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Statement by Mr. Albert \vaterston, Economic 
Department. International Bank for Reconstruction and 
Development, before th~ Fourth Session of' the Economic 
Commission !or Latin America, beginning May 28, 1951, 

Mexico, D. F. 

T~e International Bank is Parti~ularly glad to participate in this 

session of your Commission. You and '~e are trving to do the same thing .... - to 

advance, by every effective means, the economic develoPment of the Araerican 

re"'Jublics~ ! should like to s~,y at the outset that the staff of the Bar-k fi:1ds 

the basic research '•'hich is beip.g done by the Economic Commission for Latin 

America of great help in o~r O't•rn 1~rork. Since the last statement by a Bank 

representative 't·ras made before your Commission, ,"re he.ve developed a variety of 

ne,~r techniques. ~ tll.in$: you will find that l•re have come a long ,"ray in 

furnishing our member nations in Latin America with many ne'..r kinrl s of assistance. 

I think, too, that we are justified in looking fot"'•m.rd to considerably mo.re 

progress in many different fields. 

In certain respects this is a tim~ of excenti9nal opvortunity for sound 

economic development in the .Americas. The groiAJth of foreign exchange earnings 

of many countries, and the potential inGrease of savings that can result from 

enlarged incomes, provide n.e,~r assets for investment in development. \Je fi.re 

also fully aNare of the serious problems curretltly facing Latin America, 

~ncl~ding the threat of inflation and the related queRtion of the continuing 

supply of capital goods needed to ~arry out development urograms. To assist in 

solving this latter problem, the Bank has established a special section to aid 

borro~·'ers in procurin-g from available sou:rces of supPly scarce eau,ipment in 

order to comnlete projects financed by Bank loans. 

As you kno~··, :Bank lending in Latin .AJn~rica has increased 8.t ap, accelerated 

pace. The Bank has no~,, loened something more than a ouarter o; a billion 

dollars in Latin .America~ vhich represents l'IlOre than half of all Bank loans 

made to the so-called econom:ically underdeveloped countries of the ,.rorld. A 



- 2-

number of important development projects in our Latin American member states 

are no~r· under active consideration by the Ban.~ Ni th a vie," to Bank lJ~trticip:=.J. tion 

in financing them. 

But the Bank: 1 s interest in furthering development in La.tinAmerica goes 

beyond the lending of money. One of the basic lessons we have learned is the 

necessity and value of soun4 develop~ent ProgramMing. The Bank is therefore 

adjusting its actions to meet the different needs of different countries in 

Planning their develoument most effectively. A nrincipal deterrent to Bank 

lep.ding in the pa.st has been a · 1'3~Ck of '~'ell .. ·prepared development -orograms e.nd 

projects. Let me assure you thRt the Bank is not ta.l<:ing a passi"" e attitude 

to,~·a.rd development in cases ,~rhere r.1ember countries are not able, by themselves, 

to devise bankable projects for presentat;ion to the Banko He are no~ .. r actively 

assisting our member countries in the preparat;ion of such programs and projects 

in order to improve their capacities for absorbing a~ditional investment. 

l"Iore and more the Bank '-s becoming a storehouse of useful knol•rledge 

regarding the techniques of programming. In cooperat~on ~Qth our member 

co\ltltries we have '·\TOrked out many ne,.r methods of furnishing them this fundamental 

type of assistance. He knoN that we have not begun to exhaust all the var~" ous 

means of cooperative development nrogramr..ing. and 1~re are trying constantly to 

find ne'"" and effective .~rays to share ·'~rhat '~re have learned . You ,~rill be 

particularly interested, I think, in some of the ne,,, methods of assisting latin 

American countries ,,,hich the Bank has been working out over the uast year. 

One of these methods is the send.ing of comprehensive survey miss5,ons to 

study the broad potentialities of development in member countr~es P.nd to assist 

g overnments in dra,'l!ing UP general develoPment -programs. The first mission of 

this tyue organiz~d by the Bank 1•'as the one ,,rhich surveyed the economy of 

Colombia. .As you kno,~'Y the Colom1;>ian mission made it s rePort curing the nast 
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year, And the Bank is gratified ,~ri th steps nm~ beinr:; taken to carry out the 

mission1 s recommendations. The Colombian Goverr~ent has established a non

partisan Economic Development Committee for this PUrpose, And the United 

!~at ions, under its technical assistance pro~ ram, is no,,· making available to 

the Colombian Government a large number of experts to assist in implementing 

the renort of the Colombian mission. Comprehensive survey m~ssions h~ve also 

gone to Cuba and to Guatemala, and their reports are nearing completion. 

This type of mission is by no means the only method '··hich the :Bank i .s 

using in apT?roaching development problems. Another method is the S'Jecial 

puruose mission, whose assignment is to analyze specific sectors of a country's 

economy, rati.1.er than the economy as a whole. This ma"f, ... be the most effective 

kind of assistance for meeting the particular needs of a countr;r a.t a Particular 

time. Such a mission, $Donsored jointly by the :SwJ{ and the Food and A~riculture 

Organization, ~~as sent to Urugu,ay to survey the special problem of Urugua"~ran 

ag ricul turaJ. develmJment. Its report is no,·.r in an advanced sta.,~e of nrenarP.tion. 

Another Bank;-FAO group with B, generally sin :i.lar nurpo~e has ju~t left 

for Chile. It , ~rill make recommendations regarding the investment and other 

requirements necessary to the development of agriculture in Chile. This 

undertakin.<; is a g ood example of the cooperative a-IJn roach to Pro~ramming. 

Experts being furnished to Chile for periods of frorn one to five years b~r the 

FAO and the Institute of Inter-American Affairs, under their technical assistanc, 

programs, '~rill be available both to assist the J;)ank-FAO groul) in its survey and 

to a.id the Chilean Government in .. carrying out measures for agricultural 

development. 

Apart from the sending of g roups of various types, the Bank is no~~r 

emp~oying another method of assisting member countries in Latip America ~.nth 

development planning. This method is a ne~,, deuarture. It involves sending a 



- 4-

staff member of the Bank to a countr,y for a relatively long ueriod of time to 

advise the Government on both general and specific probl ems o! deve~opment . 

One of our staff m ~~mbers 1~ras sent to Honduras for approximately nine months to 

assist the Honduran GQvernment in bringing into operation the Development 

Depar~men t of the ne~~r Central Bank of Honduras. 

Early in Ju~y another staff member ,~rill be sent to Nicaragua· ·for a 

minimum of eight month$9 As special representative of the International Ba~~ 

in Nicaragua., he ,,rill as~dst the Government in so]. ving problems rela ting to 

the general economy of the count~r and in devising the most effective means of 

promoting Nicaragua,' s economic develoi>ment. 1'urthermore, as particulB.r needs 

arise, th~ 3~.nk ~·rill send to Nicaragua eng;ineers. agric'l.+l tural experts or other 

technicians to assist its representative in fields 1.1\'hich are found to require 

special attention~ 11e believe that this a pnroach may be of vRlue in the case 

of other countries. 

Recentl-y the ]ank has been NOrking out still another method of furthering 

the development of Latin American countries~ This method is the bringing 

together of experts of a member coun~ry res~onsible for its development 

nrogramming and experts of the Bank \·rho a.re exner;ienced in similar fiel d.so 

For i!'l,stance, the Bank invited t,·'O officials of the Chilean Fomento Cornoration 

and one representa.ti ve of the Chilean Hini stry of Public ''forks to S1)end about 

three ,.,reek s in ; .. Jashington in a series of round table discussions. D1-:ring their 

stay they carried on exte:p.ded discussions '•Ti th staff members of t he :Bank 

regarding the general problems and Princinle~ of development 'ro ~rrunming . The 

purpose of these discussions ,.ras to assist the Ch ilean officials in devising 

effective method s of progrf3.IDming Chilean development and help them in 

directing this work in their o,~rn country. 
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In the case of Mexico the Bank has organized a combined r4exican "rorking 

party, consisting of two Mexican officials and t,,,o Bank technici .rms, to study 

problems of develoPment in Hexico. The purpose of this ~ roup is to exa.t"!line, 

on a technical level and on a cooperative basie, the major trends in the 

Mexican economy, with special reference to l'.exico 1 s abili t~r to absorb additional 

foreign investment. The Hexican officials ha.ve already s"9ent t, .. ro ,.reeks at the 

Bank's headquarters. l am one of the :Bapk members of t:Q.is working Party, and 

we are now actively enga~ed it'l carrying on our discussions here in Hexico.. ,:!e 

expect to have o~r report completed in August. 

1'fe at the Bank are learning a good deal about this ,,,hole matter of 

economic development from the int~rchange of information among representatives 

of member countries and Bank staff ~embers. The Bank nas plans for holding 

consultations of this kind on a broader scale extending to more of our member 

co~tries in Lat~n America. 

We are confident that more Progress in development Planni~~ lies ~1ead. 

The Bank is looking for,~rard '~i th very ~ reat interest to participating in tr .. e 

IDrain~ng Institute on Economic Apuraisal of Development Projects, to be 

sponsored jointly by the Chilean Government, CEPAL, the FAO and the Bank, ,,,hich 

'•'ill be held in Santiago next fall. 

The exam"Ples '''hich I have cited demonstrate thr:tt the :Sank is striving to 

assist the countries of latin America in evr:-- r:r effective way which can be 

devised. We have, I think, made considerable progress. But l··e do not pretend 

to have the final ans,~ers. The Bank is more than a reservoir of funds. ! thi~~ 

"re can fairly claim that it is also, by virtue of its experience, a reservoir of 

technical competency upon ,,,hich our member countries can dra,·r at any time to meet 

their varying needs as these needs arise. The Bank will continue to seek ways 

and means by which it can assist the countries of ~atin America to attain their 

goals of econl'mic development. This is the basic interest '~·hich ,,,e share with 

your Commission. 
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"PLANI FI ER LA PLA.NI FICATION" 
DANS LE CADR2 DE L'ALLIANCE POUR LE PROGRES~*" 

par Albert Waterston ** 

Comme le dit la Charte de Punte del Este, 11 c'est le but de l'Alliance 
pour le Progres que de rassembler toutes les energies des peuples et 
des gouvernements des republiques d'Amerique Latine dans un gr and 
effort cooperatif afin d'accelerer le developpement economique et 
social des pays participants pour qu'ils puissent atteindre aux 
niveaux maxima de bien-etre avec des chances egales pour t ous, dans 
des societes democratiques adaptees a leurs besoins et a l eurs 
aspirations". Afin d 'atteindre des niveaux de revenus ) qui; dans un 
temps raisonnable, seraient capables d'assurer un developpe~ent auto
nome, la Charte fixe comme but pour chaque pays d'Amerique Lctine, un 
taux de croissance annuel par tete d'habitant de 2,5 pour ce11t au moins, 
pendant les dix prochaines annees. Puisque le taux de croissance de 
la ~opulation en Amerique Latine a ete de quelque 2,5 pour cent par an, 
ceci signifie un taux de croissance annuel du revenu national d'environ 
S pour cent en moyenne par an. Trois ou quatre pays seulement 
d'Amerique Latine ont ete capables au cours des dernieres dix annees 
de maintenir ce taux de croissance. 

ne 
On a calcule que ce·s taux de croissance eleves/ reque;ront,:' au cours 
des prochaines dix annees, pas moins de 100 milliards de dollars 

de capitaux, dont 20 milliards venant de l'exterieur. On attend 
des pays d'Amerique Latine qu'ils ap-portent 80 pour cent des ressources/ 
necessaires pour atteindre les objectifs de l'Alliance pour le Progres!. 
Les ressources propres des pays d'Amerique Latine devraient etre accrues 
a la suite de reformes fiscales, de meilleurs prix et de conditions du 
marche d'exportation plus avantageuses; ces dernieres provenant d'accords 
de stabilisation des matieres premieres, de red~tions de tarifs dans les 

* Etude presentee le 30 avril 1962 devant le seminaire, reunissant le 
corps enseignant de la Haxwell Graduate School of Citizenship and Public 
Affairs de l'universite de Syracuse (Etat de New York), sur !'administra
tion du developpemento 

7h'{- Les avis e xprimes dans cette etude sont bases sur les oplnlons et con
victions personnelles de l'auteur et ne refle t ent pas necessairement les 
vues de !'organisation avec laquelle il est associe. 

lJ Douglas Dillon, Secretaire du Tresor americain, cite par le "New York 
Times" le ler decembre 1961. 
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pays importants et de la creation d'un marche c ommun d 1Amerique Latine. 
Le gouvernement des Etats-Unis a fait savoir qu'il sera en mesure 
d'apporter 11 milliards de dollars au titre de l'assistance economique; 
3 milliards de. dollars devraient provenir des investissenrs prives 
americains, 3 milliards de dollars d'autres pays exportateurs de 
capitaux (contributions publiques et privees), e~ 13 milliards de 
dollars d'institutions bancaires internationale~. 

Le niveau des investissements propose pour les dix prochaines annees 
doit etre plusieurs fois superieur au total des sommes investies en 
Amerique Latine depuis la fin de la deuxieme guerre mondiale~ 
L'assistance economique exterieure seule se chiffrerait a plus de trois 
fois le montant de toute l'assistance economique que l'Amerique Latine 
a regue entre 1946 et 1961 des Etats-Unis et des organisations interna
tionales, y compris la Banque Internationale et ses institutio~~ cffiliees, 
la Banque Interamericaine de Developpement et d'autres source~ Si 
l'aide exterieure atteint reellement l'ordre de grandeur envisagee, 
il est improbable que le developpement de l'Amerique Latine souffrira 
d'une penurie de capitaux dans les annees qui viennent. 

Afin de tirer le maximum de profit de ces investissements accrus, la 
Charte de Punte del Este recommande aux pays d'Amerique Latina de 
formuler des plans de developpement (globaux) a long et a court terme, 
et de se fixer des objectifs dans le domaine de l'education et de la 
sante publique portant sur une periode de 10 ans. La periode couverte 
par les plans a long terme variera d'un pays a l'autre, suivant les 
voeux exprimes par chaque pays. Cependant, cette periode tres probable
ment variera de quatre a dix ans. Dans des discussions recentes, la 
periode mentionnee pour les plans a court terme est de deux ans. 

En plus la Charte demande aux pays d'Amerique Latine de creer ou de 
renforcer les adninistrations necessaires a la prograrnmation economique 
a long ter.me, d'achever des projets en cours, c 1entamer la realisation 
des projets pour lesquels des etudes preliminaires ont deja ete faites 

2/ Douglas Dillon, Secretaire du Tresor americain, cite par le 
~partement of State, Press Release No. 587, 22 aout 1961, p. 5-6o 

3/ Le total de l'aide economique exterieure venant de ces sources 
se chiffrait a 6.3 milliards de dollars. Voir U.S. Senate, 87th 
~ongress, 2nd Session, Special Report on Latin America, November and 
December 1961. Exhibits 3 and 4, pp. 47 and 48. 
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et d'executer de nouveaux projets, d'utiliser la capacite industrielle 
ou les ressources non utilisees (en particulier la main-d'oeuvre sous
employee), de proceder a l'etude des ressources naturelles et de 
faciliter "la preparation et l'execution de programmes a long terme par 
les mesures suivantes: (1) la formation du personnel enseignant, de 
technicians et de specialistes; (2) la formation acceleree d'ouvriers 
et de paysans; (3) !'amelioration des statistiques de bases; (4) l'eta
blissement de facilites ou institutions de credit et de cormnercialisa
tion; et (5) l'amelioration des services administratifs". 

II 

Il est manifestement au dela des ressources techniques de la plupart, 
pour ne pas dire de tous les pays d'Amerique Latine, de mener a bien 
des taches aussi diverses et difficiles sans le recours a l'assistance 
technique exterieure. En effet, aucun de ces pays n'a pu accumuler 
beaucoup d'experience dans le domaine de la formulation et de l'execu
tion de plans de developpement globaux. La Charte indique que pour 
mettre cette assistance a la disposition des gouvernements des pays 
d 1Amerique Latine, le gouvernement des ~tats-Unis, !'Organisation des 
Etats Americains, la Commission Economique pour l'Amerique Latine et 
la Banque Interamericaine de Developpement fourniront leur assistance 
technique directement ou indirectement. Un Institut de Planification 
~conomique pour l'Amerique Latine a ete etabli par la Commission Eco
nomique pour l'Amerique Latine avec le but de former des technicians 
de la planification et d'autres fonctionnaires associes aux activites 
de la planification, de fournir l'assistance technique neecessaire a 
l'organisation et a l'amelioration des agences de planification ou 
autres organismes charges de la planification globale ou sectorielle, 
et de fourrJx toute l'aide requise pour la preparation de plans de 
developpement nationaux. Conformement a sa politique generale 
delargissement de ses activites d'assistance technique et de forma
tion, la Banque Internationals a recemment etabli un service d'experts 
du developpement economique dent la tache principale sera de conseiller 
les gouvernements des pays mains developpes, membres de la Banque, 
en matiere economique et financiere, et partirulierement en ce qui con
cerne la prepa-ration et 1 'execution de programmes de developpemento 
"L'Organisation pour la Cooperation Economique et le Developpement" 
envisage l'etablissement d'un centre du developpement economique charge 
de former des planificateurs et de fournir de 1 'aide technique. Enfin, 
d'autres pays ayant des relations commerciales avec l'Amerique Latine 
aussi bien que les Nations-Unies et ses agences specialisees continueront 
sans doute a fournir de l'assistance technique a l'Amerique Latine. Ainsi 
il apparait qu'il y aura un nombre suffisant d'agences nationales et 
internationales s'occupant de l'assistance technique pour l'Amerique 
Latine. Cependant, il est probable qu'il y aura une penurie serieuse 
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d'economistes ayant de l'experience, de statisticians, d'ingenieurs, 
d'agronomes et d'autres technicians et administrateurs engages dans 
la planification et l'execution. La demande deja grande de technicians 
qualifies, augmentera sans doute rapidement parallelement a l'accroisse
ment des programmes d'assistance exterieure dans le cadre de la "Decade 
of Developpement", si bien connue a laquelle les Etats-Unis et les Nations 
Unies ont donne leur appui. 

Ducote de l'offre, il y a peu d'espoir d'un accroissement rapide. 
N~importe quel programme de formation acceleree de planificateurs prendra 
du temps. Ainsi l'Institut de Planification Economique d'Amerique Latine 
envisage, dans l ?S deux OU trois annees suivantes, d 1augmenter le nombre 
de participants formes dans ses cours a 80 et meme 100 par an. Meme si 
ces buts ambitieux sont attaints, le nombre moyen de technicians formes 
qui pourraient etre mis a la disposition de chaque pays d'Ameriq~e Latine 
sera probablement peu eleve, particulierement au cours des premieres 
annees du programme de l 1Alliance. En ·plus, afin d'atteindre les buts 
de formation et autres qu'il s'est assigne, l'Institut compte qu'il /, 
lui sera necessaire de recruter enviro~ 30 "experts hautement qualifie~'. 
Bien que l'utilisation judicieuse de l'assistance technique deja en 
place soit en mesure sans doute de diminuer la demande des technicians 
supplementaires et, dans quelques pays, puisse reveler meme qu'il en 
existe plus qu'il n'e~ faut pour le moment, l'opinion generale est que 
pour la region prise dans son ensemble, il y aura une penurie de tech
nicians et d'administrateurs eprouves, nationaux ou etrangers, pour 
mener a b~n les taches de l'Alliance pour le Progres, specialement s'il 
faut tenir compte du probleme de la langue. 

III 

En formulant un programme national de developpement global, les 
planificateurs essayent de faire des evaluations realistes des ressources 
financieres et autres, et dans les linri tes de ces ressources, d'etablir 
des priorites pour differents secteurs et projets. Confronte a un grand 
nombre de taches qui, tres probablement, excedent ses ressources techniques 
et administratives, chacun des pays d'Amerique Latine participant a 
l'Alliance pour le ?rogres> serait bien avise d'evaluer d'abord sur une 
base realiste ses ressources techniques et adnLinistratives, !'importance 
relative, suivant sa situation particuliere, de chaque tache de planifi
cation qu'il s'est assigne la repartition judicieuse de ses 
rares cadres techniques et administratifs, et !'affectation de ceux-ci 
en vue de l'obtention du meilleur resultat. En donnant ainsi tout 

4/ ECLA, Noticias de la Cepal, Ano VII, No. 6, 26 enero 1962, 
- pp. 4 and 7G 



d'abord la priorite aux problemas de la "planification de la planifi
cation"' un gouvernement redui t le risque de voir trop grand en deman
dant trop a ses technicians et a ses administrateurs ou en dispersant 
ses efforts de maniere telle qu'a la fin il se trouve dans la situation 
de realiser trop peu pour avoir voulu trop entreprendre. 

La r lupart des personnes qui connaissent les voies desordonnees su1v1es 
pour le developpement des econol.d.es sous-developpees dont les projets 
prives sont sans rapport entre eux, sans perspective cornrr1une et ne sont 
pas inscrits dans un cadre unifiant la politique economique ne peuvent que 
se rejouir du courant actuel vers la prograrmnation ordonnee des inves
tissements au moyen de plans globaux a long ter.me. Il y a toujours ceux 
qui ne peuvent dissocier la planification d'avec le socialisme ou 
d'avec les controles centralises de l'economie, au detriment de l'entre
prise privee, mais ceux qui r.

7
aisonnent ainsi sont, comme quelqu'un l'a 

di t "une armee en retrai te".2. Quand Arthur Lewis a di t "la verite est 
que nous semmes tous des planificateurs rnaintenant", c'etait peut-etre 
premature en 1949, mais ces mots sont bien vrais aujourd'hui. 

Il y a aussi ceux qui, tout en acceptant la planification comme desi
rable ne partagent pas l'opinion generale que la planification requiert 
la planification de plans globaux. Albert Hirschman, par exemple, a 
maintenu que l'ela oration de programmes de developpement globaux et 
integres n'est pas essential et en fait pourrait etre nuisible. La 
bonne planification se limite seulement a l'etude et ala preparation 
complete d'un projet donne, pour s'assurer et si ce projet correspond 
a un besoin reel, si les etudes techniques et les etudes de marche 
necessaire ont ete faites, si le financement a ete assure de maniere 
que ce projet ne reste pas incomplet pendant des annees, et si d 1autres 
possibilites de pourvoir ag;memes besoins ont ete explorees et rejetees 
pour des raisons valables"_/. 

5/ H.A. Lewis, "The Principles of .ti:conomic Planning", Dennis Dobson Ltd. 
- - George Allen and Unwin, LTD., London, 1954, P~ 14. 

§./ Hirschman, Albert o., "Economics and Investment Planning: Reflections 
based on Experience in Colombia," in Investment Criteria and Economic 
Growth, Asia Publishing House, Bombay, et al., 1961, pp.JS-9. Le 
professeur Hirschman ecrit ces mots en 1954. Depuis, il a modifie sa 
position. Voir note S, p. 78 de son livreooo 
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Hirschman aussi attire notre attention sur le fait que "la planification 
economique totale et integree pourrait etre et souvent en fait coexiste 
a l'amiable/~~ut servir a cacher une improvisation totale en ce qu~pon
cerne la preparation et l'execution de projets d'investissements".lt 

Le point de vue exprime par Hirschman nous rappelle d',~e maniere salu
taire que la planification globale a long terme est, au mieux un exercice 
futile et au pire un exercice aberrant si les projets ne sont pas bien 
prepares. Mais ce point de vue n'est pas partage par la plupart des 
economistes ayantquelquBxperience dans les pays en voie de developpement. 
Le point de vue qui semble prevaloir pourrait etre resume comme suit: 
il n'y a pas un abime entre ceux qui croient en la necessite de preparer 
des plans globaux a long terme et ceux qui voudraient llifdter la planifi
cation simplement a l'evaluation de projets indivi&1els. Ces points de 
vue respectifs pourraient etre caracterises comro~ macro econo~ue et 
micro economique, ou encore comma planificationEYet execution2~ C'est 
une erreur de penser que ces points di vue soient diametralement opposes; 
en effet, les deux sont necessaires!2 • 

7/ Op. cit., p. 39 - -

§/ La planification comprend: 

a) une evaluation des ressources ree]Bs (financieres, main-d'oeuvre, 
etc.) basee sur les niveaux prevus du revenu national, de la consom
mation, de l'epargne et des investissements (locaux et etrangers), 
des importations et exportations, de la population, de la main-d'oeuvre, 
etc; 

b) la distribution de ces resso1rrces, sur la base de la production 
derivee des investissements ("incremental capital-output ratios"), 
entre les differents secteurs de 1 'econo·:;Jie de fa~on a a tteindre 
les objectifs et buts planifies; 

c) l'enonciation des instruments de la politique economique, en 
vue de la realisation des buts et objectifs planifies; 

d) des rapports et une evaluation generale sur l'execution du plan; 

e) au cours de l'execution du plan, et chaque fois qu'il est necessaire: 
des recommandations quant aux decisions qui s'imposent pour atteindre 
les objectifs du plano 

9/ Dans ce papier, "execution" comprend la programmation ou la preparation 
aussi bien que l'execution des projets, la programmation et la realisation 
des etudes qui s'y rapportent, les etudes de pre-investissements et secto
rielles, la preparation et l'execution de programmes sectoriels, et des 
rapports sur l'evaluation de programme des projets sectoriels. 

10/ Colm, Gerhard et Geiger, "Country Programming as a Guide to Development" 
·a-a:ns "De·velopment of the :fu.erging Count-riGs, 1~62, p .; 681) 
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Meme si la solution de ce probleme est acceptable du point de vue 
t heorique, elle ne fournit pas un guide d'actions pour les pays 
d'Amerique Latine qui cherchent a planifier leur planification. La 
question se pose toujours: quelles proportions des . ressources tech
niques et administratives d'un pays donne devraient etre reservees 
a la planification globale (micro-econornie), et quelles a l'execution 
(rnicro-economie)? De toute evidence il n'y a pas une seule reponse 
a cette question qui se pose pour tous les pays d'Amerique Latine. 
Le Mexique, par exemple, a accumule une experience considerable dans 
la preparation et l'execution de projets et de programmes sectoriels 
et a etabli un materiel statistique pour la planification et la formation 
de cadres techniques et administratifs experimentes. Ce pays a atteint 
un niveau de developpement ou il pourrait avec profit abandonner une 
partie substantielle de ses ressources tec hniques a la planification 
globale sans mettre en peril et meme en toute probabilite en stimulant 
son taux de croissance. Bien qu'il y est d'autres pays d'Amerique 
Latine qui soient a peu pres dans la meme situation, la plupart d'entre 
eux n'ont ni l'experience ni le materiel statistique, ni les cadres 
administratifs ou techniques pour s 'embarquer dans la voie de la planifi
cation globale ou meme dans la preparation de projets impliquant l'exis
tence de tels plansQ 

Cependant, tandis que la plupart des gouvernements d'Amerique Latine ont 
quelques offices de planification et que qulques uns d'entre eux ont des 
plans de developpement globaux et des pro~rammes d'investissement publics, 
pratiquement aucun q'entre eux n'a assez de projets d'investissement bien 
prepares et priori~lr~ables d'absorber les capitaux qui ont deja ete 
mis a leur disposition. En verite, et comme la discussion du Seminaire 
d'Amerique Latine sur la Planification organisee conjointement par 
l'Organisation des ~tats Americains, la Commission 3conomique pour 
l'Amerique Latine et la Banque Inter americaine de Developpement ont 
revele que "la ~enurie de projets d'investissements bien definis et 
prepares en detail explique en partie le f ait que les principes de 
l'Alliance pour le Progres n'ont pas encore ete appli~lr~ussi gene
ralement ou aussi intensement qu'on aurait pu esperer !_. Il est encore 
plus grave pour l'avenir de l'Alliance que peu de gouvernements possedent 
l'organisation administrative et les cadres necessaires ala preparation 
de projets nouveaux a une cadence assez rapide pour utiliser les importants 
fonds d'investissements qui tres probablement vont etre mis a leur di spo
sition dans les prochaines dix annees. 

11/ Rapport Provisoire sur les Resultats du Seminaire LatinO Americain 
sur la Planif ication - Santiago 19-24 fevrier 1962, p. 6. 
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Ceci n'est guere surprenant. Les lacunes dans l'organisation adminis
trative et celle des services publics et techniques des gouvernements 
de la plupart des pays sous-developpes sont generalement reconnues. 
D'une part, un plan global a long terme peut etre et, souvent, est mis 
au point dans ces pays par un petit nombre de techniciens specialement 
s'ils reqoivent !'assistance d'experts etrangers; le recours ala 
mac hinerie gouvernementale n I est guere necessaire. Mais d I autre part, 
il est generalement impossible pour un gouvernement de preparer, d'exe
cuter des projets en grand nombre sans un recours continu a son 
appareil administratif. Le gouvernement peut en effet obtenir des tech
niciens etrangers ou s'assurer l'aide de firmes etrangeres sous contrat, 
mais a cuase du caractere du volume et de la nature c,)n tinue de la pre
paration et de l'execution des projets, le concours des services gou
vernementaux est ou du mains devrait etre necessaire. 

Puisque les reformes administratives destinees a ameliorer la program
mation des projets dans les pays sous-developpes representent beaucoup 
de difficultes et, en general, prennent beaucoup de temps, la prepara
tion minutieuse et liexecution . de projets est necessaire
ment plus difficile et prGnd plus de temps que la preparation d'un 
plan de developpement global. Ceci ne veu.t pas dire que la preparation 
d'un bon plan de developpement pour un pays est facile. Mais il est clair 
que meme si les aspects tec hniques de la planification souvent posent 
des problemes economiques difficiles, les aspects touchant a la program
mation, a l'organis ation eta la procedure de la preparation et l'execu
tion de projets posent des problemes serieux non seulement economiques 
mais aussi psychologiques, sociolo r-iques et administratifs. 

En partie, a cause de ceci, les planificateurs qui pour la plupart ont 
requ une formation d'economiste, se sont surtout soucies jusqu'a present 
de perfectionner la technique concernant la determination du caractere 
et du volume des ressources existants ou necessaires au developpement 
economique ainsi que de l'allocation de ces ressources a des emplois bien 
determines pendant la periode de la planification. Les planificateurs 
se sont soucies beaucoup mains des differents aspects d'une politique 
operationnelle, des procedures et des systemes administratifs aux moyens 
desquels les plans de developpement et les programmes doivent etre executes. 
Par consequent, les t echniques pour la planification globale, bien qu'im
parf . ites, ont ete developpees beaucoup plus intensement que les techniques 
pour 1' execution des plans. Le Premier t11inistr ~:' Nehru qui comme president 
de la Conrnission du £)lan de 1 'Inde, a manifeste une grande comprehension 
des problemes de la planification a souligne que: "Nous, dans la Commission 
du Planet d'autres, nous so1nmes devenus plus experts et nous avons 
acquis plus d'experience dans la planification. Mais la question reelle 
n'est pas la planification mais !'execution du plan. Ceci est la vraie 
question qui se pose au pays. J'ai peur que nous ne so~ons pas aussi 
expertS danS 1 1 execution que danS la planification. II 12/ 

12/ Discours du Premier Ministre de l 1 Inde a la ~TIIe rea~on an_nuelle 
de 1' Insti tut Indien d' administration Publiqt'.e, octobre-decembre 1961. 
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Il y a, en effet, beaucoup a apprendre du fait que pour l'Inde, apres 
beaucoup d 1 annees d'experience sur la planification et l'execution, 
"la vraie question n 1 est pas la planific ation mais 1' execution". Le 
poids de cette experience, de meme que l'experience de la plupart des 
autres pays, indiquent clairement \'Ue si les projets necessaires a 
l'execution des plans doiv ~nt etre -prets et executes corrune prevu, 
une proportion bien plus grande des technicians existants devraient 
etre assignes a l'execution plut8t qu'a la planification. 

Pourtant, le danger existe aujourd'hui que le nouvel enthousiasme 
pour la planification globale en Amerique Latine obscurcise les besoins 
encore plus grandes que requiert leur execution. Si on ne tient pas 
compte de ces besoins plus grands, certains pourraient se trouver dans 
la position peu enviable de planificateurs qui, apres avoir travaille 
pendant un an et demi a la preparation d'un plan de develop~ement de 
dix ans comme en Bolivie, pour la periode de 1962 a 1971 (esperant un 
taux de croissance annuelle de 8.3% du produit national et de 9.1/S% 
dans les premieres cinq annees), ont du reconnaitre que: "la deficience 
principale qu'on note dans la formulation du plan actuel est le petit 
nombre de projets d'investissements etudies en detail qui ont ete 
inclus dans le plan. C'est une tache extremement urgente que les etudes 
de pre-investissements dont la justification est donnee en detail dans 
les differ2ntes sections du plan soient completees maintenant, y inclues 
les etudes techniques s'y rattachant, pour que leur exectuion puisse 
etre entreprl~i avec la celerite que les circonstances actuelles 
requierent".-

v 

"Planifier la Planification" pour un pays dans le but d'harmoniser 
judicieusement la planification et l'execution demande qu'on porte 
attention au genre de planification et au genre d'execution compatibles 
avec le degre de developpement d'un pays donne. Ainsi un choix doit etre 
fait entre la formulation econometrique et la formulation empirique ou 
pragmatique. ~n ce qui concerne la planification econometrique un grand 
choix de tecQniques mathematiques nous est offert. Dans des circonstances 
favorables et dans les mains d'econmetriciens formes, des modeles de 
croissance mathematiques, des tables ~'input-output', la programmation 
lineaire et la theorie des jeux peuvent etre utilises pour contribuer 
utilement a la coherence interne des plans de developpement globauxo 
Mais eu egard aux lacunes des donnees statistiques de base et de la 
formation de la plupart des planificateur s d'Amerique Latine, ainsi qu'a 
la penurie de technicians internationaux de la ~ Jlanification suffisam
ment qualifies, il est douteux que l'application de techniques mathema
tiques avancees puissent mener a des resultats valables dans une periode 
relativement courte dans la plupart des pays d'Amerique Latine. 

13/ Resume du Plan Economique et Social 1962-1971, Vol~ 1, Po 33~ 
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Bienque la pl~part des gouver nements d' Junerique Latine aient maintenant 
des offices centraux de planif ication, beaucoup d 'entre eux n'existent 
guere que sur le papier, souvent ces offices n'ont pas de contacts ou 
sont ignores par les dirigeants des ministeres et autres agences gou
vernementales et meme par les dirigeants politiques de leur pays; i1s 
manquent toujours d'un personnel, souvent mal paye et peu forme. Bienque 
la planification globale soit un ~eu mieux consideree, ne serait-ce que 
pour obtenir l'assistance financiere de l'etranger, "elle est toujours 
regardee dans un bon nombre de pays d'Amerique Latine avec une profonde 
SUSplClOn. £n plUS de cette mefiance, la planification a ete constamment 
attaquee par des interets politiques et arnninistratifs en place; par 
consequent, la tache de la planification a, dans beaucoup de cas, ete 
confie a des entites administratives fonctionnant en dehors des services 
gouvernementaux regu1iers. Ces servies semi-autonomes n'ont que peu 
de co~nunications et peu14q'influence sur les etablissements et services 
publics bien en place"._/ Meme la ou il n'existe pas de suspicion 
ou d'hosti1ite directe, le manque de comprehension, d.e la part des 
milieux officiels, du but et du role de la planification globale est chose 
courante. Ainsi confiait l'ancien directeur du Departement de la 
Planification de Colombie, "Ce fut une constante surprise pour moi, 
au cours de ces deux annees comme chef du Deartement de la Planifi
cation, de voir le nombre de gens hautement cultives qui me deman-
daient la meme question: qu'est-ce au fait la planification". 15/ 

14/ Resume d'un rapport d'une ~lission Technique organisee par la 
Societe de Planification Interamericaine avec l'aide financiere 
de la Fondation Ford et la cooperation des Nations Unies, de l'ICA 
et de 1 1 0AS. Fevrier 1961, p. 14. 

15/ France Holguin, Jorge. "Economic Policy and Planning Review, 
Bogota, Juin 1961. 
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Si l'on a egard au manque de donnees ·statistiques et de t eclmiques qnali·· 
fies ~ a la necessi te de reorganiser' rearnenager et progressi vement a ccrof
tre la quali te des equipes des unites de planning et de preparer les 
fonctionnaires du Gouvernement a mieux comprendre 1 1objet de la plani
fication, il y a beaucoup a dire dans la plupart si non dans tous les 
pays sud-americains sur 1 1avantage qu'il y a, au moins au debut, a 
adopter des techniques pragmatlques qui sont plus aisees a appliquer 
et a comprendre que ne le sont bien des formulations economiques, so
phistiquees et esoteriques que pres~'aucun fonctionnaire n'est en 
mesure de lireol6/ Les ambitions d'un plan prepare pragmatiquement 
devrait8tre d'et:re limite, clair et serieu.x et ces objectifs devrai. ent 
etre peu nombreux et iacilement realisables. Il n 1est pas difficile 

d1identifier les secteurs critiques du developpement de l'Amerique 
Latine. Pour la plupart des pays, il s 1agit des moyens de transport, 
de 1 'energie, de 1 'agriculture, de 1 'education et de la sante publiqueo 
Une premiere approximation et une repartition approximative des moyens 
financiers et des ressources reelles dont ils disposent entre ces 
differents secteurs et les autres est possible sans calculs matbe
matiques trop compliques,trop long a realiser. L'approche pragmatique 
accepte le fait que le plan sera moins dBtaille dans les secteurs 
juges mains importants .... ..., au moins pendant une premiere periode --
que dans 1e s autres qui sent considerea comme plus fondamentaux 
pour la realisation des objectifs principaux. Meme dans les secteurs 
les plus importants, une planification pragmatique permet d 1apprecier 
en termes d'inpnt et d'outp~t, le nombre minimum des facteurs impor
tants, qui interfer nt avec les autres facteurs pour realiser les 
objectifs du plane 

L'usage maximum devrait, naturellement, etre fait de 1 1information 
quantitative disponibleo Quand elle est ir~uffisante, cependant, comme 
c'est le cas dans la plupart des pays, il est souvent possible de 
trouver des fonction.~aires, des experts et differentes sortes de 
personnes qui sent suffisamment au courant des problemes de leur 
propre pays et des aspects fondamentaux de ces problemes pour atre 
capables d 1apporter une contribution extremement precieuse a 1 1ana
lyse de la situationol7/ Il pourrait etre tres utile, mais ce n'est 
pas essentiel, d 1avoirres tables d 1input et d 1output; ce qui est 
important comme Jan Tinbergen 1 1a deja note, c 1est qu 1une procedure 
approchee d'input-d'output soit ~ployeeol8/ Mais pour ceci, quelques 
conversations avec les technicians competents devraient suffire dans 
la plupart des p~s latinos-americains. 

Quoique les moyens necessaires ala realisation d'un tel plan doivent 
etre encore plus consiserables qu'ils ne le sont habituellement pour 
les plans globau.x:,l9/ces moyens ne devraient pas etre bases cornme ils 

ib/ Dans leur livre 11Planification d'un pays conune guide du develop-
pementtt, deja cite; Colm et Geiger donnent un detail complet 
de techniques de la planification pragmatique. 

17/ Rapport provisoire des resultats du seminaire de 1 1Amerique Latine 
-- sur la planification p.8. 
18/ The Design of Development Ed. John Hopkins, Baltimore 1950o Chap. IIo 

!:,2/ Les plan:i.fica teur s ont generalement adopte 1~ point de vue erro00 
que la formr:.lat.ion des moyens necessaires a ]_.;;, pn?par9.ttoa d~un plan 
est. a prop:·\::;m.:;.nt pa:r:·ler' un p.i. ... obleme de sciences poJ.itJ.ques (.) 
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1e sont frequemment sur 1 'affirmation irrea1iste 'll'une amelioration 
substantielle de l'administration publique, de la fisca1ite et des 
structures agraires peuvent etre obtenues en deux ou t rois ans., Des 
changements radicaux dans ces domai.nes peuvent etre faits durant la 
duree de 1 'Alliance si le programme reussit, mai.s une bonne pla
nification necessite beaucoup de scepticisme en ce qui concerne la 
v.itesse de realisation des r6formes pendant les premieres annees. 
Une prudente evaluation de ces possibilites est essentielle si 1 1on 
veut proceder a des estimations realistes sur le cout des objectifs 
du plan eu egard aux conditions administratives, techniques et po1i
tiqueso L'erreur d 1appreciation du coilb eleve inherent a une orga
nisation et a une administration inefficaces, et le temps que neces
site 1 1elimination de ces inefficacites compte plus que n 1importe 
quoi dans la sous-estimation du cout des objectifs dont la realisa
tion est poursui vie et c 'est une caracteristique presque univer
selle des plans de developpementQ 

Un plan pr~pare de fagon pragmatique devrait prendre beaucoup moins 
de temps pour etre mis au point qu 1un plan mathematiquement integreo 
Ainsi_, tandis que le plan de 10 ans de la Colombie a dema.nde deux 
annees et celui du Chili trois ans, il devrai t etre possible de 
preparer un plan pragmatique pour n'importe quel pays sud~ericain 
en mains de 6 mois. Il y aurait evidemrnent quelques lacunes e:t ·imper
fections dans un tel plan. Cependant, comme la planifica tion est 
un procede continu ~ c 1est-a-dire que meme le meilleur des plans 
est sujet a revision au moment mane ou il est publie, ce serait 
un raffinerrent insense que de voulo:ix disposer inunedia tement d 'un 
plan completement acheve avant de s e mettre au travail. Jusque-18., 
le pays pourra disposer, en tres peu de tanps, dbn schema valable 
pour decider de ses investissements. 

Il ne sera pas facile, naturellement, de t rouver assez de planifica
teurs pour mettre au point des plans pragmatiques pour chaque nation 
d 1Amerique Latine en moins de 6 rnais, mais le nombre de planificateurs 
requis sera de tcute fa~on beaucoup moins considerable que pour preparer 
des plans econometriques classiques. Beaucoup d'autres choses peuvent 
etre faites pour simplifier et rationnaliser la planification,20/ et 
par consequenb reduire par lB. le nombre de planificateurs necessaires. 
Dans la plupart des adminis trati centrales de planification, par 
exemple, beaucoup de temps e s t ctepense a preparer' a apprecier 
et a examiner despro j ets et a etablir des priorites a 1 1interieur de 
cbaque s ect eur. On justifie generalanent cette fa"on de faire parce 
que les ministeres et les autres services gouvernementaux ne sont pas 
equipes pour faire ce travail eux-manes. Si, cependant, la plupart 
des technicians valables sont utilises ace la dans les ministeres 
eux-memes, comme nous le souhaitons ici, il deviendra possible pour les 
planifi ca teur s de consacrer la plupar t de leur temps a la planifi cation 
et d 1 abando rmer la preparation des proj ets et des programmes sectoriels 
aux au tres techniciens .21/ 

20/ L ~insuffisance des planificateurs ne peut etre elirninee complete
- ment, mais c'est pourquoi il est important d 1utiliser au mieux 

ceux qui sont disponibles~ 

21/ D'u.ne f aQo:n i.deale ~ les planificateurs devr·Tient essayer d 1abandonner 
-- 1 ' evaluation des proj et.s et la preparation des pr ogr c>...lriilea s ect oriel s 

suite page 13 
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VII 

Un plan de 10 ans pos.sede cErtains avantages fSYChologi.ques sur 
les plans d 'une courte duree, parce que ces· objectifs sont souvent 
et diune faqon impressionante beaucoup plus ambitieux que ceux 
d •un plan plus court., Il ne faudrai t pas cependant surestimer cet 
avantage, car plus lointain est 1 'objectif, plus grande pour les 
gouvernements . la t entation de remettre a plus tard les efforts 
neecessaires pour surmonter les realitees deplaisantes qui se pre
sentent maintenant et q1.1il faut surmonter pour rendre possible la 
realisation des objectifs plus lointains~ 

Cependant etant donne que les inwestissements des 5 dernieres annees 
du plan dependent evidemment d1ev8ne.ments internationau.x et locaux 
qu 'il est pratiquement impossible de prevoir aussi bien que de la 
realisation des 5 premieres annees du plan, les previsions dans un 
plan de 10 ans apparaissant nec essairement plus vagues dans la deuxieme 
moitie de la periode consideree et il ne s'agit plus guera alors 
que de vagu.es aspirations .. 

En choisiasant l.a duree sur laquelle s! etend le plan de d8veloppement 
d 'un pays, il est au fond desirable de :reconnaitre que plus longue 
est la periode du plan, mains grande la precision qu'il est possible 
d 1atteindreo De faqon pratique, la duree du plan doit etre assez 
reduite pour permettre des previsions raison~4blement precises et 
cependant assez longue pour couvrir la periode envisagee d'un nombre 
suffisant de projets connexes dont l"ens6rr.ble s era capable de donner 
une indication relativa~ent raisonnable sur 1 1effet des investiss~nents 
lorscp 'ils seront executes conformement aux objectifs du plano Il 
n'y a pas de regle stricte et constante, mais 1 'experience montre 
qu'une periode de 4 ans au quelquefois 5 ans r epond dans la plupa.rt 
des cas aux deux e:xigences. Les pays latino-americains en sont 
conscients COIT4~e le montre le fait que la Colombie qui avai t un 
plan de 10 ans ai t prefers le remplacer par un plan de 4 ans qui re
git maintenant ses investissements. Le Venezuela a aussi un plan 

de 4 ans& 

L'adoption d 1un plan de 4 ans ne saurait naturellement faire obstacle 
a l 1enonciation d 1objectifs a 10 ans pour l'education et la sante publi
que comme l 'a suggere la Conference de Ponta del Este, e t meme pour 
autres s ecteurs. En fait, pour l r agriculture, il pourrai t meme etre 
desirable d 1esquisser des perspectiVffiSUr 15 ou 20 anso Seule la 
cambinaison de projets sectoriels serait limitee a des periodes de 
4 ans. La conception d'un "plan courant" qui a recemment requ l'appro
bation d'un nombre croissant de planifia.a.teurs pour etre utilement 
employes pour ces plans de 4 ans. Dans un 11plan courant", le plan est 
revise a la fin de ohaque annee lor sque les est inn tions de l' annee 
precedente sont parvenues. De cette facton le plan est a renouvele 
a la fin de chaque annee. 

Pour aider a l 1accomplissement d'un plan de 4 ans, il serait aussi 
d.eeirable de pre parer un plan operationnel d •un an seulement pour la 

?.£/suit e ". auJX: rr.inisteres competents, et n.a s ' occuperde ces projets 
et de ces programmes sectoriels qu e duns l a mesa:rt- Oll i l est 
neceosaire do le s harrr..onis er et d'aJus ter l e s d8:Lnandes de 
ch&q~~ sect~~ aux res sourceso 



pre~1ere annee, plan qui detaillerait exact ement ce qui doit etre fait 
pour convertir le plan de 4 ans en un veritable programme d 1actionso 
Freq1emment, les plans de developpement qui s'etendent sur un grand 
nombre d1annees ne sent pas ajustes dans le temps pour delimiter 
ce q.l 'il faut faire chaque annee, specialement dans la premiere annee. 
A la fin de chaque annee un nouveau plan annuel doi t etre prepare connne 
plan operationnel de 1 1annee suivante. 

Iors de ces r eunions de Santiago en fevrier 1962, le Seminaire Latino
Americain de la Planification a donne une attention toute speciale 
aux problemas de la planification a court terme. Ce fu t 11une opinion 
unanime des participants que les problemas de la planification a courtterme 
ne pouvaient etre etudi.es sans se referer aux problemes plus gene-
raux et fondarnentaux des plans a long terme. En fait' il fu t suggere 
qu r a proprernent :p:J.rler, il fa:U.ai t considerer les progranunes a court 
ter.me plut8t comme des programmes transitoires ou temporaires ou 
comme les mesures a court terrne qui devraient etre prises a l 1intec:a 
rieur de la periode du programe a long terme", 22/ et on ajoute plus 
loin: Illes plans a court terme devraient considerer le moyen de rea
liser, en effet, les premieres demarches necessaires d 1ex9cution des 
plans a long terme 11 

8 23/ 

Quand les plans a court ter.me sont examines de cette faQon, qui, je 
crois, est la fa~on correcte, on peut difficilement comprendre pourquoi 
des plans a deux ans seraient necessaires~ D'un cote, la petite augmen
tation de temps requise pour la preparation d'un plan de 4 ans, suivant 
le s memes techniques qu 'un plan de 2 ans, est incomparablement prefera-
ble. D 1un autre cote, le besoin de di viser un plan de 2 ans en deux 
periodes annuelles operationnelles rend cette duree de 2 ons tout-a-fait 
inadequate pour la substituer a un plan operationnel d'un an. C1est pourq~oi 
il est probable que oeux qui preconisent les plans a 2 ans opposent simplement 
le plan a long terme prepare suivant les techniques mathematiques convention-

n~J-les et 1.a -plan a c.ou~t ~erme.J prepare d!une fa<;on pragmatiqueoComme on l'a suggere 
da:ns ce papier, c ependant il y a aussi. une autre po ssi bili te, qui consiste a 

preparer des plans a long terme de fa~on pragmatique et en peu de temps. 
Peut-€tre que l'argurnent le plus lapidaire a ete donne par un des 
ctelegues boliviens au Serninaire La.tino-.Americain sur la Planification 
lorsqu'il a declare "ce dent nous avons besoin n'est pas tant de plans 
a court terme qut:; de plans prepares dans une courte peri ode". 

VIII 

Dans la mesure ou un plan a deux ans ou plus generalerrent a court 
terme presente un essai pour accelerer la realisatio n des projets mani
festement urgents et jus tifies, il y a, je pense, une fa~on plus 
pratique et plus exped:itive de realiser cet objectif. Le danger, dans 

22/ Rapport provisoire des Resultats ••• op. cite p.4 

!;3/ Ibd.d p.7 o 
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la plupart des nations latino-americaines, n 1est pas que les gouverne
ments soient moins conscients que le s experts etrant,ers des projets 
.reellement prioritaires, c'est plutot que dans leurs recherches 
pour promouvoir leur developpement, ils cherchent souvent a avancer 
les projets prioritaires ou non au dela de leurs possibilites reelles. 
Il en resulte que le progi•es est ralenti tout a1long; le progres 
peut aussi etre menace par la competition desorganisee entre les 
services publics, ou les etablissement plus ou moins autonomes, et 
le gouvernement federal, ou le gouvernement local pour obtenir les 
allocations en devises etrangeres, en monnaie locale et autres res
sources rares mais essentielles pour mener a bien projets et pro
grammese 

Beaucoup de gouvernements ne possedent pas une information suffisante 
sur la dimension et la composition de leurs investissements courants 
et futurs. Comme les investissements effectues par les etablissanents 
autonomes sont frequemment inclus dans des b'l).dgets plus ou mains sepa
res, les gouvernements ont generalement mains d 1information sur les 
investissements dec es etablissements et sur la mesure dans laquelle 
ils ont engage le credit du pays ou ses ressources en devises etran

geres en empruntant a des fournisseurs strangers qu'ils ont sur leurs 
propres programmesd 1 investissements~ Souvent aussi on sait tres peu 
de choses sur les investissanents et les emprunts des etats et des 
gouvernements loc aux., 

Cependant qu 'un plan global commence a etre prepare par 1' admintst!?ailion 
centr&~e de la planification il serait desirable quand on cherche une 
information adequate sur les investissements publics d 1etablir un inven
taire de tous les investissements publics deja prevus ou en cours 
d 1execution. Grace a un questionnaire qui circulerai t parmi toutes 
les entites officielles susceptibles d 1investir,l'information eolli
cites, serai t reunie, combinee, analysee et permet trait de faire 
des progres pour rationnaliser les investissements publics dans une 
vue progressive et pour en ajuster la masse totale avec les ressources 
reellement disponibles. Pour cet objet, 1 1information demandee fournirai.t 
pour chaque projet le nom du service (gouvernement central, etat, 
municipalites, etablissements regionaux, publics ou semi-publics), une 
estimation du temps r equis pour le mener a bien, le nom du service 
actuellement responsable de la oonduite des travaux ( travaux publics, 
entrepreneurs ou ingenieurs prives, nationaux ou strangers, etc.), 
le cout probable en monnaie locale et devises etrangeres au cours des 
annees requises pour l'e~cution de la methode de financement du projet, 
atc"24/ Si un plan veritablement global existait deja, 1 1inventaire des 
inveStissements pourrait etre employe pour aider a harmoniser les 
investissements publics en cour s avec le plan de cteveloppement. Mais, 
meme si la preparation d 'un plan de d§veloppement n'est pas envisage, 
un tel inventaire pourrait fournir le moyen d 1ut~iser efficacement 
les ressources disponibles et pour les ajuster au total des investis
sements publics., Veritablement, un inventaire pourrai t servir de base 
a la preparation du premier plan national de cteveloppement d 'un pays. 
Le premier plan de 5 ans de 1 1Inde, par exemple, n 1etait guere plus 

24/ Comme certains services paraissent incapables de fourrrlr l 1infor-
mation desirable, il faudra evide...umen.J.; prcce der a des estimations 
obtenus inclirectement pom" combler les --lacur:.:; s des donr.st.~s de baseo 



qu'une compilation de projets et de prot:;rammes deja en cours d'exe
cutione Les resultats obtenus par la rationalisation des investisse
ments grace a un tel inven taire pourrai t ainsi fo urnir le s moyens 
d' assurer le financ anent imrnediat des proj ets veri t ablement s~rieux 

tandis qu'un plan plus oomplet serait en pr8paration. 

Il est probable que llJrsqu'un inventaire complet d'un pays aurai t 
ete revu, il montrerai t que les investissements invisages oopassent 
les moyens financiers et les ressources du pays. Afin de concilier 
les ctesirs et les realites, des juge:Jents devraient etre portes 
sur l'importance pour le pays des divers projets envisages, 
au moins des plus importants. Un certain nombre de criteres doivent 
etre utilises. L•utilisation de ces criteres pourrait etre~quelquefois 
restreinte par l'affectation statutaire de certains fondsta~projets 
definis ou par le fait que certains travaux sont deja .t~si avances 
qu 111 serait difficile, voire impossible, d 1en arreter l'avancement 
pour y substituer quelques autres projets; quelquefois avec 1 1achevement 
d'un projet pourrait impliquer l'obligation de proceder a un autre 
investissement,our permettre un premier projet d1etre reellement 
utilisable. 25 En depit de ces contraintes, 1 1application de criteres 
techniques er-:economiques, tels qu e ceux relatifs ala capacite des 
entites responsables d 1executer l Es projets prevus, la valeur des 
etudes d 1engeneering et autres, et la surete de leurs estimations~ 
le caractere actequa t, des contributions financieres envisagees par 
Jes entites juridiques r~~onsable ou les beneficiaires du projet, 
etc., devrai t permet tre /re duire subs tantiellement le cout de bon 
nombre de projets. Les caracteres arbitraires des jugements partes 
sur la priorite de certains projets qui repondent favorablement a 
ces criteres dans beaucoup de secteurs, en vue de porter le total 
d u volume des investissements au niveau des res sources di.sponibles 
dependraient finalement de la priorite assignee a chaque s ecteur. 
Si un plan veritablement global a ete conduit assez loin, ses 
priorites pourraient servir de guide; augrement les secteurs priori
taires s eraient a detenniner sur la base des inf ormation effectivement 
utilisables~ L'examen et !'evaluation de 1 1inventaire doivent faire 
apparaitre un modele de developpement en fonction du temps necessaire 
a l 1elimination des goul~ts d 1etranglement et de 1 1emploi maximum 
des res sources di sponibles. En re-e.xamina.nt cet inventaire la plus 
grande attention doit etre donnee aux investissements de la premiere 
annee. Cependant, ceci implique necessairement quelques decisions rela
tives aux invest.issements des annees ulterieures, En eff~t,les 
projets qui doivent voir le jour au cours de la premiere annee peuvent 
impliquer la mise en valeur de certaines ressources au cours des 
annees suivantes tandis que les projets qui doivent etre mis en 
chantiers seulement la seconde ou la troisieme annee peuvent exiger 
certains investissements au c ours de la premiere annee pour que soi t 
effectue le travail preparatoireeg§/ L'insuffisance de l'information 

Ainsi une route reliant une ferme a un marche peu t etre essentielle· 
pour fournir le lait a une usine en cours d 1installation ou deja 
achevee, tandis que la con;truction d 1entrep$ts suit necessaire
ment la construe tion d 1un nouveau port. 

Par exemple, 1 1 etude d t engeneering de la Pan.s.mer.:i ~ain Highway au 
Panama, et en Colombie, cbi t prendre 2 ans et coute 3 :r.iJ.lio!ls de 
us $Q 
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sur les ressources naturel.les ou de diverses donnees statistiques 
peuvent exiger en particulier qu'un inventaire sectoriel des ressources 
et les etudes techniques debutent des que pos sible.27/ La ou les 
etudes sectorielles ont ete faites comme en Colombi8; la ou les 
etudes sur l'energie et les transports ont ete achevees, cela a beau
coup aide a la preparation de projets serieux et des programrnes coor
donnes d'investissenents~ 

La ou un plan de d§veloppement d 'une annee ou d 'une plus longue 
periode existe, le programme de la premiere annee qui resulte de 
1' inventaire devrai t etre na turellement integra dans des plans de 
cteveloppement plus larges. La., ou cependant n t e . .xiste aucun plan de 
developpement, 1 1examen de l'inventaire pendant les premieres annees, 
peut devenir, lorsqu 1il est incorpore au budget annuel un programme 
des investissements publics du . pays pour cette duree d 'un an. Quoiqu 'un 
prograrrme de cette sorte soit plus restraint qu'un plan de cteveloppe
nent global, il peut cependant rendre d'utiles services en rationali
sant l'investissement public. Au Mexique, par exemple, la Commission 
des Investissements, lors des deux premieres annees de son existence, 
decida de preparer les programmes annuels d'investissements publics 

en 1955 et en 1956, en vue d 1acquerir quelqu 1experience. D1autres 
pays ont aussi prefers des programmes d 'investissements annuel.s lors 
des premieres armees de leur planification. Que le programmed 1investisc. .. 
sanents publics ait ete prepare ou non grace a 1 1inventaire, il serait 
desirable d 1incorpor er ces elements dans un budget officiel qui 
comprendrait les investissements du Gouvernement Central, des admi
nistrations autonomes, des etats et des municipalites, qu'ils soient 
financees sur ressources locales ou grace a des prets strangers. Une 
fois que ceci a ete fait, il est essentiel que les fonds budgetaires 
ne soient utilimbles que pour les projets et les programmes compris 
dans les progrrurumes d'investissements publics et non pas au dela des 
contants prescrits o Si les depenses de capital ou celles qu 1 on 
peut leur assimiler (1' education et la sante) sent inc lues dans le 
budget general avec les depenses courantes, il y a quelque vraisam
blance que les effets des investissements en capital seront refletees 
plus adequatement dans les allocations budgetaires pour les oopenses 
courantes.28/ 

IX 

Quoique les pri.ncipes con tenus dans 1 'etablissement d 1un inven
taire d'investissements publics, a savoir la rationalisation des 
investissements et leur ajustements aux ressources disponibles scient 
des cnncepts que presque chacun peut comprendre, les pays arnericains 
cependant disposent d 1un personnel suffisant pour faire facer a ces 
taches sans assistance exterieure. Il serait possible naturellement 
d'importer des technicians etrangers qui pourraient faire l'i:mren
taire du pays, revoir les documents chiffres et etablir un bon program
me dWinvestissements publics. Cette approche aurait 1 1 av~"1tage de la 

28/ 
.._..: 

Il en est ainsi en particulier des etudes de pre-investissement en 
agriculture. 

Le nombre des hop::. taux s ans doctews i.1.i. d 15.;-.:firmieres et d 'ecoliers 
sans ma£tr·e ., illustre le fait que l es bud .. ,.;t.s or-din.?.~:.:-:ass ne tiennent 
po.s suffi~runmen.t compte des depenses d ' i nv est i ssemont,so 
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rapidit6, mais au point de vue de la procedure, une occasion tout-a--fa:.t 
exceptionnelle aurait ete perdue d 1utiliser l'inventaire et sen examen 
comme des moyens d'ame1iorer serieusement et d 1une faQon durable les 
elements planificateurs du pays. 

Lorsqu 1ils ont a faire face au choix suivant a savoir: soit obtenir 
des resultats rapides sans benefices durables, soit obtenir des 
resultats avec quelque retard, mais en augmentant de fac;on penna-
nente les procedures de planification et les institutions correspon
dantes~ les pays americains seraient sages de choisir la deuxieme 
procedure~ L'objectif nO I ne devrait pas etre en effet d 1obtenir 
des resultats rapides ou meme "les meilleures decisions, mais une 
meilleure procedure pour prendre ulterieurement .les decisions. La 
production d'un bon plan pour les une, cinq ou sept prochaines annees, 
est rarement aussi importante que meme de modestes gains dans la 
rationalisation de la procedure de planification qui permettrait de 
prendre des de cisions faisant autorite pour les decades de 1 1avenir. 
Pour les buts de 1 1Assistance Technique,ceci implique que la forma
tion du p ersonnel est la plus importante fonction de tout groupe 
d' assistants techniques. Bien que les sessions speciales et les 
cours qu'ils assurent soient tres irnporta.nts, ils doivent s'atta-
cher plus encore a enseigner leurs partenaires locaux, grace au 
travail quotidien, grace a un pro gra.nnne de travail auquel ces 
partenaires puissent effecti vement participero Le plus s ouvent 
les conseillers techniques devront travailler avec le materiel brut 
qu 'ils ont sous la mainogz/ 

Si c e conseil est applique a la preparation de 1 1inventaire, a son examen 
cela impli.que que la plupart du travail sera fait par des nationaux 
des pays oonsideres avec 1 1aide d 1assistants technique etranger qui 
joueraitle role de profeeseuiS et de conseillers et non celui d 1exe
cutantso 

Le succes de ces assistants serait juge comme le dit Lewis non sur 
leur erudition ou meme sur la nature de leurs recomma.ndations, mais 
par la qualite de ce qu'ils ont laisse derriere eux. Si, en outre, 
en sachant choisir leurs associes locaux, les assistants etrangers 
sont at tentifs a prendre des indi vidu s qui 0 nt la confiance des 
pouvotrs publics et sont nommes par les ministres ou les directeurs 
des etablissements publics les ·JlUS au c:mrant des problemes d 1investis
sements et si un effort consciencieux est fait pendant toute la duree 
de 1 2operation pour prepa.rer les personnes qui doivent consti tuer le 
noyau pe rmanent des services de la planification dans les ministeres 
et les etablissements, les resultats passagers obtenus, grace a 1 1inven
taire et a son examen pourraient etre etendus et prochlir e des effets 
particulierement durables. 

Quelque commentaire au sujet de ce qui est requis de la part des 
collaborateurs locaux doivent et:ro maintenant passes en revue. Une 

Lewis John 11 Notes sur la preparation d'un Plan de Developpement" 
"Technical Digest Service, Janvier 1962·- p(\12 
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planification serieuse et la preparation de programmes sectoriels 
necessitent, a la fois, des connaissances techniques et economiqueso 
Les ingenieurs (comme tout autre technicien) qui ne sont pas econo
mistes ou des economistes qui n'ent pas de fer.matien technique sent 
egalement inutilisables pour faire une bonne programmation. Cepen
dant, quoique les economistes fassent generalement de meilleurs 
planificateurs que les techniciens, 1 1experience montre que les 
ingenieurs, les agronemes ou autres techniciens qui ont a cquis 
quelque competence en matiere economique, sent plus utilisables que 
les economistes pour faire des programmes et des plans s ectoriels. 
Leo Dro Jorge Ahumada qui a une experience censioorable de la 
planificatien de 1 1Amerique Latine et des sessions d 1entrainement 
de ECLA souline que le travail actuel de la planifi cation en 
Amerique Lati ne a d8montre qu 1il est tres difficile de devenir un 
bon specialiste de la programmation sectorielle sans un minimum 
de connaissanc es techniques. Il est plus aise de donner a des gens 
qui possedent deja une for.mation technique quelques connaissances 
economiques pour devenir de bons planificateurs sectoriels, qu 1il 
ne 1 1 est de dormer a des economistes le minimum d 'education technique 
necessaire(ll2/ 

Enfin il y a la ques tion de savoir dans chaque pays quelle est 
1 1administration la plus qualifiee pour etablir un inventaire et 
1 1 examiner. En substance 1 1 inventaire des investissements et son 
ex~en est plutot ~~tiere d 1execution que de planification. Quoique 
!'organisation centrale de la planification ait un interet legitime 
a surveiller si les ministeres et les etablissements publics preparent 
leur programme d 1investissements qui permettront la realisation des 
objectifs du plan, la premiere responsabilite pour la preparation 
et 1' execution de c es programmes d 1 investissernents appartient aux 
ministeres et aux etablissements publics interesseso C1est pourquoi, 
dans une situation ideale, chaque ministere et cba.que etablissement 
devra .:'aire etablir 1 1inventaire sectoriel et procedera a son examen 
aussi loin qu 'il est concerns. Sur la base d'un plan de developpement 
global, prepare par une administration centrale de la planification 
qui alloue les ressources financieres et autres ressources a chaque 
secteur et a chaque portion de secteur, chaque ministere ou chaque 
etablissement public devrai t emonder et pre parer son propre programme 
conforrnement aux exigences du plan de developpement tel qu 1il a ete 
etabli par 1 1adrninistration centrale. Cependant, vu que peu de 
ministeres peuvent operer de la sorte a cause de l 1insuffisance de leur 
personnel, beauc·oup de moyens doivent etre trop.ves pour les assister 0 

Encore qu 1il soit possible,au mains dans quelques pays, pour 1 1adminis
tra tion centrale de planification, de superviser 1 'etablissanent de l 1in
ventaire et son examen et d'aider les centres de planification de 
chaque ministere et etablissements publiCS a 1 I etablir, il ne Serai t 
pas raisonnable, a mon sens, d 1assigner de telles taches a !'adminis
tration centrale. Les organisations centrales de planification 
d '.Arneri que La tine f eront tout c e qu 'elles peuven t pour met tre en 
face leurs equipes et pour formuler des plans de cteveloppement globaux 

30/ Ahumada, Jorge, "Problems of Specialized Train i_ng Requirements as Vie-vred 
- from I nside a Country in Process of Economic Development" dans "Aspects 
·or Training in Economic Development, OECD, janvier 1962, p .. 16 
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en une periode relativement courte; leur demander, par consequent, 
de prendre la premiere responsabilite de l 1inventaire et· de son 
examen, et l'etablissement de la programrration des ministeres et 
des services publics, non seulement reduirait leurs diaponibilites ~ 
preparer des plans globau.x, ma.ia augmenterai t le riscpe resultant de 
l'attitude actuelle des ministeres et des etablissements publics, 
que des obstacles s'elevent pour l'etablissement de 1 1inventaire, son 
exa.men, et retardent 1 1etablissement de services specialises de 
progra.mina tion dans les rnini.steres et etablissements publiCi~ 

Afin de minimiser ces dangers et de tenir en meme temps compte des 
interets legi times a la fois de 1 1adninistration centrale de la 
planification et des ministeres interesses, il serait utile d'eta
blir a cet effet un centre d'entrdnement dans chaque pays, qui 
serait un service autonome dans le but de preparer des technicians 
dans chaque ministere et chaque etablissement public, grace a des 
cours effectues sous for.me de stage,da mettre au point de projets 
serieux et des progr~es sectoriels, d'etablir des systemes de 
controle des progres sectoriels qui seraient inclus dans le systeme 
d 1organisation centrale de la planification, d'ameliorer les proce
dures administratives et 1 'organisation des projets et de leur 
execution,da preparer les ministeres et leur personnel a mettre 
en route ainsi qu'a mener a bien les differents projets. 
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Les conseillers etrangers qui agiraient cornme assistant s tec hniques, 
superviser~ient la realisation de cet inventaire et entraineraient 
le personnel de chaque m:i.nistere devraient animer ce Centre d 1 entraine
ment. En ~erne temps, les technicians locaux des ministeres devraient 
tout en traVaillant Sur l I inventaire OU en participant a d I autreS prO
grammeS d'entrainement sous les auspices du Centre demeurer responsables 
de leur service particulier dans chaque ministere ou etablissement 
public. Cet ar r angement administratif est des .i.rable parce q_ue il est 
seul a nouvoir fournir 1' assurance aux mini steres qu 1ils se:,:)nt reelle
ment, par l'intermediaire de leurs propres subordonnes, au courant de 
l'inventaire et de son examen et que cela etablira des communications 
tres faciles entre les conseillers etrangers du centre d'entrainement 
et les principaux fonctionnaires de chaque pays. 

Le staff du centre d I entrainement dans chaque pays devrai t e t~ce peu 
nombreux et etre consti tue de conseillers tech..niques interncd·ionaux 
temporairement engages dont la qualite serait suffisante pour gagner 
la confiance de 1 1 organisation centrale et la planification aussi bien 
que celle des ministeres et des etablissements publics. Agissant cornme 
une troisieme force afin de se vouer a la realisation des objectifs du 
plan general de developpement a l'abri de toute suspicion ministerielle 
ou de toute cette hostilite avec laquelle la plupart des organisat ions 
centrales de la planification doivent generalement compter, ils se 
trouveraient dans une beaucoup plus forte position que le centre de 
planification pour amener eraduellement des divers services administra
tifs responsables ala proteger d'une progra.rnrnation accordee aux 
exi~ences du plan general de developpement. Dans les conflits inevi
tables qui surviennent entre l'organisation centrale de la planification 
et les ministeres ou etablissements publics, un centre· d'entrainement 

qui ne serait pas partie pourrait agir comme mediateur et 
utiliser s es bons offices pour apaiser ces conflits. Eventuellement le 
centre d'entrainement pourrait etre decharge de toute fonction particu
liere, mais il devrait d'abord etre l'organisme susceptible d'assister 
le service central de la planification, lequel pourr ait plus aisement 
d'une part s'occuper de taches urgentes du plan global et d'autre part 

'eliminer les suspicions des ministeres suivant lesque]les le service 
central de la planification cherche a se meler de leurs affaires. 

X 

En resume le point central de ce papier est que le premier travail de 
la planification dans le cadre de l'Alliance pour le progres n'est pas 
du tout comme quelques uns le croient, la preparation d'un plan long 
ou court de developpement pour chaque nation d'Amerique Latine ou 
comme d 'autres le soutiennent, la preparation de programmes et de projets 
sectoriels si i mportants qu'ils soient les uns et les autres. Bien 
plutot, la tache la plus i mm9diate et la plus urgente est la "planifica
tion de la planification" pour chaque pays afin d'assurer qu'il disposera 
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des moyens techniques et ad~inis tratifs evalues avec realisme et dis
tribues entre la planif ication et 1' execution du ~Jlan suivant une pro
portion raisonnable. Il a ete discute souvent que quoique cette pro
portion puisse differer d'un pays a l'autre en Amerique Latine, pourtant 
dans taus les pays, le besoin des agents necessaires a l'execution 
depassera grandement ceux necessaires a la planification. 

Il a ete soutenu qu'au mains au commencement de la periode ou fonc
tionnera l'Alliance, des plans prepares pragmatiquement serait prefe
rables a des plans mathematiques et que le 'besoin n'est pas tant de 
disposer de plans a court terme que de plans prepares en peu de temps". 

Comme premier pas vers une rationalisation des investissements courants 
publics, il a ete propose d'etablir un inventaire des investissements 
dans chaque pays ou l'information sur la composition des investissements 
publics est encore incomplete, que cet inventaire soit etabli et que ses 
donneesso~mis ala disposition de tous de fagon qu'il en resulte un 
benefice non seulement en ameliorant le guide des investissements publics, 
mais aussi de nlus durables resultats en entrainant des nationaux de 
chaque pays a prendre des decisions en mati~re d'investissements et en 
faisant les noyaux des futures unites de planification sectorielle dans 
chaque ministere et service public pour cooperer avec l'organisation 
centrale de la planification de leur gouvernement. Des techniques et une 
organisation structuree seraient definies pour realiser ces objectifs. 
Cependant, ilny a aucune assurance naturellement que le prototype pre
sente dans cette note puisse servir tousles pays americains meme s'il 
se trouve valable dans un d'entre eux. Il devrait sans doute etre 
adapte aux besoins particuliers de chaque pays. Bien '9lus, d'autres 
prototypes pourraient faire aussi bien voire mieux. Mais l'essentiel 
ici, est de montrer la necessite de planifier la planification dans 
chaque pays. 



"PLANEACION DE LA PLANIFICACION" EN LA ALIANZA PARA EL PROGRESO * 

Por Albert Waterston ** 

I 

"La Alianza para el Progreso tiene como proposito -- dice la Carta 
de Punta del Este -- aunar todas las energ!as de los pueblos y gobiernos 
de las Republicas Americanas, para realizar un gran esfuerzo cooperative 
que acelere el desarrollo economico y social de los pa!ses participantes 
de la America Latina, a fin de que puedan alcanzar un grado maximo de 
bienestar con iguales oportunidades para todos, en sociedades democrati
cas que se adapten a sus propios deseos y necesidades." Para alcanzar 
niveles de ingreso que dentro de un lapso razonable permitan lograr un 
desarrollo autosuficiente, la Carta fija como meta para cada pa!s latino
americano una tasa de crecimiento per capita no inferior al 2,5 por cien
to anual durante los proximos diez afios. Teniendo en cuenta que la pobla
cion ha venido aumentando en America Latina a una tasa promedio anual de 
un 2,5 por ciento, dicha meta significa que el ingreso nacional de cada 
pais debera experimentar un incremento anual promedio de un 5 por ciento 
aproximadamente. En la ultima decada, solo 3 o 4 pa!ses latinoamericanos 
han podido mantener estos niveles de crecimdento. 

Se ha calculado que para alcanzar tan elevadas tasas de crecimiento 
durant e el proximo decenio se necesitaran inversiones de por lo menos 
100. 000 millones de dolares, de las cuales por lo menos 20.000 millones 
de dol ares habran de obtenerse fuera de la America Latina. Mediante los 
recursos nacionales, acrecentados con los rendimientos de reformas fisca
les, mejores precios y condiciones de comercializacion para las exporta
ciones (que se conseguiran en virtud de acuerdos de estabilizacion de 
mercanc!as, reducci6n de las barreras aduaneras en los paises importado
res y el establecimiento de un Mercado ComUn Latinoamericano), se espera 
que los paises latinoamericanos estaran en condiciones de aportar "por lo 
menos el 80 por ciento de los recursos necesarios" para alcanzar los 

* Documento presentado el 30 de abril de 1962 al Seminario Profesoral 
sobre Administraci6n, de la Maxwell Graduate School of Citizenship 
and Public Affairs de la Universidad de Siracusa, Siracusa, Nueva 
York. 

** Los juicios emitidos en el presente documento se fundan en las opi
niones y convicciones personales de su autor, y es posible que no 
coincidan con las de la organizacion a que esta vinculado. La tra
duccion al CaStellanO no tiene caracter oficial. 
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objetivos de la Alianza para el Progreso.! El Gobierno de los Estados 
Unidos ha indicado que espera aportar 11.000 millones de dolares de la 
asistencia externa requerida; se espera obtener otros 3.000 millones de 
dolares de inversionistas privados norteamericanos, 3.000 millones de do
lares de fuentes publicas y privadas de otros pa!ses exportadores de ca
pital y otros 3.000 millones de dolares de organismos financieros inter
nacionales.2 

El nivel de inversiones propuesto para la proxima d~cada tiene que 
ascender a varias veces la cantidad invertida en Am~rica Latina desde el 
fin de la Segunda Guerra Mundial. Solamente la ayuda financiera externa 
serfa mas de tres veces la cantidad de toda la asistencia economics reci
bida por la America Latina, entre 1946 y 1961, de los Estados Unidos y 
organizaciones internacionales, inclusive el Banco Mundial y sus entida
des afiliadas, el Banco Interamericano de Desarrollo (BID) y otras fuen
tes.3 De obtenerse ayuda externa en la escala proyectada, no es probable 
que el desarrollo latinoamericano sufra de escasez de fondos de capital 
en la d~cada de 1960. 

La Carta de Punta del Este recomienda que para utilizar eficazmente 
esas inversiones tan acrecentadas, los pa!ses latinoamericanos formulen 
amplios planes de desarrollo a largo plazo, planes a menor plazo y metas 
de diez afios en materia de educaci~n y salubridad. El per!odo de los 
planes a largo plazo variara segGn los pa!ses y los deseos de cada pa!s, 
probablemente con un margen de cuatro a diez aftos. En discusiones re
cientes, el per!odo mencionado para los planes a menor plazo es de dos 
aftOSa 

La Carta invita tambi~n a los pa!ses latinoamericanos participantes 
a crear o reforzar sus organismos para la programacion del desarrollo a 
largo plazo, a terminar los proyectos ya iniciados e iniciar aquellos 
para l os que ya se han hecho estudios basicos y a ejecutar nuevos proyec
tos, a3! c mno a utilizar capacidades o recursos inactivos, especialmente 
mano de obra subempleada, a estudiar y evaluar los recursos naturales y a 
ejecutar programas a largo plazo con medidas encaminadas a (1) adiestrar 

1. Douglas Dillon, Secretario del Tesoro de los E.U.A., segGn el New 
York Times del 1° de diciembre de 1961. 

2. Douglas Dillon, Secretario del Tesoro de los E.U.A., citado segGn 
Comunicado de Prensa No. 587 del Departamento de Estado, de 22 de 
agosto de 1961, pags. 5-6. 

3. La asistencia economics prestada por estas fuentes a la Am~rica 
Latina ascendio en total a 6.300 millones de d6lares. Senado de 
los E.U.A., 87° Congreso, 2a. sesi6n. Special Report on Latin 
America, noviembre y diciembre de 1961. Cuadros 3 y 4, p~gs. 47 y 48. 
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a ~estros, tecnicos y especialistas; (2) proveer adiestramiento acelera
do a obreros y campesinos; (3) mejorar las estad!sticas basicas; (4) es
tablecer los medios necesarios de cr~dito y distribucion, y (5) mejorar 
los servicios de administracion. 

II 

Llevar a cabo toda esta serie de tareas tan enorme sin asistencia 
tecnica exterior es algo que, evid~ntemente, est§ fuera del alcance de 
los recursos tecnicos de la mayor!a, por no decir de todos, los pa!ses la
tinoamericanos, ninguno de los cuales ha acumulado mucha experiencia en 
materia de formulacion y ejecucion de planes amplios de desarrollo. A fin 
de contribuir a proporcionar esta asistencia, la Carta indica que el Go
bierno de los Estados Unidos, la Organizaci~n de los Estados Americanos 
(OEA), la CEPAL y el BID facilitaran o contratar~n asistencia tecnica para 
ayudar a los pa!ses latinoamericanos. La CEPAL ha establecido un Institu
te Latinoamericano de Planificacion del Desarrollo el que tiene por objeto 
adiestrar a tecnicos de planificacion y otros funcionarios latinoamericanos 
que intervengan en actividades de planificacion, proporcionar asistencia 
tecnica para la organizacion y perfeccionamiento de organismos de planifi
cacion y otros organismos afines dedicados a la planificacion total o de 
sectores y prestar ayuda para la preparacion de planes nacionales de desa
rrollo. De conformidad con su pol!tica general de ampliar sus actividades 
de asistencia tecnica y de adiestramiento, el Banco Mundial estableci6 re
cientemente un Servicio de Ase~oramiento para el Desarrollo, servicio que 
cuenta con un elenco de especi2.listas dispuestos a prestar asesoramiento 
economico y financiero a los Gobiernos de los pa!ses menos desarrollados 
miembros del Banco, especialmente en relacion con la preparacion y ejecu
cion de progra~s de desarrollo. La Organizacion de Cooperacion Economi
cs y Desarrollo (OCED) esta estudiando el establecimiento de un Centro de 
Desarrollo Economico destinado a preparar planificadores y proporcionar 
ayuda tecnica. Por ultimo, otros pa!ses que tienen relaciones comercia
les con la America Latina, as! como las Naciones Unidas y sus organismos 
especializados, seguiran, indudablemente, prestando asistencia t~cnica a 
la America Latina. 

Por lo tanto, si bien hay perspectivas prometedoras de que habr~ un 
numero suficiente de organismos internacionales y nacionales encargados 
de prestar asistencia tecnica a la America Latina, es probable que exista 
una seria escasez de economistas, estad!sticos, ingenieros, agronomos y 
otros tecnicos y administradores con la preparacion y experiencia necesa
rias en materia de planificacion y ejecuci6n a disposicion de dichos orga
nismos. La demanda de t~cnicos calificados, ya grande en la actualidad, 
sufrira indudablemente una rapida expansion a medida que vayan tomando 
cuerpo los programas ampliados de asistencia extranjera que, tanto los 
Estados Unidos como las Naciones Unidas se han comprometido a llevar a cabo 
durante la "Decada del Desarrollo" que ha sido proclamada. 
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En csmbio, hay pocas perspectivas de que se produzca un rapido incre
mento del lado de la oferta. Cualquier programa de adiestramiento para 
formar mas planificadores exigira tiempo. As!, por ejemplo, el Institute 
Latinoamericano de Planificaci6n del Desarrollo espera que en los proximos 
dos o tres afios aumentara basta 80, con esperanzas de llegar a 100, por 
ano, el numero de psrticipantes en sus cursos de adiestramiento. Aunque 
esas metas ambiciosas se logren, el nGmero medio de t~cnicos preparados 
procedentes de esa importante fuente, a disposici6n de cada pa!s latino
americano, probablemente sera pequefio, especialmente durante los primeros 
anos del programa de la Alianza. Ademas, el Instituto estima que para 
alcanzar las metas de adiestramiento y de otra !ndole que ze ha propuesto, 
debera contratar unos 30 "expertos altamente calificados". Aunque la 
asistencia tecnica ya disponible se utilizara de modo ~s eficaz - lo cual 
indudablemente reducir!a la necesidad de mas t~cnicos y, en algunos pa!
ses, revelsr!a que ~stos existen en n6mero mas que suficiente para las ne
cesidades actuales - existe acuerdo unanime en cuanto a que, para la tota
lidad de la regi6n, habra escasez de t~cnicos y administradores nacionales 
y extranjeros con la experiencia necesaria para llevar a cabo las tareas 
de la Alianza para el Progreso, especialmente si se tiene en cuenta el 
problema del idioms. 

III 

Al formular un programa amplio de desarrollo nacional, los planifica
dores tratan de hacer calculos realistas de los recursos finsncieros y de 
otra !ndole y, dentro de los l!mites de estos recursos, procuran estable
cer prioridades entre los distintos sectores y proyectos que compiten 
entre s!. Asimismo, todo pa{s latinoamericano que participa en la Alian
za para el Progreso y que confronts un numero de tareas que excede la ca
pacidad de los medios tecnicos, y muy probablemente administrativos, de 
que dispone, obrara con buen criterio si, ante todo, procede a evaluar en 
forma realista sus posibilidades t~cnicas y administrativas; si calcula la 
importancia relativa, en la situacion en que se encuentra, de csda tsrea 
de planificacion que debe llevar a cabo; y si asigna a cada tarea su esca
so personal tecnico y administrative con miras a obtener los resultados 
deseados. Un gobierno que al principia dedique el tiempo y la reflexi6n 
necesarios para, de este modo, "planear la planificaci6n", reducir' el 
riesgo de aventurarse mas alla de sus posibilidades, ya sea imponiendo un 
trabajo excesivo a sus tecnicos y administradores o desperdigando sus es
fuerzos, de suerte que tratando de hacer demasiado acabe hacienda demasia
do poco. 

4. CEPAL, Noticias de la Cepal, afio VII, No. 6, 26 de enero de 1962, 
p'gs. 4 y 7. 
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La mayor!a de las personas familiarizadas con los enfoques parciales 
del desarrollo de econom!as subdesarrolladas, enfoque que envuelve proyec
tos aislados~ sin una perspectiva comun o un marco uniforme de pol!tica 
econ6mica, no pueden menos que ver con satisfacci6n la actual tendencia 
bacia la programacion ordenada de la inversion mediante planes amplios a 
largo plazo. Todav!a hay quienes suponen que toda planificaci6n equivale 
al socialismo o al control central de la econom!a en detrimento de la em
presa privada, pero estos son, como alguien ha dicho en relaci6n con otro 
problema, "un grupo que va disminuyendo progresivamente". La afirmaci6n 
de Arthur Lewis: "La verdad es que ahora todos somos planificadores••5 tal 
vez resultara prematura cuando se publico por vez primera, en 1949, pero 
es bastante exacta en la actualidad. 

Tambien hay quienes consideran conveniente la planificaci6n pero se 
pronuncian energicamente contra la creencia generalizada de que la plani
ficacion exige la preparaci6n de planes globales. Albert llirschman, por 
ejemplo, ha sostenido que "la elaboraci6n de 'programas globales e inte
grados de desarrollo' no es indispensable y de hecho puede ser perjudi
cial ••• 'Buena planificacion1 signifies simplemente haber estudiado y 
preparado cuidadosamente un proyecto dado, es decir, haber determinado si 
corresponde a una necesidad real, si se han hecho los debidos estudios de 
ingenier!a y de mercado, si se ha asegurado su financiaci6n total a fin 
de que no quede sin terminar durante afios, y si se han explorado y dese
chado con razones fundadas otros modos de atender la misma necesidad."6 

Ademas, Hirschman llama la atenci6n sobre el hecho de que "la planifica
cion econ6mica total, integrada, podr!a coexistir -- y a menudo coexis
te en buena armon!a y disimula una improvisaci6n permanente y total 
en la adopcion y ejecucion de proyectos de inversi6n."7 

La opi~ion de Hirschman viene a recordax en forma muy saludable que 
la planificacion amplia y a largo plazo sin proyectos sanamente concebi
dos para ponerla en practica es, en el mejor de los casos, un ejercicio 
que a nada conduce y, en el peor, un factor de desorientacion; sin embargo, 

5. w. A. Lewis, "The Principles of Economic Planning," Dennis Dobson 
Ltd. -- George Allen and Unwin, Ltd., Londres, 1954, pag. 14. 

6. Hirschman, Albert o., "Economics and Investment Planning: Reflections 
Based on Experience in Colombia," en Investment Criteria and Economic 
Growth, Asia Publishing House, Bombay, et al., 1961, pags. 38-9. El 
profesor Hirschman escribi6 estas palabras en 1954. Luego modific6 
su posicion. Cf. ff. 5, pag. 78 de su obra The Strategy of Economic 
Development, Yale University Press, New Haven, 1958. 

7. Op. cit., pag. 39. 
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esta opinion no es compartida por la mayor!a de los economistas que tienen 
experiencia en pa!ses en desarrollo. La posicion predominante podr!a resu
mirse en los siguientes terminos: no existe una brecha insalvable entre los 
que creen en la necesidad de preparar planes amplios a largo plaza y los 
que prefieren limitar la actividad de planificacion exclusivamente a la e
valuacion de los distint.os proyectos. puntos de vista que pueden calificar
se de macroecon5mico y microecon6mico, o bien como de planificacion al ni
vel general de los grandes totales estad!sticos8 y planificaci6n al nivel 
de los proyectos o al nivel de la ejecucion practica.9 Es un error creer 
que estos m~todos sean contradictorios, puesto que ambos son necesarios.10 

IV 

Esa solucion del problema puede ser teoricamente aceptable, pero pro
porciona una guia de poca utilidad practica a los pa!ses latinoamericanos 
que tratan de "planear su planificacion". La cuestion en pie es aun {.qu& 

8. La planificaci6n en este sentido comprende (a) una estimacion de los 
recursos financieros, mano de obra y otros recursos de car~cter real, 
fundada en niveles previstos de ingreso nacional, consume, ahorros e 
inversion (nacional y e~t.tranjera), exportaciones e importaciones, po
blaci6n total y poblacion activa, etc.; (b) la distribucion de estos 
recursos sobre la base de los rendimientos esperados de la inversion 
(eoeficiente marginal de capital ... produ.cto) entre los diversos sectores 
d3 la econom!a, de una manera calculada para lograr los objetivos y 
metas del plan; (c) la formulacion de instrumentos de pol!tica econo
mics para lograr tales objetivos y metas; (d) el control y la evalua
cion de la ejecucion del plan; y (e) la formulacion, en tiempo oportu
no durante el per!odo de planificacion, de recomendaciones a los go
biernos sobre medidas necesarias para alcanzar los objetivos del plan. 

9. El termino "planificacion al nivel de los proyectos 11 se emplea en 
este documento en referencia no solo a la programacion o preparacion 
de proyectos y su ejecucion sino tambien en referencia a la progra
maci6n y ejecucion de estudios de factibilidad, investigaciones de 
preinversion y de sectores, la preparacion y ejecucion de programas 
sectoriales y el control de la marcha de los proyectos y de los pro
gramas sectoriales. 

10. Colm, Gerhard y Geiger, Theodore, "Country Programming as a Guide to 
Development", en Development of the Emerging Countries, The Brooking 
Institution, Washington, D.C., 1962, pag. 68. 
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proporcion de los recursos tecnicos y administrativos de un pats debe de
dicarse a la macroplanificacion, o planificacion sabre la base de grandes 
totales estad!sticos y qu~ proporcion a la microplanificacion o planifica
cion al nivel de los proyectos o de la ejecucion pr§ctica? Es evidente 
que no existe una respuesta unica a esta pregunta que sea valedera para 
todos los patses latinoamericanos. Por ejemplo, Mexico, que ha reunido 
considerable experiencia en la preparacion y ejecucion de proyectos y de 
programas sectoriales, ha establecido una base estad!stica para la plani
ficacion y adquirido un cuadro adiestrado y experto de tecnicos y adminis
tradores, ha llegado a una fase de desarrollo en que podr!a asignar prove
chosamente recursos tecnicos sustanciales a la macroplanificacion sin com
prometer, antes bien muy probablemente estimulando, su tasa de desarrollo. 
Hay otros pa!ses latinoamericanos que se hallan en una posicion analoga en 
terminos generales, pero la mayor!a de ellos no poseen la experiencia, los 
datos basicos o el personal tecnico y administrative necesarios para lan
zarse a una planificacion global en gran escala o, lo que viene a ser lo 
mismo, para preparar los proyectos necesarios que constituyen la realiza
cion de un plan. 

No obstante, aunque la mayor!a de los gobiernos latinoamericanos 
cuentan con algGn organismo central de planificacion, y algunos de los 
pa!ses tienen planes generales de desarrollo o programas de inversiones 
publicas, casi ninguno tiene preparados suficientes proyectos de inversi6n 
de alta prioridad para absorber los fondos financieros que ya estan a su 
disposici6n. En realidad, como resulto clara de las deliberaciones del 
Seminario Latinoamericano de Planificacion organizado conjuntamente par 
la OEA, la CEPAL y el BID, "la escasez de proyectos espec!ficos de inver
sioaj estudiados en todos sus detalles, explica en parte que los princi
pios de la Alianza para el Progreso no se hayan aplicado en forma gene
ral, o con la intensidad que habrta sido deseable.nll Mas importante 
aun para el porvenir de la Alianza es el hecho de que pocos gobiernos 
poseen la organizacion administrativa necesaria y el personal tecnico 
requerido para preparar nuevos proyectos a un ritmo suficientemente ra
pido que permita utilizar los cuantiosos fondos de inversion de que se 
espera disponer en la proxima decada. 

Estas circunstancias no deben causar extrafieza. Las deficiencias 
de la organizacion administrativa y del servicio civil tecnico de los go
biernos de la mayor!a de los pa!ses subdesarrollados generalmente se re
conocen. Sin embargo, aun cuando en esos pa!ses es posible elaborar un 

11. Informe preliminar del Seminario Latinoamericano de Planificacion, 
celebrado en Santiago de Chile, del 19 al 24 de febrero de 1962, 
parrafo 17, publicado como Anexo III del Documento No. 1 para las 
Primeras Reuniones Anuales del Consejo Interamericano Econ6mico y 
Social de la OEA. 
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plan amplio a largo plazo - y a menudo ocurre que unos pocos t~cnicos, 
especialmente con la ayuda de algunos expertos extranjeros competentes, 
preparan tales planes sin recurrir en medida extensa al aparato guberna
mental- por lo general es imposible que un gobierno prepare y lleve a la 
practica numerosos proyectos sin recurrir extensamente a su aparato admi
nistrative. El gobierno puede obtener, y a menudo obtiene, t~cnicos o 
contratistas extranjeros que lo ayuden, pero dado el car~cter, volumen 
y continuidad de la preparacion y ejecucion de proyectos, tiene que acu
dir, como es 16gico, a los servicios gubernamentales. 

Las reformas administrativas necesarias para mejorar la programacion 
de proyectos en pa!ses insuficientemente desarrollados presentan muchas 
dificultades y en general necesitan ~cho tiempo para llevarse a cabo; en 
consecuencia, la debida preparacion, ejecucion y operacion de proyectos es 
intrinsecamente mas dif!cil, y requiere mas tiempo, que la preparacion de 
un plan general de desarrollo. Esto no quiere decir que la preparaci6n 
de un buen plan de desarrollo para un pa!s sea facil. Lo que significa es 
que si bien los aspectos t~cnicos de la planificaci6n presentan a menudo 
dif!ciles problemas de econom!a, la programacion y los aspectos organicos 
y de procedimiento de la preparaci6n y ejecucion de proyectos para reali
zar planes generales de desarrollo, plantean graves problemas no solo en 
el campo de la econom!a, sino tambi~n en los de la psicolog!a, sociolog!a 
y la administracion pGblica. 

Tal vez sea esta la raz6n de que los planificadores nacionales -- que 
en su mayor parte se han preparado como economistas -- se hayan preocupado 
principalmente del perfeccionamiento de las t~cnicas para determinar el 
caract ~.r y extension de los recursos disponibles o necesarios para el de
sarrollo economico y de la asignacion de dichos recursos a usos espec!fi
cos durante la vigencia del plan. Les ha preocupado mucho menos la formu
lacion y el establecimiento de pol!ticas operacionales, procedimientos y 
sistemas administrativos que hayan de seguirse en la ejecucion de los 
planes y programas de desarrollo. En consecuencia, las tecnicas de una 
planificacion general, por imperfectas que sean, se han desarrollado en 
grado mucho mayor que las de realizacion de planes. El Primer Ministro 
Nehru, quien como Presidente de la Comision de Planificacion de la India, 
revela una vasta comprension de los problemas de planificacion, formula 
la siguiente observacion: ·~osotros, los que integramos la Comision de 
Planificacion, al igual que otros interesados en estas cuestiones, hemos 
adquirido mayor experiencia y pericia en materia de planificacion. Pero 
lo que importa realmente no es planificar sino llevar a la practica el 
Plan. Esto es lo que es realmente importante para el pa!s. Y me temo que 
no somas tan expertos en el campo de la realizaci6n como en el de la pla
nificacion ••• "l2 

12. Discurso del Primer Ministro de la India a la S~ptima Asamblea General 
del Institute Indio de Administracion PGblica, Indian Journal of Public 
Administration~ Vol. VII. No. 4, octubre-diciembre 1961, pag. 435. 
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El hecho de que, para la India, luego de varios afios de experiencia 
con la planificacion y la realizacion de planes, "lo que importa realmen
te no es planificar sino realizar el plan ••• ", representa una lecci6n que 
debe aprenderse. La importancia de esa experiencia -- como la de la mayo
r!a de los demas pa!ses -- revela claramente que si se quiere que los pro
yectos necesarios para llevar a la practica los planes esten prontos y se 
ejecuten al ritmo previsto, es esencial asignar a la realizacion del plan 
una proporcion -de los tecnicos existentes muy superior ala que se destine 
a la planificaci6n. 

Con todo, en la actualidad se corre el peligro de que el nuevo entu
siasmo por la planificacion general en America Latina haga perder de vista 
las necesidades, mayores adn, en materia de la realizacion de los planes. 
A menos que se tenga debidamente en cuenta estas mayores necesidades, se 
corre el riesgo de encontrarse en la nada envidiable posicion de aquellos 
planificadores que, habiendo pasado aproximadamente un afio y media traba
jando en la preparacion del plan decenal de desarrollo de Bolivia para 
1962-1971 (fundado en la esperanza de incrementos anuales del 8,3 por 
ciento en el producto nacional bruto en el curso de la d~cada y del 9,15 
por ciento en los primeros 5 aftos}, consideraron necesario escribir lo 
siguiente: "La principal deficiencia que podra anotarse en la formula
cion del presente Plan es el escaso n6mero de proyectos espec!ficos de 
!~version, ~studiados en todos sus detalles, que ha podido incluirse 
Len el Pla~/. Es tar a urgent!sima que los anteproyectos, cuya justifi
cacion economica queda constatada a lo largo de las distintas secciones 
del Plan, sean completados ahara, incluidos los estudios pertinentes de 
ingen5~ria, de modo que pueda procederse a su ejecucion con la celeridad 
que e~·dgen las condiciones imperantes."l3 

v 

"Planear la planificacion" de un pais con el objeto de lograr el 
debido equilibria entre la planificacion y la realizacion, requiere un 
estudio de la clase de planificacion y de la clase de realizacion adecua
das a la etapa de desarrollo en que se encuentra el pais. Por consiguien
te, hay que elegir entre la planificacion econometrica y la empirica o 
pragmatics. Existe en la actualidad una gran variedad de tecnicas matema
ticas para la planificacion econometrica. En circunstancias apropiadas y 
en manos de econometras adiestrados, pueden emplearse modelos de crecimien
to matematicos, cuadros de insumo-producto, programaciones lineales y la 

13. Resumen del Plan de Desarrollo Economico y Social 1962-1971, Vol. I, 
en Planeamiento, 5rgano oficial de 1a Junta Naciona1 de Planeamiento, 
La Paz, Bolivia, No. 3-4-5, septiembre de 1961, p. 33. 
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teor!a de los juegos para hacer aportaciones Gtiles a la coherencia in
terna de planes generales de desarrollo. l1as teniendo en cuenta las la
gunas existentes en los datos estad!sticos fundamentales y en la prepa
racion de la mayor!a de los planificadores de America Latina, as! como 
la escasez de t~cnicos planificadores internacionales calificados, es 
dudoso que la aplicacion de las t€cnicas matematicas avanzadas pueda pro
ducir resultados apreciables dentro de un plazo razonable en la mayor 
parte de Am€rica Latina. 

Si bien es verdad que casi todos los gobiernos latinoamericanos tie
nen ya entidades centrales de planificacion1 la existencia de muchas de 
ellas es puramente teorica; con frecuencia estas organizaciones no estan 
en contacto con los jefes de ministerios y organismos oficiales ni con 
los funcionarios ejecutivos de sus pa!ses, que hacen caso omiso de ellas; 
y siempre estan dotadas de personal insuficiente y, por anadidura, mal 
retribuido y poco preparado. Aunque la planificacion global va adqui
riendo nuevo prestigio, por lo menos como medio para obtener ayuda finan
ciers ex£ranjera, "se la_sigue mirando con profunda sospecha en algunos 
pa!ses /latinoamericanos/ ••• Ademas de esa desconfianza, la planifica
cion ha-sido sistematicamente combatida por los intereses creados, tanto 
pol!ticos como administrativos; en consecuencia, la planificacion en mu
chos casos ha side confiada a entidades que funcionan al margen de los 
departamentos ejecutivos ordinaries. Esos organismos semiautonomos tie
nen pocas comunicaciones con las instituciones ejecutivas y administrati
vas ya afianzadas e influyen poco en ellas ••• nl4 Aun en los casos en que 
no hay franca hostilidad o esta se haya superado, es corriente que las 
autoridades carezcan de comprension de la finalidad y funcion de la pla
nificacion global. Por ejemplo, el ex director del Departamento de Pla
nificacion colombiano se quejaba de que "durante los dos afios que estuve 
al £rente del Departamento de Planificacion me sorprend!a a cada paso el 
nUmero de personas cultas que me formulaban la misma pregunta: 'iPero 
que es exactamente la planificacion? 1 "15 

VI 

Ante la escasez de datos cuantitativos fundamentales y de tecnicos 
calificados, y ante la necesidad de reasignar, reorganizar y aumentar 
paulatinamente y mejorar la calidad del personal de los organismos 

14. Resumen de un informe de la Mision Tecnica organizada por la Asocia
cion Interamericana de Planificacion (Inter-American Planning Society) 
con el aporte financiero de la Fundacion Ford y la cooperacion de las 
Naciones Unidas, la Administracion de Cooperaci~n Internacional (ICA) 
y la OEA, febrero de 1961, pag. 14. 

15. Franco Holguin, Jorge. "Economic Policy and Planning", New Economy 
Review, Bogota, Colombia, junio de 1961. 
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centrales de planificacion, as! como de instruir a las autoridades gu
bernamentales sobre el significado y finalidad de la planificaci~n, hay 
mucho que decir en favor de que - en la mayor!a de los pa!ses latinoame
ricanos, si no en todos - las actividades de planificacion comiencen con 
tecnicas pragmaticas de mas facil aplicacion y comprensi~n que las formu
las econom~tricas, mas refinadas pero esot~ricas, que pocas autoridades 
gubernamentales estan en condiciones de comprender.l6 Los objetivos de 
un plan preparado pragmaticamente deben ser limitados, claros y concor
dantes, y sus metas deben ser pocas y realizables. No es dif!cil deter
minar los sectores cr!ticos para el desarrollo latinoamericano: para la 
mayor!a de los pa!ses son el transporte, la energ!a el~ctrica, la agri
cultura, la enseftanza y la salud publica. No se necesitan c§lculos mate
m§ticos complicados y que requieren mucho tiempo para obtener un calculo 
aproximado y una inteligente distribucion de los recursos financieros y 
reales disponibles entre ellos y los demas sectores. El ~todo pragmJti
co acepta el hecho de que en sectores a los que se atribuye menor impor
tancia -- por lo menos durante cierto tiempo --. la planificacion sera 
menos detallada que en otros que se consideran como mas importantes para 
alcanzar los objetivos propuestos en la actualidad. Aun en los sectores 
~s importantes, la planificacion pragmatica requiere una planeacion de 
los insumos y productos del numero m!nimo de factores estrat~gicos nece
sario para afectar otros factores lo suficientemente como para alcanzar 
las metas de la planificaci6n. 

Naturalmente, debe hacerse el maximo uso de la informaci6n cuanti
tativa disponible. Sin embargo, cuando esta informacion es insuficiente, 
como ocurre en la mayor!a de los pa!ses, "es con frecuencia posible en
contrar funcionarios, expertos y otros funcionarios que conozcan sufi
cientemente bien el pais, sus problemas y los diversos aspectos perti
nentes como para poder contribuir al analisis de la situacion con un 
buen grado de exactitud."l7 Podr!a ser titil, pero no es indispensable, 
poseer cuadros de insumo-producto; lo mas importante, como ha seftalado 
Jan Tinbergen, es que se emplee el metodo insumo-producto.l8 Mas para 
esto bastaran, en la mayor!a de los pa!ses latinoamericanos, unas pocas 
conversaciones con tecnicos competentes. 

16. Colm y Geiger, en su articulo "Country Progranuning as a Guide to 
Development", antes citado, dan una extensa resefia de las tecnicas 
empleadas en la planificacion pragmatics. 

17. Informe preliminar del Seminario Latinoamericano de Planificacion, 
op. cit., parrafo 25. 

18. "La Planeacion del Desarrollo", Fondo de Cultura EconOmica, Mexico, 
D.F., 1959, Cap!tulo II. 
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Si bien los instrumentos de pol!tica necesarios para llevar a la 
practica el plan deben presentarse con mayor detalle aun del que suele 
encontrarse en los planes globales,l9 no deber!an basarse, como ocurre 
muy a menudo, en la utopica suposicion de que en dos o tres aftos pueden 
lograrse mejoras fundamentales en la administraci6n publica, la tributa
cion y la situacion agraria. Durante el per!odo de la Alianza deben 
llevarse a cabo reformas radicales en estos sectores para que el progra
ms tenga &xito, pero una buena planificacion requiere el debido escepti
cismo con respecto a la rapidez posible de las reformas en los primeros 
afios. Es indispensable una prudente evaluacion de estas posibilidades 
para poder hacer c&lculos realistas del costo de alcanzar las metas de 
la planificacion en las condiciones administrativas, t4cnicas y pol!ti
cas dominantes en la actualidad. La subestimacion del costo de alcanzar 
metas, caracter!stica casi universal de los planes de desarrollo, se ex• 
plica, mas que por ningun otro factor, por el hecho de que no se ha sabi· 
do apreciar cabalmente el alto costo impuesto por una organizacion y ad
ministraci6n ineficientes y el tiempo que se necesita para subsanar la 
£alta de eficiencia. 

Un plan prasm'ticamente preparado ha de poder terminarse en menos 
tiempo que un plan matematicamente integrado. Por ejemplo, mientras el 
plan decenal de Colombia necesit6 dos anos para quedar terminado y el 
de Chile tres afios, deber!a ser posible preparar en no m§s de seis meses 
un plan pragmatico para cualquier pa!s latinoamericano. Es probable que 
un plan de esta !ndole presentar!a muchas lagunas e imperfecciones; no 
obstante, dado que la planificacion es un proceso continuo basta el pun
to de que aun el mejor plan probablemente necesite revision en el momen
to de publicarse, cabr!a ir introduciendo mejoras en el plan pragmatico 
inmediatamente despues de su terminacion. Entretanto, el pa!s contar!a, 
en breve plazo, con un mejor marco de referencia para sus decisiones en 
materia de inversion. 

Naturalmente, no es flcil encontrar suficientes planificadores que 
en seis meses preparen planes pragmaticos para cada pa!s latinoamerica
no; pero por lo menos el nGmero de planificadores requerido ser!a consi
derablemente inferior al que se necesitar!a para preparar planes econo
m€tricos. Ademas, cabe hacer mucho mas para simplificar y racionalizar 
la planificacion, reduciendo as! aun mas la necesidad de planificadores.20 
Por ejemplo: en la mayor!a de los organismos centrales de planificacion 
se invierte mucho tiempo en la preparacion~ evaluaci6n e inspeccion de 

19. La generalidad de los planificadores se ha hecho erroneamente a la 
idea de que la formulacion de instrumentos para la realizacion de 
planes es propiamente un "problema de la ciencia pol!tica". 

20. La escasez no puede eliminarse completamente, pero precisamente por 
esta razon es importante utilizar con la mayor eficacia los elemen
tos disponibles. 
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proyectos y en el establecimiento de prelaciones entre proyectos dentro 
de un sector. En general, eso se justifica diciendo que los ministerios 
y demas organismos gubernamentales no estan equipados para hacer bien 
este trabajo. Con todo, si en los ministerios y organismos oficiales se 
destina a este trabajo la mayor!a de los t~cnicos disponibles -- como se 
sugiere en este documento --, sera posible que los planificadores dedi
quen la mayor parte de su tiempo a la planificaci6n y dejen para otros 
la preparacion de proyectos y de programas sectoriales.21 

VII 

Un plan decenal tiene ciertas ventajas psicologicas con respecto a 
planes de menor duracion porque sus metas son a menudo impresionantemen
te mas ambiciosas que las de los planes a corto plazo. Pero es posible 
exagerar la importancia de esta ventaja, puesto que cuanto mas lejos se 
situe la meta tanto mas f~cil resulta para el gobierno posponer la nece
sidad de abordar las realidades desagradables que en la actualidad deben 
enfrentarse para que las metas se conviertan en realidades mas adelante. 
Adem§s, como las actividades de inversion para el segundo quinquenio del 
per!odo del plan dependen evidentemente de la situacion internacional y 
nacional, que es dif!cil de pronosticar, as! como de lo que se haya logra
do en el primer quinquenio del plan, las proyecciones de los planes dece
nales necesariamente resultan mas vagas en la ultima mitad del periodo de 
planificacicn basta que, en los Gltimos afios, no suelen pasar de meras as
piraciones. 

En consecuencia, al fijar un per!odo para el plan de desarrollo de 
un pais, conviene reconocer que cuanto mas largo sea el plaza del plan 
tanto menor sera el grado de precision posible. Como asunto de caracter 
practice, el per!odo del plan debe ser lo suficientemente breve para que 
permiLa proyecciones y estimaciones razonablemente exactas y lo suficien
temente largo para abarcar el per!odo de gestacion de un nGmero de pro
yectos que baste para dar una indicacion razonablemente adecuada de los 
efectos de las decisiones de inversion en la realizacion de los objeti
vos del plan. No hay una regla r!gida y firme, pero la experiencia en
sefia que un periodo de cuatro afios, o de cinco en algunos casas, cumple 
con estos requisites. Asi lo comprenden los pa!ses latinoamericanos, 

21. En teoria, los planificadores deber!an hacer todo lo posible para 
dejar que la evaluacion de proyectos y la preparacion de cada pro
grama sectorial corrieran a cargo del ministerio u organismo com
petente, y ellos ocuparse solamente de la programaci6n de proyec
tos y sectores en la medida que fuera necesaria para conciliar y 
racionalizar las demandas de sectores en competencia con los esca
sos recursos. 
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como lo revela el hecho de que Colombia aun teniendo un plan decenal, 
prefirio reemplazarlo por un plan cuadrienal que le sirve de base para 
sus decisiones en materia de inversi6n. Venezuala esta preparando tam
bien un plan cuadrienal. 

Naturalmente, la adopcion de un per{odo cuadrienal no impide que 
se fijen metas de diez afios para la ensefianza y la salud publica, como 
sugiere la Carta de Punta del Este, as{ como tambien para otros secto
res. De hecho, para la agricultura hasta podr!a ser conveniente hacer 
proyecciones de "perspectiva11 para 15 o aun 20 afios. Solo se limitar!a 
a per!odos cuadrienales la combinacion de las diversas proyecciones sec
toriales. Podr!a resultar util el empleo en planes cuadrienales del ti
po de "plan escalonado" que ultimamente ha venido gozando en grado cada 
vez mayor del favor de los planificadores. En un "plan escalonado", el 
plan se revisa al final de cada afto al hacer nuevos calculos para otro 
afto. Por consiguiente, la vigencia del plan se renueva, en realidad, al 
final de cada ano. 

Para contribuir a la realizacion de un plan cuadrienal de desarro
llo seria conveniente, ademas, preparar un plan operacional de un afio 
para el primer afio, en el cual se incluir!an detalles exactos de lo 
que deber!a hacerse para convertir el plan cuadrienal en un "programa 
de acci6n". Es frecuente que en los planes de desarrollo que han de 

· llevarse a cabo durante varios anos no se establezcan "etapas" que in
diquen lo que deba hacerse cada afio, sobre todo precisamente lo que 
haya que hacer durante el primer afio. Al final de cada afto deber!a for
mularse un nuevo plan anual como plan operacional para el afio siguiente. 

En sus reuniones en Santiago, en febrero de 1962, el Seminario La
tinoamericano de Planificacion presto especial atencion a la planifica
cion a corto plazo. Segun "la opinion unanime de los participantes, no 
se pneden abordar los problemas de la accion a corto plaza desvinculados 
de los mas generales y basicos de la planificaci6n a largo plaza. Es 
mas, se sugirio que en rigor no debiera hablarse de planes de corto pla
zo sino de planes transitorios, preliminares o temporales, y se estim6 
que as! era, puesto que se trata de aspectos de corto plaza dentro de 
planes de mas largo alcance, 0 bien de medidas de accion inmediata den
tro de estos mismos planes."22 y ademas: "el plan de corto plaza cons
tituir!a el instrumento para llevar a la practica lo que en definitiva 
es el comienzo de ejecucion de planes de mas largo alcance.n23 

22. Informe del Seminario Latinoamericano de Planificacion, op. cit., 
parrafo 12. 

23. Ibid., parr. 21. 
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Concibiendo de este modo los planes a corto plazo, - lo que a mi 
juicio es correcto - resulta dif!cil comprender la razon de que se ne
cesiten planes de dos afios. Por una parte, el pequefio aumento en el 
tiempo necesario para preparar un plan cuadrienal, en vez de un plan 
bienal, con las mismas t~cnicas, hace que el plan cuadrienal sea indis
cutiblemente preferible; por otra, la necesidad de establecer etapas 
para un plan bienal, o sea de dividirlo en dos planes anuales para que 
el plan bienal resulte operacional, lo inhabilita como substitute de un 
plan operacional anual. Por consiguiente, podr!a ser que quienes creen 
que conviene formular planes bianuales, hayan considerado que las unicas 
alternativas posibles sean planes a largo plazo preparados con las t~c
nicas matematicas tradicionales y planes a corto plazo preparados prag
maticamente. Sin embargo, como se sugiere en este estudio, hay tambien 
otra alternativa: preparar planes pragmaticos de largo alcance en un pe
r!odo breve. Tal vez el argumento expuesto mas sucintamente en favor 
de esta alternativa sea el formulado por uno de los delegados bolivianos 
en el Seminario Latinoamericano de Planificaci6n: "No hay que hacer pla
nes a corto plazo sino que en corto plazo hay que hscer planes." 

VIII 

En la medida en que un plan bienal u otro a corto plazo constituye 
un intento de iniciar y acelerar proyectos notoriamente urgentes y jus
tificables, existe, a mi juicio, un modo mas practico y expeditivo de 
lograr este objetivo. El peligro en la mayor!a de los pa!ses latinoame
ricancs no es que los gobiernos comprendan menos claramente que los ex
pertos extranjeros cuales son los proyectos de alta prelaci6n, sino mas 
bien de que, tratando de fomentar el desarrollo, dichos gobiernos inten
ten promover mas proyectos de elevada prelacion, y asimismo muchos de 
menor prelacion, de lo que permiten los recursos disponibles. Eso tiene 
como consecuencia que se adelante muy poco en todos los terrenos. Otro 
factor que se opone al adelanto es la competencia desordenada que se ob
serva en algunos pa!ses entre los varios organismos publicos o semipubli
cos y los gobiernos municipales, estatales y central por obtener divisas, 
moneda local y demas recursos indispensables para la ejecucion de proyec
tos y programas de inversion. 

Muchos gobiernos carecen de una informacion completa sobre la magni
tud y composicion de sus inversiones publicas presentes y futuras. El 
hecho de que con frecuencia las inversiones de los organismos oficiales 
se lleven a cabo mas 0 menos fuera de los presupuestos gubernamentales, 
suele dar lugar a que los gobiernos posean aun menos informacion sobre 
estas inversiones -- o sabre la medida en que esos organismos han compro
metido el credito del pa!s o sus ingresos en divisas concertando presta-
mos en el extranjero que sobre sus propias actividades de inversion. 
Ademas, muchas veces se sabe muy poco acerca de las inversiones y 
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compromises de credito de los gobiernos estatales 0 provinciales y muni
cipales. Por lo tanto seria conveniente que, cuando no exista suficiente 
informacion sobre la inversion publica, al iniciarse la planificacion 
global en el organismo central de planificacion, y aun antes, se realice 
un "inventario" de todas las inversiones publicas ya programadas o en v!as 
de ejecucion. 

Hacienda circular un formulario entre todas las entidades guberna
mentales que realizan inversiones se solicitar!a informacion que, una 
vez recopilada, combinada y analizada, permitir!a adoptar medidas para 
racionalizar las inversionas publicas en marcha y armonizarlas con los 
recursos disponibles. A estos efectos habr!a que solicitar informacion 
de cada proyecto, nombre de quien lo patrocina (por ej., gobierno central, 
estado o municipio, organismo regional o de otra indole, publico o semi
publico, etc.), calculo del tiempo necesario para terminar el proyecto, 
qui~n se encargara de la ejecucion material de las obras (por ej., entida
des publicas o contratistas privados o ingenieros, nacionales o extranje
ros, etc.), costo estimative en moneda local y en divisas dividido en 
cantidades anuales requeridas, c6mo se financiara el proyecto, etc.24 

En caso de existir ya un plan amplio, el inventario de inversiones 
podr!a utilizarse para conciliar las actuales inversiones p~blicas con 
el plan nacional de desarrollo, y aun en el caso de que no estuviera 
prevista la preparac·on de un plan de desarrollo, un inventario podr!a 
proporcionar los medios para emplear de modo mas eficiente y cabal los 
recursos disponibles y armonizar la totalidad de los proyectos, tanto 
en mar.cha como propuestos con los recursos. En realidad, un invents
rio podria ser la base para la preparacion del primer plan de desarrollo 
nacional de un pais; por ejemplo, el primer plan quinquenal de la India 
era poco mas que una compilacion de proyectos y programas ya en marcha. 
De eEta suerte, la racionalizacion de las inversiones por medio de la 
elabor.acion de un inventario, podria facilitar la financiacion inmediata 
de proyectos y programas s6lidos mientras se prepara un plan de desarro
llo mas amplio. 

Puede preverse con cierta probabilidad que revisando el inventario 
terminado, se pondria de manifiesto que la magnitud de la inversion pro
yectada es mayor que la que podr!a lograrse con los recursos disponibles, 
tanto financieros como de otra !ndole. Por consiguiente a fin de hacer 
coincidir mejor las aspiraciones conla realidad, habr!a que formar un 
juicio sobre la importancia que cada proyecto -- por lo menos los de 

24. Es probable que algunas entidades de inversion no puedan facilitar 
toda la informacion solicitada; para completar los datos se necesi
tara probablemente de estimaciones basadas en informaciones indirec
tas • 

. ' 
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mayor envergadura ·- tiene para el pa!s. Para formular este juicio cabr!a 
atenerse a diversos criterios. Debe tenerse en cuenta que no siempre po
dr§n aplicarse estos criterios: por ejemplo, los fondos pueden estar re
servados por ley a proyectos espec!ficos, o bien las obras pueden estar 
tan adelantadas que resulte dif!cil o irrealizable detener las obras en 
marcha para proyectos de menor prelacion, o tambi~n que la terminacion 
de un proyecto no permits otra posibilidad que la de continuar otro pro
yecto para que el primero resulte eficaz.25 A pesar de estas restric
ciones, el examen de la viabilidad economics y tecnica, la capacidad ad
ministrativa de los organismos encargados de ejecutar los proyectos en la 
escala prevista, la idoneidad de los estudios de ingenier!a y de otra !n
dole y las estimaciones bien fundadas de costas, la suficiencia de las 
contribuciones financieras por parte del organismo responsable o los be
neficiaries del proyecto, etc., permitir!an hacer reducciones sustancia
les en el numero de proyectos. La arbitrariedad con que se hacen juicios 
sobre la prelacion de proyectos que han resistido estas pruebas, o entre 
sectores, a fin de reducir el volumen total de inversiones al nivel de 
los recursos, dependera en definitiva de la prelacion asignada a cada 
sector. Si se ha adelantado lo suficiente en la planificacion global, 
estas prelaciones podr!an servir de gu!a; de lo contrario habr!a que deter
minar emp!ricamente las prelaciones fundandose en la informacion disponi
ble. 

Examinando y evaluando el inventario deber!an encontrarse combina
ciones de proyectos para las distintas etapas que permitieran la elimi
nacion de obst~culos y la utilizaci6n maxima de los recursos disponibles. 
Al examinar el inventario conviene prestar la maxima atenci6n a las in
vers:.ones del primer afio. Sin embargo, esto requiere necesariamente que 
se hagan suposiciones sobre las inversiones de futuros auos. Es posible 
que para proyectos que hayan de ejecutarse el primer afio, sea necesario 
reservar recursos para afios posteriores y tambien que proyectos cuya ini
ciaci6n esta prevista para el segundo o tercer ano requieran recursos en 
el primer afio para trabajos preliminares.26 La insuficiencia de informa
cion sabre recursos naturales y de otros datos fundamentales hace resaltar 

25. Por ejemplo, una carretera desde la granja al mercado puede ser in
dispensable para proveer de la necesaria cantidad de leche a una 
fabrics de productos lacteos que este · ya terminada o a punto deter
minarse, o bien un deposito para almacenar mercanc!as en transite 
puede ser necesario para un puerto recien construido. 

26. Por ejemplo, el estudio preliminar de ingenieria previsto para el 
trazado de una carretera que complete la Carretera Panamericana entre 
Panama y Colombia; se calcula que durara unos 2 aflos y costara unos 
3 millones de dolares. The Washington Evening Star, 22 de marzo de 
1962. 
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la importancia que se inicien cuanto antes las encuestas sectoriales y de 
los recursos y los estudios de viabilidad.27 En los pa!ses que han reali
zado encuestas sectoriales de esta !ndole, p. ej. Colombia (en materia de 
energ!a y transporte), se ha observado que eran muy utiles para preparar 
proyectos s6lidos y programas de inversion sectorial coordinados. 

Donde exista un plan de desarTollo de un ano o de un plazo mas lar
go, el programa del primer afto que se desprenda del examen del inventa
rio deber!a, naturalmente, integrarse en el plan o planes de desarrollo 
globales. En cambio, donde no exista un plan de desarrollo, el examen del 
inventario para el primer afio puede convertirse, incluyendolo en el presu
puesto anual, en un programa de inversiones publicas de un afio para el 
pats. Si bien un programa de esta clase es mas circunscrito que un amplio 
programa de desarrollo, puede prestar un servicio util en la racionaliza
cion de la inversion publica. En Mexico, por ejemplo, la Comisi6n de In
version, en los dos primeros aftos de su existencia, decidio preparar pro
gramas anuales de inversion publica en 1955 y de nuevo en 1956, a fin de 
ir adquiriendo experiencia. Otros pa!ses han preferido tambien los pro
gramas anuales de inversi~n para los primeros afios de su planificacion. 

Independientemente de si el programa de inversion publica preparado 
sobre la base del inventario forma parte de un plan de desarrollo, seria 
conveniente incorporar sus elementos en un presupuesto oficial consolida
do que incluyera inversiones del gobierno central, empresas publicas, es
tados y municipalidades, tanto si se financian con fondos nacionales como 
con fondos extranjeros. Para procedimientos de planificacion sistematica, 
una v~z adoptados, es indispensable que solo se asignen fondos presupues
tarios a proyectos y programas incluidos en el programa de inversiones 
publicas y en cantidades que no excedan de las presupuestadas. Si los 
gastos de capital y "equivalente a capital" (p. ej., enseftanza y salu
bridad) se incluyen en un presupuesto general junto con las partidas ha
bituales, hay mayor probabilidad de que los efectos de las inversiones 
de capital se reflejen debidamente en las asignaciones presupuestarias 
para gastos ordinarios.28 

27. En particular, donde mas se necesitan estudios de preinversion 
es en la agricultura. 

28. Numerosos hospitales sin medicos o enfermeras y escuelas sin maes
tros, constituyen una prueba del hecho que, en los presupuestos 
actuales, no siempre se tienen debidamente en cuenta las inversio
nes de capital. 
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IX 

Aunque entre los principios inherentes a la formacion de un inventa
rio de inversiones publicas, la racionalizacion de las inversiones y la 
armonizacion de las inversiones publicas con los recursos disponibles,son 
conceptos que cualquiera puede comprender, pocos pa!ses latinoamericanos 
estan debidamente provistos de personal preparado para ejecutar estas ta
reas sin ayuda exterior. Naturalmente, cabr!a la posibilidad de importar 
tecnicos extranjeros que hicieran el inventario para un pa!s, revisaran 
los datos y presentaran un "buen" programa de inversiones publicas. Este 
procedimiento tendria la ventaja de la rapidez, pero con ~1 se habr!a per
dido la oportunidad excepcional de aprovechar el inventario y su examen 
como medio de introducir mejoras mas duraderas en el procedimiento de 
programacion del pais. 

Colocados ante el dilema de obtener resultados rapidos sin venta
jas duraderas 0 aplazar los resultados y lograr mejoras mas permanentes 
en los procedimientos de programacion, los paises latinoamericanos obra
rian cuerdamente decidi~ndose por la segunda alternativa. El primer ob
jetivo no deberia ser el de obtener resultados r~pidos ni siquiera "las 
mejores decisiones, sino un procedimiento mejor para tomarlas... La 
elaboracion de un buen 1 plan1 para el proximo afto, o para los proximos 
cinco o siete aftos, raras veces es tan importante como lo es un modesto 
avance en la racionalidad del procedimiento de planificacion, que sirva 
de precedente_acreditado para las decisiones a tomar en las d~cadas ve
nideras ••• lPara fines de asistencia tecnica, esto signific~/ que la 
capacitacion es, en todos los casos, la funcion mas importante de un 
grupo consultor... Aunque las clases y cursos especiales que estos 
dicten sean importantes, una parte mayor aun de sus ensefianzas se impar
tira en el trabajo cotidiano al lado de sus colegas nacionales ••• median
te un programa de trabajo en que puedan participa! efica~ente los fun
cionarios del pats asociadas a estas tareas ••• lAdemas~/ los consulto
res tienen que trabajar con la •materia prima' existente."29 

Si se aplica ese sabio consejo a las tareas de formar y revisar 
el inventario, resultara que la mayor parte del trabajo sera realizada 
por nacionales del pais interesado, y los consultores extranjeros se 
limitaran a hacer de maestros y asesores en vez de ser "ejecutantes". 
El exito de los consultores se juzgara -- como dice Lewis -- no por su 
sabidur!a ni aun por las decisiones que recomienden, sino "por la cali
dad ••• del establecimiento en marcha" que dejen al retirarse. Por otra 

29. Lewis, John P., ''Notes on the Nurture of Country Planning", 
Technical Digest Service, AID, Vol. II, No. 3, enero de 1962, 
pag. 12 • 

. , 
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parte, si al seleccionar los "asociados nacionales" de los expertos extran
jeros se procura que sean personas que gocen de la confianza de los minis
tros 0 jefes de organismos oficiales mas interesados en inversiones publi
cas, y son ~stos quienes los nombran, y se hace un esfuerzo deliberado, 
como parte de toda la operacion, para que las personas adiestradas por los 
consultores pasen a formar los nGcleos de las unidades permanentes de pro
gramacion de ministerios y organismos, los resultados transitorios obteni
dos con el inventario y su examen podr!an ampliarse y producir ventajas 
aun mas duraderas. 

Conviene hacer algunas observaciones sobre los requisitos profesiona
les que hayan de exigirse a los "asociados nacionales". La buena programa
ci5n de los proyectos y la preparacion de programas sectoriales requieren 
conocimientos a la vez de caracter t~cnico y econ5mico. Los ingenieros (u 
otros tecnicos) que no tengan conocimientos de econom!a o los economistas 
desprovistos de informacion tecnica son igualmente inapropiados para una 
buena programacion. No obstante, si bien los economistas suelen ser me
jores planificadores que los t~cnicos, la experiencia ha demostrado que 
los ingenieros, agronomos u otros t~cnicos con cierta preparacion en eco
nom!a son mas idoneos que los economistas para la programacion de proyec
tos y sectores. El Dr. Jorge Ahumada, que ha adquirido considerable ex
periencia en la programaci6n del desarrollo de la Am~rica Latina y en la 
direc~ion de los cursos de capacitacion de la CEPAL, seiiala que "la ver
dadera labor de progr~macion en Am~rica Latina ha demostrado que es muy 
dificil llegar a ser un buen especialista en programacion sectorial sin 
un m!nimo de conocimientos tecnologicos en el campo correspondiente ••• 
Es mas facil capacitar a personas que posean una buena base tecnica con 
algufios conocimientos de economia, para adiestrarlos en programacion 
sectorial, gue conseguir economistas con la instruccion tecnica m!nima 
necesaria."30 

Por ultimo, se presents la cuestion acerca del organismo oficial 
mejor calificado en cada pa!s para llevar a cabo el inventario y su exa
men. Lo esencial de un inventario de inversiones y su examen, es cuesti6n 
de realizacion mas que de planificaci6n.31 Aunque la organizacion central 
de planificaci6n tiene legitimo interes en que los ministerios y organismos 

30. Ahumada, Jorge, "Problems of Specialized Training Requirements 
as Viewed from Inside a Country in Process of Economic Development", 
en Aspects of Training in Economic Development, Organizaci6n de Coo
peracion y Desarrollo Economico, enero de 1962, pag. 16. 

31. Veanse las notas 8 y 9, al pie de la pagina 6, que definen la plani
ficacion y la realizacion. 
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oficiales preparen y ejecuten programas de inversion que conduzcan a la 
realizacion de las metas del plan, la responsabil5.dad p:-imordial de la 
preparaci6n y ejecuci6n de programas de inv~!"siones corresponde a los 
ministerios y organismos que actuan directamente al res?ecto. En la si
tuacion ideal, por consiguiente, cada ministerio y orgt1nismo que realiza 
inversiones debe llevar a cabo el inventario y examinar el sector o par
te de un sector que esta bajo su jurisdiccion. Sobre la base de un plan 
global de desarrollo preparado por un orgamismo central de planificacion 
que asigne recursos financieros o de otra indole a cada sector o parte 
de un sector, cada miniGt~rio u organ:i.smo limitara y dar a forma a su 
propio programa de inversiones para armonizarlo con las necesirlades del 
plan de desarrollo trazado por la organizacion central de planificacion. 
No obstante, dado que son pocos los ministerios y organismos de actua
ci6n directa que esten en condiciones de llevar a cabo estas tareas sin 
ayuda, debe encontrarse al~n modo de prestarles asistencia. 

Aunque ser!a posible, por lo menos en algunos pa!ses, que el orga
nismo central de planificacion supervisara la elaboracion de inventario 
y su examen, y colaborara en el establecimiento de unidades de programa
cion en ministerios y otras entidades, creo que no ser!a prudente asig
nar estas tareas a aquel organismo. Las entidades centrales de planifi
cacio~ haran todo cuanto puedan para establecerse, proveerse de personal 
y formular programas globales de desarrollo dentro de per!odos razonable
mente breves. Sin embargo, si se les exige, ademas que asuman la funcion 
primordial del inventario y su examen y de establecer medios de programs
cion de proyectos en ministerios y otros organismos, se reducira su capa
cidad de preparar planes globales. Ademas se aumentara el riesgo de que 
-- dadas las actuales actitudes de los ministerios y otras entidades de 
actuaci6n directa ante el organo central de planificacion -- se produz
can desacuerdos que entorpezcan la formaci6n de inventario y su examen 
y demoren el establecimiento de servicios de programacion en ministerios 
y otros organismos oficiales. 

Con el objeto de reducir al m!nimo estos peligros y teniendo en 
cuenta a la vez los leg!timos intereses tanto de los organismos centra
lea de planificacion como de los ministerios y otras entidades de actua
cion directa, valdr!a la pena que se estableciera, como servicio inde
pendiente, un Centro de Capacitacion en cada pa!s. Su finalidad ser!a 
la capacitacion de un numero determinado de tecnicos de los ministerios 
y otros organismos publicos mediante cursos de adiestramiento durante el 
desarrollo de sus respectivas tareas, en la preparacion de proyectos 
concretes y de programas sectoriales; en la organizacion de sistemas de 
control de ejecucion al nivel de proyecto y de sector (los cuales esta
r!an coordinados con el sistema de control del organo central de planifi
cacion para el plan global); en el perfeccionamiento de los procedimien
tos y organizacion administrativos para la programacion y ejecuci6n de 
proyectos y en el adiestramiento de funcionarios de los ministerios y de 
otras dependencias para la debida operacion y mantenimiento de los pro
yectos ya terminados • 

. ' 
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Los consultores extranjeros nombrados con el caracter de asesores y 
supervisores de la elaboracion del inventario y para preparar al mismo 
tiempo al personal asignado a estas tareas, depender!an del Centro de 
Capacitacion. No obstante, los t~cnicos nacionales de los ministerios, 
aunque trabajaran en la elaboracion del inventario o participaran en 
otros programas de adiestramiento bajo los auspicios del Centro de Ca
pacitacion, seguir!an dependiendo de las autoridades competentes (de 
preferencia los jefes) de los ministerios u organismos donde estuvieran 
empleados. Esta solucion administrativa es conveniente porque (1) pro
porcionar!a a los ministros y jefes de organismos la seguridad de que, 
mediante sus subordinados, intervendran en la preparacion del inventario 
y de su examen, y (2) proporcionar!a un buen medio de comunicacion entre 
los consultores extranjeros del Centro de Capacitacion y los altos fun
cionarios de los ministerios y otros organismos. 

El personal del Centro de Capacitacion de cada pais ser!a poco nu
meroso; en gran parte estar!a integrado por consultores internacionales 
a corto plazo cuya dedicacion habr!a de ser tal que se granjearan la 
confianza del organismo central de planificacion y asimismo de los mi
nisterios y demas organismos oficiales interesados. En calidad de 
"tercera fuerza", dedicada a los objetivos de la planificacion global 
del desarrollo pero libre de la sospecha u hostilidad ministerial con 
que actualmente se enfrentan la mayor!a de las organizaciones centrales 
de planificacion, esEar!an en una posicion mucho m§s fuerte que estas 
para lograr paulatinamente que los procedimientos de programacion de 
los organismos ejecutivos estuvieran en armon!a con los requisitos de 
una planificacion global y sistematica. En los inevitables conflictos 
de opiniones entre la organizacion central de planificacion y los mi
nisterios y otros organismos, un Centro de Capacitacion, ajeno a ambas 
partes en disputa, podria hacer de "mediador" e interponer sus buenos 
oficios para componer diferencias. Con el tiempo, el Centro de Capa
citacion habra de cumplir su cometido y resultar innecesario, pero al 
principia podr!a constituir el veh!culo que aliviara al organismo cen
tral de planificacion de actividades de programacion al nivel ministe
rial que, por una parte, pueden entorpecer la urgente tarea de planifi
cacion global propia de dicho servicio y, por otra, provocar en los mi
nisterios la sospecha de que ese organismo trata de inmiscuirse en sus 
operaciones. 

X 

Resumiendo: La tesis central de este estudio es que la primera 
tarea de planificacion a los fines de la Alianza para el Progreso no 
consiste, contrariamente a lo que algunos creen, en preparar pianos de 
desarrollo globales a corto y largo plazo para cada pa!s latinoamerica
no ni como pretenden otros, en preparar proyectos y programas sectoria
les,aunque ambos sean importantes. Por el contrario, la tarea mas 
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inmediata y urgente es la de 11planear la planificacion" de cada pats, a 
fin de asegurar que los medios tecnicos y administrativos disponibles se 
evaluen con un criterio realista y se distribuyan en adecuada proporcion 
entre la planificacion y la ejecuci6n. Se ha sostenido en este estudio 
que si bien es probable que la situacion difiera entre los distintos pa!ses 
de la America Latina, en todos ellos las necesidades de ejecucion seran 
mucho mayores que las de planificacion. Se ha sugerido, ademas, que por 
lo menos en los primeros tiempos de la Alianza, los planes pragmaticamen
te preparados son preferibles a los de orientacion matematica y que lo que 
mas se necesita 11no son planes a corto plazo sino planes preparados en 
corto plazo". 

La primera medida propuesta para llegar a la racionalizacion de las 
inversiones publicas actuales consiste en formar un "inventario" de las 
inversiones publicas en los pa!ses que cuenten con una informacion incom
pleta sobre la extension y composicion de las inversiones publicas, y que 
el inventario se elabore y sus datos sean tratados en forma tal que no 
solo contribuyan a mejorar la distribucion de las inversiones publicas 
sino que produzca resultados mas duraderos (1) capacitando a nacionales 
de cada pats en el procedimiento de seleccion de inversiones, y (2) con
virtiendolos en nucleos de programacion en cada uno de los ministerios y 
organismos publicos, para que complementen la labor de la organizacion 
central de planificacion de su respective gobierno y cooperen con ella. 
Se esbozaron las tecnicas y una estructura organica para realizar estas 
finalidades. Naturalmente, no puede asegut:arse que el prototipo presen
tado en este documento sea aplicable en todos los patses latinoamerica
nos ni que de buen resultado en otros despues de haberlo dado en uno. 
Es evidente que deber!a ser adaptado a las necesidades de cada pais. 
Pero, ademas, hay muchos otros prototipos que podr!an dar igual o mejor 
resultado. Esto hace resaltar la necesidad de 11planear la planificacion" 
en cada pats. 



"PLANNING THE PLANNING" UNDER THE ALLIANCE FOR PROGRESS * 

By Albert Waterston 

I 

"It is the purpose of the Alliance for Progress", says the Charter 
of Punte del Este, "to enlist the full energies of the peoples and 
governments of the American republics in a great cooperative effort to 
accelerate the economic and social development of the participating 
countries of Latin America, so that they may achieve maximum levels of 
·VJell-being, Tt·rith equal opportunities for all, in democratic societies 
adapted to t heir o;,.m needs and desires." In order to reach levels of 
income which, within a reasonable time, would be capable of assuring 
self-sustaining development, the Charter sets as a goal for each Latin 
American country, a per capita rate of gro-vJth during the next ten years 
Hhich Hould not be less than 2.5 per cent annually. Since population 
has been increasing in Latin America at an average annual rate of about 
2.5 per cent, thi implies an annual average rate of increase in 
national incomes of about 5 per cent. Only 3 or 4 Latin American 
countries have been able to maintain these levels of grmvth in the last 
decade. 

It has been estimated that these high rates of grm,rth during the 
next decade 't-rill require no less t han :~100 billion in capital funds, 
of which at least ~p20 billion is to come from sources outside Latin 
America. From domestic resources increased by the results of tax 
reforms, better prices and market conditions for exports (to be brought 
about by commodity stabilization agreements, reductions in trade barriers 
in importing countries and the establishment of a Latin American Common 
Market), Latin American countries are expected to be able to contribute 
"fully 80 per cent of resources needed" to achieve the objectives of the 

* A paper presented on April 30, 1962 before the Faculty Seminar on 
Development Administration of jr··'faxwell Graduate School of Citizen- /the 
ship and Public Affairs of Syracuse University, Syracuse, New 
York. 

~H~ The views expressed in this paper are based on the author's 
personal opinions and convictions and may not be 
endors ed by the organization 'tvith which he is connected. 



- 2 -

Alliance for Progress. 1 The United States Government has indicated 
that it expects to furnish $11 billion of the external assistance 
required; an additional $3 billion is expected to come from private 
American investors, $3 billion from public and private sources in 
other capital-exporting countries and $3 billion from international 
lending agencies.2 

The proposed level of investment for the next decade must be 
several times the amount invested in Latin America since the end of 
\.rJorld lfar II. External financial aid alone ·t-rotlld be more than three 
times the amount of all economic assistance received by Latin America 
between 1946 and 1961 from the United States and international organi
zations, including the 1Jorld Bank and its affiliates, the Inter-American 
Development Bank (IDB) and other sources.3 If external aid is forth
coming on the scale projected, it is unlikely that Latin American 
development in the 1960's vJill suffer from a shortage of capital funds. 

To make effective use of the greatly increased investment, the 
Charter of Punte del Este recommends that Latin American countries 
formulate long-term comprehensive development plans, shorter-term 
plans and ten-year goals for education and public health. The period 
to be covered by the long-term plans vdll vary from country to country, 
depending on each country's wishes, but the range 1~11 probably extend 
from four to ten years. In recent discussions, the period mentioned 
for the shorter-term plans is t TJO years. 

The Charter also requests participating Latin American countries 
to create or strengthen machinery for long-term development program
ming, to complete projects already under way, to initiate projects 
for 1orhich basic studies have been made and to implement new ones, to 
utilize idle capacity or resources (particularly underemployed man
po1.;er), to survey and assess natural resources and to facilitate "the 
preparation and execution of long-term programs through measures 
designed (1) to train teachers, technicians, and specialists; (2) to 

1. U.S. Secretary of the Treasury, Douglas Dillon, as quoted in 
the Nevr York Times, December 1, 1961. 

2. U.S. Secretary of the Treasury, Douglas Dillon, as quoted in 
Department of State Press Release No. 587, August 22, 1961, 
PP· 5-6. 

3. Foreign economic assistance to Latin America from these sources 
totalled $6.3 billion. U.S. Senate, 87th Congress, 2nd Session. 
Special Report on Latin America, November and December 1961. 
Exhibits 3 and 4; pp. 47 an~. 
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provide accelerated training to workers and farmers; (3) to improve 
basic statistics; (4) to establish needed credit and marketing 
facilities; and (5) to improve services and administration". 

II 

It is palpably beyond the technical resources of most, if not all 
Latin American countries, none of which has accumulated much experience 
in formulating and implementing comprehensive development plans, to carry 
out so formidable an array of tasks without outside technical assistance. 
In order to help provide this assistance, the Charter indicates that the 
United States Government, the Organization of American States (OAS), 
ECLA and the IDB will furnish, or contract for, technical assistance to 
help Latin American countries. A Latin American Development Planning 
Institute has been established by ECLA. to train Latin American planning 
technicians and other officials associated tdth planning activities, in 
supplying technical assistance to organize and improve planning and 
other agencies concerned Hith comprehensive and sectoral planning and 
in providing help for the preparation of national development plans. 
As a part of its general policy of enlarging its technical assistance 
and training activities, the World Bank recently established a Develop
ment Advisory Service to provide a corps of expert talent to furnish 
economic and financial advice to governments of the Bank's less developed 
member countries, particularly in connection with the preparation and 
execution of development programs. The Organization for Economic Coop
eration and Development (OECD) is considering the establishment of an 
Economic Development Center desi~ned to train planners and to provide 
technical help. Finally, other countries 1-rhich trade ~;ri.th Latin America, 
as vJell as the UN and its other specialized agencies, -v1ill undoubtedly 
continue to furnish technical assistance to Latin America. 

~vhile there thus promises to be a sufficient number of international 
and national agencies in the business of providing technical assistance 
to Latin America, there is likely to be a serious dearth in the quantity 
of trained and experienced economists, statisticians, engineers, agrono
mists and other technicians and administrators needed for planning and 
implementation fron1 which these agencies can draw. The demand for 
qualified technicians, already great, will undoubtedly expand rapidly 
as augmented foreign assistance programs during the much heralded "Decade 
of Development", to vJhich both the United States and the United Nations 
have committed themselves, gain momentum. 

On the supply side, there is little prospect of a rapid increase. 
Any program to train more planners vdll take time. Thus, the Latin 
American Development Planning Institute expects in the next t~:m or 
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three years to increase the number of participants trained in its 
courses to 80, and hopefully, 100 per year. Even if these ambitious 
goals are realized, the average number of trained technicians vrl1ich 
';·Jill become available to each Latin American country from this impor
tant source is likely to be small, especially in the first years of 
the Alliance program. Moreover, to reach the training and other goals 
it has set for itself, the Institute estimates that it Hill itself have 
to recruit about 30 "highly qualified experts" .4 Although more effective 
utilization of technical assistance already available u-mu.ld undoubtedly 
diminish the need for additional technicians and, in some countries, 
reveal that there are more than enough for the time being, there is 
general a~reement that, for the region as a vmole, there will be a 
shortage of experienced domestic and foreign technicians and administra
tors to carry out the tasks of the Alliance for Progress, especially if 
account is taken of the language problem. 

III 

In formulating a comprehensive national development program, 
planners endeavor to make realistic estimates of financial and other 
resources and, 1..-d.thin the limits of these resources, to establish 
priorities for competing sectors and projects. Similarly, each Latin 
American country participating in the Alliance for Progress, faced 1-Ti th 
a number of tasks which exceeds the capacity of its available technical 
and, in all probability, administrative facilities, uould be t-vell advised, 
as a first order of business, to evaluate realistically its technical 
and administrative capacities, the relative importance in its o~m situa
tion of each planning task it is called upon to accomplish and the extent 
to which its scarce technical and administrative staff is to be assigned 
to each to yield desired results. By giving tL11e and thought initially 
to "planning the planning" in this way, a government reduces the risk 
that it Hill over-reach itself by putting too great a burden on its 
technicians and administrators or of dispersing its efforts to such an 
extent that it ends up doing too little through trying to do too much. 

Most persons familiar ~nth the piecemeal approach to the development 
of back1·'.Tard economies involvin ~:: individual, unrelated projects without a 
common perspective or unifying frame:!.rork of economic policy cannot but 
welcome the current trend to-v;rard orderly programming of investment 
through long-range, comprehensive plans. There are still those who 
equate all planning i...j'ith socialism or "Jith central control of the 

4. ECLA, Noticias de la Cepal, Ano VII, No.6, 26 enero 1962, 
pp. 4 and 7. 
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economy to the detriment of private enterprise, but these are, 
as someone has said in another context, "a d'lilrindling band." 5 Arthur Lewis' statement: "The truth is that we are all planners now" 
may have been prem~ture when it was first published in 1949, but it is 
accurate enough today. 

There is also the view of some Who accept the desirability of 
planning, but take strong issue with the commonly held belief that 
planning requires the preparation of comprehensive plans. Albert 
Hirschman, for example, has contended that "the elaboration of 
'overall, integrated development programs' is not essential, and in 
fact might be harmful... 'Good planning' means simply to have studied 
and prepared thoroughly a given project, that is, to have ascertained 
whether it corresponds to a real need, whether proper engineering and 
market studies have been made, whether full financing has been assured 
so that it will not remain half-completed for years, and whether 
alternative ways of filling the same need have been explored and 
rejected for good reasons."6~irschman-ilso calls attention to the 
fact that "total, integrated economic planning could and often does 
co-exist quite amicably with, and may serve to cover up, unregenerated 
total improvisation in the actual undertaking and carrying out of 
investment project s."? 

But while Hirschman's viewpoint is a salutary reminder that 
comprehensive, long-term planning vrlthout soundly conceived projects 
to impleme11t it is, at best, a pointless exercise and, at worst, a 
misleadinG one, it is not the position held by most economists with 
experience in developing countries. The prevailing position might 
be summarized as follows: there is no irreconcilable gap between 
those Nho believe in the necessity of preparing long-term comprehensive 
plans and those who would limit planning activity solely to the 
appraisal of individual projects (points of view which may be des
cribed as macro and micro approaches or, alternatively, as 

5. ~~T. A . Lewis, "The Principles of Economic Planning," Dennis Dobson Ltd. 
- George Allen and UnvJin, Ltd., London, 1954, p. 14. 

6. Hirschman, Albert 0., "Economics and Investment Planning : Reflec
tions Based on Experience in Colombia," in Investment Criteria and 
Economic GrovJth, Asia Publishing House, Bombay, et al., 1961, -
pp. 3t5-9. Prof. Hirschman Hrote these vJOrds in 1954. He has since 
modified his position. Cf. ff. 5, p. 78 of his book, The Strategy 
of Economic Development, Yale University Press, NevJ Haven, 1958. 

7. Op. cit., p. 39. 
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planning8 and implementation9). It is a mistake to think of these 
approaches as an "either-or" choice because both are necessary.lO 

IV 

~f.hile this resolution of the issue may be theoretically acceptable, 
it furnishes little operational guidance to Latin American countries 
1-rhich seek to "plan their planning". The question still remains: vJhat 
proportion of a country's available technical and administrative 
resources should be allocated to macro, or comprehensive planning, and 
what proportion to micro, or implementation? There is obviously no 
one ans't-Jer to this question 1rrhich is applicable to all Latin American 
countries. Nexico, for example, uhich has accumulated considerable 
experience in preparing and executing projects and sector programs, has 
built up a statistical basis for planning and acquired a trained and 
experienced cadre of technicians and administrators, has reached a sta:~e 
of development in 1r.rhich it could profitably allocate substantial 
technical resources to comprehensive planning 'tri thout interfering t·rith, 
and in all likelihood stimulating, i t.s rate of development. While 
there are other Latin American countries in a ~enerally comparable 
position, most do not have the experience, basic data or technical and 
administrative staff to embark on full-scale, comprehensive planning or, 

8. Planning involves (a) an estimation of financial, manpo't-rer and 
other real resources based on expected levels of income, consump
tion, savings and investment (domestic and foreign), exports and 
imports, population and labor force, etc.; (b) the distribution of 
these resources on the basis of expected yields from investment 
(incremental capital-output ratios) among the various sectors of 
the economy in a manner calculated to achieve planning objectives 
and targets; (c) formulation of instruments of economic policy 
for realizing planning objectives and targets; (d) the reporting 
and evaluation of plan execution; and (e) at appropriate times 
during the planning period, the making of recommendations to govern
ment of courses of action necessary to achieve planning objectives. 

9. As used in this paper, "implementation" includes the programming or 
preparation, as well as the execution, of projects, the programming 
and carrying out of feasibility studies, pre-investment and 
sectoral surveys, the preparation and execution of sector programs 
and reporting on the pro.cz;ress of projects and sector programs. 

10. Colm, Gerhard and Geiger, Theodore, "Country Programming as a 
Guide to Development", in Development of the Emerging Countries, 
The Brookings Institution, l·Jashington,D.C., 1962, p. 68. 
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for that matter, on the preparation of the projects needed to implement 
comprehens1ve planning. 

Nevertheless, v-rhile most Latin American governments have some kind 
of central planning unit and quite a few have comprehensive development 
plans or public investment programs, practically none has enough ·vrell
pr epared, high-priority investment projects ready to absorb the capital 
funds 1-rhich are already ClVailable to them. Indeed, as the discussions 
of the Lat in American Seminar on Planning organized jointly by the OAS, 
ECLA., and the IDB pointed out, rtThe shortage of specific investment 
projects \·rorked out in full detail partly accounted for the fact that 
the principles of the Alliance for Progress had not yet been applied as 
generally, or as intensively, as might have been wishedn.ll Of even 
greater signif icance for the future of the Alliance, is the fact that 
few governments possess the necessary administrative organization and 
technical staff required to prepare new projects at a su~ficiently 
rapid rate to utilize the large investment funds which are expected to 
become available in the next decade. 

This is hardly surprising. The shortcomings of administrative 
organization and technical civil service in the governments of most 
underdeveloped countries are r·:enerally recognized. Hm·Jever, while a 
comprehensive, long-term plan can be, and often is, completed in such 
countries by a feif.J technicians, especia.lly 1rJhen assisted by some 
knoHledgeable forei6n experts, Hithout much recourse to the governmental 
machinery, it is usually impossible for a government to prepare and 
carry out projects in number 1nthout heavy resort to its administrative 
apparatus. The government can, and often does, obtain foreign techni
cians and contractors to help, but because of the character, volume and 
continuing nature of project preparation and execution, great reliance 
must, as it should, be placed on the government services. 

Since administrative reforn1s required to improve project program
ming in underdeveloped countries present many difficulties and 
generally take a long time to carry out, orderly preparation, execution 
and operation of projects is intrinsically more difficult and time
consuming to realize than is the preparation of a comprehensive develop
ment plan. This is not to imply that the preparation of a sound 
development plan f or a country is easy. It does mean that uhile the 
technical aspects of planning often present knotty problems in economics, 

11. Provisional Heport on the Findings of the Latin American Seminar 
on Plannin~ held in Santiago, Chile, from 19 to 24 February, 1962 . 
CP/3, 26 February, 1962, p. 6. 
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the programming, organizational and procedural aspects of preparing 
and carrying out projects to implement overall development plans 
present serious problems not only in economics, but also in psychology, 
sociology and public administration. 

Perhaps because of this, national planners -- who for the most 
part have been trained as economists -- have been mostly concerned with 
the perfection of techniques for determining the character and extent 
of resources available or necessary for economic development and with 
the allocation of such resources in the planning period to specific 
uses. They have been concerned to a much lesser degree Hith the 
design and establishment of operational policies, procedures and 
administrative systems by which development plans and programs are to 
be carried out. As a consequence, the techniques for comprehensive 
planning, imperfect though they are, have been developed to a much 
greater degree than the techniques for implementin·-s plans. Prime 
Minister Nehru, who as Chairman of the Indian Planning Commission, 
has manifested a broad grasp of planning problems, has pointed this 
out: "l~Je in the Planning Commission and others concerned have gr01m 
more experienced and more expert in planning. But the real question 
is not planning but implementing the Plan. That is the real question 
before the country. I fear 1:1e are not quite so expert at implementa
tion as at planning •.• u .12 

There is a lesson to be learned in the fact that for India, after 
many years of experience Hith both planning and implementation, 11 the 
real question is not planning, but implementation ••. ". The weight 
of that experience -- as well as the experience in most other 
countries -~ clearly indicates that if projects required to implement 
plans are to be ready and executed on schedule, a far greater proportion 
of the available technicians had better be assigned to implementation 
than to planning. 

Yet, there is a danger today that the new enthusiasm for compre
hensive planning in Latin America may obscure the even greater needs 
of implementation. Unless adequate account is taken of these greater 
needs, others may find themselves in the unenviable position of the 
planners, who, having completed about a year and a half's v·mrk pre
paring Boliviafs ten-year development plan for 1962-1971 (which hopefully 
envisa~es annual increases of 8.3 per cent in gross national product 
and 9.15 per cent in the first 5 years), found it necessary to -vrrite 

12. Address by the Prime Minister of India to the Seventh Annual 
General Body Neeting of the Indian Institute of Public Administra
tion, the Indian Journal of Public Administration, Vol. VII, 
No. 4, October-December 1961, p. 435. 
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that: "The principal deficiency that Hill be noted in the formulation 
of the present Plan is the small number of specific inve~tment projects, 
studied in all their details, which have been included ~in the Pla~. 
It is a most urgent task that the pre-investment studies whose·economic 
justification is given at length in the different sections of the Plan 
are no-vr completed, including the pertinent engineering studies, so that 
their execution may nov-r proceed ·Hi th the speed that the imperative 
conditions require.nl3 

v 

"Planning the planning" for a country v.rith the purpose of 
achieving a proper balance between planning and implementation 
necessarily requires consideration of the kind of planning and the 
kind of implementation suitable to the country at its stage of develop
ment. Thus, a choice must be made between econometric and empirical 
or pragmatic planning. For econometric planning, a wide variety of 
mathematical techniques is now available. Under appropriate circum
stances and in the hands of trained econometricians, mathematical 
grmrth models, input-output tables, linear programming and the theory 
of games can be employed to make useful contributions to the internal 
consistency of comprehensive development plans. But in vie~-r of the 
gaps in basic statistical data and in the training of most planners in 
Latin America, as Hell as the shortage of qualified international 
planning technicians, it is questionable vJhether the application of 
advanced mathematical techniques can be made to yield meaningful 
results in a reasonable period at the present time in most of Latin 
America. 

Although nearly all Latin American gover~ments now have central 
planning units, many are little more than paper organizations; 
frequently, they are out of touch lrith, and ignored by, the heads of 
ministries and official agencies and even the chief executives of 
their countries; al~;rays, they are undermanned and their staffs under
paid and undertrained. Although comprehensive planning is gaining nevJ' 
status, at least as a means of obtaining foreign financial assistance, 
"it is still looked upon Hith deep suspicion in a number of /Latin 
America~ countries ••• In addition to such mistrust, planning has 
been consistently fought by established political and administrative 

13. Resume of the Economic and Social Plan 1962-1971, Volume 1, in 
Planeamientq, off icial publication of the National Planning 
Office, La Paz, Bolivia, No. 3-4-5, September 1961, p. 33. 
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interests; as a result it has in many cases been entrusted to units 
functioning outside of the regular executive establishments. Such 
semi-autonomous bodies enjoy little communication with, and inflpence 
over, the intrenched executive and administrative agencies ••• ulu 
Even 1Hhen suspicion or outright hostility is absent or subdued, official 
lack of understanding of the purpose and role of comprehensive planning 
is common. Thus, the former director of the Colombian Planning Depart
ment complained that, "I v-ras constantly surprised during my tHo years 
as head of the Planning Department at the number of highly cultivated 
people -vrho asked me the same question: 'Just vJ f"' at is planning? tnlS 

VI 

In vieF of the shortage of basic quantitative data and qualified 
technicians, the need to relocate, reorganize and gradually increase 
and improve the quality of staffs of central planning units and to 
educate goverrunent officials to the meaning and purpose of planning, 
there is much to be said for beginning planning activities in most, if 
not all Latin American countries, v-rith pragmatic techniques ·t-rhich are 
easier to apply and understand than more sophisticated but esoteric 
econometric formulations which few government officials can comprehend.16 
The objectives of a pragmatically prepared plan should be limited, clear 
and consistent, and its targets should be fevJ and realizeable. It is 
not difficult to identify the critical sectors for Latin American 
development: for most countries, they are transportation, electric 
po1,rer, agriculture, education, and public health. A first approxima
tion and a sensible division of available financial and real resources 
among them and remaining sectors is possible without abstruse and time
consuming mathematical calculations. The pragmatic approach accepts 
the fact that planning 't·Till be less detailed in sectors Hhich are 
adjudged to be less important, at least for a time, than in others 
uhich are considered more significant for the achievement of current 
objectives. Even in the most important sectors, pragmatic planning 

14. Summary of a report of the Technical Hission organized by the 
Inter-American Planning Society, uith financial support of the Ford 
Foundation and cooperation of the UN, the ICA and the OAS, 
February 1961, p. 14. 

15. Franco Holguin, Jorge. 11 Economic Policy and Planning11 , NevJ Econom:r 
Review, Bogota, Colombia, June 1961. 

16. In their paper "Country Prozramming as a Guide to Development", 
previously cited, Colm and Geiger give an extended account of 
the techniques used in pragmatic planning. 
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calls for planning inputs and outputs of the mln~um number of 
strategic factors needed to affect other factors sufficiently to 
realize planning targets. 

The maximum use should, of course, be made of available quantita
tive information. When quantitative information is insufficient, 
ho-vrever, as it is in most countries, it is "often possible to find 
officials, experts and other personnel who are sufficiently well 
acquainted ·uith their country, its problems and relevant aspects of 
such problems to be able to make an extremely accurate contribution to 
an analysis of the situation". 17 It might be helpful, but it is not 
essential, to have input-output tables; what is important, as 
Jan Tinbergen has pointed out, is t hat the input-output approach be 
usect.l8 But for this, a few conversations Hith kno-v.rledgeable 
technicians should suffice in most Latin American countries. 

While the instruments of policy needed to implement the plan 
should be given in even greater detail than they are usually ~iven in 
comprehensive plans,l9 they should not be based, as they frequently are, 
on the unrealistic assumption that substantial improvements in public 
administration, taxation and agrarian conditions can be achieved in two 
or three years. Radical changes in these fields must be made during 
the Alliance period if the pro~ram is to succeed, but good planning 
requires a proper skepticism about the speed vJi th 1.vhich reforms are 
possible in the first few years. A prudent evaluation of these 
possibilities is essential if realistic estunates are to be made of 
the cost of achieving planning targets under prevailing administrative, 
technical, and political conditions. The failure to appreciate fully 
the high cost inherent in inefficient organization and administration 
and the time it takes to eliminate inefficiencies accounts more than 
does any other factor for the under-estimation of the cost of achieving 
targets Hhich is a i'rell-nigh universal characteristic of development 
plans. 

A pragmatically-prepared plan should take far less time to 

17. Provisional Report of the Findings of t he Latin American Seminar 
on Planning, p. 8. 

18. "The Design of Development", The Johns Hopkins Press, Baltimore, 
1958, Chapter II. 

19. Planners have generally and erroneously taken the vie~r that the 
formulation of instruments for implementing plans is properly a 
"problem of political science". 
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complete than a mathematically-integrated plan~ Thus, while 
Colombia's ten-year plan took two years to complete and Chile's, 
three years, it should be possible for a pragmatic plan to be prepared 
for any Latin American country in no more than six months. There 
Trould probably be many gaps and imperfections in this kind of plan. 
Hm·Jever, since pla~--ming is a continuous process, which implies that 
even the best plan is likely to need revision by the time it is 
published, refinement could begin immediately after the plan's comple
tion. Heant·Jhile, the country Hould have, in a short time, an improved 
frame of reference for its investment decisions. 

It Hill not be easy, of course, to find enough planners to complete 
pragmatic plans for each Latin American country in six months; but the 
number of planners required will at least be considerably less than the 
number needed to prepare conventional econometric plans. Much more can 
also be done to simplify and rationalize planning, thereby further 
reducing the need for planners.20 In most central planning units, for 
example, much time is spent on the preparation, appraisal, and inspec
tion of projects and on setting priorities for projects ~~thin a sector. 
This is generally justified on the ground that ministries and other 
government a;_~~encies are not equipped to do the Hork vrell. If, ho-vJever, 
most of the available technicians are allocated to this 1:rork in the 
ministries and official agencies, as is advocated in this paper, it will 
become possible for the planners to give most of their time to planning 
and leave the preparation of projects and sector programs to others.21 

VII 

A ten-year plan has certain psychological advantages over plans 
of shorter duration because its targets are often impressively higher 
than those for shorter-term plans. This advantage can be over-rated, 
however, since the further away the target date the easier it is for 
governments to postpone their coming to grips ·Hi th the unpleasant 
realities vrhich must be met noVJ to make the targets realities later. 

20. The shortage cannot be eliminated completely, but this is 
precisely why it is important to make the most effective use of 
the available supply. 

21. Ideally, planners should make every effort to leave project evalua
tion and the preparation of each sector program to the appropriate 
ministry or agency and concern themselves Hith project and sector 
programming only to the extent necessary to reconcile and rational
ize competing sector demands 1nJi th scarce resources. 
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Moreover, since investment activities for the second five years of the 
plan period obviously depend on international and domestic events which 
are difficult to foresee, as well as ~n accomplishments in the first 
five years of the plan, projections in ten-year plans necessarily become 
more vague in the latter half of the planning period until, in the last 
fevr years, they are usually little more than aspirations. 

In setting a period for the development plan of a country, it is 
therefore desirable to recognize that the longer the term of the plan, 
the less the degree of precision possible. As a practical matter, 
the period of the plan should be short enough to permit reasonably 
accurate projections and estimates and long enou~Sh to cover the gestation 
period of a sufficient number of related projects which together give a 
reasonably adequate indication of the effects of investment decisions in 
carrying out planning objectives. There is no hard and fast rule, but 
experience shm.rs that a period of about four, or in some cases, five, 
years meets these criteria. That Latin American countries are aware of 
this is shov.m in the fact that Colombia, even though it had a ten-year 
plan, preferred to replace it vrith a four-year plan 1-rhich it is using 
as the basis for its investment decisions. Venezuela is also working 
on a four-year plan. 

The adoption of a four-year period for planning 1vould not, of 
course, prevent the setting of ten-year goals for education and public 
health as suggested by the Charter of Punte del Este, or for other 
sectors as ·Hell. In fact, for at~riculture, it might even be desirable 
to make "perspective" projections for lS or even 20 years. Only the 
combination of the various sectoral projections would be limited to 
four-year periods. The concept of a "rolling plan", "'rhich has recently 
received increasing approval from planners, might usefully be employed 
"t'rith four-year plans. In a "rolling plan", the plan is revised at the 
end of each year, 1·rhen estimates for another year are added. In effect, 
therefore, the life of the plan is renewed at the end of each year. 

To help implement a four-year development plan, it v-rould also be 
desirable to prepare a one-year operational plan for the first year 
which -vrould detail exactly Hhat must be done to convert the four-year 
plan into a "program of action". Frequently, development plans 
extending over a number of years are not rrphased11 to shm·J what needs to 
be done each year, especially precisely what must be done in the first 
year. At the end of each year, a nevr annual plan should be issued as 
an operational plan for the next. 

In its meetings in Santiago in February 1962, the Latin American 
Seminar on Planning gave special consideration to short-term planning. 
It was the "unanimous opinion of the pa:eticipants ffiha~.7 the problems 
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of planning in the short term cannot be approached without reference to 
the more general and basic problems of long-range planning. In fact, 
it was suggested that, properly speaking, programmes should be referred 
to not as short-term programmes, but rather as transitional or temporary 
programmes, or as the short-term aspects of long-range programmes, or as 
short-term measures to be taken vrithin the framework of long-range 
programmes .n22 And further: "the short-term plan "rrould be the medium 
for putting into practice what were, in effect, the first steps in the 
execution of longer-term plans.n23 

When short-term plans are vie't·red in this way, in trJhat I believe 
is the correct 1:ray, it is hard to comprehend why tv-ro-year plans are 
needed. On the one hand, the small increase in time required to pre
pare a four-year plan instead of a two-year plan by the same techniques 
makes the four-year plan indisputably preferable; on the other hand, 
the need to phase a t1:.ro-year plan, that is, to divide it into t-vro annual 
plans to make the tvm-ye?r plan operational, makes it inadequate as a 
substitute for a one-year operational plan. It could be, therefore, 
that those who think the tvJo-year plan desirable may have considered the 
only feasible alternatives to be long-terrn plans prepared by conventional 
mathematical techniques and short-term plans prepared pragmatically. As 
suggested in this paper, however, there is also the alternative of pre
paring pragmatic long-range plans in a short period of time. Perhaps 
the most succinctly stated argument in favor of this alternative was 
rn2de by one of the Bolivian delegates to the Latin American Seminar on 
Planning: "'~,That is needed", he said

24
n is not so much short-term plans 

as plans prepared in a short term.". 

VIII 

To the extent that a tl,To-year or other short-term plan represents an 
attempt to start and accelerate manifestly urgent and justifiable projects~ 
there is, I think, a more practical and expeditious Hay of accomplishing 
this objective. The danger in most Latin American countries is not 
that governments are less aHare than outside experts of high priority 

22. Prov~sional Report of the Findings, etc., op. cit., p. 4. 

23. Ibid.' p. 7. 

24. "No hay que hacer planes a corto plazo si no hay que en corto 
plazo hacer planes." 
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projects; it is rather that in seeking to promote development, they 
often seek to advance more high priority projects, as well as many of 
lm~er priority, than available resources allow. As a result, progress 
is slowed all along the line. Progress is also impeded by disorganized 
competition in some countries among more or less autonomous public or 
semi-public agencies and local, state and central governments for 
foreign exchange, local currency and other scarce resources essential 
for carrying out investment projects and programs. 

Many governments do not possess comprehensive information of the 
magnitude and composition of their current and prospective public invest
ments. Since investments by official agencies are frequently carried 
on more or less independently of governmental budgets, governments usually 
have even less information about these investments or about the extent to 
1r·Thich these agencies have committed the country's credit or foreign 
exchange earnings by borrmdng abroad than they do about their m.m invest
ment activities. Often, also, little is known about the investments and 
loan commitments of state and local governments. 

~fhile comprehensive planning is beginninG in the central planning 
unit, and even before, it "':·JOuld therefore be desirable, Hhen adequate 
information on public investment is 11anting, for an "inventory11 to be 
taken of all public investments already prograrrrrned or in process of 
execution. Throu3h a questionnaire circulated among all official 
investment entities, information -vmuld be solicited 1.-rhich lJhen collected, 
combined and analyzed vJOuld permit steps to be taken to rationalize public 
investment in process and to brin::; it into balance vrith available 
resources. For these purposes, information -v:rould be requested Hhich 
1rrould furnish for each project, the name of its sponsor (e.g., the 
central government, state or municipality, regional or other public or 
semi-public agency, etc.), an estimate of the time needed to complete 
the project, 't·rho lJas to do the actual -vrork (e.g., public forces or pri
vate contractors or enzineers, whether domestic or foreign, etc.), the 
estimated cost in local currency and foreign exchange divi~~d into annual 
amounts required, ho-v.r the project ·Has to be financed, etc. 

If a comprehensive plan already existed, the investment inventory 
could be used to help reconcile current public investment activities 
1-rith the national development plan; but even vJhen the preparation of a 
development plan is not contemplated, an inventory could provide the 
means for obtaining more efficient and fuller use of available resources 

25. Since some investing entities are likely to be unable to supply 
all the requested information, a certain amount of estimation 
based on indirect information Trmuld probably be required to fill 
gaps in the data. 
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and for equating total actual and projected public investment with 
resources. Indeed, an inventory could be the basis for t '.1e preparation 
of the first national development program of a country. .India t s First 
Five-Year Plan, for example, was little more than a compilation of 
projects and programs already in progress. The results obtained from 
rationalizing investments in an inventory might thus provide means for 
securing immediate financing for obviously sound projects and programs 
while a more comprehensive development planwas being prepared. 

It is probably a safe guess that when the completed inventory for a 
typical country 'tvas reviewed, it "':Jould shov-r that more investment was 
being contemplated than could be covered by available financial and 
other resources. In order to bring aspiration and reality closer, 
therefore, judgments would have to be made about the importance to the 
country of each project, or at least the larger ones. In making these 
judgments a variety of criteria might be used. The applicability of 
these criteria might sometimes be restricted by statutory earmarking of 
funds for specific projects or by Hark already so far advanced as to 
make it difficult or unfeasible to stop ·Fork on some projects of low 
priority; or completion of one project might leave no alternative

6
but 

to proceed vrlth another in order to make the first one effective. 2 In 
spite of these constraints, application of tests of economic and 
technical feasibility, administrative readiness of the sponsors to 
execute projects on the scale contemplated, the adequacy of engineering 
and other studies and the reliability of cost estimates, the adequacy 
of the financial contributions by the sponsoring entity or beneficiaries 
of the project, etc., should allm-v substantial reductions to be made in 
the number of projects. The arbitrariness with which judgments are made 
on the priority of projects Hhich had survived these tests, as among 
sectors, in order to bring the total volwne of investment dovm to the 
level of resources would depend, ultimately, on the priority assigned 
to each sector. If comprehensive planning has proceeded far enough, 
these priorities should be available as guides; otherv-rise, sector 
priori ties vrould have to be determined empirically on the basis of the 
available information. 

From the review and evaluation of the inventory there should emerge 
a pattern of investment phased over time vJhich provides for elimination 
of bottlenecks and the maximum use of available resources. In reviewing 
the inventory, the greatest attention should be given to investments for 
the first year. Ho-vrever, this necessarily requires making assumptions 
about investments in future years. Projects 1rrhich are to be carried 

26. E.g., a farm-to-market road miP,ht be essential to provide access 
to an adequate supply of milk for a processins; plant nearly or 
already completed or a vrarehouse to store goods in transit might 
be necessary to a ne1-vly-constructed port. 
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out in the first year may require the commitment of resources in 
later years and projects vrhich are to be started in the second or 
third year may reguire resources to be allocated in the first year for 
preparatory vJork. 27 Inadequacy of information about natural 
resources and other basic data make it ·especially J important that 
resource and sectoral surveys and feasibility stu.dies be started as 
early as possible.28 Where such sectoral surveys have been made, e.g., 
in Colombia, 1N"here po1rrer and transportation surveys have been completed, 
they have been found to be of great assistance in preparing sound pro
jects and coordinated sectoral investment programs. 

Where a one-year or longer-term development plan exists, the first
year program which has emerged from the review of the inventory should, 
of course, be integrated into the broader development plan or plans. 
1~!here no development plan exists, hovrever, the revievJ of the inventory 
for the first year can become, t·rhen embodied in the annual budget, a 
one-year public investment program for the country. While a program of 
this kind is more circumscribed than a comprehensive development plan, it 
may still perform useful service in rationalizing public investment. In 
I11Iexico, for example, the Investment Commission, in the first tHo years 
of its existence, chose to prepare annual public investment programs in 
1955 and again in 1956 in order to gain experience. Other countries 
have also preferred annual investment programs for the first fet-r years of 
their planning history. 

Whether or not the public investment program prepared from the 
inventory is made a part of a development plan, it Pould be desirable 
to incorporate its elements into a consolidated official budget which 
included investments of the central government, public corporations, 
states and municipalities, ",rhether financed domestically or from abroad(> 
It is essential to systematic planning procedures, once this has been 
done, that budgetary funds be made available only for projects and 
programs included in the public investment program and for no more than 
the amounts prescribed. If capital and "capital-like" (e.g., education 
and health) expenditures are included in a e:;eneral budget Hith current 
items, there is greater likelihood that the effects of capital invest
ments vri11 be adequately reflected in budgetary allocations for 

27. For example, a preliminary engineering survey to lay out a route 
for completing the Pan _kffierican Highway in Panama and Colombia is 
expected to take 2 years and up to $3 million to finish. The 
\-Jashington Evening Star, l'Iarch 22, 1962. 

28. In pa1·ticular, there is t.he greatest need for pre-investment 
studies in agriculture. 
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current expenditures.29 

IX 

vrhile the principles involved in the taking of a public investment 
invent ory, the rationalization of investment and the balancing of public 
investment -vrith available resources are concepts which almost anyone can 
understand, fe-t.r Latin American countries are adequately equipped 1dth 
trained personnel to carry out these tasks without outside assistance. 
It would be possible, of course, to import foreign technicians who could 
take the inventory for a country, review the data anc~ produce a "goodn 
public investment program. This approach 1prould have the advantage of 
speed; but in the process, .:1n exceptional opportunity uould have been 
lost to use t he inventory and its revie~rr as a means for making more 
lasting improvements in the country's programming process. 

~\l'hen faced -vrith the choice of ~etting quick results Hithout 
lasting benefits or delaying results and making more permanent improve
ments in its programming procedures and institutions, Latin American 
countries 1muld be v·rise to choose the latter. The first objective 
should not be quick results or even "the best decisions but a better 
decision-making process ••• The production of ••• a good 'plan' -
for the next one, five or seven years seldom is as important as is even 
a modest gain in the rationality of the planning process, which v.dll be 
authoring decisions for decades to come ••• /For technical assistance 
purposes, this implies? that training is by all odds the most important 
function of any consultant group • • • ~fuile the special classes and 
courses they conduct will be important, they must do even more of their 
teaching throu;3h day-to-day v.rork ~~d.th their indigenous counterparts • o. 

through a 1-mrk program in uhich their indigenous associates can 
effectively participate ••• Lijoreover~ the consultants must work with 
the 1ravJ material' at hand." .30 

If this sensible counsel is applied to the taking of the inventory 
and its revie1-1, it 1iTOuld imply that most of the vrork would be done by 
nationals of the country involved, vrith the foreign consultants playing 

29. The number of hospitals ·t-ri thout doctors and nurses and schools 
without teachers testify to the fact that due account of capital 
investments is not alv-rays taken in current budgets. 

30. Lm,vis, John P., "Notes on the Nurture of Country Planning", 
Technical Digest Service, AID., Vol. II, No. 3, January 1962, p. 12. 
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the role of teachers and advisers, instead of "doers". The success 
of the consultants would be judged, as Lewis says, not by their erudi
tion, or even by the decisions they recommend, but "by the quality of 
the going ••• establishment" they leave behind. If, moreover, in 
selecting the "indigenous associates" of the foreign consultants, 
care Here taken to obtain individuals who had the confidence of, and 
were nominated by, the ministers or heads of official agencies most 
concerned -vri th public investment, and a conscious effort Here made as 
a part of the entire operation, to set up the persons trained by the 
consultants as the nuclei of permanent programming units in the 
ministries and aeencies, the transient results obtained from the 
inventory and its review could be extended to yield even more lasting 
benefits. 

Some comment is in order about the professional prerequisites 
required of the 11 indigenous associates. n ·Sound programmin:; of projects 
and the preparation of sector pro:;rams call for both technical and 
economic kno-vrledge. Engineers (or other technicians) ·Hi thout economics 
or economists ·hrithout technical information are equally inadequate for 
good programming. Ho1rrever, t-rhile economists o;enerally make better 
planners than technicians, experience sho-v1s that engineers, agronomists 
or other technicians who have acquired some competency in economics 
are more suitable than economists for project and sector programming. 
Dr. Jorge Ahumada, :,·rho has had considerable experience in programming 
for Latin .~erican development and in conducting ECLA training courses, 
points out that "actual programming v-rork in Latin America has demon
strated that it is very difficult to become a good specialist in sectorial 
pro(?;rarunin7, r:rithout a minimum technolot:;ical knowledge of the field ••• 
It is easier to train people possessinz a technical background vrith 
some kno-vrled-~: e of economics to be good sectorial pro;:::rammers than it ij, 
to provide economists Hith the minimum technical education necessary." .!.. 

Finally, there is the question of the offici2l agency in each 
government best qualified to conduct the inventory and its review. 
The substance of an investment inventory and it~ review is the subject 
matter of implementation rather than planning.3 Although the central 

31. Ahumada, Jorge, "Problems of Specialized Training Requirements as 
Vie'IPred from Inside a Country in Process of Economic Development" 
in Aspects of Training in Economic Development, OECD, January 
1962, p. 16-. 

32. Cf. footnotes 8 & 9, p. 6 , -vrhich define planning and implementation. 
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planning organization has a legitimate interest in seeing to it that 
ministries and official agencies prepare and carry out investment programs 
v.rhich ·Hill lead to the realization of the targets in the plan, the prime 
responsibility f~r the preparation and execution of investment programs 
belongs to the operating ministries and agencies. In the ideal situa
tion, therefore, each ministry and investing agency should carry out the 
inventory and review for the sector or portion of a sector under its 
jurisdiction. On the basis of a comprehensive development plan pre
pared by a central planning body, 1...rhich allocated financial and other 
resources to each sector or portion of a sector, each ministry or agency 
vJould prune and shape its oun investment program to make it conform to the 
requirements of the development plan devised by the central planning 
organization. Hmvever, since fe-v.r operating ministries and agencies have 
the capacity to carry out these tasks unaided, some means must be found 
to assist them. 

1:Jhile it vTOuld be possible, at least in some countries, for the 
central planning body to supervise the conduct of the inventory and its 
review and to help establish programming units in the ministries and 
agencies, it \vould be unt·rise, in my vie-v;, to assign these tasks to that 
body. Central planning organizations in Latin America vrill have all 
they can do to establish and staff themselves and to formulate comprehen
sive development plans within reasonably short periods; to require them, 
in addition, to take prime responsibility for the inventory and its review 
and the establishment of project programming facilities in ministries and 
agencies, not only -vrould reduce their capacity to prepare comprehensive 
plans, but T·muld also increase the risk, given present attitudes of 
operating ministries and agencies tm·rard central planning bodies, that 
disagreements t-rould arise which vrould impede the taking of the inventory 
and its revieH and postpone the establishment of programming units in 
ministries and official agencies. 

In order to minimize these dangers while taking account of the 
legitimate interests of both central planning bodies and operating 
ministries (and agencies), it may be worth v.rhile establishing a 
Training Center in each country as an independent body, for the purpose 
of training technicians in the ministries and public agencies through 
on-the-job training courses to prepare sound projects and sector programs, 
set up project and sectoral progress reporting systems which would mesh 
with the progress reporting system of the central planning body for the 
comprehensive plan, improve administrative procedures and organization 
for project programming and execution, and prepare ministry and other 
personnel for proper operation and maintenance of completed projects. 

The foreign consultants who 1vere to act as advisers and supervise 
the conduct of the inventory and train personnel in the process, would 
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report to the Training Center. Ho~rever, the local technicians from 
the ministries Hould, although working on the inventory or participating 
in other training programs under the auspices of the Training Center, 
remain responsible to the appropriate officials (preferably the heads) 
of the ministries or agencies where they were employed. This admini
strative arrangement is desirable because (1) it would provide necessary 
assurance to ministers and agency heads that they will be involved through 
their own subordinates in the inventory and review, and ( 2) it would 
provide a convenient avenue of communication between the foreign consul
tants in the Training Center and the top officials of the ministries and 
agencies. 

The staff of the Training Center in each country would be small and 
"rJould largely consist of temporary international consultants tr~hose 
sponsorship would be such as to engage the confidence of the central 
planning unit as well as the ministries and agencies. As a "third force", 
dedicated to the objectives of comprehensive development planning but 
free of the ministerial suspicion or hostility with which most central 
planning organizations must novr contend, it Hould 'be in a much stronger 
position than the central planning body to gradually bring programming 
practices in the operating agencies in line with the requirements for 
systematic comprehensive planning . In the inevitable conflicts of view 
between the central planning organization and the ministries and agencies, 
a sympathetic Training Center unaffiliated with either contender could act 
as an "umpire" and use its good offices to reconcile differences. 
Eventually, the Training Center should tfork itself out of a job, but at 
first it could prove to be the vehicle for relieving the central planning 
unit of ministerial programming activities which could easily, on the one 
hand, interfere with its urgent task of comprehensive planning, and on the 
other, arouse the suspicions of the ministries that the central planning 
body 1-ras seeking to meddle in operations. 

x. 
In summary, the central point in this paper is that the first 

planning job under the Alliance for Progress is not, as some believe,. 
the preparation of long and short-term comprehensive development plans 
for each Latin American country, or as others contend, the preparation of 
projects and sector programs, although both are important. Rather, the 
most immediate and urgent task is for "planning the planning" of each 
country to assure that available technical and administrative facilities 
are realistically evaluated and distributed among planning and implementa
tion in suitable ratio. It has been contended here that although this 
ratio is likely to differ from country to country in Latin America, in 
all countries the needs for implementation will greatly exceed those for 
planning. It has been suggested that, at least at the beginning of the 
Alliance period, pragmatically-prepared plans Here preferable to 
mathematically-oriented ones and that the greatest need was "not so much 
short-time plans as plans prepared in a short term". 
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As a first step toward rationalizing current public investment, it 
has been proposed that an n inventory" of public investments be taken in 
countries where information on the extent and composition of public invest
ment is incomplete; that the inventory be conducted and its data handled 
in such ·vrays as to yield not only benefits in improving the existing public 
investment pattern, but also more lasting results (1) by training nationals 
in each country in the investment decision-making process, and (2) by 
establishing them as the nuclei of programming units in each of the 
ministries and public a ; encies to complement and cooperate v.Tith central 
planning organizations in their governments. Techniques and an organi
zational structure were outlined for accomplishing these ends. There can 
be no assurance, of course, that the prototype presented in this paper will 
~rork in any Latin American country, or that it will -vrork in others even if 
it Norks in one. Clearly, it v.rould have to be adapted to each country's 
special needs. There are, moreover, many other prototypes which might 
vJork as well or better. But this only points up the need for "planning 
the planning" in each country. 



'IP£ USE OF SECOND-HAND HACHINERY 
Ifit DEVELOPING ECONONIES 

Alhert vJaterston 

Opposing Points of View 

RevisE)d 
October 4, 1962 

A United Nations publication of a few years aga!lreferred to 
the conflicting views of several U. N. experts about the advisability 
of using old or reconditioned machinery in underdeveloped countries. 
One u. N. expert in a Far Eastern country, a specialist in the pro
duction of ramie, proposed that second-hand decorticating machinery 
be used in a plant producing ramie fibre. '~hile the L!econditione~ 
machines v1ill not be as efficient as new models," he pointed out, 
first quality fibre can be produced with them. It is obviously im
portant that every possible economy be practiced in order to conserve 
foreign currency funds." An expert in another country also recom
mended installing used machinery in a plant which already had some 
old machinery because new machinery v-rould "result in a serious im
balance in the flow of production." In contrast, a third expert ad
vised against a proposal to install reconditioned textile machinery 
in a Middle Eas ern country because "old machinery or even the best 
reconditioned machinery will produce only inferior goods". He saw 
"no reason why the country should be har-dicapped v.Tith 1.1rorn-out theo
ries or machinery vrhich -vrould only hamper its strides t ov1ard improve
ment ••••" 

Similarly divergent op~n~ons are also found outside the United 
Natj_ons. There are, indeed, t1-ro widely separate schools of thought 
on the subject. Those Who favor the use of second-hand machinery 

Y United Nations, "Capital Intensity in Industry in Under-developed 
Countries," Industrialization and Productivity, Bulletin 1, April 
1958, p. 18. All quotations in this paragraph are from this source, 

~J. tert ~-.raterston is a Staff Member of the 
.2>cnomic Development Institute of the International 
I:'::tnk for Reconstruction and Development. 

'.CLe; viev1s expressed in this article are the au thor's 
sr.C. do not necessarily reflect those of the Bank. 
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and equipment in developing countries argue for most if not all 
underdeveloped countries, as one u. S. official did in a recent re
port on his findings in India, that "considering the current stage of 
manufacture in India, the machine v.rhich is obsolete in the United 
States may vJell be economical for India at this time because: (1) 
it costs less; (2) ~t7 is less complicated and hence more useable 
by "t-Jorkers unaccustomed to a high degree of automation; (3) low 
labor cost in India makes automation less significant; and (4) India 
can do more tooling up by utilizing selective used equipment because 
of the great foreign exchange saving." Citing a specific visit he 
made to a large machine shop and automobile assembly plant which is 
using second-hand equipment from the United States, the same official 
wrote: "used machine tools ••• had proved entirely s atisf'actory and in 
fact were better adapted to the work which they were doing at this 
time in India than more modern automated machines would have beeno 
This was the opinion not only of local engineers but of the two en- ... 
gineers ••• Lfrom the United Statey ••• who set up the shop for J:the fir~/ 
and have been consulting supervisors of the company's operations 
during the past three years. In addition to being the right type of 
thing at this stage in India, their cost was between thirty and forty 
percent of the cost of new machineso 11 

Advocates of greater use of second-hand equipment in under
developed countries contend that not only do firms using such ma
chinery do well in the domestic market, but, because of low wages, 
they may be able to coMpete in export markets Hith companies in high
wage areas vJhich operate with more modern machinery. In Calcutta, 
for instance, an old private firm, affiliated with a larger British 
concern, bought from its British associate a used semi-automatic 
machine for making wood screws. Under Indian conditions of low-wage 
rates, it not only undersells the British company in India, but also 
exports to neighboring countries at a lower price than its associate. 
An even more striking example is that of a foundry in Cleveland, 
Ohio, that shipped some of its old casting equipment (which in the 
United States required uneconomic amounts of high-cost labor to 
operate) to South America, where it was used to establish a foundry. 
Although steel for casting also had to be shipped from the United 
States, the company found that the South American castings could be 
delivered to Cleveland (a round-trip distance of 1,000 wiles, includ~· 
ing 700 miles of inland transport) at a lower cost than it could pro
duce similar castings with modern equipment in its Cleveland plant. 

Those who find little merit in the idea of using second-hand 
machinery and equiprrent in developing countries can also cite example&~ 
but these point up the mistakes which can be made with old equipmento 
For example, machinery formerly used in South Africa was installed 
in a paper-board factory in Jamaica. The plant has never been pro
fitable in spite of low wage rates in Jamaica because advances in 
technology have produced a great gap between the productivity of the 
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nE:"": ' c~ : ~ :~!h. ~!'l~r-es in t.he 'J~i ted Stat~s and the oldel' ~~1achines Uf;ed. 
in Jamaica. Since Jamaica is near the United bta tes and the 
Jamaican tariff is low, freight costs and duties on paperboard im
ports do not add enough to the cost to compensate for the loHer costs 
of production of the more modern machines. 

There are those 1...rho argue that it is uneconomic for developing 
countries to utilize old equipment under any circumstances. They 
contend that underdeveloped countries could accelerate their indus
trialization in the long run by equipping their industries t·rith the 
most modern automatic machinery available, even if this ~ans that the 
unemployment problem remains unsolved for a time. Proponents of this 
course of action believe that in this way underdeveloped countries 
can most expeditiously overcome the impediment imposed by their un
skilled labor force and become internationally competitive ~dth the 
industrialized natio~~· "The more advanced techniques," l-lri tes one 
well-known economis-0, "tend to save both labor and capital. By the 
same token, capital-scarce countries can less afford losses through 
obsolescence than capital-rich countries; it is particularly impor
tant for the underdeveloped country to choose techniques that will 
not become outmoded soon. In any case, only unskilled labor is abun
dant; skilled workers, technicians, foremen, and managers are scarce 
even more scarce than capital. For this reason, one finds Stanvac 
installing a fully automatic refinery in Bombay, and the municipalit y 
of Djkarta choQsing a fully automatic French design for its water 
filtration plant.n 

One must also take note that the Export-Import Bank and other 
agencies which finance development projects in underdeveloped coun
tries generally shy away from providing funds for the acquisition of 
used equipment for the projects they finance. They feel that the Uce 
of second-hand machinery and equipment introduces an unnecessary un
certainty in a situation which already has many difficulties. In 
cases where loans have been made for used equipment, banks have usu&ll~r 
required certification from a reliable source that the equipment is ~ 
perfect operating order, that it will last at least as long as the 
lifetime of the loan, and that spare parts will be available if needed~ 

The matter does not come up fr6quently because most borrowers 
prefer net-J equipment if they can get it. There are several reasons 
for this. There is the 1-ridespread view, by no means limited to the 
insufficiently-developed countries, that what is new is inherently 
better than vJhat is old. This is not necessarily so, as everyone 
knowso Nevertheless, like the financing agencies, operators of plante 
in underdeveloped countries do not wish to add to their burdens un
necessarily by using second-hand machinery, even if they know mere tr. 
get it ; and it is not always easy to locate the right type of usable 

y Benjamin Higgins, Economic Development, ~1 o 1'1 . Norton and CompC~ny, 
In.co, New York, PP ~ 672-3. 
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s€- ~,)~:1--h~n-:i cOUil.~Y"lt::nt, w-hen it is ~-~6e ie.d.. Furthermore, w-hiJ.~ a. pl3r.t 
r.-·ay ~)8 four.~.d 't-;hei·e used ?CfUipY.Lent is pointed out to visitors, most 
operators take rauch greater pride in mana,..ing factories Nith the 
most un-to-date production facilities. This human frailty is 
frequentl~r encountered in underdeveloped countries e 

Indeed, in some underdeveloped countries, there is such a 
strong aversion to the use of anything _ but new machinery that entre
preneurs have been known to settle for lower financial returns in 
order to enjoy the psychological satisfaction derived from owner
ship of the latest equipment. Anyone who advises a developing coun
try to acquire used machinery runs the risk that his motives will be 
suspected, and that he may be accused of wanting to saddle a country 
with the "castoff" equipment \vhich another country ~'ll'ishes to scrap. 
If anything goes 1irong in a factory which has installed second-hand 
machinery, the blame may be placed on the used equipment instead of 
on possible mismanagement or on other causes unrelated to the used 
machinery. 

In any discussion of the advantages and disadvantages of used 
equipment for underdeveloped countries, one is likely to be as im
pressed vdth the arguments of those who oppose the idea as with those 
1-rho favor it. \vhich of the contrasting viet-rs is "correct"? Are 
the t1nTO positions irreconcilable or is it possible that the "right" 
answer is that it depends on the circumstances of each case? If it 
does depend on circumstances, uhat are the conditions which determine 
when it is advantageous for an underdeveloped country to acquire 
second-hand machines or equipment and under what conditions is it 
inadvisable to do so? What are the opportunities for acquiring 
second-hand machinery and equipment and what is the outlook in the 
next five years in this field? Are there any general guidelines 
which developing countries can obtain from past experience which 
might help them decide how to proceed when confronted with opportu
nities to obtain used machines? 

The Supply of Used Nachinery and Equipment 

The questions raised in the preceding paragraph are of special 
significance to the United States because, ~~ong the industrial na
tions of the world, it has the greatest surplus of used machinery an~ 
equiprr.ent and it is the greatest single supplier of second-hand equip·· 
ment and machinery to the underdeveloped countries. No one lmo·Hs 
exactly how much used machinery and equipment of a 11 kinds is surplus 
to the needs of the United States economy and available for export, 
but everyone concerned with the subject agrees that it is considerabJc . 

There are good reasons for believing that the supply of secor.~.d· · 
hard equipment and machinery in the United States will increase 
great ly in the next few years. A study published by the American 
Ivlachinist in its issue of November 17, 1958 (Volo 102, No. 24) con·
cluded that the average age of machine tools in use in the United 
States has been increas ing since 1945; that about 60 percent of the 



r.:acu::...ne teals in op~raticn in 19.58 il"l T~T. S. indu~+Jry •,1ere at l~ast 
ten Jrears of age, 42 percent were betl.reen 10 and ~0 years of age, ~~d 
19 percent were 20 years and older. Similar data are not available 
for production machinery and equipment, but it is generally agreed 
that there is no appreciable difference in the age of most other pro
duction machines and equipment in the United States. 

The great age of most American machinery and equipment at a t~ne 
of rapid technological advance has stimulated a movement toward 
large-scale modernization and automation of U. S. industry. It is, 
therefore, probable that a considerable amount of used machinery and 
equipment will become available in the United States in the next five 
years. Not all of this machinery is likely to be usable without re
habilitation, and that part which is workable will not consist wholly 
of the kind developing economies can put to effective use. Neverthe .. 
less, the fact that u. s. industry needs to modernize implies that j_t 
has too much "general purpose" equipment which needs to be replaced 
with "special purpose" equipment. Since "general purpose" equipment 
is the type most adaptable for use in developing economies, moderr~za-· 
tion of u. S. industry promises to make available a substantial amount 
of equipment needed by developing economiese 

When u. s. Government machinery or equipment is found to be in 
excess of requirements of any agency, other Federal agencies may 
claim it for their use. The International Cooperation Administration~ 
under the terms of sub-section .53.5 (b) of the Mutual Security Act of 
1954, is authorized to claim U. s. Government surplus machinery and 
equipment for transfer to underdeveloped countries. Equipment trans
ferred under this law is donated free of any charge except for the 
cost of inspection, rehabilitation (if requested by the receiving 
government), packing, crating, handling and transportation. Between 
1956 (when the program began to operate) and 1960 inclusive, the 
International Cooperation Administration transferred surplus machinerJ 
and equipment of all kinds with an original acquisition value of abo~t 
$90 million, an amount which constituted only a small fraction of the 
total value of U. S. Government surplus machinery and equipment during 
the same years. ICA officials explain they have found it difficult 
thus far to find the kind of used machine tools requested by develop
ing countries among surplus U. s. Government machinery. 

The growing amount of surplus equipment and machines in the Ur.d.t,., ·! 
States, and the promise of an even greater accumulation in the next 
feH years as U. s. industry is modernized, have given rise to plans 
for making some of these items available to less industrialized coun .•. 
tries. A group of officials from the legislative and executive 
branches of the u. S. Government is actively discussing with repre
sentatives of the machine tool industry a plan for establishing a 
"tool Bank" to be operated under government auspices. As presently 
conceived, the Tool Bank would gather used machinery, tools and 
equipment from industry, agriculture, and goverrunent, and tra'nsfer 
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those which were both usable and suitable without any, or with a 
l1mited, charge to developing nations. The Tool Bank idea is still 
in a formative stage and many problems need to be resolved before it 
can be approved and put into operation, but its proponents are both 
optimistic about the potentialities of the plan and the likelihood 
of its adoption. 

Meanwhile Technico, a private, non-profit organization, has 
been collecting used machinery from many business and other sources in 
the United States since August 1960; arranging for their repair when 
necessary; and donating them to trade and vocational schools, missions, 
refugee rehabilitation centers, and village cooperatives in under
developed countries requesting such equipment. Equipment shipped so 
far includes, sewing machines, machine tools, hand tools, and farm 
tools and implements. 

The Meaning of Obsolescence 

The idea that used machinery and equipment can be put to advan
tageous use in a developing econo~ can hardly be called new. In 
Asia, Europe, Latin America, and other parts of the world, the large 
amounts of used machinery and equipment ~mich have been in operation 
for many years in cement, iron and steel, auminum, electrical auto
mobile, metal fabricating, textile, chemical, and other manufacturing 
plants, as well as in machine shops, foundries, sugar mills, mines, 
road building projects, and agriculture bear testimony to the useful
ness and profitability of second-hand equipment in the less-developed 
nations. 

It is sometimes forgotten that many prosperous industries in 
the United States started their plants with second-hand equipment. 
Indeed, many of these plants are still in operation, and there are 
some u. s. manufacturers who have never bought a new piece of equip
ment. Even todq, no less than two second-hand machine tools are 
sold in the United States for every new one. In 1960, about 88,000 
used machine tools were sold, with a dollar volue that greatly 
exceeded the value of the 401000 new machine tools sold. The use 
of second-hand equipment does not necessarily imply backwardness. 
Indeed, old equipment has been employed for the most modem purposes. 
According to the New York Times of June 3, 1961, "Lockheed Aircraft 
Corporation's outer space research is depending to a large measure 
on a fifty-two ton generator that fonnerly ted power to the inner 
reaches of Boston 1 s subway system." The subway system, which had 
used the generator for 40 years, sold it because it had converted 
from direct to alternating current. Lockheed purchased the old 
unit at about one-tenth the cost of a new generator and has used 
it ~! on such projects as Agena B satellite vehicles and advanced 
versions of Polaris ballistic missiles." 

In an advancing industrial country, many pressures operate to mab: ~ 
machinery and equipment obsolescent before they are worn dm~ and 
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unusable. Hhen a new technical process is introduced or an 
existing one improved, usable machines or equipMent may have to be 
replaced with new ones which embody new or improved techniques in 
order to meet competition. Thus, ceramic-tipped cutting mrchlne tools 
l1r.:vc outmoded carbide-tip..,ed tools, just a.s ca:rbi9e-ti'1'0ed tools outrn0r~ n:1 

high-speed tools, and the latter in turn had outnoded carbon steel 
tools. Sometimes, machines become obsolescent because of a change in 
the way an industry is organizedJ or, changing fashion or consumer 
taste may require basic re-design of a product, and usable machines 
have to be discarded to supply- the new demand. If the market for a 
product contracts, good machines may become surplus J or if the size 
of a market expands, existing machinery may no longer be able to pro
duce economically the greater quantities needed "T-:ithin the required 
period, especially ~men the demand is seasonal -- as, for example, 
in the case of cans for food -- but also when the output at the higher 
level would require the addition of larger than economic amounts of 
labor per unit of output (perhaps by requiring overtime pay at higher 
rates.) In such cases, the availability of machines which are capa
ble of producing more speedilY or which use less labor may make exist
ing machinery obsolescent. High or increasing wage rates constitute 
one of the most important stimulants in industrial countries toward 
brining about replacement of existing manually-operated or even semi
automatic machines and equipment l-rith "automated" machinery which 
economizes on the use of manpower. There are, therefore, a variety 
of reasons, having little or nothing to do with age or usability, 
which may make machinery or equipment obsolescent. 

Most obsolescent machinery and equipment has been used, but a 
machine could be brand new and still be obsolescent. To take a 
commonplace metal-working machine as an example, an 8/12" s'rl.ng· 
general purpose engine lathe is obsolescent in the United Sts.tes 
at the present time, but it is not in the u.s.s. ~i., where it 
is currently being produced as new machinery on a mass-production 
basis for internal use and export. 11achinery which is obsolescent 
or even obsolete in an advanced industrialized country today may thus 
be vrell-suited for operations in less-developed economies at the prese~+~ 
stage of their industrialization. A used machine may represent a 
considerable advance over manual labor or hand tools, just as a 
slightly-used machine may be an advance over much older machines. In 
Yugoslavia, the replacement of a 50-year old textile machinery with S
year old textile machines, at a cost equal to about 40 percent of the 
ne\oJ machines, was a great fort·rard step. 

This conclusion does not mean, of course, that developing econo
mies are not also able in specific instances to make good use of 
modern equipment. For example, ~mere a new process eliminates the 
need for skilled labor, chronically in short supply in the less
devel oped countries, it might be better for them to acquire equipment 
which embodies the latest innovations. Thus, in the foundry business, 
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hand skills are normally en~loyed in making patterns, molds, and in 
sand technology, which take 15 or 20 years to learn thoroughly. Such 
skills are obviously not available in most underdeveloped countriese 
Hov.re"ler, a neH "shell-molding" process has been invented which employs 
a combination of resinous material and sand to make a hard shell mold. 
l·ihen the metal is poured into the shell, the resin is melted out and 
and excellent casting is obtained. Such molds can now be imported by 
developing countries to make castings by mechanical means without the 
use of the hi~hly-skilled labor required by the older process. 

When Used Machinery is Desirable 

Under the appropriate circumstances and with adequate safeguards} 
it may therefore be advantageous tor developing countries to acquire 
second-hand machinery or equipment which, although obsolescent in in
dustrialized countries, is capable of producing goods of satisfactory 
quality at marketable prices when used in developing economies. Used 
machinery can often be obtained for prices which range from 30 to 75 
percent of the original cost (which nowadars is sometimes 20 to 40 
percent of what the same machine would cost if it were to be made 
today and even a lesser percentage or the cost of a more modern machine 
doing similar work.) 

However, the terms "second-hand" and "used" have been applied 
indiscriminately to machinery and equipment 'TJorhich have never actually 
been used or even uncrated (but which the original buyer found to be 
unsatisfactory for some reason); which have been used only a little and 
are in perfect operating condition; which have been used but are struc
turally sound and could be made as good as, or almost as good as, new 
by rehabilitating or replacing a few working parts; "Thich are almost 
worn out and require major rebuilding; and, finally, 1-1hich are so "rorn 
out and useless that their value is equal only to the current price 
for scrap. Consequently, while used machinery and equipment may re
quire only minor repairs to be operable, some may need rehabilitation 
costing as much as 30 or 40 percent or their original value to be put 
in good condition. For v1ork which requires fine tolerances, it mar 
be necessary to rebuild the machine completely} but for work 1~ere 
close tolerances are not essential, it may be necessary to replace 
only the operating parts of the machine without rehabilitating the str.1c·
tural parts -- work which can generally be done for a small outlay. In 
most cases, it is not necessary to recalibrate U. s. machinery from 
inches to the metric srstem; but, if this is required, the cost could 
be high. 

Used machinery is a bargain only if it will produce 
sat i sfactorily and the price is right. The price must there
fore take into account repairs needed to make the equipment 
operable to the required standards. Account must also be taken 
of the possibility that manufacturer's credit or a bank loan 
may be available to finance the purchase of new machinery but not 
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available for the purchase of old machinery. In calculating the 
benefits of used machinery, the uould-be buyer must also satisfy 
himself that prospective savings in investment and consequent reductions 
in interest and depreciation charges more than offset increases in 
labor, rna terial and fuel costs 'Ttrhich may be due to the use of older 
equipment. ~lliether used machinery is better than new in aqy particu
lar instance, therefore, depends on the circumstances in any situation. 
There are, however, some rules of general applicability ~nere used 
machinery may be preferable to new. 

Where local capital or foreign exchange funds are scarce, and 
interest rates are high relative to ";Jage rates J the lower cost of 
used equipment is often an important consideration. The smaller the 
investment in equipment, the lo,·rer the amount of fixed costs. Highly
automated production lines can be supported only when they are running 
at or near capacity; otherwise, the fixed cost per unit produced is 
extremely high. This means that the market must be large enough to 
absorb the output of the automated machinery. However, markets in 
most underdeveloped countries are too small to permit automatic machin
ery to operate near capacity. Such machinery might easily turn out the 
yearly requirements of the market in a few days. Until demand caught 
up ~-1ith production, the machinery ·t-rould stand idle. 

Moreover, a manufacturer may require from six months to two 
years to supply new machinery and equipment. The actual "lead time" 
depends on the size and complexity of the equipment ordered and the 
siz:e of the manufacturer's backlog of orders. In contrast, used 
machines can usually be acquire~ immediately and installed quickly 
to start yielding returns. This difference in availability of new 
and used machinery has sometimes been used to advantage by entre
preneurs who, forced to 1·Tait for months or years for new equipment on 
order, meanwhile purchase, install and operate a used machine which th~y 
sell when their neu machinery arrives. 

~fuile automatic machinery requires few workers, it demands more 
skilled and trained workers than older machines for operation, main
tenance and repair. Repair parts for modern automatic machines are 
also likely to be costlier than for older machines and, unless a re
placement is readily available when needed, the time the machine is 
laid up could greatly increase costs. Of course, used machinery may 
also require repair parts which may not be on hand but, since older 
machines cost less than the newer machines, their idle time is also 
less costly. 

In discussions about the use of second-hand equipment in develop· 
ing economies, limitations imposed by repair parts are often either 
overstated or understated. One side contends that, whatever the ad
vant ages of used machinery and equipment, they are more than counter
balanced by the fact that repair parts are usually unavailable. The 
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other f:ide argues that the uhole question of repa:ir parts of used ma
chinery has been grossly exaggerated. As in must arguments, the 
facts appear to lie between the extremes. If the manufacturer of Lhe 
used machinery is no longer in business, the purchasermay indeed face 
problems, especially if there is no machine shop in his city or countr:r c. 

But in most developing countries, there are machine shops, some of them 
quite small, which are able to reproduce almost any part likely to be 
found in used machinery. ~fuere the material used to machine the re
placement is comparable in quality and hardness to the original part, 
the duplicated repair part has generally been found to function as 
\.Jell as the original. Difficulties have, hov.rever, been encountered 
,,!ith locally-manufactured repair parts vrhere, because of attempts to 
save on the cost or because the proper quality of material was not easily 
obtainable, the replacement was ~~de of low-tensile strength material, 
e.g., grey iron or cold-rolled steel instead of case-hardened or heat
treated steel. vlliere the original manufacturer is still in business, 
or has been merged with another firm Hhich is still Oi)erating, it will 
usually be found that the manufacturer of the used machinery either 
can make repair parts available or can furnish blueprints or patterns 
from 1r1hich repair parts can be made. Producers of machinery generally 
stock repair parts for machines of their manufacture for at least ten 
years. In the case of textile machinery, some manufacturers continue 
to make repair parts for machines they produced forty years ago. 

\'.i-hen the technology of the latest machines in a specific field 
has not made great advances (when, for example, the nel-l machines merely 
produce a product which is essentially the same as the one made by the 
older machines, but much faster or with greater economy in the use of 
manpower), there is a greater chance that the older machines can be 
put to profitable use in an underdeveloped economy than when improve
ments in the newer machines also result in improvements in the product~ 
Obsolescent machinery incapable of producing a competitive product 
will generally be uneconomic to acquire at any price. Thus, an Indian 
factory with old (althou~h originally acquired new) equipment producing 
spark plugs which are inferior to other spark plugs available in the 
Indian market is bound to be at a disadvantage. However, even machiner-~" 
which makes products of less than the best quality has sometL~es been 
found to be satisfactory in some markets. For example, used batch 
dyeing equipment in a textile plant in a Central American country 
could not be made to reproduce the exact shade of color from one 
batch to the next. Nevertheless, it operated profitably since con
sumers in this market did not mind variations in the shade of the 
material they purchased. 

The use of machinery and equipMent employing antiquated 
processes or producing goods inferior to those available abroad is 
more likely to be profitable in a protected rr~rket, or 1vhere there are 
res (,r ictions on imports, or where there is a shortage of foreign ex
change than in an open market or one 1-rithout import or foreign exchang,• 
restrictions. However, even in a protected market, the operator of 
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inferic•r equipment must reckon Hith the chance that a competitor ma~ 
establish a modern plant. Thus, machinery originally manufactured in 
the United States in the 1890's, first used in Spain and later in 
Nexico, finally came to rest in Nicaragua during vJorld vJar II in a 
textile mill making coarse cloth. The mill 't\'as able to sell its out
put at a profit as long as there was a shortage of cloth, but after 
the t.rJar another plant ,.,.Ji th more modern equipment was built and the 
old plant could not compete. 

v·Tha t Nakes for Success 

Those who knm-r the market requirements of a country and the kind 
of machinery needed to produce for the domestic rnarket, and who also 
know how to obtain the necessary equipment and to assure that it is 
operable, stand the best chance of using second-hand machinery profit
ably in a developing economy. But, the very enumeration of these con
ditions makes it clear that they are difficult to realize. Few persons 
in underdeveloped countries are, by themselves, qualified to meet 
these conditions. Although they may know the market potentialities of 
their countries, they may not know exactly what type of machinery or 
equipment is needed. vlhen a dealer in used machinery receives a re
quest from abroad for "a metal-working lathe11 or when the u.s. De
partment of Commerce receives a request from a North African country 
for "equipment to process dates for export" neither one is able to 
proceed ~~thout more specific information. The first rule for some
one who Hishes to acquire machinery (new or used) is therefore that 
he know or learn the exact specifications he requires to meet his 
specific needs. The more detailed the knowledge, the greater the 
possibility of locating the equipment uanted. One sometimes comes 
upon machinery unused and rusting out-of-doors in underdeveloped 
countries in mute testimony that someone was unfamiliar with Nhat 
r,Jas needed. 

Those who know machinery and equipment are just as subject to 
pitfalls if they are unfamiliar ~dth market conditions in developing 
economies. Sometimes, plants established in developing economies. 
Sometimes, plants established in developing economies by u. s. 
companies are too large. Business Heek, in its issue of December 2h., 
1960 (pages 57 and $8) reported that u. S. firms, accustomed to 
"pushbutton engineering" and production for mass markets, have had to 
learn to "think small" in Hexico and to remember 11 hovr tfe did it in 
the U. S. around the turn of the century". Thus, Diamond Alkali, 
"after some •research in reverse,'" established a small DDT plant 
which produces about 6 to 7 tons daily, although "to make a profit •• o 

everybody told us we needed a minimum capacity at least five times 
larger than we have". 

To overcome the disadvantages of one-sided knowledge, local 
entr epreneurs operating plants in developing economies sometimes 
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engage managers or consultants from abroad who help them acqUire and 
operate usable second-hand machinery, while u.s. (and other foreign) 
firms operating plants in developing economies engage nationals of 
the developing nations in which they operate who are informed about 
the local market. An outstandingly successful example or the former 
is Altos Hornos, an iron and steel mill in l·lonclova, Nexico. With the 
aid of its able and experienced American General ~~ager, two blast 
furnaces, a billet mill, and other used equipment have been acquired 
in the United States, rebuilt in Mexico, and incorporated in the 
Altos Hornos plant. Since lvorld Har II, when the plant was started, 
it has operated competitively with other steel plants in Mexico and its 
capacity has risen from something over 100,000 ingot tons to over one 
million. From 25 to 30 percent of the equipment in the plant was 
purchased second-hand. 

Another way in which used machinery and equipment, technical 
operating knowledge and an understanding or local conditions have 
been merged successfully is through the joint bUsiness venture in 
which both local citizens and foreigners own shares. Industrias 
Kaiser Ar~ntina (IKA) is such . a joint Venture in which the Kaiser 
interest ~ the United States, the Argentine Government, and private 
shareholders in Argentina each have a one-third interest. The Kaiser 
contribution COnsisted. of SOl:le $13 nillion of Used :tla.Chincry from its 
former Willow Run plant, as valued by independent appraisers, plus the 
cost of shipping the machines to Argentina. The plant, which has 
capacity to assemble 60,000 automobiles and employs 9,000 people, has 
proved to be a profitable operation. In another joint venture, the 
Firestone Tire & Rubber Compaqy has entered into partnership with an 
Indian company, Synthetics & Chemicals, Ltd. 1 to buUd India's first 
synthetic rubber plant. Synthetics & Chemicals has recentl7 purchased 
a used u. s. Government butadiene plant located at Louisville, Kentuc~. 
This purchase was made possible by an allocation of almost $4 million 
from the Export-Import Bank credit to India. 

Hm-1 to Do It Yourself 

If, hortever, an entrepreneur in a developing economy is either 
unable or unwilling to enter into partnership with an outside firm, 
there are other ways in which he may go about acquiring used machinery 
and equipment. If he kno\-TS exactly "t-rhat he wants and can qualify 
under the terms or the r1utuai Security Act or 1954, he can request the 
item he needs through the appropriate official channels set up in his 
country for this purpose. However, the big problem in the past has 
been to match the machinery requested with what is available. In all 
probability he lv.ill have to wait for an extended period until the 
par+.i cular item he vrants becomes avaUable as u. s. Government surplus~ 
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He may also attem'9t to locate the machine or piece of equipment 
he vJants through private charmels. Nany techni~al magazines list 
available used machinery and eq~ipment, and trade associations of the 
various industries may be able to help locate particular items. The 
u. s. Department of Commerce, -rrhen notified by a U. S. embassy of the 
specific. interest of a foreign buyer, will try to put him in touch 
with a reputable seller of the used equipment he seeks. There are 
also several hundred established and reliable dealers of used machinery 
and equipment in the United States, many of whom are interested in 
exporting. Ho-vmver, the buyer from a developing country would do 
well ordinarily to avoid the "finders" or "brokers", -v;rho go about 
looking for a buyer or seller of a machine, a plant, or any other 
surplus equipment they may have come across. Since their purpose is 
merely to act as an intermediary to bring together a buyer and seller 
for a single transactio~rather than to establish a regular clientele, 
and since they know little about what they are selling, transactions 
made under their auspices need to be conducted with extreme caution. 

In some countries, through importers who act as regular agents 
for foreign concerns, a buyer may be able to acquire good used machin
ery, but the results obtained ·depend on the extent to which the im
porter or the seller is prepared to guarantee the machinery and equip
ment. There are all kinds of guarantees given ~nth used machinery, 
such as the guarantee that the machine will operate 11 to the buyer's 
satisfaction," or that def~ctive parts will be replaced, etc. HovTever.¥ 
the best guarantee from the standpoint of a buyer in another country 
is one in which the seller certifies that the machine or equipment will 
either do a specified job or will be replaced by another machine or 
piece of equipment which will. 

Some manufacturers of new equipment also sell used machiner,y 
and equipment of their own make which they have reconditioned or 
rebuilt. This source is a particularly desirable one, since the 
buyer usually gets a warranty or guarantee with his purchase and 
can expect to get repair parts for the rehabilitated machinery. 
Many manufacturers who sell only new machinery and equipment know 
which of their customers are planning replacements. These manu
facturers are therefore in a good position to direct would-be 
purchasers of used machinery to potential sources of supply. From 
time to time, the U.S. Government also sells surplus machinery and 
equipment under sealed bids. These sal~s are widely publicized 
and anyone may have his name placed on the list to receive announce
ments. Under certain circumstances, negotiated sales of surplus 
equipment can also be arranged. Finally, many private plants have 
idle used machines and equipment l-mich they would be glad to sell. 

. Since the condition of a machine or piece of equipment may vary 
w1d7ly, a buyer of used machinery or equipment would do well to engage 
an 1ndependent and qualified authority to examine the machinery he is 
considering for purchase. There are several well-known and reliable 
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ccr:1panies which specialize in inspecting, testtng, appraising and 
certifying equipment of all kinds. S~metimes the ma':uracturer of 
the equipment, if available, may be l-rl.lling to do thl.s, ~d for 
some types of equipment, e.g., boilers, insurance compan1es ~ay_be 
competent. The extra cost for this service is generally sma~l l.n 

relation to the benefits. 

Hov1eve·r, even the best expert cannot determine exactly how 
good a piece of machinery or equipment is from its appearance. To 
evaluate properly the capabilities and shortcomings of a machine, it 
must be tested tmder power "analytically" and put through its entire 
cycle of operation in accordance with a standard test pattern (such 
as has been developed by the u. s. Defense Department) which indicates 
the machine's accuracy at designated important points. Testing under 
power is particularly important if a maclrl..ne will be required to 
operate to fine tolerances. 

The purchaser must also determine if the machine is both capable 
of using attachments and is equipped with a full complement of acces
sories and attachments. Othervdse, the machine may be useless for 
the purpose which the buyer has in mind. Many machines sold on an 
"as is" basis, including u.s. surplus, have vital parts and accesso
ries missing. 

The buyer who goes out on rds own to purchase used large or 
special types of equipment must also be certain that it can be 
dismantled, packed, shipped and reassembled without injury. The 
fact that equipment operates well at its original location provides 
no certainty that it can be dismantled and reassembled at the new 
site and be made to operate as efficiently as before. 1r.1hen a lathe, 
drill press, grinder or other simple machine is involved, the dif
ficulties may not be great. However, when the second-hand machinery 
or equipment is a complex grouping composed of multiple units, such 
as a blast furnace, a rolling mill, chemical equipment (other than 
separate units, like stainless steel vessels, vats or tanks), or a 
coffee-roasting plant, the task of appraising, dismantling, packing, 
shipping, rehabilitating and reassembling it becomes a major opera
tion surrounded by greater risks than most buyers in underdeveloped 
countries should undertake. The blast furnace or rolling mill may 
require major rebuilding; the chemical equipment may be corroded; 
and in order to salvage the coffee-roasting plant, the building in 
which it is housed may have to be partly tom down and rebuilt after 
the plant is removed. These examples are not hypothetical; all of 
them have actually happened. 

~~ 

VJe may conclude that large amounts of used machinery and 
equipment are likely to become available in the next five years as 
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U.s. ird~1atry modernizes. The increase in the supply ot such rnach1n'!ry 
will offer developing economies grenter possibilities than before to 
acquire and use second-hand equipment to aid their industrialization. 
vlliile there ~dll be instances when developing c~xntries will b6 able 
to make effective use of new and modern equipment, there will also be 
many instances when they can make effective use of used machines 
which are obsolescent in the more advanced industrialized countries. 
The use of such equipment need not involve "backward technologr'• 
Indeed, used machines may introduce advances which are easier for 
developing economies to assimilate than are the greater advances of 
the newer and more automatic machines. In appropriate circurnstanceo, 
the use of second-hand machinery has already proved its worth in the 
developing economies, as it has in the more advanced. 

It should be recognized, however, that to acquire the right 
kinds of equipment at "bargain" prices presents problems and pitfalls. 
The task calls for expertise which is often lacking in underdeveloped 
countries. It 1-.rould be '\-Tell, therefore, for the would-be buyer to 
acquire a knowledgeable employee, a partner, or to seek the assistance 
of those who are both impartial and qualified to help him select the 
equipment he needs for his particular purposes , and to ascertain that 
it i s fully operable and other;·:ise capable or doing the job required. 
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IDA CREDITS BY PURPOSE AND AREA AS OF JUNE 30, 1964 

(Millions of u.s. dollars, 

Purpose 
Total 

Grand total 778.4 

Electric Eower: generation and 
distribution 57.7 

Transportation 353.9 
1163' Railroads 

Roads 215.2 
Ports and waterways 22.2 

Communications: telephone, teleg.etc. 42.0 

Agriculture and forestry 132.8 
Irrigation and flood control 127.7 
Land clearance, land improvement pte. 1.5 
Livestock improvement 3.6 

Industl1' 106.5 
General industry 96:5' 
Development fin~4ce companies 10.0 

~ater supply 62.9 

Education projects 22.6 

net of cancellations) 

Africa 

54.4 

31.8 

31.8 

13.0 
13.0 

9.6 

Area 
Asia and Western 
Middle Europe Hemispher~ 
East 

615.3 ~!! 82.0 --
56.0 _!:! --

246.7 - 75.4 
110'3 - -
108.0 75.4 
22.2 

42.0 

96.2 20.0 3.6 
94.7 20.0 
1.5 

3.6 

101.5 5.0 
96.5 
5.0 5.0 

59.9 - 3.0 -
13.0 --

Statistics Division 
IBRD-Economic Department 

July 91 1964 
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I. GENERALIZATIONS 

Introduction 

1. The fundamental changes in the functions of governments in low-

income countries and the changing environments in which they must work have 

enhanced the awareness of the need for administrative reform. Achievement 

of independence, sometimes followed by the replacement of inefficient inde-

pendent governments by reform-oriented ones, the introduction of national 

planning for development, and enlargement of the scope of government to meet 

the mounting aspirations of peoples for more education, health facilities 

and the public services, as well as higher incomes, require far-reaching 

1/ changes in public administrative systems to meet the new challenges. -

2. In most of the ex-colonial countries, the main task is to re-orient 

administrative structures and procedures designed in a static era for the 

provision of routine government services to the requirements of a dynamic era 

concerned with development. This is a complex and difficult job. But the 

task is even more complicated in low-income countries which have been 

politically independent for a long time. These countries have frequently 

failed to build up efficient government administrations, even for the collec-

tion of taxes, the preservation of law and order or the provision of basic 

services. In these countries, therefore, administrative structures must not 

only be modernized to meet the new needs of political, social and economic 

development; they must also be made to function with tolerable efficiency to 

!( 11The United Nations Programme in Public Administration" Report by the 
Secretariat. Meeting of Experts on the United Nations Programme in Publ~c 
Administration. 16-24 January 1967. ST/SG/ AC. 6/L. 3. 12 December 1966, Po 37o 
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provide the usual government services. !( 

The Tendency Toward Major Reform 

3. Given the magnitude and scope of the public administration problem 

in low-income countries, there is an understandable tendency on the part of 

those aware of the needs to address themselves to major administrative 

reform, i.e., "towards a general improvement of public administration, or 

at least a strategic part of it, such as the Civil Service system, which 

may, in turn, become a source of stimulus for further reform throughout the 

system. Sf Thus, in a Report to the Government of Malaysia in 1966, 

Professors John D. Montgomery of Harvard University and Milton J. Esman of 

the University of Pittsburgh recommended the creation of a Development 

Administration Unxt in the Prime Minister's Department, which has since 

been established, to plan and guide major, government-wide, programs of 

administrative improvement in such areas as personnel and career development, 

budgeting and expenditure control, procurement, and contracting~ In another 

(as yet unpublished) report prepared by Dr. John C. Honey of the Institute 

of Public Administration, a proposal is made for the creation of a Natior1al 

Council on the Public Service in Latin American countries which would act as 

the spearhead for improving each country's public service and administra

tion. '¥ 

1/ Waterston, Albert. Development Plannin : Lessons of Experience. Johns 
- Hopkins Press (1965 • Baltimore, Maryland,pp. 2 0-2 1. 

~ ST/SG/AC.6/L.3, op. cit., p. 37. 

3/ "Toward Strategies For Public Administration Development in Latin 
- America". 
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4. Such bodies might be able to perform useful service under appro·~ 

priate conditions, but·. only when they are consistently and firmly suppor-'ved 

by the political authority. This appears to be the situation in Malaysia, 

· where the new Development Administration Unit is being sponsored by the 

indefatiguable and forward-looking Deputy Prime Minister of the country. 

For awhile, Venezuela's Public Service Commission, established to improve 

that country's public administration, enjoyed considerable prestige because 

of the support it received from the President of the Republic. But his 

interest was unfortunately short-lived, with the result that the Commission 

lost its former prestige and influence. Experience shows that the estab-

lishment of a new agency, however well conceived, frequently brings littlA 

or no improvement in the public administration because it proves not to be 

immune from the malaise which afflicts the rest of the body politic. 

5. This is hardly surprising to anyone familiar with tre history of 
-ve~ - «f( 

attempts to initiate g ~al administrative reforms in low-income countries 

throughout the world. India, Pakistan, Iran and the Philippines in Asia; 

Venezuela, Colombia, Ecuador, Brazil, Argentina and Chile in Latin America; 

Ethiopia, Ghana and Libya in Africa; to name only examples, have for many 

years sought to improve the efficiency of their public services with only 

modest results to show for their efforts. Proposals for global administra-

tive reforms, which in the abstract appeared desirable and reasonable, have 

frequently ended up as distorted, piece-meal solutions after implementatior1 

which bore little resemblance to what was originally intended. Or, where 

implementation of an advanced program of administrative reform was actually 

carried out in more or less the intended fashion, as in the case of the 
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performance budgeting system introduced in the Philippines with the help of 

foreign technical assistance, it proved to be beyond the absorptive capacity 

of a public service firmly committed to traditional procedures. 

6. One can only agree with the conclusion of the Public Administratior~ 

Branch of the United Nations Secretariat, made after a review of the U.N. 

projects related to major administrative reform that "Administrative improve-

ment is a long-range and difficult process". Nor can there be any quarrel 

concerning the accuracy of the Branchrs contention "that far-reaching changes 

of a fundamental nature are essential in political and social spheres as t he 

first step in administrative reform".!./ 

7. Thus, a question arises whether the trouble with most efforts to 

improve public administration has not been that too much has been attempted 

at once. Given the right political and social environment, comprehensive 

efforts at administrative reform can undoubtedly succeed "if pursued con

sistently and with full realization of the complexity of the task and the 

nature and magnitude of the resources required. 11Y 
Inadequacy of the "Wholistic 11 Approach 

8. But what is the appropriate strategy when "the right political and 

social environment" does not exist and where governments are unwilling, or 

as is more likely, unable to make the far-reaching and fundamental changes 

which the U.N. correctly considers to be the first step in major administ.ra·-

tive reform? Is the prescription still to be "wholistic 11 , as Kleber 

1/ ST/SG/AC.6/L.3, Pc 45. 

gj Ibid. 
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Nascimento of Brazil has called attempts at administrative reform in his 
1/ 

country, rather than partial; - sudden rather than gradual; general rather 

than specific? Is it sensible to continue with this approach although little 

has been accomplished by it in the past and there is no valid reason for 

believing that the "right political and social environment" is closer to 

realization in most low-income countries? 

Anyone with experience in low-income countries in early stages of 

development soon comes to know that attempts at fundamental, across-the-

board reform to create ideal systems in any field of activity are likely to 

be premature and self-defeating. The necessary pre-conditions for the 

success of such efforts, however justifiable in terms of need or desire to 

do the right thing, simply do not exist. Professor Albert Hirschman has 

called this approach "the motivation-outruns-understanding style of problem-

solving", characterized by "endlessly repeated calls for a full, integrated, 

definitive, and rapid solution to the difficulties that are being 

encountered". '?! 
10. On the other hand, the evidence shows that partial administrative 

reform, or at least improvement, is feasible in selected instances - be they 

in connection with projects, programs, economic or social sectors, or geo-

graphic areas or whole regions - where the required preconditions for success 

Y Cited. in Bell, Peter D., "Public Administration Development in Brazil" 
(1966). Unpublished. 

~Cited in Bell, Peter D., op cit. 
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exist. Where the need to get something important done arouses in politica: 

or other authorities an awareness that administrative change is essential to 

the success of the venture, where the venture is backed by a powerful person, 

group or entity which is likely to stay powerful and interested long enough 

to allow reforms to be institutionalized, and where the proposed reforms are 

not beyond the capacity of the governmental unit(s) concerned, the prospects 

for administrative reform are good. These prerequisites to reform may of 

course exist in some less developed countries in some periods in sufficient 

strength to permit global reforms to be instituted; but if experience counts 

it would be much more realistic to assume that in most low-income countries, 

the lack or insufficiency of one or more of the preconditions dooms most 

attempts at global reform. It is not defeatism, therefore, but prudence, 

nurtured by experience, that counsels the necessity for the courage and 

patience to think small. 

11. For most less developed countries, the comprehensive approach to 

administrative reform may not be so much wrong as it is premature. Partial 

administrative change may not be as neat and satisfying as a global over

haul of the civil service or a fundamental revision of a major segment of 

public administration, like the budget or procurement, but the choice betwean 

global and partial reform may not be a real one. Albert Hirschman effec-

tivelydemolished the theory of balanced growth by pointing out, among other 

things, that it required huge amounts of precisely those attributes -

entrepreneurship, the ability to make decisions and managerial skills -

which are in very limited supply in less developed countries. It was 

altogether inconceivable, he pointed out, that a less developed country 
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could with its own forces, or even with limited help from abroad, mount the 

kind of balanced, comprehensive investment program envisioned by protagon

ists of the balanced growth theory. Indeed, said Hirschman, if a country 

were able to apply the doctrine of balanced growth, it would not be an 

underdeveloped country. Hirschman went on to elaborate his theory of un

balanced growth and showed that not only has growth moved in see-saw 

fashion over the years in the now developed countries, but that the dis

equilibrium created by one investment induced a second disequilibrium which 

induced a second investment, and so on. 

12. Similar arguments can be marshalled against the view that overall 

administrative reform is preferable to partial reform. The many failures 

of attempts at gl bal adrrdnistrative reform have made it clear that the 

governments of most less developed countries are not equipped with the 

managerial skills and decision-making powers, or for that matter, with the 

politic'al stability and commitment required, to effectively carry out global 

administrative reforms. If the evidence accumulated thus far were to be 

examined objectively and dispassionately, it probably would show that in 

most less developed countries, most administrative changes (whether proposec 

originally as global or partial reforms) have really been piece-meal in 

nature. If effective, they may well have served as models in other parts 

of government; if ineffective, they may well have made it clear that furtl1er 

reform is required. In either case, partial reforms may have induced 

further reforms and have prepared the way for a more fundamental,across

the-board, advance. This is not hypothetical. It describes what has 

happened in some countries. It would not be surprising if research showed 
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that it has happened in many or most low-income countries. 

The Case for Partial Administrative Reform 

13. Even if it could be sho1v.n that ineffectual global administrative 

changes eventually stimulate broader reforms than might otherwise have been 

possible, it would not constitute an adequate defense of such change. There 

is a school of thought which holds that things must get wor-se before they can 

get better in some low-income countries. But this is not the point of ~ew 

espoused here. The situation is bad enough as it is in many of these 

countries for a planned approach at unbalancing it further. Rather, the 

view advanced here is that partial improvements in public administration 

need not be haphazard, piece-meal and ineffectual; if carefully conceivecl 

and planned, they can produce substantial immediate results in dealing with 

urgent problems and, in addition, lay a basis for overall administrative 

reform later. 

14. It has been shown, for example, that in countries where drastic, 

across-the-board changes in personnel practices, administrative procedures 

and organization on an 11 all or nothing" basis were unfeasible, important 

administrative improvements were nevertheless possible if they were relate~ 

to the need to carry out important development projects and programs. !( 

It would be desirable in all cases to relate such "nuclei" of reform to a 

comprehensive program for improving public administration. But where this 

is not practicable, and it is contended here that it is in fact impractic C1.tle 

in many low-income countries at their present stage of development, the 

Y 1-Vaterston, Albert. Development Planning: lessons of Experience, 
op. cit., p. 285. 
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"nuclei" approach may constitute a feasible alternative. 

15. This is not to say that attempts should not be made whenever 

appropriate to introduce overall reforms based on comprehensive programs 

for major improvements in public administration. Indeed, it is probable 

that in some countries, the "nuclei" and the comprehensive approaches can 

constitute two components in a coordinated approach to administrative 

betterment. But whereas the comprehensive approach may prove to be feasible 

in some countries 1.-vhere conditions are propitious, the "nuclei" approach is 

likely to be applicable in all. Noreover, whenever "nuclei" of administra

tive improvement had been established, efforts at eventual global reform 

would surely be aided. 

16. Public administration covers every aspect of government activity. 

It is inextricably interwoven in the warp and woof of the fabric of govern

ment. But just as it is impossible to envisage a substantive task of the 

state whose execution does not involve the administrative apparatus in some 

way, it is impossible to conceive of public administration as something 

which is in fact separated, or apart from, the substance of government. It 

is true, of course, that principles of public administration may be treated 

as a separate subject. But this is an abstraction from reality, defensible 

under some circumstances as a pedagogical device. It must never be confus~u 

with the reality itself. 

17. Hence, neither public administration nor administrative reform 

should be an end in itself. Improved public administration may be a neces~ 

sary condition for bettering government services, but it is not a sufficient 

one. For example, a major reform like the installation of the modern system 
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of performance budgeting in the Philippir1es may have set the stage for 

improvements in government services at some later time, but it has had 

little impact on government procedures thus far. For the time being, it 

is a costly innovation because it employed resources that might have been 

put to more immediately remunerative use elsewhere. 

Planned Development a~d Public Administration 

18. The dire effects of maladministration are likely to be great in 

almost every field in which government operates in low-income countries. 

It would be easy to justify widespread administrative reform in these 

governments on the basis of need. But given the scarcity of human skills 

and financial availabilities, it makes economic sense to allocate resources 

in a 111ay which promises the highest yields quickly, taking into account 

what is politically and administratively feasible. In recent years, planned 

development has assumed well-nigh unchallenged ascendancy as a national 

objective in most low-income countries. Since most public savings, as well 

as external aid and loans, are invested for development, improvements in 

public administration for development could greatly increase the speed @id 

efficiency of investment efforts, in the private as well as the public secton 

19. Because of this, many practitioners in the field of public admin-

istration have sought to make a major shift in the emphasis of their subject 

toward the requirements of planned development. Some have even advocated 

and introduced a new name, "Development Administration", either as a subst i ..,. 

tute for, or as a branch of, public administration. Whatever the virtues of 

the name in emphasizing the new dimensions which planned development has 

added to public administration, it provides little guidance for dealing more 
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effectively with the problems and inadequacies of public administration in 

low-income countries. For the fact is that the success of planned develop~ 

ment depends on the capacity of the administrative structure to implement 

development plans, programs and projects in virtually every sphere of 

national activity. ±( If, therefore, points within the public administra-

tion are to be selected for partial improvement where global reform appears 

unfeasible, the question is: which points are most suitable for the purpose? 

If partial improvements are to lay a basis for future global reform, they 

must conform to the requirements of sound principles of public administration 

as well as to those of planned development. 

20. But this is not easy to achieve. There is usually a lack of 

communication between planners and public administration experts. Planners 

and public administration specialists are both keenly aware that ineffective 

administration seriously limits implementation of plans, but there is no 

meeting of minds about what should be done about it. The practitioners in 

each field tend to adopt parochial views about their own specialties. 

21. Planners often do not grasp the importance of including as a part 

of their development plans a detailed and systematic set of measures for 

improving administrative procedures and building new institutional framewor~s 

as necessary means for achieving plan targets. They often consider their 

obligations fulfilled when they list administrative shortcomings in their 

plans and advise their removal. Their approach is generally prescriptive 

rather than evaluative, and almost never goes to the point of describing 

!( ST/SG/AC.6/L.3 
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exactly how administrative shortcomings should be ameliorated or eliminate~, 

and who should have the responsibility for the task. 

22. Those in public administration also tend to go their own way. 

Few are development-minded or adequately informed about substantive problems 

of development. They sometimes think of public administration as a separate 

matter - something in and of itself. Reports by public administration 

experts, with their urgent recommendations for revising public administration 

from top to bottom, have an unspecific eloquence with which it is hard to 
1/ 

find fault, but which often seems wide of requirements for development. -

23. Clearly, new initiatives are required to bring planned development 

and public administration together. It is not a problem of exhorting one or 

the other group of practitioners to cooperate with the other; it is late, ~f 

not too late, for that after their respective periods of training are over. 

Rather, it seems essential that training programs in development planning 

include courses of instruction in public administration, and that traindng 

programs in public administration include courses of instruction in the sub-

stantive problems of development. There is also need to revise or replace 

principles of public administration made obsolete by the necessities of 

development. What may be good for developed nations, may not be applicable, 

at least without major adaptation, to less developed nations. General theo-

retical principles taught in universities must be supplemented, and tested, 

by case studies grounded on field experience in developing countries. This 

type of training will make it clear to planners and public administration 

!f Waterston, .Albert. Development Planning: .Lessons of Experience, pp. 283-L.e 
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specialists alike that planning and administrative reform not only must be 

directed to the same ends, but must be carried on side by side in the con

tinuous process that is planned development. 
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II. APPLICATIONS 

_!h~ I:J.anning Record 

24. Experience shows that a great deal can be accomplished when 

partial structural-functional improvements in administrative procedures 

and organization are purposively fitted to requirements of planned 

development. The considerable potentialities of this approach have now 

become apparent after a series of visits which the writer recently made 

to about a dozen countries in Africa, Asia and Latin America in his 

capacity as Adviser for Planning Organization in the World Bank. Almost 

all the countries visited have been or are committed to planned develop

ment through the use of conventional, aggregative development plans with 

periods ranging from four to ten years. With few exceptions, the 

countries concerned have failed to achieve the targets in their develop

ment plans. Indeed in several of the countries, development plans have 

been abandoned before their period has terminated because they were 

deemed to be beyond hope of fulfillment. 

25. Studies completed in the World Bank have revealed that many, 

if not most, low-income countries in early stages of development are 

unable to plan their overall development 1vith reasonable accuracy for 

periods of much more than a year. The same studies have also provided 

evidence that growth and development are not so much dependent on 

elegantly-integrated, aggregative plans as they are on the ability of 

governments to prepare and execute soundly-conceived projects in the 

public sector, control the allocations and expenditures of financial 

resources for these projects lvith reasonable efficiency through the 

budgets, and allow reasonable economic incentives to operate so as to 

stimulate investment in the private sector. 
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26. But in most low-income countries, there are serious 

deficiencies in one or more of these areas. Because of this, there is 

almost always a wide gap between what is called for, on the one hand, 

in medium-term, aggregative plans prepared by a central planning agency 

and, on the other hand, what goes on in operating ministries, depart

ments and agencies, and in the budget office. 

A Pragmatic Planning Approach 

27. To bridge the gap which frequently exists between medium-term, 

aggregative plans, on the one hand, and projects, budgeting and economic 

policy, on the other hand, the writer advised governments in the coun

tries he visited, to adopt a pragmatic approach to planning which 

comprises two main lements: 

a. Annual, aggregative planning tied to budgets, which 

focuses attention of decision-makers on what needs 

to be done immediately for development of the public 

and private sectors; and 

b. multi annual programming of strategic scc·~.urs of the 

economy which focuses attention on bas~ G long-term 

policies and the systematic accumulation of a shelf 

of bankable projects for each sector. 

28. It would be going too far afield, to present the rationale 

for this approach to planned development. Suffice it to say, that it 

requires, firstly, a reorientation of planning procedures and organiza

tion in existing central planning agencies; secondly, the institution of 

a systematic and close relationship between plans and budgets; and 
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thirdly, the establishment of machinery for sector programming and 

project preparation in operating ministries, departments and agencies. 

29. Since the planning system outlined above represents a con-

siderable departure from the conventional one, the ideal approach would 

have been to overhaul all major administrative procedures and the 

organizational structure to conform to the new system. But given the 

circumstances in the countries visited, the chances of achieving major 

administrative changes were considered small, despite the willingness 

of most governments concerned to adopt the new system. 

30. A more modest approach was therefore adopted which was more 

in line with the political realities and power relationships within the 

governments concerned, as well as within what was believed to be the 

limits of administrative capacity. In fact, taking a leaf from medicine, 

where conservative practice dictates the administration of only the 

minimum dose of a drug required to produce a cure, the writer chose to 

eschew the temptation to propose more th~~ minimal changes in adminis

tration required to insure reasonably effective operation of the new 

planning system. Consensus of those who would be mos·t i.r1vol ved in 

carrying out the reforms was considered of much greater impo.:·tance than 

maintenance of the purity of a principle, except for the very few 

principles with which compromise was impossible without jeopardizing 

the entire planning system. 

Re-Organizing the Central Planning Agency 

31. The setting up of an appropriate organizational form within 

central planning agencies to permit it to prepare the annual plans 
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which constituted one of the two important elements in the new planning 

system, as outlined in paragraph 27, proved to be a relatively simple 

task. 1~thout exception, each central planning agency had an overall 

shortage of well-trained and experienced planning technicians. The 

shortage was often exacerbated by the way in which the technicians were 

distributed in the various units set up by the agency's organization 

chart. As a general matter, these organization charts followed a 

familiar arrangement of units along functional and sectoral lines. 

Some units were well-staffed or even over-staffed; most were not. In 

some units, only low-level jobs had been filled and existing personnel 

were inadequately supervised; in others, only a head constituted the 

entire staff and, because of the lack of assistants, he had to do cleri

cal as well as analytical work. Thus, over-staffing and under-staffing 

of units existed side by side although, taken as a whole, central 

planning agencies almost always had fewer planners than they needed. 

32. To make the most effective use of the available staff for 

annual planning, a two-pronged approach was adopted. Firstly, wherever 

possible, central planning agencies were advised to cont:-act out or 

otherwise farm out planning tasks, especially long-term studies, which 

could be done elsewhere. For example, in Ghana, it was found possible 

to have the Economics Department of the University of Ghana conduct 

some manpower, economic criteria and other studies for the Ministry of 

Economic Affairs. In other countries, possibilities existed for farming 

out work on national income to the central bank or to research 

organizations. 
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i3. Secondly, central planning organizations were advised to 

employ a technique for deploying their manpower which has been used 

with excellent results in other countries which were short of planning 

technicians. In these countries, it has been found convenient to set 

up a small number of task forces, each with a work program arranged 

according to priorities. While each country has its peculiar require

ments, it was generally found useful to recommend the establishment of 

three task forces which would be concerned with the following problems: 

a. Resources 

Real resources (e.g., manpower, natural resources); 

finance (fiscal matters, savings, investment, credit, 

for~ign exchange, balance of payments, foreign aid 

and assistance, debt, etc.). 

b. Co-ordination 

Co-ordination of sectoral programs, regional planning, 

preparation and revision of national plans, co-ordinating 

annual plans with budgets, etc. 

c. Implementation 

Progress reporting; recommending credit, monetary, 

fiscal and other economic policies required to imple

ment plans in agriculture and industry, etc.; setting 

criteria and standards for project implementation; 

organizational, administrative and procedural measures 

for the public and private sectors; tecrmical assistance 

co-ordination; etc. 
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It was recommended that available staff be assigned to each 

task force in accordance with their respective functions and work load. 

From time to time, as required, the work loads and task forces would be 

reviewed and revised and staff reassigned to meet the new circumstances. 

By shifting planners from one task force to another, planning technicians 

would receive training in a broad range of subjects which would add to 

their knowledge and make them valuable in more than one planning 

specialty. Each task force would be headed by the best available person 

for the job in the central planning agency. Foreign advisers would be 

assigned to the heads of each task force. The heads of the task forces 

would constitute the membership of an Internal Co-ordinating Committee 

chaired by the head of the central planning agency. They would meet 

regularly or as required to co-ordinate task force activities and to 

review work programs, staff assignments, and so forth. The task force 

approach was suggested not only because it mobilizes available personnel 

for more concentrated effort on priority tasks than is possible when 

the staff is dispersed in small groups over a large number of organiza

tional units; it also has the virtue of maintaining the flexible admin

istrative arrangements essential to the changing environment character

istic of developing countries. 

The Relation Between Plans and Budgets 

35. Unless the budget reflects the corresponding items in an 

annual plan, the probabilities are that the public sector portion of 

the plan will not be implemented. To insure the close relationships 

between plan and budget which is essential for effective plan imple

mentation, requires a budget classification system and budgetary 
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procedures which permit easy translation of the plan into budgetary 

terms, as well as budgetary expenditure controls which allow timely and 

accurate preparation of quarterly, semi-annual and annual reports of 

plan progress. 

36. But in many less developed countries classification systems 

in budgets make it difficult to relate projects and programs in annual 

plans with budgetary allocations. Good planning also requires that 

recurrent expenditures, e.g., for training personnel, be related to, 

and phased with, capital outlays for construction of a project so that 

all parts of a development project move forward at appropriate speeds. 

In addition, it is useful in planning to be able to extract from the 

recurrent side of a budget development items which, when added to 

capital items for development, constitute a comprehensive statement of 

budgetary outlays for development. But in many countries it is impos

sible to do these things. 

37. Another impediment to effective planning relates to the way 

in which development and recurrent budgetary estimates are prepared in 

many countries. The development estimates are generally prepared in 

the central planning agency, while the recurrent estimates are prepared 

in the ministry of finance. There is often an inadequate system for 

insuring regular and early corr~unication between the central planning 

office and the ministry of finance while each is preparing its esti

mates, with the result that neither may be aware of the details of the 

estimates the other is preparing until after they have been completed. 

In one Asian country, capital estimates are prepared after the recurrent 
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estimates. These procedures not only do not allow proper phasing of 

capital estimates and recurrent estimates for development; they make it 

difficult to measure the impact of current investment outlays on future 

recurrent expenditures. This is a serious shortcoming, since capital 

expenditures almost always increase future recurrent expenditures. 

Unless this is borne in mind, the rise in the recurrent budget can 

greatly reduce the surplus on current account available for development. 

A final shortcoming of the system employed in many countries, is that 

operating ministries are required to make two budgetary presentations, 

one for capital estimates to the central planning agency, the other for 

recurrent estimates to the ministry of finance. 

38. Althoug~serious, the problems outlined can be resolved with 

relatively simple administrative changes. To obtain a classification 

system which permits development expenditures, whether on recurrent or 

capital account, to be identified in budgets by projects and programs 

requires only a functional-economic cross-classification system. The 

preparation of such a classification system involves some problems, but 

they are surmountable if a committee composed of representatives of a 

country's central planning agency, the ministry of finance and other 

interested bodies (e.g., representatives of autonomous public agencies) 

is set up with appropriate technical assistance to iron out problems. 

39. Ideally, the unity of the budget should not be endangered, 

as it is in practice in many countries, with one agency· preparing 

capital and another preparing recurrent estimates. But a delicate 

problem confronts anyone who advises that the two parts of the budget 
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be prepared by one agency when two are engaged in the task. The adviser 

who recommends this may have principle on his side, but he is unlikely 

to convince one agency to relinquish its prerogatives to the other. 

Given the political and administrative realities in many countries, 

another course generally has to be found for accomplishing the same 

result. 

w. Fortunately, a simpler and proven method already exists, and 

the countries visited were advised to adopt it, where there were dual 

budgets. In Nigeria, and in some other countries, it has been found 

possible to deal effectively with the problems raised by dual budgets 

through a Budgetary Coordinating Committee. Top officials representing 

the budget office and the central planning agency act as permanent mem

bers of the Committee, and a high official of each operating ministry, 

department or agency presenting budgetary proposals, acts as a temporary 

member when his organization presents proposals for inclusion in the 

budget. Each operating organization presents its capital and recurrent 

estimates simultaneously. The estimates are considered and discussed 

by the Committee, which reconciles development and recurrent estimates 

and brings total budget estimates into line with available financial 

resources. The procedure outlined not only permits realistic estimates 

to be made of the impact of capital outlays on recurrent expenditures, 

but also reduces from two to one the number of budgetary presentations 

which operating organizations have to make. 
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~~ogramming Unit~inJperating Organizations 

41. There is general agreement that a central planning agency 

prepares overall plans and that operating ministries, departments and 

agencies prepare sector (or subsector) programs and projects in their 

respective fields of interest. Sometimes, central planning agencies 

take over project and sector program preparation as a temporary expedient 

when operating ministries, departments and agencies are unable to carry 

out these tasks as efficiently or as quickly as planners wish. Experi

ence shows that when a planning agency takes over work which properly 

belongs to operating organizations, friction almost invariably develops. 

Moreover, what starts as a temporary expedient, often ends up in a long

term arrangement which is hard to change. When this happens, many 

operating organizations are virtually outside the sphere of planning, 

with pernicious results for planned development. 

42. Under the proposed pragmatic system of planning advocated by 

the writer, central planning agencies were expected to prepare annual 

development plans, a task which involves a considerable amount of work 

in a variety of fields, and follow-up on plan implementation. It was 

therefore recommended that the central planning agencies not attempt to 

prepare sector programs and projects. These tasks are properly those 

of operating organizations, and it is they which must learn to carry 

them out effectively if a country is to make the most of its manpower 

for development. 

43. But experience has shown that most ministries, departments 

and agencies do not know how to prepare soundly-conceived projects and 
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programs, carry them out according to a well-devised cost and time 

schedule, and operate (or maintain) them efficiently after completion. 

Experience has also demonstrated that the most effective way of getting 

personnel in operating ministries, departments and agencies to perform 

these tasks properly is to establish programming units in these organi

zations. The governments visited were accordingly advised to create 

such units, at least in the most important operating organizations or, 

where such units had been established, to make them more effective than 

they were. 

44. Since programming units would constitute a vital link in 

tying projects and sector programs to annual plans and budgets, and in 

addition, would constitute a relatively new administrative concept for 

many of the countries visited, much time was spent explaining its 

nature, form, functions and procedures. The programming unit was des

cribed as the virtual equivalent for its organization of a central 

planning agency for a national government. Its functions were defined 

to include (a) the setting of standards and criteria for operating 

departments or other units to follow in preparing and carrying out 

projects; (b) the formulation of the overall development program and 

the recurrent budget for its organization, on the basis of directives 

from the organization's head; (c) the preparation of alternative devel

opment policies for the consideration of the organization's head, after 

consultation with the various operating heads of departments or other 

units; (d) the setting of standards for operating departments and units 

to follow in reporting on the progress of projects and, on the basis of 
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reports from operating units, the preparation of regular, timely and 

reasonably complete reports and evaluations of its organization's over

all program; (e) the coordination of the technical assistance program 

for its organization; and (f) liaison for its organization with the 

central planning agency. 

45. In order to institutionalize liaison between programming 

units and the central planning agency, it was recommended that an 

Inter-Ministry Planning Committee be created with the heads of all pro

gramming units as members and a high official of the central planning 

agency as chairman. It was suggested that a representative of the budget 

office be included as a member to assure that that office was kept in

formed of the Committee's activities. The functions of the Committee 

were defined to include the formulation of uniform criteria and standards 

for preparing projects, sector programs and plans, and for reporting on 

their progress in consistent form. 

46. Experience has shown that programming units, to be successful, 

had to be located administratively at a high level. In the British-type 

government administration, this meant that the programming unit ought 

to be located immediately under the permanent secretary. In the French

type government administration, it meant that the programming unit ought 

to be placed immediately below the hi ghest permanent official in an 

organization. Indeed, if these officials were not as busy as they were 

with day-to-day tasks, they would have been the logical heads of the 

programming units in their organizations. But given the prevailing 

circumstances in the governments of the countries visited, it seemed 
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more practical to suggest that the head of each prograrnm:i.ng unit be the 

second in rank in each operating organization. 

47. It was considered desirable that the head of each programming 

unit outrank the operating heads of units withj_n each organization be

cause experience has shown that officials do not easily yield their 

prerogatives to other officials of the same or lower rank. In the 

countries visited which had established programming units, almost all 

were ineffectual because, in part, they had been placed at too low a 

level in their organizations; in part, because they had been assigned 

duties extraneous to prograrr~ing; and in part, because there was little 

understanding of the special staffing requirements of programming units. 

48. Thus, no pecial efforts had been made to find suitably 

trained or experienced persons for the programming units. It was not 

understood that progra~ming in an operating ministry, like planning in 

a central planning agency, is a highly specialized field which generally 

requires technicians like engineers, agronomists, etc., who have mastered 

enough economics and accounting to make cost-benefit analyses for proj

ects and to evaluate projects economically for the purpose of co1nbining 

them into sound sector and subsector programs on the basis of general 

economic and other criteria. Of course, even less thought had been 

given to staffing requirements for programming units in countries which 

had none. 

49. In dealing with staffing requirements, the writer advised 

that persons assigned to progranmdng units receive special training in 

sector programming and project preparation; and that since they would 
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then constitute a scarce resource, they should then be allowed to remain 

for long periods in programming units or, interchangeably, in the central 

planning agency or the budget office. At the same time, it was recog

nized that it would be desirable to have regular civil servants rotate 

in and out of programming units, to bring to these units their varied 

experience and to diffuse planning and programming "know-how" throughout 

the public service when they transferred to other operating posts after 

a period of service in programming units, the central planning agency 

or the budget office. 

50. To meet these apparently conflicting requirements, it was s s 

recorr~ended that a new Planning (or Economic) Service, with ranks and 

perquisites equal to those of the regular civil service, be created. 

Qualified personnel transferred from technical or administrative services, 

or individuals entering the Planning Service from outside, would consti

tute the hard core of the staffs in programming units, the central 

planning agency and the budget office. Members of the Planning Service 

would be posted to a position in any of these three areas for long 

periods. They would be transferred "laterally", from one programming 

unit to another, or to and from the central planning agency and the 

budget office. Regular civil servants could then move in and out of 

programming units, the central planning agency and the budget office, 

from or to "non-planning", "non-programming" or "non-budgeting" posts 

in the usual way. In this way, the Planning Service and the regular 

civil service could together provide the continuity required in pro

gramming units, the central planning agency and the budget office without 

sacrificing the time-proven flexibility in the prevailing civil service 

system. 
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51. Since experience throughout the world had demonstrated that 

the establishment of viable programming units required specialized out

side technical assistance which could concentrate on the task of creating 

the programming units, setting up appropriate procedures, and training 

staffs for the units, it was recommended that steps be taken to obtain 

suitable technical assistance for this p~pose. 

Implementation of the Recommendations 

52. Most of the countries concerned were visited in 1966. It 

would therefore be premature in January 1967, when this is being written, 

to expect definitive results. However, the steps taken to implement 

recommendations have been encouraging. In some countries, only a few 

recommendations are being implemented, but in more than half of the 

countries visited, implementation of recommendations has meant that 

important changes in past administrative organization and procedures 

have been introduced. 

53. Many are adopting the system of annual comprehensive 

planning-cum-multiannual sectoral programming which was recomme1ded 

(although some combine this with medium-terzn aggregative plans). In 

Thailand and Colombia, task forces were set up in central planning 

agencies to deploy personnel efficiently for planning; in Ceylon, 

Malaysia and Ghana, budgetary coordinating corunittees will consider 

recurrent and capital estimates simultaneously; in Ceylon, Ethiopia, 

Ghana, the Ivory Coast, Malaysia and Thailand, steps are being taken to 

establish programming units in operating organizations; and in Ceylon 

and Ghana plar1s are being made to set up a special Planning Service 
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alongside the regular civil service administrations. One major 

difficulty has been encountered: an unusual scarcity of foreign tech

nical assistance for sectoral programming and project preparation. 

Consideration is now being given to dealing with this problem, but it 

is apparent that until a solution can be found, viable programming units 

cannot be widely established soon in low-income countries. But taken 

as a whole, it seems fair to say that the outlook for carefully-considered 

partial administrative betterment, when tied to planned development inno

vations, is good. 
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A PRAGMATIC APPROACH TO PLANNING 

Albert Waterston 

[The detailed comprehensive medium-term plan, formerly postu
lated as the key element in national development planning, has in 
practice proven ineffective in many countries. A leading expert 
proposes a new approach for these countries based on the lessons 
of experience . ] 

The development planning record in the postwar 
years shows a general downward trend in the duration 
of the planning period in most developing countries. 
This is as true in Asia and Latin America as it is in 
Africa. The main reason is that most developing 
countries have not been able to plan comprehensive! y 
with reasonable accuracy for more than three years. 
Indeed, many countries faced with the prospect of un
certainties or rapid change consider that they cannot 
effectively plan ahead for more than a year or two. 

Countries with long planning experience, when faced 
with the prospect of rapid or unpredictable change or 
unusual uncertainties which make multiannual planning 
unreliable, often resort to annual planning. For exam
ple, until recently, Yugoslavia made use of one-year 
plans and India now has one, because their governments 
decided that for a time, conditions did not permit com
prehensive planning for a longer period. 

The Case for Annual Comprehensive Plans with 
Multiannual Sector Programs 

Annual comprehensive plans, by themselves, have 
limited value for influencing changes in an economy 

Mr. Waterston is Adviser on Planning Organization 
for the Development Services Department of the 
International Bank for Reconstruction and Develop
ment, Washington, D. C. 
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because they lack perspective and not much can be done in one year 
to bring about basic changes. But when combined with sectoral ~r.o
grams of ten years or more, such plans provide the ~aneuverab1hty 
and perspective needed for directing overall changes 1n an economy. 
Further, by what has come to be known as "feedback," an~ual plans 
provide useful data for updating sectora p~og~ams from hme t? 
time. Simple aggregative, multiannual gu1dehnes for s.uch var1ables 
as exports, imports, and investments can be prepared 1n a few weeks· 
When conditions stabilize, or information about the future b~ comes 
more reliable, or expertise in planning improves, the establishment 
of more comprehensive multiannual guidelines, both in the form of 
medium-term and longer-term perspective plans, becomes possible. 
But until then, there is much to be said for annual planning cum 

sectoral programing. 

A prime purpose of sector programing is the identification of po~ 
tentially viable projects based on a coherent ~et of de~elopment poll
cie s. Since the preparation of soundly conce1ved proJects afte.r they 
have been identified often takes much longer than the preparation of 
the most elegantly integrated, comprehensive, medh:n:--.term pl.an, 
it is important to start sectoral programing and feas1b1hty stud1e s 
for projects as soon as possible-frequently before the overall plan. 
Otherwise, it may be impossible to implement the plan. Th~s, para
doxically, plan implementation often precedes plan formulation. 

In the absence of programs for at least the critical or strategic 
sectors or branches of an economy, a multiannual, comprehensive 
plan (whether for two years or ten) is likely to be less reliable than 
one for a year. Even when sectoral programs and multiannual plans 
exist, annual plans are needed to make the mul.tiannual pla~ operable. 
Planners know this. But it is so difficult and t1me-consum1ng to pre
pare a multiannual plan that they rarely get ar~und to.p~epar~ng an
nual plans. This is another reason it is somehme~ d1ff1cult 1£ not 
impossible to implement a multiannual plan, even 1f a government 
wants to do so. One important reason that the budget, rather than 
the multiannual plan, is often the real planning document, is pre
cisely that the budget is concerned with what is to be done immed.i
ately, not with actions to be taken over a number of years to attain 

distant goals. 

Another virtue of an annual plan is that it necessarily focuses at
tention on the specific programs, economic policies and strategies, 
fiscal measures, and administrative reforms which must be adopted 
immediately if the plan is to be carried out, thereby reducing the 
penchant of decision-makers to postpone difficult decisions. 

An annual plan is less likely than a multia~nual one .to set over 1 y 
ambitious targets because it is based on prox1mate estimates of 
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resourc~s available rather than on estimates made unreliable by a 
longer hme span. In addition, it is less complex than a multiannual 
plan, and m?re concrete about what is to be done immediately. 
!herefor.e, 1t can be better for mobilizing and renewing a nation's 
lnte.rest 1n development, and for obtaining financing for specific 
pr.oJ~cts and programs on the basis of current national action to 
ehm1nate bottlenecks and other impediments to development. 

Annual Plans 

P:- comprehensi").e ~nnual development plan usually starts with a 
review of the econom1c progress made in the previous year and the 
bottlenecks and other problems encountered. It estimates the total 
resources available in physical terms (e.g., natural resources 
~anpower.' productive capacities, etc.) as well as in financial ;erms 
In domeshc currency. and foreign exchange (e. g., public and private 
savings, export earnings, domestic and foreign loans, grants, etc.) 

On this basis, the plan se~s investment, growth, and other targets 
for the year. It includes estimated development expenditures for the 
year, on. recurr~nt as well as capital account, for state enterprises 
?r agenci.e s outside the budget, as well as for ministries and agencies 
Includ~d In the budget. If sectoral and branch programs exist these 
data will be obtainable from them. The annual plan also includes e sti
mated development outlays of regional and local governments as well 
as of the central government. This makes it the only document with 
a complete account of the financial impact of the public sector's de
velopment effort. It also presents a coordinated technical assistance 
?rogram for carrying out the investment and other programs included 
In the plan for the public sector. 

. In addition, the plan includes an estimate of fore seeable private 
Investment and the expected role of the private sector in achieving 
plan. targets. It embodi~ s a foreign exchange budget or projection of 
fo.reign exchange allocations for the public and private sectors. 
Finally, and this is very important, it details specifically and at 
length the monetary, fiscal, credit, and other financial policy instru
ments ~s well. as the organizational and administrative measures and 
strateg1es wh1ch have b~en or will be adopted to mobilize develop
ment re sour~e s and ach1eve the plan targets in the private and public 
sect~rs. Th1s .acco~nt should indicate precisely what is being done 
to sh~ulat~ private 1nvestment in industry and agriculture along ap
propriate hne s and the measures adopted to ensure that the budget 
reflects the plan. 

The Role of the Budget 

The last point is of overriding importance. Unless the budget re
fleets the corresponding items in the annual plan, the probabilities 
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are that the public sector portion of the plan will not be implemented. 
To ensure this close relationship requires a budget classification 
system and budgetary procedures which permit easy transl~tion of 
the plan into budgetary terms, as well as budgetary expenditure con
trols which allow timely and accurate preparation of quarterly, 
semi-annual and annual reports of plan progress. 

Development outlays involve expenditures on recurrent as well as 
on capital account. Indeed, certain outlays on recurrent account, 
e. g., for training skilled staff and managers for a project un.der con-
struction, may be crucial for the ultimate success of the proJect. . 
Good planning requires that training expenditures be phased with capi
tal outlays for construction so that trained personnel are ready to 
take over when a project is completed. This requires that allocations 
and expenditures for training be related in the budget to the capital 
expenditures for each project for the purpose of adequate control,. 
reporting, and evaluation of progress. It is also useful for planning 
and financing of development to obtain a comprehensive statement of 
the budget's effect on development. 

Sectoral Programs and Projects 

The preparation of multiannual programs should be limited at first 
to the most important economic and social sectors or sub sectors. In 
most .. countries these are agriculture, industry, mining, power, 
transportation, education, and health. The program is essential~y a 
framework for balancing and integrating the foreseeable demand In 
the sector with potential supply. It includes a statement of the basic 
policies and strategies to be followed in developing the sector or sub
sector, the organizational and administrative requirements for carry
ing out the program, as well as a schedule of projects to be completed 
in accordance with a fixed set of priorities. 

Usually, however, what is called a sector program is nothing more 
than a diverse, often incongruous, collection of projects. In contrast, 
a good program involves an overall look at the sector. On the. basi~ 
of clearly defined national objectives for a sector (e. g., the diversl
fication of agriculture, the production of commodities for import sub
stitution or for export, self-sufficiency in certain economic branches, 
etc.), a survey is made of all the factors which help determine a ra
tional approach toward meeting the objectives laid down for the sector. 
For electric power, for example, given estimated demand, alterna
tive sources of energy would have to be considered, including the op
timal relationships between hydro and thermal power, the needs for 
transmission and distribution systems, the sequence to be followed 
in building up regional and national grids, etc. For transport, a good 
sector study generally involves a consideration of all forms of trans
port including highways, railways, waterways, and airways. If only 
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one branch of a sector is involved, e. g., highways, consideration 
should be given to the needs of other sectors. It would be impor
tant, for instance, to ascertain the requirements of agriculture to 
assure a proper proportion of farm-to-market roads as against 
trunk lines. 

Since some surveys would already have been made in certain sec
~ors ?~ bra~ches of the economy, and some potentially viable projects 
Idenhf1ed, 1f no~ sta.rted, ~he preparation of a sector or branch pro
gram would begin With an Inventory of all existing studies, surveys, 
and research whic.h could cast light on the sector or branch. New 
information to provide as complete a view as possible would then be 
obtained. Where additional surveys or studies are required (e. g. , 
cada~t~al surveys for agriculture, manpower studies for education), 
prov1s1on would be made for them in the sector program. If projects 
are ~n~overed which promise high yields for investment outlays, 
prov.ls.I~n must b: made with as little delay as possible for beginning 
feasibihty, technical or other preinve stment or investment studies 
to make them "ready to go" as soon as possible. Experience shows 
t~at it is. pas sible to prepare most sectoral or branch programs in 
n1ne to e1ghteen months, depending on the data already available. 

An important end result of a sectoral program is the identification 
of a list of potentially viable projects as "building blocks, " for which 
feasibility studies can be made according to a program phased to ac
quire a "shelf" or stock of projects which can be drawn upon as cir
cumstances permit without undue delays. This allows a government 
to start negotiating for external financing for a project long enough in 
~dvance to as sure construction according to a schedule predetermined 
1n a plan. Where a shelf of studied projects exists, choices among 
alternatives can be made quickly. Where such alternatives are not 
available, the choice is often limited to one or two projects in a sec
tor. In such cases, governments have been known to start projects, 
whatever the likely relationship between costs and benefits because 
• • J 

1t Is a question of proceeding with the one or two projects available 
or doing nothing in the sector for a while. 

The establishment of appropriate development policies for agricul
ture is usually more important than the creation of a stock of public 
investment projects. This is because the right policies can result in 
farmers providing most of the investment in the sector, with public 
investment taking care of residual requirements. A good set of agri
cultural policies would include incentives for inc rea sing annual craps 
in accordance with development objectives; the establishment of ap
propriate publicly supported programs for desirable tree or similar 
crops where long gestation periods make it difficult or impossible 
for most farmers to carry them out without financial assistance; 
provision for the elimination of marketing and other obstacles which 
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interfere with the efficient flow of agricultural commodities from pro
ducers to consumers or the effective application of economic incen
tives for producers. 

Sector programing is a calculated way of looking ahead to ensure 
orderly development of an economic sector or branch. The period of 
a sector program may vary according to the circumstances or the 
stage of a country's development. For industry, electric power or 
transport, the sector program may extend for ten years, but it may 
be mtich longer than that for agriculture or education. It is easier to 
plan for longer periods for an economic sector or branch than for an 
entire economy because problems of consistency are technically much 
less difficult. 

Within each longer-term sector program, it is possible to formu
late a so-called "rolling program" of, say, three years. At the end 
of each year, another year would be added so as to retain the three
year period as the program "rolled forward" in time. Such a rolling 
method can spell out in greater detail the program of action for the 
sector, with priorities, proposed financing, etc. It is not only useful 
in the preparation of budgets and overall plans, but also in seeking 
financing for the sectoral program. International financial agencies, 
as well as bilateral lenders, often prefer being presented with a series 
of projects, spread over a period of years, which makes it possible to 
foresee financing requirements in the sector. The three-year pro
gram can become even more valuable if it is stated in terms of mini
mal and maximal alternatives, depending on the availability of domes
tic and foreign financing, or on other contingencies. 

There is, of course, need to relate sector programs with one an
other, e. g., roads with agriculture. This need not be done by the 
detailed calculations usually required to make a comprehensive plan 
consistent. It can often be secured by juxtaposing the sector programs 
involved and eliminating inconsistencies. But in the kind of planning 
discus sed here, a more detailed correlation of the sector plans is 
eventually made year by year in the preparation of the annual devel
opment plan. 

[Excerpted from A Practical Program 
of Planning for Ghana. (Report of the 
International Bank for Reconstruction 
and Development to the Government of 
Ghana.) Accra-Tema (Ghana): State 
Publishing Corporation (Printing Divi
sion), 1967, SPC/A10738/400/5-67, 
pp. 2-7.] 
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EDITORIAL 

Africa: Who are you 
. g7 

and where are you goiR • 

2 

. h · h is presently non-
one half of the populatwn w IC 

productive? . ~ ry African in a position of 
These key quest~ons J ace eve ll understanding of the 

responsibility. Wlthout a :u eoples and the States of 
+undamental problems of tl e .P The +irst essential is 
J' b no so ut1ons. J' 
Africa t~ere can. e resented in a straightforward man· 
reliable mformatwn, P . nts in A*rica, both 

iff the chains which held you 
Hardly have you shaken o ld moved forward: now 

back while the rest of th~ wtr g in the turbulence of 
you find yourself dr~gge ha ;7s your real position and 
constant change. Afrlca, w .a?· 
your influence in wotld affazrs. 1 the United Nations, 

Of the 144 member statehs os;..,. hundred languages 
A .,· More t an """' h 46 are now ..,r~can. . t" nt yet who knows t e 

th A +rzcan con me ' . 
are spo~en on e J' d social structures in thiS va~t 
full vaTlety of cultur~s ~n identity be carved out of thl~ 
land mass? Can a smgle 'd pe o+ peonies and trad&-

h · g ka e1 osco 'J r .+ 
constantly c angm emerge as a source OJ 

A ., · awareness h · 
tions? Can an_ '."can in board carrying forward t .'s 
common inspzra~wn,. a sp: ?g Can a truly African identity 
continent in alllts dlver~&ty. d values of its peoples be 
be preserved, the traditwns an tl growing interchange 

t d despite the constan y 
respec e , ld? . 
with other areas ~f the wor f raw materials, Africa is m a 

One of the mam sources o .+ o·nper: chrome, cobalt, 
' . . the exports OJ c r J • ld 

leading positron m . d But its share m wor 
ld nd d.amon s. Th manganese, go a . than 5 per cent. e 

l t s 1s not more "d 
trade in va ue erm b 'l . the envy of the outsl e 

h Aji , an SU SOl IS h 
richness of t e TlC 1 the richness and t e 
world. But is Africa f~lly a~a~e ~he Africans themselves 
strength of other contments. o nd economic strength? 

• ;.t,· ce o+ power a . h 
grasp the slgnlJican 'J d tinent on the globe Wit 

Today, the least po?ulate Acojin. has the highest birth 
"t ncome r&ca 

the lowest per cap I a I d ,bl d l·n 35 years and 50 per 
I t · has ou e · h 

I t t the mam eve J' d 
ner and re evan o . must be clear, precise an 
regional and interndatl?n~~/pt resent day economic, social 
respond to real nee s m 

and political contex~. Afri Intemational Perspective 
This is the intentwn of c_a ne 

th Afrlcan press see · 
(API), a newcomer _on e . and others in managerial 

The aim is provld~ Afr~cans . l economic, cultural 
. d ·mstratlve, socla ' d 

Positions m a ml k · g document an a 
• +,' ld "th a wor m 

and techmcal Jle s WI Th editors have set them· 
. 0.+ re*erence. e h t · reliable source 'J J, • .~ A*ricans on w a IS 

· t sks· to mJorm J' • h 
selves two mam a ·. d t provide them Wit a 

. 'n Afrlca an o . l d 
really gomg on I ld hi hlighting internatwna t_ra. e 
window on the wor • ~ .+ ther young soc1et1es 

. th expeTlences OJ o . 
and exchanges, e d which have d&rect or 

d important events abro~ 
an · Afrlca 
indirect repercussl?ns on d fi . st is the selection and 

The objective, f~rst an ormod , n the international 
. ·* . :+icant tren s o . 

Presentatwn OJ slgniJ' d t see their own work m a 
bl . A*' ican ca res o · 

scene, ena mg J r . t their political, economiC 
t · and to orzen .+ broader perspec we . . . "th a greater awareness OJ 

and socio-cultural actlvmes WI d "th the +uture of the 
. · AlP is concerne WI J' . 1 the basic &ssues. .+ ver growing internatwna 

African continent-a future OJ e 

interdependence. fforts will be geared to this-
It is the hope-~nd_ our e. become an instrument of 

that this new perzodlcal wdl t. al regional and inter
cooperation at all levels, na lion s' o+ AlP will be open 

A d . ly the co umn 'J • 
national. ccor mg ' h. if value to contrzbute as 
to all those who have somet m~ o renection of African 

h se stature IS a J• . b d well as those w o . eed to proJect a roa · 
. .+ the Afrzca we n l 

values, an Image OJ . between Africans themse ves 
AlP must becom_e a lmk the rest of the world. . 
and between Afrlca~s a.nd AlP will be published s&mul

th ·5 obJeCtiVe 
To meet ' 1 • English and French. 

taneously but seper~te y m ublication will stimulate your 
We hope that thiS ne~ ~ receiving comments, sugges

interest and loo~ fo~ar D~rect contact with our r~aders 
tions and contrzbutwns. t and guide us m our 

"d with encouragemen 
will provl e us ds in the future. 
efforts to serve your nee 

rate. Its popu a wn d 15 years of age, Wit 
cent of its inhabitants are ;n itefully realised what this 
60 per cent under twe~ty. s . for and educating fully 
means in terms of feedmg, carmg 

Dr. Issa Ben Yacine Diallo 8 

Regional planning: 
from its past to its future 

> 

Since regional planning in most countries has been for 
economically backward areas, with special problems and 
shortages of financial and human ressources, 
most regional planning has been conducted by central agencies ... 

••• or by special authorities created by 
nadonal Governments. Frequently, regional 
plans have been prepared outside the 
regions, usually in the national capital, 
with Uttle pardclpadon by people In the 
reglona. Many plans have COIUieCIUendy 
failed to reflect regional condldons and 
......_ Not surprisingly, people In the 
re&fOIII have shown Uttle Interest in helping 
Implement these plans. 

The time is rapidly passing when out
siders will be able to plan for regions as 
they have in the past. Indeed, it is becom
ing apparent in many countries that people 
at regional and local levels are increasingly 
insisting on having a voice in planning for 
their areas; that planning must be "from 
the bottom up", in practice as it is in 
theory, as well as "from the top down", to 
which it is too often limited in practice, if it 
is to meet social needs in the regions and 
localities ; and that accurate definition of 
what are the social needs can only be pro
vided by the people at regional and local 
levels. This means, among other things, 
that the idea that planners can, or think 
they must, plan for people must give way to 
the id~a that they must plan with people. 

Regtonal plans formulated in a national 
capital on the basis of the general or aver
a~ situation in a country's regions, e.g., 
wtth ~e same projects, work patterns or 
allocations of funds for each region or sub
npon, are therefore bound to prove un-

ble or inapplicable in varying degrees 
~~lar areas. This approach to 
•"'aavuaa • Planning, aside from errors of 
';m=1on, may also lead to serious errors 
In ~Ddia on For ~xample, when it was used 
"'-• 11_,_ ;:o PfO.Ject or other provision for 
..__... th the 35,000 waterlogged acres 

tha
ia oae state was included in the plan for 

t state's agriculture. 

An official of the World Bank for more than 20 years, Albert 
Waterston who teaches at the EcQnomic Development Institute 
of the American Uni~rsity, Washington D.C., is an outstanding 
specialist in the fields of development planning. He is author of: 
"Development Planning: Lesson of Experience" (The John 
Hopkins Press, Baltimore). He has also published three works 
r lated to these problems: "Planning in Morocco"; "Planning in 
YugoslaVIa"; "Planning in Pakistan" . 

To be effective, a regional plan must 
have a high degree of specifity to take 
account of the basic variations in condi
tions among regions and localities. This 
cannot be achieved merely by disaggre
gating national output or input targets 
regionally without determining for each 
region and locality the particular condi
tions which farmers and businessmen face 
and their capacities to utilize inputs (e.g., 
cultivators' ability to utilize improved seed 
and fertilizer) and increase production. 
Where planning for regions and subregions 
has been primarily based on the disaggre
gation of national targets, great discre
pancies between expectations and achieve
ments have often arisen. 

Experience shows that the best way of 
dovetailing national output and input tar
gets with regional and local capacities is to 
derive the national targets mainly by aggre
gating plans originally framed regionally 
and locally rather than disaggregating 
plans and estimates framed at the national 
level. Only when each region and, where 
appropriate, each subregion, has a care
fully prepared plan which includes input 
and output targets designed to take ade
quate account of available physical re
sources (with their limitations), and human 
resources (with their dispositions and moti
vations in each region and locality); and 
where these plans become the basis for 

by Prof. Albert Waterston * 

framing the national plan, can it be said 
that the national plan has been formulated 
realistically. This is especially true for agri
culture. 

Of course, a national plan must be more 
than a summation of local and regional 
plans. If a local or regional plan is pre
pared without the general framework pro
vided by a national plan, it may be incon
sistent with national development object
ives. Planning must therefore be seen as a 
two-way process in which national object
ives, strategies and policies, as well as the 
co-ordination of regional and local plans 
with national input and output targets, is 
determined at the national level; while the 
extent and manner of the development 
effort in each region or locality is deter
mined in the area concerned. Thus, while 
estimates of input and output possibilities 
for the nation must be a totality of the 
estimates in each region or locality, the 
estimate of what should be attempted in 
each region or locality should be made in 
relation to national objectives and direc
tives. It is only by such a process of mutual 
interaction that a national plan can be for
mulated which is sufficiently detailed to 
meet the requirements of each region, sub
region, and if need be, each village. 
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An end to paternalist planning, the ivory 
tower decisions of isolated executives. 

Problems posed 
by the regional approach 

But more regional planning will raise 
serious technical, political, social, admi
nistrative and financial problems. 

It is apparent, therefore, that a region 
may be defined in different ways. Its 
boundaries may be determined (1) geogra
phically, e.g., a valley or river basin, (2) 
demographically, - an area inhabited by 
a specific population group, e.g., a tribe, 
(3) administratively, i.e., one or more poli
tical subdivisions of a nation, (4) func
tionally, e.g., an area in which it is con
sidered that desired goals can best be 
achieved, and (5) geo-functionally, e.g., an 
area within the sphere of influence of a 
particular urban center. Since regions 
defined in any one of these ways may some
times have uncertain boundaries, it may 
not always be clear where a region begins 
or ends. While the limits of a region are 
frequently determined in practice by poli
tical boundaries, the ideal region for plan-
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ning purposes is one which is either homo
geneous with regard to one or m impor
tant features , or one which incorporates 
areas which are interdependent in one or 
more substantial ways. 

Definition of Needs 

A second problem which arises in an 
approach to regional planned development 
oriented toward planning with rather than 
for people, involves definition of the basic 
social and economic problems to be re
solved. Everything depends on who does 
the defining of the problems and the set
ting of their priorities. 

If regional and local planning is to 
become an effective development tool, 
steps must be taken as quickly as possible 
to set up suitable systems for the collection 
of data (a) on a continuing basis (b) for 
clearly defined regional and local areas, (c) 
which employ uniform units of measure
ment to allow intra- and inter-regional 
combination and comparison of the data. 
To set up a suitable data-collection system 
for regional planning purposes requires 
considerable discussion by statisticians and 
planners of the country, as well as the 
areas for which data are to be collected 
about the types of data required for plan
ning and other purposes and the form in 
which the data should be collected. 

Consideration should be given to the 
preparation of a multi-annual statistical 
collection plan, including a system of 
financing its implementation, which sets 
forth the types of data to be collected and 
the priorities to be given to each. Since the 
task of carrying out such a plan is likely to 
be beyond the capacity of existing central 
statistical organizations in most poor coun
tries, consideration needs to be given to 
their reorganization and expansion, as well 
as to the possibility of dividing the task 
between them and regional statistical 
organizations in a manner which would 
prmp.ote the most efficient use of scarce 
manpower and statistical equipement. The 
work of central and regional data-collect
ing agencies must be co-ordinated to avoid 
duplication, gaps in data collection, or the 
use of non-comparable units of measure
ment, and in addition, to promote co-opera
tion between statistical and non-statistical 
agencies in the public and private sectors 
which collect social and economic data. 

Co-ordination 

The need for co-ordination goes beyond 
the realm of statistics and constitutes a 
fourth problem in countries which seek to 
expand their regional and local planning 
effort. Regional planning requires coordi
nation to insure encouragement of regional 
specialization based on comparative advan
tage , as well as regional co-operation in 
realizing national objectives. Without pro
per co-ordination, regions tend to give 

priority to regional instead of national 
goa ". Co-ordination is also required be
cause there is always a danger that com
peting regional claims may get out of hand 
and exceed available resources. 

There is need, in addition, to establish 
communication bridges between national 
and regional planning bodies which provide 
channels required for information to flow 
"from below" as well as "from above". 
These informational bridges provide the 
necessa~ feedba.ck for formulating plans 
and,. dun.ng the II?plementation stage, for 
makmg timely adjustments in the plan as 
required. 

Many officials do not see the need to 
consult the population in a region or 
locality about their basic social and other 
needs. Officials at the national level fre
quently consider it sufficient to talk to 
officials at regional or local levels. But if 
regional or local officials see the problems 
differently than the people do, regional and 
local plans are likely to be formulated to 
solve problems which the officials rather 
than the people consider important. If 
planning is to be directed toward resolving 
basic social and economic problems as the 
people see them, it must involve partici
pation of the people, not only to insure that 
definition of the problems and their prio-

rities conform to those of the people, but 
also to insure the population's active and 
willing support of the plans prepared to 
solve the problems. People's participation 
should be sought through their own leaders, 
wherever possible, and not through govern
ment officials who visit the area occa
sionally, or through officials stationed in 
the region or locality by remote govern
ments. 

The Lack of Regional Information 

Planning at the national level has been 
seriously hampered in most developing 

countries by the scarcity of reliable statis
tical and other information. Indeed, the 
lack of quantitatively and qualitatively ade
quate data on such basic series as the size 
and growth of national populations, pro
duction, investment, consumption and em
ployment has frequently cast doubt on 
supply and demand projections, as well as 
parameters included in national planning 
models. The fact that regional and local 
statistics in most poor countries are gene
rally much worse, where they exist, than 
national data, makes it especially difficult 
to plan effectively at regional and local 
levels in these countries. The lack of good 
land use, water resources, and manpower 
data constitute especially great handicaps. 

The data gap therefore is a third prob
lem confronting those who would expand 
regional and local planning. The magni
tude of this problem and the fact that it 
will take much time to resolve should make 
it evident that regional and local planning 
may have to proceed at a lower level of 
technical sophistication than prevails at 
national levels and that, for the time being, 
advanced mathematical formulations of 
regional and local plans are likely to be 
impractical in most poor countries. 

Regional Planning Organization 

The need to establish suitable informa
tion systems for effective regional planning 
raises a fifth problem: What kind of insti
tutions are needed to prepare and imple
ment regional and local plans ? There is in 
most developing countries a dearth of sub
national planning entities. This means that 
in most countries, suitable regional and 
subregional bodies must be devised and 
e~tab~shed if effective subnational plan
rung 1s to take place. Some countries have 
planned for their regions through national 
planning agencies, but aside from the fact 
that this approach has not been very suc
cessful in most countries, it is less likely to 
be used in an era of increasing regional 
political awareness. 

The institutional problem is a two-fold 
one of finding the right structure and the 
right mix between centralized and decen
tralized authority and decision-making. 
Unless appropriate institutions are set up 
with the right mix, there is danger that the 
most logically consistent regional plans will 
not be operationally feasible. 

While every country will have to establish 
planning bodies suited to its own institu
tional arrangements and stage of develop
~ent? it may be said that, in general, orga
mzations at the local level should be sim-

pier in form than those at the intermediate 
subregional level, and that intermediate 
bodies need be less complex than those at 
the regional level. For example, at the vil
lage level, development planning com
mittees may suffice, while at the inter
mediate level (e.g., a district), one or two 
planners in a small planning unit may be 
adequate. However, at the regional level, a 
regional authority, appropriately staffed 
with planning technicians, is likely to be 
essential for effective planned development. 

While structural problems can be diffi
cult, they are likely to be easier to resolve 
than questions relating to the degree of 
autonomy to be granted to regional plan
ning units and the extent to which these 
units should be advisory or supervisory in 
carrying out regional plans. 

The extent of a regional authority's 
effectiveness often depends on the financial 
resources put at its disposal. Equally 
important, is the way in which funds are 
allocated to it for implementing plans. The 
authority is likely to have the greatest inde
pendence in implementing plans if funds 
are allocated to it directly by the central 
government. The authority is likely to have 
somewhat less freedom of action if it has to 
rely on transfers of funds allocated to the 
various ministries, departments and 
agencies for projects and programs within 
its region for whose implementation it is 
responsible. The authority is likely to have 
the least independence if it must apply to 
the budget authority for funds every time it 
needs them for a project. ~ 

Another difficult area for regional plan
ning: availability of qualified staff. 
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The location of the headquarters of the 
regional authority is. also signi~icant. To 
carry out its functions e~ectively, . the 
authority should be based m the regiOn. 
Since it is usually more difficult to staff an 
authority located in a region than if it is 
located in the capital, there is a tendency 
for regional authorities to establish them
selves in the capital. But this is a mistake, 
as experience has shown, because the 
authority's staff loses touch with regional 
problems, while the people in the region 
tend to view the authority as alien. In con
trast, where the authority has been estab
lished in the region at the start, the popu
lation of the region tends to view the 
authority as its own, and the staff of the 
authority is in position to take prompter 
action on problems than if it were in the 
capital. Experience also indicates that 
regional authorities located in rural areas 
can be adequately staffed if regional devel
opment is made sufficiently challenging, 
and higher status, pay, living arrangements 
and wider opportunities for professional 
training are offered to technicians than are 
available to those in the capital. 

The relationship between the regional 
authority and the local population and 
authorities may assume a variety of forms. 
Where regional organizations exist, and 
especially where these represent the people 
rather than the national government, the 
most suitable arrangement is to base the 
regional planning authority on the existing 
organizations. If this is done, there is 
greater likelihood than otherwise that 
regional and local plans will come close to 
representing prevailing views at regional 
and local levels. France has followed this 
approach. 

In contrast, a central government may 
create a regional authority as an arm of the 
aovenunent in a region to be developed. 
',Vi~ this a~roach, ~ere is a greater pos
sibility than m the first that there will be 
clifficuities in communication between the 
authority and the people. Sudene in north-

tem Brazil is an example of an author
ity created by a central government as its 
representative in a region. 

A third variety of regional authority in
representatives of both the central 

•m"liUhent and the regional business
farmers' and other groups. This 

.-tt.n• has the advantage of utilizing 
llltltill.~.r institutional arrangements to 

iliab a communication link between 
ad ctslltral government representa
~ and Israel have adopted this 

IPI*OMh 
rU~iiiU:Ie ~•• fiat. aad third approach seek 

fWPODal and local authorities 

Planning for the people, with the people. 

directly, they are preferable to the second. 
But regardless of which approach is 
adopted, the regional authority must still 
take measures to insure adequate partici
pation of the people in defining the basic 
economic and social problems to be re
solved by the planning process. While every 
country will wish to create regional plan
ning authorities in a form suitable to its 
needs, successful regional planning will 
depend on the degree to which regional 
plans are formulated and implemented with 
the participation of the people in the 
regions or subregions concerned. 

Since regional planning is still in its 
infancy in most developing countries, 
regional skills and expertise are in short 
supply. If regional planning is to expand to 
the extent required, means of training 
those needed for the purpose will have to 
be devised. This is no easy matter and 
constitutes a sixth problem for regional 
planning. 

Because of the variety of skills de
manded, training for regional development 
will have to be problem-oriented. This im
plies a multi- rather than a uni-disciplinary 
approach. While much has been written 
about the need for a comprehensive 
approach to development problems, little 
as yet has found its way into training mate-

rials and courses. The same is true about 
planning "from the bottom up". 

Another training constraint has to do 
with the "labor-intensive" way in which 
planning, as a discipline, has been taught. 
Teachers in the field are generally highly
trained specialists whose teaching reaches 
only a few students each year. Moreover, 
would-be planners are required to under
take a lengthy course of study to provide 
them with the ability to formulate sophisti
cated plans based on mathematical models. 
As a result, the training of planners has 
proceeded so slowly in the last two decades 
that there is still a great shortage at the 
national level in developing countries, and 
even more, at regional and local levels. 

If regional planning is to expand at the 
rate required to meet urgent demands, a 
more "capital-intensive" approach to 
training regional planners will have to be 
used than has been used thus far. If, for 
example, the information which planning 
specialists have accumulated was incor
porated in "programmed" form in teaching 
materials, teachers in training centers in 
the developing countries could use these 
materials to train individuals within the 
subnational regions to prepare and imple
ment regional plans. Only by some such 
method will it be possible to spread avail
able knowledge about regional planning as 
broadly and as rapidly as is required to 
meet the demand for regional planning. 

A.W . • 
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BANCO INTERNACIONAL DE RECONSTHUCCION Y FOMENTO 

PALABRAS DE Ivffi. • ALBERT \i.L\.TERSTON .r\.lJTE LA COLliSION ECYQNOMIC~\. 
PARA LA .AtiERICA LATINA_, EN LA CIUDAD DE MEXICO~· 

Es particularmente grato para el Banco Internacional participar 
en esta sesion de la Comision, Ustedes y nosotros perseguimos un obje~ 
tivo comun - i mpulsar por todos los medi.OS· posibles el desarrollo 
economico de las republicas americanas _ Quiero decir ,. para comenzar ,. 
que el personal del Banco encuentra las investigaciones basicas que 
adelanta la Comision TI: coriomica para la America Latina, de grande 
utilidad para su trabajo. Desde las ultimas declaraciones hechas 
par un represent ante del Banco ante esta Comision, hemos desarrollado 
una vari edad de tecnicas nuevas en el ramo. Espero que ustedes 
encontraran que hemos progresado mucho en la tarea de s~~inistrar a 
los paises miembros de la America Latina varias clases nuevas de. 
ayuda. Y abri;_;amos tambien la esperanza de que podremos lograr con~ 
siderables progr esos en varios otros campos"'· 

:Sn ciertos aspectos, el mone~to actual presenta una oportunidad 
excepcional para un adecuado desarrollo economl:co en las .Americas., El 
aumento de las adquis.iciones de divisas extranjeras en muchos pa:lses 
y el i ncremento potencial de los ahorros que pu.ede resultar del creci ... 
miento de su econom:l.a interna,. son fuentes nuevas de inversion en 
fomento. Nos damos cuenta de los serios problemas que confronta 
actualmente la America Latina, inclusive el peligro de inflacion, y 
el r elative a las dificul tades para que no se interrumpa el abasteci-, 
miento de bienes de capital, necesarios para llevar adelante los 
programas de desarrollo. Con miras a buscar la solucion del ultimo 
probl ema, el Banco ha establecido una secci6n especial que a;yu.da a 
los presta·tarios a obtener en las fuentes disponibles equipos escasos 
de manera que puedan completar los proyectos financiados por empres~ 
titos del Banco. 

Como ustedes sa,ben, los prestamos del Banco a la Ar.1erica 
Latina han crecido a un ritmo acelerado. El Banc.o le ha prestado 
algo mas de ;) 260 nillones de dolares, suma que consti tuye mas de la 
rnitad del total de emprestitos concedidos por el Ban.co a l,os llama~ 
dos 11 paises econ6micamente subdesarroll ados". Varios otros proyectos 
i mportantes en l os ~Jaises miembros de l a Ameri ca Latina estan siendo 
considerados act ivamente con miras a que el 3anco partici~;e en su 
f inanciacion . 

Pero el i nteres del Banco en colaborar al desarrollo de la 
America Latina va mucho mas alla de los enprestitos, Una de las 
leociones basicas que hemos a~n .. endido es la necesidad de elaborar 
cuidadosamente los prograrr,Gs de desarrollo. El Banqo, en consecuen
cia, ajusta sus acti vidades para poder satisfacer las dif erentes 
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necesidades de cada pais al planear .su desarrollo. La principal 
dificultad para otorgar prestamos ha sido la falta de proyectos de 
desarrollo bien elaborados. Puedo asegurar a ustedes que el Banco 
no asume una actitud pasiva en los cases en que los paises mie~bros 
no ?Ueden , por si mismos, preparar en forma adecuada la presenta
ci6n de sus proyectos. Por el contrario, ayudamos activamente a 
los paises en la preparacion de proyectos y programas que puedan 
mejorar su capacidad de absorci6n de inversiones adicionales. 

Ll Banco se convierte cada dia mas en un arsenal de conoci
mientos utiles respecto a las tecnioas de' estructuracion de los 
programas . En cooperacion con nuestros socios, hemos elaborado 
nuevas metoc:ios para su.rninistrar ti:Jos fundamentales de ayuda. Nos 
da.mos cuenta de que estamos apenas en una etapa inicial de sistemas 
cooperatives para acelerar el progreso, y nos preocupamos constante
mente de encontrar nuevas y mas efectivas. formas para compartir con 
ellos las experie:r:cias adqui;ridas. ·~uiza sea de interes para uste
des enterarse de algunos de los nuevas metodos de asistencia que el 
Banco ha desarrollado en el curse del ultimo aiio en loq paises 
latinoamericanos. 

Uno ha side el envio de nus ::t. ones comprensivas de estudio 
que examinan las lineas generales de la potencialidad de desarrollo 
de los paises miembros y ayudan a planear los programas generales qe 
fomento. La primera 1nisi6n de esta clase orga~izada por el Banco 
fue la que hizo una investigacion minuciosa de la economia colombiana. 
Como ustedes saben, esa Llisi6n presento su informe el ano pasado y el 
Banco se complace de los pasos que se esta.n qanC.o para llevar adelante 
las recomendaciones. El Gobierno de Colombia ha establecido para 
ello ~ un Comi te de Desarrollo Econ6mico no politico. Y los E.stados 
Unidos~ dentro de su programa de asistencia tecnica, han puesto ala 
disposici6n del Gobierno de Colcrnbia, un crecido numero de expertos 
q\.le ayuden a imp2.ementar el Informe. Hisiones comprensivas simila
res han sido enviadas a Cuba y a Guatemala y sus informes estan 
pr6ximos a completarse, 

Este tipo de misi6n no es, en verdad, el unico metoda adoptado 
por el Banco pal'a resolver los ~)roblemas de desarrollo. otro es · el 
de constituir una 'mision con un prop6sito especifico., cuyo cometido 
es el de analizar sectore~ deter~inados de la economia de un pais, 
en vez de la econo~nia en general . Este puede ser el sistema mas 
efectivo de ayuda para la soluci6n de ciertas necesidades determinadas 
de un pais en un monento dado. Una mision de esta indole, patrocinada 
conj1..1ntamente por el Banco y por la Organizaci6n para la Alimentaci6n 
y la Agricultura fue ·enviada al Uruguay a estudiar los problemas especiales 
del fomento agricola. 
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Otro erupo conjunto del Banco y la FAO, con prop6sitos general• 
mente similares, acaba de salir hacia. Chile. Har~ recomendaciones 
respecto a las inversiones. y otros requerimientos necesarios para el· 
incremento de la agricultura de ese pais . Esta empresa es buen ejem
~lo de lo que puede la cooperacion al trazar un programa. Como parte 
de la asistencia tecnica, la FAO y el Institute de Asuntos Interame~ 
ricanos estan suministrando a Chil·e expel:'tos, por per:!.odos de uno a 
cinco afios~ que cooperaran en las labores del grupo del Banco y la 
lG\0 en el estudio de la manera de ayudar al Gobierno a llevar adelante 
las medidas necesarias para su desarrollo agricola. 

Fuera del envio de grupos de varies tipos, el Banco emplea 
actualmente .un metodo mas de a.yuda a los pal.ses miembros de la 
America Latina en sus planes de fomento, consiste en el env!o de 
miembros del. personal del Banco por un lapse relativamente largo 
para aconsejar a los gobiernos, tanto en problemas generales de 
desarrollo como en otros de caracter espec:i.fico. Uno de nuestros 
funcionarios estuvo en Honduras durante nueve meses pa,ra ayudar al 
Gobierno a iniciar el funcionamiento del Departamento de Fonento del 
nuevo Banco Central de Honduras. 

A principios de julio, otro · funcionario del. Banco i:ra a Nicaragua 
por un lapse m!~imo de ochos meses . En su caracter de representante 
especial del Banco Internacional en Nicaragu~ 1 ayudara al Gobierno a 
resolver problemas relacionados con la econowJa general del pais y a 
trazar planes adecuados para el desarrollo economico. Ade~as, a 
medica que surjan necesidades definidas, el Banco enviara: ingenieros , 
agronomos y otros tecnicos que ayuden a su representante en campos 
que vaya requiriendo especial atencion. Creemos que este"mismo 
sistema pueda ser utilizable con provecho en otras _partes. 

El Banco ha estado ocupandose de preparar otro metodo para 
incrementar el desarrollo de los Daises latinoamericanos. Consiste 
en reunir exnertos del pais miemb~o - que esten encargados y sean 
resyonsables de sus programas de fomento - con e~~ertos del Banco 
que tengan experiencia en campos similares •. Por ejemplo, el Banco 
invito dos funcionarios de la Corporaci6n de Fomento chilena y un 
re~resentante del ~ ,1inisterio de Obras PUblicas para que permane~ 
cieran alrededor de tres semanas eq -~Jashington en una serie de dis ... 
ousianes de mesa reclonda... Durante ese lapso se adelantaron e:xtensas 
discusiones ~bn r.1ierabroq del personal del Banco respecto de los pro-· 
blemas generc::.leD y sobre los principales programas de desarrollo. 
El objeto de estas discusiones fue ayudar a los funcionarios chilenos 
a delinear me'todos efectivos que sirvan para dirigir los programas 
nacionales de fomento •. 

En el caso de i:1Iexico 1. el Banco ha organizado un grupo combinado 
compuesto de funcionarios mexicanos y de dos tecnioos del Banco para 
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estudiar t~nbien problemas de fomento en Mexico. El prop6sito de 
este crupo es el de examinar, a un nivel tecnico y sobre base 
cooperativa, las tendencias principales de la economia mexicana 
con especial referencia ala capacidad del pais ·para absorber mayo
res inversiones extranjeras. Los funcionarios mexicanos han pasado 
ya dos semanas en la sede princi'al del Banco. Yo soy uno de los 
membros del grupo. En la actualidad estamos ·adelantando nuevas 
conversaciones aqui en Mexico. Creemos que podremos presentar un 
informe en agosto. 

Gracias al intercambio de informacion entre los representan
tes de los paises miembros y los funcionarios del Banco 1 es mucho · 
lo que hemo::; aprendido ~obre este asunto del desarrollo econ6m:i:co. 
El Banco tiene la :Lntenci6n de celebrGlr re1.lniones de consulta simi
lares en escalq. mas a.mplia con otros de los paises miembros . en la 
~11erica Latina. 

Confiamos en poder realizar nuevos progresos en la programa
cion del desarrollo. El Banco tiene gran interes en su participacion 
en el Insti tuto Especial de Estudi.os Econ6micos y de Proyectos de 
Desarrollo, patrocinado conjuntamente por el Gobierno de Chile, CEPJ\.L, 
la FAO y el Banco,, que se reunira en Santiago a fines del afio •. 

Los ejemplos que he citado demuestran que el Banco se empefia 
en ayudar a los ?aises de 1~ America Latina en todas las formas 
posibles. Hemos logrado ya , creo yo, progresos considerables. Pero 
no pretendemos haber enc·ontrado todas las soluciones. El Banco no 
es tan solo un dep6sito de fondos~ Creo que tambien podemos decir, 
en justicia que es, en vi:rtud de su experiencia_, un arsenal de com
~etencia tecnica al cual pueden recurrir los paises miembros en 
cualquier momento para s.atisfacer aquellas ne·cesidades que puedan 
surgir. El Banco continl\ar~ bus cando sistemas de ayuda a los ·9aises 
latinoanericanos en la realizaoion de sus metas de progreso econ6mico .
Ese es el interes basico que compartimos c·on esta Comision. 
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