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INTRODUCTION 

A study of the administrative aspects of national development 
planning presupposes a rigorous definition of the two terms involved. 

In accordance with a generally accepted view, we will here take 
national development planning to mean a coherent body of medium- and 
long-term objectives, so designed as to ensure the optimum development 
of material and human resources and specifying the means and stages 
involved in achieving that development. 

iJe will therefore not concern ourselves here with specific in-
vestment projects which are not linked together in an overall context: 
the setting up of industries, infrastructure work, regional development 
prograimies. Nor will we deal with forecasting studies which are not 
used as a basis for governmental decisions. 

Then again, the administrative aspects of planning do not in-
clude planning as a whole nor the whole field of public administration. 
Planning embodies political aspects which are undoubtedly the most 
important. The plan is only the instrument of a development policy; 
it expresses the economic and social priorities and the long-term 
national objective in conditions and measures required for achieving 
that objective, viithout a clear preliminary definition of the basic 
alternatives and the structural reforms and without sustained political 
determination during its implementation, a plan is nothing but an 
empty frame. The key political aspects might be analyzed from the 
political science angle but this lies outside the scope of the present 
study. 
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Planning likewise includes technical aspects on which attention 
has hitherto been mainly concentrated. Almost all studies of planning 
are devoted to techniques of preparation and projection and to models 
of growth involving complementary or alternative factors. Such studies 
of the development of an economy also lie outside the specific subject 
with which we are concerned. 

It is nonetheless worthwhile examining the specifically administrative 
factors in planning. Once- the political authorities take the basic decision 
to plan development, certain administrative choices must be made: 

a) Kíhat body is to be entrusted with preparing the plan? lAÍhât powers 
is it to be given? rfhat relations will it have with the political 
authorities, the administrative departments, the economic and social 
groups? 

b) vihat administrative procedures are to be employed in the preparation 
and approval of the plan? 

c) irfho is to be responsible for executing the plan? lAÍho is to super-
vise its implementation? lAÍho is to evaluate the results? 

All these organizational problems deserve to be studies as such 
since the choices made in this field have both short- and long-term 
effects on the smooth running of the planning process: to a large 
extent, they condition its success or failure. 

In order to analyze these administrative factors, it is not 
enough merely to describe those bodies which, in various capacities 
are responsible for the preparation and execution of the plan. A wide 
range of structures exists in the various countries and even an exhaustive 
inventory would provide very few indications of general significance. 
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If Vie are to appraise administration as the instrument of a policy, 
we must first define its functions: vihat task is entrusted to the 
administration in planned development? rfe can then consider the 
problems raised by the choice of administrative structures suited to 
that function. 

íAÍe will therefore endeavour to specify the function of planning 
in relation to the whole complex of tasks handled by the administration. 

I. The function of planning 

The administrative aspects of planning do not include a study 
of all the problems of public administration. Although the administra-
tive bodies as a whole are concerned with the preparation or implementa-
tion of the plan, their task cannot be confined to this. For purposes 
of this study the planning fimctions will be distinguished from the 
management functions. The latter includes the traditional tasks of the 
administration which consist in applying the economic and social policy 
defined by the political sphere to the existing situation: managing 
the public services is a way to ensure the fulfilment of the principal 
tasks assumed by the state and reconciling opposing or divergent in-
terests of the individuals or groups making up the nation. The former 
consists of altering the existing situation in order to achieve the 
objectives of the plan. It is this particular function which we shall 
study here. 

To separate these two functions in a cut and dried manner would of 
course be arbitrary. The administration should concern itself with 
both but such a distinction can lead to a choice having to be made 
between the present and the future. The future role of development is 
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largely determined by investment, that is, the share of available 
resources which must be set aside in order to ensure further develop-
ment. This interrelation between present and future most often takes 
the form of opposing or even contradicting interests, on the one hand, 
of the req.uirements of present needs (consumption, immediate utilization 
of all available manpower) which have an immediate impact and, on the 
other hand, of future needs which are specified in the plan. 

This opposition of influences is seen in every field of administra-
tive activity^ but it must be continually overcome by the integration 
of the administration's economic and social policy in the long-term 
context defined by the plan. In respect of administrative activity, 
therefore, we shall distinguish the "planning function" from the 
"management function", still bearing in mind that we are dealing with 
two complementary aspects of administrative activity, 

Fujrthermore, the administration is made up of specialized bodies, 
each one with a specific function. The projects or plans of these 
different units are not necessarily compatible with the objectives of 
the plan and their harmonization raises administrative problems which 
must be studied. The tensión which is often seen to exist between 
the planning body, the Ministry of Finance and the technical ministries 
is typical of this conflict betv/een the two functions. 

The administration is not organized only according to the 
principle of specialized functionsf it also contains central bodies 
which initiate and decide matters as well as local bodies (provincial, 
municipal, etc..) responsible for applying general directives. As 
regards planning, the problem of devolution of authority arises at 
every level, i.e. the extent of participation in the elaboration of 
the plan and autonomy in its implementation. 
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The administrative factors in planning, therefore, cannot be 
studied unless they are situated in this complex system of specialized 
bodies, whose drive, powers, and preoccupations are different and 
sometimes divergent. 

The elaboration and implementation of a plan introduces a new 
dimension into administrative activity. Through the interaction of 
the planning function and the management function, the plan may alter 
the behavior of all the administrative units or alternatively coiEeup 
against their resistance to any change. 

But the administration itself is not an isolated whole. It is 
connected with the political authorities and the economic and social 
groups within the country. How are these relations organized in 
connection with its planning function? 

The traditional concept of a separation of authority provides an 
initial answer to this question. At the highest level, the political 
authorities take decisions of a general kind which involve governmental 
responsibility and the futiire of the country. It is the administration's 
job to bring up the technical implications of the objectives before the 
political authorities, study their compatibility and suggest what steps 
should be taken but the ultimate decision rests with the political 
authorities. The administration is responsible for the application 
and supervision of the plan. Representing, as its does, the concept 
of the general interest, the administration uses the means alloted to 
it in such a way that the collective project, which is the plan, guides 
the df?cisions of individuals and independent economic and social groups 
and where necessary to arbitrate conflicts between specific interests. 
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In actual fact, these legal boundaries are continually called 
into question. The administration is also an authority. In certain 
cases, it may oppose the implementation of a plan which the political 
authorities wish to carry out. In other cases, it may ensure that 
the plan enjoys a certain continuity despite political changes, 
rfithin limits, it may orient the activity of independent groups along 
the lines of the plan. On the other hand, it may find itself powerless 
to alter decisions in the private sector which run counter to the plan 
in spite of its legal possibilities of offering stimulus or imposing 
restraints. Finally, it may be dominated by private interests. This 
network of interrelations can only be understood through a dynamic 
analysis. 

Accordingly, we will study planning as a process of decision 
making in vjhich the administration's rôle consists of preparing and 
implementing the plan in this political, economic and social environ-
ment . 

II. The Process of Decision Making 

1, Preparation 

The preparation of the decisions which make up the plan may be 
considered as a network of organized communication. 

Whether it is a case of assembling the dociiments necessary for 
preparing the plan, submitting to the government the principles of 
the political alternatives to be settled, consulting administrative 
services, professional groups or representative associations, collecting 
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the advice of administrative personnel or supervising their activity 
- whatever the case, it is the information exchanged through the 
administrative circuits which must be defined; that is, information 
in writing (letters, reports, statistics, etc.) or oral information 
(meetings, committees, etc.)» 

In its dynamic aspect, this process implies a certain recipro-
city in the exchange of information which alters the behaviour of the 
personnel. The information required for drawing up the plan is not 
necessarily the same as that collected for other purposes; national 
accounts and basic statistics must be adapted to planning requirements; 
professional groups will also be induced to assemble new information 
in order to satisfy the needs of the planning body; the elaboration 
of the detailed points within the general framework determined by the 
planning body will lead individuals consulted to alter their projects 
to ensure that they coincide with the direction taken. On the other 
hand, the general direction may be altered by this exchange of informa-
tion which may reveal incompatibilities or impossibilities. In all 
countries, the experience of planning shows that information does not 
flow in a single direction and that the flow between the centre and 
the periphery is a dynamic process, a dialogue which represents a 
reciprocal enrichment. 

Similarly, the exchanges established between the administration 
and the political authorities when the major alternatives are set out 
and when the plan comes up for discussion and final approval enable the 
responsible authorities to appreciate the long-term implications of 
the choices and make their decisions on a more rational basis while 
enabling the administration to take the non-technical factors of planning 
into account. 
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Exchange of information and participation are two complementary 
aspects of the same process. The broader the exchange of information, 
the greater the possibility of ensuring the participation of the 
various agents at all stages of planning. 

The circulation of information can be organized on an impersonal 
basis. But the participation of the various groups in preparing the 
plan involves the question of human relations. The human factors con-
stitute an element which is as vital to administrative activity aS the 
organizational factors. The problems of co-ordination, persuasion 
and training, highlight the importance of the hviman element in planning, 

2. The Decision 

Approval of the plan by the political authorities constitutes a 
legal act of a new kind, the nature and scope of which must be examined. 
On the one hand, approval of the plan is not an isolated decision but 
the culmination of a multitude of rulings at all levels and stages of 
its preparation. On the other hand, the plan is only a framfiwoTlc fn-r» 
the orientation of subsequent decisions; it cannot possess the same 
power of compulsion in the private sector as it does in the case of 
the administration and the public sector and it is this which 
distinguishes it from ordinary legislation or regulation. 

Furthermore, the continuity of the plan calls into question the 
prerogatives of the government or legislature to the extent that it 
constitutes a commitment over a long period. 

But the analysis of decision making cannot be limited to this 
juridical aspect. Once a decision has been taken, it still has to be 
implemented; The transition from decision to action exists in every 

/ 
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administrative process but it is still more important where planning 
is concerned since the decisions involved must be applied over a 
long period. Implementation, therefore^ must not only be immediate 
but also continuous. Hence the importance of supervising the applica-
tion and the necessity for flexibility which might take the form of 
adjustments or periodic revision. 

Finally, the implementation of the decisions connected with 
the plan cannot be analyzed merely from the official point of view. 
The implementation of the plan depends not only on the decisiiin and 
control of the administration but also on the changes in Jihe behavior 
of people outside the administrative apparatus. Por this reason, the 
role of the administration becomes more of mobilization than supervision. 

This relatively new task may be partly entrusted to specialized 
administrative units (agricultural extension services, community develop-
ment and social services). It may also rely on existing institutions 
or those to be set up in the future (political parties, local collectives, 
professional groups or trade unions, village leaders, youth movements, 
etc.) but it likewise implies ?.n attitude geared to development on the 
part of all the administrative services, i.e. based on animation, 
impetus and co-operation rather than hierarchy and authority. This 
is where the human factors come in and they are of decisive important 
to the success of planning. 

3. The Specific role of the administration 

The political decision, therefore, is only a stage in the process 
which occurs midway between preparation and implementation. In these 
two stages of preparation and implementation the administration has a 
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specific role to play as intermediary between the political authorities 
and the economic and social groups. It fulfils this role to the extent 
that it is capable of organizing this social dialogue and ensuring a 
balance between the objectives to be achieved and the means available 
for their achievement^ between what would be desirable and what is 
possible, between the present and the future. 

This does not merely involve technical factors and financial 
resources which, because they are limited, imply an order of priority 
between the competing targets, but also the hviman resources in that 
the limited number of administrators or skilled workers likewise 

J 

imposes serious restrictions which must be borne in mind. This human 
factor implies the preparation of training programmes in connection 
with the integration of economic and social planning,and, above all, 
the adaptation of the plan's objectives to the administration's 
capacity to prepare and implement programmes. The preparation of 
the plan should thus be worked out in relation to the possibilities of 

even if thp t.wo phases are distinct in tiTiê  
There is no general principle for determining this point of 

balance nor are there any forms of organization which can a priori 
be recommended. The administrative problems are invariably specific 
and depend on the particular circumstances prevailing in each country 
at any given moment. But while administration may be "the art of the 
possible", its role consists of noting the contradictory aspects of 
each problem so as to allow for these in preparing and implementing 
decisions. 

At each of these planning stages, therefore, an effort must be 
made to define the specific functions to be fulfilled, to reveal the 
contradictory aspects and to indicate the various forms of organiza-
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tion which have been tried out. A more complete analysis that we 
have been able to make should show to v/hat extent the solutions 
adopted have met the requirements of the tasks to be carried out. 

Having thus defined the role of the administrative factors, it 
becomes necessary to indicate the limits of the role more especially 
in the developing countries. 

III. Administrative problems specifically connected with planning 
in developing countries. 

It is obvious that the role of the administration in, planning is 
conditioned by the political, economic and social structures. Impera-
tive planning in countries with a centralized economy and indicative 
planning based on forecast, instigation and persuasion, represent 
the two opposite poles between which lie various combinations. 

These various combinations represent different tasks incumbent 
on the administration. The more limited its means of taking action 
the greater the danger that the plan will be a mere frame of reference 
without any practical significance for either the private sector or the 
administration as a whole. Ultimately, there is a duality between 
the planning function, which is directed towards expansion, and the 
management policy which is motivated by a concern with stable currency, 
budgetary considerations and balance of payments. "Stabilization plans" 
are superimposed on "development plans" without either co-ordination or 
arbitration, 

i/ihere the state plans all economic activities this contradiction 
is overcome but the initiative of the economic units may be hindered 
by the bureaucracy which centralizes the decisions. In the two 
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extreme cases there are organizational problems to be resolved although 
the question still remains as to how to organize a more or less self-
sustained growth. 

lííhat is lacking in the underdeveloped countries are these internal 
impetuses. It is not enough to classify countries according to the 
range of the public sector in order to measure the administration's 
role in planning. Any analogy or transposition woiold be misleading 
if we were to restrict ourselves to a description of the administrative 
structures and procedures without allowing for the particular 
characteristics of their economic and social structures which limit 
the administration's effective means of taking action. These concepts 
are now fully understood and we will do no more than reiterate the 
important ones: 

a) The administration is not yet adapted to the management functions 
required in a modern state: the separation between the political, the 
administrative, and the private interest is not sufficiently defined 
and the concept of the general interest insufficiently recognized. 
The competence of personnel, stability, the impersonal nature of 
official activities, the delimitation of responsibilities are not 
ensured to a satisfactory degree. 

All these negative observations are inadequate to convey the 
problems existing in the administration in these countries. A more 
thorough analysis would have to iry and understand these phenomena 
by relating them to their historical and social context. But the fact 
remains that the administration is in no position to ensure that the 
services of the state function adequately. It is still less suited 
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to the new tasks of planning. These particular difficulties will be 
specified in the course of the present study. 

b) The economy is inarticulate: the market mechanism works badly, 
growth fails to spread, global and indirect administrative measures 
are of limited effectiveness. The interests of the various economic 
and social groups are ill-organized and poorly represented, thereby 
making any social dialogue difficult to establish. The traditional 
sector (rural and urban) represents a specific sphere which is not 
adequately linked to the modern sector while the administration's 
ordinary means of action have no effect on it. There is a tendency 
for the unevenness of regional development to increase and planning 
comes up against considerable difficulties in attempting to supple-
ment action on the various sectors through regional action. 

c) The laying down of priorities involves grave choices because of the 
tremendous gap bet>;een needs and resources. In the industrial countries, 
planning relates to the distribution of new resources deriving from 
economic growth and the choices made involve fewer sacrifices. Els'e-
where it is necessary to decide (explicitly or implicitly) which funda-
mental human needs cannot be satisfied for a long time. The political 
and social pressures against the plan are accordingly all the greater. 

d) Dependence on the outside world tends to distort the establishment 
of objectives and the means for achieving them: fluctuations in export 
prices, the freedom of foreign firms and investors to make independent 
decisions, and the divergent d^rategies connected with foreign aid. 

e) The size of underpopulated states is also a hindrance to planning 
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within a national frameworkj it results in multinational associations 
for which the political conditions do not yet exist. 

Although an analysis of these problems does not come within the 
scope of this study, it is necessary to remind the reader of their 
importance. The administrative factors in planning cannot be studied 
unless they are put in this over-all context of complex relations. 
There is no single model of administrative organization which can be 
used as a criterion for classifying the different national e^gjeriments. 

There are also successive stages of development and, at each of 
these stages, changes must be made in the organizational forms. Just 
as planning is a process of continual creation so the administration 
must continually adapt itself to such development in order to encourage 
progress. 

The design chosen for the study follows the normal chronological 
phases in the planning process even though these do not always follow 
in the same order in all countries. 

The following points will be examined in turn: 

1. Choice of the planning body 
2. Administrative procedures in drawing up the plan 
3. Implementation and supervision of the plan; adjustments 

and revisions. 
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PART I - THE CENTRAL PLANNING QRGriN 

Planning introduces into the acirainistration of a country a new-
factor that affects its entire functioning, and therefore its 
execution cannot be lindted to the creation of a supplementary unit. 
The functions of planning and management must be linked, but not 
confused. To arrive at this, a balance between opposing requirements 
must be sought. 

In fact, this new function, which needs to be carried out on a 
permanent basis, leads to the establishment of a new type of central 
organ. However, every new administrative establishment leads to 
resistance on the part of the existing machinery. Yet, planning 
cannot be properly carried out without the close cooperation of the 
already existing administrative departments. 

Consequently, the first problem to be solved is to decide 
whether: 

a) a special organ should be established, in which case 
particular attention must be paid to its relationship 
with the other administrative departments; 

b) to entrust the responsibilities of planning to an 
existing ministry, e.g. finance or economy. However, 
this entails the risk that planning might lose its 
specific character, or else that the performance of the 
traditional tasks of the ministry might be endangered; 

c) to adapt the structure of an existing organ to enable 
it to undertake the functions of planning. 
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The selection of the best formula cannot be made a priori. It depends 
on the political, economic, social and technical conditions of the coiintry 
concerned. It is principally subordinate to two basic factors, i.e. the 
nature and scope of the plan and the availability of trained staff. 

CHAPTER I - THE CHOICE OF A PUNNING ORGAN 

Section I - The scope of the plan 

The planning operations entrusted to the administration are merely 
reflection of a fundamental political choice. The importance a government 
assigns to planning depends principally on political considerations. A 
government cannot plan the development of its country without altering its 
economic structure and the relationships between the various social groups. 
Planning is not a "neutral technique". The content and scope of a plan 
are at the outset determined by a choice situated somewhere between two 
opposing concepts: 

1) Planning restricted to a few sectors 

Planning already exists when co-ordination takes place between certain 
programmes and projects in a limited number of key sectors, and between 
these sectors themselves. It then affects only a part of investments, 
mainly or entirely in the public sector, while the private sector retains 
its autonomy to a large extent, bearing in mind that indirect State 
interference may occur in certain cases. 

The main features of this idea of planning have been adopted in 
Uganda, Morocco and most Latin American countries. 

It is also the concept that prevails in France where, to use the term 
of Mr. P. Masse, the plan is "a reducer of uncertain factors". 
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This concept of flexible planning does not basically alter the 
structure of the liberal economy of the countries concerned. A general 
orientation is indicated and backed by a more or less co-ordinated 
policy of public investment. However, there is no direct action on 
the private sector or even on all forms of public investment. 

2) The planning which covers all national activities is referred 
to as "imperative", while that described above is known as "indicative" 
planning. The standard example comes from the U.S.S.R., where Gosplan 
(the State Planning Commission) is responsible for co-ordinating the 
activity of the various branches of production and of the economy in 
general. It is also responsible for co-ordinating the expansion of 
production and of consumption, the financing of production, the supply 
of raw materials and the socialist distribution of the productive forces. 

Obviously, this classification is only very sketchy. The scope of 
a plan varies from one country to another and often, from one stage to 
the next in the same country. It has been noticed that the scope of 
plans often expands with time, to the extent to which public financial 
and skilled manpower resources increase, iimany developing countries, 
a beginning was made by undertaking limited programmes, after which they 
were co-ordinated into an emergency programme or a short-term plan, this 
preparatory phase preceding a more systematic and more general medium-
term plan. For a thorough description, every country should be considered 
separately and the historic evolution in each of them described. However, 
whatever concept is adopted, planning remains a specialized function which 
is usually entrusted to a new type of central organ. 

rfhile the field of application of a plan, which reflects the degree 
and nature of State intervention in the economy, depends essentially on 
a political decision, which varies with the country considered, on the 
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administrative level, a general trend to entrust the preparation of 
planning to a single central organ can be observed. From the moment 
a government takes the political decision to plan development, i.e. 
to act on the economic structures by defining economic objectives 
and the methods of achieving them, this overall conception involves 
a central, specialized and permanent administrative structure. 

An examination of this central planning organ may be related to 
the scope of its duties, which depend directly on the political decision 
referred to above. Its fields of competence may be assessed on the 
basis of the economic and social activities involved, which are usually 
provided for in the legislation by which it is created. 

It can also be studied more thoroughly on the basis of the real 
nature of the planning powers it actually exercises over the various 
sectors of economic activity: imperative planning covering all the 
economic sectors; indirect planning based on overall or selective 
methods of action; purely indicative planning limited to registering 
the forecasts of autonomous economic agents. 

The choice '̂f a responsible planning organ also raises other 
administrative problems connected with its size, its location and the 
organization of its contacts with the government, the administration, 
the private sector and the outside world. 

Section II - The Size of the Central Planning Organ 

The size of the central organ depends on the scope allotted to 
planning, but also on the availability of trained staff. The wider the 
scope of the plan, the greater the need for competent officials with a 
wide range of qualifications (economists, administrators, specialized 
technicians) becomes. 
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The size of this body also depends on the duties allocated to it. 
In certain fields it may be responsible for the execution of the plan, 
a fact which influences the size of its official staff. 

iflihen there is only a limited nmber of trained staff available, its 
distribution between the planning organ and other administrative divisions 
involves a choice, in which the extent of the duties entrusted to the 
planning organ and the administrative tasks carried out by the various 
ministries must be taken into account. The size of the planning organ 
may be assessed in the light of these two criteria. 

A reduced staff may correspond to a restricted part of planning, or 
to the desire of facilitating liaison with the other branches of the 
administration. A larger staff, in which the planning organ would contain 
the administrators, economists and technicians, might be able to fill 
the extensive planning tasks, or be based on the desire to provide the 
various administrative divisions (whether national or regional) with 
technical assistance for the preparation of the specific programmes for 
which they are responsible. Only a few examples to illustrate these 
various aspects will be mentioned here. 

l) A small organ corresponding to the concept of a highly qualified 
general staff, responsible for maintaining co-ordination with the 
decision-making bodies of the various branches interested in economic 
and social development. This is generally an organ for research, 
co-ordination and study. 

This system is used in Morocco, where the Division for Economic 
and Planning Co-ordination has a staff of about 60, less than 20 of 
whom are highly-qualified experts. This relatively rudimentary 
structure also corresponds to the rather limited role played by this 
organ in the organization of the Moroccan econongr. 
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In the Sudan, the Under-Secretariat for ficonomic Affairs and 
Planning has a staff of only 32 officials and experts. This small 
group is mainly concerned with the co-ordination of specific projects 
prepared by the various administrative divisions. 

In France, the permanent staff of the Planning Commission is limited 
to about 50 administrators and economists. This is not due to a 
shortage of personnel, but to the concern that overlapping and rivalry 
as to competence with the ministries be avoided, so as to facilitate 
their co-operation with the Commission. 

In India. the staff of the Planning Commission is small in comparison 
to the vast and dense population of the country. It employs about a 
thousand officials, about 370 of whom are ê sperts and technicians divided 
up among the horizontal or functional units (general divisions) and the 
vertical or sectoral units (subject divisions). The Commission co-ordinates 
individual projects, prepares the overall plan for the public sector as 
a whole, and makes forecasts for the private sector. In some cases, it 
provides technical assistance for the preparation of operational projects, 
although the responsibility for preparing projects devolves on the 
ministries of the Central Government or the State, 

2) The central planning organ may have operational functions 
in the case of indicative planning; 

An example of this is the Corporation for Chilean Production Develop-
ment (Corporación de Fomento de la Producción de Chile or CORFO). This 
is an autonomous public body managed by a board of directors which 
includes representatives of the executive and the legislature, private 
industrial and commercial associations and public organs. CORFO has a 
very elaborate structure. The Corporation has a planning section, five 
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specialized sections, three sub-sections, a legal department, nine 
other departments and an agency in New York. It employs a total of 
300 technicians and I50 office staff at headquarters and a staff of 
40 in New York. Consequently, the staff employed is relatively large, 
although the Chilean plan is an indicative one, designed to promote the 
development of the country within the framework of private enterprise. 
In fact, CORFO performs several functions. It undertakes surveys and 
research, prepares the plan, establishes and manages certain enterprises 
in co-operation with the private sector (shares in capital, loans, etc.). 
The size of the staff of this organ can be explained by its operational 
activity. 

3) tfhere planning is of an imperative type, the central organ is 
generally very well staff for in an economy where all production sectors 
are government controlled, the administrative organization of the plan 
has many ramifications and requires a large staff. 

The Planning Commission of the Uzbekistan Soviet Socialist Republic 
(Gosplan) employs a staff of 3Ô0. It has a chairman, an advisory council, 
four vice-chairmen, and the rest of the staff are distributed among two 
large categories (six sections responsible for the preparation of the 
plan and six specialized sections for industry, agriculture, transport, 
commerce, municipal economy, social and cultural affairs). Three 
specialized agencies working under the direct authority of the Chairman 
of Gosplan alone employ a staff of 31Ô. 

This highly diversified structure obviously complies with the needs 
of a fully-planned economy. A similar structure exists for the Soviet 
Union as a whole. Gosplan here is divided into two categories, i.e. 
the planning organs responsible for co-ordination and those in charge of 
specific projects. 



The 1957 reform, under which an important proportion of the 
duties until then performed by the Gosplan for the U.S.S.R. and its 
constituent Republics was allocated to the Sovnarkhozes, led to 
a reshuffling of staff and the numbers employed by the central 
planning organs were considerably reduced. 

In Yugoslavia, the central planning organization has undergone 
extensive changes since 1952-1953., following the political, economic 
and administrative decentralization. The Federal Planning Commission, 
which was responsible for preparing the plan and had a staff of 700, 
was replaced in 1953 by a Federal Planning Institute which has only 
technical and advisory functions. The Institute now employs a staff 
of about 180, including 40 economists, 20 senior expert technicians 
(law, agriculture, chemistry, geology, etc.) and 60 senior officials. 
This rearrangement became necessary as a result of the decision to 
grant more extensive powers to the planning organs of the individual 
Republics, districts and public enterprises. 

In Mali and Guinea where the plan covers all the economic sectors, 
the central planning organization is very poorly staffed for lack of 
qualified personnel. 

These examples show that the size of a central planning organ 
depends on political considerations, related to the extent of the 
mission entrusted to it, and administrative considerations, based on 
the rational distribution of the available qualified staff between the 
planning organ and the management organs, i.e. the other administrative 
divisions. 

Otherwise, the central planning organization may well be a head 
without legs devoted only to conceptual tasks which might remain purely 
academic without being ever translated into facts. 
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Section III - The Place of the Central Planning Organ in the Administrative 
Structure as a VJhole 

When a country establishes a special organ for preparing the plan, it 
must decide on its location within the administration as a whole. The view 
most generally held is that the authority of this organ should be guaranteed 
through its being attached as closely as possible to the executive. More-
over , as planning is a specific function, it is often held that this body 
be given a wide degree of autonomy vis-'k-vis the existing administrative 
machinery. Such administrative autonomy is sometimes supplemented by 
financial autonomy through the allocation of resources for its own use 
(Iran, Iraci, Chi 1 e). 

nevertheless, experience has shown that authority and autonomy in 
planning are not the only factors to be taken into consideration. The 
planning organ should also be integrated into the administrative machinery, 
so that it can exert an influence on it and benefit from its co-operation. 
The problems related to the status of the planning organ should be assessed 
in the light of these opposing req^uirements. The following examples stress 
the administrative aspects of the choice involved, which fall between two 
extreme conceptions, i.e. attachment to an existing ministry and an autono-
mous organ directly attached to the chief executive, 

l) YJhere the fimction of planning is entrusted to an existing ministry 

In the great majority of cases, the ministry of finance has been 
appointed for this purpose. It might happen that the traditional opposition 
between finance and planning would disappear through this arrangement. In 
reality, short-term problems (because of their urgency) are usually given 
preference over long-term ones, a fact which involves the risk of sacrificing 
the very objectives of planning. 
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Moreover, the planning service is not always properly integrated within 
the ministry. In that case, the traditional administration resists either 
actively or passively any new attempts that may overthrow long-standing con-
cepts related to financial, budgetary and economic policy. 

In Morocco, the central planning organ has neither authority nor 
influence over the administrative machine as a whole. Established in 1957 
by a decree of the Minister of Finance and National Economy, the Division 
for Economic and Planning Co-ordination is under the jurisdiction of that 
Ministry. Although the Minister of Finance was at the same time Vice-
President of the Government between 195^ â nd I960, the Planning Division 
never gained any real authority as a result, and was often on the losing 
side in matters subjected to arbitration. In the rivalry existing between 
the Planning Division and the Budget Bureau within the Ministry, the latter 
frequently carried the day. 

In Tanganyika, a separate division, mainly responsible for development 
planning, has been established in the Treasury, while in Kenya, the develop-
ment section also forms part of the Treasury Department. In the Central 
African Republic, the Ministry of Finance contains a planning division. 
However, a reform is being adopted as a result of which this division will 
become a mere management body, and a "group for specialized studies" will 
be established to take care of the central operation of planning. 

In the Ivory Coast, the central organization of planning is divided up 
among two separate branches of the Ministry of Finance and Planning. These 
are (a) the General Planning Administration, which consists of a group of 
experts occupied with the tasks of study and conception, and (b) the Adminis-
tration of General Surveys, responsible for organizing the work of the 
Development Commissions and the Inter-Ministerial Development and Planning 
Committee, 
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In the Sudan, the Under-Secretariat of Economy and Planning attached to 
the Ministry of Finance has also divided up the functions of planning among 
two distinct units. 

In the case of Latin America, a Central Study and Programming Office 
was established in Peru in I96I for the purpose of preparing a development 
plan. This office was attached to the Ministry of Finance and Trade, In 
Uruguay, a Commission for Investment and Economic Development was established 
in 1959 by the Ministry of Finance. These two countries have just begun 
planned development, and these bodies are a first step rather than a final 
structure. 

In Senegal and Mali, where the plan puts emphasis on the agricultural 
development, the central planning organization is attached to the ministries 
concerned with rural development. 

2) ?/here planning functions devolve on a new type of autonomous body 

This conception of a central planning organ, which is opposite to that 
just examined_̂  also gives rise to administrative problems. 

Tension may arise between the central planning organ and the existing 
ministries. If the planning•organ is not endowed with sufficient authority, 
it is then in a situation of de facto subordination, even if it does not fall 
under the authority of a particular ministry. 

Such authority may be conferred upon it through its being allocated a 
high rank in the administrative hierarchy. But this is not enough in itself. 
An autonomous body can only give the necessary impulse to the development 
planning of a country if the plan effectively modifies the activity of the 
administration as a whole for that pijrpose. The personality of the senior 
official or minister responsible for planning is just as important for the 
real authority of the planning organ as the written legislation. On-the-spot 
studies have shown the extent to which reality often differs from theoretical 
descriptions based on legal texts. 
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Many African countries have established autonomous planning organs. 

In Ethiopia, the Imperial Planning Board prepares the long-term develop-
ment programme. The planning division is divided into four main sections, 
i.e. general economics (national income, balance of payments, etc.) particular 
economics ("branch and sector surveys), social services and statistics. 

In Ghana, two main organisms have been established. The first, which is 
responsible for preparing the plan, is the State Planning Commission, now 
called the National Planning Commissioni this change of name is due to the 
extension of the Commission's activities which now cover the social, economic 
and technical development of the country as a whole. The second is the State 
Control Commission, which keeps a check on the general economic and financial 
situation of the country and recommends any necessary adjustments. 

Planning Commissions also exist in Niger, Dahomey, Chad and Madagascar, 
and similar agencies independent of the other ministries have also been 
established in the Republics of Congo-Brazzaville, Mauritania and Gabon. 

In Asia, a Planning Commission was appointed in India in 195C under the 
direct authority of the Prime Minister. In Pakistan, the Government, when it 
launched its six-year plan in 1951s appointed a Planning Commission with 
administrative autonomy. 

In the Soviet Union, the planning commissions of the Union and its 
Constituent Republics are autonomous bodies. 

In Latin America, an attempt is now being made in Brazil for the various 
regional programmes to be integrated into an overall plan through the agency 
of the National Planning Commission. In Venezuela, the Central Co-ordination 
and Planning Bureau prepares the four-year plan of economic and social develop-
ment and the annual plans. In Bolivia, the autonomy and authority of the 
central planning organ have been reinforced, and empowered to fix the amount 
for public expenditure and its distributions among the different ministries. 
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while the role of the Budget Department has been reduced to the purely-
technical one of preparing the draft budget, 

No general trends can be distinguished among this wide variety of 
systems. Moreover, the large number of modifications made in several 
countries to the status of the planning organ show that there is no ideal 
formula. The studies of individual co\intries annexed to this document show 
that the authority of the plan depends as much on personal factors as on 
legislation. V/hile the attachment of the planning organ to the Ministry of 
Finance partly explains the minor influence of planning in Morocco, in 
Tunisia, where a similar form or organization has been adopted, the plan 
has de facto priority. Although in Senegal the State Planning Secretariat 
has been entrusted with the compilation of the investment budget, so as to 
strengthen its authority, there still exists a conflict between the Secretari-
iat and the Ministry of Finance at the appropriation stage. In Mexico, a 
State Secretariat to the Presidency has been established. It has all the 
necessary powers related to planning, but in fact does not even co-ordinate 
the branch programmes prepared by other bodies. 

In some countries the role of the central planning organization is not 
well defined. The functions relating to formulation, implementation and 
control are often distributed empirically. For example, in Senegal the 
Ministry of Planning being entrusted with community development is conflict-
ing with the Ministry of Rural Economy, A well-cut determination of the 
responsibilities of the central planning organization is of primary import-
ance for rationalizing its relations with the administrative machinery as a 
whole. 

In fact, development policy covers the whole of political, economic, 
social and administrative activity and cannot be the work of a planning organ 
alone. The powers of the planning organ are submerged in a complex sea of 
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powers, i.e. the political parties; the financial powers of the Ministry of 
Finance? the technical powers of the specialized ministries! the powers of 
management chiefs, trade unions, etc. 

An analysis of these powers goes far beyond the scope of the adminis-
trative aspects of planning. Nevertheless it is just as important. The 
splitting-up of administrations is one of the forms for exercising effective 
control. Seen in this perspective, the organizational location of the planning 
organ should be appreciably high in the set-up of the administrative machinery. 
Until now, more attention has been paid to ensuring the authority and autonomy 
of the planning organ than to developing its relationship with the rest of the 
administration and other public bodies. An examination of this system of 
contacts and communications follows. 

CHAPTER II - THE EXTERML RELATIONS OF THE 
CENTRAL PLAMHIIirG ORGAM'IZATIOIT 

The relations of the central planning organ with, the government, adminis-
tration, social and professional organizations and foreign countries will be 
considered in turn. 

Section I - The Central Planning Organization and Government 

In all countries, the division between the political and administrative 
spheres, clear in theory, is much less so in practice. In theory, it is the 
function of the political authorities to define the aims of planning, of the 
central planning organization to prepare the plan from the technical aspect 
and of the administration to implement the plan either directly or indirectly. 
In actual fact, political interference may bring reversals into the fixed 
long-term objectives, while the administration tries to ensure the continuity 
of the plan in spite of ministerial changes. On the other hand, the adminis-
tration may, either deliberately or through its own inertia, hinder the 
development policy decided on by the government. 
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Rather than discussing an abstract scheme of separation of powers or 
countervailing powers, it would be preferable to consider the relations of 
the central planning organ with the political authorities in the light of 
planning req.uirements. A long-term development policy covers every aspect 
of society: 

- on the political level, it is a basic choice of structural 
changes I 

- on the administrative level, it implies that planning techniques 
reflect these choices on the desirable structural changes and are 
not merely "neutral" techniques of projecting into the future 
past trends or present balances5 

- it also implies the orientation of the daily activity of the 
administration as a whole in the light of these long-term 
objectives5 

- it assumes that the instruments of the economy (employers and 
workers) adapt their projects to this definition of collective 
aims and that the public as a whole understand the significance 
of the plan and co-operate in its achievement. 

Consequently, the planning organization can only carry out its official 
functions if its relations with all these spheres of activity are organized, 
in the first place with the political authorities, 

1) Liaison with parliament is always maintained through the agency of 
the government. It will be examined in the chapter devoted to the preparation 
and approval of the plan, as it is at that stage that it can be most usefully 
associated witht the definition of a long-term policy and its legislative 
implications. 
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2) Relations between the planning administration and political 
organizations 

A vital condition for the success of a plan is the continuity of planning 
policy, not only because any decisions taken have long-term implications but 
also because a long-term programme involves consistency in the general tactics 
of development, and conseçLuently a relative degree of political stability. 

In the new states, more particularly in Africa, the ruling party (or the 
single party) is often presented by its leaders as one of the important factors 
in this policy. It can even influence the work of the central planning ad-
ministration directly, since the planning organ is often directed by a member 
of the party in power. Moreover, close de facto relations also exist between 
the party machine and the central planning organ and the essential projects 
of the plan, sometimes even down to figures, which are discussed and decided 
on by the party congress. 

The advantage that such close liaison may have is that it associates the 
political leaders with the basic planning options that will influence the 
future of the country. However, it may have the disadvantage of leading to 
technically questionable decisions, if the relationship is a one-way direction 
and merely means that the planning organ is subordinate to the politcal party. 

An effective liaison must work both ways and be based on mutual dis-
cussion. It is easier to bring this about between the central planning organ 
and the government, or between the government and the ruling party, than be-
tween the planning organ and the party, 

3) The participation of the Executive may take different forms. Most 
planning organs consist of a permanent secretariat under the supervision of a 
board, which almost always includes government representatives, 

a) Firstly it is possible to allocate all or the majority of seats 
on the board of a central planning organ to members of the 
government. 



- 17 -

In Ethiopia, for example5 the Imperial Planning Board includes all the 
ministers interested in the country's economic and social development, under 
the presidency of the Emperor, 

In the Sudan, the Technical Planning Committeej a very large majority 
òf which consists of ministers, submits recommendations to the Ministerial 
Development Committee, which in turn prepares them for the Economic Council, 
over which the Prime Minister presides and which includes those ministers who 
are not members of the first two bodies. 

In India, the Planning Commission now consists of eight members, four 
of whom are ministers and the other four prominent individuals who have the 
ear of the Cabinet. The Prime Minister acts as chairman, and the Minister 
of Planning as vice-chairman. There are constant exchanges between the 
Commission and the Government and this tvro-way flow, i.e. plan-government-
plan, not only contributes an element of realism to the recommendations of 
the Commission but also injects new vitality into the Administration 
(P.P. Aggarval). 

On the other hand, this type of solution may bring an element of con-
fusion between political and technical and economic criteria, D.R. Gadgiff, 
an Indian economist, has observed in this connexion that it has become im-
possible to distinguish between the activities of the Commission and those of 
the Minister and Cabinet, 

It is therefore necessary that, in the case of co-operation between 
technicians and directors on the administrative level, the field of competence 
of both parties is carefully defined. 

b) In many countries, there is liaison between the central 
planning organization and the executive at a very high 
level. 
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In the Ivory Coast, an Inter-Ministerial Committee for Development and 
Planning is responsible for supervising the various phases of the VÍOT];: of 
preparing the plan, after it has informed the planners of the general orient-
ation and imperatives of government policy. In the last resort, this Committee 
decides on the rate of expansion, while it is responsible for all arbitration 
during the preparatory stage. 

In Mali, the political authorities participate in planning through the 
agency of the National Committee for Planning and Economic Policy. This 
Committee, which is under the presidency of the Head of the Government, in-
cludes members of parliament and representatives of the party. 

In Cameroon, a National Planning Council is responsible for defining and 
orienting development policy. Moreover, because of the federal structure of 
this State, there is an Inter-Governmental Committee for Planning and Economic 
Development, which includes several ministers and secretaries of state, the 
Chairman of the Economic Commission and the Chairman of the Social Affairs 
Commission, 

In India, the supreme authority is the National Development Council con-
sisting of the Prime Minister, the 15 chief Ministers of the Federated States 
and the members of the Planning Commission. This Council defines general 
development policy and gives an opportunity for the views of the different 
States to be heard. 

Section II - Liaison between the Central Planning Organ and the Administration 

In those parts dealing with the preparation of the plan (Pàrt II) and its 
execution (Part III), the problems arising out of co-ordination during the 
planning process will be studied. In the first phase, dealt with in this 
Chapter, consideration must be given to the question of how a new organ, 
established for new tasks, fits in with the traditional administrative machine. 
Its organic liaison with central and regional administrations will be considered 
in turn. 
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l) Liaison "between the central planning orgarization and the central 
administration 

Planning is a new function in which the central administration must of 
necessity share, while continuing to carry out its traditional management 
tasks. 

This fact necessitates? 

- permanent liaison, so that the central planning organization 
obtain from the central administration the information it 
requires, associate it with the preparation of the plan and 
he kept informed of the executioni 

- that such liaison should be flexible enough not to slow down 
the work of the various divisions through the creation of too 
many committees, too many new units or too many meetings? 

- that such liaison be closer where q^ualified officials are less 
numerous. 

There is no ideal solution, but two forms appear to be most favoured: 

a) The representation of the central planning organization in the existing 
administration 

This is the case in the U.A.R., where a planning bureau attached to the 
minister or director general exists in every ministry and every public board. 

This bureau forms planning committees in every ministerial department, 
which consists of senior officials and experts. An observer, belonging to the 
technical staff, is appointed by the Planning Minister to attend the meetings 
of these committees, hut he has no vote. 

In Syria, liaison committees have been established in every ministry and 
every public and semi-public administrative office. These committees pool the 
projects of their administrations and those of the private sector falling with-
in their competence, which they transmit to the Ministry of Planning with their 
comments. 
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A very similar system has been introduced in Ceylon, and planning 
"bureaux also exist in the various ministries in Peru. 

These planning units constitute a network of centra,! planning organiz-
ation links in every ministry and this system facilitates communication to 
the extejnt that a sufficient number of qualified officials to establish such 
units is available, and on condition that they perform the function of an 
active link, and are not merely ornamental. 

b) The traditional administrations may be represented on the central 
planning organization 

Very often, this participation is obtained in the various committees 
which, although they do not really form part of the machinery of the central 
organ, carry out a large part of its duties, under its co-ordination. In 
many cases, ministries play a very important part on these committees. In 
the Sudan, for example, heads of ministries are ex-officio chairmen of these 
sub-committees. 

2) Relations between the central planning organization and the regional 
administration 

In all countries, there is a regional sub-division of the administration. 
The vertical liaison with the various ministries and the horizontal liaison 
at the regional level are a result of historic conditions and traditions, 
which planning must necessarily take into consideration. The plan cannot be 
restricted to national aggregates, but must also be related to regional sub-
divisions. It is rarely possible for development regions to coincide with 
administrative regions. 

At both the preparatory and execution stages of the plan, the central 
planning organization must have regional correspondents, which constitute a 
commiinication network adjusted to development requirements. It should be 
possible to effect a two-way exchange, i.e. the association of the regions in 
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the planning process through the mutual overall study of the prospects of 
economic and social development of the region concerned, and the redistribution 
of national resources with a view to reducing regional inequalities. These are 
two complementary, hut often contradictory, aspects of the same process. 

In some countries, new administrative machinery has been set up on the 
basis of a large-scale project which can be regarded as a pole of development, 
e.g. the Damodar Valley Authority in India, and the Gezira region in the Sudan. 
In other countries, development regions embracing several administrative regions 
have been created, e.g. SUDENE in Brazil, and regional prefectiires in Prance. 
In most other cases, attempts have been made to adjust the existing regional 
machinery to planning tasks. 

In Mali and Senegal, the administrative regions have been modified so as 
to coincide with homogenous development areas. 

In Senegal, liaison between the planning organ and the different regions 
is assured by the Regional Development Committee, presided over by the regional 
Governor and assisted by two deputies, i.e. an administrative and a development 
deputy, the latter together with the Governor and the Regional Committee, being 
responsible for the execution of the plan in the region. The Governor receives 
his instructions from the Govei^nment, v/hich delegates to him certain powers. 
In fact, the Senegalese authorities realize that the Governor is not yet in a 
position to carry out this task efficiently, 

Congo-Brazzavilie has been divided into nine programme regions, each of 
which covers several prefectures. The prefect of one region co-ordinates the 
planning activities of the public services and supervises the work of the 
technical and administrative chiefs of these services. He is assisted by the 
regional planning co-ordinator v/hose main function is to maintain liaison be-
tween the central planning organ and the prefect. 
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In the Sudan, the Provincial Councils, which are responsible for planning 
co-ordination on the provincial, district and village levels, maintain perma-
nent liaison with the Technical Coimittee of the Sudanese planning authority 
for matters related to the local implementation of development projects. The 
Head of the Council represents the Government and is in charge of the pro-
vincial administration. He is appointed by the Supreme Council of the-Armed 
Forces. 

However, all these descriptions are still theoretical, and should be im-
proved through thorough case studies. These should not be limited to a list 
of regional development bodies, but should include an analysis of the liaison 
process v/hich actually links them with the central planning organ, e.g. how 
are two-way exchanges of information possible, how should they be organized, 
and how can they influence decisions? 

The regionalization of the plan not only involves the theoretical aspects 
(still inadequately studied), but also the administrative aspects, as the re-
lations between the planning organ and the different regions must be put on a 
regular basis. 

It should be pointed out that this relationship is one of the most diffi-
cult of all the administrative aspects of planning, and which until now has 
been among the most neglected. This fact is not merely due to the lack of 
trained personnel on the regional level, but also to the fact that regional 
planning raises more complicated problems, the importance of which has only 
been realized recently. It is only in the countries with a centralized 
economy - more particularly the Soviet Union - where planning is already 
based on long experience that the central planning organ is properly linked 
up with the regional organs. 

Some countries have tried to alleviate their lack of qualified personnel 
by maintaining liasison at the regional level by means of mobile organizations. 
In Mali, a section responsible for regional liaison has been created within 
the Planning Department. In Senegal, the control Department send mobile teams 
into the field. 
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Federal coiintries are obviously a special case. As their constituent 
States are responsible for the preparation of their ovm plans, there cannot be 
permanent relationship between the Federal planning organization and the 
second-degree planning authorities. In actual fact, liaison is maintained by 
means of an ascending or descending process at the stage of preparation of the 
national plan. This will be considered further in Part II. 

Section III - Liaison between the Central Planning Organ and Social and 
Professional Bodies 

In the developing countries, one of the essential conditions for the 
success of the plan is the mobilization of all the economic and social forces 
of the nation. 

Only the effective participation of all social and professional groups 
can make it possible for the plan to become "an institution of social dialogue 
and collective creation". Moreover, in view of the shortage of q.ualified 
officials, the central planning organ must obtain the positive help of all 
educated groups. The participation of social and professional leaders is all 
the more necessary in view of the vast scope of the plan extending over a 
large part of the private sector. 

The way in which the relations between the central planning organ and the 
representatives of organizations of employers, workers and other social groups 
are organized raises a political problem which must be decided by the govern-
ment. By a generally recognized principle of constitutional law, the adminis-
tration can only act by virtue of a delegation of powers on the part of the 
executive, which has the monopoly of relationships with economic and social, 
as well as political, organizations. In practice, there is a tendency for this 
legal distinction to be weakened. To the extent that the State intervenes 
more and more in economic and social activity, the development of tripartite 
bodies, on which the administration, employers and workers are represented 
can be observed. Moreoever, the administration seeks to establish a new 

(l) The ILO recommendations on tripartite bodies illustrate this development. 
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(2) relationship with the public, by explaining the significance of its activity^ \ 
Planning accelerates this development and tends towards the institution of a 
new liaison network between the administration and social and professional 
bodies. Such relations could be established at three different levels; 

(a) The representation of social and professional bodies on the planning 
organ 

When the administrative organ is supervised by a deliberative or advisory 
council, the latter sometimes includes representatives of employers' or workers' 
organizations. 

In Morocco, the Higher Planning Council, over which the King presides, 
includes ministers, senior officials and representatives of agricultural in-
terests (three members), the trade unions (three members), craftsmen (one 
member), trade (one member) and industry (one member). The Higher Council 
does not appear to have played any effective part since November I96O. 

In Matiritania, the Planning Commission is supervised by an advisory body, 
the National Planning Committee, the membership of which is decided by the 
Government, This Committee includes representatives of political and trade 
imion organizations. It examines the problems submitted to it by the Govern-
ment and suggests solutions contributing towards the achievement of the aims 
of the plan. The Committee also approves "reasoned recommendations" and 
suggestions concerning economic, cultural and social development of the 
country. 

In France, the Higher Planning Council includes, among its 57 members, 
representatives of social and professional bodies. However, this advisory body 
has until now played only a limited role. 

(2) The organization of the relations between administration and the public 
were studied at the Vienna Congress of the International Institute of 
Administrative Sciences in 1962. 
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Generally speaking, the participation of social and professional bodies 
in the central planning organ appears to have had rather limited effects, 
wherever it has been tried. In most countries, efforts at organizing such 
relationships have been concentrated rather at the stages of preparation and 
execution of planning, 

(b) Relations between the central planning organ and social and pro-
fessional bodies at the preparation stage 

Discussions appear to have been most profitable in vertical and horizontal 
working groups» In nearly all the cases considered, the central planning organ 
arranges for the participation of social and professional bodies in the elabo-
ration of the detailed objectives of the plan. 

(c) Relations at the stage of execution 

The central planning organization may be expressly charged with informing 
interested organizations and the public about the plan. It can carry out this 
task by publishing and distributing documentation on the plan and by organizing 
information campaigns. In some cases, a unit of the planning organization 
specializes in this work. 

Liaison between the planning organization and the bodies responsible for 
decisions prior to the execution stage of the plan will be considered in the 
chapter on the execution of the plan. 

Section IV - The Central Planning Organization and Foreign Aid 

In the developing countries, public and private foreign aid make an 
important contribution to planning. Foreign grants and investments are among 
the means of achieving planning objectives and technical assistance in the 
form of foreign experts, and scholarships for studies in overseas institutions 
help to overcome to some extent the lack of qualified staff. 
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However, such foreign aid may also have its negative aspects. It is 
dependent on autonomous governing "bodies and its objectives do not automati-
cally coincide with those of the plan. The fact that projects financed out of 
foreign public grants are easily accepted even if they upset the priorities 
set out in the plan has often been stressed. That is why the wish has sometimes 
been expressed (particularly in India) that foreign aid should be granted in 
an overall form and not for specific projects. 

Moreover, private foreign investments have their own objectives, based on 
their international policies. When foreign firms are already established in 
the country concerned, the preparation and execution of the plan involve 
negotiations where the power on both sides is uneq.ual. The influence of large 
international firms in small coimtries deserves special examination in this 
respect. 

When the plan includes new foreign investments for achieving its aims, 
the interests of those investments must be reconciled with the needs of 
national planning. An economic analysis of these "asymetrical" effects can 
be carried out in rigorous fashion. Political science studies making use of 
positive examples would show how such uneq.ual relationships influence decision-
making in planning. Therefore, the complex inter-action between national 
planning and foreign aid cannot be excluded from any study of administrative 
aspects of planning. 

While administrative measiires alone cannot alter this unequal balance of 
forces, it is nevertheless possible to organize the relations of the central 
planning organization with external decision-making bodies, either by granting 
it sole responsibility for negotiations related to foreign aid or by submitting 
to it for consideration all desicions taken in that regard. In India and 
nigeria< the central planning organization must not only be consulted on any 
project involving external finance, but also participate in the negotiations. 
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It has of-ten been suggested that a similar co-ordinating function he en-
trusted to the central planning office with regard to foreign expert missions 
and the sending of students abroad, so that a check can be kept on the way in 
which multilateral and bilateral technical assistance conform to the plan's 
objectives. In several coiintries (India, U.A.R., Tvinisia), measures of this 
kind have already been taken. However, other ministries (finance, education), 
also claim this co-ordinating responsibility, while the technical ministries 
often try to maintain direct contacts with foreign organizations offering 
technical assistance. In many cases, the result has been that the partial 
programme prepared by experts for their particular fields are not in conform-
ity with the priorities of the plan and the general recommendations on 
administrative organization^^\ 

The fact that a large number of small States are undertaking plans raises 
the new problem of inter-regional planning co-ordination. Obviously, political 
factors are most important in this connexion, principally in the form of diplo-
matic negotiation. However, consultation and co-operation in the preparation 
of plans also has its administrative aspects, as it involves close, if not 
permanent, relations between the planning organs of countries belonging to 
multi-national economic areas. 

Several countries of ÍForth Africa, Tropical Africa and Central America 
have tried to organize exchanges of information through periodic consultation 
or the establishment of mutual administrative bodies. However, the systematic 
organization of working relations necessary to guarantee a balance among the 
aims (particularly with regard to export forecasts) is still a long way off, 
and so is any organization to decide on the location of industrial projects 
in regional areas involving more than one nation. 

(l) In this regard, see the Report of the Secretary General of the U.IT. on 
public administration programmes, E/363O, 7 May 1962. 
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Some preliminary studies for the formulation of the plan are often 
undertaken by foreign experts under multilateral or bilateral technical 
assistance programmes or by foreign contracting firms. 

As regards statistical information, the role of the planning organ 
could be varied depending on whether it undertakes this task entirely by 
itself or only partially. In any case, the planning organ must be in a 
position to collect all available information from both public and private 
sources, modify where necessary the established procedure of administrative 
statistics, carry out the necessary studies and establish a long-term pro-
gramme designed to improve essential information on the use of existing 
resources, trained personnel and credit facilities. 
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PART II - THE FOREULATIOH OF THE PLAJ? 

The methods of preparing a plan naturally differ greatly depending on the 
nature of political and economic systems, which determine the scope of the 
planning activity. 

In the socialist countries, where the principal means of production are 
State-owned, the plan is an integrated body of decisions, which "both determine 
the objectives of economic and social policy and the means of achieving them. 
Consequently, the plan is imperative and must necessarily be carried out by 
the various organs of the economy. 

While, on the central level, it is prepared by the planning organ, it 
involves the participation of every administrative branch and every economic 
unit. 

In economies based on private enterprise, or in mixed economies, this 
activity is carried out essentially by individuals or firms acting in the 
light of their own economic assessments and of market conditions. In such 
cases, the plan is conceived of as a means of guiding and co-ordinating direct 
or indirect State action with reference to coherent production and investment 
goals for the principal branches of the economy. In such cases, the plan is a 
group of forecasts rather than decisions. It is not a substitute for private 
enterprise, the decisions of which it respects and is often described as 
"indicative" as opposed to the "imperative" plans of socialist countries. 

In most of the developing countries, planning takes place within a free-
enterprise economy, in which the existence of private enterprise is acknow-
ledged, However, the importance of foreign firms, on which the plan has only 
limited means of action, and the shortage of national private undertakings 
compels the State to take an important share of the initiative in economic 
development and the public sector plays a vital role in planning. Furthermore, 
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plans are designed to make deep-going changes in the economic structtire and 
the public sector is the principal agent of such changes. 

Their restricted resources in trained staff and capital compel them to 
distribute those resources in the most possible rational way, which is based 
on an overall plan, thereby reducing their possibilities of action. The de-
pendence of the plan on income from exports and foreign aid is an uncertain 
factor which influences preparation. 

It is not enough to draw a distinction between "imperative" and 
"indicative" plans, as all plans are a combination of imperative and indica-
tive objectives. It would be better to distinguish them in accordance with 
the respective extent of these two types of objectives, as preparation pro-
cedures differ for exact programmes and operations and for overall aims 
covering an entire branch of activity. 

Furthermore, the economic and social development of the imder-developed 
countries differs widely and, even within single countries, there are consider-
able differences between regions. Consequently, planning methods and the 
administrative aspects of planning may vary considerably within the same 
country, depending on the stage of economic and social development reached 
and on regional differences. 

Although preparation techniques differ from country to country, certain 
stages are generally followed. Essential information must be collected, the 
priorities and main choices must be defined, the detailed objectives of every 
branch of activity must be prepared, the necessary adjustments made and the 
plan finally approved. 

All these stages involve administration. The functions to be performed 
must be defined, the appropriate machinery and procedure selected and its 
operation organized. 



- 31 -

CHAPTER I - STATISTICAL INFORMATION 

No plan can be prepared unless a minimum of statistical information on 
the economic and financial situation of the country concerned is available. 

Importance of quantitative information 

In this case, the problem is to decide on the minimum of information re-
quired for the preparation of the plan, in the light of the available data 
(regarding credits and staff). 

It is perfectly clear that the amount of data required varies according 
to whether the plan is overall or sectoral, as to whether it is based on long-
term or short-term forecasts, whether it is imperative or indicative and 
whether it includes regional development programmes. 

For the preparation of a general development plan, extensive information 
is required on every branch of activity, on the relations between them, on 
their past development, on regional differences, etc, lihen such information 
is lacking, partial plans of immediate action, affecting a few key sectors, 
must often be prepared. 

During this transitory stage, the basic information necessary for a more 
comprehensive plan could be completed. Most of the African countries are now 
at the stage of partial planning on a restricted number of specific projects. 

The Sudanese plan consists of a series of projects chosen because of their 
economic profitability or their social importance. In Uganda, the plan reflects 
essentially the anxiety that a specific ceiling for capital expenditure is not 
exceeded. The Development Council takes into account principally the revenue 
expected for the period covered by the plan. Partial interim programmes are 
the rule in Mauritania, Chad, Niger, etc., while in Togo a niimber of basic 
surveys, which will enable a plan to be prepared subsequently, are still being 
carried out. 
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However useful they may "be for enabling the main directions of economic 
and social policy to be defined, partial planning has the disadvantage of not 
being integrated into the general scheme of needs, resources and possibilities 
of the economy as a whole. Consequently, there is a risk of error. In fact, 
the possibility of implementing plans depends on general factors, such as 
savings and investments, the manpower force and the balance of payments. 

Therefore, every effort must be made to collect as quickly as possible 
the docxAmentation required for the transfer from partial to overall plans. 
This stage has already been reached in some African countries, 

Eegional information is all the more necessary since regional differences 
are more marked in the under-developed than in the industrialized covintries. 
There is a danger that any planning prepared without reference to local differ-
ences may be of greater benefit to richer than to poorer regions and conse-
quently accentuate social and political disequilibrium and tension. 

However little developed a country might be, some statistical data is 
always available. If better use were made of them, some of them might already 
be useful for planning purposes. In other cases, the data must be interpreted 
before being used. In conclusion, new data must be sought. 

In general, the main sources of information are as follows? 

(a) the various ministries (particularly the Ministry of Finance, 
which supplies information on foreign trade, available for-
eign currency, tax allowances); 

(b) public and semi-public bodies (particularly the central banks 
(c) private bodies (trade unions, trade associations, industrial 

enterprises, etc.). 

Two administrative problems arises 
r 

In the first place, the planning organ must have the necessary 
authority to collect all the statistics required for the prepar-
ation of the planj 
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Statistical data must be adjusted in order to be used in 
accordance with planning needs, 

1. The powers of the planning organ with regard to statistical information 

Information is collected froms 
central administrations! 
economic and social groups 5 
regional authorities. 

(a) In order to be in a position to obtain all the necessary information, 
the central planning organ should have clearly defined powers. 

In Morocco, the Division of Economic Co-ordination and Planning, which 
occupies a subordinate position in the Ministry of Finance and Economy, finds 
difficulty in obtaining the information it req.uires from other ministries. As 
a result, it is unfamiliar with certain economic data, a fact which explains 
the difficulties met with in the preparation of regional programmes, 

(b) It is still more difficult to collect statistics from the various economic 
and social organs. The q.uestion that arises here is what powers of investi-
gation should be granted to administrative organs. It is difficult to recon-
cile information needs and the respect for business secrecy, when such secrecy 
is a vital part of economic organization. 

In some cases, opposing needs can be reconciled within liaison bodies. 
In France, for example, a private information office is responsible for ensur-
ing liaison between the private sector of the economy and the administration, 
while it at the same time protects business secrets. 

Different situations can be illustrated by two African examples in which 
the administration and business circles confront one another, demonstrating 
their respective strength of force. 
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In Morocco, the Division of Economic Co-ordination and Planning has come 
up against the resistance of private economic circles which are not in any way 
compelled to provide information about themselves, even if such information 
may be of the greatest usefulness for the plan. 

On the contrary, the Ministry of Planning in the U.A.R. which controls 
the main statistical and documentation organ, may, by the terms of Presidential 
Decree No. 232-1960, demand all the public or private information it may re-
quire. Furthermore, the Planning Committee may itself conduct investigations. 

The legislation in Ceylon, which reflects the same spirit, provides for 
sanctions in cases of refusal to communicate information. 

(c) There should be another flow of information between the centre and the 
periphere, i.e. between the capital and the various regions, and it is gener-
ally in this case that the exchange of information leaves most to be desired, 
Conseq.uently, the central administrative organs are often badly informed of 
the regional situation with regard to problems requiring solution. 

To overcome these difficulties, it would appear desirable not to over-
centralize the collection of information but rather to make use of the inform-
ation that the regional and local branches of the various ministries can supply. 

In Mali, for example, regional "information and documentation biareaux" 
have been established. 

2. Harmonizing of statistical data for planning needs 

The data collected is often characterized by two specific features; 
- it is partial, in which case additional information is 
necessary^ 

- it differs in kind to a large degree and must therefore be 
reclassified and made comparable. 
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Every organ that can supply statistical data sulimits it in a form peculiar 
to itself. The information thus available has generally heen collected for a 
specific piirpose and cannot he adapted to planning req.uirements. 

Therefore, in the initial stage of preparing the plan, it is important for 
the organ responsible for studying the existing situation to have a homogeneous 
group of statistics, i.e. statistics which have been drawn up in accordance 
with the same definitions and on a uniform basis. It follows that the q.uestion 
of co-ordination is important. 

The organs collecting information work independently, without having 
adopted in advance common definitions that would result in comparable stati-
stics, This results in contradictions and mistakes and is just as much an 
obstacle to planning as a complete lack of statistics. 

Co-ordination may possibly be achieved on the basis of the statistical 
series already available, v/hich are then reduced to common denominators. Is 
there any need to stress that this problem arises even in the most advanced 
countries? 

In the U.A.R., the co-ordination and control of the information gathered 
is carried out by two bodies, i.e. the Central Committee for Statistics and 
the Committee for Statistical Control. In India, a Programme Research Committee 
was established on the initiative of the Planning Commission in 1953. This 
Committee took the view that the inadequate presentation of the projects to be 
included in the five-year plan is a major difficulty in the way of their rapid 
approval. Exact formulae have been sent to the central ministries, which have 
not been able to supply the minimum data required, so much so that information 
on the large number of projects included in the five-year plan is far from 
adequate. This shortage can be blamed both on the shortage of trained staff 
and on a lack of organization which caused delays in the preparation of a 
project. Consequently, the Planning Committee has expressed the view that, 
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in preparing the third five-year plan, the ministries should carry out pre-
liminary surveys and collect the statistics necessary on the projects they 
wish to be included in the plan. 

In Senegal, the Secretariat of State for Development and Planning contains 
two divisions, i.e. the Division for Statistics and Economic and Social Inform-
ation, and the Division for Development Surveys and Planning, which are re-
sponsible for the tasks previously carried out by specialized survey companies. 
A distinction must therefore be made between the collection of statistics and 
the operations involved in surveys. The Division for Development Studies makes 
use of the data collected by the Statistical Division. 

Furthermore, a documentation service attached to the Presidency collects 
statistical bulletins and the surveys conducted by various ministries and other 
bodies and publishes a classified monthly bibliography of their work. 

The central planning organ may also request the assistance of universities 
or public, semi-public or private research institutes. 

In this connexion, the Indian Planning Commission is assisted by the Indian 
Statistical Institute, a semi-public body mainly concerned with carrying out 
public opinion surveys and theoretical and practical statistical studies. This 
Institute has played an important part in developing the concept and methods 
of Indian planning. 

Certain preliminary studies on the preparation of the plan are often 
carried out by foreign experts in the form of multilateral or bilateral tech-
nical assistance, or by foreign investigation companies working under contract. 

Consequently, the role of the planning organ with respect to statistical 
information is variable, as it may also carry out this task itself, either 
wholly or in part. Whatever the case may be, it must be in a position to 
collect the public and private information available5 to alter, if need be, 
the way in which administrative statistics are compiled; to carry out or 
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arrange for the carrying out of the necessary studies and to prepare a 
long-term programme for improving the essential information, in accordance 
with the anticipated resources both in skilled staff and credits, 

CHAPTER II - THE DETERMIMTIOH OF PRIORITIES 

It is the task of the Executive to determine the major planning oh-
jectives. A plan is essentially the tool of a development policy. There 
is a frequent tendency to accord exaggerated importance to preparation 
techniques and to expect from planning experts technical solutions to prob-
lems derived from a political choice of structural reforms. 

However, political choices must be prepared on the administrative level 
and it is the function of the administration to present the long-term impli-
cations of the various alternatives offered in a coherent way. 

l".fhen this procedure is follov/ed, the central planning organ prepares 
the first draft of the plan and submits it to the government. 

Before any public or even governmental discussion on the selection of 
major objectives takes place, provisional drafts are prepared by the plann-
ing organ, in which it trjes to shed light on the possible consequences of 
certain choices and to indicate the conditions necessary for the anticipated 
rates of expansion to be obtained. It underlines possible incompatibilities 
betvieen the aims that the plan is intended to achieve. 

Very often, it is at this stage that the planning organ attempts to 
carry out its preliminary consultations, e.g. with experts, civil servants 
and the private sector. It frequently restricts itself to consulting a 
small group of senior officials among whom financial experts predominate. 
Nevertheless, consultation on a wider basis is desirable at this stage to 
the extent that economic and technical planning services become more 
efficient. 
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The definition of priorities determines the political, social and econo-
mic hasis on which the work of planners during the preparation stage will he 
founded. 

In the U.A.R., the preliminary draft of the I96O-I965 plan was prepared 
by the Planning Committee, a purely administrative body, but the general aims 
of the plan were fixed by the Higher Planning Council, with the Head of State 
as chairman. These were as follows: 

- the expansion of production, so that the national income should 
be doubled within ten years (1960-I970)? 

- the establishment of an industrial infrastructure that might 
ensure the continued expansion of production. 

The basic options were defined as followss 

- The private sector cannot contribute to the increase of national 
revenue to the extent and within the interval required by 
population growth, and this fact confers the main responsibility 
for development on the public sector. 

- The achievement of a balanced development of the national 
economy is necessary, 

- Thirdly, there is a social objective with political implications! 
"If the national economy were not planned, the difference 
(between the highest and lowest incomes) would continue 
to increase and lead to the division of our society into 
two distinct classes, i.e. a minority class possessing 
the income from production, and another class, which would 
continue to increase in size, which received only a minute 
portion of production revenue. It would be superfluous to 
stress the serious effects such a situation would have on 
the social level" (pp.9 and 10 of the Plan)." 

In Senegal, planning was originally founded on the choice of a number of 
general objectives. 
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- This choice was preceded "by thorough studies aimed at diag-
nosing the economic, social and cultural situation of the 
country. After interpreting this data and after technical 
arbitration, the Government, in the light of these studies, 
defined a number of long-term objectives designed to channel 
the econoiny towards "African Socialism". 

- This policy forms the basis on which it is intended to found 
subsequent plans. It was outlined in the "General Directives" 
issued on 1 August I96O. 

This document is the long-term forecast plan for Senegal, and its aims 
are as followss ^ 

- priority for the satisfaction of collective rather than 
individual needs| 

- two basic cultural objectives? 
- the use of a common language by the population as 

a wholes 
- the integration of the various population groups 

into a common Senegalese civilization receptive 
to the contributions of the modern world5 

- the State must ensiores 
- foreign representation and defence| 
- the operation of the renovated public services? 
- the installation of community equipment5 
- the gradual Africanization of State structiores. 

- the purely economic directives are aimed at orienting prod-
uction in the light of the needs of the expanding domestic 
market and at balancing international exchanges. 
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The aims of the five-year plan in Mali are as followss 

- the expansion of agricultural and animal production on a 
socialist foundationi 

- the establishment of the foundations of a planned and 
diversified economy (mining, oil and electric power 
research), and the industrial processing of the principal 
raw materials5 

- the development of national, consciousness, i.e. the 
training of officials, the mobilization of the masses. 

These few examples show the importance of political factors in the choice 
of the main objectives, a fact which leads to the establishment of an order of 
priority among the economic and social aims of development policy. This stage 
is essential, as it renders possible the definition of the standards of select-
ion to be applied by the central planning organ in preparing the detailed 
targets. 

The decision-making body is a government organ. For practical reasons, 
since cabinet meetings are not held often enough and their agenda is too full, 
the main choices are decided on by an interministerial committee, over which 
the head of the government usually presides, e.g. the Higher Planning Council 
in Senegal, the Higher Council for National Planning in the U.A.R., the 
Economic Council in the Sudan. 

Before making a decision, governments often consult either their parlia-
ments or bodies on which political leaders are represented. However, con-
sultation at the preliminary stage of preparation is rather limited. Vifider 
participation might be considered, e.g. public meetings, but several problems 
arise in this connexions 

- Which organs should control such meetings? 
- What procedure should be used? 
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Por reasons of democracy and efficiency, it might be considered wise to 
submit the main choices, which it would be difficult to reject, for the 
approval of the political assembly. 

Furthermore, consultation with a parliamentary organ would automatically 
give more weight to regional problems that might be overlooked because of the 
over-riding desire to make the best possible use of the available resources 
on a national level. 

If the representatives of the national will are not consulted at this 
stage, their participation at the subsequent stages of preparation may well 
lose a great deal of its significance. 

Parliamentary consultation may certainly give rise to difficult problems: 

~ Parliamentary participation can be effective only if the 
Assembly is presented with a choice of several alternatives| 

- A parliamentary assembly may tend to vote in favour of the 
highest rates of expansion in every case, without always 
taking sufficient note of their implications5 

, - In these circumstances, should parliamentary discussion be 
concentrated only on choices of a political nature and 
exclude any discussion of technical choices? 

Even in so restricted a form, and in spite of certain technical flaws, 
parliamentary consultation can provide the decision-making organs of government 
with a valuable idea of public opinion. 

However, when a government seeks advice on the principal choices, it 
usually refers to small mixed committees consisting of both politicians and 
senior officials and, if need be, the representatives of employers and workers. 
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success) is to ensure the fullest possible participation of all those interested 
at the stage of preliminary discussion and at the same time guarantee swiftness 
of action and identity of views at the stage of final decision. Consequently, 
it is necessary to find a suitable machinery to facilitate the participation 
of interested groups, and thereby involve them directly v/ith the context of 
projects to vhose preparation they have themselves contributed. 

In this respect, the developing countries have been faced wdth parti-
cularly thorny problems, as the lack of communication between social groups 
is one of the main difficulties confronting them. 

Two methods should be attempted to promote this type of communications 

(a) A horizontal method, in conjunction with the ministries and 
social and professional bodies, for the purpose of obtaining 
the widest possible participation in preparing the objectives. 
The planning unit can only fix a programme of vrork on the 
basis of the fundamental guiding lines of the plan. If these 
are to be transformed into a realistic and detailed programme 
of action, they must be submitted for the consideration of 
all those involved in decision-making, so that their opinions 
can be obtained and a collective project arrived at. Even if 
organized discussion does not do away with conflicting interests 
and relationships, the comparison of projects within the frame-
work of an overall perspective does contribute to the modifi-
cation of attitudes. 

(b) There should also be vertical communication, both in an 
ascending direction, i.e, the submission to organs on a 
higher level of information which enrich or alter the 
primary forecasts, and in a descending direction, in 
order to bring to the notice of regional or local 
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authorities the general principles of the plan and inform-
ation which will enable them to prepare action progxammes 
conforming with national objectives. 

The volume and quality of the information gathered and exchanged among 
political, administrative, social and economic organs, furnish the concrete 
foundations for the preparation of planning, and often contribute towards 
limiting the number of cases of eventual arbitration and also giving the 
final decision a truly collective character which facilitates the execution 
of the plan. 

An entire dialectical process is involved, in which are to be found on 
the one hand the interests of the various participants, and on the other the 
possibilities and limits (technical, human and financial), which are governed 
by the vital concern for cohesion. The way in which this is organized varies 
according to the special conditions existing in the country concerned. 

Section I - Determination of sectorial ob.iectives 

At this stage, the central planning organ carries out a technical activity 
which usually involves determining the indicative aims for each main centre of 
activity in the light of the priorities and available resources, i.e. for rates 
of expansion, production targets, manpower needs, volume of investments, etc. 
The whole constitutes the working programme which serves as a basis for the 
preparation of detailed sectorial objectives. At this stage, the planning 
organ consults administrative, social and professional bodies. 

The most important administrative task is to ensure the widest possible 
participation at the preparation stage of planning. The following aspects may 
be considered in this connexions 

- The number of agents associated in such preparation and 
the organizations they represent| 
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- The organizational procedures regulating such participationi 

- The way in which the conclusions of the víork done in each branch 
of activity are approved. 

(a) The participants 

It is desirable for the planning organ to be in a position to obtain the 
opinions of all those who will have to perform tasks set out in the plan and 
to be informed of the projects of the main, independent decision-making organs. 
ConseqLuently, consultation with all the ministries and with the representat-
ives of employers and workers is essential. 

In those countries where the administrative machinery is firmly estab-
lished and in which representative professional organizations and trade unions 
are staffed with qualified officials, the preparation of the plan is a 
collective task in which a large number of individuals share. This is parti-
cularly so in the U.S.S.R. and the Eastern European socialist countries, where 
all administrative and economic xmits share in the compilation of financial 
estimates, estimates of manpower resources and of raw materials. In India 
and France, the preparation is far less detailed, but it is carried out by 
several hundred participants. 

However, in the case of very many developing countries, the shortage of 
trained administrative staff and the lack of competent officials in the pro-
fessional and trade union organizations must be taken into account, for as 
much as this factor restricts the number of individuals capable of making a 
positive contribution to the task of preparation. 

Nevertheless, a single yardstick of efficiency must not be applied. The 
participation in the task of planning is in itself a training process which 
enables participants to realize the great national objectives. The quality 
of such participation will improve with time, as is already noticeable in 
countries which have already prepared several succeeding plans. 
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(b) The participating organs 

In most cases, the planning organ establishes working committees for the 
main branches of economic and social activity (agriculture, power, health, 
housing, etc.). These committees, often described as vertical, are sometimes 
supplemented by horizontal committees considering general problems such as 
finance, foreign trade and employment. 

The number of such committees obviously depends on the number of sectors 
for which detailed objectives are prepared in the plan. However, adminis-
trative considerations also play their part. In fact, committees are fairly 
cumbersome bodies which periodically bring together a comparatively large 
number of participants whose time is precious. To be effective, their work 
must be carefully prepared, a fact which involves secretarial activities, e.g. 
the compilation of reports and working documents. The personality of the 
chairman is of great importance for the way in which the work is carried out, 
while the choice of the rapporteur is all-important. The restricted number 
of trained staff and the time available to participate must be taken into 
account. 

Therefore, some of the developing countries prefer more flexible proced-
ures, such as small working parties, ad hoc meetings and direct consultation 
with the planning organ, 

TfJhen, as is the case in France, there are both horizontal and vertical 
committees, the participants are properly integrated into the process of 
preparation, since through their horizontal committees they are able to con-
trol the extent to which the proposals of the vertical committees are coherent 
and conform the government directives. 

In the developing coimtries, it is vital to avoid too great a dispersal 
of effort, in view of the shortage of officials. Consequently, it does not 
appear advisable to multiply the niimber of vertical committees from the 
outset. 
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In Syria, mixed committees for each sector sutmit programmes to the 
Economic and Financial Commission, which sjmthesises them "before submitting 
them, together with a list of priorities, to the Planning Ministry. In Mali, 
there is only one committee, which considers the projects prepared for each 
sector, 

(c) Procedures regulating participation 

In Syria and Egypt, consultation with the administration on the one hand 
and with economic and social organizations on the other takes different forms. 
In Syria, the liaison committees existing in the various ministries, adminis-
trative divisions and semi-governmental organs are responsible for pooling the 
projects within their spheres of responsibility and covering the private 
sectors which are their concern. In this way, they add their own proposals 
to those of the mixed sector commissions. The distinction is clearer in 
Egypt, where projects may originate in the following ways; 

- They may come from six mixed committees, which are in turn 
subdivided into 64 sub-committees consisting of a total of 
500 individuals drawn from both the public and private 
sectors. These committees give their opinion on a draft 
drawn up by the National Planning Commission, which is an 
inter-ministerial body free to consult outside sources and 
responsible for keeping the Planning Ministry informed. 

- Projects may derive from the planning committees of the 
ministries and public boards, which are themselves co-
ordinated by inter-ministerial committees. The latter 
submit such projects to the National Planning Commission, 
These two types of projects are synthesised only at the 
stage of final decision. 
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There are other less-organized procedures, such as the round tahle meet-
ings called by the Planning Commission in India, whenever necessary. The 
success of this system largely depends on the authority and prestige of the 
planning organ. 

In a limited number of cases, where the plan covers only public investment 
programmes, the planning organ should ensure the active participation of at 
least the administration. The most common procedure is to establish planning 
units in the principal ministries interested, which act as links between the 
planning organ and the ministerial units. 

Sometimes the question is raised as to whether it is advisable for the 
number of representatives of every economic and social sector to correspond 
exactly to their real influence in the national activity. Such a form of 
strict proportional representation appears to have too many disadvantages for 
it to be adopted as a general rule. Indeed, if it is adopted, there is always 
a danger that the committees will be neutralized through opposing interests or 
that objectives incompatible with the total resources available which cannot 
form the basis of a workable plan, are approved. 

Furthermore, where such proportional representation is not the rule, it is 
possible for independent leaders of acknowledged ability to be appointed to the 
committees. In addition, strict proportional representation must be periodi-
cally reviewed, a fact which involves a committee decision. The rule only has 
real importance when the opinion of the committee must be followed compulsorily, 
which is never the case. 

(d) Arbitration procedures 

Even when the planning organ has defined the scope of the tasks and the 
financial limits for each sector of activity, the detailed objectives almost 
always exceed their forecasts. This necessitates adjustment operations and 
inter-sectoral arbitration. Such arbitration may be either administrative or 
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political. The establishment of arhitration machinery is an important admin-
istrative factor which influences the cohesion of the plan. 

At the administrative level, arbitration occurs at the end of a process 
of constant inter-communication between the planning organ and the working 
committees for each sector. The more extensive such negotiations are, the 
greater are the chances of mutual agreement with regard to adjustments. How-
ever, the multiplications of exchanges and discussions may well complicate 
the procedures, blurring the clarity of the choices made at the outset and 
harming the vigour and unity of the plan. 

The planning organ frequently conducts arbitration before submitting a 
synthesis to the government. This is the case in most of the French-speaking 
African countries. 

When there are items of disagreement with regard to problems of some 
importance, arbitration is carried out by the government, as and when such 
difficulties develop. This procediire is logically justifiable for two 
reasonss 

- As all the problems involved are inter-dependent, final 
solutions must be found for each in turn, so that the 
work of preparation can continue, 

- The committees may submit alternative proposals to the 
political body, readily acquaint themselves of the de-
cisions taken and keep track of their activities. 

In the Ivory Coast, the Inter-Ministerial Committee for Development and 
Planning first decides on general guiding principles and on rates of expansion, 
after which, during the preparation of the detailed targets, it conducts all 
the necessary arbitration, either on the proposal of the working committees or 
on its own initiative. 
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In the U.A.R., on the other hand, parallel but distinct consultations take 
place and the task of submitting the sjmthesis to the Government is not the 
responsibility of the planning organ. Por the government to act as the final 
arbitrator two groups of projects are submitted to the Higher Planning Council 
by two different bodies - namely the Planning Ministry which submits projects 
proposed by the mixed committees, and the National Planning Commission which 
submits projects prepared by the other ministries. In both cases the planning 
organ makes only a purely technical contribution. 

The government sometimes issues detailed directives after a preliminary 
synthesis of the sector reports. These directives are sent to the planning 
organ, which uses them as new working bases. 

In Madagascar, after the Government has considered a preliminary project 
submitted by the Planning Commission, it adopts detailed directives which are 
then circulated by the Commission to the administrative divisions responsible 
for the 37 sectors into which economic activities have been classified and to 
the 18 prefectures. 

As governmental decisions are usually connected with the amount and dis-
tribution of investments, this process is in fact a kind of arbitration between 
the planning organ and the Ministry of Finance, the points of view of which re-
flect the opposition between current balances (financial equilibrium, a positive 
balance of payments, etc.) and long-term objectives. Attempts are often made 
to diminish these differences by associating the Ministry of Finance closely 
with every stage of planning preparation by means of formal procedures (the 
participation of representatives of the Ministry on working committees) or on 
an informal basis (regular consultations). 

In some countries, the planning organ and the budget division have been 
combined into a single ministiy, e.g. the U.A.R., Tunisia, Morocco. Part I 
has shown that the success of this formula depends on specific considerations 
more than on the type of structure involved. 
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In other countries, the Ministry of Finance is allotted an important 
function in the political organ on which the planning organ depends. In Syria, 
the Inter-Ministerial Planning Committee, which assists the Head of the Govern-
ment, includes the Ministers of Finance and the Budget and the Directors of the 
Loan Institute and the Development Bank, 

Section II - Determination of regional objectives 

Regional planning is still very imperfectly developed, not only in the 
developing countries but also in most of the industrialized countries. This 
is generally true, although there are very many examples of territorial and 
regional development, which are connected with large-scale projects constitut-
ing a nucleus of development, or of aid programmes to zones in a particularly 
acute state of economic depression. 

But although these programmes may involve a long-term plan of action, 
they are prepared independently in the light of specific conditions. They are 
rarely integrated into overall national development plans. Most plans define 
priorities on the scale of the country as a whole. Projects are prepared in 
the light of national needs, and regional needs as such are not taken into 
account. In these circumstances, there is a risk that planning may aggravate 
regional inequalities. The most immediately profitable operations (which are 
almost always located in the richest areas) may in the long run involve a very 
high social cost, i.e. the acceleration of the drift from the country-side to 
already overcrowded urban centres, increased town-planning expenditure, and 
stagnation or decline of agriculture, etc. 

Consequently, this problem deserves mention in spite of the small number 
of regional integrated planning experiments. 

The procedure to be followed in regional planning is to compare the 
national plan drafted by the central planning organ and projects submitted by 
regional authorities. On the administrative level, therefore, it involves 
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sending to the regions directives setting out both the national objectives 
for every sector and their indicative regional distribution. It also involves 
the existence of regional planning organs capable of supplementing such data, 
discussing it and formulating exact objectives, which are based on it and 
correspond to the overall needs of the region. 

The q_uestion of statistical information was considered in Chapter I. It 
is obvious that the lack of regional data due to the centralisation of statist-
ical machinery is a preliminary obstacle. It can only be overcome gradually, 
through defining the minimum cf information that must be collected on a reg-
ional basis (and on a basis of standard terms of reference, so that subseq.uent 
reclassification may be possible) and by strengthening the regional statistical 
units through a policy of training qualified staff or as the case may be, 
through the redistribution of centralized staff. 

The second administrative problem is to define accurately the extent to 
which regional preparation must be detailed and to draw up a time-table giving 
the final dates for preparation. In some countries, a distinction has been 
made between national, regional and local projects. Most social programmes 
can be classified under the last two headings, as can economic projects of 
little or average significance. 

The most important problem is that related to the regional machinery of 
plan preparation. Should the existing machinery be used or should new machin-
ery be created? As has already been noted, this problem also arises on the 
national level. However, on the regional level, the shortage of qualified 
officials, the water-tight nature of the administrative divisions and the 
lack of social and professional organizations are in most cases far more 
serious obstacles. 

All these difficulties have induced most countries to restrict the distri-
bution of investment credits to the various ministries, giving them the re-
sponsibility of allocating them among their own regional branch offices, once 
the plan has finally been fixed. 
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However, this simple procedure does not guarantee that the needs of the 
regions will he considered in the overall perspective covering the various 
forms of public and private investments. 

The procedures involved in regionalization can be considered from the 
point of view of regional administrative participation in the preparation of 
the plan. In some countries, e.g. Mauritania, regional commissions of the 
central planning organ have been established because of the lack of adeq^uately-
eq.uipped administrative organs. As a general rule, the planning organ trans-
mits national and, if need be, regional objectives to organs with the function 
of discussing them and proposing projects. 

In the Sudan, the Provincial Councils in existence since I96O, are re-
sponsible for a wide field of activities, i.e. education, culture, social 
welfare, agriculture, health, animal resources and public works. They are 
also competent in the following matters? 

- To formulate and recommend to the ministries provincial 
development plans| 

- To study local problems covering all branches of adminis-
trative activity and to submit suggestions; 

- To advise the central government on legislation and any 
other matters which the Cabinet may req.uest of them. 

The provincial authority, consisting of the regional representatives of 
the ministries, must prepare the work of the provincial councils by studying 
the reform and development projects submitted to them. 

In Senegal, the regional development coEDmittees are informed of national 
objectives and their regional distribution. They also receive information of 
the means the State intends providing for such purpose. The regional authori-
ties must themselves assess the resources they are in a position to provide 
and may request that the objectives be extended or reduced. The regional 
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committees, which include civil servants, trade unionists, co-operators, 
local memhers of parliament and industrialists, are assisted in this task by 
an expert official attached to the Provincial Governor, i.e. the Development 
Officer. 

The provincial Governor and the Development Officer attend working meet-
ings held hy the Ministry of Development, at which preliminary sxarveys are 
considered. In this way, liaison between the central and regional authorities 
is assured. 

In Madagascar, efforts have been made to integrate regional planning and 
national planning in two ways: 

- A travelling team including a member of the planning organ 
and a number of technicians co-operates with the 18 regional 
development and planning committees. This ensures the co-
hesion of regional programmes, 

- The 18 regional programmes are integrated into a preliminary 
synthetic prograrane prepared by the Regional Planning Commr-
ission and combined with the objectives of the 37 sectors of 
activity distributed among the various ministries. 

This preliminary synthesis is submitted to the Government, which re-
arranges it and draws up final directives for the administrations responsible 
for sector targets and the I8 regional committees. These committees then 
resume their work and the Planning Commission prepares a second synthesis 
which becomes the final draft of the plan. 

In the socialist countries (U.S.S.R., Eastern Europe), the preparation 
of national and regional programmes is a single process. Each of the economic 
units plans its programmes in the light of national priorities and the total 
local and regional objectives constitute the national plan after necessary 
adjustments at every level to ensure a positive balance for material finance 
and manpower. 
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In Yugoslavia, the regional decentralization introduced in 1954 has led 
to a new distribution of functions. Before this reform, the Federal Planning 
Commission fixed targets for 2,000 products which were then the subject of 
2,000 detailed programmes prepared hy the ministries. The Federal Planning 
Institute is now only an organ for surveys and co-ordination. It fixes in-
dicative targets for tranches of activity (and not for products), but the 
detailed targets are prepared by the local municipalities and public enter-
prises. On the basis of self-management, these decide on their purchase and 
sales programmes, their prices and their wages. In every region, the trade 
unions and chambers of commerce and industry are associated with the pre-
paration process. 

In France, planning until now has been put on a regional basis only at 
the stage of execution. However, for the next plan (1966-I969), the intro-
duction of a regional preparation procedure, which will be standardized in 
the same form as the procedure for national preparation, is being considered. 
At the preparation stage of the main options to be submitted to the Govern-
ment (and then to Parliament), regional surveys will be conducted on the 
needs of public and private social and economic equipment. At a subseq.uent 
stage, during the preparation of the detailed branch targets, regional author-
ities will examine the economic development prospects of the region and the 
effect the various investment operations projected will have for the region 
as a whole. The "Plan Commissariat" has established a national regional de-
velopment commission which will define the orientation of the region concerned, 
determine the general criteria to be applied and prepare the directives and 
statistics that will decide the working programme for each region. 

The division of regional ministerial units will be gradually changed so 
as to coincide with the 21 programme regions. Representatives of the various 
ministries will meet at inter-departmental conference. Regional expansion 
committees, containing representatives of both the public and private sectors, 
will serve as advisory bodies. 
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These examples show the administrative implications resulting from the 
preparation of regional programmes integrated v?ith the national plan. It 
is not only the preparation procedures that must be altered, but regional 
administrative machinery must also be adapted for planning purposes. 

CHAPTER IV - THE APPROVAL OF PLMS 

This is the culmination of the decision process, for which the way has 
been prepared during the preceding stages, and which renders the plan ready 
for execution. This approval procedure can be examined with a view to de-
termining the authority making the decision and the legal scope of the 
decision. It also involves a wider political significance. 

1. The approving authority 

The plan is neither a mere forecast survey, an administrative act, nor an 
ordinary act of government. As a long-term enterprise, it raises problems of 
a new type and the decision-making authority must be defined, 

a) 'ÀTiere there is no parliament, the plan is usually approved by 
the government or the Chief Executive, as in the case of Sudan 
and Pakistan. In the U.A.R., the approval takes the form of a 
decree issued by the President of the Republic. In Morocco, 
the sovereign approves the plan submitted to him by the Higher 
Planning Council. 

b) \7here there is a parliament, the government generally submits 
the plan for its approval, l̂ iere parliamentary regimes exist, 
the legislature may overthrow the government and thus instigate 
a change in economic policy. The continuity of the plan can 
only be guaranteed if parliament is associated in the defini-
tion of long-term policy. Even in countries with a presidential 
system, parliament has the power of decision with regard to the 
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annual budget. It alone has the power of granting the in-
vestment credits covering several years, necessary for the 
execution of the plan. 

However, parliamentary approval may raise difficulties, for although 
parliament may amend or reject a bill or the budget, it is difficult to con-
sider amending the plan at its final stage, without harming its unity. In 
Senegal, the parliamentary procedure for amendments has given rise to serious 
adjustment problems. In other countries, parliament has expressed its regret 
at being unable to accept or reject the plan as a whole, a fact which reduces 
the significance of its approval. 

To avoid this state of affairs, the suggestion has sometimes been made 
that the plan be submitted to parliament before the final stage, so that it 
can give its views on the principal priority objectives and several altern-
atives. It is intended to use this procedure for the Fifth Plan in France» 
In Mauritania, the Government submitted the basic objectives of the plan to 
the National Assembly, but the Executive is responsible for deciding on the 
detailed objectives and specific projects through regular channels. 

In all cases, final parliamentary approval of the plan signifies a 
long-term undertaking. The legal scope of this undertaking still remains to 
be considered. 

2. The legal scope of approval 

While the plan covers a large area of economic and social activity, it 
does not give in detail all the specific steps to be implemented during the 
several-year period of its execution. 

Consequently, it cannot be compared to an ordinary law, nor to a decree, 
even when it is approved in such legal form. It should rather be regarded as 
a general undertaking to the effect that subsequent governmental and parlia-
mentary action shall conform to the' aims set out in the plan, i.e. a 
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government undertaking to take the necessary measures for execution and the 
parliamentary undertaking to make the means of execution available. 

In reality, it is often difficult to define the legal scope of the plan 
as it is not always clear whether the plan is merely a stud.y published by the 
government (as is the case in several Latin American countries), or a state-
ment of intentions, or whether it is a positive undertaking. In France, the 
Government undertakes to take the plan into account only in connexion with 
the preparation of annual investment budgets or projects for programmes cover-
ing several years, but it does not consider itself absolutely bound by the 
public investment aims detailed in the plan. In countries with centralized 
economy, approval binds all economic organs to implement the plans. 

In the developing countries, uncertainty on the amounts to be provided 
through foreign aid and foreign trade make approval purely indicative in 
scope, i.e. an undertaking to make available the public funds that may exist 
in conformity with the plan. 

Neither the government nor parliament are empowered to bind the private 
sector through their decisions. In countries of the free enterprise system, 
the approval of the plan involves only an undertaking to take the legislative 
or regulation steps necessary to promotes either directly or indirectly, the 
channelling of private investment along the lines of the priorities set out 
in the plan. 

Therefore, governmental and parliamentary approval constitutes a new type 
of legal act, the scope of which must be defined explicitly. If the plan is 
to be more than a mere forecast survey, and if it is to be capable of orienting 
short and long-term economic policy effectively, approval must involve defin-
ite undertakings; 

- on the part of the government, i.e. an undertaking to allocate 
public investments (whether of domestic or foreign origin) for 
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the planning targetsf an undertaking to orient economic, 
financial and monetary policy in accordance with the planj 
an undertaking to take steps to encourage or control the 
channelling of private investment towards the priority 
sectors of the plan? 

- On the part of parliament, i.e. an undertaking to approve 
the investment credits provided for in the plan and the 
measin'es necessary for its execution, 

3. Puhlicizing the plan 

Once approved, the plan must be disseminated and publicized. To have it 
implemented, the plan must be made known to the administrative departments 
which will have to apply it| to the independent organs of decision which will 
have to contribute to its execution, and to the public which will have to 
co-operate actively. 

The task of information can be entrusted to the central planning organ, 
vmich sometimes contains a unit for publicizing the plan. This is the case 
in Tunisia, where a recent edition of the plan is sold at bookstalls. In 
Madagascar, an illustrated pamphlet has been distributed in rural centres. 
In India, information meetings are held in most villages. 

In Africa, liaison with the public is often maintained by the single 
party, e.g. Mali, Guinea, etc.. The radio and press also help to publicize 
the plan. 

This communication process might be considered from the point of view 
of the extent to which plans are disseminated, i.e. how many organizations 
help to publicize the plan and in what manner? What proportion of the public 
is familiar with the plan and to what extent? 

However, information about the plan is not enough to arouse popular en-
thusiasm and the active participation of the public as a whole. If the plan 
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is "to gain some significance for the entire community, its gneral objectives 
must "be appreciated and above all, everyone must be able to assess how his 
activities can be adjusted to conform with the plan and to appreciate the 
improvements it might contribute to his standard of living. 

This task requires intensive efforts which can only be undertaken in 
co-operation with all social and professional organizations, e.g. trade unions, 
youth movements, political parties, co-operatives, etc.. Any study of the 
methods of dissemination must take into account this vital aspect by attempting 
to define the methods used to present the plan to the various classes of the 
population, the positive meaning it may have for them and the way in which 
this information process alters their behaviour and contributes to the 
moulding of national consciousness v/ith regard to a collective project. 
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PART III - THE EXECUTION OF THE PLAN 

The act of approval with which the preparation stage ends is not the 
final stage in planning. The most serious difficulties arise in implementing 
the plan. In considering them, a distinction must be made between adminis-
trative factors and political or technical factors. 

1 - Political factors 

These are naturally the most important. In some cases, planning has been 
undertaken to provide a basis for the use of foreign aid. In this case, the 
plan is designed from a technical point of view by the preparation of pro-
jects for which financial aid may be forthcoming rather than as a tool of 
development policy based on internal activity. 

The mobilization of effort for the purposes of the plan is based on an 
assumption of political continuity, which does not depend merely on govern-
mental stability. During the execution period, internal or external pressure 
aimed at altering the targets or the decisions related to the application of 
projects is inevitable. Plans are drawn up on the basis of a list of priori-
ties which benefit some objectives through sacrificing other possible choices 
and which benefit some interests to the detriment of others. The approval 
procedure does not lead to the final disappearance of this kind of opposition, 
which extends itself in efforts to bring back into question the decisions 
taken or to carry out discarded projects independently of the plan. 

Furthermore, plans are usually based on optimistic hypotheses, e.g. the 
stability (at any event relative) of prices and wages, regular expansion of 
export trade, foreign aid, public revenue and public and private investment. 
Therefore, it is not possible for every eventuality to be anticipated in 
planning, so that unforeseen events may very often re-open the whole question 
of priorities. 
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Foreign aid and foreign investment projects often have a similar effect 
when new proposals are made during the period of execution. 

Finally, the plan does not include every aspect of economic and financial 
policy, and short-term exigencies which may call for iirgent measures for carry-
ing out the plan may have been overlooked. The desire to balahce the budget 
or to maintain a positive balance of foreign exchanges may result in steps 
being taken which are incompatible with long-term development targets. A 
planning policy must be closely linked with the policies referring to man-
power, the budget, credit and taxation, all of which must rest on continuity 
in governmental policy. 

These political aspects of plan execution may be studied on the basis of 
clearly-defined standards; 

- the measurement of the internal mobilization of resources, 
both a priori (the ration of internal public and private 
investment to the anticipated amount of foreign resources) 
and a posteriori ( according to the results noted)| 

- the extent of actual "extra-plan" investments, both domestic 
and foreign5 

- the extent to which short-term and long-term economic and 
financial policies concur or diverge. 

It is possible to go beyond this descriptive survey by considering the 
deplojraient of forces on the political and economic levels between the various 
public and private organs of decision. Which interests are in favoiar of the 
plan? îWiich interests are against it? How are these opposing interests ex-
pressed on the economic and political levels? To Y/hat extent do governmental 
decisions take into account planning needs? 
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2 - Technical factors 

Technical difficulties may also crop up during execution, 

- The plan may turn out defective because of the lack or 
inaccuracy of datai because the methods used have not 
been adjusted to local conditions, e.g. rash extrapol-
ations, the use of forecasts based on lonchecked propa-
gation mechanisms or technical relationships? because 
there are contradictions between the targets forecast 
and the means of execution (in credits, products and 
staff). 

- The technical preparation of projects may also have been 
inadequate. 

- There is no co-ordination for the technical execution of 
projects, e.g. machinery is delivered before the factory 
has been built and, by the time it is ready, the machinery 
has deteriorated through lack of maintenance. 

- The available resources may turn out lower than anticipated. 
This is frequently the case in the developing countries, 
which have to contend with a v/ide range of fluctuation in 
the prices for their exports; a fall in prices results in 
a loss of revenue, and consequently in a cut in their bud-
gets. Furthermore, foreign aid may be cut for reasons over 
which the beneficiary has no control, 

3 - Administrative factors 

Even when the political will to execute the plan exists and the technical 
problems have been solved satisfactorily, the administration may be an ob-
stacle to implementations 

- because the plan does not fit in with administrative activity 
and the steps for its execution are not taken. This is due 
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to the lack of communication between the conceiving organ 
and the executive organs and to the fact that the various 
responsibilities have been too vaguely defined^ 

- because the plan arouses resistance on the part of adminis-
tratxons ?/hich prefer to carry out their own specific pro-
jects without bringing them into line with the general 
policy or directives involved in the plan. Specialization 
tends to reinforce the rigidly watertight independence of 
the various administrative divisions and thus handicap the 
co-ordination required for the implementation of the plan. 

Another snag affecting the execution of planning is the shortage of 
trained staff in the services responsible. 

In considering the reasons for the administrative obstacles, a distinct-
ion must also be made betvreen the various problems arising out of the exe-
cution of the plan. There is no doubt that the execution stage is to a large 
extent conditioned by the preparation stage preceding it, for a realistic plan 
in which the limitation of the material and human resources actually available 
has been taken into account has more chance of being achieved. The same is 
true if the planning organ has taken the precaution of obtaining the widest 
possible participation of the various branches of the administration and of 
the private sector. However, problems of execution arise even in the case of 
a perfect plan. 

The steps conditioning the execution of the plan will be considered 
distinct from the implementation of the various programmes contained, 

CHAPTER I - THE COMDITIOFS OF EXECUTION 

The programmes included must in the first place be financed and adminis-
trative steps for their execution must be taken. This stage involves princi-
ally the central administrations, as it is still the preparatory phase of 
the execution process. 
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Section I - Administrative problems linked to finance 

These can be classified xinder three main headings: 

- Which administrative body is responsible for financing the 
plan? 

- \i/hat relationships does it enjoy with other interested ad-
ministrations? 

- What administrative procedures should be used for the 
inclusion in the annual budget of the programmes covering 
several years of the plan period? 

These three problems arise for the various types of finance, i.e. capital 
or investment budget, recurrent budget, extra-budgetary finance. 

It is usual for the plan to determine the amount of public investment 
reqLuired for the achievement of the proposed targets. However, governmental 
or parliamentary approval of these amounts does not in itself imply the open-
ing of the relevant credits, Conseq.uently, financing the plan is a stage in 
its execution and involves administrative problems. 

a) Capital or investment budgets 

In a growing number of countries, because of the special nature of the 
expenditure involved, separate investment budgets are now compiled in addition 
to the operational budget. This distinction makes it possible to separate the 
annual operational expenditure for the public services from the non-recurrent 
expenditure for public economic and social investments. It also makes poss-
ible the allocation of certain soiorces of income (foreign aid, taxes, export 
or import levies, etc.) for investment purposes, a fact which ensures their 
being used for increasing the economic potential of the country, and not for 
compensating budgetary deficits. Furthermore, an equipment budget is better 
suited to the execution of investment programmes covering several budgetary 
periods. 
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Eq.uipment budgets are often prepared previous to planning. In such 
cases, their relationship must be defined, namely, whether the plan should 
cover all public investments and correspond to the capital budget, or only-
part of them. 

To some extent, the measure of priority allotted to the execution of the 
plan can be assessed in the light of the total credits allocated for it in 
relation to the anticipated investment targets, and also in the light of the 
ratio of those credits to the overall total of public investment, 

Naturally, the former solution is more desirable. However, it often 
meets with the resistance of various ministries attempting to retain part of 
their autonomy. 

In Iran and Iraq, the seven-year plans are financed from oil levies. 
However, ministerial opposition has led to the revision of this procedure and 
the plan will no longer benefit from more than a fraction of that income. 

Frequently, several phases can be distinguished in the procedure of 
financing the plan. These include the authorization of programmes, which 
enables the administration to undertake programmes covering several years| 
the obligation of credits, by which the annual allocations for authorized 
programmes is fixed; payment credits (including brought-forward credits) which 
set out the total sums to be paid by the State for a budgetary period (fore-
cast credits and credits actually utilized). This distinction is made more 
particularly in the Itench-speaking countries of Africa. 

The capital budget may be approved simultaneously with the operational 
budget or before it (as in India). It may also be voted on in several parts, 
when programme-laws (dealing with undertakings covering several years) are 
submitted to parliament for specific operations. 

Responsibility for decisions on financing the plan devolves on ministers 
of finance (most frequently) or on the central planning organ (Senegal). The 
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organs of execution may make proposals, e.g. in the Sudan. However, the vital 
problem is to organize the relationship between the Minister of Finance and 
the central planning organ. 

In the first case, the planning organ must be given the possibility of 
ensiiring that the capital budget corresponds to the plan's objectives. 

In fact, the main concern of ministries of finance is to keep public ex-
penditure within the limits of the available resources and it is far more 
difficult to repress State operational expenditure than investment expendi-
ture. Therefore, it is vital for the planning organ to be able to participate 
in the preparation of the capital budget in order to safeguard the interests 
of the plan and if necessary to bring about arbitration at government level. 

In the second 03/S 6 ̂  3/ procedure for possible political arbitration be-
tween the planning organ and the ministry of finance is necessary. 

In France, the procedure for financing the plan was amended in 1962 for 
the purpose of creating a closer link between preparation and execution. In-
stead of being a mere frame of reference for the various ministries which 
negotiate singly with the ministry of finance for the preparation of their 
annual equipment budgets, the plan is now divided up among operational instal-
ments, in which the location, priorities, methods of finance and four-year 
distribution of payments due for the operations to be undertaken are defined 
for every branch of activity and each of the 21 programme regions. 

These directives, drawn up jointly by the Planning Commission and the 
ministry of finance, have been circulated to every minister and every regional 
authority, together with a request for detailed operational projects for their 
specific sectors and regions and to undertake a regional synthesis of public 
(national, regional and local) and private investments, at the same time 
assessing their influence on development and employment prospects. This step 
towards regionalization, still limited at the execution stage of planning. 
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brought out the difficulties of co-ordinating the activity of the Planning 
Commission and the ministry of finance with the technical ministries on the 
one hand and with regional organs (regional prefects, co-ordinators, de-
partmental ministerial delegates) on the other. 

The shortage of staff trained for the preparation of detailed projects 
and the lack of regional statistical information have also hindered the syn-
chronization of these tasks. 

In Morocco, the plan is not sub-divided into annual investment programmes. 
Public investments are fixed annually by the Capital Budget division. In 
principle, the planning organ studies every project before the insertion in 
the budget but, in fact, it possesses too few means of assessment and too many 
projects are submitted to it, in relation to the limited time available and 
the lack of trained staff. Moreover, many projects do not seem to have any 
clear connexion with the plan, while the projects prepared by the ministries 
are insufficiently studied from the angle of their economic implications. 

Finally, the credits included in the capital budget are not always used 
in practice, as some projects are not carried out. However, this is a problem 
of execution rathêr than finance. 

b) Recurrent budgets 

In some countries, there are not special capital budgets, and the pro-
cedure that has to be followed is to insert the anticipated expenditure for 
the plan into the recvirrent budget in the form of annual instalments. 

The U.A.R. provides an example of the relationship existing between the 
financial authorities and the plan in such cases. In view of the role assign-
ed to the public sector in the execution of the plan, the annual budget is 
prepared in the light of the forecasts and projections included in the annual 
plans. These plans must be approved in preliminary form before the prepar-
ation of the budget. If necessary, minor details of the plan are amended, so 
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as to comply with the financial provisions of the budget. The procedure used 
for this is in the form of negotiations betv/een the Ministry of the Treasury, 
which compiles the national budget, and the planning committee, which pre-
pares the five-year plan and the annual investment programme. In order to 
facilitate this administrative co-ordination, planning and finance were en-
trusted to the same Minister as a result of the ministerial reform of 30 
September I962. 

c) The relationship between capital and operational expenditure 

In all cases, investment expenditure has an effect on operational • 
budgets; 

(i) In the sphere of social planning, the building of a school 
or hospital involves new operational expenditure, which is 
rarely provided for in the plan. 

In some cases, large-scale investments are included in 
the plan because they are to be financed through foreign 
aid. However, additional operational cxponditi-ire, to be 
met by the State, has often risen within two or three 
budgetary periods to an amoiint equal to the original 
investment. 

(ii) Even in the case of economic planning, recurrent expendi-
txrre is not always estimated in advance. This is the case 
more particularly for road building, which involves annual 
maintenance costs, and of harbour construction, which in-
volves not only maintenance costs but also additional 
investment (hoisting equipment, etc.). 

Foreign aid in the form of equipment received by the Upper Volta also 
raised considerable problems; the supply of public works and transport equip-
ment raised the national budget by 12^, because of the consequent expenditure 
for fuel, staff, spare parts, maintenance, etc.. 
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The special case of the African States, in which the plans provide for 
large-scale investments, although only a limited amount of finance is avail-
able, brings out the importance of knowing as accurately as possible the 
effects of investment on public finance. 

Currently, there is concern in Cameroon on the extent of the recurrent 
expenditure involved in the large-scale programme of social investment 
(health, education) to be undertaken. It is proposed to calculate the aver-
age ratio, between social investment expenditure and the operational costs 
involved, and to study ways and means of reducing such costs to a minimum. 

In India, the relationship betvreen investment expenditure and additional 
operational costs is systematically studied through a unified finance proced-
ure, i.e. current expenditure for all investment operations is included in the 
capital budget for the first five years of execution and it is only at the be-
ginning of the sixth year that these operational expenses are included in the 
ordinary budget. 

d) Extra-budgetary finance 

For some specific programmes included in the plan, extra-budgetary finance 
is provided for - either public, private, foreign or a combination of several 
of these. 

In many countries, public and semi-public bodies have been established 
for the financing of such programmes, e.g. development banks for general or 
specific purposes (agricultural, industrial, crafts, etc.), development 
corporations, boards, etc.. 

In all such cases, the methods of financing these institutions must be 
provided for and the v/ay in which the financial methods instituted are applied 
in practice must be controlled. 
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In Morocco, two separate institutions have been established: 

- an industrial holdings and survey bureau, with State capital, 
responsible for examining industrial projects and financing 
them on a long-term basis, with the co-operation of private 
capital; 

- a national economic development bank, 60% of the capital of 
which is Moroccan and 40^ foreign (banks and insurance 
companies), which supplies mediiim or long-term credits be-
yond the scope of private banks to public or private enter-
prises working for the achievement of the planning targets. 

In Senegal, the Senegalese Development Bank is controlled by the Prime 
Minister, who is a member of its Board of Directors, Apart from supplying co-
operative credits, its main functions are to mobilize all financial resources 
for external and internal investment (the Planning Ministry acts through its 
agency). It is therefore the financing tool for the plan execution. 

In former British East Africa, the African Development Fund, which ob-
tains its capital mainly from certain marketing boards, was established in 
1952 to finance public projects in the Federation of East Africa (Uganda in-
cluded), Its resources stem entirely from expert levies. In other countries 
with marketing boards (Nigeria, Ghana, etc.), a large part of their resources 
are devoted to public investments. 

The main problem arising at this stage is to reconcile the desire for a 
unified State financial policy (the principle of budget universality) with the 
financing of specific programmes. 

The allocation of certain financial resources to the plan is a guarantee 
that it will be implemented. However, it also entails the risk of dissipating 
the State's financial means. The ministries of finance, traditionally re-
sponsible for safeguarding such linity, must be associated with the decisions 
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and management of such bodies and of the planning organ. This procedure con-
tributes to overcoming the disadvantages resulting from the existence of a 
large number of autonomous units by providing permanent arbitration machinery 
in the case of the opposing needs of long-term economic policy as set out in 
the plan and of monetary and budgetary policy» 

Section II - Administrative measixres 

The solution of the problems of finance is not enough to render the 
execution of the plan possible. In most cases, the existing administrative 
machinery must also be adapted to carry out the new tasks assigned to it 
through the application of the plan. 

a) Such measures may have been specifically provided for in the plan, 
e.g. in the IVth French Plan alterations to the procedure for school building 
were provided for. 

b) I'Taen the administrative measures for execution are not defined in the 
plan, which is most usually the case, this must be done during the process of 
execution. In the first place, the responsibilities for execution must be 
defined and co-ordination established between the central planning organ and 
the administrative divisions charged with executions 

- by making use of the existing administrative structure. In 
this case, the responsibilities of programme management are 
entrusted to the various ministries, in the light of their 
terms of reference. However, in this case, it is often 
necessary to amend existing administrative procedieres which 
are not adjusted to these new tasks or to redistribute the 
various duties. The relationship of the various ministries 
Tiith the planning organ must also be defined in a way to 
establish as close liaison as possible between the prepar-
ation and execution of the plan. 
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- by establishing new administrative machinery, where the tasks 
involved in execution cannot be performed by existing services. 
This procediere has the advantage of facilitating the implement-
ation of the plan, but the numerical expansion of new units 
also raises difficult problems of co-ordination. 

In countries where planning is based on projects by the various 
ministries, the former of the above solutions is generally adopted. 

In the Sudan, no capital budget or development plan existed before 1946. 
In those circumstances, development projects were undertaken by public enter-
prises or ministries with the use of loans contracted in London or from 
budgetary revenue. 

The establishment of development organs and the appearance of a capital 
expenditure budget have not altered the execution procedure for development 
programmes, which continue to be carried out by the ministerial departments, 
the provincial authorities or the public boards which initiate them and 
succeed in having them incorporated in the development budget. 

However, the Development Division of the Ministry of Finance may assist 
the execution bodies in their budgetary task and the officials responsible 
for the achievement of programmes by transmitting to them the government 
directives on project execution. The form of execution is flexible since 
the organs responsible for programme execution ares 

- either the ministries and their local representatives, with 
the provincial council acting as co-ordinator. (There is 
some degree of decentralization in the case of primary and 
secondary education and for certain health matters.) 

- or committees or public boards responsible for the execution 
of individual projects. Some of these have their own operat-
ional budgets, but the funds for capital expenditure are 
specifically allocated by the government. 
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On the other hand, there is a noticeable tendency to establish nev/ 
autonomous bodies v/hen the plan provides for new activities or structural 
reforms, e.g. regional development boards, trade development boards, community 
or rural development divisions, co-operative organizations, agricultiixal re-
form and irrigation boards, land development service, etc,. In such cases, 
the co-ordination of such organs with the planning organ and v.'ith the existing 
ministries must be reconciled with the autonomy of management that governs 
their efficiency. The State administrative machine is a ¥ihole and the addi-
tion of new services necessitates reviewing the mutual relations of all its 
component parts. 

CHAPTER II - THE EXECUTIOI PROCESS 

Once the g.uestion of finance has been settled and the necessary measures 
for application taken, the following factors are included in the execution 
stage; 

- technical factors; the transfer of the plan to specific 
projects involves clear-cut tasks, e.g. the compilation 
of specifications, the offer of tenders or contracts, the 
supervision of work, etc.| 

- administrative factors connected with programme management 
and the co-ordination of the activity of the various services 
involved, 

A distinction must be made between; 

- those aspects of concern to central administrations! 

- problems involved in execution on the regional or local levels. 
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Section I - Central administrations 

The administrative unit responsible for the preparation of the plan at 
the central level is rarely charged with its execution, which is entrusted 
either to the technical ministries concerned or to specialized organs. 

This division of the tasks of preparation and administration raises the 
problem of the relationship between the planning organ and the ministries; 
the specialization of the functions of execution must be reconciled with the 
unity of the plan. 

1 - Execution entrusted to the planning organ 

Attempts have sometimes been made to abolish this dualism by entrusting 
both tasks to the same body. In Burma, the administrative reorganization of 
the plan carried out in 1958 represented an attempt to combine the functions 
of prepara-tion, execution and control. The Ministry of National Plarming and 
the Economic and Social Bureau were merged into a single National Planning 
Board under the direct authority of the Prime Minister. In Iran, the office 
of the seven-year plan was originally responsible for its execution. 

However, this system has a number of disadvantages. In the first place, 
the tasks involved in execution may hamper the performance of preparation 
tasks. Furthermore, there is the problem of the relationship between the 
planning organ and the technical ministries which are already equipped for 
the performance of the tasks involved in execution in their relevant fields. 
The development of new administrative activities outside their terms of 
reference inevitably leads to confusion and rivalry with regard to the re-
spective fields of competence of the two bodies. 

Consequently, wherever this system has been attempted, it has generally 
been abandoned. Par from strengthening the authority of the planning organ, 
it undermines the efficiency of its execution operations. 
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Even in the countries vri-th centralized economy, a growing trend is 
noticeable v̂ hereby the planning organ is relieved of its execution responsi-
bilities. Since 19575 the planning organ in Poland no longer carries out 
execution functions, while in the U.S.S.R., recent reforms have considerably 
reduced those functions, although they have not been abolished entirely. It 
had been observed that the planning services could not pay sufficient attent-
ion to their tasks of preparation and forecasting, because of the extent of 
the daily tasks involved in execution. Furthermore, the independence of the 
economic units vis-à-vis the planning organ in decision-making has been in-
creased for reasons of efficiency. 

2 - Execution entrusted to the specialized ministries 

Any overlapping of functions may be avoided by entrusting execution to 
the specialized ministries. However, the water-tight independence of adminis-
trative units must be remedied. Most of the activities provided for in a plan 
concern several ministries and the stages of execution of the various projects 
must be synchronized. This implies inter-ministerial co-ordination and the 
possibility for the planning organ to intervene in order to ensure the unity 
of the plan. 

a) The use of the existing machinery often entails many difficulties due 
to the independence of the different services and to the traditions handed 
down from the colonial era. H.K. Paranjape, an Indian author, lays the blame 
for some of the obstacles encountered in the implementation of the Indian plan 
on the fact that the organization and administriative procedures and personnel 
have not been successfully adjusted to the performance of new tasks. Accord-
ing to him, the Indian civil service is a closed hierarchical system. The 
procedures and methods used were devised by a foreign government and designed 
for the maintenance of order, and are quite unsuitable for a development 
policy. Independence and the introduction of parliamentary democracy con-
tributed to aggravating the situation. The administration of the plan 
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necessitates the delegation of authority and responsibility to agents working 
in the field. Such delegation has not yet been effected, 

b) The planning organ must be able to influence the technical ministries 
in order to stimulate and co-ordinate the execution of the plan. This is one 
of the reasons for ¥/hich it is often placed under the direct authority of the 
Head of State or the chief of the government. 

In India, the Planning Commission, which prepares the plan, has no execu-
tive functions. Co-ordination v/ith the various States on the political level 
is maintained through the agency of the National Development Council, which 
includes the Prime Minister, the Chief Ministers of the various States, the 
members of the Planning Commission and the ministers of the central government. 

On the administrative level, de facto co-ordination is ensured through 
the permanent liaison maintained by the Planning Commission with the Federal 
and State ministries with reference to the preparation of their annual budgets. 

Liaison between the ministries and the central planning organ may also be 
maintained through units established to participate in preparing the plan, e.g. 
ministerial planning committees including the principal directors or planning 
units forming part of the ministries. For example, the planning committees 
set up in every ministry and public board in the U.A.R., maintain liaison be-
tween the planning services and the traditional ministries. In the same way, 
each ministry and every public or semi-public administration in Syria has a 
liaison committee to which the planning ministry transmits the final government 
decisions related to the achievement, postponement or rejection of the branch 
plans submitted by the administration and the interested private sector. The 
Committee is then responsible for the execution of the programme accepted. 

c) The planning organ must be able to ensure that the technical ministries 
do not use the investment allocations they have received to meet operational 
costs. This occurrence has been observed in several African countries in which 
the planning organ has not had the means to control the execution of projects. 
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3 - Execution may also be entrusted to autonomous or semi-autonomous 
administrative units set up specially to execute the plan in a given sector 
or to implement a particular project. 

In the U.A.R., an important function in the execution of the plan has 
"been entrusted to 39 public boards (the Petroleum Organization, the Suez Canal 
Authority, the Farming Co-operative Organization, the M.I.S.E. Organization, 
which is responsible especially for the implementation of industrial projects, 
etc.). These boards exercise authority over the various national enterprises 
concerned in the execution of programmes and co-ordinate their activities. 
Reference has been made earlier to the fact that the Sudan has adopted this 
system ?;hich, although flexible, does not exclude control on the part of the 
central government. 

A similar solution has been adopted in Morocco, virhere the execution of 
specific projects devolves on public agencies (the Land Board, the National 
Rural Modernization Board, the National Irrigation Board, etc.), which have 
been allocated the functions previously distributed among several ministries. 

In Senegal, the important tasks of execution are also entrusted to tech-
nical agencies v/hich are boiond to transmit the governmental directives to the 
various competent services and to the new socio-economic organs, the estab-
lishment of which is provided for in the plan to cover the entire population, 
Conseq.uently, the Agricult\aral Trade Board, londer the joint control of the 
Ministry of Rural Economy and the Ministry of Trade and Industry, is managed 
by a Board of Directors v/hich includes the Minister of Planning and the Minis-
ter of Finance or their representatives. This Board is responsible for organ-
izing the marketing of agricultiiral products, although it is actually doing so 
only for peanuts. On the regional level, this Board is represented by the 
Regional Conimittees for Development Assistance. 
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Relations between the plan, the technical ministries and the various 
hoards raise different problems, depending in whether the hoards are under 
the jurisdiction of a ministry of or the planning organ. 

a) Boards depending administratively on the Central Planning Or^an 

Although from the administrative point of view, these Boards depend on 
the central planning organ, they may nevertheless follow a management policy 
which differs from the general policy outlined in the plan, e.g. with regard 
to imports, the fixing of selling prices, relations with other sectors of the 
economy, etc. Two contradictory requirements must he reconciled, namely the 
autonomy these Boards require and the overall economic policy of the plan. 

The distribution of duties among these Boards and the technical ministries 
also raises problems of co-ordination. Administrative procedures to overcome 
them should be provided for either within the Boards themselves (the partici-
pation of ministerial representatives in their management policy) or at the 
level of the planning organ, through associating the ministries concerned in 
formulating the instructions given to the Boards, 

b) The attachment of the Boards to the technical ministries 

Even when they come under the jurisdiction of the technical ministries, a 
general trend towards the autonomy of such Boards, set up to carry out specific 
functions, can be observed. Their own management needs do not automatically 
coincide with the policy of the ministries any more than with planning policy. 

The recruitment policy conducted by the Boards, which are more interested 
in efficiency than in adhering to the civil service scale of salaries, may 
lead to salary differences influencing the attitudes of ministry staff. 
Furthermore, their policy of fixing selling prices or investments is often 
opposed to that of the ministries under which they serve. Consequently, 
administrative jurisdiction may be either non-existent or too restricted. 
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Even if the powers of decision and delegation of authority are defined 
in the best possible way, and with an eye to efficiency, the human factor 
contiiiues to play a decisive part. 

Organic links facilitate co-ordination, hut the personal relationships 
hetviTeen the Board Directors, the senior ministerial officials and the officials 
of the planning organ are just as important a factor. 

c) The Boards en.joy complete administrative autonomy 

This contributes to efficiency. However, the administrative relation-
ships of these Boards with the planning organ on the one hand and the tech-
nical ministries on the other must be regulated. 

In reality, the legal differences between autonomous boards and boards 
attached to the ministries are insignificant. Even when they are entirely 
autonomous, there are always representatives of the administration among 
their directors, and even if they come under the jurisdiction of a ministry, 
they enjoy a wide degree of de facto autonomy. 

The q̂ uestion of the authority to which the Boards must submit is of far 
less importance than the institutional co-ordination existing in fact. The 
Boards are neither administrative services nor private enterprises but some-
thing of both. If they are to make a valuable contribution to the achievement 
of planning objectives, they must be managed with the same standards of 
efficiency of a private firm as well as conform to the priorities of national 
development. This difficult balance can only be obtained by special solutions 
taking into account the conditions prevailing in the country concerned. 

Problems of co-ordination among central administrations, central planning 
organs and public or semi-public bodies are not limited only to the execution 
of the plan. Specialization tends towards the scaling-off of the various 
divisions concerned and hinders tinified administrative action. 
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In the Philippines, the Cotcmittee of Enq.uiry and Administrative Re-
ox-ganization, esiablished in 1954» noted that every administration attempts 
to be a complete government in itself instead of co-operating with other 
administrations, and thereby co-ordinating their activities. The same is 
true for other countries. 

By the fact that it stresses the \inity of development policy and extends 
the sphere of State economic interference, Planning makes all the more necess-
ary the methodical organization of co-ordination of administrative activity, 
e.g. co-ordination between short and long-term measures, co-ordination among 
the development operations conducted by different ministries and boards. 
Administrative procedures for liaison comply váth this need, i.e. inter-
ministerial committees, councils, working groups or periodic meetings. 

A spirit of co-operation, which can be developed through methods of edu-
cation and training for civil servants, may also contribute to a marked 
decrease in such prevailing selfish attitudes. 

Finally, the personality of the Minister or the senior official respons-
ible for the plan is an important factor, while the support of the chief exe-
cutive is a vital condition for the effective execution of the plan. 

Section II - Execution at the Regional and Local Levels 

The execution of a plan involves co-ordination, not only between the 
central administrations and the planning organ, but also at the regional and 
local levels. The plan defines only general guiding lines for public and pri-
vate investment except in the cases of the most important single projects. 

The transfer of these overall objectives to the implementation of individ-
ual action programmes and the regional allocation of such programmes,necessi-
tates the concerted action of several administrative services. Two categories 
of programme can be distinguished; 

- investments of a modern type, involving mainly technical 
problems; 
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- progxammes for the transformation of traditional environ-
mental social institutions, e.g. agricultural reforms, the 
promotion of co-operatives, changes in cultivation methods, 
community development, social health and education equip-
ment, etc. 

The most difficult administrative problems arising in the developing 
countries result from this category of operations. 

The execution of the plan is subject to several conditions; 

- The directives of the central administrations must be 
communicated to regional and local authorities and the 
means of execution put at their disposal in good timef 

- The agents of execution must have the necessary power of 
initiative to adapt programmes to local conditions5 

- The action of local administrators and technicians must be 
co-ordinated virith that of elected local authorities! 

- The active support of the public must be encouraged and the 
efforts of the population supported by the representatives 
of the administration. 

These req.uirements are often contradictory. They go far beyond the 
question of decentralization (or deconcentration) and run into obstacles 
related to the shortage of skilled personnel, the sealing-off of adminis-
trative services and the resistance of social institutions threatened by the 
changes involved. 

However, even where it is competent, the administration may be hampered 
by political obstacles. For example, in many Latin American and Asian count-
ries, the large landowners were able to block agrarian reform programmes, as 
a result of the support of central or local authorities. 
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A plan cannot be implemented without the active participation of the 
public. In many countries, efforts have been made to associate the public in 
development operations by allowing it the initiative for local projects in-
tended to improve the economic, social and cultural situation. In such cases, 
the authorities supply only limited technical and financial assistance. 

In many countries, efforts have been made to overcome administrative 
inadequacy and the resistance of traditional local communities by entrusting 
an important role to the single or predominant political party. Its function 
is to explain the plan, issue orders and to stimulate enthusiasm for develop-
ment. 

Trade unions, youth movements and voliintary organizations are sometimes 
used as liaison bodies for the execution of the plan. The success of their 
action obviously depends on the enthusiasm of their local branches and the 
competence of their officials. This may also lead to the overlapping of 
functions, while the action of local party representatives or the represent-
atives of social or economic organizations may in some cases lead to hinder-
ing the efficient operation of the administration. 

The execution of the plan by administrative organs and the participation 
of the public will now be considered in turn. 

1 - The adaption of administrative machinery to the application 
of the plan 

On the regional and local levels, the problem of knowing which adminis-
trative authority is responsible for the execution of the plan is complicated 
through the super-imposition of interested organs, e.g. the decentralized 
units of the technical ministries, the local representative of the central 
government, and elected local authorities. 

This leads to problems related to the definition of functions and co-
ordination that can be resolved in different ways. However, whichever 
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administrative authority is entrusted with the principal responsibility for 
execution on the local level, the sealing-off of different services must be 
avoided. 

Integrated regional development programmes, which include a large number 
of different activities, often necessitate the establishment of administrative 
organs to co-ordinate such activities (SUDENE in Brazil, the Damodar Valley 
Authority in India, the Rio Balsas Commission in Mexico, etc.)» 

In some countries, regional planning commissions including the repre-
sentatives of the various administrations concerned have been established 
(India). In others - Senegal and Madagascar - this co-ordinating fiinction 
has been entrusted to the head of the regional administration (Prefect). 

In Senegal, systematic efforts have been made to adjust regional and 
local institutions to the needs of plan execution. In I96I, the boundaries 
of the different regions were altered to correspond with the unitary economic 
zones. 

The Governor, who is the official actually responsible for the regional 
execution of the plan, exercises authority over the heads of the ministerial 
technical units. He is chairman of the Regional Development Coimiittee and 
co-ordinates the activity of the technicians composing that Committee. He 
receives instructions from the Prime Minister on the implementation of govern-
ment economic policy, and from every minister on the execution of regional 
programmes. The development deputy who assists him is responsible for putting 
into effect the programmes of the Rural Expansion Centres (CER), to which he 
issues directives through the agency of Circle Commanders. 

The Regional Development Committee, an advisory body, prepares the reg-
ional programme for the utilization of the overall investment credits allo-
cated and may decide on certain specifically regional operations. Its members 
include technicians and individuals elected by the public. 
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The Regional Development Aid Committees(C.R.A.D.) provide technical 
assistance for peasants working in co-operatives (farming equipment and 
credits) and encourage the mobilization of savings. While they receive 
their instructions from the Minister of Rural Economy and the Minister of 
Planning, they are under the j-urisdiction of the Governor and must accept 
the opinion of the Regional Development Committee. 

The Rural Expansion Centres (C.B.R.) are the hasic unit of development, 
more particularly in agricultural matters, and must work directly vjith the 
inhabitants of the villages, although they are installed at district level. 
These centres are staffed by teams of technical officials, who are experts 
in several fields. 

The Circle Commander supervises the execution of programmes by the 
C.E.R, and reports to the Development Deputy assisting the Governor. He 
thus acts as a liaison officer in economic matters, but he must also co-
ordinate the technical services of his area and encourage the co-operative 
sector on which the Senegalese development plan is based. These co-operatives 
are not State bodies, but independent economic units which benefit from the 
services and loans supplied by the C.R.A.D,, which are intended to enable the 
peasants to market their products according to a modern marketing system. 

This example of regional and local administrative organizations is an 
attempt to reconcile the distribution of functions among administrative 
officials and technicians at every level and at the same time to ensure 
their liaison and co-operation vdth the local population. The monograph on 
Senegal illustrates that the machinery is complicated, that the hierarchical 
structure is sometimes vague and that the lack of qualified officials is de-
laying the establishment of the necessary organs. 
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2 - Public participation 

Most plans recommend the active contribution of the traditional popul-
ation to the execution of the plan. Such participation can only be obtained 
by re-organizing institutions. It is based on the assiimptions that; 

- the population has become conscious of the new tasks| 

- clearly-defined tasks within their realm of possibility 
are proposed to the peasants5 

- there is a technical and administrative staff to back and 
supervise the community. 

This type of activity raises administrative problems of a new types 

- the liaison of development organs with a central or regional 
administration^ 

- their co-ordination vñth other local administrative services^ 

- the status and training of the agents of execution (civil 
servants, peasants working voluntarily, etc.)| 

- the integration of the projects carried out with the 
planning targets. 

The main problem is to reconcile the freedom of initiative of the 
population, which should be able to decide on a choice of projects, and the 
harmonization of such projects v/ith planning objectives. In India, invest-
ments for social programmes are greater than for economic programmes. How-
ever, this may result in a lack of balance between social progress and the 
improvement of the means of production. To remedy this situation, efforts 
have been made to channel the action of the people into operations supple-
menting the large infrastructural projects carried out by the State, e.g. 
secondary irrigation systems, secondary roads, changing methods of culti-
vation in newly-irrigated regions, etc.. State technical assistance to the 
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operations vindertaken by the local communities enables the administration to 
orient local efforts in the directions indicated by the planning priorities. 

It appears that when the rioral masses have been successfully aroused, 
political problems rapidly come to the fore. The awakening of a population 
to new tasks leads it to rise up against the political and economic institu-
tions that hinder its development, i.e. traditional chiefs, system of land 
tenure, etc.. 

It is undoubtedly possible to initiate the co-operation of the masses 
before making institutional reforms but - and this is the major cause of the 
difficulties now being encountered in several countries - this co-operation 
cannot become effective unless those reforms are carried out. 

The success and difficulties encountered with regard to the transform-
ation of traditional community institutions provide information that is 
generally valid. The systematic efforts of India and Senegal in this aspect 
of planning are therefore worthy of special mention. 

Community Development in India 

A United Nations mission described community development as being the 
most important experiment undertaken in economic and social development in 
Asia. Mr. Nehru stated in April 1957 that these projects were the most 
revolutionary undertaking that has occurred in the world in recent years. 

The programme of community development is conceived as a specific 
techniq.ue of co-operation between the administration and the community, 
which should enable the population to appreciate the meaning of development 
and to participate in it, 

- Community development draws on popular enthusiasm and 
creative effort. It is intended to be a mass movement. 
It is designed to persuade village dwellers to give up 
their traditional behaviour and habits and to exhibit 
a dynamic spirit which is new to them. 
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- Moreover, it is designed to associate the population in 
development activities. Village dwellers must form teams 
of lanpaid workers to participate in works of local con-
cern Tihich are suggested to them, hut they themselves 
decide on the order of priority. 

- Finally, the aim of the movement is to obtain co-ordinated 
development for the community as a whole, e.g. rural credit 
reform, the establishment of co-operatives, water utili-
ation, etc.. 

This vast programme requires the installation of an administrative 
organization and a training programme for officials in several fields who, 
in addition to their technical functions, may contribute to the solution of 
the serious social problems involved in the accelerated development of a 
community and which alter the peasant outlook. 

- This psychological mobilization of the population is the 
fundamental condition for the success of the movement. 
However, this awakening of the rural masses has come up 
against three main obstacles, namely the hasty way in 
which the movement has been organised, the caste system 
and the lack of a radical agrarian reform. 

According to Indian statistics, the community development programme 
affects about 400,000 villages with a total population of 173 million. It 
employs some 60,000 officials. 

Each programme is headed by a Project Executive Officer and is divided 
into three development blocks covering about a hundred villages (60,000 to 
70,000 inhabitants). About ten village organisers (Gram Sevak), each of 
whom is responsible for ten villages, vrork under the Block Development 
Officer. These many-sided officials, who carry out administrative, 
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agricultural, educational, health and other functions, form the hase of the 
administrative pyramid. 

Every Block Development Officer is assisted by a team of from seven to 
twelve experts (agriculture, public health, education, co-operatives, small 
industry and crafts). This team, in addition to performing technical de-
velopment tasks, provides basic and advanced training for farmers and 
tradesmen. The work of the blocks is co-ordinated by the Project Develop-
ment Officer, 

The general community development policy is decided on the highest 
level by the Community Development Committee, over which the Prime Minister 
presides. At the lowest level, the Panchayat (elected village council) 
decides on the method of application for the community. If these organs 
are regarded as the legislature of community development, the Ministry of 
Community Development and Co-operation is the executive. The Gram Sevaks, 
Block and Project Officers and some of the experts work under its responsi-
bility (the other experts belong to the local administration). 

Staffing is one of the principal problems in rural development. In 
spite of the training efforts made (91 schools for gram sevaks, 13 for 
social education experts, 66 for health personnel, 19 for co-operative 
experts and 8 training centres for block officers), there is a shortage 
of staff at all levels. 

Rural development in Senegal 

This differs from community development as conceived in India and other 
countries in one vital respect, i,e. the deliberate effort to replace tradit-
ional community institutions through the formation of a new elite. The 
emphasis is placed on voluntary village organisers and no longer on poly-
valent officials. 
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The aims of this movement are defined as follov/s in the Senegalese 
plan; 

To alter peasant attitudes so that they can assume the responsibility 
for their ovm future and to terminate internal divisions of apolitical, 
clan or family nature| to unite and mobilize the masses by overcoming in-
ternal village rivalries! to dissipate conflict among peasants, traders, 
headmen, traditional chiefs, etc. | to orient traditional forms of community 
mutual aid by mobilizing the under-employed in the form of "human invest-
ments" 5 to involve the peasants in the process of preparing and executing 
planning targets| to initiate and encourage efforts for mass self-
structuring. 

Although rural d.evelopment is not an administrative service, a develop-
ment division on the central level (attached to the Ministry of Planning) 
has nevertheless been established. It has regional representatives and 
centre chiefs. The fundamental function of this division is to plan and 
administer training centres for village organizers. It arranges; 

- introductory courses of about 20 days for future organizers 
selected by the village. At the courses government officials 
explain their working methods and the peasants describe 
their problems! 

- refresher courses, for three to five days, for organizers 
coming from a group of villages which are faced with common 
problems (e.g. the administration of a co-operative). 

In the monograph on Senegal, the results of this system, which are in 
general satisfactory, are described. Hov/ever, the Senegalese authorities 
themselves admit that difficulties are still being encountered. In this 
respect, special mention should be made of the relations between organizers 
and the administration, the technical services and traditional authorities 
and the connection between locally-decided programmes and the general 
orientation of the plan. 
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A policy of small-scale programmes carried out by the villages can 
contribute to the achievement of the plan objectives if it obtains the 
technical and financial support of the administration. However, it cannot 
in itself satisfy development requirements. Therefore, it must count on 
the allocation of a large proportion of the resources available for the 
plan. 

Furthermore, the training received by organizers is inadeq.uate and 
must be supplemented by frequent refresher courses. 

Consequently, in spite of the differing administrative and political 
concepts involved, the difficulties encountered are similar to those of 
commiinity development mentioned above. 

In the light of the problems raised by the execution of planning on the 
local level, a report issued by the Food and Agriculture Organization has 
formulated recommendations on the administrative conditions for a rural 
programmes 

- ?/hen the funds allocated for a project are beyond the 
administrative capacity of those carrying it out, they 
may be induced to use such funds for unconsidered pur-
poses, namely for projects other than those planned or 
for the acquisition of material unsuitable for the -work 
involved, without having consulted an expert in advance. 

- All aspects of agricultural development must be taken into 
account, from health inspection to public works, education, 
irrigation and water supply, 

- Projects approved must be decentralized, through increasing 
the responsibilities of the local representative of the 
Ministry of Agriculture or of a team constituted in the same 
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way as the central administrative unit responsible for 
the project. Wherever possible, the co-operation of 
representatives of the local population should also he 
obtained. 

- All local experts working on planning projects should 
have the same rank and salary. 

- Communications between the centre and the outskirts should 
be rapid, so that delays in execution can be reduced and 
local conflicts resolved immediately. 

- Bottlenecks in a ministry, e.g. poor organization of a 
personnel office affects the activities of the agents 
of execution. 

- Before a project is begun, the necessary means (money, 
equipment, seed) must be made available to the local 
co-operatives or the local officials req̂ uired for the 
execution of projects. 

- The officials responsible for encouraging the farming 
population should not have control duties, which weaken 
the confidence of the population in them. 

Section III - The execution of the Plan by the private sector 

In the countries with a centralized economy, the unplanned sector of 
the economy is only of marginal importance. In other countries, the overall 
production targets generally defined in the plans also apply to the private 
sector and their execution depends both on the independent decisions of the 
firms concerned and the direct or indirect measures of the administration. 

The extent of administrative action on the private sector depends on 
the political options of the plan. If the plan is restricted to listing 
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the forecasts for the various enterprises, the fiinction of the administration 
is to "bring economic policy and public investment into line by reducing un-
balance and market bottlenecks. However, if the plan is conceived as a tool 
for changing institutions, as a bridge from what does exist to what should be, 
its execution involves a modification in the projects of private firms. 

In most of the developing countries, the second road is followed more 
or less explicitly. In such cases, the means available to the administration 
to enforce the execution of the plan by the private sector must be defined, 
the branches of the administration responsible for it named and the measures 
by which they exercise their powers described, as to whether they are overall 
or selective measures and whether they are measures of encouragement, con-
trol, compulsion. 

Furthermore, the action envisaged by the administration differs with 
respect to domestic or foreign firms. 

Consideration will be given tos 

- the means of action of the administration| 

- the special problems raised by foreign investment. 

1 -- The means of action by the administration 

In order to ensure the execution of projects which it does not itself 
carry out directly, the administration mays 

a) promote the investments provided for in the plan by 
measures of direct or indirect aid in respect of tax-
ation, credit, subventions, investments, or import 
licences! 

b) restrict investments considered unfavourable to develop-
ment (luxury building, building speculation, etc.) by 
systems of control or by pure and simple bans. 
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In all these cases, the fundamental administrative role belongs either 
to a ministry (Finance, Economy) or to a specialized organ. The methods of 
intervention of the planning organ must then he defined. 

In Morocco, a State-omied hody, the Bureau of Industrial Surveys and 
Participation, has heen established. Its function is to finance, in co-
operation with private capital, long-term industrial projects. In addition, 
the National Economic Development Bank was set up to grant loans for individ-
ual projects included in the plan. 

In Puerto Rico, the Government Development Bank grants loans to 
the private sector for projects included in the plan. These loans may be 
supplemented by those granted by the Puerto Eican Industrial Development 
Company. 

The Indian Government grants credits and subventions to private enter-
prises through the agency of the Industrial Financial Corporation, the 
National Industrial Development Corporation and the Industrial Credit and 
Investment Corporation of India. In addition, the Tariff Commission, a 
special body, makes it possible for a selective customs policy to be followed, 
whereby national industries regarded as priority concerns are protected. 

In Malaysia, privileged status as pioneer industries is granted to 
firms whose expansion or establishment is considered valuable for the 
achievement of the plan. 

In Tunisia, a system of "special facilities" favours priority enter-
prises. 

In all these comtries, the final decision is taken by the Ministry of 
Finance but the planning organ is consulted. 

When such encouragement is not sufficient and when private investments 
are inadequate or held back, the administration may itself take the initiative 
in establishing industries, either in participation with private interests or 
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independently of them, Ĵhen the political decision confers a vital role on 
private enterprise, public industrial investments are only of temporary imr-
portance, after which the State cedes to the private sector the shares it 
has taken up in industry or agriculture. 

The encouragement of private enterprise may be entrusted to the planning 
organ. This is the case in Chile, where C,O.R.P.O., if the private sector is 
slow in taking the initiative, establishes enterprises that may be ceded to 
private interests subsequently, 

CoO.R.F.O, to some extent resembles the Italian Institute for Industrial 
Reconstruction (l.R.I.). In both cases, the State makes up for the short-
comings of private enterprise, but does not deny it the leading role. 

On the other hand, when the vital development role is attributed to the 
public sector, public enterprises are not ceded to the private sector as soon 
as they become profitable. In both the U.A.R. and India, the profits of 
State-owned firms are used to contribute to financing the plan. 

The powers of compulsion of the administration with regard to the pri-
vate sector are mainly negative. The effective control of profits and their 
employment, the control of prices and wages, etc., are often illusory and 
the State cannot compel private enterprises to make new investments provided 
for in the plan. In the last resort, the nationalization of firms which 
cannot, or refuse to, execute the plan is the extreme form of compulsion. 
However, the decision to do so is political and not administrative. 

2 - Foreign private investment 

The plans of most of the developing countries make provision for foreign 
investments, A distinction must be made between firms already established in 
the country concerned and new investments. 
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a) In the former case, such firms may be of such importance for the 
economy as a whole that their role in the execution of the plan is decisive. 
Their relations with the administration are influenced by the fact that their 
decision-making organs are outside the country, that their policy covers 
several countries and that the bargaining power of the two sides is unequal. 

Even if agreement has been reached during the preparation stage of 
planning, the administration has little means of controlling execution and 
even less of altering decisions it may consider detrimental to the execution 
of the plan. However, discussions between the administration and the foreign 
firms concerned may to some degree contribute to a compromise solution be-
tween the long term interests of the firms and the success of the plan, 
which will condition the expansion of the domestic market. Multi-national 
planning may, in the case of small States, create the conditions req.uired 
for less one-sided discussions. 

b) When the problem is to attract new foreign investments, general 
measiires may be taken. The guarantees requested by potential foreign in-
vestors have been defined by the International Chamber of Commerce. Many 
of the developing countries have already implemented a foreign investment 
code setting out the guarantees they are prepared to provide. 

However, every investment project requires special negotiations by 
which the administration tries to reconcile the desires of foreign firms 
for profitability or security (the free repatriation of capital or profits, 
stimuli, etc,) with its own concern for such investments to have the most 
favourable possible effect, whether directly or indirectly, on the expansion 
of the national economy, e.g. on-the-spot transformation of raw materials or 
semi-manufactured products, the ratio of local products to imported goods, 
the reinvestment in the country of part of the profits, contracts for the 
training of local technical staff, etc.. 
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Such negotiations are usually conducted by the Ministry of Finance. 
However, the planning organ is regularly associated with them in some 
countries (India, Nigeria, Senegal, Tunisia, etc.)> so that long-term econ-
omic interests should not be sacrificed for immediate financial advantages. 

It should be noted that administrative factors are of very little im-
portance in this extremely important aspect of execution. The problem of 
foreign investments is solved mainly on the political level in a rather un-
satisfactory way. A true solution would req.uire a new definition of the 
economic relations between industrial and developing countries, which is 
outside the scope of this study. 

3 - Foreign aid and the execution of the plan 

Foreign aid takes the form of grants or loans, and not of investments, 
I'/hether multilateral or bilateral, it always makes an important, if variable, 
contribution to the execution of the plans of the developing countries. 

The conditions attached to such aid may cause deviations in the exe-
cution of the plans 

- The interests of the donors, or their concepts of aid, do 
not necessarily coincide with those of the beneficiary 
countries; 

- It is often provided on an annual basis. This is an 
uncertain factor which in many cases necessitates the 
revision of the plan during its executioni 

- It may be subject to economic (not to speak of political) 
conditions which restrict its possibilities of employment, 
e.g. the obligation to buy a certain quota of goods pro-
duced by the donor country or those included on a special 
list of products, or for transport to be made in ships 
acceptable to the donor country. 
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The procedures involved in the granting of aid may hold up the imple-
mentation of projects. There may "be a lack of co-ordination, or even rivalry, 
between the various soiarces of foreign aid, which may lead to investments 
overlapping, not in line with the priority aims of the plan, etc.. 

Sume of these disadvantages may "be overcome through proper organi-
zational procedures, by which the unity of negotiation would be ensured and 
the power of negotiation left to the planning organ. In India, the U.A.R., 
Mgeria and Tunisia, all negotiations related to foreign aid and investments 
are conducted by a single ministry and the planning organ is consulted in 
every case. 

In some countries, a similar procedure has been applied for technical 
assistance (experts and fellov/ships), so that it should be more closely 
linked with the achievement of planning objectives. 

Stress has been laid on the co-ordination of all administrative units 
and on the definition of a single responsibility for the implementation of 
every project. There are no ideal solutions for these opposing problems, 
and continuous compromise is necessary in each particular situation. 

Section IV - The Human Factor in the Execution of the Plan 

If the planning objectives are to be achieved, it is not enough to 
adapt administrative machinery and methods. The number and standard of 
qualification of administrative staff are just as important, as has already 
been stressed frequently. Special attention should be paid to the following 
connected factorss the significance of personal relationships for obtaining 
co-ordination at the preparation and execution stages of the plan; the 
selection of projects compatible with the number of qualified staff avail-
able, who vrould be capable of implementing themf the division of staff among 
preparatory tasks for the plan and individual projects and tasks of execution5 
the framework required for the implementation of action programmes in a 
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traditional environment. All those problems imply the most rational poss-
ible use of the available manpower. Such resources may be improved or 
increased after a more or less lengthy period of time through a consistent 
training policy. 

The training of officials is one of the principal means of executing 
a plan. Manpower planning, which is designed to integrate educational and 
economic planning, involves administrative factors which have been examined 
in a separate study on social planning. 

I 
The related training of administrative officials raises specific 

problems! it should be the subject of programmes in step with the different 
stages of the execution of the plan^ training methods and programmes must 
be adjusted to the needs of planned development, 

1. Planning for administrative needs 

The needs in administrative staff may be assessed in the long run in 
the same way as the overall manpower needs, i.e. in the light of the duties 
to be performed and within the limitations of the financial allocations for 
civil service salaries. 

These quantitative and q_ualitative conditions cover several categories; 

a) for branches of activity; 
- purely administrative tasks, the expansion of 

which should be restricted to the minimum com-
patible with the efficient operation of govern-
ment machineryI 

- social administration (education, social services 
and health), the expansion of which conditions 
social development! 
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- economic administration (planning services, 
the public industrial and trade sector), the 
expansion of which conditions economic 
development 5 

- staffing the traditional sector. 

b) according to standards of qualification (senior officials, intermed-
iate officials, skilled and semi-skilled staff) corresponding to the relevant 
levels of education (university, higher secondary, secondary, primary). 
These gradings take into account the stage of development of the country 
concerned. 

c) according to disciplines: general services and technicians. This 
overall estimate of needs should he translated into hasic and advanced 
training programmes, the various stages of which should be in line with the 
needs for the achievement of the objectives fixed by the administration for 
the implementation of the plan. It may be supplemented by more acciorate 
estimates of the staff req_uirements for the most important single projects. 

This type of long-term programming for the requirements of staff has 
until now been undertaken only partially. Estimates of this type are pre-
pared by the planning organs in Tunisia and India. In most other countries, 
administrative officials are trained, when the need for them becomes appar-
ent, under the responsibility of a centralized division (the "Direction de 
la fonction publique" in the French-speaking countries, the "Treasury" in 
some of the countries following the British administrative system) or on 
the initiative of the ministry concerned (Latin America, the Middle East), 

2. Training methods 

The recent establishment of a large number of schools of administration 
or public administration institute in the developing countries reflects the 
view that civil servants should be provided with special training in addition 
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to their general education. Hovirever, such training often appears to be more 
suitable for specialization in the different administrative branches than 
for the new development requirements. The methods and curricula are often 
too theoretical and encourage hureaucracy more than they do the spirit of 
co-operation "between administrators and the public. Planning problems still 
take up only a very small part of the syllabuses and are studied from their 
technical rather than their administrative aspects. Furthermore, technical 
staff obtain no administrative training. 

These problems have received the attention they deserve primarily in 
the training programmes for community development officials and rural organ-
izers. In this case, new methods have been used, i.e. in-service training 
courses, the first-hand study of local development problems with the partici-
pation of local officials and technicians, short refresher cotirses, etc. 

More effort is often devoted to the training of new officials than to 
improving the standards of those already in service. A systematic policy of 
basic and advanced training of officials should form one of the activities 
involved in the execution of plans everywhere. Refresher courses for offic-
ials selected by the ministries for which they v/ork are already being held 
by a number of public administration institutes, which normally provide 
training for young civil servants. However, this tendency has not yet 
developed sufficiently and most officials are not yet ready to tackle the 
new problems of planning. This is one of the main administrative obstacles 
to planning execution. 

CHAPTER III - CONTROL, ADJUSTMENT AUP REVISIOW OF THE FLM 

The purpose of control is to ascertain whether the plan being applied 
is in conformity with the decisions made, to reveal difficulties in the exe-
cution process and delays and their causes, and to take appropriate steps to 
solve all the problems encountered. 
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1. Control of the ezecution process 

Control is not peculiar to planning, for every administrative activity-
is subjected to control procedures, e.g. technical control of the q.uantity 
and quality of operations and financial control of the use of funds. 

Administrative control is a normal function of the services responsible 
for execution and is interwoven into the hierarchical structure. Control 
functions are always distinguished from functions of execution. The dist-
inction between those ordering expenditure and the auditors who check on 
the regularity of payment orders exists in every country, although in 
different forms. Controllers are usually employed by the Ministry of 
Finance for a priori control, i.e. control before payment or during exec-
ution to verify the entries made, or a posteriori control, usually carried 
out by parliamentary auditors (Comptrollers of Accounts), 

Technical control is generally performed by inspectors, who form a 
special body in the ministry concerned and are under the direct jurisdiction 
of the minister. The reason for which this body is outside the normal per-
sonnel structure is to ens\ire its independence and simultaneously to safe-
guard the single command system. The powers of these inspectors vary with 
the extent to v/hich the administration is decentralized, and they constitute 
the necessary corrective. 

Control of the implementation of planning may be performed by existing 
control and inspection units or by new bodies. The choice between the two 
depends on the specific conditions of the country concerned. In every case, 
however, the special requirements of the task to be performed must be taken 
into consideration. 

Financial control is not only intended to prevent over-spending or to 
check whether expenditure conforms with the estimates. If the allocations 
are not spent, the objectives of the plan are clearly not achieved, while 
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in some cases additional expenditure is required if the operations are to be 
terminated on due date. Planning control should be inspired by the desire 
for efficiency as much as for savings. 

In most countries, efforts have been made to avoid superimposed controls, 
which the establishment of a special body of inspectors implies. Efforts 
have been concentrated rather on making it possible for the planning organ 
to keep a check on the rate of progress of the various operations, through 
being kept informed of the difficulties encountered during execution, so 
that it should be capable of taking or suggesting appropriate steps to 
overcome thems 

- by determining minor adjustments to be introduced^ 

- by investigating in conjunction with the ministries 
concerned, problems within their spheres of competence; 

- by submitting for political arbitration differences 
relating to the fundamental choices of the plan. 

Consequently, there is a difference of degree in control methods, de-
pending on the importance of the difficulties in execution and the measures 
required to overcome them. 

In order for planning organs to have the necessary means, they must have 
power of initiative. In India, Malaysia, Senegal and the Sudan, the central 
planning organ has established mobile teams or can send technicians to examine 
the progress made in operations in the field, to supply technical assistance 
to the execution services, to settle on the spot any questions that may arise 
and to report to the planning organ on the difficulties requiring high-level 
solution or which bring up political problems. 

In India and Senegal. the planning organ is kept informed constantly of 
the progress made on individual projects, through the use of control files 
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that are sent regularly by the interested ministries. In Malaysia, this 
system has led to the installation of a kind of strategic map in the control 
room where the senior planning officials meet once a month. 

This type of permanent control is designed to ensure the necessary 
flexibility in the day-to-day execution of the plan. It must he supple-
mented by a systematic procedure for the regular evaluation of results, 

2. Evaluation of results 

The purpose of evaluation is to reconcile the flexibility required in 
executing the plan with the coherence of the plan as a whole. In those 
co\uitries where the plans are actively being applied, the ministries re-
sponsible compile regular reports on the execution. These are sent to the 
planning organ, which compiles a general report for submission to the govern-
ment, In this report, the achievements are compared with the estimated ob-
jectives. It also recommends appropriate administrative measures to overcome 
any obstacles encountered. This feed-back procediore is even more effective 
as it brings out clearly the various difficulties, comes out at regular 
intervals, and widely distributes its conclusions, 

\¥here these reports are nublished, as in India and Figeria, they con-
stitute a kind of a democratic control of the plan by public opinion. The 
general information they include is of great interest for other countries, 
which may make profitable use of this experience. 

Quarterly evaluation reports are studied on the government level with a 
view to making the necessary adjustments during the period of execution 
(U.A.R., India. Tunisia, etc.). Annual reports are usually submitted to 
parliament during the debate on the capital budget. 

A great many of the developing countries have not yet established ad-
ministrative evaluation procedures, for reasons that the plan is not being 
applied in practice, that it is only beginning to be implemented, that the 
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countries concerned are satisfied with using the usual financial control 
procedures, or that the task of controlling the activity of the adminis-
tration is entrusted to the political party in power. 

The critical evaluation of results is a new aspect of administrative 
activity. There is nothing surprising in the fact that its importance has 
not yet teen fully recognized. It is only when all administxative activity 
is inspired by the idea of transformation for the benefit of the future soc-
iety that self-criticism becomes a condition for progress and not a threat 
to the principle of hierarchical authority, 

3« Procedures for Revision 

IWaile adjustments are mainly concerned with adaptation of measures, 
revision of the plan deals with the modification of its objectives. 

The decisions are mainly political in nature. Very often, it becomes 
apparent that the objectives are too ambitious to be achieved with the means 
provided for, since the allocations made are lower than the estimates. In 
such cases, the function of the administration is to submit to the govern-
ment evaluation factors indicating the need for revision. 

In the developing countries, most examples of revision are to be found 
where the previous plan was not properly applied (Latin America, Ghana). In 
other cases, what are in reality changes in political orientation are pre-
sented as technical or administrative revisions. 

The importance of studying planning as a decision-making process, which 
distinguishes between the political, technical and administrative factors, 
is to define more clearly the function of each of these factors and thereby 
avoid confusion resulting from making technical adjustments, revising the 
objectives or purely and simply btqrying the plan. 
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COHCLUSIOF 

The present study proposes a general framework for consideration of the 
administrative prohlems involved in planning along with an' analytical methcd. 
It is intended as a basis for discussion rather than an exhaustive synthesis 
and can hardly claim to provide conclusions of a general nature. The mono-
graphs appearing in the annex may be criticised but nonetheless they demons-
trate how great an extent a survey of an administration is linked to specific 
concrete situations. At the same time, an effort must be made to clarify 
those concepts which enable a methodical analysis to be carried out, an 
analysis which in turn is a prerequisite for the existence of a discipline 
of "administrative science". 

A mere classification of the various structures and procedures tried out 
by various countries for planning purposes would provide nothing but a largely 
meaningless enumeration. Between one country and another, similar bodies 
employ different forms of planning. By the same token, different adminis-
trative structures carry out similar functions. It may happen that co-
ordination procedures fail to operate in practice while, on the other hand, 
informal networks of communication dependent on personal contacts make up 
for the absence of any liaison machinery, 

A classification of the administrative obstacles confronting planning 
would be no more satisfactory since it viould result in conflicting observ-
ations; 

a) in certain countries, administrative centralization would seem to be 
a hindrance to both the preparation and the implementation of a plan. It re-
stricts the regionalization of development programmes and interferes with the 
flexibility required if they are to be carried out. 

In other countries, however, it is the "compartmentalization" of the 
central administrative departments, the autonomy enjoyed by local adminis-
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trations, the duality of management and planning departments and the growth 
of independent bodies which endanger a unified planning policy and make a 
greater centralization in decision-making seem desirable. 

h) The lack of co-ordination which has been observed on various 
occasions impels certain bodies to work in isolation from the rest of the 
administration. This hinders the integration of social and economic plann-
ing and prevents effective application of plans. 

In other cases, however, it is the multiplicity of co-ordination pro-
cediires which interferes with the precise definition of responsibilities at 
the implementation stage and the plan is endlessly worked out and altered 
but never put into effect. 

c) One sometimes feels that the concept of public service is lacking 
when civil servants fail to distinguish between official business and their 
own views or personal preferences. On such occasions, one is tempted to 
believe that a sense of public welfare and an impersonal approach to official 
activities are essential to successful planning. In other cases, however, 
it is the impersonal bureaucratic routine which seems to hinder any change 
in sturctures and attitudes such as sound planning requires. 

- Sometimes it is an "authoritarianism" based on seniority, an 
excess of supervision resulting in a lack of initiative at 
all levels which one finds regrettable| and at other times, 
it is the independence of individual departments, the lack 
of discipline imposed from above and the element of corr-
uption, that makes one realize the need for additional 
controls. One may argue in favour of a greater stability 
for officials so as to ensure the plan's continuity and, 
at other times, we may find that it is the rigidity of the 
regulations governing public officials which hinders the 
necessary changes. 



- 109 -

- One may feel that administrative training programmes are 
needed to raise the level of the officials' competence and 
yet realizes that excessive concentration on "qualifications" 
runs counter to an appreciation of the value of practical 
ezperience. 

It is not enough to contend that there is a "middle course" to he found 
between these two extremes, because these contradictions have an objective 
basis in fact. Plans have the double aspect of innovation and organization. 
They are "creative predictions" and instruments for a change in economic and 
social structures designed to achieve a more human society. But they must 
also be incorporated in the world as it is if they are not to remain mere 
visions vñthout any practical reality. 

These aspects are not merely contradictory but also complementary and, 
to some extent, may replace each other. If a plan fails to offer new solu-
tions, to encourage innovations, to gain the active support of the people, 
then it is all the more necessary to order and compel. 

But it is impossible to orient public and private activity to the long-
term advantage of the community without organizing, i.e. without exercising 
authority. 

Planning means going beyond the conflict between private enterprises 
representing innovation and the "organizers" in the administrative sector. 
Planning means simultaneously altering existing structures and organizing 
innovation. The administrative factors are not the only ones which must be 
considered but they play a specific parts it is the task of the administration 
to organize the dialogue between planning technicians, the political authori-
ties and the economic and social groups so that each is equipped to make an 
effective contribution to the overall process of planning. It is likewise 
the administration's responsibility to compare objectives with the possi-
bilities existing for their achievement and to take the necessary steps on 
the basis of a rational use of resources, given the target. 
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In order to allow for these specific administrative factors, it would 
seem that more thorough comparative and national studies might make use of 
the analytic method suggested in this paperf 

a) first, establish the functions which the administration must fulfil 
as regards planning, considering each of such functions in relation to the 
glotal tasks incvmibent on the administration and recognizing the conflicting 
requirements for v\/hich allowance must be made; 

b) then consider administrative structures in all their diversity. Each 
type of structure tends to favour either the particular function concerned 
(where a new body is being set up) or its relations with the administration's 
overall tasks (where a new role is entrusted to an existing department)§ 

c) then deal with administrative procedures in order to analyze the 
theoretical and actual process whereby decisions are made and communication 
maintained between the administrative units, the political authorities and 
the economic and social groups. 

A fuller appreciation of the administrative factors involved in planning 
would not only be of the greatest interest from the point of view of adminis-
trative science but, by establishing a closer link between planning in theory 
and practice, would help to clarify the political choices which must be made. 


