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1, Economic planning and administrative planning

It is generally,agféed that in Latin America planning is necessary
to accelerate the raising of economic and social levels to levels of greater
well-being, since it must be & deliberate, consistent, and well-balanced
change, -

Publlc admlnlstratlon 1s part cf the soclal structure whlch it is
plamned to change, In the developlng countrles, moreover, it is one of
the social elements stlmu;atlng or arrestlng change, because 1t has a basic
role in the whole Process,

The 1mprovement of present pUbllc admlnlstratlon levels as part of
the development process also should be achieved through deliberate,
consistent and well-balanced actlon.

In order to expedlte such 5001ai change, the same prlnczples of
scientific analysis as those applied in accelerating spc1a1 change,ln
other areas should be applied to public administration, This is done by
administrative planning, ' ) '

Administrative planning is the cont1nu1ng process whereby
administrative goals are established for attajnment within a g;ven period
through policies, plans and the efficient use of existing administrative
resourcés with the ultimate aim of improving sdministrative 1évels.

If the principles of scieﬁtific analysis are applied, administrative
planning must begin with'a thorough examination of the actual administrative
situation, Alternative courses of actioﬁ are then carefully programmed,
the most feasible are selected and applied, their progress supervised and
deficiencies remedied, and the results are periodically and finally evaluated,

Administrative planning consists of plans, programmes and projects,
Nhen these form part of planned economic and social development they
should be an integral part of the development plens; programmes and
projects in all areas subject to planning and they should have the
same goals, ' \ : '

An administrative development plan is an integrated and co-ordinated
group of, administrative modernization programmes in a specific order of:
priority, They should be clearly defined and should include a statement
of the purposes, objectives-and targets, the policies, the resources to be
utilized, the order of priority, the period covered, and the methods and
procedures for efficient implementation, /An administrative
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An administrative development or modernization programme forms part
of a plan consisting of an integrated and co-ordinated set of projects,
which is generally carried oul in an administrative sector,

A sector comprises a whole group of administrative and ancillary
activities which require integral and specialized treatment,

' An administrative planning project invelves the preparation and
presentation of administrative data as a basis for choosing between
alternative uses of administrative resources,

These elementary concepts regarding administrative planning are
virtually unknown in the most of the Latin American countries. A careful
review of the over-all and sectoral development plans prepared in the _
region usually shows that very little thought has been given to this question.

Scme countries are just beginning to make a study in depth of these
policy and administrative aspects of development, and a few have succeeded
in integrating economic and administrative planning.

It is encouraging to note that some of the studies on administrative
planning in Latin America are the outcome of a serious effort to apply the
principles of administrstive theory to the natioha.l development process.

It must be admitted, however, that these principles have only recently
been intrpduced into the scientific and professional spheres of these
countries, In a few of the countries, their validity is disputed; in
others they are beginning to be applied somewhat sporadically; but in
some instances these concepts have already made a valuable contribution
t0 npational progress _

This is understandable in so large a region as latin America, with
its wide range of political and social nuances, It is the course which
all new disciplines have to follow before they can become firmly established.

2, The objectives of administrative planning

An examination of the evolution of public administration in the Latin
dmerican countries reveals that in everyone of them, throughout their
existence as republics, there have been many changes in the division of
authority and responsibility among the different branches of the State
and that government institutions and functions have been established,
reorganized or discormtinued with great frequency, That is how

governments grow,
/Until a
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Until a few ysars age in some countries, and right up to now in
etheys, these changes have evidently not been brought about by a consistent
expansion and re~organization plan, but have simply reflected. additions
to the existing structure, It was not until a few years ago, when.
administrative planhing was introduced as a govermient function, that
some countries.began'to'ﬁhcw signs of more consistency in their decisions
on administréti?e reform. Nevertheless, these signs, altnough significant,
are still the exception rather than the rule,

In some cases the only aim of administrative reform was to increase
the effectiveness of govermment action and to overcome obstacles that were
fairly easy to indentify. The implications Ef these changes for national
development were taken into account only indirectly; and the reforms were
quite unrelated to economic and social programiing. .

In such cases, administrative reform"waﬁ advocated as an aim in
itself and administrative planners were actuated soleley by enthusiasm
for the new'principles of rationalization uﬁderlying the administrative
theory that had been recently introduced 1nto the sclentlflc and technlcal
spheres of thelr countries,

Recently, because of the importance aséumed’by economic and social
plamning, and because of the administrative obstacles such planning‘has
encountered, an attempt has been made to co-ordinate admini strative
planning with economic and social planning. Thus, its objective is
changing, and instead of being an end in itself, administrative planning
is gradually becoming a useful element in the development process, This
new trend represents an attempt to apply the principles of administrative
theory to the countries! development efforts. |

The new appfoﬁch has greatly influenced the content of present
programmes of administrative reform, Formerly, the éstablishment,
modification or elimination of ministries and public institutions were
studied with the aim of re-organizing and grouplng similar functions and
facilitating co-ordlnatlon within the 1nst1tutlon. Their efficiency in
handling a new State function was the ba51s on which autonomous bodies
were set up or abolished, The Governments sought to introduce financial
managemént procedures which would yield more revenue to finance its
traditional activities and they tried to improve their supervisory

procedures in order to reduce tax evasion, '
/The linkage
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The linkage of long~term administrative planning with economic and
social planning provided an entirely new approach, It was aimed at
achieving maximum efficiency in the use of administrative resources at
all stages of economic planning with a view to accelerating development,
increasing the productivity of inputs so as to increase the output of goods
and services, This type of thinking gives administrative planning 2 new
raison dletre, and its usefulness can be easily appreciated,

3. Acceptance of & new process

Latin Americals experience of administrative changes linked with
economic and social development is relatively recent, Formerly, any
decisions relating to reform nearly always resulted in sporadic action
to re-organize isolated segments of the State machinery in order to solve
certain obvious and easily identifiable problems of govermments with a
fairly simple structure and the traditional services of a liberal State;
but the situation has changed in the last few decades, Countries have
started on the path leading to development, and the State has become the
motive power of this process and the major supplier of goods and services,
To fulfil its new function it has become an increasingly complex entity,

The new functions and duties gradually assumed by the State could
not be carried out immediately and smoothly by State machinary which was
not prepared to take on those tasks, The transition from a traditional
State to a new, dynamic and flexible State which will act as a guids,
promoter and executing agency for development purposes should be slow,
since the change inwolves not only economic but also political and social
issues. All social change takes time because it implies a change in
attitudes, customs and habits which are deeply rooted in society.

The process of political and social evolution towards a modern
State capable of solving Latin Americals serious development problems
has been deliberately accelerated, The adoption of planning by nearly all
the countries of the region is a significant step forward towards the
modernization of their administration, since planning is designed to
rationalize policy and action., It is intended to ensure that the best
possible use is made of the resources of a country or a region with a

/view to
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view to achievipg a faster growth rate and improving the social and
economi.c ievels. Nevertheless, it was hardly to be expected that a
diseipline based on rational and efficient methods could gasily be
introduced into goverrment sectors which wére usually inefficient becauée
'ineffibiency is a feature of under~developmént.“ﬂo social change is ever
achieved without overcoming obstacles, . '
Opposition and resistance to plannihg and change have frequently
come from the traditionally powerful'poiitical and financial groups inside
the Govérnment itself, which often have a decisive influence in framing
State policy. "This discipline entails, both for political leaders and
for civil Servants, a severe limitation on the leeway for negotiation and
influence avallabTe to them for strengthening their political p081t10ns.";/
The problams which have delayed the acceptance of plarming in
Latin America camnot, however, be blamed entirely on the resistance to
change and the distrust of the conservative politicians, - Planners should
ask themselves also whether a good many of the obstacles may not have
been created'by their own lack of experienée in handling a new and cbmplicated
procedure, Allltovoften, planning has béen highly theoretical, involving
the use of modéls and other technical methods which were often over~
complicated without an adequate amount of information:in primitive economies, ' -
The political-cost'ofhchoésing one econamie proposal in preference
to another has often been 1gnored regardless of the fact that it is the
politlclans who take-government decisions,

- Nevertheless, despite initial opposition and the mistakes of the
planners themselves, planning has made a valuable contrlbutlon to progress
in the region. Already in several countries there is a greater tendency
to make a detailed study of possible courses of action before the adoption
of important goverrment decisidns. This analysis is often berformed by
planning offices, which have been set up in the last few yearé in neariy
all the countries of the region, Without the establishment of planming
institutions, the Govermments couldlﬁot have carried out their essential

task of giving directives,

1/  Germdnico Salgado, "First attempts at planning in Latin dmerica:
notes on an experiment", (E/AC.54/L,19)  United Nations Committee

for Development Planning, March 1967, pe. 1l.

/A start
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A gtart is being made also with the co—ordination of government
action in Goverrments where, wntil recently, sectoral decisions were
adopted on a unilateral basis,

Horeover, planning gave new groups of specialists and leaders with
an increasing influence on the framing of State poliey access to the
Government, Their above-average level of education and constantly
inereasing fund of experience are bound to make for more efficient
govermment action as they themselves become surer of themselves and
more mature,

Planning experience in the various Latin American countries is not
all so encouraging, There are some notable exceptions where planning has
retained its initial rigidity, Although in some cases the first milestone
~ institutionalization - has been passed, planning agencies 'have remained
somewhat aloof from the administrative mainstream and this trend has had
to be halted, Very often the rest of the administration continues to
operate on the old patterns; decigions are taken without proper liaisen
with the policy-making machinery".g/ Unqualified optimism is therefors
ruled out, There is still a long way to go before planning is really

fully accepted in Latin America,

he The stratezy of administrative planning

One of the most important points to define in administrative planning
is the strategy to be used in introducing government modernization measures
and really achieving the social changes required, In spite of its importance,
this strategy has been little discussed .hitherto and, in many cases, those
who are pressing for reform do not seem to have attached much importance
to studying a strategy or to earlier proposals for reform,

Should total reform be attempted or should it be progressive and
partial? Should it begin with the modernization of the central government
in order to improve its capacity to formulate and guide economic and social
development policy, or should efforts be concentrated on the decentralized
autonomous bodies of the public sector, which are in a position to carry out

programmes and projects more independently and flexibly? Or should the

2/ Ibid,

/ emphasis be
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emphasis be on municipal governments, whose services have a direct

impact on the well-being of the community? Should the reform be backed

by broader powers than those hormally held by a const-itutj.énal government,
such as emergency powers requested for the executive, i.e., vertical action
from the top downwards to break down resistance, or could it be carried
out through the inculcation of new ideas for which support would be enlisted
among the social groups represented in the government_', particﬁlarly at

the grass-roots level? UWould it be best to await a faVOurable political
situation before starting on modernization or should th:.s be an eminently
specialized process altogether removed from the pelitical scene, in which
other means, such as the budget and the national development plan, would
be used to introduce the changes? .

A1l these and many other questions are of basic importance for the
success of administrative planning. Yet a review of the reforms attempted
in the region gives the impression that in many cases the stra.t.,egy had not
been properly analysed and was not sufficiently clear-cut, At times there
were a number of factors favourable to the reform movement which seemed
likely to ensure its success: govermment support, financial resources,
local trained personnel, sufficient external technical assistance, and
- public interest; nevertheless, after a promising start, the programme
. lost its impetus and came virtually to a standstill or even ceased
altogether, Why did this hapﬁen? Often because there was no clearly
- defined long-term strategy atiuned to the political and social set-up of
the sector was being modernized, o _ _ |

Some of the plans of. admnlstratlve reform in Latln Amemca devote
only a few lines to this vital point., Others omit it altogether, possibly
because it had not been properly analysed,

In one plan it is stated that priority will be glven to strengthenlng
. executive capacity., This will entail the re-organization and modernization
of traditional methods, and specific organizational and staffing improvements
in order to carry out new public functions, High priority will be given
to the introduction of administrative and executive improvements with a
view to carrying out the additional public functions envisaged, Although
the aim is to effect improveménts at all levels, it will be necesarry to

/select certain
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select certain key areas and concentrate on making substantial improvements
in their administration and organization, These could serve also as a
starting-point for other improvements,

In other words, the objective of the plan is to increase the
Government's executive capacity by improvements in working methods,
organization, and staff; this would be attempted at an over-all level,
but would begin by a concentration of efforts on points which might have
a multiplier effect on reform,

In ancther case it is stated that economic progress is largely
dependent upon a sound administration and it is a matter of urgency to
promote the legal, structural and methodological reforms required to
provide the country with a suitable and efficient administrative machinery.
Reforms are necessary and should be carried out; there is general agreement
regarding the urgency of an all-out attack on bureaucracy and the
inefficiency of the State administrative machinery, because it is
recognized that an administration which is sound im structure and can
perform guiding functions is a prerequisite of development, The crux
of the problem seems to be the philosophy underlying the actual reform,
namely, the character, strategy, methods, and scope of the reform itself,

The term “"thorough reform", which is considered of basic importance
for economic and social development, must be interpreted as a complete
overhaul or modernization of the administrative machinery and its components,
both human and structural, Reform does not mean that a dynamic modern
structure concerned with economic procedures will be added to or
superimposed on the traditional bureaucratic administrative structure,
but rather that the existing structure will be aliered and improved,

I{ is not simply a question of re-organization, of subdividing, merging
or eliminating offices, improving working methods, mechanizing,
rationalizing, and effecting budget savings, or reducing staff, Although

all this is necesaary, it would not be enough, or the results would not

3/ National Economic Planning and Co-ordination Council, Plan de la

Nacién para el Desarrollo Econdmico y Social 1965=1969, EL Salvador,
1964, ppe 5755764 '

/be lasting
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be lasting unless all the other elements which give life and substance to
the State-administrafion are also taken into account. Thorough reform
means a complete ehange of aLtitude at all ievels... | 7

In this case the strategy conceives a large—scale over-all and
1ntegral movement to re-organize all the components of publlc admlnlstratlon
in a sweeplng social reform,

Another admlnlstrat1Ve modernlzatlon plan states that it is necessary
to undertake an over~all programme for improving administrative sectors
that are vital for economic development, where up~to-date administrative
techniques may have most effect in solving the most preeSing problems,

" Although a partial solution adopted in one sdministrative sector
mlght be far—reachlng and have favourable results, it could hardly set
the whole Government on the path of reform, Reforms cannot be made '
| separately or haphazardly, without co—ordlnatlon or an ovep-all approach,
for there would then be a risk of merely transferrlng problems from one
sector to another. o

' Substantlal changes in a country's public admlnlstratlon can be

achieved only by tackllng 51multaneously all the obstacles in their way
and baslng the reform on administrative plannlng embracxng all sectors.

This represents over—all reform, though lunlted to public admlnlstratlon
_sectors which are 1mportant and have dlrect 1nfluence in the development
:process, modern technlques belng applled wherever they may have the
greatest;lmpact ‘ Balance and con51stency are achleved by admlnlstratlve
planning.

Br3211 is perhaps one of the few Latin Amerlcan countrles where the
strategy for administrative reform has been studled in the llght of
experiments which have been carried out over a sufflclently long perlod
for it be possible to make a vaiid examinatiOn‘of trends over three decades.

A/ Natioral Office for Ratiocnalization and Training in Public Administration
(Oficina Nacional de Racionalizacidn y Capacitacidn de la Adminis-
tracidén Piblica — ONRAP), Diagndstico de la Administracidnm Piblica
Peruana y Propuestas de Reforma, Lima, Perd, 1965, PPe 2~3

2/ National Economic Planning and Co-ordination Board (Junta Nacional

" de Planificaeidn y Coordinacidén Econdmica), Plan General de Desarrollo
‘Econdmico y Social, vol, I, book two, chapter 1V, Quito, Ecuador,
1963 s Do 294,

/In 1937
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In 1937 one of the most interesting reforms witnessed in the region
took place in Brazil, with the establishment of the Administrative Department
of the Public Service (Departamento Administrativo do Servigo Plblico — DASP},
Following a special strategy, the executive functions were centralized in
this department and were graduslly converted into stringent controls in
an endeavour to institute a vertical reform from the Office of the President
of the Republic downwards to all other government levels,

Some claim that "it was the selection of a strategy of control and
centralization that led to the failure of administrative reforms, and to
the downfall of DASP, conceived to be the vehicle of reform, The agency
became a target for hostility and frustrations, both political and
administrative, Considerable conflict with goverrmment agencies resulted,
especially with the Ministry of Finance .. jgecause 0;7 its rigid adherence
to the merit system and other structures”,

The DASP reform was authoritarian in character and was carried out
by a technical &lite which for a long time held a monopoly of the skills
that were the ideological basis of the reform, It was not a process in
which new ideas spread to other government levels, which is perhaps,
why it failed,

The use of an authoritarian rather than a persuasive strategy
explains why the administrative reform movement in Brazil was most successful
only under exceptional political conditions and it suffered its most serious
setbacks after the democratic system was re-established,

It is worthwhile considering whether or not this strategy was
conscientiously applied, or whether in fact no proper strategy was worked
out and it merely grew out of the needs and pressures of the political
and social period through which the country was passing when DASP was
organized,

e

& Gilbert B, Siegel, "The 3trategy of Public Administration Reform:
The Case of Brazil', Public Administration Review, American Soclety
for Public Administration (ASPA), vol, XXVI, N° 1, March 1966, pp., 53-5ke

/7 Kleber Nascimento, "Reflexoes sSbre estrategia de reforms sdministrativa:
2 experiencia federal brasileira", Revista de Administragao Piblica,
Fundagdo Getulio Vargas, N° 1, Rio de Janeiro, 1967, p. 23,

 /This is
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This is not the only case where, for want of a clear flexible strategy
that might be easily applied under the social, political and economic
circumstances prevailing in a country, the invaluable efforts to medernize
the administration were not so fruitful as might have been expected,

Latin American experience shows that administrative planning should
definitely include a careful examination of the shrategy to be used,
because of its importance for the success of reform programmes.,

| 5« Methodology

Administrative planning should be corried out on systematic lines,
Tt sheuld start with a careful examination and analysis of the public:
adininistration in order to determine its structure and problems, These
problems should then be quantified and classified by order of importance,
How can reforms be introduced without a clear knowledge of what has to
be reformed? . . .

The naxt step is the over-all pi'ogranming of the reform, This
involves the establishment cf gsneral objectives and policies, linking
one sector with another, estimsting the rescurces required, assigning
priorities, and choosing a long~-term strategy for achieving the proposed
objectives, _

This is the frame of reference for medium and short-term action.

Next comes the sectoral analysis and programming of administrative
reform, beginning with the priority sectors in the national development
activities, Since each sector is programmes as part of a fairly uniform
and consistent whole, they are not separate compartments acting independently
of each other, In certain areas, a nstwork of inter-relationships makes
it impossible to draw a clear dividing-line between them, These inter-
relationships should also be determined, analysed, and taken into account
in sectoral administrative programming,

Once & clear view is obtained of the over-all and sectoral
sdministrative pattern, the reform should be initiated by carrying out
specifie well-prepared projecits correctly in each sector,

/Rarely do
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- Rarel;y do favourable sltuatlons arise where all the political,
=a'a.ioc:.a.l and ecgnom:,c factors permit the launching of an over-all--
admlm.stratlve reform programe that is. likely to.be successful within .
the short. or medlum tem. In most.cases, because of the wide sphere of
_gction, the obst acles to be overcome, ond the shortage of human and
i‘lnanc;al resources, it is advisable to undsrtak= reforms wherever they
are most urgently need,ed, especially in areas which, in turn, may become
nuclei providing the driving force for broader, more far-reaching and
more dynam:.c reforms, ' s
' This is no haphazard attack on isolated areas., The goals at this
stage are those established in the over-all administrative plan ~ the
general frame of reference for partial act:.o*l - and ‘they are pursued by
‘means ‘of clearly defined sectoral programmes. - Reform genera.lly has to
start with whatever projects are politicé.lly and administratively i‘eas:.ble,
and therefore have the best chance of success; the resources available
must be used rationally so as to produce a mult*lpl.ler effect wh:z.ch 1-:111
speed up administretive reforn,

. 'Political, economic and sccial circumstances will also influence
progress in carrying out plans of administrative reform, There will be
times, more favourable than others, when reform will forge shead,  With
no more than a ready-preparéd outline of systematic action, it should be
possible to make full use of those generally fleeting moments, which are
often wasted because programming is not begun wntil they are actually there,
or, worse still, because action to modernize the administration at the -
over—all, sectoral or ‘project level-is initiated without any proper
programing, and without clear-cut gcals or’ adequate resources, with’ the
discouraging. results that might be expected.

The programme -of action should remain flexible throughout-its
implementation. It is vitally important to appraiseé the progress of the
reform, by'makin"g periodical comparisons vith the original plan, }%djustment.s
must be-made to the or::i.g"jnal'ovei'-'all and sectoral scheme with the emergence
of new factors wkich “eannot easily'joe foreseen at the oﬁtset. - In other words,
the original plan must not be rigid, On the contrary, because administrative
reform is a dynam::.c process and because it must be carried out in the political
and, soczal sphere, action to achieve it must always respect the principle

of innovation inherent in a constantly changing soclietye
: /This does
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This does not mean than the original plan sheuld be abandoned or
50 altered that it will be rendered completely useless, On the contrary,
by keeping the situation under constant review, and supervising and
adapting the programme, it should be possible over the short, medium or
long term to achieve ths original objectives, which, taken together, amount

to notidng iess than nation-wids administrative reform,

]

6, Resgources

(a) Human resources

The need for skilled manpower to carry out supervisory functions
has been widely recogrized by development planners, Practically all the
Latin fmerican universities have faculties of econcmics which train
economists for the ¢ivil service., These specialists and other groups of
technical experts have aroused interest in development planning in the
countries of the reglon and secured the increasing adoption of this procedure
in a nuber of cases, thereby making a valvable contribution to progress

in their respective countries.

As plamming evolved, it wes found more and more necessary to make it
an inter-~disciplinary procedure, not only at the over-all level of'programming
but also at the sectoral level and that of project formulation and
implementation, In recent ysars, a growing number of doctors, engineers,
architects, educators, and sociologisbs have received training and carried
out worthwhile experiments in planning.

‘BCIA (since 1950) and the Iatin American Institute for Economic and
Social Planning (since 1962) have done useful work in training a growing
number of Latin American planners who now hold key poeitiens in their
countriest development activities, '

Administrative planning, like economic planning, requires skilled
personnel, Without properly trained staff it is impossible to carry out
specialized studies or suggest solutions for complex problems which as has
already been said, cannot be solved by goodwill alone, '

Analysis in the administrative field is based on specialized investigation
of the components of the administration and of the political, econcmic, and
social envirorment in which they operates The shortage of qualified
administrative staff is the reason why "too little research has so far

/been done
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been done on the exact role of the administration in the develdpment process
to have a clear indication as to what kind of administrative organization,
structure, and procedures might be most appropriate".?

Nevertheless, no great effort has been made in Latin America to train
techrical experts in administrative reform. Little importance is attached
to it and negligible resources are sppropriated for.the purpose, The
reason is that this subject does not lend itself to spectacular political
action likely to reap immediate benefits, The whole problem is so vast
that immense financial and human resources are needed to resolve it, and
few Gevernments have had the courage to tackle the problem with energy
and decision. ' .

Several countries have virtually no specialized administrative personnel
of their own and they try to fill the gap with foreign specialists who do
not have the thorough knowledge of the real politicél, administrative and
cultural situation which is essential to the plamning of admiristrative reform.

%von technical planning agencies in most countries lack skilled
personnel, This is one reasst why they have so often failed to make a
serioﬁé'study'of the administrative problems of development and there
has been no detailed evaluation of the operational capacity of publie
institutions to ascertain whether or not the agencies concerned were really
‘capablé of impiementing the proposed plans, pfogrammes and projects, It
seems to have been taken for granted that they operate efficiently, although
it is plain that the national publie administrations are actually out—dated
and inefficient, |

It is not always realized that development planning goes far beyond
simple economic planning, and that political, cultural and social factors,
which have far more subtie and unpredictable implications than.economic
factors, have an important part to play in it, The social and political
factors include administrative factofs, which are not confined, as some
~ planners appear to believe, merely to adapting the administrative structure
to programrme and project requirements but are much more than that, i.e.,
complex problems of social change.

8/  Fed. van Hoek, "The administration of planning", Education for
Develovment Administration, International Institute of Administrative
Sciences, Brussels, 1960, Pel02,

/If the
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If the central economic planning agencies in Latin America, with
few exceptions, still lack skilled administrative personnel, the problem
is even more serious in the gcase of sectoral agencies and regional and |
municipal programming bodiese

However, the following sismns indicate that the present serious
situation may be expected to take a turn for the better: _

(1) The recognition, in several national dsvelopment plans and other
documents on development planning, of the importance of administrative
analysis in dealing with the administrative problems encountered in all
phases of the planning prbcess, and especially during implementation;

(i1) The growing idea that administrative problems, like any other
corplex development problem, should be deal® with by skillsd perscimel, whose
activities should form part of an over~all inter~disciplinary effort;

(iii) The knowledge and analysis of the results of the first experiments
in administrative planning carried out in certain countries, which, though
not all satisfactory, are exceedingly useful;

(iv) The entry into thz civil service of the first graduates in
public asdministration frem instivulions of higher education, which in
some countries have started to prowcte programmes of reform,

It is interesting to note that this growing interest in administrative
reform has been acecompanied in the last few years by the organization of
administrative training cenires in_mosb countries of the region, as shown
in table 1. Since this alsp is a recent movement, the training facilities
are not yet fully developed,

The main difficulties may be sumned up as follows:

(1) Training prosremmes are scldom based on a proper diagnosis,
analysis, and guantification of the kind and amcunt of training still
needed for civil servants;

(ii) Training is often given haphazardly and without establishing
essential priorities according to the needs of development plans, programmes
and projects;

(iii) Since there is no research into or analysis of the training,
very general courses are given to persons who oftén have no opportunity
of applying the knowledge they acquire;

/Table 1
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9T o¥ad

PUBLIC ADMINISTRATION TRAINING INSTITUTIONS IN LATIN AMERICA AND THE CARIBBEAN AREA
Type of training
o Tngtttut . Year. Post Shert Publio Busiae
suntry ng 1on Agency Logation t e gradw in- admin~ nass
‘ bilshed LooU~ Profofe uate  sorv~ lstra- adnine [o2eaTOh
: . profes~ 1ce  tion  Istrae
slonel ecourses tion
Hationel Irogremmes ‘
Argentina . Minlstry of Flnanea 0471) Service Traialng Buenos Aires 1958 X X
: _ . Department .
Bolivia Minletry of Finange Civil Service Fepartument lo Paz 7 X X
Bragil Govarnment of Brazil Branilian School of Piblde Riz de vanedroe 1545 . X X X X X X
Pundagio Gatuli.o Vargas 4iministration ’ . !
Chile Universidad de Chile fchool of Pelizi~al and TLiagd 1955 X X
d:izinlstrative Sclonces,
Faoculty of law and Scetel
Scisnces . .
Universidad de Chile - Ingtitute of Adminiatration Saxtiazo 1950 X X X . X X X
‘ {INSZRA), Faculty of Eionomios
Uolombla Government of Celombia Advancod-Schosl of Publio Bogotd 1958 X X’ X X X
hdminiotration {ISKS,
Coota Rica Univeraidad do Comta Dapartmont of Adwinistwation Sun J-58 X X
Rica : Foculty of Eoonomies and
S50iel Solenoes
‘Civil Servioe Treining Department Ban Jsaf 1953 X X
Administration .
Dominican Universidad Hasolonal ‘Schaol of Publie Admimdstration, Samic Domingo 1964 3 X
Republio Aukinoma do - Faculty of Eoonom!as . : .
Sante Lomings ) ) - ) ‘ ' v
Toshnionl Bureau of the National Offioe of Adminiziration Sante Demingy - 1965 X X
Offise of the Progsident and Pesgormel (CNAP), Troining :
Departasnt i
Eouador Univeraidsd Cantrel Selicol of Adwinlstration, auito 1958 X 3 X
del Revador Paouldy of Eocncmios and '
Adrinistretive Sclences’ ]
Universidad Central Inatitute of Administyative Quits 19¢€3 X X X X 4

4ol Eouador

Studiss atteched to 4he’
Sohool of Adpinistration

§*1/0€* Fuos 108/ 1S
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Country

Institutions

El Salvedor

Guatemsla

Guyana

Hondures

Mexioo

Paraguey

Trinidad and
Tobage

Uruguay

Vonezusla

Rutlenal Programmes

Universidad de
El1 Salvador

Ministry of Finanoe

Government of Guatemala

Teohnioal Burcau of
Publio Administretion

in the Office of the
President T

University of Guyana

Ministry of Education

Government -of Hondures

Universidad Naoional
Autdnoma .

Mexioan Institute of
Fublio Administration

Univaraidad de Panaif
Uni\rersida.;:l de Asuneién

Offioce of the President

University of the
West Indies

Universided de la
Repdblica

0ivil Servioe Commission

Agenoy

Type of training

Paculty of Eoonomics

Department of Administrative
Studies

National Institute of
Davelopment Adminlstration

Cantro for Tashntsal
Training

Faoulty of Public
Administration
Training Division, Civil

‘Servics Training Centre

Metional Institutae of
Publie Administration

Sohool of Political and
Sooial Seiences

and Buaipasa '

Paragusyan Schoel of Publio
Administration

National Office of Publie
Administretion Hatigqnallzation
and Training (ONRAP

College of Arts and Soienges

Faculty

Year Post fhort Pét:jl.io Busim
losation aste~ Exeou- Pi'ofes- grade A0 ta. Dess . Research
tive slona. istra-
profes- loe tion
Elished slonal oourses tion
School of Public Administretilon, San Selvador 1966 X X
San Salvador X X
Guatomala City X X X
Cuatemale City 1967 X X
Georgetown X b4
Goorgetown 1964 X X
.Taguoi'ga.lpa, X
‘Moxieo City 1958 b 4 X
. ’ © {started to
‘teagh publie
administration)
X X X
Sohool of Publis Administretion Fanama City X o U
o RS
Asuneién 1959 X e X X ": &
2
lima % b3 X %‘-
Y
Ste Augustine 1963 X ~
:
School of Publio Administration, Montovideo 1962 X X
School of Publio Administration Carecas X X X
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Post Shart Publie Busi-
Year grad- Ain- edmin- nggs
Country Institution Agenoy Location esta= Exeou- Profes= ;40 serv- istra- &dmin. hesearsh
blished tive glonal profes. ice tion 1stra
sisnal ocourses tion
International Progremmes
Central Governments of Central American Institute Sen Josd 195k X X X X
Amerioa and Costa Risa, El Salvador, of Publio idminlstraticn Copte Rion and
Panama Cuatemsla, Honduras, {1caP) courses in the
Nicorsgua and Panama, different
and United Nations pariicipating
Speolal Fund. sountries
latin Goverrment of Brazil Inter-hmerican School of Rfo de Janeire 1964 X X X
Amsrioa and. Inter-Americen Publio Adminlstretion Brazil
Development Bank (IDB)
Latin Latin American Paculty Iatin American School of Santlago, 1966 X X
Amerioa of Sosigl Solences Politioal Seisences and Shile
(PLACSC), latin American Publis Administration
Governments, UNESCO and
I8
Latin Governtent of Argentina  Inksr-dmeriocan Centre for Buenos Aires, 1966 X b4
Amerdica and Orgenization of Training in Publie Argentina, and

Ameriosn States (0as)

Administretion (CICAP)

gwurses in the
different
partioipating
otuntries
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(iv) Almost nothing is known about the type of training that should
be given at the different levels cof the public administration,

~ For example, it is expected that specialists or executives capable
of framing policy and directing micro-snalysis and administrative reform
activities can be trained through short in-service courses although it is.
doubtful that this type of training programme "can provide 'a comprehensive
understanding of the development field!, This requires a solid academic
course as early as possible in the career, and continuous study and
experience throughout the career’, Y

(v) In several countries there is no university education in publlc
administfatlon. It is therefore impossible to find specialized personnel
with enough iraining to undertake planning or to form the necessary number
of well-trained university teachers;

(vi) There is often complete ignorance of the difference between
academic, training in the science of public administration and in-service
training. Although both are essential and complementary, it frequently
happens that only the second type of training is used to make good the
shortage of human resources for administrative development,

The Latin American countries need a type of personnel that is in
very short supply in the region: the university-trained professional
administrator, who is capable of  advising the Government on the administrative
reform policies to be included in the development programmes, and of
assuming an execubive post in the public sector, A specialist of this kind .
should have & broad understanding of the new concepts of economic and
social development, and should be able to relate them to the political and
administrative principles underlying the management of the business of the
State, Be should also.have a wide knowledge of the politiecal and social
sciences, and a solid grounding in economic theory, and be thoroughly versed
in modern administrative techniques. :Such a specialist cannot be trained
by taking short courses now and again; but must be trained in an institution
of higher education if he is to acquire a thorough knowledge of the above-

mentioned subjects,

9/ Robert S, Parker, "The case of a highly undeveloped country"
Education for Development Administration, ope ¢it., pPe 73e

/(vii) In
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{vii) Ir several countries whose universities have schools of public
administration, the curricula are entirely unrelated to national development
needs or to the technical and professional level which should be attained
by graduates from institutions of higher education, These institutions
therefore turn out only medium~ or low-grade personnel without much
technical training;

{viii) Academic education in public administration cannot take the
place of in-service training, however, The aim of the latter should be
to provide quick training in a particular technique which can be applied
immediately and make the trainees more efficient and productive in the
Jjobs they are already doing;

{ix) In-service training also leaves much to be desired, Programmes
are often organized without considering priorities and without allocating
the resources to the sectors and levels where the best resulls could be
obtained;

‘(x) In~service training has been conducted more on the lines of
courses for staff in subordinate positions, The countries have had little
or no experience in training executive and supervisory staff, who are so
important for national development, Iowever, in spite of these initial
shortcomings, it is encouraging to note the growing number of training
institutions that are being.estsblished and the first-fruits of their
activities in Latin America, Intensive work in this field is now being
done in a number of countries; the first groups of specialists are graduating
from the universities; in-service training institutions are studying ways
and means of improving their programmes, A1l invesiment and efforts in
this ficld have a far-reaching multiplier effect,

The profession of skilled administrator is a new one in the area,
but the industrial revelution that is taking shapé in Latin America has
created a need for specialization which has. given rise to new occupations,
This trend has been reflected in goverrment, where more and more specialigts
are being erployed in practically all spheres of government action, including
the up-to-date administration of the Govermment itself,

In addition, more qualified administrators will be needed also in
private enterprise in those Latin American countries which manage to step

up the rate of their industrial development. There are already -several

/areas in
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areas'in which pfivate enterprise'ié'beginning’to draw qualified

admlnlstrators away fram the publlc sector and g1v1ng the Goverrment:

stiff competiticn in the labour market-

(b}  Organizational resourges o . _ ‘
It 1s an accepted fact 1n speclallzed circles thet planning must be

backed by an organlzatlonal machlneny which will guarantee that it will

be a permanent featurqiand a contlnulng activity of the public sectors

Moét‘;atin;American countries already have a central planning office,
located in different parts of thé'gdvefnmént structure, There is also a
recognized need and a move to establish sectoral plenning units which will
carry out this function at fhe"ministerial levely and the intention ig for
them to operéte inré co-ordinated fashion under the guidance of the central
office, o ' :

.Considerafion has also been given in recent years to the necessity -
of setting up fegional pianning institutions with'a view to decentralizing.
planning and bringing it more into line with actusl geographic and social
conditions, vhile using it to co—ordlnate local or munlclpal devel opment
activities in each area.

Just a8 econemlc and SOCl?l plannlng must-operate through the .
appropriate 1nst1tut10ns to make it a lastlng, dynamic, and contirmuing
process for guldlng the countrles' economlc ‘and social life, administrative
planning. should also ‘be Jnstltutlonallzed, since it is -equally important .
for the efflclent operatlon of the plannlng agencies which. formulate and
implement development plans and programnes. .

Morsover, even if there was no gconamic and social planning and
development was left to the free play of market’ forces, there would still
be a. Just1f+catlon for administrative plannlng to increase the productivity
and efflclenqy of the publlc adnlnlstratlon, .

If the 1nﬂt1tutlonallzatlon of economlc plannlng is still very recent
and 1ncomplete, that of‘adplnlstratlve plannlng is even more so, .

There are very few spéciaiized bodies in the region for:carrying on
administrative planning systematically and relating it te econcmic planning,
Some countries have made great strides in this direction, and have

established units for administrative planning in their central planning

Joffices; others
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offices; others have experimented with locating these units in the Ministry
of Finance, usually under the budget office. ~Others again have set them
up directly under the Office of the President of the Republic, following
the same institutional set-up as for economic planning, .

It is only in exceptional cases and somewhat sporadically that
administrative planning has been co-ordinated with economic planning, Even
where it comes under the jurisdiction of the central planning agency, it
has been extremely difficult to to integrate the two funetions or to arrive
at any understanding between the technical staff of the economic branch
and the administrative branch.

Scme countries have gone a step further., In an effort to integrate
the two functions with each other and with higher executive functions, such
as budget management, staff management and statistics, théy have recently
combined them in an institution which.is usually known as the Technical
Bureasu of the Office of the President, where a high-ranking govermment
official is responsible for co-ordination,

These experiments are still too recent and their resulis too
dissimilar to show whether such organizational measures will really serve
to promote understanding and co—ordinaticn in respect of administrative
and econcmic planning, First impressions suggest, however, that much
more is required than the @stablishment of integrated sturctures to
introduce some kind of coherence between these functions, It must be
made clear that a particular form of organization or the introduction of
structural changes is no guarantee, in itself, of success in administrative
planning, Organization and integrated structures help to achieve
successful results but they cannot bring them about alone., A sweeping
change in the attitude of administrative planners is necessary.also, which
may come with the advances being made in the theoretical disciplines upon
vhich their work is based, and with more experience in applying them; as
the planners meet with serious problems and discover that the best way to
deal with them is through. inter-disciplinary action,

/As shown
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As shown in table 2, the organizational trends followed by countries
which have established institutions for administrative planning may be,
grouped as follows: ‘

(i) Central égencieé at the sectoral level
In some Latin Amerditcan countries*'ihe central agency for administrative

planning has been placed in one of the most influential sectors of the
public administration, usually the Ministry of Finance, uﬁder the budget
office,

This trend started mainly as a result of the desire of the Ministries
of Finance to reduce operating costs in the public administration, and it
was based on the principle that, through their budget offices, they should
exercise control over the public funds and turn them to better account,

They subsequently sought through this function to streamline the
financial sector in order to facilitate activities such as tax collection
and control, customs operations, the provision of supplies for government
activities, the mechanization of public accounting, ard, in particular, the
budget process. '

Some countries believe that administrative planning is no more than
a fairly useful auxiliary instrument for budget programming and executions
and indeed, in most cases where the central administrativé planning beodies
form part 6f the national budget service, that is really what they ares They
perform administrative micro—analyses of budgeting methods and procedures
and operate almost exclusively on a short-term basis,

Because of their status, they are unlikely to have much influence on
the rest of the public sector. Other ministries seldom accept suggestions
for streamlining the administration from a body with_no more authority
than their own; and they are even mofe reluctant to allow the techniéél
staff of another Ministry to take part 1n ar to investigate their operatlons.

Under these circumstances, there is 11tt1e llkellhood that the
appropriate institutions for administrative planning can be set up in
other goverrment sectors to form an integrated system like that used for
economic planning; l.e., a central nucleus with regulatory, guiding,
cc~ordinating, and evaluating functions, and regional and local sectoral

wits whose functions would be subordinate to those of the central agency.

/Table 2



ST/ECLL/Conf a30/Le 5

Page 24 Table 2

LOCATION CF CENTRAL ADMINISTRATIVE PLANNING AGENCIES
IN THE GOVERNMENT STRUCTURE IN LATIN AMERICA

In 2 bureaun ;
At the sectoral of the In the In a

Country level, in a Office of planning technical

Ministry the President authority department
Argentina X g/
Bolivia X
Brazil l_a_/ _;a_./
Chile X
Colombia X
Costa Rica X
Dominican Hepublic X
Ecuador X 5/
El Salvador X
Guatemala a/
Guyana X
Honduras X
Mexico X
Nicaragua X
Panama . X
Paraguay X |
Peru X
Uruguay X
Venezuela X

a/ Being established.

3/ In Brazil, administrative planning was a funection of the Department
of Civil Service Administration (Departamento Administrativo de
Servigo Piblico — DASP) from 1937 to 1966, passing thence to the
Ministry of Planning in 1967.

1% There has been a Planning Office in Ecuador since 1962; it was attached
to the Technical Bureau of Administration in the Office of the President
of the Republie from 1963 to 1965, and subsequently to the Ministry of
Finance,

/Even where



ST/BCLA/Conf .30/1.,,5
Page 25

Even where planning facilities have been established in other
government sectors, there is little chance of their exercising influence
from a ministerial position. -

Nevertheless, there are some favourable points about this system.

If a central administrative planning agencj‘succeeded in overcoming the
disadvantages of ite position and produced long-term reform.plans‘and
programmes which had the Pr931dent's support, it would be in a good
position to introduce them on the basis of the budget process. There is
enormous bargalnlng power 1mp1101t in the preparatlon, dlscu551on, and
adoption of the budget, although in Latin America admlnlstratlve planners
have not yet.managed to use it to achieve the reforms they are seeklng

to introduce, o - ) o

The procedure of centrallz1ng administrative plannlng in one sector,
usually the Ministry of Flnance, has been adopted by the following countries

of the reg10n°'

Argentina - 1 Salvadoer
Bolivia - ‘ Guyana,
Brazil . ' Honduras
Chile ' ' Nicaragua

Ecuador (also in the case of Paraguay
over-all planning)

'Pr651dent'oirthe Pegublle . S ,
The establlshment of an administrative unit- dlrectly urder the Office

of the Pr351dent is consistent wmth the classic administrative principle
governing the location of superv1sory funetions- in the govermment structure,:
The superv1sory functlons 1nclude advisory ard regulatory functions,
programmlng, co—ordlnatlon, technical control, and appraisal,
They support the action of high-level executlves, providing a means
for mere efficient d60151on—mak1ng and a more consmstent direction of the
complex operations of modern governmemt. YAt the hlgher levels of
administration, the administrators need many highly specialized administrative
services, At the highest levels of central governﬁent administration, '
administrators face environmental challenges of enormous complexity amd must

call upon specialist services of increasing complexity."lg

;&y Bertram M, Gross, "The administration of econgmie M?velopment planning:
principles and fallacies" (United Nationms, ST/TAC/M/ 32), p.8.

/Administrative planning,
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Administrative planning, like economic planning, is clearly a
supervisory function, It should accordingly be institutionalized broadly
along the same general lines as economic planning.

Administrative planning is located close to the higher executive
offices not only because of the assistance it gives them but also because,
like economic planners, the administrative planners need support if they
are to carry oubt thelr programmes and projects,

This position also gives administrative plamning equal functional
authority over &ll govermment sectors, provided that it has the backing
of the senior executives it serves,

Athough in theory this position should facilitate co-ordination
with economic planning, since the two functions would have the same
administrative status, this has not been the case in practice,

Some of the factors that have kept the two goverrment functions
apart may have been the diffsrent degree of scientific development on which
they are based; the marked gap between the level of professional training
given to economic planners and to administrative planners, which has only
recently been partially closed in some countries with the establishment
of university schools of administration; and the act theai economic planning
procedures are mors advanced.

There is an evident lack of communication between economic planners
arxd administrative planners, even though the two functions are interdependent
and complementary, since while economic develcopment planning established
what should be done to attain the highest possible degree of well-being
in a soclety as a whole, administrative planning indicates how it should be
done, i.€., what administrative instruments are required, The former fixes
the target and the latter the course of action and the operational procedure,
Economic planning sets a goal far ahead, while administrative planning
indicates the modus operangif;;

11/ Alvaro Rodrfguez Reyes, "Administracidn Péblica y Desarrollo Econdmico,
Tesis Resendiz, Mex1co, 1963, Pa 105o

/Nevertheless, the
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- Nevertheless, the disjunction of the two functions is observable even
in countries which Have endeavoured to integrate them in a single agency.
It should not be thought, therefore, that their dissociation is due only
to structural factors; it is also due to other difficulties of a 3001al,
professional and psychologlcal nature which are much more complex and '

difficult to solve. .

Colombia, Peru and Venezuela are the countries which have establlshed
administrative plannlng bodles under the direct authority of the QOffice of
the President,  In Mexico, admlnistratlve planning is 1n1tlated by the
Ministry of State attached to the Office of the President. Because the
special functions of this ministerial agency are to support and serve the
Office of the President, it is in fact functionally eloser to that Office

than the other ministerial bedies.

(iii) Integration of economic planning n

Some countries which were quick to discover the 1nterdependence of
administrative and economic planning and the vital 1mportance of integrating
them have combined the two functions in a central planning agency,

Joint action and team work by spe01allsts in the two branches of
planning have produced encouraglng results, particularly in those countrles
which were among the first to prepare development plans that included L
programmes of administrative reform to ensure that the plans themselvee
could be implemented, ; ‘ . _ .

Ecuador followed this Lourse, establlshlng an office for admlnlstratlve
planning in the Planning Department in 1961. This office was most‘actlve
in preparing a programme of govermnment reform, which was iﬁciuded iﬁ the
first over-all economic and social development plan for 1°6hm73. .

, In Argentlna, too, the structure of the Nationzsl Development Gounc1l
(Consejo Nacional de Desarrollo —_GONADF) in the Office of the_Pr631dent
prevides for an adminietrative‘planningepnit, which hae jet to be,ihcorperated.
A Two countries have gone a step furthef Ey integrating three supervisory
functions in the central plannlng agency': economic planning, admlnlstratlve
planning, a»d budget management. The aim was to achieve direct co—ordination
of the budget and make it an instrument that would effectively transieﬁe
development ahd administrative reform ﬁleﬁs into fineneiel figuree. |

/Costa Rica
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Costa Rica is at present the most go-ahead example of this trend, It
has a well~established institutional framework for economic planning at both
the central office and the sectoral level, The co-ordination between the
budget and the plan is outstanding, Yet administrative planning, particularly
over the long term, has failed to develop at the same pace as the other two
functions, It is used rather as stop-gap to remove short-term administrative
obstacles to the execution of programmes and projects in any sector,

Uruguay is also working on the integration of these three functiqns
in the Central Planning and Budget Office located in the Office of the
President of the Republic, Here administrative planning will be an auxiliary
function ¢f the budgét process,

 Uruguay's National Development Plan for 1965-1974 is an example of
the mest careful ard advanced administrative planning to be found in any
over—all development plan in Latin America.

(iv) Integration of the supervisory functions
There are schemes for providing even more integrated facilities for

administrative planning than those described above. They represent attempts
to link all the main supervisory functions with the Office of the President,
combining them in a single unit which is usually called the Technical Bureau
of Administraticn,

The purpose is to form an auxiliary multi-disciplinary advisory body
of great flexibility which would provide the dynamics for the pramotion of
economic development.,

The integration of economic planning, administrative planning, staff
management, budget management, and statistics is calculated to provide the
top level of the national executive with the most important institutional
instruments for the foremlation, implementation, supervision, and appraisal
of plans, programies and projects, This is undoubtedly a conception of
functional co-ordination which deserves careful consideration,

In theory, the advantages of such an agsncy are fairly obvious. The
budget would serve as an instrument for the implementation of both econcmic
development and administrative reform plans, programmes and projects. If
these were prepared with due regard not only for their economic implications
but also for the financial, institutional and staffing cocnsiderations involved,
they would have a far better chance of being put into effect,’ Properly

/directed statistical
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directed statistical activities would supply information for economic and
administrative plahn;ng, and budget and personnel management, thus providing
a sound basié for programming, execution, supervision, and appraisal,

In addition to integrating these functions in a central agency closely
connected with the top-level national executive, attempts are elso being made
to group them at the ministerial level, through the establishment of sectoral
units which would co-operate closely with the top sectoral executive, These
‘units would be given technical guidance and support in their specialized
ectivities, and they would be co~ordinated by the centrzsl agency at the
presidential level,

Despite its theoretical atiracticns, this way of‘institutionalizing
administrative planning, in practice, runs into difficult political and
operaticnal problems,

The emesrgence of'a tzchnical agency exercising considerable influence
on government policy-meking and with the capacity to measure the progress of
government programmes in all sectorsy is resented by the'Establishment,
accustomed as it has been until ncw to a certain independenée df.decision and
operation, Until comparatively irecently the Office of the President has only
had auxiliary poiitical and administrative departments with essentially
traditional functions. In view of the complexity of modern govermment and
its increasing intervention in new and vital economiclaﬁd social sectors, the
highest executive authority now requires auxiliary machinery which will
facilitate.the diréction; supervision, conitrol and éppraisél of the
implementation of go.'vermnent} policy and programmsas. When atteinpts are made to
introduce co-~ordination this often restricts the existing freedom of action,
and the agency introducing it frequently encounters oppositicn and distrust
on the part of the traditional administrative bodies. |

The concentration of the superviaory functions in one agency and their
tremendous influznee on deéisionrnmking at a high public policy level also
give rise to the fear that the technical departments might cap the Ministries
themselves. It is not realized thal they aci merely in an advisory amd
avxjliary capacity, and it is fsared that they might bscume decision-making
and gxecﬁtive bodies,

The integration of these functions in one bedy also enables the forces
opposi@g the pew regulatory functions to concentrate their fire, In a dispute
it is eésier to attack a single agency than several different ones, and to blame

it for every problem under the sun,
/The human
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The human obstacles to the integration of administrative and econcmic
planning -~ lack of training and professional calibre and difficulties in
communication ~ have already been discussed in this paper. When these
functions have to be integrated with two or three others, the difficulties
inerease proportionally,

Integration of this kind was up against complex problems of personnel
management and training.

Such agencies should be directed by men of superior calibre who are
fully accepted by the highest national executives. The authority and
responsibility implicit in these functions are such that the man at the helm
cannot succeed in his task unless he has a clear over-all conception of
goverrnment, a sensitive approach to all the functions under his control, and
great acuteness in foreseeing the many financial, political and social
repercussions which such an agency's activities must have throughout the public
sector, Men who have all these gualities and are capable of applying them
with energy, poise and discretion, are hard to find,

The shortage of technical personnel with adequate training and experience
also hampers the operation of a department of this kind, not only because a
large proportion of the national cadres of qualified personnel is concentrated
at the heart of the government and this impedes sectoral action, but also
because these new auxiliary functions of govermment control are carried out
by people without sufficient political experience., In several countries, the
young technicians are undoubtedly well trained and professionally able, bub
there is a tendency to believe that technical measures for dealing with
national problems are gocd merely because they are technical. In extreme cases
they are even contemptuous of legislators and political institutions. More
than once these attitudes have had unfortunate repercussions on the technical
bodies themselves, which have received the political backlash resulting from
proposals and programmes whose political feasibility had not been properly
considered,

In spite of the obstacles encountered, this way of institutionalizing
administrative planning 'should not be discussed out of hand. Although it may
not be ldeal, it is an interestihg solution because of its potential for the
administrative development of the Latin American countries,

The trend towards grouping a number of supervisory functions in a single
agency began in Latin America in 1937, when Brazil established DASP in the

/office of
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Office of the fresident of the Republic. This department was set up to
exercise the functions of administrative planning,- budget maﬁagement, staff
management, and government purchasing. It was the point of departure for a
movement of administrative reform in Brazil, encouraged by an élite of

. technically-trained administrators,; who succeeded in starting a veritable wave
of reformist thinking in the public administration of Brazil.

DASP had great drive during its early years., It adopted a particular
strategy of administrative reform, “that of the centralized agency structure
with powerful control functions; manned by a technical é&lite with a monopoly
of skills“.ég/

After President Vargas'! first term of office, DASP gradually lost its
influence and some of'its functions and some very valuable staff members were
transferred to other bodies, This does not mean that the experiment failed,
On the contrary, the department gave invaluable service to Brazilts civil
service, not only by helping to form the growing group of experts which has
encouraged administrative reform for three decades, but also by providing the
rich fund of experience which this experiment has contributed to administrative
reform in Brazil ard in other countries that have adopted it as a model,

Panama has followed the same course, setting up the Department of
Planning and Administration as an advisory and auxiliary service of the Office
of the President in 1959, with the functions of economic planning,
administrative planning, budget management and personnel management.

The Office of the Controller continued to be responsible for the
co~ordination of national statistics, and this function was not, therefore,
integrated with the others.

In this case, the supervisory functions have been more succéSéfﬁlly
integrated in the central government agency than in the various sectors,

The Dominican Republic also set up a technical department in the Office
of the Presidént at the end of 1965, with responsibiliﬁy for co-ordihaﬁing the
work of the National Planning Office, the Organization and Personnel Office,
the Budget Office and the Statistical Office. An effort is being made to
integrate the functions of these offices in sectoral units, and this has been
achieved in the case of agriculture, industry and health.

It is difficult to direct these functions in a co-ordinated way, because
long— and medium-term economic and social goals have not yet been established,

12/ Gilbert B, Siegel, op. ¢it., p.53. :
_ /because of
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" because of the rapid turnover in the shall specialized staff at the disposal of
the department, ministries and other public agencies, and because of the acute
shortage of technical personnel to carry out the new advisory functions.

- Steps are now being taken to train personnel for supervisory and advisory
posts, both at universities and through an energetic programme of intensive
in-service courses.

Administrative planning is carried on despite these problems, A general
diagnosis has been made of the public sector and an over-all programme has been
prepared for setting up a planning system and reorgenizing the machinery for
their implementation in an effort to introduce some kind of coherence inte
government activities. Work is now going ahead on sectoral administrative
planning. Thus, at that level, administrative planning goes hand in hand with
economic planning.

Other countries also have endeavoured, or are endeavouring, to integrate
these functions, scmetimes in two technical departments attached to the Office
of the President, one for economic affairs and the other for administrative
matters.

Guatemala, which until recently had one central planning office, is now
establishing a new department in the Office of the President with responsibility
for administrative planning, personnel management and in-service training,

In 1963, Ecuador concentrated its supervisory functions in two.bodies:
the National Planning Board, which in addition to its planning functions was
also the central authority for statistics, and the Technical Bureau of
Administration, with the functions of administrative planning, btudget
management, and personnel management. The latter existed up to 1965, for the
first time achieving reasl co~ordination between the budget and the plan and an
effective appraisal of the administrative means acquired to carry out prograrmes
and projects.

Despite its unquestionable theoretical value, the Technical Bureau of
Administration encountered obstacles in the shape of political opposition to
its reforms and professional susceptibility., Errors of strategy were committed
in carrying out the reforms and in introducing new solutions, owing largely to
the youthfulness and political inexperience of its staff of experts, It was
nevertheless a valuable experiment, which for the first time promoted the
discussion and investigation of possible solutions to Ecuador's problems of
development administration.

To sun up, the Latin American countries are paying increasing attention

to the question of institutionalizing and integrating the supervisory functions
/related to
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related to development, Each country seeks its own solutions, and takes
advantage of favourable -circumstances to set up specialized bodies on- a

permanent basis to achieve them,

7. Features of administrative planning -in Latin America

Interesting experiments in édministrativé planniﬁg'have been carried out
in the region, Unfortunatelj,'scarcely anything is known about them outside
the countries where they have taken place, becduse of the inherent tendency of
developing nations to operate in watertight compartments, with little or no
communication between them, _

Many of those experiments would be extremely useful to other countries
which face essentially the same administrative problems and which would benefit
from applying measufes tried out under similar conditidns, mubtatis mutandis, in

their own enviromnment, Through a greater exbhange of experience it might also
be possible to avoid the repetitioﬁ of costly mistakes, which often delay the
process of administration when measures or policies that have already proved
unsuccessful are adopted, . ' | ‘

Research, analysis and exchahée'of infomation in reéﬁect of the following
activities are considered essentialt _
(a)  Quer—all administrative planning

There are several cases in Latin America 1n whlch economlc planning

and admipistrative planning are integrated in an over-all development plan,

(1) Beuador's Qver-all Economlc and Social Develaggent Plan, 1961~1973,

(vol. I, chaﬁter'IV HLa organ1zac16n para el Plan de Desarrollo vy la

reforma administrativa", pp. 2&0—390) contains a general dlagn051s of the

administrative problems ‘which are hampering the development process, and a-
programme of reform at all government levels, from the Office of the Pre31dent
down to the mun1c1palit1es.

Both the diagnosis and the programme were prepared in falrly detalled
form for the central government, and along somewhat more general lines for the
rest of the public sector, Their execution has given rise to far-reaching
administrative reforms, especially in the first two years covered by the
development plan, - .

(ii) In Honduras, the National Economic and Social Develorment Plan,
1965-1969 (vol I, chapter VI, "Medidas de organizacién y reformas admini s~
trativas del sector pdblico", pp. 254-362) presents a programme for

defining planning, budget and statistical procedures, and partially

/reorganizing the
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reorganizing the ministerial structure. It also sets forth some general
ideas on the necessity of co-ordinating the activities of the central
government with those of the autonomous bodies of the public sector.

Although the programme is not based on a detalled analysis of the
administration at the time the plan was drawn up, the section in which
the national planning and budget procedures are analysed is very specific
and even includes draft legislation relating to them.

There are some considerations regarding sectors, in particular,
suggestions for the establishment of a Ministry of Industry and the
redistribution of certain functions among the other Ministries. No effort
is made to programme regional or provincial and local activities, or
the remzining functions, namely administrative planning, personnel
managenment, statisties, accounting, and control.

(iii) Uruguay’s National Economic and Social Dewelorment Plan,
19651974 (vol, IV, which deals with the plan for the public sector,
pp. &d. 1 to Ad, 2) contains a programme of administrative reform which
is the result of a through and detailed diagnosis of the prevailing
situation, It provides for an equally large-scale and detailed programne
of action designed to introduce significant changes in thé legislation,
organization, and operaticnal procedures at all government levels,

This is one of the most comprehensive attempts at administrative
plaﬁning in Latin America in so far as diagnosis and the formulation of
a programme are concerned.

(iv) Chapter VII of Bolivia's Two-Year Economic and Social Development
Plan, 1965-1966, deals with the structural reform of the public
administration, Without being based on a detailed diagnosis, it

contemplates a programme of administrative reform for the Office of the
President, the Ministries and public services, the planning and budget
proéedures, the financial and tax system, and the system of national
statisiics.

(v) In 1965, Guatemala's central agency“for economic planning
prepared a diagnosis of the national economy and its future development
prospects, It includes a first attempt at defining the administrative

/questions which
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cuestions which have an impact on national developman&.lE( It expresses .
regret at the lack of administrative analysis and planning in the
country, saying that, in spite of all the Govermmentt!s good intentions
to secure the necessary changes and reforms in the public administration,
it had proved impossible to formulate a process of basic reorganization,
for want of a prior study in depth of the origins of the different
administrative practices which had been in force ever since the
achievement of independence.l .

(vi) El Salvador, in its National Economic apd Social Develorment
Flan, 1965-1969, briefly analyses. the problems of public admin:i.st.rat:i.on.'J‘"2

Besides a few suggestions regarding changes in the planning system, -
this attempt at an over-all analysis includes some -observations on fiscal
and budget management, the pension scheme, the civil service, and the
reorganization of ths Ministries and autonomous bodies, ineluding the
municipalities. It suggests that co-ordinating machinery should be
established for inter-ministerial activities connected with organization,
methods, and iegai reforms, 7 ‘

This study is only a preliminary diagﬁosis of administrative
problems in El Salvadér,'which shduld eventually be extended in coverage
and depth. It is nevertheless significant that.tﬁe ideas it contains
were included in the national &eﬁelopment plan, ' | |

o)
o o

These experiments in iﬁtégrating economie planning and administrétive
planning at the cver-all level in Latin America are a sign of the desire
of Latin American planners to find ways of making planning a continuing
process, They are undovbtedly bear witness to the dynamic character, of

their planning .

;3/ Secretariat of the National Council for Economic Flanning, La situacidn
del desarrollo econdmico v social de Guatemala, chapters IV ard V,
PPe 164-228, Guatemala, 1965,

1/  Ibid., p. 218.
15/ National Plamming Council (Consejo Nacional de Planificacidn —

CONAFLAN), Plan de la Nacidn 1965-1969, chapter XIII, pp. 559-592.
/Although most
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Although most of these attempts at over-all administrative planning in
the region should be regarded merely as first experiments, it is to be hoped
that they will serve as the basis for a more systematic, scientific and
consistent approach to the analysis, preparation, implementation and
supervision of programmes of administrative reform, to be carried out
simultaneously and integrated with each phase of the over-all economic and
social development plans, In this way, over-all development plans will
take due account of their administrative feasibility, which will increase
the likelihood of their being implemented.

Administrative planners in the region are facing a tremendous challenge.
The acceptance of administrative planning as part of the national planning
effort demands from them a great deal of initiative and a solid background
of scientific¢ research and training.

o]
o o

In other cases, administrative planning has not been completely
integrated with economic and social plamning, either because the latter type
of planning was still unprepared to absorb the former, or because they were
carried out by separate institutions on an unco-ordinated basis; but these
activities were governed by a single planned development policy, and there was
some informal contact between administrative planners and economic planners,

(1) In Colombia, administrative planning and economic plamning '
developed concurrently but were not integrated. A% one time, administrative
reform was progressing more rapidly than economic planning. There is no
question that Colombia is one of the Iatin American countries which has been
most active and has accumulated most experience in modernizing the
administration for nationzl development,

Studies on the public administration have been carried out in Colombia
for many years, In 1950, Mr, Lauchlin Currie made a report on the reorganization

of the Executive Brainch of the Government of Colombia (V"Reorganizacién de la

Rama Eiecutiva del Gobierno de Colombia'), which gave the first great impetus
to and was the point of departure for the whole movement of refcrm;

Act 19, covering an ambitious programme of administrative reform, was
passed in 1958, Its objectives are:

(1) To assure co-ordination and continuity of government action in

accordance with plans for progressive development established by law;

/(2) To
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- (2) Ta _guarantee the continuing employment and the technical callbre
of government off1c1als and .employees;. : ‘ '
(3) To promote a rational organization of the publlc services and
the decentrallzatlon of those which might operate more efficiently under .
the superv131on of the local authorities;
(4) To slmpllfy and reduce the cost of formalities and procedures,
(5) To avoid duplication of work or the overlapping of functions;
(6) To facilitate an adequate administrative control.16
Cne of the most.important steps in modernizing the administration in
Colombia was the organization of institutions and systems that were
considered to be of vital importance for the development process: thg
National Planning Council, the Planning Administration, the Civil Service
Administration, the Depariment of Organization and Iﬁspection of the
Public Administration, the National Statistics Administration, the Higher -
School of Public Administration, etcs Unifed Nations technical assistance
missions played aﬁ,important part in introducing these reforms.
(11) Tn 1965 Peru's National Office for Rationalization and Training in
Public Administration -~ an executive unit of the Office of the President -
with responsibility for administrative planning and the training of eivil

servants - prepared a diagnosis of the Peruvian public administration and

put forward proposals for introducing reforms ("Diagndstico de ia Adminise
tracién Péblics Peruana .y Propuestas de Reforman). o
'This constitutes a large~scale prograrme of administrative reform

based on a detailed diagnosis of the actual situation in the central, '
regibﬁal and local gévernment administration, The analysis and”programme K
deal w1th each sector in detail. :

There is no doubt that this study is a- Valuable contrlbutlon to the -
develcpment of Peruls adm;nlstratlon, but it is as yet too early to =
appraisaﬁits resultls,

(iii) In the Dominican Republic, the National Office of Administration
and Persomnel, attached to the Technical Department in the Office of the
Presidert. completed a study in 1965 on economic and social development

16/ Barico de la Repfiblica, Reforma Administrativa en Colombia, Bogobs, 1961,
Pe 2

/administration (la



ST/ECLA/Conf .30/L45
Page 38

administration (la Administracifn del Desarrocllo Econdmico v Social en la

Repiiblica Domgnicana). It comprises a general diagnosis of the
administrative problems affecting the country, and a programme of
administrative reform designed to build up a system of economic planning

-~ for which there was only a weak central unit - introduce it in the
various sectors, and integrate it with the other top-~level executive
functions., It analyses the sectors, the regional situation and the leecal
goverrments and suggests measures for improving them and integrating them
with the national development efforts. '

This programme is now being put into effect, and it helped to spark
an administrative reform movement which was very active during 1966.

-{iv)} Trinidad and Tobago does not follow the practice of
preparing over-all administrative plans to acdcompany over-all or sectoral
economic plans,

The five year development plan for 196L~1968,é2/ however, reflects marked
concern for the administrative aspects of planning, especially in relation
to shortages of manpower for carrying out the plan and the establishment
of new executive bodies to execute some of the major sectoral programmes.

Much of the diagnosis is devoted to analysing planning institutions
and the procedures used for preparing, discussing, adopting, implementing
and supervising the plan, In sectoral programming, the emphasis is on
co-ordinating the activities of the different Ministries and ministerial
action with that of the central planning agency. '

The following are considered to be the main requisites for 1mprOV1ng
planning and the govermment administrative machinerys:

(1) Ministers should participate fully in the planning process, In
each executive body there should be planning officials and committees with
responsibility for preparing and superv151ng the implementation of sectoral
plans;

(2) The functions and their division among the various units taking
part in the process should be clearly spec1f1ed

1/ National Planning Commission Draft, Second Five-Year Plan, 1964~1968,
Trinidad, Goverrnment Printery, 1965,

/(3) e
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(3) The procedures for drawing up and executing pro;ects should be:
.1mproved by establlshlng statistic¢al 'and costing sections, oreparlng
progress reports on all important projects for submission to the National
Planning Commission and ensuring more careful supervision of projects in
the field; -

(L) An 1nten51ve _programme of in-service training should be carried
out for techniciahs and administrators, particularly in the flnan01al
._control and plannlng ‘of development; ,
| (5) A sound eyetem should be deviséd for -issuing progress reports
on the Plan, and the annual reports of the Ministries should be overhauled
so that more attentioh‘is,given“to information on progress towards the
specific goals of the Plan;

~ (6) Steps should be taken to remedy the shortage of qualified
personnel, especially engineers, and.to give some administrative know-how
to non-technical personrel,

A description is given of the prcper role of such bodles as the
National Advisory Council, which serv: as liasion hetween the_publlc and
private eectors,'and stress is laid on the procedures for public
consultation to ensure that the man in the street will ecoept‘ahd participate
in the plannlng process
(b) Sectoral administrative plannﬂng

Most of the over-all econemic devel opment plans prepared in Latln
Amerlce comorlse fairly detailed economic diagnoses and sectoral
programmes, and most of the diagnoses and programmes to the institutional
organlzatlon reauired for plan implementation. In most cases,. howeVer,
these referenoes are not the outcome of systematic research on the
ex1st1ng administration by sectors or-of any systematlc admlnlstratlve
plamning effort, nor are the sectoral programmes glveo a central frame
of reference which will gulde them towards the attairment of common ‘geals,

These plans generally express. the wishes of economic plennere
regarding structural'changee,'the redistribution of existing‘functions,
or the assignment'of riow ones, The changes: are 1ntended to ensure that
the progects proposed in the progracmes will be properly executed.

/ Naturelly,' as
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Naturally, as in the case of over-all pianning mere changes in structure
or sectoral functions do not necessarily guarantee the desired results,
Much more consistent, systematic and far-reaching administrative planning
is required to secure the social change implied by sectoral administrative
reform, .

‘Unless methods of scientific analysis are applied to sectoral
administration, agencies may be created or abolished, functions may be
transferred from one Ministry to another, and wished may be expressed
~ such as the often~heard wish for closer co-ordination between autonomous
bodies ~ but the sectoral administration will still be unable to fulfil
efficiently its function of programming and project elaboration and
execution,

There are a few cases, however, in which an attempt has been made
te apply principles of sectoral administrative planning:

(1) In 1964 and 1965 the Technical Bureau of Administration, in
the Office of the President of Ecuador, carried out an administrative
micro—-analysis of the agricultural and public health sectors, as a step
towards macro-analysis and the over-all programme which forms part of the
first over-all development plan.

In this study, the Ministries were analysed as sectcoral agencies,
and reforms were introduced to give them a more dynamic organization and
to establish functional relations between them and the other égencies
concerned with implementing agricultural and public health programmes,
Systems were devised for achieving an effective co-ordination between
the Ministries and the decentralized autonomous bodies in the two sectors,

(ii) 1In 1965, ONRAP published a preliminary study of twelve sectors
of the Peruvian goverrment administration in vol. II of its "Diagnéstico

Preliminar de la Administracién Pdblica Peruana y Propuestas de Reforma",

referred to above,

(iii) An interesting case of integration of economic and administrative
programming is observable in the sectoral programmes included in the
National Bconomic and Social Developmerit Plan for 1965~1974 in Uruguay,

The administrative programmes are particularly detailed for the agricultural,
industrial, energy, and transport sectors, and somewhat more general for

the socizl sectors of education and public health,
: /The administrative
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The administrative planning of agriculture is remarkably qpmprehensive,
rangihg from a general diagnosis of the sector g to suggestions
regarding methods of modernizing institutions in such important areas as
laﬁd_refgrm, tax polidy,_price policy and subsidies, and programmes for
research; exten51on; aﬁd the ﬁse 6f certified seeds.l

(iv) In the Dominican Renubllc, after completion of the. over-all
macro-analysis of the admlnlstratlon, work proceeded in 1966 and 1967 on
the administrative planning of sectors starting with agriculture and
1ndustry._

Theée efforts are intended to provide a dlagn051s of the
administration in a particular goverrnment sector, on the basis of"studies
that will give an over-all view of related functions in the same sphere
of activity, in order to draw atteﬁtion to problems, recommend solutions
and provide suitable means for applying them, 80 that economic and
social development programmes can be carrled out, 2/ |

(v) Trlnldad and Tobagots five-year plan deflnea the main pollcles
and course of action in each economie and social sector. Here, too, there
is evident concern for the administrative aspects of sectoral programming,

The higher education programme provides for the opening of a new -
Collegé of Arts and Sciencé as part of the University of the West Indies,
at St. hugustin, for training government administrators. _

The Plan also specifies that two types of training are requlrnd for. .
the Civil Service - acadamic, and specialized in-service training -
because "the demands on the C1v11 Service have grown increasingly as a
result of the new tasks imposed by the attainment of Independence and by
the greater role of Goverrnment in an ecconomy of growing complexity'. -—/

18/ Investment and Econcmic Development Commission {(Comisién de Inver—
siones y Desarrollo Econémico — CIDE), Estudio Zconémico y Social de
la Agricultura en el Uruguay, Montevideo,. Imprenta Naclonal, 1967
ppa 717"71#]4:

CIDE, Plan de Desarrollo Agrovecuario, vols. I and II, Montev1deo,
Imprenta Nacional, 1966,

1Y/
20/ Hational Office of Administration and Personnel, Technical Department,
- Office of the President, Gufa de Anflisis Administrativo Sectorial,
Santo Domingo, 1966, pe 9.

21/ National Plarnning Commission, op. cit., p. 137.
[Erphasis is
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Emphasis is placed on the need of economic and social research for
the formlation of soundly-based development plans, and the major areas of
research include that of "public administration in a developing society.
Importance is also attached to research on human resources to determine
the requirements for and availability of skilled personnel in both the
public and private sectors of the economy. This study will have great
relevance to educational planning,

The Plan underlines the basic importance of petrﬁleunh as the country's
main export item. It contemplates the creation of a Ministry of Petrolsun
and Mines, and gives details of its functions and responsibilities,

It also proposes the establishment of a Transport Authority charged
with the regulation of all goods and passenger traffic on the country's
roads. )
{c)

Creation of institutions for sectoral administrative plannine

In 211 the Latin American countries, the natural process of
institutional development has, moreover, led to constant changes in the
sectoral set-up., The increasingly important role of government jin economic
and social development activities has resulted in the establishment of
additional Ministries and the growing specialization of many of them,

The new Ministries have usually come into being through the division
of one or several existing Ministries which operated simultaneocusly in a
nunber of economic and social sectors.,

Institutional changes have also resulted from the policies of
decentralization or of centralization applied by differert Governments.
Often, some of the functions of Ministries have been transferred to
autonomous public institutions specially established for the purpose, if
it was considered that they could carry out the functions more efficiently
because of their greater political and financial flexibility, There have
also been cases where autonomous bodies have been abolished and their
functions transferred to existing or newly created Ministries.

Most of these institutional changes were introduced without
administrative planning and without a prior over-zll or sectoral analysis
of the Goverpment, They were the result of sporadic action which sometimes,

/far from
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far from.maklng the admlnlstratlon more efficient, slowed it up and even
caused serlous dlsruptlons which evertually had to be remedied by means
of a new series of changes. )

Some countries, however, are beglnnlng to use more up-to-date
systems of administrative programming to introduce significant changes
in important sectoral iAstitutions, but usually without analysing the
sector as a coherent unit. In Several.cases; these changes were designed
to facilitate the execution of the sectoral programmes and prOJEctS
included in develoﬁmént plans.j'Ih other cases, they'weré‘pfompted
purely by ideas of administrative réform and'wéré introduced by executives
and technical officials who recognized the need fof more consistent action,
after tryiné out changes of form but not of substance without success.

The foilowing are a few examples'of_admihistrative programming in
some sectoral 1nst1tution3°

(i) In 1959, the Admlnlstratlve Reform Commission of Colombla carrled
out a pilot project involving research, analysis and administrative
programming in the Ministry of Public Health, with a v1ew to deflnlng some
essential principles that might *nbsequently be used as a gulde in
reorganizing other Ministries, ' _

The study began with an analysié of the existing;legalrbaseé, ;
organization, functions, finaneing, programming, édntrol, personnel
management, administrative services, formalities amd procedures, and
went on o consider internal and external cOQOrdinatiéﬁ,'and the relations
between the Ministry and the departmental and munlclpal governments.2

This study was not useful only in reorganlzlng the Mlnlstry of Public
Health; its conclusions and recommendatiohs also served as a ba51s for
Decree 0550 passed in 1980, which lays down general rules for the .
reorganization of’ all the Minlstrles and admlnlstratlve departments of
the Goverrment., ' ' '

(ii) In 1963 and 1964, Ecvadoris National Organization and Methods ~ -
Office, attached to the Technical Bureay of Administration in the Office
of the President, analysed and carried out administrative programming for
the Ministries of Development, Finance, Trade and Banking, Education, Sociél
Security, and Public Works and Coinmuni cations. '

22/ Organization and Methods Office, Administrative Reform Commission,
Estudio No. 3, Minigterio de Salud Publica, Ministerio Piloto,
Bogot&, 1959

/Thorough research
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Thorough research was undertaken in every case, and suggestions were
made which included draft decrses and ministerial decisions laying down
regulations for the organization and operation of all units composing the
bodies restructured on the basis of these studiess The aim of restructuring
the Ministries was to achieve a better functional organization, to provide
them with programming bodies as part of the planning gystem, and thus to
equip them for sectoral programming.

(iil) In Paraguay, a survey was made of the administrative aspects of
the Ministry of Education and Worship in November 1963, Among the major
obstacles encountered was the shortage of properly trained supervisory
and administrative personnel to staff the Ministry, The survey states:
"The sciences of management and administration were not widely taught
in Latin American institutions of higher learning until the fifth decade
of the twentieth century. It was the custom for govermment as well as
business administrators to depend on personnel trained in law and economics
to provide the skills for management, This served well enough in the past,
but in recent years both govermment and business leaders throughout Latin
America have recognized that developments in administration have not kept
pace with technic¢al and economic requirements".gz/

(iv) 1In 1965, a survey and analysis of the organization and functions
of the Ministry of Agriculture were made in Costa Ricas This study was the
first step in the over-all analysis of the agricultural sector, whose
purpose was to ensure that agricultural policy would be more efficiently
developed and implementedogﬁﬁ

The same year, a similar study was made on the Ministry of Public
Health and other bodies in that sector,

In 1966 the administration of the Ministry of Industry and Trade
was analysed and programmed,

23/ USAID/Paraguay, "Preliminary management survey, Ministry of Education
and Worship, Republic of Paraguay”, Asuncién, 1963, p.l.

25/ Department of Productivity and Administrative Efficiency,'Planning

Office, Informe final sobre el estudio de orpanizacidn v funciones
del Ministerio de Asricultura v Ganaderifa, San José, 1965,

/During those
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During those years, a number of studies were carried out on other
institutions also with a view to removing administrative obstacles to the
execution of develOment programmes ‘and projectsa,

(v) Venezuela made sweeping thanges in the administration of the.
agricultural sector in 1966, first analysing and preparing a programme
for the Ministry of Agriculture, whose administrative structure:was
preventing this sector from developing at an accelerated pace and from
making full use of human resources at its disposal.22

Cne of the most important decisions adopted was to decentralize the
administration of the Ministry, and to create new regions with a.central
authority for each. The Ministry in Caracas is now concerned’exclusively
with programming,  supervising, control and evaluation, while the regional
and State offices are responsible for the 1mplementatlon of all the
Ministry!s programes in the interioxr,

(vi) As part of the large~scale adﬁlnlstratlve plannlng currently
under way, in Uruguay in 1967 the Government analysed and prepared a
programme for modernizing the Mlnlstry of Agrlculture. According to the
diagnosis made, the Ministry had defects in structure ard organlzatlon ‘
which prevented it from playing its proper role as a central agency for
the programming and execution of projects to expand agricultural prodﬁction.
It lacked the administrative machinery for the formmlation and co—ordlnatlon
of agricultural policy, for research and extension, ami for the pn3v151on
of services directly to farmers.zé/

A s+r1k1ng feature of this reform is the strategy adopted for
introducing ‘it, which was through the 1967 budget legislation. Thls
shows how advantageous it is'to_integrate administrative planning with
economic planning and budget programming, and to use thg_lattér t6 '

introduce reforms,

g;/ Ministry of Agriculture, Memoris v Cuenta 1966, Caracas, Editorial
Arte 3 19670

26/ Ministry of Agriculture (Office for Agrlcultural Plannlng and P01lcy) |
and CIDE (Agricultural Section), Restructuraeién y Reorganizacidn

Administrativa del Ministerio de Ganaderla T Agrlcultura,
Montevideo, 1967,

/‘(ﬁi) In
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(vii)} In Guatemala, some interesting measures for integrating
admini strative and economic planning are being taken in the Ministry of
Public Works and Communications, whose Programming Unit, supported by
~ the National Institute of Development Administration (Instituto Nacional
de Administracién del Desarrollo ~ INAD), is working on modernizing the
Ministry's administration,

0 o

These examples of institutional administrative planning in economic
and social sectors of key importance for national development give some
hops that this trend will extend in time to all the administrative
machinery belonging to those sectors, amd to all the other sectors which
take part in the process of economic planning,

These activities should go hand in hand with economic planning, in
a combined effort which would give sectoral programming the solid
administrative basis that is required in all phases of planning.

(d) Administrative plamning at the oroject level

A project is the most concrete step in the planning process, and if
immediately precedes execution, It represents the actual choice between
alternative sclutions for the #liccation, handling and use of resources,

A project is also described as a "compilation of data which will
enable an appraisal to be made of the economic advantages and disadvantages
attendant upon the allocation of g countryts resources to the production
of specific goods or services",gz or as "the input of a bunch of production
factors with the consequence of obtaining a package of products".g-

Administrative factors are obviously of key importance in formulating
projects, and even more so in executing them,

At the project level, the administrative factors must be clearly
specified and accurately quantified. It is no longer a question of policies

and guidelines, rather abstract strategies, or slightly more concrete

22/ Manual on Fconomic Development Projects (Unlted Nations publication
Sales No.r 58,11.G.5), New York,

ggf Jan Tlnbergen, quoted in the document,"Organization for sectoral
plarming", prepared by Shimon Danieli, Public Administration Unit,
ECLA, Santiago, 1966, p. 2.

/generalizations applicable
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generalizations applicable to. a sector, The problem now is to measure,
quantify and apply inputs correctly through an organization that will
~ensure a planned result in terms of goods or services, This is where
administrative efficiency plays a decisive part., .

Administrative factors affect all stages of a project: generatlon,
study, formulation and execution, , .

. The generation of saund development projects is one of the weakest
points of Latin American plann;ng. One reason for this is the.low level
of efficiency and productivity of the public and private admipistration
responsible for producing them,

The traditional admlnlstration is unprepared to develop new functions
ard still lacks the skill and efficient machinery for formulating consistent
policies, undertaking research, programming, carrying out development
activities, and producing other than the‘traditippél goods or serficés.

This makes it difficult to produce sound projects, since Fﬁroject
generation is essentially an outcome of a cambination of.factors.such as
general programming, which draws attentien to most basic needs; réééarch,
linked so often with the emphasis on arnd the discovery of latgnt possibilities;

actual production and service operations which enable opportunities for

- . discovery and insight into problems and difficulties which might be solved

by proper action; . s..promotion, by means of systematic testing of ideas
in an environment of action; policy formulation,-thraughAapplication of
general principles. to specific needs. BEach of tﬂesenfactprshis
institutionalized and represents some. aspects of. staff and operative work,
A fairly high level of Work by the respective institutions and a proper
balance between them seem to be prerequisites for a sufflclent supply of
projects', 22

In the stages of progect study, formulatlon and ezﬁcutlon, tha influence
- of administrative factors is even more evident and widely recognized. The
United Nations says that "apart from all the provisions and recomméndaxions
that may reasonsbly be incorporated in the projest with regard to its

29/ , Shimon Danieli, op. cit., pp. 11-12.

. y o e /organizational and
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organizational and executive stage, there remains one basic condition for
succeas, and that is the presence of an efficient administrative staff,
In this respect, a good project study will contribute to the success of
the enterprise by presenting a set of well-considered and thoroughly
co—ordinated plans and work schedules to the administrator responsible
for their exscution. The selection of well-qualified staff for the
organization and establishment of the enterprise should receive as much
attention as the project study itself".g-

There are some instances in which administrative analysis is
integrated with project preparation:

(i) Uruguay's Agricultural Development Plan, which forms part of the
Sub-Programme for Research on and the Conservation of Natural Agricultural
Resources, includes projects for research on natural resources and for scil
conservation,§~ In these projects, a careful 2a2nalysis is made not only
of economic and financial data but also of the administrative organization,
the technical and operational. personnel required, and the time schedules
for the execution of the work,

(ii) As part of the process of development planning in Paraguay, the
Project for the Regional Consolidation of the Eastern Axis was prepared
in 1966, with the aim of consolidating and accelerating economic and social
development in a region where important land settlement projects have been
completed in recent years,

- The study contains an administrative diagnosis of the Insﬁitute of
Rural Welfare (Instituto de Bienestar Rural - IBR), the agency responsible
for the project, which analyses the history, organization, staff and
resources of the Institute, the main activities in which it has been
ehgaged and its present administrative problems,

‘ The study then deals with the organization required for executing
the project and defines the functions to be carried out by each department
of IBR; it also specifies how the principal administrative procedures
relating to the project shall be applied,

gg/ Manual on Economic Develorment Projects, op. cit., pe 175
3;/ Plan de Desarrollo Agropecuario, op. cit,, vole II, pp. 52~63.

/The requirements
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The requirements in terms of national technical and administrative
personnel, and foreign technical assistance experts, are clearly specified,
The local and international financial resources required, and their source
and destination, are precisely defined., Emphasis is placed on the role
which other bodies of the Central Government and of the decentralized
sector should play, in co-ordination with IBR, in executing the project.g—

This is unquestionably one of the best examples of integrated
admini strative planning in the preparation and execution of projects in
Latin America,

Such valuable experiments as these give some hope that in the future
the administrative aspects of project preparation and execution will be
taken into account on the scale and in the depth required, so that the
adminigtrative feasibility of the projects will be assured at this stage
of development planning.

32/  IDB/ILPES/FAO, "Proyecto de Consolidacidn Regional Eje Fste", a
provisional document under discussion, Santiago, 1966, chapters XIII-JV,
and annexes,






