory,
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In theory, a planning system, a tax system, an aceounting system,
etce, should comply with the aforementioned recquirements, although each
in a differemt planes These systems, however, are not produced spontanecusly
in a coherent form: their rationality must be the fruit of a conscious
effort that must overcome numercus obstacles and capture the experience
generated in its experimental operation, in a positive waye

To specify and analyse thie congept of a planning system it is
necessary to clarify some questions, such as: What are the essential
functions of a planning system? Wuhich are the essential elements |
capable of accomplishing these functions, and thereby, which should .
integrate the system? uhat is our concept of planning? This is a
problem that comes before that of specifying the functions of the system.

It seems to be elementery to define what we mean by planning, when
the object to be defined has already had a few years of a somewhat difficult
and incomplete existence, However, we believe it is useful to construe
our arguments starting from the beginninge

There are two well-defined concepts on planning the first look upon
it as the raticnal method to control economy totally, or almost totally
by substituting the forces of the market in production decigions. The
second concept considers planning, in a greater or lesser degree, as a
simple way of harmonizing economic decisions, of helping managers to
see beyond their own business and thershy, through that greater knowledge,
to be able to contribute to the fact that their decisions, which are
rational from the individual point of V1ew, can also become rational
from the social point of VieWs

Flamning in Latin america is not oriented under any of these two
concepts, and this is an independent fact fram the political views of
the person that analyses the situation. Which then is the concept of
planning which is held in Latin America? Is this concept well defined?
Here we reach a complex point, since there are reascnable doubts about
whether this concept can be alike for the different countries in the regione

There are however, common characteristics of the congept of planning
in Latin imerica, and these differ, although only temporarily, from the
two concepts mentioneds In the first place, the fact the in the world
there are countries that are mors developed and others that are less
developed and not content with their situation, implies that the economies
of the latter will be subjected to intense pressure for a long time,
which will Lo for the purpose of snorteniing disbauces. 1In the face of
this situation, the simply harmonious plamning of the forces of the
market appears to be sbsolutely insufficient to achieve rhythms of growth
that will permit the tremendous differences of income between the developed
and the under-developed world to be reduced.

/In the
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In the second place,: the under*develOped economies show up
structural deffects from their birth as nat.lons, and these defects
'seriously distort the efficiency of the operation ¢f thé market’
mechanism and limit further developments For these reasons, planning .
in Latin america tries to'be a method whersby these ohanges in structure
can be rationally approachede Therefore it is not a matter of time within
the existing institutional and econemiec framework, byt rather of beginning
to plan the way in which to change these frameworkss o

In the third place, for reasons that have been thoroughly peointed
out, the rationalization of a process of development at a national level
appears to be strictly 1;nked to the regional econcmic policys In this
way, planning on a naticnal level, which is expected to bring aboyt changes
in structure to drastically speed uwp the rhythm of growth, which is
necessarily characterised by strong and important action opn the part of
the State, must be harmonized with the policy of economic Integration.
This policy of economi¢ integration must be carried out anong countries -
of many different levels of development, that have never had an important
trade between them, and in which the getting wp of new bases of trade is
fundamental , to substitute imports from without the area ard not simply
to make the inter-regicnal trade more liberal, These problems mske it
difficult to find formulas ‘that will make it technieally amd politically
possihle to have planning which is necessarily strong at a national level
and an economic integration which will help to carry renouncements at
that, same levels For these reasons, planning in Latin america taken on
special characteristics which could be summed up as follows:

(a) Planning in Latin america cannot be limited to producing harmony
in the routine economic decisions, which are the product of a defective
institutionsl framework, but must include the programming of a change in
that 1nst1tut19nal framewqorke

(b) Planning cannot be limited to contributing, to merely coordinating
partial economic actions in order te guarantee an equilibrium and a
consistency which the free play of the market forces cannot achieves, It
mugt fundamentally force the rhythm of the development of the economy
beyond what is provided by the natural course of events, and change the
distribution of the benefits of its growth in order to adjust them to the
political and social existing beliefs.

(c) Planning, a5 a gonsequence of this, implies an important but limited
control of private activities and participation is decisive in order to
gain these objectives.

(d) Planning uses the murket mechanism, but at the same time uses methods
of correcting the results of the market forces (price control, salaries,
currency rates, physical regulations, stce) to deiina the assignménts of
resources and to bring about social objectives.

/(e) FPlanning
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(e) Plann;ng a2t a domestic level must go together with the policy of
regionz=1l integration, arnd this cannot be a spontaneous or natural effect,
but the result of an intelligent designs = _ .

Latin smerican planning Systems do not strictly comply with what we
have pointed out, since it is evident that in some cases planning is an
act without system, outwardly formal, which is foreign to bid decisions,
and in gthers the substance of the planning has no relation with the
diagnosis of the pPoblems.

/11, THE
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IIT, THE CONCEPT 'OF A PLANNING SYSTEM

A plannlng sysﬁem_lmplies the real enforcement of a series of
mechanisms which are sunposed to fill essential functions, The formal
existence of thess mechanisms does not necessarily insure its enforcement,
and at the same time, the latier does not necessarily demand institutional
formality. This should be the exteriorization of a spirit and of a true
process which gives it practical life and_therefore, what is of substance
is that strength of couviction which gives impulse to the process. Now,
we could ask, up to what point should concern over the progress of plannlng
be concentrated on the administrative structure on the systems of
organization of plamming? Are not the organizational deficiencies a product
- of the lack of that spirit which is born out of the intimate conviction
of the usefulness of planning es a system of government? ‘Should we not
think much more ahout the causes which orlglnate that lack of conviction?
Is it that we have erred in the mdnner in which we have spread the idea of
plaming?- Or is it that planming, no matter how modest in its objectives,
can only be really enforced under very special social and political )
conditions? All of these are questions that justify serious discussion,-
but that is outside the scope of this paper, which is of a general nature
by necessity. However, no doubt your answers would tell us that in the
acceptance of planming in Latin America there is a lot of form, Two roads
lead to form: -slow routine and fashion., 1In the first case, the spirit
of 'substance creates the form, and slowly the form overcomes the substance
and absorbs the spirit. This is very common in religions, but this process
is not foreign to administrative organizations nor to economic concepts.
The second road leads directly to form, since spirit is not a requisite
for its creation. Planning as "fashion" is then a form without ~spirit and
unfortunately the Latin American outlook shows many of the characteristics
of the latter. Therefore, it is more important than ever to re-open the
discussion on plamiing on a broader scale, We must discuss what we prétend
to do with it, what are the necessary conditions for it to operate
efficiently, and also, discuss the form it should take in terms of a system
and an organlzatlon that operates that system. The only difference with
the past is that now we can discuss this with a much better consecience of
the practical limitations that formal systems have with a greater sense
of urgency to investigate the causes of the slowness of true processes and
consequently to revise our working methods.

The need to act rationally in government matters, of deciding with
a sure knowledge as to the alternstives and results of these, the need to
carry on the necessary structural changes, etc., is the. spirit which moves
Or can move planning. That spirit can lead formally to the creation of
the system of planning and of an administrative and soczal organlzatlon that
will operate it, Under the supp051t10n, not always true, that this spirit
does exist, the object of this paper -is to define this system is general
terms, to analyze the strategy and tactics in its implantation,.and to
diagnoge the failures in the already existing planning systems in Latin
America,

/In previous
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In previous works, we have defined more specifically what we understand
by a planning system. ... the concept of a planning system shows the
existence not only of a technical method through which the planning organs
are oriented in the formulation of the scope and consistency of the objectives
which are being postulated, but also of an administrative or organizational
method which will allew all public administrstion, private enterprise and
the population in general to provide and to channel all their knowledge,
information, appraisals and whishes abou® immediste and future actions
towards the responsible levels, as well as to see that these are complied
with in the past, ',.. & system of planning expresses a permanent type of
work, which is carried out as a normal habit, and through a previously
established and acceplted routine for organizing and channelling decisions",l/

“A plamning system demands, therefore, the creation of a whole series
of mechanisms capable of producing pragmatic orientations; of transforming
said orientations into concrete plans of actions for each year, administrating
said plans and seeing that they are complied with, at the same time as
periodically producing basic control information in order to insure the
permanent validity of the plans througzh their constant revision. A planning
system would also constitute, within this concept, a new democratic means
for the interpretation of the wishes of the population and to make it
possible to get their active participation in the development process, by
giving them responsibilities and fostering their initiative; also, it
- should create a set of values with which to judge the economic facts that
are in agreement with the philosophy of planning, s¢ that economic conduct
will slowly flnd its natural flow within the guldellnes stipulated by the

planll ../

In summary, we_can say that a planning Systemgls a formal axpr3551on

of a dynamic and harmonious process for the taking of present decisions,
in which the rationality of these is judged by relating the past with the
future course programmed for the economy., Society participates in an
organized mamer in the process of immediate and mediate decisions, such
‘as by taking direct responsibility in their execuytion, and this process
is carried out under pre-established norms of operation which are rooted
in the public administrative organization. Plans and decisions are thus
the product of the same and only system of government.

l_'/ Sen e llﬁ'l \1ounag nnnc:'iriornﬂno_ﬁ_:_as'sr_\bra 123 relacinnes entra 1o
Programacién del Desarrollo y el Presupuesto Fiscal",(E/CN.12/
BRW.2/L.5).

2/  VProgresos en materia de planlficacldn de América Latina“
E/CH.12/677, 1963. :

/This brief
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This brief general definition points out several aspects. In the
first place it siresses the fact that it is a process of taking present
decisions, The object of the plannlng is to give basis to present
government action, beravuse the present decisions taken in continued periods
constitute the materialization of a programed future. In other words,
today is the fubture of yesterday, and the materialization of that future
is exclusively a matier of the present,

Only what is decided for today is executed; what is decided for
tomorrow is only programmed and it will be executed when today ends and .
tomorrow begins to bescome todzy once again., Therefore, if planning is
to be_truly enforced, its principal concern is the present.

In the second place, the concept ¢of a planning system indicates that
the rationality of present decisions depends on the future course programmed
for econcmy, Therefore, rational action in a short-term demands long-term
programming. Short and long term are thereby supplementary and not
alternatives as regards.planning. We cennot judge the rationality of
matriculating 200 younasters into a school of engineering in 1965 if we do -
not know approximately how many the country will need in 1972, when they
will finish their career, But it is not much use either to set a goal for
the matriculation for X" number of students for 1972, if when that future
date becomes the present the decision is taken by considering other factors
than those of the plans that were made. In other words, a short-term
decision is only rational in terms of its coherence with the programming
of the future course of economy and likewise, the programming of the future
course of economy only has a practical use if it influences today!s '
decisions, and if the programes de31gned for tomorrow are periodically
transmitted into action,

In the third place, our concept shows that in this dynamic and
harmonious process of the taking of present decisions, and the formulation
of future programmes,; the community should participate in an organized
waye A lot has been said about this requirement of popular participation
in the planning process, and very little on the concrete forms that this
participation can take. 1In any case, according to this requirement,
planning cannot be a technical act that is isolated from society.

In the fourth place, it is pointed out that the planning process must
be carried out by keeping to pre~established norms of operation which is
rooted in public administrative organization. This means that the different
phases of the planning process are harmonized. through a clear assignment
of tasks and itineraries to be accomplished, of the definition of the
channels of comminication, the establishment of uniform technical methods
to accomplish tasks, the creation of coordination mechanisms between the
advisory and executive levels, etc,

To summarize, it deals with the plan for producing the plans and
decisions, but a plan of a primitive nature rooted in the organizatlon of
the administrative apparatus,

/In the
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In the fifth end last place, it is said that the plans and the
decisions chould be a product of the same svstem or of systems which are
perfectly coordinated and which are a part of a' more general system of
governments This last part emphasizes énce again the essemtially practical
character of plamning, demanding thet the mechanisms for the formulation
of prograrmes be closely’ linked with me¢hanisms for decisior and operation.

Although these brief explanations help to understand the main idea
of a system of planning, they are of course very general, We must translate
the general functions of the system in terms of integrating mechanisms.

In tab]e 1 we preaent an attemp to 1dent1fy the prlnclple mechanisms
making up a plannlng systems This list, with 2 few variations, is based
‘on previous works mede by the ECLA secrevar+at 3/ TFour types of mechanisms
can be séen in this table: (a) orientation mechanisms; (b) mechanisms
of decision and cperation; (c) mechanisms of execution and (d) mechanisms
of infommation. ‘

~ These mechanisms accomplich essentﬂal functlons. The orientation
mechanisms respond to the need of providing a country permanently with a -
well-defined strategy for development, capable of guiding present actions,
Mechanismg such as ‘these are the plans on a medium and long term, whether
general or partial. They are the plans for inter-regional integration at
a medlum or long term and the preliminary de31gns for proaects, ete,

“The mechanwsma of declslon op operatlon accompllsh the task of
'transformlng the designed strategy into a tactic for the present. ' In this
category we have the Annual. Operatlonal Plans,. as a general plan, and
several others whlch detall their aims, such as Annual Currency Budgets,
-the-budgets—for-the—public

sector, etc. - : ol

The . global coherence of. the declsions is given by the nation economic
. budget, the impartiezl coherence by sectors,. and partial coherences by plans

of the type of those mentloned above. The sub-plans are.based on the
ex1stence of proaects. : : T - ) :

q"ha mechanlsms of execution are those whlch make the execution of
present decisions possible, -taking the short-term decisions up to an
operational detail which can be administered., Among these mechanisms we
must point out the specific and detailed designs for politics, as well as
the administration of these, .the programmes of budgetary execution, the
programmes of execution, - the progects, the general mechanlsms for the
admlnlstratlon of decisions, etc. . - :

3/ Progresos en materiz de planificacién. en América Latina.

/The information
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The information mechanisms are those which supply the whole system
in a routine mamner with all the statistical information and the necessary
special investigations so that the remaining mechanisms of the system can
operate, Here we must mention the plans for statistical information,
whether they are continuous, by samples or census, and the special
investigation plans in the field of natural resources, of technology and
sclentific investigetion, etc.

Horizontally, table 1 points out basic aspects of a planning system.
In the first column these are identified as plans., The medium or long term
~plans are the principal mechanism of -orientation, and they contribute to
define the framework of the Annual Operational Flans. These annual
operational plans cover the system of annual decisions, providing the
methodology so that these are teken in a coordinated manner and for the
long term orientation. The operation of the annual plans requires execution
chronograns and a ceries of administrative measures. Therefore, the basic
mechanisms of execution either take the shape of meonthly, bi-monthly,
tri-monthly, ete., programmes or of administrative decisions which are not
susceptible to taking the shape of prdgrammes. The plans for technological
investigations and of investigations of natural resources, etc., and the
plans for statistical dinformation make up the primary basis for the
formulation of the substantive plans, and also of the control of their
.execution,

In the second column of table 1 the same process is analyzed in
relation to the projects, Therefore, if it is not advisable to make a
striking distinction between plans and projects, for the purpose of
explaining this outline, it is advisable to identify, as different things,
a system of plans and a system of projects linked to those plans. Within
the system of projects, the orientation mechanisms are represented by the
preliminary designs of projects and even by simple basic ideas on these,
whether they go with a formal nlan of medium or long term, or only a general
strategy of development of a less formal nature from the point of view of
the technique of planning., These preliminary designs must be transformed
into projects that are studied from a technical as well as an economical
point of view to become a part of the annual plans. The execution of these
projects, as the next step, means taking the necessary action to the
administrative detail for its construction or realization. The information
mechanisms, whether they are statistics or technical investigation, add to
the process of generation of projects in all its phases, including that of
control of its execution, ,

In the third column, all the administrative organs that have a
principal responsibility in the formulation, execution and control of plans
and projects are pointed out. In the fourth column, reference is made to
the participation of society in the plamning process. As regards the
latter, the table points out different ways of having popular participation,
according to the phase of the process, On the basis of the formulation
of general long-term orientations (development strategy) popular
part1c1pat10n can be carried out through an effective representation of the

/basic organizations
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basic organizations of society in the consultative organs of plaming, and
4n the previous discussions of these orientations in the basic organizations.
As regards the annual cperational plans, the popular participation is
perhaps the most intensive and widespread, but.more localized and partial.
In this case, the personnel of a state ent erprise, anhalyzes, discusses and
suggests as to the goals for the following year of their productive unit.:
The neighbours in a commimity analyze, discuss-and suggest what they would
like, and what it is possible to do the following year. Therefore, it is
a much more direct and massive participation in matters which concern them
most, In the phase of the execution of the plans, popular participation -
can be confused with popular ection, The comunity can part1c1pate in the
construction of schools, houses, farm roads, sanitation prOJects, etc., and
for the time being, can work for a salary in the private and stvate production
centres, -Note that this proposition of populdr participation in the process
of planning responds to a need of supplementing the traditional mechanisms
of popular expression thromgn political parties or electoral processes, .
Where the traditional mechanisms or popular expression are efficient, as .
in the case of ‘the general definitions of a policy for social and economic
development, popular rspresentation is representative and gerneral, and not
massive or intensive. On the other hand, in the anmual definitions and.in
the process of execution of plans, p0pular participation can and must be
intensive and massive to fill a gep ‘that the traditional forms of pOpular
party expression do not cover.

g , The 1deal concegt and the true concept of a system

The system which has been very briefly described in table 1 is an

ideal concept of a planninhg system, through whlch other concepts. that

——— raspond—toneeds;reslities—a nd—diPerernt—o
proportlon of thls Outllne can be enforced 1n Latln Amerlca° " What pawt of
it comstitutes a goal for the Latin American countries? How far is it. .
possible, and in what length of time, to design planning systems such as
the one mentioned? Is it necess;ry to have a planning system of this type
if the object of it is routlne and unlmportant? What is Latln American
planning at this t1me°

To try to analvze some of theoe questlons, whlch go beyond the formal
aspects of a plannlnc system, it is advisable to study table 1 again, but
the other way around, .That is, to start by examining the functions of a
planning system, These are elementary and belong to any system of governmment:
to set up orientations for action on a long term, translate these orientations
into annual goals, provide the means of executjon of those goals, and to
keep an information system that is capable of satlsting the needs created
by the rormulation, the control and the execution oi.the plan. 1In every
government organization, these fimciions are -covered 1ndependently from the -~
fact that a planning system exists., There are always general guidelines -
on a long-term basis, even though not.in the form of plans. Amnual decisions
are always taken even if-these do not ‘make up an- operatlonal annual plan
in themselves, noir have a close elatlonshlp to the ‘strategy vhich has been

/formally lined
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formally lined upy +the systems of execution of decisions are inherent 3in
every public administration, and the same occurs with the information and
investigation mechanisms. The problem is, therefore, in seeing that these
functlons are accomdliished individually in an efficient and widespread
mammer, and that they are integrated in such a way that they make up a
system, Plamming, as a method, only looks for coherence between the
orientation, decisior, execution and information mechanisms as well as the
efficiency of each one of them as a2 unit, So, the only new thing that an
outline for planning presents that differs from the traditional systems of
government is the sense of a "whole!" and the need for coordination that must
exist between the different aspects or mechanisms of any system of govermment,
On the other hand, if we see planning not as a method in itself, but as the
formal rationalization of a process of economic and social change, we really
get to the bottom of the problems which are evolving in Latin America.
4lthough technical difficulties do exist, the root of the slow progress

shown up to now by plamning is to be found in the substance of change that
it carries. In those countries vhere there is no will to change, planning
must ‘be developed nartially with an accent on technocracy and limited as to
its practical consecuences. It cannot be any other way, because the
continuation of old-fashioned practices in govermment does not make it
necessary to have a new method to judge its validity and justify its
prolongation, That is why, in situabtions such as these, planning is born
and is developed with political consent but without political support,

which in turn is reflected in technical deficiencies of the plamning systems,
On the other hand, vhen a social will to change exists, planning is put to
the btest, and it is necessary to organize a new form of development on the
new system of governmert. Faced with material things, planning naturally
shows up its weaknesses owing to its short existence. The typically technical
deficiencies appear then, in the methods as well as in the men called upon
to apply them.

Therefore, in order to Judge the advances of planning in Latin America,
it is necessary to understand that this region has been developing in an
atmosphere of sericus political limitations. Its birth has been mostly due .
to the opportunities offered by nationsl and international events, and not
to a cautious decision to alter the systems of government, and naturally the
first years of experimenting with the new method are always full of
formalisms, inexperience,and improvisations. It is also necessary to consider
that the methods of nlanning thenselves are as yet incomplete in such
importent aspects as the technique of annual operational plans.

A1l this czn lead us to steting that there is a tendency towards
‘magnifying the technical complexity of a system of planning. This tendency
seems to find support in the circles which raterially and intellectually
oppose planning, and it is nourished by its slow progress, without considering
the difficult enviromment in which it develops. The complexdity of planning
is magnified even more if those who criticize it think and believe in routine
or traditional processes of development, and, often internal political
opportunities such as situations of power vacuum, power impasse, important
political changes, sometimes allow for the birth of an elementary planning
process in an atmosphere of ‘political consent, This sometimes helps the
internal strengthening of the planning offices, but leaves their later
development in uncertainty, in a phase of political support and of true
testing of its usefulness, That is why even if farther along the analysis
of the experiences of planning is made from the formal and technical point
of view, we musi keep in mind that a great many of the existing deficiencies
that can be seen in planning systems today are the vroduct of deeper
envirommental limitations,

/Table 1



Table 1

TYFE OF MECHANISMS

"PLANS

PRAJECTS

BASIC ADMINISTRATIVE
RESPONSIBILITY

MANNER OF PARTICIPATION
OF SOCIETY IN THE
FLANNING PROCESS

TASKS

- ORIENTATION MECGHANISMS
- Madium and long Term Flan

— Section and Partial Plans of)

the same nature

~ Integration plens for the
entire region or partial
plans of integration at
medium and long term

' M{&ium and Long Term Plans

Preliminary deslgns of
projects

Central Offioce and Seotor
Cffices for planning

Operational orgsna for projests

Popular representation in
the planning organisms st
variocus levels

Definition of a Development
strategy to set the desired
future sourse for sconomy
and to prove its feasibility
and consistenoce

~ DECISION AND OPERATION MECHANI$MB

- Annual
~ Annual
- Annual
- Annusal
« Annual
- Publie

Operative Plan
Sector Plans

Curreney budget
menetary budget

political economy plar

Sestor Program Budgst

Anﬁual Cperative Plans

Projeots with complete
egonomic and enginsering
studies

Central and Seotor Organs
for planning

Beslc pelitisal economy organs
All the administration

Discussion of the
Operaticnal Plans with
the axecutors and the
persons benefitted

Translate the future
orientations in present
deolslons :

~ EXECUTION MECHANISMS

- Progrems for budgetary
precution

=~ Meshenisms for generation and
evaluation of specifio projeq
wilth 1ts exesution programs

~ Administrative actions

|

Pr?grams for exsocutlion of
Plans and Budgets

i

Programs for the execution
of the projeocis

The whole administrativn

Popular partieipation
through direct weork
in the exeoution of

comunity projects

To make pessible the
executlon of present
decisions

2T of8eq
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5

~ INFORMATION MECHANISMS (For

formulation and control}

- Statistieal Information Planl

to_support the planning
process
{1) Continuos statisties
system
{11) Sampls statistica
system
(111) Census statisties
system
- Spesial Ressarah Systems

(Netural resourses,
tschnelegy, etc. )

i

Statistleal and- Research
Prograne

Programing of Statistical
Information

Systems of Techrnical
Investigations end Natural
Resourscaes

Statlstios offioe
Contrel offloes

~ Investigetion Institutes

Exeoutive offices in general

Channelling of the wishoes
of the community

- Popular participatioh in

the gathering of baszic
information

To supply in a routine
manner the whole system with
statistical informaticn and
with the neoessary inves-
tigations

Maghanisms for the formulation Mechanisms fcr‘tha.

and control of Flans

formulation and contrel
of projentg

Administrative structure adapted
to the planning nceds

Systems of Fopular
Fartieipation
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IV, SOME FROBLES OF STRATEGY AND TACTICS IN THE
TMFLEMENTATION OF SYSTENS OF PLAWNING

A planning system such as has been deseribed constitutes a complex
mechanism, di fficult to create and operate, since it requires important
changes in the methiod of Government, in the mentality of the operators
and in the administrative organization. It is, therefore, a task that
should be approached by stages that progressively grade the intensity
of the changes. Explicitly or implicitly a strategy for creating planning
systems has existed, and this strategy, save few exceptions, has had the
following characteristies: a) it has been attempted to implement planning
immediately on a national level, and not by covering regions and states
first, in order to finally cover the entire country; b) in the face of -
political limitations the plamning system has been taking shape by parts,
going by an order of sequence with respect to the creation of the already
aentioned essential mechanisms, and not defining the stages as a process
of gradusl simultaneous improvement of all the mechanisms; ¢) preference
has been given to placing greater initial emphasis on the formulation of
plens and not on the creation of systems of planning in the hope that their
experience in the non-systematic and abnormal formulation may create the
conditions for implementation of coherent systems of planning; d) greater
importance has been given to the drawing up of medium and long-range plans
and very slight to the drawing up of Operational Annual Flans; e) it has
been estimated that after several years of training personnel in planning
procedures and on the disemination of methods of planning, the minimum
necessary conditions toc initiate this implementation by stages of systems
of plarming do exist; and f) it has been preferred to immediately create
new agencies to undertake the tasks of planning rather than assigning
sald functions to ministries or already existing agencies,

These are facts whiech it is advisable to analyze in order to reach
soite kind of a conclusion on their rationality, especially after some

vears of application of this strategy and evaluation of its results have
elapsed,

a} Altermatives with respect to the degree of geographic coverage
of the plans ‘

Save for a few notorious cases such as that of Brazil, and in a certain
case Argentina and Mexico, it was decided to carry out planning from its
first stages to the national level., However, one should ask if in some
of the Latin American countries it might not have been easier to find
rolitical support and sufficient motivations in certain regions and states,
in order to have advanced more rapidly and in greater depth in the tasks of
Planning, Certainly we are not attempting to esteblish rigid and general
criteria in a matter as complex and varied as this one, but rather to point
out that it is necessary to seek with greater flexibility, the conditions
and the necessary support if planning is to progress. In this sense,
regional planning, as one stage of a more general strategy, may acquire
greater importance in the future, especially in those cases where the
brogress of planning at the national level has stopped, and once the
easier road of medium and long-range plans has been travelled.

AN ATk hmmatdtraa
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b) Alternatives -in respect to the’ creatlon of the mechanisms
of the planning .system:.

Planning has been approached in Latin America by following the line
of least resistance. Since opposition to the existence be orientation
mechanisms (medium and long-range plans} can only be-an intellectual or
philosophical resistance, still subject to many hues, this was overcome
after several years of difusion, training of :personnel, approved statements
at international conferences, etc. The isolated existence or non-existence
of medium and long-range plans is, therefore, a purely intellectual matter,
which does not trascend to the short-term economic reality, although -
certainly it has future repercussions when.it throws light on fundamental -
problems that burden the economies and thus creates an awareness of them.

-Once- the stage of medlum and 1ong~range plans has been fulfilled,
some countries such as Venezuela and Argentina, are now drawing up
Operstional Annual Plans and National Ecopomic Budgets, in order to guide
short~term.action, Other countries are also beginning to worry over this.
problem drawing up biennal plans as an intermediate concept between: annual
plans. and medium and long-range plans. ‘The obstacles for this second
stage are evidently much greater, since an attempt is being mede to create
decision or operation mechanisms linked to the orientation mechanisms., = -
The resistance. that. is opposed to this phase is quite varied and complex.
For the present, the decision to act in a planned manner is certainly a
political decision and not an intellectual one, and the changes invelved
by such a decision range from general political to the small interests of
those who have become accustomed. to a gystem of unilateral decisions.

uvervth1ng—&ﬁé&ea%esggtherefore that-thegstrahegy that is_in fact

being applied is translated into a certain order of precedence in respect
to the formal and co-ordinated enforcement of the various component basic
mechanisms of a planning system, Table 2 exemplifies theoretically this
alternative without -attempting to give an exact representation of the facts,

Table 2

STAGE 1 - smeE2 ... STAGE 3
- ORTENTATION MECHANISHMS - Orientation mechanisms ~ ~ .Orientation
‘ . . ‘ S - -i-‘ o ‘ . mechanisms
- Declslon or operation .-~ Decision or.
mechanisms . - . operation
- - _ mechanlsms
- Implementatlon

" mechanisms

. = Information:
.. mechanisms -

/It is.
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It is only natural that this strategy imposed by the facts should
have serious limitations, which are analyzed in detail in the final portion
of this report, The main limitation resides in the fact that there is no
planning system for the first stages, It is only with the culmination
of the planning process that it acquires a real enforcement. This stralegy
does not, therefore, fulfill the basic reguirement that each stage should"
support. and oven the way for the next one, The isolated existence of medium
and long-range plans produced by planning offices in turn isolated from the
adrinistration and decision groups, drawn-up without the necessary political
support, certainly does not add prestige to the task nor do these plans
open up promising possibilities for continuation,

A much more logical alternative is presented in Table 3 below. |

Table 3

STAGE 1 ‘ . STAGE 2 STAGE 3

GRADULL AND SIMULTANEOUS IMCROVEMENT OF ALL MECHANISHS

a) Increasing coverage of the plans.

b} Increasing precision and detail of the plans

&) Progressive adaptation of the organization to new
Government modalities

In this alternative, from the first stage on, the essentiel mechanisms
of the system c.nst., but thelr form is rather rudimentary and will be
inproved upon in susceeding stages, In this case planning, although
rudimentary, is real from the beginning, and therefore shows its usefulness
from the fifst moment on, Each stage makes the attaimment of the next one
much easiers : - e

Naturally, this second alternative requires more demanding political
environment conditions than the previous:one, and therefore it has a more
- limited use, However, the question as to how useful the first alternative
is, considering particularly the risks of loss of prestige implied after
the first stage of forming an awareness has been completed, is pertinent,

e) Alternative of emphasis with respect to systems and plans

Reality also tells us that coumtries have given more abtention to
the formulation of plans than to the design and function of coherent systems,
There is a reasonable explanation for this., In the fifst place, the system
of plamming implied institutionalizing a process, and this is difficwl® to

/digest politically
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digest politically if the process has not’ amply proven its usefulness.

In the second place, experience in the process of planning appears as somethmg
indispensable and previous to its relatively stable standarization and
institutionalization. 4nd, in the third place, many countries are urgently
forced to establish develofment plans with international financing. It is =
because of this that the strategy in this respect seems reasonable.’ However,
in spite of the fact that many countries have been engaged for a good many .
vears in the tasks of plamming, there are no indications that they are

moving toward the creation of true systems of planning. What should concem
us in this case is not then the emphasis on the plans, which appears as -
tacitly correct in accordance with the circumstances common to the countries

of the region, but. ra.ther the possibility of s‘c.a.gna.tlon at the level of the
first phase,

d) Alternatives of emphasis with résgect to the nature of the plans

'\Jlth:i.n the priority given to the formulation of plans even when this.does

not take place %y means of a conscious deca.s:.on, concern has been concentrcted

on the medium and lorig-range programmes. Dub to reasons already explained and-

which will be given in detail in the following chapters, this approach does

not Seem reasonable, The sazme arguments given for (b) are valid for this-
CoSCe .

e) Altematives of action in time. Advising versus training and
difusion : ,

It is often said that ‘ﬁhe Latin American .countries are not sufficiently
nature for planm.ng and that pollt:a.ca.l—envn.ronment conditions do not allow

T A Am

iEm o GWJ.J.ULLDJ-J dePIUd-(.-IL Dnese 'EaSKS. l.n:LS aDproacn .Leaas TJQ ‘Dne pOST.v"'
ponement of the tasks of creation of new systems of planning and to center the
present concern on the training of personnel in these matters and difusion

of the advantages of planning, . In terms of the tasks of the Latin American
Institute for Economic and Social Planhing, .the problem would then be posed.
as one of Advising versus Training, One cannot fail to recognize that the
environment for planning is not an easy one, and that there is still a great
deal of misunderstanding. But, the situation is not as extreme as to deliver
the task of taking the first steps in the practicel field of plamming, into
the hands of other generations, Besides, where plannmg on the national level,
is not possible, perhaps it might be on a regional level, and where general
planning is not possible, perhaps there mgh't. be partial plans or pre—plannlng
tasks that might be undertaken, as will be defined later.

£) Altematlves of mstltut;'onallzatlon of the cen’tral mechanlsm
for Elﬂ_ln_g '

- It was prervlously said. that the i‘unctn.ons of pla.nnlng in Latin Amerlca
are generally placed in the hands of new agencies that may be called
Secretariats (Ministries), Offices or Bureaus of Planning. This approach has
had the clear advantage of giving a clear institutionality to a new function
of the State, and if the planning systems were really in effect in the already

/defined terms,
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defined terms, certainly the decision of creating new agencies;, with an
adequate hyerarchy to perform the central function of plamning, is correcte
However, within the general picture of the deficiencies that take place

in plannirig for Latin America, the creation of new agencies to carry

them out has contributed to their isolation and sterility, leaving said
agencles stripped of political support and of connexions with the executive
centres of the State administration, We are not attempting here to offer
the thesis, sometimes sustained, that the newlyeborn planning should have -
its inception under the protection of a Ministry or a strong autonomous
organization that might back it in its setwups, We are only trying to point
out that a practical strategy cannot always respect, in its first stages,
formal aesthetics which the culmination of a process presents. We are dealing
with a very complex problem where much has to be done to assimilate present
experiences in order to outline a reasonable secure path,

The outline of concepts presented until now will be useful in order
to continue the analysis in the field of concrete problems tha't are
encountered in planning for Latin America,

V. DIAGNOSIS OF THE MAIN FLANNING PROBLE:S IN LATIN AMERICA

In the period comprised by the years between 1958 and 1965, and which
embraces the first experiences of ECLA (GEPAL) through the first advisory
groups and later of the Institute and the Tripartite Committee, notorious
progress has bsen achieved in Latin America with respect to planning., This
progress has been much more intense in certain countries and in certain
aspects of the planning process, The first point has been translated into
an increase in regional differences in regard to the availability of trained
personnel and overall efficacy of government operations,.a fact which,
while limiting regional Progress, opens up, however, the possibilities of
a beneficial exchange of experiences among the countries of ‘the region in
the field of planning for development., The second point is an evidence
of the lack of articulation between the mechanisms that comprise the planning
systems in each country, which underlines the need of concentrating the
efforts at regional aid into the more deficient mechanisms of said systems
in order to give them the hamony they now lack,

Among the main failures which planning systeas in Latin America
Present, are the following:

a) A certain lack of concern for the operational mechenisms of planning
systemg

This is reflected by an almost complete lack of operational yearly
plans that may be translated into immediate goals and policies consequent
with the strategy for development established in the medium and long-range
plans, The causes of this phenomenom are complex, since factors of an
internal political order in the countries exert a fundamental influence
on them, A long~range plan does not necessarily commit government action

/nor force



ST/ECLA/Conf ,20/L.13
Page 18

nor force it to a rationalization of the methods by means of which it -takes
short~range deeisions. In a certain sense, medium and long~range plans tum
out to be, in many cases, mere statements of principles rather than
programmee for action, However, it would be overdoing it if one were to -
attribute exclusively to causes of an internal political order the absence
of operational yearly plans, The non-exisience of a clear methodology for:
the formulation of annual goals and the outline of an economic policy
consequent with said goals has also contributed to this state of affairs,
The non—existence of said methodology has, in turn, implied the fact that
the a.dv:a.somr service provided to countries has also placed a marked emphasis
on the drawing-up of medium and long-range plans, therefore contributing

to aggravate the abovementioned problem, From the: forego:r.ng one may -
clearly see that it is urgent to accelerate research in the matter of
methodology for the formulation of yearly plans and. the outline of. economie

policies in order to thus give grea‘ber emphasis to this type of tasks in
future work of advising,

b) Deficiencies in coommgtlon between Ela.ns a.nd budgets of the
Public Sector

An efficient coordination between plans and budgets- denands the
eristence of operational annual pla.na » due to the follow:mg reasons:

i) Because the Central Government budget and that of descentral;.aed
groups is drawn-up on the basis of an estimate of the price levels
corresponding to the life~span of said budget, while long and medlum-range

- plans are drawn=up on the basis of constant prices, Therefore the decision

on the adequate level of publie expend:.tures demands a yearly plan of. action

tre—be m“fﬂfce_fer+hp_qnmﬂ_h11ﬂdﬁ“'_havﬁ ol and in TRAoh Tolioies on falar e
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prices, money exchange, credit expansion, etc.y are clearly expressed, as
the only way in which the yearly policy for the economy in its overall
aspect may be consn.stent with the budget pol:.cy of the publlc sector.

o i4) Because the formulation of the public sector budge‘b .unpln.es

a very detailed definition and requires that it contain the actions for -
the following year to be umdertaken by the goverrment, establishing 13113'51031
goals when it should do so, and in any case the costs -and expenditure
requirements for each of the budget programmes, Therefore the formulation
of said budgets requires, as a fundamental antecedent, a relatively detailed
formulation of actions for the following year for the overall economy, as
a way of co-ordinating the goals of the public and private sectors within
a framework of concordant economic policies. - Medium and longerange plans
do not provide either the necessary details for the formulation of the
budgets, nor do they contain all the necessary antecedents that are

ssential to the task, In this respect one should mention that the goals
i‘or next year may differ, sometmes substantially, from.the yearly figures
of the medium and long—range plan due to reasons such as: a more concrete
and detailed knowledge oi‘ the possibilities of short-~range action, a lmowledge
that is inereased as the date of 1n1t1atlon of said act:l.ons com.es near, )

Jnon FUlfillment
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non fulfillment of last year's goals; changes in. the foreign trade
situation; the appearance of unforeseen events (strikes, increase in
unemployment, catastrophes, etc,); special financing difficulties, and
lastly, a review of the medium and long-range goals in view of previous
experiences, All of this indicates that the fornulation of an operational
yearly plan, due to its very nature, considers the yearly figures of
orientation plans as a fundamental antecedent, but in no way as the only
antecedent for the definition of its goals, For this reason, the
non-existence of operational yearly plans seriously hinders effective
co-ordination between budgets, and plans,

Besides factors already pointed out, it is necessary to state that
co-~ordination between plans and budgets is rendered difficult by the
incomplete coverage of the budget reforms. As a rule, the introduction
of a budget system by programmes has been initiated at the central
government and in many cases, those reforms have remained limited,to that
level. In this fashion, descentralized groups and public enterprises, where
co-ordination between plans and budgets is of greater importance, have been
pushed aside. In very few cases have budget systems by programmes been
applied to public business groups which, in so far as resources and general

development goals are concerned, are far superior to the traditional scope
of action of the state,

It is, of course, possible to effect a co~ordination between plans
and budgets without the use of programme budgeting, but the co-ordination
possibilities are lesser under those circumstances and the ways and means
of co-ordinating much more complicated and generally at the informal level
of personal relations, There remains, therefore, an important task to be
carried out or fulfilled in the field of budget systems enlarging this
coverage to include all the public sector as well as establishing
classifications of programmes and activities to render easier co-ordination
with annual operational plans, We must also keep in mind that in several
cases the introduction of a budget system by programmes has implied an
important formal order in the presentation of budgets, but not necessarily
a rational programming of public expenditures, In some cases, this is
reflected in the approval of budgets in disagreement with the plans but in
accordance with the planning offices, while in others, budgets are made and
approved without the control of the above-~mentioned offices, Lastly, it is
not possible to ignore the fact that up to now, in the field of budget
reform, emphasis has been placed on the steps of budget formation while the
processes of execution and auditing have been relatively speaking, left out
of these reforms. This also limits the co-ordination possibilities between
plans and budgets, since the absence of adequate budget-audit systems
makes it impossible to know whether goals have been reached and the
effectiveness and cost of the achiesvements and, in short, it makes future
co-ordination between plans and budgets more dlfflcult in the face of the
non—existence of a base for permanent evaluation of previous experiences.

/(c) Absence
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(¢) Absence c¢f stsbisticel information systems made-up in accordance
with the needs Tor formalating exoscubion snd cinbyol of plans.

Cormon expevriences in planning offices show a dlgo“oport oriate _
distribution of khuman rescrircss and time in the search rfor the information
necessary for the Zormulation of plans under circumstancas when céhtral
statistical offices unctnnected with planning needs already exist, as
well as programs feor eoilecting, processing and dl%semlnauing 1oiormation.
Such a situation i3 even wore seridus in: the case of informztion necessary
for the execution and control of plans wher thé problem of their ‘opportunity
is considered, The poor use made of the traditisnal-capacity of statistical
production tends generally to weaken the planning tasks by placing excessive
emphasis on the merely mechanical or quantitative aspects, postponing the
fundamental tasks of analysis, discussion and persuasion ~ all essential -
to be exercised by the planning offices before the different social )
groups, Deficiencies of information needlessly compllcate the plamming °
tasks and tend to convert them into extraordinary and sporadic efforts -~
followed by periods of relaxation and rest, when they should be continous,
Programmed functions, It is important, accordingly, to ‘rapidly meke nhew
outlines of the statistical information mechenisms so as to adapt them _
insofar as conteént; method and opportunities is concerned, to the needs ‘-
for formulation, execution and control of plans, This must be done by
taldng maximum advantage of human resources presently found in stptistical
offices as well as those of the Public Administration in general who are
at pre“ent produclng deficient or inadeguete information in. relation to
the néw regquirements of the functions of planning. Until now, proper
advising in this field has been very scanty and st tlie moment a manusl is
being prepared that will deal with systems of statisticsl information for
plannlng, so that 1n the future, aid may be lent to countries dn order to

help them o Ecuu..c.-u thielr- own Sia l.r.L‘dblCdJ. .‘SySDEHiS.‘

- The problem of systems of 1nVest1 ﬁtlon (or research), whlch
revresents ithe Second aspeet of the deflolenolos in the mechonisms of .
1ﬂf0ﬂuutlon, w111 be analyzed later. :

(d) Scarcitv of prO]ects L

Ancther of the marked deficiencies in the plannipg mechanisms inr';;a
Latin /merica- is. the small number- of concrete investment projects that .
accompany plans for soclal and econcuic deVolopment.

The exlstence of a plannlng process anmed at the re-orlpntation -
of this type of economic growth, ereates no% only the naed of devising ~
new projects (for a higber investment rate) but, b351cally also proaects.;‘

Iva Thls part has been prepared w1th the help of Mr. Jader Andrade
of the Instltute's Advisory Division,

/that are
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that are: qualitatively dlfferent. For the type of tradltlonal policies in
accordance with the routine course of economy both thé ~public and private
~ spheres of action, commonly generate a sufficient nunber of projects

" although' of wvariable qualities, ' Therefore, if planning had not increased
its ‘demands for new projects, the problem of . their scarcity, &o acute
today, would have another qualitative and cuantitative nature, The .
existence of this problem is characteristic of the political conssnt phase
- in which planning develops with diffieculty, showing a lack of dynamism in
the promotion of strategic projects that may satisfy the newneeds, In
-other words, project-demand is a function of the new orientations that
gather the plans but frequently have no political force, while the offer
continues to be linked to routine mechanisms, public as well as privete,
It means that program orientations which serve as an estimste of project—
demand have no real power to promote their creation, It is true that the
scarcity of strategic projects has multiple causes among which must be
mentioned the general climate of development, the technical level of the
nations, the nature and magnitude of potential projects, the existence -
of national consulting firms, institutional problems, etec, Nevertheless,
the importance of these possible explanations is.to.a great extent subject
to a lack of a development policy in accordance wnth the formal, expositions
included in the plan, : o

] Scme. of. the 'possible causes of the deficlencies:in the preparation
‘of projects of the gquality and mumber needed, are now mentioned below as
preliminar; hypotheses since the problem really requires a more determined
systematic researchs On the other hand, the considerable differences in
the degree of technical, cultural and esoncmic progress of the countries
of a partiewlar region must be recognized for these make it difficult to
establish causes general to all, that mlght explaln the scarcity of
projects, - ‘

One of the important cauSes of thls searcs ty is the lack of quallfied
technicians, In spite of the indubitable importance of thls factor, its
acuteness is over-estimated when it is consicdered as the mein element; in
some cases this appreciation is correct, . but in others. » more oareful
examination of the situation férces one to recognize that the problem is
of an even more camplex nature, In a great number of Lalin Americen
countrles, public power shows a certsin inability to integrate working
teams in an organic manner, 7or the study of projects which, from thé
viewpoint of national interest and because of their strategi¢ nature,
may beccme 1ncorporated into the general systsms of plenning, . In these
countries, as a consequence of the above:mentioned inability, professional
people mlgrate to other work-markets. -

In some. countrles the governments created enterprises with a mixed
economy which allowed for the formation of a group of technicians that
constitute an elite of govermnment executives. . The Public Power was “thus
able. to count on professional. people, capable of 1ntroduclng great projects
for develomment, —The creation of mixed-economy firms. that function as.
flexible and dynamic mechanisms placed at. strateglc poznts in the countrles'

[/economy - where
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economy - where the Goverrment!s presence became necessary - permitted
them to overceme the existing difficulties with respect to the contracting
of professional people.,

. On the other hand, in those countries where economic growth achieved
a satisfactory standard, the wage levels of the traditional public agencies
were unable to attract new technicians and were also insufficient to
.maintain the old, who found better opportunities in the mixed-econamy
enterprises or else installed private offices for the preparation of these
projects, In many cases the absence of industrial project is nct only
the outcome of the scarcity of techniecians in this field, but also of the
. weakness of national executives who do not effectively demand, progects
of this nature, This weakness is itself accompanied by a series of
complex sociological problems and/or of structural power that do not
permit them to establish a strong policy of stimulus to the national
executives, thus leaving them no margin for the development of local
consultlng firms,

_ In either case, whether the initiative is taken by government
executives or private ones, there is & marked lack of adecuate means
essential for certain stagés of the study of said projects, such as
equipment and laboratories,

Institutional problems and the insufficient organization of mechanisms
for analysis of projects constitute factors of grerter importsnce than is
usually pointed ocut, Their trascendence arises from the need to better
utilize with maximum efficacy, national technicians who in many cases are
to be found in apprecvable numbers.

" In many Latln American countries the public power usually has, in
the fields of social investment (housing,schools, hospitals, etc, Y and
in other sectors linked with public works, an appreciable number of

techniciens capable—of adequately analyzing the_engineering aspects of

the projects, Limitations in the presentation of studies are frequently
linked, in this case, to a deficient analysis of tie financial aspects

of the projiects and their place within the general panorama of the regional
or national economy, This same usually deficient orientation is also
present in projects inwolving transportation and electric power,

The high cost of studies of the final projects ~ which in some
cases may represent about 5 per cent of the total investment ~ forces one
to face the organization of the problem in such a manner that it may allow
the maximum yield from the available finaneial resources. Since the
study of a project in itself represents an investment that must therefore
be subject to a ceriteria of priorities, it becomes necessary to have a
minimum knowledge or understanding of the project that will prevent the
cost of the discarded ones from becoming excessive or prolibitive, For
this reason, the existence of a mechanism to supply projects, to function
in a staggered manner beginning with the generation of basic ideas, the
formulation of the preliminary designs and the first draft, is of primary
importance for the planning process, In the countries of the region

/the mechanisms
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the mechanlsms that ccnstantly select the baqic 1deas and prellmlnary
sketches in order to choose those that merit a greater pre~investment -
study‘before they become. draft plans, are poorly developed., The dreft)
in this process, should contain sufficient elements for a more detailed
evaluation and better: Justification until it passes into: the progect
formulatlon phase -and into its program of executlon. .

, This is essentlally an organlc‘problem since the plannlng offices
do not rely, general ¥ sp=aking, on departments specialized in the matter.
The problem of project~generation in coordination with economic planning -
~is not given sufficient importance in programs of international assistance,
N International technical and financial assistance can contribute in a
* greater measure to solve these problems and undertake studies: that are
1inked with1ﬂx:preparatioh of the final drafts fOr the project.

. " One should underllne, in general terms, the fact that the exlstence
of an atmosphere of economic development may contribute decisively to the
solution of the above mentioned problems, especially in the 1nstitutlona1
and organic aspects umlch play such an bmportant role;

(e) The lack of realistic finencing procedures ih plans for
' ’ evelo ent

In Latln.mmerica thls is Pnother of the most, notorlous failures
encountered in most plans for development., It is the outcame of several
different factors, The planning offices have the very- logical tendency
to base their estimztes of potential on internel resources that may be’
mobilized taking into account the need to achieve a reasonable growth—
rate, and these estumates are generally made in a completely separate
manner from those of the Treasury Department and Internal Revenue Offices,
but based rather on previous general political 'decisions stressing the
need of undertaking reforms in the tax systems, .Thése estimates are
normally carried out under serious handicaps as far as statistical
1nformat10n is concerned, which is especially deficient in the case of
taxes and ‘n many cases 1s translated into important increases which are
projected frem the internal texative pressure. In the final analysis,
they represent projects that maintain a reasonable harmony with the
general development strategy that has been planned but which, seen from
the viewpoint of politicel and practical. possililities of such tax reforms,
turn out to be temporarily incompatible due to the weakness with which -
they have been plamnned, To this one must add the fact that tax reforms,
in those cases where they areé manifest, are made with a lack of coordination
w1th the criteria of the planning offices, It is, therefore, highly
. important to achieve proper coordination in respect to the timeliness and

essente of. the tax reforms, with the eriteria for financing established
‘in the plans for development. This as regards domestic financing, With
reference to external financing; serious problems also arise since the
eriteria of the international finsrcing agencies for short~term loans
are generally not compatible with the criteria adopted in the plans for
development, and they wind up as recommendations for annuasl economic
policies that are quite different from those that would arise frem the

-
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analysis of economic diagnosis and development strategies planned, An
example may serve to illustrate the problem. A plan for development may
set up the goal for achieving a relative equilibrium between the balance
of payments at the end of 2 four or fice year period through certain
changes in the econmmic structure, but the international agencies called
upon to finance the potential yearly deficits in the bolance of payments
may not agree with this strategy and condition their financing to a
- faster equilibrium tendency, let us say one or two years, and as a
consequonce the short-ter policies recommended in the latter case will
‘be very different and possibly incompatible with tax, exchange monetary
and salary policies that would follow frem the plan for. development,

It is then a question of two problems of uncoordination: the first,
domestic in type, between the planning offices and the Treasury Departments
and, in some cases also with the international tax~reform missions., The
second, more complex, is originated by the lack of coordination between
the planning offices, the domestic parties responsible for the economic
short-term policy (central banks, department of the Treasury, etc.) and the
short~range international financing agencies. Naturally, where these
problems appear, the result is the unfulfillment of the plans for
development and their substitution by shorter~term criteria which are
not always rational, '

(£) Plans_for development and insufficient comsideration of
preblems of regional economic integration

In most cases the plans for development are drawn-up and approved
completely apart from the consideration of regionel economic integration
and, in the best of cases, the plans of neighboring countries (if they
exist) are considered, or those of countries whose rroducé is competitive
in the region, so as not to enter into open contradiction, ‘

PR
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Due to the fact that the planning offices are dedicated almost
exclusively to the formulation of medium and long-range plans, they are
generally diseonnected from govermment circles empowered to take
" decisions in the matter cf economic policies, This isolation is a
product, on the one hand; of ths lack of undersianiing between the mind
of the lorz and medium-rangs plammer and the eccrc.ic policy executlve
and on the other, of the lack of antecedents that both parties have, to
overcame their misunderstanding. On the one hand, the planning offices
are dedicated to tasks foreign to the daily and short-term problems .
that beset the economic policy executive, and consequently they do rot
know, in many cases, the problems that these executives face and the -
practical camplexities to be found in the management of thie tools of the
economic policies, This makes them lose importance befere the more
influential cireles in govermment decision, On the other, the economic
policy executives are absorbed by daily, urgent and relatively intricate
problems and, as a result, have the tendency to underestimate, or at
least fail to understand, the usefulness of the medium and long—range

/plamning tasks,



ST/ECLa/Confe20/L,13 .
Page 25

planning tasks, This lack of understanding turns out to be definitely
fatal for the planning offices, since those who do the plamning are not
the same ones that mark, more or less rationally, the mMedium and long-
range orientations, but are rather the ones who take daily decisions on
the management of the economic policy. It may be that the latter plan
with incomplete data or that they plan badly, but they definitely do plan
because events respond to their recommendations or decisions, Therefore,
on one side the planning offices are relatively isoiated from the circles
where decisions are made in the matter of economic policy, and alsoc, on
the other although to'a lesser degree, they are isolated from the remaining
public administration, In many cases there are sector plans unknown to
their executors or the latter are unwilling to carry them out because
they had no part in their formulation, But this is not the only problem
of isolation, since the planning offices are also usually isolated from
the people in general, ‘ - ’

It is true that in some cases there are Union and Industrial Agency
representatives in the planning offices, but their participation tends to
be more of a formality and in any case insufficient since the goal to be
achieved is a real and dynamic popular cooperation in the fermtlation as
well as in the execution of the plans, There are, nonetheless, partial
exceptions as in the case of the sector plan for industry in Paraguay,
which was executed with the active participation of the contractors, who
provided confidential antecedents, analyzed production goals, produced-
new ideas on projects and in general lent their collaboration, But even -
in that case, the total absence of the remaining population groups was
evident in the plamning tasks,” All this means that there is still g
great task of persuasion ahead, aimed especially at the executors of
the economic policy and at those responsible for the achievement of the
goals of the plans, This persuasion can no longer be carried out in the
field of logic, but rather it must go into the field of action giving a
practical demcnstration of the usefulness of planning., To this end, a
greater attention is necessary in the short—~term planning offices,
treining groups of experts that may serve usefully as connections between
the mentality of the medium and long-range planner as well as that of -
the practical executor of economic policy, The final solution, however,
can be nothing but the formuwlation of annual plans of operation as the
combined product of the planning offices, public. administration in ‘
general, and particularly, the spheres of decision in matters of economic
policies,

. (h) Premature Imstitutionalization of the Planning Systems

In those cases where the planning develops without continuing
political support, the plarming groups are understandably motivated to
take advantage of favourable internal situations in order to institution-
alize the planning and thus create a formal, functional scheme that may
insure a certain permanence %0 the plans, This has often led to the
adoption of formal, rigid and ambitious schemes that experience has
later shown have served as fetters for the same planning activities and
aroused hopes which cannot be fulfilled, In latin America there are many

[cases of
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cases of -ideal planning schanes wvhich havée no real l:Li‘e, of obllgatlons

:.'mposed by law that remain unfulf:.lled, of egencles that have functions

but no tec‘r}nlcal personnel to execute them, of forme.l means of coord:.nat:n.on.

that. do not Opera.te, etce - . . S _
Thls tendency, not pecul:l.ar only 'bo Lat:,n Amerlcan experience, seems

to be che.racter:.stic of the. initdal stages of pla.mmg. S

(::.) ‘Deficiencies in _the system bf invésti atlon of W
and of technologx to utilize them.ﬁ/

: Flnally, among the reme.:l.nlng problems 'bo be. solved, he :Lnadequat.e ]
knowledge  that the same Latin Amevrican countries have of their own natural
resourcos, must also be mentioned, This isy ndoubtely, s world ‘problem

" which affects even many developed countries, but which acqu;Lres ex'treme
: fome m this reglon. L

_ Plans for development must rest on concrete and feas:l.ble poss:.b:n.lltn.es,
therafore- they will gain in precision and scone through a more compléete and
profound mowledge 01‘ *the cowwry's resourcss. : :

There is a limitation in:the means that may be mobilized to. i‘lllfill
the purpose of ascertaining in a deeper and more complete form the natural -
resources of a. country, This purpose, in turn, needs a better def:.n:.tlon
of its ultimate obaectlve- Economie - Development 2

Planning ‘bechnlques for economic developnent must emrlsage as part
of their working tools the planning of investigation of natural resources. -

“This-presuproses-the-sosordinated-activity-of—professional men—z.n_three
dlfferent f:.elds. Economy, Natu al Sc:l.ences end Technology._ -

Scientlsts and technlclans ha.ve to 'branslate the results Of their
_,mvestlgetlons into data that can be handled by the economists and the
latter, in turmn, have to orient researchers.in the orders of priority in ..
the master lines of the investigation so that the scanty resources available
for said mvestlgat:.on on economy and technology, may be’ used in such a mauner
as t.o oota:.n me.:mnum soc:LaJ_ and’ economc benefltso ) C :

The study of natural resources, like plannlng in generals makes use of
two dli‘ferent -approaches: - short-term and long-range. The- long-—range
appreach has reference to the systematlc knowleédge of a country's resources’
or those of ‘a region, knowledge that in timé will grow in quality and depih,
thus penm.tt:mg new piojects to be dram—up. The short and medium-range
- approach must be .applied to specific projects that will be carried out: and
studied _as to their feasibility, ' This danand‘s a.mi_hutely _de'tailed stud:s.r.'

‘r

5/ This - part was prepa.red m.t.h the help of Hr Estevem Strauss, of the
Institute's Advisory Comm:Lttee. o L 4 _ .

/Jof natural
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of natural resources, The short-temm approsch; which is the most frequent,
is based on pre-existing, more or less extensive knowledge. The long-range
approach has been applied mainly by research institutes which, in general,
do not have a clear vision of the ecorncimic importance of the studies they
wmdertake; it therefore follows that frequently they do not make the
distribution of resources according to adequate norms of priority, The
lack of co-ordination leads to a waste of human rescurces and substantial
quantities of materials and supplies; and, at the same time, the lack

of objectivity of the plans makes it very difficult for the research
agencies to obtain the necessary resources from financing agencies.

The two approzches to which we have made reference are complementary;
the long-range one has lesser possibilities of attracting major financing
50 it becomes necessary to make the best of the short—range projects;
those that more amply justify the allotment of resources to basic studies
(frequently these studies are carried out hastily and at a high cost).

The study of specific projects generally undertaken in limited zones
(we refer to mining, agricultural and other operation projects) that demend
detailed exploitation, contribute considerably to systematic studies not
only because of their usefulness as samples or models, but also because of
the intensive training in work that can be offered to young University
graduates, If the contracts to undertake this type of studies could include
the participation of the country's research institutions, one would have
found a way to lend objectivity to their programmes, enrich finaneial
resources and facilitate the training of personnnel.

‘ We believe this is the best manner in which to break away from old,
deep=rocted routines found in the traditional research agencies, and thus
increase théir efficiency by transforming them into dynamic teams for
development, The influence of the plarning agencies on the distribution
of resources allows them, in a large measure, to set conditions on the
programmes of the research agencies, The procedure for obtaining a more
effective participation from the potential natural resources of the countries
in their economic develomnent should consider the following:

(a) Evaluation of the institutions which, in one way or
ancther, are devoted to research on natural resourcesg;

(b) inalysis of exploitation projects for natural resources
alreadr implanented by the various countries, in their varying stages, from
those that are at the beginning phases to the ones already under waye.

(¢) Evaluation of each single project as to the degree of
knowledfe about the natural resources pertinent to it, and the necessary
studies to be made in order to obtain the required information for the
preliminary draft, feasibility and implementation studies; '

/d) BEvaluation
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(d) Evaluation of the means necessary to undertake the studies
mentioned in (c¢) within an order of priority compatible with the plans for
development and financial and technical rescurces to be found in the
countries and those ‘that may be obtalned frqm the outside;

(e) Programming of the re—organizatlon of the system of natural
resources research in each country in order that they may increasingly parti~
cipate. in the study of projects and more and more in their creaticn, Interna=-
tional finence and technical assistance agencies may help much in this program,
seeing to it that the project-study contracts, besides reaching their irme-
diate goal, do contribute permenently to the’ development of research
systems for each country's natural resources,

(f) Re~-formulation of the programmes for systematic studies so
that those areas with a greater potential for development may have the
necessary priority, thus rendering easiér the generation of. new projects-

{g) Promotion of 1nterchange between Iatin American countries,
of scientists and technicians that may assist directly in the projects in-
order to better utilize the human potential to be found in some countries,
and fac111tatp the training of pmrsonnel in the neceiving countries,

In a recently publlshed document from the Institute é/'these problems-
are analyzed in greater detall.

£11 the previously mentioned defects may be synthetlzed in the fact
that there are no plamning sysiams but rather groups or institutions that
produce plans in an abnormal enviromment with an extraordinary effort and
in relative isolation from the fundamental sectors of soéiety) and

Trwnt *¥ha aA= A T S AT Rk
therelfore, without the adequaie Buppoit oI Tihese 5esilIs, i O WAllhn

undermines the eontinuity and normaley that the planning tasks must have
to be successful. -

&/  Some Aspects of the Investigation and Exploitatlon of Natural
Resources in latin America that are related to Economic Planning,’
Estevam Strauss, Director of the Institute's Advisory Board, 1965,



