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1i CICas Dn ?RJMS

Dans cet article, l'un des plus importants jamais publiSs dans "Finances et

Diveloppement', le Sous-Directeur - Projets et Realisations, de [a Banque
Mondiale, expose en termes clairs et simples la fason dont la Banque s'ac-

quitte d'une de ses principales fonctions, t savoir rechercher, prnparer,

evaluer et contraler l'execution des projets de dtveloppement economique.

Warren C. Baum

S'IL FALLAIT r6pondre en quelques mots A la ques- Mine avec le montant record de prets r6cemment
'tion : cQue fait Ia Banque Mondiale ?> on pourrait accordds et les montants encore plus elev6s envisages

dire : <Elle pr~te de l'argent pour des projets de d6ve- pour l'avenir. ]a Banque et I'IDA ne s'occupent, et ne
loppement.> En effet, ]a tiche principale de la Banque continueront s'occuper, que d'un nombre relativement
consiste A financer des projets specifiques, aprs les peu &lovc d'op&ations concernant des projets. Ceux-ci
avoir minutieusement s6lectionn6s, prdpards et 6vaiu6s, sont en gdndral importants et leur coOt est normalement
et A en contraler l'ex6cution. La Banque et sa filiale, de Iordre de plusicurs millions de dollars. Extremement
'Association Internationale de D6veloppement (IDA), vari s, ils peuvent concerner aussi bien des plantations

qui accorde depuis 1961 des prets a des conditions de de palmiers A huile en Papouasie/Nouvelle-Guin~e que
faveur, ont depuis leur creation accord6 prts de 950 Ia construction d'une voie de chemin de fer a grande
pr~ts et crddits' d'un montant total d'environ 17 mil- vihesse au Japon. I n'y a pas deux projets semblables;
liards de dollars EU., destines en majoritd des ils ont chacun leur propre histoire, ct dans chaque cas
projets sp6cifiques tels que construction d'tcoles, de le prit doit ktre 6tudi6 spdcialement pour chacun d'eux.
barrages pour Pirrigation, de centrales 6iectriques et La Banque et l'IDA reexaminent et r&visent constam-
de routes. Au cours de l'exercice 1969, par exemple, ment les techniques et les modalites des prits-projets
Ill prets et credits (chiffre record) ont 6t6 signes, et afin de les perfectionner au maximum.
tous sauf un 6taient destin6s A des projets individuels. Telle qu'elle est ex6cut6e A Ia Banque cette tAche
L'importance ainsi attachee aux prts accord6s pour donne lieu i in cycle continuel et auto-soutenu d'activi-
1'extcution de projets d6coule des Statuts de la Banque les oh l'on peut distinguer quatre phases principales : la
qui stipulent que, sauf darts des cas sp6ciaux, cette premier est la recherche et la dfinition du projet; la
institution ne consentira des prets que pour des projets seconde est sa prcparation; [a iroisieme est son 6valua-
sp6cifiques de reconstruction ou de developpement. tion, puis quand celle-ci est affirmative, )a nigociation

L'octroi de pr~ts-projets a pour objet de garantir que et la signature d'un prat pour sa realisation; la qua-
les fonds de la Banque sont investis dans des projets trieme est le contr6le de son exdeution et de sa mise en
6conomiquement viables et productifs afin qu'ils puissent marche afin de s'assurcr ue Ics obectifs visds ont bicn
contribuer A la fois A la capacite de remboursement du nt r teints. I
pays emprunteur et au ddveloppement de son 6conomie.
C'est grAce a la coincidence de ces deux objectifs que Ce processus est considr3 comme an cycle parco
les fonctions de Ia Banque, en tant qu'institution finan- que chaque phase est non seulemnt Ia consequenc

ciere internationale, se confondent avec celles qu'elle logique de Ia pryeddente mais conduit aux suivantos, et
remplit de plus en plus en tant qu'institution de ddvelop- nous essnyons d faire en sre que c cycle se renou-
pement. voile do lui-m~me afin que tic nouveaux projets viennent

remplacer les anciens dans un processus contznu.

Recherche et fl6finition

SLes prits accord1s par la Banque sont assortis d'un taux
d'inteirt qui est actuellement de 7 pour cent; JIDA accorde des Voyons d'abord cc qu'on entend par recherche et
crddits & des conditions de faveur , ii savoir 50 ans d'ochiancc. dclinition :il s'agit du processus qui consiste a trouter
avec une commission de service de 0,75 pour cent. Les methodes
de priparation des projets sont identiques pour les deux institu. deo; projets qui sont hautement prioritaires, qui pr -
tions et, dans we article, toute riffrencec la Banque et aux sentent les conditions requises pour Etre finanads par ]a
pr~ts s'applique egatemeot A ]IDA et aux cr6dits.
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Banque. et quc 'ernprunteur, la Banque Ct IC goUverne- esper6. Dans cc cas, trois, quatre ou mime cinq annees
ment souhaitent voir considdrer. La d6finition d'un pro- pourront s'dcouler avant que I'on puisse accorder le
jet exige essentiellement ]a verikcation des trois condi- second prit, car il faut rdsoudre les problemes surgis .
tions suivantes : it faut d'abord que le secteur de I'occasion du premier et s'assurer qu'il donne des rdsul-
1'conomie auquel le projet se rapporte, et le projet lui- tats satisfaisants avant de pouvoir en accorder un se-
mrme, soient considdres comme 'tant d'une haute prio- cond. On voit ainsi que si certains pr&ts relais sont tres
rite pour le d~veloppement et reconnus comme tels simples, d'autres, au contraire, priscntent de grosses
dans les plans de d&veloppement du gouvernement. 11 difficultis.
faut ensuite determiner si, i premiere vue, le projet
semble viable, c'est-i-dire s'il est possible de trouver Oprations Opiggyback"

une solution technique au probleme auquel le projet se 11 existe une variante du pret relais qui est connue en
rapporte, A un coat en rapport avec les avantages i en anglais sous le nom peu dl6gant, mais descriptif, d'op~ra-
retirer. It faut enfin s'assurer que le gouvernement soit lion epiggyback, expression emprunte i Ia termino-
pret L lui accorder son appui, notamiment sur le plan logic des transports ferroviaires. La meilleure faqon
financier, et ceci parce que les prets sont accord6s soit pour la Banque de s'assurcr un cycle autonatiquement
aux gouvernements ou organismes gouvernementaux, renouvelable de projets est d'inclure dans un prFt destinE
soit k des institutions priv6es avec I'appui et la garantie d un projet donne des fonds qui seront utilisds pour
de l'Etat. effectuer des dtudes de pr&investissement pour des

Comment procede-t-on pour rep~er les projets ? La projets ulterieurs. Si, par exemple, [a Banque finance ]a
rdponse A cette question est loin d'tre simple. De meme construction d'un barrage qui represente le premier stade
qu'il existe one grande diversit6 de projets pour lesquels du programme d'expansion d'un rtseau energ6tique, le
nous pr6tons des fonds, nombreuses sont 6galement les pr&t pourra fort bien inclure les &tudcs ndcessaires A la
manieres par lesquelles des projets peuvent 6tre portds ddfinition et la priparation des stades suivants.
A l'attention de la Banque, puis ddfinis et prdpards.

La faqon ]a plus simple de trouver un nouveau projet Missions
A financer consiste A accorder au meme emprunteur un it y a d'autres faqons de trouver des projets. La
autre pr6t (dit pret crelais*) pour des stades ultdrieurs Banque envoic parfois dans un pays une mission sp6ciale
de ddveloppement du mime projet ou d'un projet sem- chargde d'6tudier les secteurs dans lesquels nous n'avons
blable. La Banque a maintenant vingt ans d'existence pas encore accord& de prdts. On envoie sur place une
et, comme on peut s'en douter, nous r~pwtons souvent 6quipc de specialistes pour effectuer une reconnaissance
des operations avec les mrnes emprunteurs. Ceci est prdliminaire du secteur et se rendre compte s'il est possi-
particulierement vrai de certains secteurs comme l'6ner- ble de trouver des projets int6ressants. Dans le domaine
gie et les transports pour lesquels nous accordons des de l'agriculture comme dans celui de Fiducation, nous
prits depuis de longues ann6es. A titre d'exemple, signa- avons 6tabli des relations officielles avec d'autres insti-
Ions que nous avons accord6 dix prkts et cr6dits aux tutions specialisdcs des Nations Unies qui se chargent
Chemins de fer indiens pour financor des segments suc- de rechercher et de pr6parer des prjets. En cc qui con-
cessifs annuels ou bisannuels de eur programme din- cerne eaericulture, la Banque a conclu avec Organisa-
vestissement. Nous avons accord sept prets A la Comi- cene r a
si6n Federal de Electricidad pour ]a rdalisation de tion des Nations Unies pour I'Alimentation et 1Agricul-

diverses phases du programme d'expansion du r6seau ture (FAO) un accord aux ternies duquel cette derniere

dnerg~tique mexicain. On voit ainsi que Iune des sources fournit le personnel envoy6 en mission pour rechercher

principales de nouveaux projets reside dans nos rela- des projets pour la Banque et aide 6galement a les pr6-

tions suivies avec nos emprunteurs, ceux-ci 6tant portis parer une fois qu'ils ont W rep6rds. 11 y a, A la FAO, un

A notre attention lors du contr6le des projets en cours. service sp$cial qui travaille i plein temps rechercher

Je ne voudrais pas donner l'impression que parce et 4 preparer des projets pour la Banque, dont le coat

qu'ils sont faciles & trouver, ces prits relais sont forc6- est r6parti A 6galitd entre les deux institutions. L'Organi-
ment faciles A pr6parer et A negocier. Ceci est parfois sation des Nations Unies pour l'Education, ]a Science et

vrai. et si le premier projet marche bien, le second la Culture rend A la Banque les m6mes services dans le

pourra ne pas pr6senter de complications. Mais il n'en domaine de 1'6ducation.

est pas toujours ainsi. Pour le premier prit, la Banque Pour se rendre compte de l'importance que la Banque
doit en quelque sorte faire confiance i 1emprunteur attache i la recherche et A la ddfinition des projets, il
qu'elle connait superficiellement et qui peut en fait 6trc suffit de tourner Ic regard vers l'Afrique, qui est pour la
une nouvelle institution 6tablie pour les besoins de ]a Banque la zone d'activit6 la plus recente en termes de
cause, ou bien une institution que nous commenftons a prets. Elle a tcabhi en Afrique orientale et en Afrique
peine . connaitre. On se met d'accord sur divers objec- occidentale des missions dont les sieges sont respective-
tifs et l'on prend des engagements, mais ii peut arriver ment t Nairobi et a Abidjan, et qui prospectent toute
que le projet ne tourne pas comme on I'avait prdvu ou
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'Afrique au sud du Sahara Ces missions sont chargdes avecPemprunteur un projet satisfaisant, ou s'il nte 1

d'aider A trouver et A. pr6parer des projets pour l'execu- est pas possible d'accorder un pr6t pour d'autres raisons
tion desquels la Banque et NDA accorderont des pr&ts. (par exemple tant que le pays Wa pas amdlior$ la ges-
Elles ont russi A alimenter ces institutions avec un nom- tion de son dconomie), la preparation peut durer cinq
bre important de projets qui ont 06 pr6pards et qui ann6es ou mdme davantage. It arrive que certains pro-
atteignent maintenant le stade de la n6gociation. jets soient abandonncs au cours de cette piriode, et

Les missions 6conomiques contribuent de fagon im- aucun prt ou crddit West alors accordd.
portante A la recherche des projets. La Banque envoie Le temps que prend cette prdparation est g~n~rale-
priodiquement de telles missions dans ses pays mem- ment une source de m6contentement pour les gouverne-
bres en voie de dbveloppement pour toute une vari&td ments des pays en voie de diveloppement. dont on com-
de raisons et notamment pour examiner les principaux prend le d6sir d'6courter la ptriode de prdparation du
secteurs de 1'6conomie en vue d'6tablir des prioritds et projet et de passer directement du stade de la ddfinition
de reprer les projets susceptibles de pr6senter les con- A celui de I'octroi du pret. Mais l'une des caract6ristiques
ditions requises pour bdndficier d'un prat. des projes est qu'ils repr6sentent des investissements 6

Autres Moaynsn long terme, et le temps passe A s'assurer quc des solu-
tions techniques appropri6es ont et& trouvdes, i met-
tre sur pied l'orgarnsation adequutc, A prnvoir et A

11 y a enfin des projets qui sont identifi6s sans notre resoudre a l'avance les problemes de commercialisation
concours. Ceux-ci sont gn6ralement port6s A notre at- et autres qui pourront se poser, est largement compens6
tention par de nouveaux emprunteurs ddsireux de b6n6- par les rdsultats obtenus.
ficier de 'assistance de la Banque, ou par des organismes La pr6paration d'un projet comporte des ddcisions a
privt s. Supposons, par exemple, qu'une entreprise inter- prendre, en s'appuyant sur des jugements d'ordre tech-
nationale fabriquant de l'acier ou de I'aluminium en- nique, au sujet du site ct de nemplacement de l'instlla-
visage d'effectuer un investissement pour exploiter des tion prevue et, d'une faqan plus gen&ale, des caracteris-
ressources mintrales en Afrique; elle pourra faire appel tiques techniques approprikes du projet lui-mdme. Ccest
au concours de la Banque pour obtenir A ]a fois le capital au cours de cette preparation qu'il faut entreprendre les
suppkdmentaire et les garanties que fournit sa prtsence enqudtes pedologiques, hydrographiques et hydrolo-
et prendra. dans ce cas, l'initiative de porter de tels pro- giques du site envisage pour le projet, et 6tablir dans
jets A notre attention. queaBe mesure les ressources naturelles et autres ntces-

Cependant, e'est gtn6ralemnr A lat Banque qu'in- saires A son ex~curion rt~pondent aux besoins privus.
combe le soin de trouver des projets. Etant donnd les Cest aussi h cc stade que ron dtudie systimatiquement
objectifs plus dlevds qui ont 6t tnoncts par M. Mc- les solutions de rechange. Si, par exempie, un emprun-
Namara, la recherche rev& maintenant une importance teur sournet A la Banque un projet concernant la cons-
croissante, puisque c'est etle qui permet d'alimenter la truction d'un barrage important destind A ]a production
Banque en projets pour lesquels elle pourra accorder d'$nergie hydrodlectrique, it faut immddiatement se
des prets au cours des annees A venir. demander si une centrale thermique ne pourrait pas

produire une 6ncrgie iquivalente A un prix moins diev6.

PRPARATION Ou bien, s'il s'agit de la construction d'une autoroute
bitum6e ii quatre voics, si une simple route en terre a

Une fois qu'un projet a dtd repdr&, it entre dans ce deux voics, que l'on arn6lioemithpar tapes au fur et A
que 'on appelle le epipe-line* des projets; alors com- mesure que la circulation augmenterait, ne serait pas,
mence une longue pdriode d'dtroite collaboration entre en fait, d'un meilleur rendement ? Lorsqu'on envisage
la Banque ct i'emprunteur dventuel. C'est cette phase un nouveau projet d'irrigation, iT convient de'mettre
qui est la plus difficile A caractdriser, car elle varie con- dans la balance la possibilitd d'amdliorer les installations
siddrablenient avec ]a nature du projet, l'expdrience de existantes, ou de ddvelopper I'agriculture par des pro-
l'emprunteur, les relations de la Banque avec l'Etat cddis ne n6cessitant pas de capitaux aussi considira-
membre et 'nemprunteur, etc. J'ai d6j& soulign6 la diver- bles dans les rdgions du pays oin la pluviositd le permet.
sitd des projets et le fait que chacun d'eux a son his- Si les batiments scolaires pr6vus dans le cadre d'un
toire propre. projet d'dducation paraissent trop ambitieux, des cons-

La <prdparationa comprend toutes les dtapes n6ces- ,tructions plus simples pourraient permettre d'6cono-
saires pour amener on projet au stade oii ii a 6t6 reconnu miser des crddits qui pourraient tre utiiisds A d'autres
rdalisable du point de vue technique, economique et fins dans le domaine de I'kducation. Au stade prdpara-
financier, et on it devient possible de 'dvaluer. Pour un toire, il est done essentiel d'dtudier tous les autres
prdt relais, la dure de ]a prdparation pett ne pas dd- moyens possibles d'atteindre les objectifs proposts.
passer quelques mois lorsque l'exdcution du premier C'est IA habituellement le r6le des 6tudes de justification
projet Wa soulevd aucun probleme. En revanche, si la qui fournissent I'esquisse prdliminaire ef les autres solu-
Banque dprouve des difficult6s A ddfinir et A preparcr



tions techniques possibles et font une premiere evalua- prunteur lui-mime, A l'aide de foods requs au titre
tion des avantages 6conomiques de chacune d'elles. d'un prft en cours, d'un prtt-crddit ou d'un crddit

Lorsqu'il s'agit d'une entreprise productive, le stade (<xpiggyback>); quelquefois, par une subvention ou un
de la pr6paration comporte 6galement une analyse pr6- credit de la Banque accordts au titre de 'assistance
liminaire destin6e A v6rifier que sa situation financiere technique; ou, plus souvent, par une subvention du
sera satisfaisante. En outre, qu'il s'agisse d'entreprises Programme des Nations Unies pour le Dtveloppement,
nouvelles ou d'entreprises d6ja 0tablies dont le rende- pour lequel la Banque peut agir en tant qu'agent d'xd-
ment a jusque-la 6t6 m6diocre, la pr6paration d'un cution. Dans le cas de FAO et de ITNESCO, et des
projet peut entrainer un travail consid6rable, en collabo- missions de ia Banque en Afrique, le personnel qui
ration avec nemprunteur dventuel, pour amiliorer son ddfinit le projet aide aussi A le prdparor. a moins que
organisation et sa gestion des etudes spdcialisdes ne soient ndeessaires.

On croit souvent A tort que Ta sonime de travail
Is rOle do Ia Bangue qu'exige la prdparation d'un projet varie en proportion

Cest A 'emprunteur, et non A la Banque, qu'incombe directe de ses dimensions. Les petits projets se situent
officiellement la prdparation des projets. Dans le pussd, 'en gendral dans do petits pays qui. souvent, viennent

ce principe dlait appliqud A ]a lettre, et ceci pour de d'accdder A I'inddpendance, et le travail qu'exige ]a
bonnes raisons, notainment A cause du conflit d'intdrets prdparation de ces projets est tout A fait hors de pro-
que risque de provoquer le double r6le joud par la portion avec leurs dimensions. S'it existe une relation

Banque, A savoir d'une part, prdparer les projets et, entre le montant du prt que la Banque accorde pour
d'autre part, preter les fonds ndcessaires A leur exdcu- un projet, et Ies efforts consacr6s A sa d6finition et a sa

tion. On estimait alors que lorsque la Banque avait pr6paration, cc serait done plut6 t uno relation inverse.

prepard un projet, il lui dtait ensuite difficile de juger EVALUATION
objectivement le risultat de son propre trVail. Cepen-
dant, bien que rationnelle, cette attiwdp n'a pu r& Passons maintenant au stade suivant du cycle d'un
sister A la pression des ev6nements. L'expirience a projet, celui do '6valuation. Nous supposerons que le
prouv6 que la Banque ne reoit pas suffisamment do, projet a 6t6 repdrd et ddfini, qu'i a 6it bien prepard,
projets viables A dvaluer si elle ne participe pas de tres que les 6tudes et rapports sont achcvs et que les pre-
prs A leur recherche, A leur dtfinition et A leur pr6pa- mitrcs indications sont favorables - autrement dit que
ration. C'est ainsi qu'au lieu de sdparer de faqon rigide le projet est prit A aller de ['avant. Le stade suivant
d'un c6te, la ddfinition et la pr6paration des projets, et est cc que nous appelons ['valuation. Cest pcut-8tre
de l'autre. 'dvaluation et le contrble de leur ex6cution, [aspect du cycle du projet qui est le plus connu, mais
on a tin cycle ininterrompu, A tous les stades duquel ce W'est pas ndcessairement To mieux compris. Pendant
la Banque participe 6troiternent. L'un des avantages les premieres annees d'activit de la Banque, il pouvait
do co changemont d'attitude est que Les projets 6tant arriver que ]a mission d'6valuation soit notre premier
mieux prepards, il arrive plus rarement qu'ils soient contact avec le projet et !emprunteur, mais A 'heure
rejetis au stade de 1'dvaluation, encore que la version actuelle, cette mission so rend normalement sur place
d6finitive du projet soit parfois tr4s diffrente de sa au terme d'unc longue pdriode d'Otroite collaboration
conception initiale. dont Ia durie peut atteindro plusieurs anndes. L'dvalua-

En pratique, la Banque no so charge gAndralement tion reste n6anmoins une dtape importante du cycle,
pas do la preparation mrme du projet, car elle ne dis- car c'est A cc stade que 'on dludie de faqon appro-
pose pas pour cola du personnel n6cessairo; mais elle fondie et syst6matique tous les aspects du projet.
assume maintenant la responsabilit6 de veillor A ce Alors que l'on fait appel au concours de consultants
qu'il suit bien prepard. I existe pour cela do nombroux ou d'institutions specialisees pour ]a prdparation des
moyens. Certains emprunteurs do ]a Banque, paLrmi projets. I'6valuation est presque exclusivement rialisce
les plus importants ou les plus avands, sont tout A fait par le personnel do la Banque. L'6valuation est toujours
capables de prtparcr eux-memes leurs projets - surtout faite sur place, les 5tudes rialisdes a partir de docu-
apres un premier ou un second pret qui leur ont permis ments n'6tant pas suffisantes. La diflicult de I'dvalua-
de se famidiariser avec les exigences de Ia Banque - tion d6pendra dans une large mesuro de Ia fagon dont
et celle-ci les encourage A le faire. Sils ne disposent pas le projet a etC prepard. Si Ia prdparation a 61C hien
pour cela du personnel n6ecessaire, ils peuvent avoir faite, l'cvaluation pourra etre rolativoment facile; dans

recours aux services d'une socidt& d'atudes qui prepare le cas contraire, la mission qui devait dvaluer le projet
los projets pour leur compte. Sinon, nous pouvons les doit alors s'attaquer A sa preparation, et it faut parfois
encouruger A faire appel A des consultants pour les envoyer sur les lieux une ou plusieurs autres missions
aider a prdparer des 6tudes do justification et les guider pour achever le travail. L'valuation peut couvrir
dans ia selection du projet. Les 6tudes de justification jusqu'A six aspects d'un projet : les aspects technique,
peuvent tre financdes do plusieurs fawons : par 'em- Cconomique, commercial, financier, Ia gestion et l'orga-

nisation.



Aspect techniqe En examinant l'aspect economique, il serait peut-etre

Dans le domaine technique, la Banque doit avoir ]a bon que j'explique en quelques mots l'optique dans

certitude que les solutions de rechange ont fait lobjet laquelle Ia Banque consid&re un projet, car cola penner
d'ne- 6tnde approfondie, et que des solutions tech- de mieux comprendre le role de 1'6conomiste. La Banque

niques addquates ont dti retenues Ceci suppose, pour a une conception assez gnralo de cc que doit 6tre un
un projet agricole donn6, que ['on a choisi Ia combi- projet. Elie cssayc d'tablir, i n moment donn, Ia

relation optimum entre le projet, le secteur de l'deono-
naison approprke do senences, d'inscticides et den- mie dont il rekve et le programme global de developpe-
grais ou, pour un projet d'irrigation, le syshzme de ment du pays eonsider& Tout d'abord, nos tenons a
distribution des eaux qui convient; s'il s'agit d'un projet assurer que les seeteurs auxqucls nos prts snt
routier, il taut que la largeur de ]a route, les bas-ceti6s destines bdnlieient d'une priorit elevie dans 'c d-
et 'dpaisseur du revtement repondent aux besoins de
la circulation; s'il concerne la construction d'une voie velo n 6conomique u pas; e rv la tril des

fer~e qu lona coii e rciler rac; 'iIs'gi lissiOfls economiques qui passent en revue la stratdgieferrde, que l'on a choisi le meilleur trac6; s'il s agit lbedudvopmntN snu aurseniodn. iain oruieqelspoisd oiae globale du developpement. Nous nous assurons ensuliCdimstal lat ions portuaires, que les postes de mouillage qedn hcndsscer asn ojtdnp&
t la profondeur du dragago correspondent au tonnage quo dan haus sectos sni [oet d'un prit.

des navires qui mouillent dans le port; si te projet les pets quo es aons s atues ue rio-
concerne l'education, il faut quo le nombre et a d&S- rit6 lev. Cci est aceompli par es etudes sectorielles
position des salles do classe et des laboratoires c ou les missions ie ddinition dos projots, on do toute
viennent au nombre d'dl&ves attendu et au programme autre manicre montionne plus haut.

d'enseignement envisage. Cette liste pourrait s'dtendre Lors do l'dvaluation d projet, Ic rapport tudie
ind6flniment. Tous les details des plans du projet, les gendraloment ]a relation qui existe entre le projet, le

estimations des coats et l'horaire prdvu pour la cons- secdeur dont il releve et I'ensemble de l'&onomie. Pour

truction sont examines A nouveau et confirm~s, ou les projets de transport, par exemple, chaque rapport

revisds lorsque cola est ndcessaire. d'Lvaluation d&crit Ic rdscau des transports dans son
ensemble et prdcise l'importance qu'il prdsente pour le

Aspect 6oono,S ue ddveloppement 6conomique du pays. Si le projet con-
cerne Ia construction d'une autoroute, le rapport exa-

L'un des principaux objectifs do Ia mission d'dvalna- minera sa relation avec le rdseau ferroviaire, et vice

Lion est do s'assurer que les solutions techniques trou- versa. La Banquc dtudie en memo tenps Ia politiquc
vtcs sont les meilleures. Ccci tonche de tres pres a suivie dans l'ensemble de cc secteur. Si certaines po-

[aspect dcunonmique do l'dvaluation. Bien que Ia litiques publiques lui paraissent s'opposer A l'expansion

Banque ait financd une usine d'dnergie nucodaire, des des transports, quo cc soit par des autoroutes ou tout

vdhicules de transport aussi avant-garde que l'hydro- autre moyen, la mission d'6valuation les examinera de

foil, et ]cs installations portuaires les plus modernos faqon approfondie et nous nous efforcerons, au cours de

equipdes pour la manutention des containers, nous ne 1a n6gociation du pret, d'amener les autorit6s A les

cherchons pas Ia solution technique Ia plus avanec, modifier. Dans les secteurs de Fducation. do l'dnergie

mais celle qui convient le mieux A la situation du pays et des toldcommunication5, To xprojet. tel quc le con-

en voic de ddveloppement. Pour cela, il faut parfois qoit Ia Banque, peut ongloher Ic programme d'investisse-

ramener a des dimensions plus modestes et plus rda- ment du secteur tout entier et iui est de toute faon

listes les projets trop ambitieux d'une utilite douteuse, 6troitement rattachd; dans le secteur agricole, qui est

afin qu'ils puissent micux contribuer au diveloppement plus divorsifd et reprdsente une proportion beaucoup

du pays. i arrive parfois que cc soit l'inverse, et il faut plus devdo de I'activitd deonamiquc dv pays, ii est mains
alors trouver le moyen d'accroitrc les dimensions tech- facile d'intgrer chaque projet dans une strategie glo-
niques d'un projet - par exemple en crdant pour ses bale couvrant l'ensemble du secteur, mais nous nous

produits de nouveaux marchds - avant que la solution efforgons do plus en plus d'y parvenir.

technique adopt& soit dconomiquemont rentable. C'ost
I'dcononistc en mission d'Cvaluation qui est chargd Aspect coxnercial
d'cffectuer 'analyse cofts-bdn6fices des diverses solu- Le troisime aspect dont tient compte I'6valuation est
tions techniques envisagdes afn d'nrriver A celle dont le I'aspect corm'nercial, lequel est particuli&remont impor-
rendemont 6conomique est lo meilleur. 11 est frequent tant pour les cintrcprises productives. Les considcrations
que cetie analyse soit eflectude par 6tapes successives dordre commercial comprennent toues les dispositions
au cours de la preparation du projet, mais c'est au concernant les achats et les ventes lis au projet. La
moment do l'evaluation quo Fon procede A lexamen Banque veille A cc que los maihodes utilisos pour Fob-
ddfinitif et quo l'on compare ]a valeur respective des tention des biens et services necessaires A l'ex&ution
diffdrentcs solutions possibles. du projet garantissent A I'emprunteur les meilleures con-

ditions de prix et de qualitd; ceci suppose, en gdndral. le
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recours A des adjudications concurrentielles iiterna- Lktudo financiere fait souveit apparaitre ]a nikC-
tionales, dont nous reparlerons plus loin. L6valuation siti d'ajuster la structure - et plus particulirement le
commerciale comprend aussi une evaluation de ]a de- niveau - des prix pratiqu6s par l'entreprise. Qu'elles
mande sur le march6 pour les produits issus du projet, soient ou non sous le contrale de l'Etat, les entreprises
de 1'efficacit6 du r6seau de commercialisation et de financeios par la Banque fournissent en g6niral des ser-
l'approvisionnement en matieres premi&res, en main- vices ossentiels et sont assujetties A un controc rigou-
d'ruvre et on autres ressources nicessaires au fone- reux du gouvornemnt. Etant donn6 que cc dernier
tionnement du projet. petit dtsirer, pour des raisons de politique, subven-

tionner fi fourniture de ces services au public. il sera
Aupect finanoter peu dispos3 t autoriser les rekvements do tarif nices-

11 va de soi que l'aspect financier est 6troitement is saires pour assurer la rentabilitd de 'entreprise. Toute-

A l'aspect commercial. L'dtude d'une entreprise produc- fois. leur rontabilit financi&re est la condition sine qua
tive est tres complete et couvre tous les aspects finan- non a laquello la Banque subordonne tout octroi de

ciers importanis du projet, mais on peut, pour les besoins prd i des entreprises productives, et la question de

de la discussion, considtrer ces deux aspects saparnmcnt. lajustement des tarifs peut etre un facteur d6termi-

L'une des prdoccupations de la Banque est qu'il y nit nant pour ldvaluntion.
suflisamment do fonds pour la construction du projet.
La Banque ou lIDA Wont pas l'habitude do preter la
totalit6 des fonds ndcessaires A lex6cution d'un projet; Le cinquieme aspect considdr6 pour l'valuation d'un
elles peuvent le financer A 10 ou 20 pour cent de son projet est sa geslion. A cet igard, ia Banque se prooc-
coat total, ou aller jusqu'h 70 ou 80 pour cent, mais cupe. d'une part, de ]a competence des cadres supd-
jamais A 100 pour cent. L'emprunteur doit donc fournir rieurs ndcossaires pour diriger la construction du projet
une partie des fonds. Pour les projets importants. il et en assurer ensuite la gestion, el d'autre part, de celle
peut arriver que 'omprunteur n'apporte pas lui-meme de tout le personnel de l'entreprise ou do l'organisa-
]a totatitd de la difldrence, mais qu'il fasse appel A tion. Dans certains pays, cette question est parfois tres
d'autres sources de cr6dit, par exemple aux organismes 6pineuse. Quelquefois les difficultis sont causdes par
nationaux des pays exportateurs de capitaux. Lvalua- un exeddent de personnel. comme par exemple lorsque
tion peut aussi avoir pour objet de s'assurer qu'il existe la concurrence de la route oblige une soci6td nationale
un plan de financoment qui fournisse les fonds neces- de chemins de fer A rtduire sos services. et qu'elle doit
saires A la construction du projet dans les d6lais prsvus, dtablir un plan pour le licenciement ichelonn d'une
Lorsque lemprunteur est un gouvernement dont les partie de ses employds. 11 peut arriver au contraire que
difficult6s budginires sont connues, nous pouvons lui le personnel local soit insuffisant ou qu'il n'ait pas les
suggdrer des dispositions sp6ciales, notanment des compdonces ndecssaires pour pourvoir les postes-clds
ouvertures de cr6dit anticipees ou l'affectation de ecr- de ]a hidrarchie, de sorte qu'il faut recourir A I'aide
taines recettes fiscales, pour le financement ncessaire extiricure jusqu'*t cc quo 1on puisse former des cadres
en temps utile. locaux. I est tras difficile de trouver, A un moment

L'autre problkme financier est de savoir si, une fois ddtormin, le dosage iddal de consultants et de con-
en activit6, lentreprise crd6e pourra faire face a'ses soillers dtrangers, d'une part, et de personnel et de
obligations financieros. Etant donn6 que nous accordons cadres iocaux, d'autre part. Tous les contrats de prEt
habituellement le prdt directement A l'entreprise qui ex- comportent maintenant une clause stipulant que des
cute le projet. il est naturel que nous nous praoccupions consultations auront lieu entre 'remprunteur et la
en premier lieu de savoir si celle-ci pourra rembourser Banque pour le choix des cadres supdrieurs.
sa dette envers la Banque. Mais nous voulons egalement
nous assurer que 1'entroprise est capable de s'acquitter Organisation
de toutes ss obligations financires, qu'elle dispose de
fonds de roulement suffisants et que sa capaciti d'auto- .o dornier des six aspects considcerds pour Pdveua-
linancement est suffisante pour lui permettre de financer tien, celui de I'orarisuie. concerni In structure ad-
une proportion raisonnable de ses besoins futurs en memstrativo doe entrprise ou do urganisme qui raliso
capitaux. Nous analysons done de faqon approfondie In Ic projot. Lne encrepriso productive publiqul ait,

A notre avis, jouir d'un certain degrd d'autonomie pourstainfinanei&ro do 1'entrepriso et 6tabiissons des pro- adii irrssaaio.Fldictrexmtdoou
jections de son bilan, de son compte profits et pertes insrer p e ci do it arfxis deno

et de ses flux de liquidiid. Lorsque les donn6cs coMpta- ingdrence politique et de la rigidi1e parfois inherente
bles oxistantos ne permettent pas de rdaliser cette 6tudo, aux organismes qui stnt administros directemont par
la Banque peut subordonner son prdt A I'adoption d'une i'Etat. Cest pourquoi, si le fonctionnaire de la Banque
nouvelle m6thode de comptabilitd. qui s'occupc de iorganisation oxaminc surtout le degr6

d'autonomio dont jouit lentreprise, l'enquatc de Ia
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Banque ne s'arrdle pas 15 et a aussi pour objet de cent deux ans apres. afin d'amdliurer le taux de renta-
wciller A cc que l'ensemble de sa structure interne, son bilite dudit service public pour qu'il soit en Msure de
articulation hidrarchique, l'organisation de chaque ser- financer une part raisonnable de se's nouveaux inves-
vice, l'exdcution des d6cisions, In r6partition des res- tissements. On met alors au point, au cours des, ngocia-
ponsabilitds A l'intdrieur de l'organisation, soient raison- tions, une convention financire qui definit les objee-
nablement efficientes. tifs linanciers glohaux du service public C1 specifie IC

Cette pr6occupation d'ordre plus gdndral ne con- taux de rdmuneration a atteindre ainsi quc le calendrier
cerne pas sealement les entreprises productives, mais des rekvements de trif. Les dispositions prises en cc
oute organisation qui b6ndficie d'un pret de la Banque. qui concerne ]a gestion, l'organisation, la commerciali-

C'est ainsi que Poctroi de plusieurs pr6ts ou crddits sation - en fait toues les questions soulovtes avant et
pour ]a construction d'autoroutes a entrain6 la rdorga- pendant Pevaluation - figurent dans l'accord de pret.
nisation du service des ponts et chaussdes. De plus en Par exemple, s'il est d6cid& qu'une route ne sera pas
plus, les prets de la Banque au secteur agricole s'ac- bitune mais seulement recdouverte de gravier, ceci
compagnent d'une rdforne des institutions existantes scra stipuld dans la description du projet. Si une partie
ou de la crdation de nouvelles, par exemple pour I'ex6- quelconquc du projet ndcessitc l'intervention de con-
cution d'un projet concernant l'dlevage. sultants, l'emprunteur conviendra de recruter et d'em-

Telles sont les principales caldgories de probkrmes ployer pendant Ia durde prdvue les consultants agr&5s
qui sc posent au cours de l'ivaluation. Nous efforqant par la Banque. Les ndgociations et ]a rddaction des

sans cesse d'amdliorer nos mdthodes et nos techniques documents juridiques constituent done un aspect essen-
d'dvaluation, nous avons maintenant recours A 'analyse tiel du processus qui permet A la Banque de s'assurer
de systdmes pour faire noire choix entre plusicurs solu- quo les conclusions de lX'valuation donneront lieu A des

tions possibles. Nous employons de plus en plus l'ana- mesurcs qui scront convenoes avec l'emprunteur et qu'il
Iysc des risques et des probabilitds dans 1a determina- les mettra en cruvre dans les ddlais acceptables.
ion du rapport cofts-bdndfices afin do rdduire l'6imcnt A Tissue des nrgociations, Tes mesures convenues par

d'incertitude que comporte souvent ['estimation du cont les deux parties sont incorpordes dans le rapport
d'un projet. Lorsque les prix du marchd ne rofitent pas d'6valuation qui, ainsi mis A jour, est adressd avec les
les vdritables coOts dconomiques, on utilise des prix pidces du dossier aux Administrateurs de la Banque.
theoriqucs. Nous nous efforons aussi de nous tenir Si le Conseil d'administration approuve l'opdration,
au courant des progres de la technologic et de Ia tech- 'accord de crddit ou de prEt est alors signd au cours
nique et de les faire mcttre en pratique aussi rapide- d'une simple ctrimonie qui marque ]a fin d'un stade du
nient que les circonstances Ic permettent. La portde et cycle et le commencement d'unautre.
]a teneur du processus d'dvaluation se trouvent ainsi
peu a peu modifides en fonction dc 'tvolution connexe CONTRILE DE V EE ION
de la technologie, de Ia science dconomique et des La denikwe phase do cycle don projet st celle du
finances.

contrale exored d'abord sur sa construction, puis sur
Nous avons ddcrit les mthodes utilisees pour la sa gestion. L'objet de cc contrile est do veiller A ce que

definition des projets, leur prAparation e leur dvalua- le projet soil exdcutd tel qu'il a Wt6 prdvu, ou modifi6
lion sur los licux. Do relour A Washington, 13 mission en fonction do l'dvolution de Ta situation, do fagon A
d'4Waiuation dcrit son rapport qui est alors 6tudid et rnaliser l ds objoctifs fixs poor l dveloppement.
revu par les services de la Banque. Lorsque cc rapport l orco es In pase a minspetie do

est efi~iwicn ippouv, souve laphae ds ngo- Le contr6le est la phase la moins prestigieuse du

etd ntiv n a o ucycle des projets. Des qu'ont pris fin les edrdmonics qui
cialions.

accompagnent la signature d'un accord de prt ou de

NEGO CIATI crddit, ies planificateurs et les responsables de la poli-
tique tournent Icur attention vers de nouveaux projets;

La phase des ndgociations est collc au coins do cette attitude est d'autant plus conprihensible qu'il peut

aqucile la Banque et I'empruntcur cherchent A se s'ecouler de nombreux mois avant que le projet pour

nictre d'accord sur les diverses dispositions qui, selon lequel les fonds ont 6t accordds commence A donner

lc rapport d'&valuafion, sont indispensables pour as- des risultats tangibles. Le contrle est ndanmoins ur,

surer Ta reussic do projel; ces dispositions devienneni stade tres important du processus. 11 est 6vident que,

alors des obligations juridiques Ct sont dnoncdcs dans aussi parfaites quaient pu 6tre Ia ddfinition, la prepara-

'accord de prkt. Supposons, par exemple, que Les tion, P'6valuation, et les ndgociations d'un projet, c'est

receites d'un service public soient insuffisanies en raison seulement s'il est bien execut6 qu'il apportera au d6-

do turif trap has fixd pour ldloctrieitd et quc a Banque veloppement du pays la contribution attendue. En

ait obtenu de l'emprunteur que ces tarifs soient releves, outre, le ddveloppement est, par dd6finition, un phtno-

disons de 20 pour cent immddiatcment et de 10 pour mene dynamique, et les circonstances dans lesquelles un
projet est exdeutd peuvent no pas coincider en tous



points avec celles privues lors de i',valuaion. Un aspect Les travaux que je viens de dccrire sont ceux qu sont
important du processus de contrale pourra donc con- effectuis principalement au siege de la Banque. Celie-ci
sister a adapter le projet 4 ces nouvelles circonstances envoie aussi sur les lieux des missions dites de tcon-
et, A cet 6gard, le terme rcontrdlev est employd a tort tr6lei qui sont charg6es de constater U'6tat d'avance-
car ii ne couvre qu'une partis du travail accompli. C'est ment du projet et les difficultis renconres dans son
pourquoi nous avons d6cid6 qu'il faut accorder la execution. La frt6quence de ces visites varie selon la
priorit6 la plus d1evde au contrOle de I'ex6cution nature du projet. La Banque envoie, en moyenne,
lorsqu'on affecle le personnel n&essaire au projet. une mission de cc genre tous les neuf mois pour les

Comme les autres phases du cycle, le contr5le est projets en cours de realisation. Nous aimerions faire
exerc6 de diverses fagons. Pendant les n6gociations, la mieux, et nous prenons actuellement des mesures pour
Banque a convenu avec V'emprunteur d'un calendrier augmenter la frdqucnce de ces missions. L'id6al serait
pour 1'envoi des rapports qu'il doit pr6parer sur d'envoyer de telles missions sur les lieux deux ou trois
l'avancement des travaux et qui Ia renseignent sur fois par an. nous pourrions travailler en plus flroite
lex6cution proprement dite du projet, son coit et, s'il collaboration avec nos emprunteurs pour rtsoudre rapi-
s'agit d'une entreprise productive, sur la situation finan- dement les probemes qui peuvent se poser et veiller
cire de I'emprunteur. Ces rapports sont g6n6ralement a cc que le projet avance rapidement et donne les mcil-

envoy6s a des intervalles.de trois ou six mois et peuvent leurs r6sultats. Dans les r&apitulations pdriodiques du

6tre prepares soit par 1'emprunteur lui-meme soit par travail de contr6le effectu6 par la Banque, certains

ses consultants. Ils sont 6tudi6s A Washington par projets (A Uheure actuelle, 10 pour cent environ du

l'6quipe meme qui a suivi toutes les phases du cycle total) sont classis dans une cat6gorie speciale dite

du projet, et les problemes signal6s par les rapports font cprojets-problEmes- qui font lobjet d'une attention

d'abord l'objet d'un 6change de correspondance. particulicre et reqoivcnt des visites plus frtquentes.

Un point essentiel du contrble d'un projet est la Le contr]e est un processus oh 'on apprend par
passation des march6s de biens et services financ6s par experience. Nous mettons A profit les leqons que nous

le prit ou le cr6dit. L'un des rOles les plus importants tirons ainsi, non seulement pour modifier. le cas tch6ant,
les projets en cours d'ex6cution, mais aussi pour formu-de Ia Banque est de s'assiirer que ces miarclhes sent con-

formes aux directives qui ont 6:6 6tablies A cet effet et ler A lavenir des projets semblables. Aussi Its r6suliars
qul sent pubiies dans une brochure A large diffusion. donnis par les projets de ]a Banque sont-ils continuelle-

s d ament 6values pendant le processus de contrOle. Nous
teiraux s sont sse asquipert nucesarchede estimons cependant quc cette ivaluation ne peut pastravaux sont pass6s, et I iquipement n6cessaire achete., rmlcru xmngnaldsi6Acmacar* remplacer un examen general destne A comparer, apres
aux meilleures conditions de prix ct de qualiti. Le prin- une pdriode d'activit6 suffisamment longue, les r6sultats
cipal proc6di mis peu A peu au point A cette fin au effectifs aux prtvisions initiales. Plusicurs de ces exa-
cours d'une tres longue p6riode est Vappel d'offres inter- mens ont 616 effectuds par la Banque, ou sont actuelle-
national, envoyi aux entreprises ou industniels qualiftis. rat en cours; cent-ci envisage den effectuer davantage
Les directives indiquent en detail les modalitis de ceg i intervalles rguliers. Nous avons aussi travail
appels d'offre. Veiller A cc que ces regles soient mises
en pratique - un seul prit.ou credit peut donner lieu a procor6, indpendamment, A grtude de projets de la
plusieurs centaines de contrats distincts qui devront Banque,
peut-dire tous Wtre v6rifi6s par nos services - est une Bamue.
tAche de longue haleine A laquelle la Banque attache La mission de contrale daoit, entre autres tAches,
beaucoup d'importance. Cette vWrification est parfois cxamintr les Etudes priparatoires des futurs projets
relativement facile et ne souleve pas de complications; inclus (prejets epiggybac) dans Ie prEt on Ic cr~dit
d'autres fois, au contraire, tlle peut constituer un pro- accorde. Elie nous permet aussi d'entretenir avec nos

blEme majeur comme, par exemple, dans le cas d'un clients des relations d'ob peuvent surgir de nouveaux

projet de u6i6communications ou de production iner- projets qu'il ne nous reste plus qu'A d6finir et A prd-
gEtique o6 les commandes sont passdes par tranches de senter, C'est ainsi que le contrble conduit A la dfinition

5, to ou 15 millions de dollars; it peut alors etre trEs et A la preparation, et le cycle recommence.

difficile de d6terminer lequel des divers fournisseurs in- Nous avons constat6 que pour aider A priparer et A
ternationaux a pr6sent6 l'offre ]a plus avantageuse. I excuter des projets qui contribueront au diveloppe-
convient de pr6ciser que c'est l'emprunteur, et non la ment, la Banque doit entrer dans ce cycle des Ia pre-
Banque, qui est chargE de comparer les soumissions miare phase et y demeurer jusqu'1 la fin.
d'offres. Le r6le de )a Banque est dc virifier le travail Malgr6 les divergences d'opinion qui se font indvita-
de l'emprunteur pour s'assurer qu'il a it6 bien fait et blement jour lorsqu'il faut se mettre d'accord sur les
que les rEgles ont 6t6 observdes, Le march6 ne peut Etre solutions A apporter A des problEmes difficiles, les rela-
passd qu'apres accord de Ia Banque, et en cas de diff6- tions qui se sont Etablies entre ]a Banque et la plupart
rend, la Banque en est aussit6t informde.
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RECAPITULATION DU CYCLE

Les principaux points que J'ai essayE de faire
ressortir sont les suivants :

* le novubre relativement faile, mais crois-
sant, d'op6rations de prfl que nous entre-
premons chaque anne;

* Is grande diversit6 des projets pour lesquels
nous accordons des prits on des cr6dits;

* les voles tris diverses que suivent ces pro-
jets -n cours des diverses phases du cycle;

" la varifti des projets auxquels sintiresse la
Banque, du projet de developpernent au
projet individuel en passant par le projet
sectorlel;

* l'importance que revet le contr6le des
projets

" et, en particulier, l'troite collaboration qui
s'itabilt entre In Banque, le gouvernement
et lemprunteur A tons les stades du cycle
des projets.

de ses clients au cours de ccs operations son devenics
exceilenies. Ceux-ci ont pu se rendre compic que la
Banque n'avait pas d'inlerts personneLk a servir, qu'vlic
a dtd crece pour les aider a r aiiser leur d&veloppenent
en leur accordant des prets pour des projets bien L'nfus

et bien cxecuts, et que la realisatipn de cut objectif est
le principal - en fait, le scul - inturt que presente
pour elle 'execution dun projet.

Finances et D6veloppement
No. 2, 1970
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El cielo de los pr etos

En este articulo-que es uno de los mds importantes que hayan apare-
cido hasta la fecha en Finanzas y Desarrollo-el Subdirector de Proyectos
del Banco Mundial explica en lenguaje accesible c6mo el Banco l/eva a

cabo sits actividades mds caracteristicas: la selecci6n, preparacin, evalua-
ci6n y supervisi6n de proyectos para el desarrollo econcmico.

Warren C. Baum

QI TUVIERA que responderse en pocas palabras a con las que ha venido desempefando cada vez mis
O a pregunta, "jQu6 hace el Banco Mundial?", como instituci6n consagrada al desarrollo.

podria sencillamente contestarse: "Otorga prdstamos Aun teniendo en cuenta el monto sin igual de cr6dito
para proyectos de desarrollo". La actividad primordial otorgado recientemente, y el hecho de que se prev6 la
del Banco es financiar proyectos especificos, seleccio- concesi6n de cantidades ad6n mayores en el futuro, el
nados y preparados con todo cuidado y minuciosamente Banco y la AIF se ocupan, y seguirAn ocupindose,
evaluados, y sujetos a constante supervisi6n. El Banco de un ndmero relativamente reducido de operaciones
y, a partir de 1961, su afiliada la Asociaci6n Interna- relacionadas con proyectos. Tipicamente se trata de
cional de Fornento (AIF), ]a cual ofrece cridito en obras de gran envergadura, cuyo costo por lo general
condiciones mas favorables, ban otorgado desde su asciende a millones de d6lares. La gama de actividades
fundaci6n unos 950 pr6stamos y crdditos I por un que abarcan es muy diversa, pues entre ellos figuran
monto total de unos US$17,000 millones; de estos, quo aranes myesa, e d ntfigurae
la gran mayoria han sido para financiar proyectos dosdo proyecios tales comol do la plantacidn de
especificos como escuelas, presas para riegos, centrales palma de aceite en Papua y Nueva Guinea hasta la

elictricas y caminos. Por ejemplo, en el ejercicio construcci6n de la linea f6rrea para el tren rApido de

econ6mico de 1969 se autoriz6 el n6mero sin prece- Tokaido en el Jap6n. No bay dos proyectos idinticos;
dentes de 111 pr6stamos y criditos que, con una sola todos tienen su historial propio y exigen que el proceso
excepci6n, fueron en su totalidad para proyectos de concesi6n de cr6dito se adapte a cada uno de ellos.
especificos. Esta importancia especial que se atribuye Las t6cnicas y los procedimientos en la esfera de la
a los pristamos para proyectos se debe a que el Con- concesi6n de prdstamos para proyectos se reexaminan y
venio Constitutivo del Banco dispone que, salvo en cir- revisan continuamente con la mira de alcanzar la
cunstancias especiales, los pr6stamos que 6sto otorgue mAxima perfecci6n posible. De modo que el trabajo
se destinarin a proyectos especificos de reconstrucci6n relacionado con proyectos entrafia grandes dificultades,
o de fomento, pero, por otra parte, constituye motivo de grandes sa-

El que los prdstamos se destinen a proyectos espe- tisfacciones*.
cificos tiene por objeto garantizar que los fondos del Dicho trabajo, tal como se realiza en el Banco, es
Banco se inviertan en proyectos Ctiles y productivos a una especie de ciclo de actividades autosostenidas y
fin de que sirvan para aumentar la capacidad de reem- consecutivas que abarca cuatro etapas principales. En
bolso del pais y que contribuyan a la vez al desarrollo la primera se concreta el proyecto, esto Ileva a la
de su economia. Es en la afinidad que existe entre segunda etapa, que comprende los preparativos nece-
estos dos designios donde las funciones del Banco sarios hasta que el proyecto quede listo para la tercera
como instituci6n financiera internacional se combinan etapa, que es su evaluaci6n; luego, si el resultado de

la evaluaci6n es positivo, se leva entonces a cabo la
' Los pr6stamos son otorgados por el Banco a una tasa de negociacidn y firma del compromiso de prdstamo y,interes que en la actualidad es del 7 por ciento: los creditos

los ofrece la AlF en condiciones favorables, ya que son a 50 una vez hecho esto, viene la cuarta etapa que es la
afios de plazo y el cargo por servicios es de 0,75 por ciento. tarea de supervisar la construccidn y funcionamiento
El metodo de tramitaci6n que siguen ambas instituciones en
lo que se refiere a proyectos es identico, de modo que cual- del proyecto a fin de asegurarse de que se lograrin los
quier referencia que se baga en esLe articulo a] Banco a a sus
prkstamos se apica igualmente a la AiF y a sus criditos. abjoctivos qne so tenfan on mira.
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La raz6n por la que se considera que este proceso los nuevos proyectos se determinan y originan como
constituye un ciclo es que cada fase no solamente os resultado de la supervisi6n de otros ya existentes.
resultado de las que le proceden sino que ileva a las No quiero dar la impresi6n de que cono los
que Ic siguen; asi que lo que se trata do hacer es que pr6stamos asi originados son fAciles de seleccionar,
el ciclo se renueve constantemente y que los nuevas son naturalmente faciles de preparar y negociar. A
proyectos sc produzoan por sucesi6n continuada de los veces sucede asi y, si el proyecto original marcha bien,
que les procoden. el segundo quizA resulte relativamente facil. Pero a

veces sucede lo contrario, pues el primer pr6stamo se
DiKTERMIINAClON efect6a hasta cierto punto a base de confianza, cono-

L6gicamente el ciclo tiene quo comenzar por deter- ciendo apenas a , entidad prestararia, la cual puede
minar ei proycoto quo so va a financiar. Pa osto so ser una instituci6n creada como parte del proyecto o

liva a cabo un ostudlo mds. a mons preliminar do los. una entidad con la cual el Banco empieza a familiari-

pmoyoctos priorituns quo pudieran sor aptas para quo zarse. En esos casos se llega a un acuerdo sobre los

el Banco los rinancie, y en los que el prestatario, el diversos objetivos y se contraen ciertos compromisos;

Bunco y el Gobierno han mostrado inter6s. Bsica- no obstante, puede luego suceder que el proyecto no

monte hay tres comprobaciones que se aplican en esta marcho tan bien coma se esperaba. Do sor asi, ia
otapa. La primora do olias tiene por objeto cerciorarse concesi6n de otro pristamo puede llevar tres, cuatro e

do si el scotor corrospondiento dc ]a economnia y ci incluso cinco alios debido a que es preciso resolver los

proyecto mismo tienen carActer prioritario en los problemas que surgieron con el primer pr6stamo, y que

planes de desarrollo del gobierno; la segunda es para el Banco estd relativamente satisfecho con los resulta-
dos obtemidos, antes de que est6 dispuesto a conceder

asogurarso do si prima facte ci prayecta paroco factible,doobniantsequos6iputaaccdr
os docir, si m pdianto e proyecta so podria ncantrar ila otro pr6stamo. En consecuencia, aunque los nuevos
solucirn r nicu c proea a e unCota cmonumable pr6stamos concedidos a un mismo prestatario son
cn bonicios quo sroospa oto n y a erraefAciles de tramitar, otros presentan muchas dificultades.

con los beneficios que se espera, obtener; y la tercera
tiene por finalidad averiguar si el gobierno estA dis-
puesto a rospaldar financierament'e el proyecto o a Operciones de prsletamo "concatnadas"
apoyario por otros medios. Esto obedoce al hecho de Estas operaciones son una variante de los pr6stamos
que los pristanos se otorgan ya sea a los gobiernos o

quo acabamos do moncionai. Una do ]as meores,
entidades oticiales, o a entidades privadas, con el formas de lograr que no haya soluci6n de continuidad
apoyo y la garantia del gobierno. en los ciclos es la de incluir en un prostamo para un

tQue procodimiento de determinaci6n se emplea? La proyecto concreto los fondos necesarios para efectuar
respuesta a esta pregunta no es sencilla. Asi como hay los estudios de factibilidad a de ingenieria de proyec-
una gran diversidad de proyectos para los cuales se tos ulteriores, Por ejemplo, si el Banco estd finan-
otorgan pr~stamos. oxiste asimismo na gtan variodad ciando la construcci6n de una presa como primera
de modos en que el Banco conoce acerca de los pro- etapa do oxpansi6n do un sistema do onorgia o1~ctrica,
yootos, dotormina su viubilidad y so proponon. el prdstamo puede muy bien incluir los estudios necesa-

El niodo mnis dirocto de obtonor un prayecto n o rios para concretar y preparar las etapas sucesivas del
es cl de conceder nuevos pristamos al mismo presta-
tario para ]a ejecuci6n de etapas posteriores del mismo
proyccto o de otro similar. Como el Banco tiene yau
mis de 20 aflos de existir es de suponer que lieva a
cab algunas de sus operacionos con antiguos presta- Hay tambidn otros medios que permiten Ilevar a
tarios. Esto sucedo especialmente en lo que respecta a cabo la determinacidn de los proyectos. Por ejemplo, a
los soctoros que tradicionalmente ha financiado, como veces el Banco envia misiones especiales a los paises

La onorgia oictrica y el transporte. Ejemplos clAsicos a estudiar los sectores a los que no ha otorgado adn
de esto son los diez prdstamos y cr6ditos otorgados a la financiamiento. Se envia un grupo de especialistas
Indian Railways con el fin de financiar segmentos para que Ileven a cabo un reconocimiento preliminar
anuales o bianuales sucesivos de su programa de del sector con el fin de averiguar si hay algnn proyecto
inversiones, y los sicte pr6stamos que se han otorgado que merezca la pena financiar. En la esfera agricola y
a ]a Comisi6n Federal de Electricidad para financiar en la de la educaci6n mantenemos relaciones de ca-
varias etapas do expansi6n dei sistema de energia rictcr oficial con otros organismos espocializados de las
ol6ctrica mexicano. De modo que un gran nnmero de Naciones Unidas que se encargan de concretar y pre-
los nuevos proyectos provienen de las continuas rela- parar los proyectos respectivos. En lo que se refiere a
ciones que se mantionen con los prestatarios, ya que la agricultura, es la Organizaci6n de las Naciones
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(tn 'hjetiv (IC :1 1a proridald para el desarrollo econ6mico de un pais es que existan vias
dI Vomuniracion 1ra:sItables en todo tiempo entre [a zona agricola y la costa. A este
reslcco cbc prcgunlarsc ,I lo que conviene hacer es mejorar el camino de tierra que ya

k0sje cunstruir urni nueva rota que siga Ln derrotero distinto, o estudiar que posibilidades
Ii ix dO c'onsiruir una % a ferrea. Li elecciho entre estas alternativas requiere Ia formulaci6n

t Ll pro eco tie dcarrollo qoc comiprende la etapa de DETERMINACION del proyecto.

Unidas para L Agricultura y la Alimentacidn (FAO) la regi6n del mundo que mis recientemente ha reci-
]a quc se cucarga de en iar las misiones que cfecitU bido pr6stamos del Banco. Se han establecido misiones
el trabajo de dctcrmninacidn para cl Banco, v de avudar en el Africa oriental y occidental, con sede en Nairobi
a preparar los provectos quc ian sido determinadus. y Abiyan respectivamente; esas misiones se ocupan de
En la FAQ hay on numnCroso grupo dC funcionarios todos los paises situados al sur del Sahara. El man-
que se dedicun exciusiamente a rcalizar esos trabajos dato de estas misiones consiste en ayudar a determinar
para el Banco. y los gastos correspondicntes son sufra- y preparar los proyectos que han de recibir financia-
gados por ambas insItucioncs L.a Oreanizacidn de Las miento del Banco y de la AIF, y ya han logrado pre-
Naciones L1nidas para Ia Educacidn. la Ciencia y la parar toda una serie de proyectos, de los cuales
Cultura (UNESCO presta scricios semejantes al muchos de ellos estdn llegando a la etapa de financia-
Banco en Ai campo de In cducacidn miento.

Una indicacidn de La importacia quc se atribuye a Otra manera importante de concretar los proyectos
la seleccion de proyccos puede vcrsc en Africa, que es es a travds del trabajo que realizan las misiones
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econ6micas. El Banco envia peri6dicamente a los proyecto que sea satisfactorio, o si por otras razones
paises miembros en desarrollo misiones econ6micas no se puede otorgar pristamos al pals (por ejemplo,
para diversas finalidades, una de las cuales es la de en cl caso de que tenga primero que mejorar cl fun-
estudiar los sectores principales de la economia con el cionamienio de su economia), la preparaci6n puede
tin de establecer un orden de prioridades en Jo que llevar hasta cinco aflos o ms. Algunos proycctos se
respecta a los problemas relacionados con el desarrollo descartan durante este proceso, y el prdstamo o el
y determinar qu6 proyectos podrian recibir financia- crddito nunca se liega a conceder.
miento del Banco. El tiempo que llevan los trdmites de preparaci6n es

motivo frecuente de queja por parte de los gobiernos

lfros msdvUs de los paises en desarrollo que idgicamente quisieran

pasar de ia etapa de detcrminaci6n a la fase en quo el
Por fltimo, hay algunos proyectos en cuya proyeto recibe financiamiento. Pero, normalmente, los

determinaci6n no intervione el Banco ya que son some- proyectos entrafian inversiones de larga duraci6n, y el
tidos generalmente por nuevos prestatarios que estin tiempo que se dedica a asegurarse de que las solu-
interesados en recibir su ayuda, o por entidades del ciones tecnicas que se han encontrado son las correc-
sector privado. Por ejemplo, puede suceder que cuando tas, a establecer una organizacion id6nea, y a prever y
una empresa internacional dedicada a la industria side- combatir de antemano los problemas de comerciali-
rfrgica o a ia del aluminio estd estudiando la posibi- zacidn y de otra indole, compensa generalmente con
lidad de realizar inversionos con el fin de explotar creces los esfuerzos que se realizan en preparar ade-
recursos minerales en Africa, someta a la con- cuadamente el proyecto.
sideraci6n del Banco, de motu proprio, un proyecto La preparacidn de un proyecto requiere la adopci6n
con el objeto de conseguir su intervenci6n para poder de decisiones basadas en criterios tdcnicos acerca de la
obtener mAs capital y, a! mismo tiempo, para contar localizacidn, las instalaciones y, en tdrminos mds gene-
con ]a seguridad que implica la presencia del Banco. rales, acerca de las caracteristicas t6cnicas que debe

Pero, por lo general, el trabajo de determinaci6n reunir el proyecto propiamente dicho. Esta es la etapa
tiene que hacerse en el prtpio Banco. Dado que en que es preciso realizar estudios del suolo, hidrogrd-
McNamara ha anunciado que el Banco pretende ficos e hidroldgicos, y en la que se determina si los
aumentar sus prdstamos, las actividades relacionadas recursos naturales y de otra indole necesarios para el
con la sclccei6n do proyectos estdn adquiriendo cada proyecto son adecuados y suficientes. Es asimismo la
dia mayor auge como medio de disponer de una serie etapa en que se explora sistomdticamente la posibili-
de proyectos que puedan financiarse en alos venideros. dad de adoptar otras alternativas. Por ejemplo, si Ilega

al Banco un prestatario con una propuesta para cons-
1i 1 \ 'k R xt IN truir una gran presa para la produccidn de energia

hidro6lectrica, una de las primeras cuestiones que hay
Una vez que el proyccto ha sido determinado pasa a que dilucidar es ]a de si una central tdrmica podria

formar parte de la cartera de proyectos, y se inicia un producir el mismo volumen de energia a un costo infe-
largo perfodo de estrecha colaboraci6n entre el Banco rior; tambidn puede suceder que un proyecto sea para
y el presunto prestatario. Esta fase del ciclo de los la construcci6n de una carretera asfaltada de cuatro
proyectos es la mas dificil de describir ya que pistas, cuando en realidad un camino de grava, que se
depende de ]a naturaleza de istos, de la experiencia del vaya mejorando en diversas etapas a medida que el
prostatario, de las relaciones que el Banco mantieno tnifico aumente. resultaria mucho mfs conveniente.
con este y con e pais respectivo, y de otros muchos Cuando se trata de un proyecto de riego es preciso
factores. Es preciso subrayar nuevamente la gran di- considerarlo en rclaci6n con otras alternativas, como
versidad de proyectos que existen y el hecho de quo son la de mejorar el sistema de riego existente o la de
cada uno de ellos tiene sus propias caracteristicas. fomentar los cultivos en las zonas del pais de agricul-

La etapa de "preparaci6n" abarca todos los tura de secano vaiidndose de medidas que no requicran
trdmites necesarios para establecer la factibilidad del uso tan intensivo de capital. Otro ejemplo pudiera
proyecto desde cl punto de vista tdenico, econ6mico y ser el de que las escuelas que se proyecta construir
financiero, de modo que quede listo para su sean excesivamente ostentosas, cuando la construccidn
evaluacidn. Si se trata de un pr6stamo concedido a un de edificios mAs modestos permitiria ahorrar fondos
prestatario ya conocido por el Banco, y el proyecto que podrian invertirse en otros aspectos del sistema de
para el cual se le concedid financiamiento ha dado ensefianza del pals. Por lo tanto, en la etapa prepara-
buenos resultados, el tiempo que ileva su preparaci6n toria es de vital importancia estudiar todas las posibili-
puede ser de unos pocos meses. Por otra parte, si ha dades que permitirian lograr los objetivos que se
habido grandes dificultades tanto en concretar el pro- tionen en mira. Esto se hace ordinariamente por medio
yecto con cl prcstatario como en ayudarle a preparar un de los Ilamados estudios de factibilidad, que contienen



Se oput po r igrar el camino. Ls necesarlo emtonces decidir el traiado exacto;si la
superficie tIc' Aii debe ser osioldt o de grau: cuantas pistas habr6 de tener: que
aichura deben [nn Loslti borde dI mismo: que requisi to lia que tener en cuenta para el
dihefl d pLICt( I) s. nies sOl l S w01J qu11 1 iedei dmCIiarse de gastar mAs en construir
mejor ia carreli i 0 menw 11 ICiminto. En fin- box ina multitud de decisiones
tanito t&Cnicas comllo i COlnOmi v fmIancieriN que forman parte de la PREPARACION de
till provecto.

los planos y aspectos tucnicos preliminares referentes a Lai fit ncitun del hitco
otras soluciones, y ]a evaluaci6n preliminar de los . .
beneficios econ6micos que se derivarian de optarse Oficialmente, la tarca de preparar los proyectos co-
por cualquiera de enlas. rrcsponde al prestatarin y no al Banco. Este criterio se

Si se trata de una empresa lucrativa, en la etapa ha mantenido estrictamente en el pasado por razones
preparatoria es preciso tambi6n efectuar un andlisis fundadas, una de las cuales es ei posibie conflicto de
preliminar a fin de cerciorarse de que su situaci6n intereses que se puede suscitar entre ]a funci6n que el

financiera scrA satisfactoria. Y en el caso de empresas, Banco desempefia en Ia preparaci6n de los proyectos y
ya sean nuevas o antiguas, cuya actuacion en el pasado ha que le corresponde en la concesi6n de prdstamos
ha sido poco satisfactoria, es posible que la prepara- para los mismos. Ese criterio se basaba en que si el
ci6n del proyecto requicra que se trabaje intensamente Banco mismo hubiese preparado los proyectos, no
con et presunto prestatario a fin de introducir mejoras habria podido luego mantener una actitud objetiva en
en la organizaci6n y administraci6n de ]a empresa. la evaluacidn de su propio trabajo. Pero, si bien esta
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posici6n es l6gica, los hechos han obligado a modifi- presta para un proyecto y el esfuerzo que se dedica a
carla. La experiencia ha demostrado que no se recibe su determinaci6n y preparaci6n.
un ngmero suficiente de proyectos bien preparados
para que el Banco pueda evaluarlos a menos que 6ste EVALUACION
intervenga muy de cerca en su determinaci6n y Prosigamos ahora con la siguiente etapa en la
preparaci6n. El resultado es que, en vez de que haya ovoluci6n de los proyectes, a sea con Ia correspon-
una inea divisoria intangible entre Ia dcterminacin y diente a la evaluaci6n. Vamos a suponer que el pro-
Ia preparaci6n de prayectos per una parne, y 5] yecto ha sido ya determinado y preparado debidamente,
evaluaci6n y supervisi6n por la otra, existe un ciclo que se cuenta ya con todos los estudios e informes al
continuo en que el Banco se ocupa en detalle de todas respecto y que, en principio, la opini n sobre el mismo
las etapas. Uno de los beneficios que se derivan de este espectorybqe en prca la pii e ci msma

cambo deacttud s qu, gacia a l me o s favorable; en pocas palabras, que cl prayecto estd
cambio de actitud es que, gracias a la mejor listo para seguir adelante. La siguiente etapa es la que
preparacidn do los proycetos, se ha rducido el nu6mer se denomina evaluaci6n, que quizis sea la fase mis
do cbus quo sC rechaza en ia etapa de evaluacin' conocida, aunque no necesariamente la mejor com-
aun quo a vocos la versien dofinitiva dcl proyocto pude prendida, del trabajo relacionado con los proyectos. En
scr muy distinta de la quo so cancibi6 ariginalnonto. Los primeros alios de existencia del Banco el nombra-

En la prdctica, el Banco no efectaia por lo general miento de la misidn encargada de la evaluaci6n solia
el trabajo preparatorio porque no dispone del personal ser el primer contacto directo con el proyecto y con el
suficiente para ello; lo que si hace es encargarse de prestatario, pero actualmente se ilega a esta etapa
que los proyectos se preparen adecuadamente. Esto a despus de un periodo-que a veces abarca varios
su vez se Ileva a cabo de diversas formas. Algunos de aios-de ostrecha colaboraci6n. No obstante, es una
nuestros prestatarios mis importantes y mAs aptos etapa importante del ciclo porque durante la misma se
pueden perfectamente hacerse cargo de preparar sus efecttia un examen completo y sistemdtico de todos
propios proyectos, sobre todo cuando han tenido expe- los aspectos del proyecto.
riencia con otros pr6stamos y conocen los requisitos Aunque en lo que respecta a ]a preparaci6n de los
que el Banco impone y, en efecto, se les anima a que proyectos se dependa de los servicios de consultores o de
los preparen. Algunas veces, si no cuentan con per- instituciones especializadas, el trabajo de evaluaci6n lo
sonal id6neo para tal fin, se mantienen en relacidn con Ileva a cabo casi exclusivarnente el personal del Banco.
una firma de consultores que es la que les prepara sus Las evaluaciones se efect6an siempre sobre el terreno,
proyectos. En caso de que los prestatarios no cuenten pues los estudios que se realizan en la sede del Banco
con los servicios de una firma de esa indole, les indi- no son suficientes. Las dificultades que presenta la
camos ]a conveniencia de que se pongan en contacto evaluaci6n dependen en alto grado de c6mo se haya
con una de esas firmas para que les ayude a preparar preparado el proyecto. Si se ha preparado bien, la
los estudios de factibilidad y, asimismo, la forma de evaluaci6n puede ser relativamente sencilla; de no ser
seleccionarlos. Los estudios de factibilidad pueden ser asi, la misi6n nombrada para fines de evaluaci6n se
financiados de varias maneras: por el propio presta- convierte en realidad en una misi6n que tiene que ocu-
tario, con fondos de un pr6stamo o cr6dito anterior, y a parse de preparar el proyecto y, en consecuencia, el
veces tambi6n por medio de una donaci6n o cr6dito de Banco tiene que enviar otra u otras misiones para que
asistencia tecnica del Banco; pero, con mayor frecuen- completen ]a tarea. La evaluaci6n puede abarcar hasta
cia, se financian mediante donaciones del Programa de seis aspectos del proyecto: el tdenico, el econ6mico, el
las Naciones Unidas para el Desarrollo, con respecto al comercial, el financiero, el administrativo y el de orga-
cual el Banco puede actuar como organismo de nizacidn.
ejecuci6n. En el caso de la FAO y de la UNESCO, y
en el de las misiones del Banco en Africa, el personal ispecmt eienico
que analiza el proyecto ayuda tambi6n a prepararlo, a
menos que se requieran estudios especiales. En el aspocta rinico ci Banca dobe asogurarse de

que se han estudiado de modo adecuado todas las posi-
A menude oxiste la idea errdnea do qu ie trabaje bles alternativas y que se ban hallado las soluciones

que otrafia Ia proparaci6n do un prayecte varia en t6cnicas correctas. Esto puede entrafnar, entre otras
proporci6n directa con su magnitud. En realidad no es cosas, la acertada combinaci6n de semillas, plaguicidas
asi, pues los proyectos de poca monta son general- y fertilizantes para un determinado proyecto de cultivo,
mente de paises pequehos, que quizAs acaban de e un buen sistema de avenamiento para un proyecto de
independizarse, y el trabajo que su preparaci6n entrafla riego; por otra parte, si se trata de un proyecto vial,
no guarda relaci6n en absoluto con su magnitud. De las cuestiones que hay que resolver pueden sor que el
modo que si de hecho existe alguna relaci6n, 6sta es en ancho del camino, el borde del mismo y el espesor del
sentido inverso entre la cantidad de dinero que se pavimento soan apropiados para el volumen del

/



Una vez termiiiada Ia preparacioin del proyecto tie cofStruccion de la carretera hay que
ver si realiento responde tecnicamente al volu men de transito previsto y si el costo de
construccion eslimado es razonable. Ademis hay que tener en cuenta el hecho de si
diferentes normade dleiho ffrecerian mayores ventajas ceonmicas y si la Direcci6n de
Vialidad esca adecuadamenre capacitada y cuenta con suficiente personal, equipo y
fondos para el mantenimiento tie la carretera quo se va i construir. Asimismo, hay que
prever si los lsuarios do Ia misma van a participar en el costo del proyecto en una
proportion razonabk a I raves del pago de impuestos sobre la gasolina u otros derechos.
Todas eslas consideraciones furman parte del estudio amplio, sistemntico, multifacedico y,
J VCCs sctpticn. utIe constituye lo que se denomina EVA LUACION del proyecto.

trafico; si se trata de un proyceto ferroviario, que el tspq t'r ;I'Ollico
trazado sea cl mojor posihic: si do un proyocto por-
tuario, que los plnos do los fondoaderos y ]a profundi- Un aspecto importanto do Ia labor quo ileva a cabo
dad de dragado correspondan a Ia clase de buques que el grupo encargado de la evaluaci6n es el de asegurarse
atracarin en ei pucrin; si Sc trata do un proyceto de que se han encontrado las soluciones t6cnicas co-

doconto, quo ci nnmero y disrribucidn de las aulas y rrectas. Esto guarda estrocha relaci6n con el aspecto
evondmica de la evaluaci6n. Aunque el Banco ha finan-laboratorios sea adecuado para cl ndmcro de alumnos .
ciado proyectos tales como una central de energia

y para las maicri s quo c mprcndc ci plan do cstuidis' ~ nuclear, vehiculos ex6ticos de transporte como alisca-
Esta lista podria ser interminablC. Asimismo, se vuol- fos e instalaciones portuarias modernisimas para con-
ven a examinar y confirman o revisan on casy necesa- tenedores, no trata de buscar la soluci6n tecnol6gica
rio todos los aspectos del plan, las estinmaciones de mss adolantada, sino la que se ajuste mejor a las cir-
costos y los plazos fijados para la ejecucion de las cunstancias que presenta el pais en desarrollo. A veces
obras. esto entrafia el reducir el 6mbito de planes demasiado
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ostentosos que, en realidad, serian como quien dice guarda estrecha relaci6n con el sector; en To que res-
"elefantes blancos", y transformarlos en proyectos pecta al sector agrario, el cual es mis diversificado y
mis modestos y realistas que contribuyan aT logro del representa una proporci6n mayor de la actividad
desarrollo del pais. A veces sucede To contrario, y es econdmica del pais, es mAs dificil lograr que los
preciso encontrar la manera de ampliar el aspecto proyectos especificos se adapten a una estrategia pla-
t6cnico de un proyecto, por ejemplo, mediante la neada para todo el sector, pero, con todo, el Banco
expansidn de los mercados para sus productos, a fin de procura cada vez mAs lograr esa adaptaci6n.
que la soluci6n tdcnica ofrezca rendimientos adecuados
desde el punto de vista econ6mico. La tarea de efec- Ispectt) 1 nercial

tuar el anAlisis de costos-beneficios de las diversas so- El tercer aspecto de ]a evaluaci6n es el comnercial, y
luciones t~cnicas para lograr cl mayor rendimiento reviste particular importancia para las empresas lucra-
econ6mico recae en el economista de la misi6n encar- tivas. En ese aspecto estn comprendidas todas las
gada de la evaluaci6n del proyecto. Con frecuencia disposiciones relativas a las compras y ventas que se
sucede que ese anilisis se ha hecho ya en etapas suce- hacen en virtud del proyecto. El Banco trata de garan-
sivas durante la preparaci6n del proyecto, pero la fase tizar que los procedimientos empleados para la
en que se efectda de modo definitivo el examen y adquisici6n de bienes y servicios necesarios para el
estimaci6n del mismo es la de la evaluaci6n. proyecto permitan que el prestatario obtenga el

Mientras nos' referimos at aspecto econ6mico, quizA miximo rendimiento de sus inversiones; en general,
merezca la pena dedicar un momento a describir la para esto hay que recurrir a la licitaci6n internacional,
forma en que el Banco considera el proyecto, puesto a la que se hari referencia mis adelante. La
que esto permite comprender la funci6n del econo- estimaci6n de las ventajas comerciales entrafia tambi6n
mista. El Banco tiene un concepto muy amplio de lo una evaluaci6n tanto de la demanda del mercado en lo
que se pretende lograr con un proyecto, pero trata de que respecta al producto que se va a obtener mediante
establecer en un momento determinado la mejor el proyeeto como de la adecuaci6n de los cauces de
armonia entre el proyecto, el sector correspondiente comercializaci6n y de suministro de materias primas,
de la economia y el programa de desarrollo del pais. mano de obra y otros recursos necesarios para el pro-
En primer t&rmino, desea cerciorarse de que los see- yecto.
tores que reciben financiamiento son de suma impor-
tancia para el desarrollo econ6mico del pais; esto lo ASPpvclo finaiem ro

logra primordialmente mediante la labor que realizan Naturalmente, este aspecto estd estrechamente rela-
las misiones econ6micas que examinan ]a estrategia cionado con el comercial. El estudio que se Tleva a
global del desarroilo. Luego trata de determinar cuAles cabo cuando se trata de una empresa lucrativa es
son los proyectos de cada uno de los sectores beneficia- exhaustivo, y abarca todos los aspectos financieros
rios de los pr6stamos que tienen mayor prelaci6n; esta importantes, pero a los efectos del presente articulo
tarea corresponde a las misiones que efecttan los estu- estos pueden dividirse en dos clases. Una de elas es el
dios sectoriales o la selecci6n de los proyectos, y a inter6s del Banco en que se cuente con fondos
veces se realiza en las otras formas ya mencionadas. suficientes para la construcci6n del proyecto. Ni el

Cuando Ilega el momento de evaluar el proyecto, el Banco ni la AIF tienen como norma conceder pr6sta-
informe respectivo se ocupa generalmente de la rela- mos por la totalidad de los fondos que se necesi-
ci6n que existe entre el proyecto, el sector y la eco- tan para un proyecto; a veces los prdstamos que otor-
norma. Por ejemplo, en materia de transportes cada gan cubren solamente un 10 por ciento o un 20 por
uno de esos informes describe el sistema de transportes ciento del proyecto, y a veces hasta un 70 por ciento o
en su totalidad y la importancia que reviste para el un 80 por ciento, pero nunca el 100 por ciento. Por Io
desarrollo econ6mico del pais. Si se trata de un pro- tanto el prestatario tiene que proporcionar una parte
yecto vial, el informe examina su relaci6n con el sistema de los fondos. En To que respecta a proyectos de gran
ferroviario, y viceversa. Al propio tiempo se consi- envergadura es muy posible que el prestatario no
deran las politicas de transporte que existen para todo aporte la diferencia, sino que acuda a fuentes de finan-
el sector. Si la politica p-6blica parece ser contraria aT ciamiento tales como las entidades nacionales de los
crecimiento del transporte, ya sea por carretera u otros paises exportadores de capital. Uno de los aspectos
medios, esa circunstancia se explora a fondo en la importantes de toda evaluaci6n puede ser el de velar
evaluaci6n y, en el curso de las negociaciones relativas porque exista un plan financiero que permita obtener
al pr6stamo, se procura lograr que esa politica mejore. fondos suficientes para lievar a cabo el proyecto en el
En el campo de la educaci6n, de la energia el6ctrica y plazo previsto. Cuando el prestatario es un gobierno, y
de las telecomunicacioncs, el "proyecto", tal como io se sabe que 6ste tiene dificultades en recaudar rentas,
define el Banco, puede abarcar el prograina de inver- se pueden proponer arreglos especiales, como por
siones en la totalidad del sector, pero en todo caso ejemplo la concesi6n de asignaciones anticipadas o la
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-b-

Luego hay que averiguar cuanto se necesitari para financiar el proyecto: cual sera el
monto y plazo del prdstano bancario: si sera necesario contratar consultores para
supervisar las obras; y si hay que someter las diferentes partes del proyecto a licitaci6n
internacional. Estos son algunus de los puntos que surgen durante li etapa de la
evaluaci6n y sobre los cuales se lega a un acuerdo entre ei interesado y el Banco en el
transcurso de Las NEGOCIAClONES.

afectaci6n de ingresos tributarios, con el fin de obtener para financiar una proporci6n razonable de sus necesi-
los fondos necesarios dentro del plazo previsto. dades futuras de capital. De ahi que se leve a cabo un

La otra cuesti6n de carActer financioro es la do si la estudio minucioso de la situacidn financiera de la
empresa podrd hacer frente a todas sus obligaciones empresa, y que se efectden proyecciones basadas en el

financieras una vez que se halle en funcionamiento. balance general, en el estado de p6rdidas y ganancias y
Puesto que lo normal es que el pr6stamo se otorgue en el fiujo de fondos. En los casos en que la contabili-
directamente a la empresa que lieva a cabo el pro- dad financiera que lieva el prestatario resulta inadecua-

yecto, es natural preocuparse en primer lugar de si da, cl Banco puede poner como condici6n a sus
podrd satisfacer el pago de su deuda con el Banco. pr6stamos que se establezca un nuevo sistema contable.
Pero, a su vez, 6ste se interesa en que el prestatario A menudo, en el estudio financiero se subraya la
pueda cumplir todas sus obligaciones financieras, en necesidad do reajustar la estructura y, especialmente, el
que disponga de capital de explotaci6n suficiente y en nivel de los precios que cobra la empresa. Los servi-
que sus recursos le permitan obtener suficientes fondos cios que proporcionan las empresas financiadas por el

10



Banco, tanto si son de propiedad estatal como privada, otros aspectos, ya que desca percatarse de si se realiza
son generalmente de primera nocesidad y ostin sujetos con eficiencia todo lo que concierne a ]a estructura
a un estricto escrutinio oficial. Como cl gobierno desca interna, del orden jerdrquico-administrativo, de la
a veces subvencionar cl costo do dichos sorvicios de organizacidn de los departanintos, del modo en que se
utilidad publica, ya sea por razonos de politica o sin- ejecutan las decisiones y de Ia asignaci6n de funciones
plemente por evitar dificultades, es posiblo que se dentro de Ia organizaci6n.
sienta poco inclinado a aprobar las subidas de precios Todos estos aspectos reviston interis no solamente
que se requieren a fin de hacer que ]a eniprosa sea en lo que respecta a las empresas lucrativas, sino
financieramente viable. Pero como Ia viabilidad finan- tambi6n a toda entidad benoficiaria de los prdstamos
ciera es una condicidn sine qua non de los pr6stamos que so conceden. Por ejemplo, Ia reorganizaci6n del
que el Banco otorga a las empresas lucrativas, segura- departamento vial ha sido uno de los aspectos que ha
mente el reajuste de las tarifas tiene que ser una formado parte de varios pristamos o cr6ditos otorgados
cuosti6n decisiva en la etapa de la evaluaci6n. para Ia construccidn de cacreteras. En los crdditos

agricolas, por ejemplo para un proyecto ganadero, Ia
isw iffIut ditisr vir norma cada vez mds corrionte es que se Ileve a cabo

El quinto aspecto que se considera en Ia evaluaci6n Ia reforma de las instituciones existentes, o que se esta-
de los proyectos es cl administrativo, y comprende blezoan otras nuevas.
tanto ha capacidad administrativa de los altos funciona- Estas son algunas de las cuestiones principales que
rios de Ia enpresa paru dirigir Ia construcci6n del pro- se plantean durante cl proceso de evaluaci6n. De ahi
yecto, y luego administrarlo, co0o Ia idoniidad de que Ia mejora de los procedimientos y t6cnicas de
todo el personal que trabaja para Ia enpresa u orga- evaluacidn sea una tarea continua. Para poder decidir
nizaci6n. En ciertos paises esto presenta grandes entre las posibles aiternativas se ha empleado el
problemas. En algunos casos se trata de que hay mds andlisis de sistemas. En el cstudio rolacionado con los
personal del que se nocesita, como cuando un ferrocarril costos-beneficios se estd usando cada voz mas el
nacional se ve obligado a reducir sus servicios debido a analisis de riesgos y de probabilidades a fin de tratur
Ia competencia que le hace el transporte por carrtera, de climinar el elemento de incertidumbre inherente a
y tione que preparar un plan para ir reduciendo poco a muchas do las estimaciones de los proyoctos. Cuando
poco su personal. A veces, es el reverso de Ia medalla, los costos econdmicos no se pueden percibir con exac-
o sea que Ia dificultad estriba on que no hay en el pais titud basdndose en los precios del mercado, se aplican
un nimero do personas suficientemente capacitadas los precios de cuenta o "de sornbra". El Banco trata
para que ocupen los cargos clave, do modo que es pre- asimismo de mantenerse al dia en materia de adelan-
ciso echar mano de personal extranjero hasta que se tos tecnol6gicos, y se cuida de que se pongan en
pueda formar el personal diroctivo nacional necesario. practica tan pronto como las circunstancias lo permi-
Una cuesti6n delicada es Ia de que debe existir en todo tan. De modo que, con el transcurso del tiempo, con-
mmoento cierta proporci6n entre los consultores y ase- forme ha ido avanzando Ia tocnologia, ha venido
sores extranjeros, por una parte, y el personal local y tambi6n ovolucionando el alcance y los olementos rela-
Ia gerencia por Ia otra. En Ia actualidad, una clAusula cionados con el proceso de evaluaci6n.
que se incluye normalmente en los pr6stamos es la Hemos descrito c6mo so soleccionan, preparan y
referente a las consultas que se deben celebrar entre el evaldan los proyectos sobre el torrono. Luego, a su
prestatario y el Banco acerca de qui6nes van a ocupar regreso, Ia misi6n que se encarga de Ia evaluaci6n del
los mis altos cargos en Ia empresa. proyecto redacta un informe del cual se efect6a en el

Banco un examen cuidadoso y oxhaustivo, y cuando el
(Jrgw; 1 lC I proyecto recibe aprobacidn se comunica a los que se

El sexto aspecto que hay que tener en cuenta es el ocupan de las negociaciones.
de la organizacidn, o sea la estructura administrativa
de la empresa u organismo que lieva a cabo el pro-
yecto. En nuestra opini6n, si se trata de una empresa
lucrativa que es de propiedad p6blica, 6sta debori Las negociaciones constituyen ]a etapa en que el
poseer un grado suficiente de autonomia para adminis- Banco y el prostatario tratan do Ilegar a un acuerdo
trar sus propios asuntos. Dobe estar libre de toda sobre las diversas medidas que aconseja el informe de
intervenci6n politica y de la inflexibilidad que a veces evaluaci6n a fin de garantizar el 6xito del proyocto;
caracteriza a las entidades administradas directamente estos acuerdos se transforman luego en obligaciones
por el Estado. Por tal raz6n, aunque el grado de juridicas que se estipulan en los documentos de
autonomia es una cuesti6n de peso en el examen que pr6stamo. A guisa de ejemplo: supongamos que los
realiza el funcionario que se ocupa de Ia organizaci6n ingresos de una empresa que sunilnistra enorgia son
de Ia enprosa, el Banco prosta atencidn tambi6n a insuficientes debido a que las taritas respectivas so han
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Una %cz aprod1 N o ialo el p6 ,resta mu hancario es preciso someter a licitacion las
obras de cdnstruccmn he Ia carretera N adjudicar los cuntriiovs a la firma que ofrezca nmis
xentajas. Es infifin qie a plmif icacion se lle e a c h u ctiidadosamente si los contratistas y
consultores no fecit ain sus tarcas con toda esac iitud en cada fase del proyecto. si no se

oreaniia debidamente el priowrama de man tenimienlto oportuno de la carretera y si no se

facilitan suficiepieis fond s locales. El prestamo incluye fondos para estudios de
viabilidad tie nuess ranales de carretera que cuneclen la carretera principal con las zonas
agricolas ibdesarrolladas. con lo cual sw prepara d lierreno para la gestiin de Un n1ueVO

ciwlo del provecio. La Iarea de velar pmr I cuimplimiento de estos requisitos a fin de

lorar les objetikos de desarrollo uie se espera alcanzar mediante la carretera, constituve
la etapa de SUPL RVISION,

fijado a un nivel antiecon6mico () que se ha comenido organizacion y comerciales; en realidad, en esos docu-

con el prestatario que a fin de qur ki empresCi f htcn-, mntos sc uenen en cuenta todos los problemas que
una tasa de rendimiento adecuada % pueda tinanciar han surgido antes de ha etapa de evaluaci6n y durante

una proporcion razonahc de sus uieVas nversloncs Cs ei transcursde a misma. Por ejemplo, si se liega a la

preciso subir las tarifas, dicames en un 20 por ciento conclusin ide que un camino debe ser de grava en vez

inmediatamente y en un 10 per ciento dentro de dos dc pavimentade o asfaltado, esto se estipula en la
afos. En este caso, durantc las neciacioncs se l1eva a dcscripcinn del preyecto. Si es necesario contratar los
cabo un acuerdo fiancicro quc dcfinc los obietives seicles de consultores en relaci6n con alguna parte

financieros genracs de la Cipresa de servicios del precto. ci prestatario se compromete a contratar

pfiblicos; en 1 especifica La tasa de rendimienti y a mantener ' nsultores que el Banco considere satis-

necesaria y el momento que se cOnsidIra Oportune factories. En consecuencia, las negociaciones y la

para subir las tarifas. En los documentos referentes al redaccidc de lo; documentos legales constituyen una

prdstamo se detallan los aspectOs adminIstrativos, e pate 2sencial del proceso de garantizar que las conclu-
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siones alcanzadas durante la evaluaci6n se traduzcan tatario. Por lo general, dichos informes se presentan a
en medidas convenidas con el prestatario y que se intervalos de tres a seis meses, y pueden ser prepara-
pongan en prdctica en fechas acceptables. dos por el prostatario o por sus consultores. El examen

Despues de celebradas las negociaciones, se actualiza de estos informes lo efectdan en Washington los mismos
el informe de evaluaci6n para que refleje los acuerdos funcionarios del Banco que se ocuparon de las etapas
alcanzados durante dichas negociacionos y tanto la anteriores del proyecto y, si ellos ven que ha surgido
versi6n revisada del informe como los documentos alg6n problema, dste se resuelve en primer lugar por
conexos se someten a los Directores Ejecutivos del correspondencia.
Banco. Si cllos aprueban la operaci6n, se firma en- Una caracteristica importante de la supervisi6n de
tonces el contrato de prdstamo o de credito en una proyectos se rofiero a ]a adquisici6n de los bienes y
sencilla ceremonia que seliala ]a terminacidn de una servicios que se financian por medio del pr6stamo o
etapa del ciclo y el comienzo de otra. crddito. Una de las funciones principales del Banco es

la de velar por que esta adquisici6n se leve a cabo de
SUPERVISION acuerdo con las directrices que se han establecido para

La 6itima etapa del ciclo de cada proyecto es Ia de tal fin, y que se publican en un folleto que se distri-

su supervisi6n durante el periodo de construccidn y buye ampliamente. Estas directrices tienen por finali-

ulterior funcionamiento. La supervisidn tiene por dad asegurar que los contratos para la ejecuci6n dc las

objeto cerciorarse de que el proyecto se estA ejecu- obras y para la adquisici6n del equipo permitan el

tando conforme se plane6 o de que se va modificando m6ximo ahorro posible. El mdtodo que se ha venido

segn las circunstancias que se presenten a fin de empleando para ese fin desde hace mucho tiempo es el

lograr los objetivos de desarrollo que se tenian en de someter los contratos o las compras a licitaci6n

mira. internacional entre contratistas o fabricantes id6neos.

La tarca de supervisi6n os ]a que menos incentivo La lista de directrices contiene normas detalladas sobre

ofrece entre las que se realizan en relacidn con los c6mo habri de Ilevarse a cabo la licitaci6n. Los fun-

proyectos. Una vez que se ha celebrado el acto corres- cionarios del Banco atribuyen gran importancia y dedi-

pondiente a la firma de un pr6stamo o cr6dito, la can mucho tiempo a la tarea de velar por que esas

atenci6n de los planificadores y de los que formulan ]a normas se pongan en practica, y cabe hacer alusi6n al

politica se dirige hacia la ejecuci6n de nuevos proyec- hecho de que un solo prdstamo o crddito puede
tos; esta actitud es comprensible y se ve reforzada por entrafiar ]a celebraci6n de hasta varios cientos de con-

el hecho de que es posible que transcurran muchos tratos que quiza tengan que examinar en su totalidad

meses antes de que el "antiguo" proyecto comience a esos funcionarios. A veces esa tarea es relativamente

rendir resultados tangibles. No obstante, la supervisidn sencilla y rutinaria, pero en otros casos el trabajo es
es una etapa esencial. Es evidente que por bien que se mucho mds complejo, por ejemplo, cuando se trata de

haya determinado, preparado, evaluado y negociado un proyectos de telecomunicaciones o de energia electrica

proyecto, los beneficios del desarrollo se perciben en que el monto de los pedidos asciende a US$5 mi-
finicamente cuando su ejecuci6n se Ileva a cabo de Hones, US$10 millones 6 US$15 millones; en ocasiones

manera adecuada. Ademds, como el desarrollo es por se torna dificil adjudicar los contratos debido a que las
definici6n un proceso dinimico, es posible que las cir- diferencias que surgen entre unos y otros como conse-

cunstancias en que el proyecto se pone en practica cuencia de la evaluaci6n son minimas. Convione aclarar

no coincidan en todos sus aspectos con las previstas en que es al prestatario, y no al Banco, a quien corresponde
la etapa de ]a evaluaci6n. Por lo tanto, una parte impor- la tarea de evaluar las ofertas que se presentan. El come-

tante del proceso de supervisi6n quizd sea la adaptaci6n tido del Banco en este aspecto consiste en examinar el

del proyecto a las circunstancias que se presentan, y en trabajo que realiza el prestatario para asegurarse de

este sentido el tdrmino "supervisidn" es inapropiado que esti todo en regla. Antes de que se pueda adjudi-
pues no hace justicia a la labor que realmente st lieva car el contrato es preciso que el prestatario cuente con

a cabo. Estas son las razones por las que hemos llegado la aprobacidn del Banco, el cual se percata pronto de
a la conclusi6n de que es preciso prestar atenci6n prefe- cualquier controversia que haya surgido.
rentisima a la asignaci6n del personal del proyecto. Las tareas que se acaban de describir son las que se

Al igual que sucede con todas las dems etapas, la ejecutan primordialmente en ]a sede del Banco, pero
de supervisi6n de los proyectos tiene lugar de modos este tambi6n envia misiones al pais beneficiario del
diversos. Durante el curso de las negociaciones se Ilega pr6stamo a supervisar la marcha de los trabajos y a
a un acuerdo sobre las fechas en que el prestatario enterarse de las dificultades que pudiera haber presen-
habri de preparar los informos sobre la marcha de las tado su ejecuci6n. La frecuencia de estas visitas varia
obras; esos informes contendrin datos sobre la ejecu- seg6n la naturaleza del proyecto. Por lo general cuando
ci6n del proyecto y sus costos y, si se trata de una se trata de proyectos que estin en plena marcha se
empresa lucrativa, sobre la situaci6n financiera del pres- envia una misi6n cada nueve meses para que supervise
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los trabajos. Sin embargo, nos gustaria hacerlo con Hemos visto que, a fin de contribuir a preparar y
mayor frecuencia y estamos ya adoptando medidas con ejecutar los proyectos que habrAn de contribuir a de-
ese fin. Lo ideal seria que fueran anualmente algunas sarrollo, el Banco tiene que intervenir en el proceso de
misiones mis, pues esto nos brindaria la oportunidad de evoluci6n del proyecto en una etapa Jo mAs temprana
trabajar en contacto m6s estrecho con nuestros presta- posible del ciclo y mantener su intervenci6n de modo
tarios para combatir los problemas ms ficilmente y continuo.
comprobar si el proyecto estA avanzando con ]a debida Pese a las discrepancias que inevitablemente surgen
rapidez, y si se estdn logrando los mejores resultados. a veces cuando se necesita tomar una decisi6n sobre
En la supervisi6n peri6dica que se efect6a, a algunos algAn asunto importante, las relaciones que como
proyectos (que en la actualidad constituyen alrededor resultado de este proceso continuo ban surgido entre el
del 10 por ciento del total) se les clasifica como Banco y la mayoria de sus prestatarios han liegado a
"problemas"; a estas proyectos se les presta especial ser muy buenas. Los prestatarios han podido perca-
atenci6n, y son objeto de visitas mAs frecuentes. tarse de que el Banco no obra por interes propio, sino

La supervisi6n es un proceso en el que se aprende a que tiene en mira contribuir al desarrollo de los paises
fuerza de practica. La experiencia que se adquiere mediante los pr6stamos que concede para la realizaci6n
sirve no solamente para efectuar las modificaciones de proyectos bien concebidos y ejecutados, y que, en
necesarias a los proyectos que ya estin en marcha, suma, este es su interds primordial y, en efecto, la
sino tambiin para formular en el futuro proyectos 6nico que persigue con los trabajos relativos a los
parecidos. En el curso de los trabajos de supervisi6n, proyectos.
se evaldan constantemente los resultados de los proyec-
tos financiados por el Banco. En nuestra opini6n, esto
no reemplaza al detenido estudio que se realiza de RECAPITULACION
dichos proyectos cuando ya han estado funcionando un
ndimero suficiente de afios a fin de comparar los resul- * El nfnmero relativamente reducido, aunque
tados pricticos con los que se tenian en mira origi- cada vez mayor, de operaciones de que el Banco
nalmente. El Banco ha terminado ya, o tiene en se ocupa cada afio;
marcha, varios de esos estudios y tiene intenci6n de a Is gran variedad de proyectos para los que se
realizar otros periddicamente. Los lfuncionarios del otorgan prstamos o cridItos;
Banco han trabajado tambi6n en colaboraci6n con va- * la diversidad de fases por las que 6stos atra-
rios grupos ajenos al mismo que han efectuado estudios viesan haste que liegan a formar parte de ia car-
independientes de tales proyectos. tera de proyectos, y la evoluci6n de estos filtimos;

Entre otras tareas, las misiones encargadas de la e el amplio alcauce de los asuntos que revisten
supervisi6n se ocupan de examinar los estudios prepa- interis pars el Banco y que abarcan el programa
ratorios de proyectos futuros previstos ya en un de desarrollo, el sector y la empresa respectiva;
pr6stamo o cr6dito (a los que anteriormente liamamos * fa importdncia de la supervisi6n de los pro-
proyectos concatenados). Tambien mantienen al Banco yegtos
en contacto continuo con sus prestatarios, lo cual da e y, en particular, ]a estrecha asociacion que
luega origen a nuevos prayectas que hay que selec- se establece entre el Banco, el gobierno y el pres-
cionar y poner en marcha. De este modo, la tatario en todas las etapas del ciclo del proyecto.
supervisi6n conduce a las etapas de seleccidn y
preparaci6n, iniciindose asi un nuevo ciclo para un
nuevo proyecto.

Warren C. Baum, ciudadano de Estados Unidos, ha trabajado en
el Banco Mundial desde 1959. Antes de ser nombrado Jefe de la quc
era entonces Divisi6n de Transportes del Departamento de Proyeclos
habia sido economista y funcionario encargado de pristamos en el
Departamento Europeo. Luego ocup6 el cargo de Director Adjunto
de ese Departamento y, en el momento actual, es Subdirector de Pro-
yectos. Curs6 sus estudios en la Universidad de Columbia y en la de
Harvard, en ]a que en 1949 obtuvo el doctorado en Economia. Warren
C. Baum es autor de ]a obra The French Economy and the State y
de varios articulos.
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The Project Cycle
In this article-one of the most important ever to appear in Finance and

Development-the Associate Director, Projects, of the World Bank sets out
in nontechnical language just how the Bank carries out its most character-
istic activity: the identification, preparation, appraisal, and supervision of
projects for economic development.

Warren C. Baum

F THE QUESTION: "What does the World Bank ment of the Bank, which provide that loans made by
do?" had to be answered in a few words, these the Bank shall, except in special circumstances, be for

words might be: "It lends for development projects." the purpose of specific projects of reconstruction or
The financing of specific projects, carefully selected development.
and prepared, thoroughly appraised, and closely super- Project lending is intended to ensure that Bankvised, is the Bank's central business. The Bank, and ojcledn isntddto nurthtBkbiednn is t96e Bas sent-alo busie The Bankrnd- funds are invested in sound, productive projects withbeginning in 1961 its soft-loan affiliate, the Intemna- the purposes of contributing both to the borrowing
tional Development Association (IDA), have since country's capacity to repay and to the development of
their inception made some 950 loans and credits I for a iconmy's pity tece cnd o the op ur-
total amount of about US$17 billion, Of thest the sonomy; It is i the coincidence of these two pur
overwhelming majority have been for specific projects poses that the Bank's functions as an international
such as schools, irrigation dams, power plants, and financial institution merge with those that it has
roads. In the fiscal year 1969, for example, I I 1 loans increasigly assumed as a development institution.
and credits (a record number) were signed, all but one Even with the record amount of lending recently
of which were for individual projects. This emphasis achieved, and the even larger amounts expected in the
on project lending derives from the Articles of Agree- future, the Bank and IDA are and will be dealing with

a relatively small number of project operations. These
Loans are made by the Bank at an annual interest rate projects, characteristically, are large, usually costing inwhich is currently 7 per cent; IDA offers credits on conces-

sionary terms of 50 years with a service charge of per cent the millions of dollars. They are diverse, ranging from
a year. The methods of project work are identical for the two oil palm plantations in Papua/New Guinea to the con-institutions, and in this article all references to the Bank and
to loans apply equally to IDA and to credits. struction of Japan's high-speed Tokaido railway line.
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An all-weather transportation link between the country's agricultural region and the coast
has been established as a high priority objective for its economic development. How to
fulfill it? Should the existing earth road be improved? Or a new road built on a different
itinerary? Is a railroad feasible? Among these possibilities there is a development project
demanding IDENTIFICATION.

No two projects are alike; each has its own particular project in its construction and operating stages to make
history, and project lending has to be tailor-made to fit sure it achieves its objectives.
each one of them. Techniques and prodedures of proj- The reason that we consider this a cycle is that each
ect lending are continually being re-examined and stage not only grows out of the preceding ones, but
revised in a quest for excellence which is the challenge leads into the subsequent ones, and we try to make it a
and reward of project work. self-renewing cycle so that new projects grow out of

This work, as it is carried out in the Bank, is a con- old ones in a continuous process.
tinuous and self-sustaining cycle of activity, which runs
through four principal stages. The first is identification
of the project; the second its preparation, once identi- IDENTIFICATION
fied, to the stage where it is ready for appraisal; the The logical place to start is with identification. This
third is appraisal of the project and, assuming the is the process of identifying, in a preliminary way,
appraisal is affirmative, the negotiation and signature projects which are of high priority, which might be
of a loan for it; and the fourth is the supervision of the suitable for Bank financing, and which the borrower,
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the Bank, and the government are interested in consid- under it before we are prepared to make another one.
ering. There are essentially three tests involved in the So, while some of the repeater loans are easy, some
identification of a project. The first is whether the are very difficult.
sector of the economy into which the project falls, and
the project itself, are of high priority for development "Piggyback" Operations
and are so recognized in the government's development
plans. The second is whether, on prima facie grounds, There is a variant of the repeater loan, bearing the
the project seems to be feasible; that is, whether a inelegant but descriptive title, which it acquired from
technical solution to the problem to which the project the railway transportation field, of the "piggyback"
is addressed can be found at a cost commensurate with operation. An important way of securing a self-sustaining
the benefits to be expected. And the third test is project cycle is to include in a loan for a given project
whether the government is willing to support the proj- the funds for feasibility studies or for detailed engineer-
ect by financial and other means. This is because loans ing of subsequent projects. If, for instance, the Bank is
are made either to governments or government entities, financing the construction of a dam as the first stage of
or to private entities with the support and guarantee of expansion of a power system, the loan may well
the government. include the studies necessary to identify and prepare

How do we go about identifying projects? The the succeeding stages of the power program.
answer is not a simple one. Just as there is a wide
diversity of projects for which we lend, there is also a Missions
wide variety of ways in which projects come to the
attention of the Bank, are identified, and are brought There are other ways in which projects are identi-
forward. fied. The Bank sometimws sends a special mission to a

country, to look into sectors in which we have not
The most straightforward way of getting a new proj- done business before. A team of specialists is sent on a

ect is by a repeater loan to the same borrower, for preliminary reconnaissance of the sector to determine
subsequent stages of development of the same or a whether worthwhile projects can be identified. In agri-
similar project. The Bank is now more than 20 years culture and education we have formal relationships
old and, as might be expected, we are repeating opera- with other specialized agencies of the United Nations,
tions with a number of our borrowers. This is particu- which cover the identification and preparation of proj-
larly so in the older fields of lending such as power ects. In agriculture, the agreement is with the Food
and transportation. To give some outstanding exam- and Agriculture Organization (FAO), under which it
ples, we have made ten loans and credits to the Indian staffs missions that perform identification work for the
Railways, to finance successive annual or biannual Bank and that also help to prepare those projects that
segments of their investment program. We have made have been identified. There is a large separate staff in
seven loans to the Comisi6n Federal de Electricidad the FAO working full time for the Bank on the identi-
for various stages of expansion of the Mexican power fication and preparation of projects, with costs shared
system. So, a principal source of new projects is our between the two institutions. The United Nations
continuing relations with borrowers, with new projects Educational, Scientific and Cultural Organization
being identified and growing out of the supervision of (UNESCO) performs similar services for the Bank in
existing projects. the field of education.

I do not want to leave the impression that these An indication of the importance that the Bank
repeater loans, because they are easy to identify, are attaches to project identification may be seen in Africa,
necessarily easy to prepare and negotiate. Sometimes which is the newest area of the world in terms of Bank
this is so, and if the first project is going well, the lending. Missions have been established in East and
second can be relatively straightforward. But some- West Africa, with headquarters in Nairobi and Abid-
times the reverse is true. The first loan must be made jan, respectively; between them all of Africa south of
somewhat on faith, with limited knowledge of the bor- the Sahara is covered. The terms of reference of these
rowing entity which may be a new institution estab- missions are to help identify and prepare projects for
lished as part of the project, or with which we are just Bank and IDA lending. They have succeeded in filling
beginning to get acquainted. Various objectives are the pipelines with projects that are now reaching the
agreed upon and commitments entered into, but the lending stage in significant numbers.
project may not develop as hoped or expected. When Another important way of identifying projects is
this happens it may take three, four, or even five years through the work of economic missions. The Bank
to make the second loan because the problems which periodically sends economic missions to its developing
arose under the first have to be straightened out and member countries for a variety of purposes, one of
we must be reasonably satisfied with performance which is to review the major sectors of the economy in
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An improved road is decided on. What should be the precise alignment? Should it have an
asphalt or gravel surface? How many lanes, how wide the shoulders, and to what standards
of bridge design? What is the trade-off between construction and maintenance costs? A
multitude of decisions-technical, economic, financial-make up project PREPARATION.

order to establish development priorities and to identify the Bank's presence provides, and it will take the initi-
projects which might be suitable for lending. ative in bringing such projects to our attention.

Usually, however, the work of the identification has

Other Means to be done by the Bank itself. With the higher lending
goals which Mr. McNamara has set forth, identification

Finally, there are some projects which are identified is becoming increasingly important as a means of filling
without our help. These are usually brought forward the pipeline with projects for which loans may be made
by new borrowers interested in having Bank assistance, in succeeding years.
or by private business organizations. When, for exam-
ple, an international steel or aluminum company is
considering an investment to develop mineral resources PREPARATION
in Africa, it may seek the Bank's involvement to Once a project has been identified, it enters what we
obtain both additional capital and the security which call the project pipeline, and an extensive period of
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close collaboration between the Bank and the eventual elaborate structures might save funds that could be
borrower begins. This phase of the project cycle, used for investments elsewhere in the education system.
because it depends so much on the nature of the proj- At the preparatory stage it is therefore essential that all
ect, the past experience of the borrower, the relation- the alternative ways of accomplishing the objectives be
ship of the Bank with the country and the borrower, considered. This is done typically through feasibility
and many other factors, is the most difficult to charac- studies, which provide the preliminary design and engi-
terize. Again I should like to stress the diversity of neering of alternative technical solutions and make a
projects and the fact that each has its own particular preliminary assessment of the economic benefits of
history. each.

Preparation covers all the steps necessary to bring For a revenue-earning enterprise, the preparatory
a project to the point where its technical, economic, stage also includes a preliminary analysis to make sure
and financial feasibilities have been established and it that its financial position will be satisfactory. And for
is ready for appraisal. For a repeater loan where the new enterprises or old ones whose past performance
first project has gone well, the time can be as brief as has been inadequate, project preparation may entail a
a few months. At the other extreme, where we have great deal of work with the prospective borrower to
had great difficulties with the borrower in identifying bring about improvements in organization and manage-
and helping to prepare a satisfactory project, or where ment.
we cannot lend to the country for other reasons (for
example, until it has improved the management of its The Bank's Role
economy), preparation may take five years or more.
Some projects fall out during the process, and a loan The formal responsibility for preparing projects is
or credit is never made. that of the borrower and not that of the Bank. This

The time consumed in the preparation process is a formal position was rigidly adhered to in the past for

common source of complaint by governments in the good reasons, one of which is the potential conflict of

developing countries which have an understandable interest between the roles of the Bank in preparing
desire to short-circuit project preparation and move projects and in lending for them. It was felt that if we

directly from the stage of identification to the making had prepared a project, we could not be objective later
of a loan. But the projects characteaistically involve in the appraisal of our own work. While the position is

long-lived investments, and the time spent in ensuring logical, it has not been able to withstand the pressure

that correct technical solutions have been found, in set- of events. Experience has demonstrated that we do not

ting up the proper organization, in anticipating and get enough good projects to appraise unless we are

dealing in advance with marketing and other problems, involved intimately in their identification and prepara-
usually pays for itself many times over. tion. The result is that, instead of having an invisible

dividing line, with identification and preparation of
Preparation of a project involves decisions, based on projects on one side and appraisal and supervision ontechnical judgments, about the site and location of the the other, there is a continuing cycle in which the

facility, and more broadly, on the appropriate technical Bank is closely engaged a ll stages. One of the bene-
features of the project itself. This is the stage in which fits of this change of attitude is that, through better
soil, hydrographic, and hydrological investigations have prtparftisn, e oe are reeteat the bppr
to be undertaken, and the suitability and adequacy of preparation, fewer projects are rejected at the appraisal

to b unertken an th sutablit an adquay 0 stage, although the final version of the project may be
the natural and other resources required for the project ste dlthor ts rinal ono epon.
determined. It is also the stage where alternatives are quite different from its onginal conception.
systematically explored. If, for example, a borrower In practice, the Bank does not usually do the pre-
approaches us with a proposal to build a large dam for paratory work itself because we do not have the staff
hydroelectric power, one of the first questions to be for it; what we do now undertake is the responsibility
asked is whether a thermal plant could provide equiva- of ensuring that projects are adequately prepared. This
lent power at a lower cost. Or the proposed project again entails a variety of means. Some of our larger or
may be for the construction of a four-lane, asphalt more sophisticated borrowers are quite capable of pre-
highway, while a two-lane gravel road, improved in paring their own projects, particularly after the first or
stages with the subsequent build-up of traffic, might in second loans when they have become accustomed to
fact provide much higher returns. A new irrigation the Bank's requirements, and they are encouraged to
project has to be considered against the alternatives of do so. If they do not have adequate staff for the pur-
improving existing irrigation facilities or of developing pose, they may have a regular relationship with a con-
agriculture through less capital-intensive measures in sulting firm which prepares projects for them. If such a
rain-fed areas of the country. If the school buildings in relationship does not exist we may urge the entity to
an education project appear excessively ambitious, less get consultants to help prepare the feasibility studies,
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The road project has been prepared. Has the correct technical solution been found for the
expected traffic and is the construction cost estimate reasonable? Would different design
standards yield a higher economic return? Does the Government's Highway Department
have a suitable organization to maintain the road after it is built, as well as sufficient staff,
equipment and funds? Will road users contribute a reasonable share of the project's costs
through gasoline and other taxes? Comprehensive, systematic, many-sided, often skeptical
examination is the essence of a project's field APPRAISAL.

and guide it in how to go about the selection. The fea- with its size. Small projects tend to be located in small
sibility studies may be financed in various ways: by the countries, perhaps newly independent, and the work
borrower itself; out of the proceeds of an existing loan involved in preparing these projects is entirely out of
or credit ("piggyback"); occasionally by a Bank tech- proportion to their size. So, if anything, there is an
nical assistance grant or credit; or more frequently by a inverse relationship between the amount of money we
grant from the United Nations Development Program, lend for a project, and the effort expended in identify-
for which the Bank may act as Executing Agent. In ing and preparing it.
the case of FAO and UNESCO, and of the Bank's
African missions, the staff which identifies the project APPRAISAL
also helps to prepare it, unless specialized studies are
required. Let us move on in the project cycle to the next

There is a common misconception that the amount stage, that of appraisal. We will assume that the proj-
of work it takes to prepare a project varies directly ect has been identified, that it has been well prepared,
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the studies and reports are complete, and the prelimi- hydrofoils, and the most modem container port facili-
nary indications are favorable-in short, that the proj- ties, we are not looking for the most advanced techno-
ect is ready to go forward. The next step is what we logical solution but for the one which best fits the cir-
call appraisal. Appraisal is perhaps the best known, cumstances of the developing country. This sometimes
but not necessarily the best understood, part of project involves scaling down ambitious schemes that would be
work. In the early days of the Bank the appraisal mis- white elephants into more realistic and modest projects
sion might be our first contact with the project and the that would better serve the development of the coun-
borrower, but now it usually comes at the end of a try. Sometimes the reverse is true, and ways have to be
period-perhaps as long as several years-of close found of enlarging the technical dimensions of a proj-
association. Nevertheless, it is an important stage in ect, as, for example, by developing additional markets
the cycle because it is a comprehensive and systematic for its products, before the techpical solution yields an
review of all aspects of the project. adequate economic return. The cost-benefit analysis of

While consultants or specialized institutions are different technical solutions to arrive at the one which
relied on to help prepare projects, the appraisal work gives the highest economic return is the responsibility
is conducted almost exclusively by Bank staff. The of the economist on the appraisal mission. The analysis
appraisals are always made in the field; desk studies will often have been done in successive stages during
alone are not enough. How difficult the appraisal will project preparation, but the appraisal is the point
be depends very much on how the project has been where the final review and assessment are made.
prepared. If the preparation has been well done, the While referring to the economic dimension, it might
appraisal can be relatively straightforward; if not, what be worth taking a moment to describe how we view a
was thought to be an appraisal mission then becomes project, since it helps to understand the role of the
in fact a project preparation mission, and a subsequent economist. The Bank takes a broad view of what a
mission or missions may be necessary to complete the project is intended to be. We try to get the best rela-
job. The appraisal can cover up to six aspects of a tionship, at a particular moment of time, between the
project: the technical, economic, commercial, financial, project, the sector of the economy into which it fits,
managerial, and organizational. and the development program of the country. First, we

want to know that the sectors in which we are lending

Technical pre of high priority to the economic development of
the country; this is done primarily through the work of

On the technical side, we have to be sure that the the economic missions which review the over-all devel-
alternatives have been adequately considered and the opment strategy. Then we try to determine that, within
correct technical solutions found. This means the right each of the sectors of lending, the projects we are
combination of seeds, pesticides, and fertilizer for a financing are of high priority; this determination is
particular crop-growing project, or the correct system made by the sector studies or project identification mis-
of drainage for an irrigation project; if it is a road sions or in the other ways that I have mentioned.
project, that the width of the road, the shoulders, and When it comes to the appraisal of the project, the
the thickness of the pavement are appropriate to the appraisal report generally discusses the relationship
traffic; if a railroad construction project, that the best between the project, the sector, and the economy. In
alignment has been found; if a port project, that the transportation, for example, each appraisal report
design of the berths and the depth of dredging are cor- describes the transportation system as a whole and its
rect for the kinds of vessels serving the port; if an edu- importance to the country's economic development. If
cation project that the number and layout of class- it is a highway project, the report will examine its rela-
rooms and laboratories are suitable for the proposed tionship to the railway system, and vice versa. At the
input of students and the curriculum envisaged. The same time, we review transportation policies through-
list could be extended indefinitely. All features of the out the sector. If there appear to be public policies
project design, the cost estimates, and the construction which are inimical to the growth of transportation,
schedule are re-examined and confirmed or revised as whether in highways or elsewhere, these will be
necessary. explored at length in the appraisal and we will attempt

in the negotiation of the loan to get improvements in

Economic these policies. In education, power, and telecommuni-
cation, the "project" as defined by the Bank may

Ensuring that the right technical solutions have been embrace the investment program of the whole sector,
found is a major focus of the work of the appraisal and in any case is closely related to the sector; in agri-
team. It ties in very closely with the economic dimen- culture, which is more diversified and accounts for a
sion of the appraisal. While the Bank has financed a much larger share of the country's economic activity, it
nuclear power plant, exotic transport vehicles such as is more difficult to fit individual projects into a strategy
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What financing is necessary for the project? How large should the Bank loan be, and for
how long? Will consultants be necessary to supervise construction? Will all parts of the
project go out for international tender? Agreement between the borrower and the Bank on
these and the other issues raised during the appraisal is reached during NEGOTIATIONS.

for the sector as a whole, but we are attempting to do commercial appraisal also includes an evaluation of the
so to an increasing extent. market demand for the output of the project, the ade-

quacy of marketing channels, and the supply of raw

Commercial materials, labor, and other resources required for the
project.

The third dimension of the appraisal is the commer-
cial, which is of particular importance to revenue- Financial
earning enterprises. Commercial considerations cover
all arrangements for buying and selling under the proj- The financial dimension is, of course, closely related
ect. The Bank seeks to ensure that the procedures used to the commercial. The review of a revenue-earning
to procure the goods and services required for the proj- enterprise is very comprehensive, covering all the sig-
ect will give the borrower the best value for its money; nificant financial aspects; but for purposes of discussion
in general, this implies the use of international competi- these can be separated into two issues. One is our con-
tive bidding, which I shall refer to again later. The cern that there be sufficient funds for the construction
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of the project. It is not the practice of the Bank or major concern. At times the issue is one of redundant
IDA to lend all the money that is required for a proj- staff, as when a national railway is forced to cut back
ect; we may lend as little as 10 per cent or 20 per its services in the face of road competition, and has to
cent, or as much as 70 per cent or 80 per cent, but work out a schedule for orderly reductions in staff. At
never 100 per cent. times there is an opposite concern that the local staff is

The borrower must therefore provide part of the insufficient, either in number or in quality, to fill key
funds. In large projects, the borrower may not put up positions in the hierarchy, so that external assistance
all of the remainder itself, but may go to other sources has to be provided until local managers can be trained.
of finance such as the national agencies of capital- The proper balance at any particular time between the
exporting countries. An important aspect of the apprai- use of consultants and foreign advisors on the one
sal may be to ensure that there is a financing plan hand, and of local staff and marwgement on the other,
which will make sufficient funds available to construct is a delicate one. Consultation between the borrower
the project on schedule. When the borrower is a govern- and the Bank on key managerial appointments is now a
ment that is known to have difficulty in raising local standard loan provision.
revenues, special arrangements may be proposed, such
as advance appropriations or the earmarking of tax Organizational
proceeds, to secure the necessary funds on time.

The other financial issue is whether the enterprise The last of the six dimensions, the organizational
will be able to meet all its financial obligations when it one, is concerned with the administrative structure of
is in operation. Since we typically lend directly to the the enterprise or agency carrying out the project. A
enterprise that is carrying out the project, we are natu- revenue-earning enterprise that is publicly owned
rally concerned in the first instance that it be able to should, in our view, have an adequate degree of auton-
service its debt to the Bank. But we are also concerned omy to administer its affairs. It should be free from
that it be able to meet all its financial obligations, that political interference and from the rigidity that is some-
it have adequate working capital, and that it generate times inherent in agencies administered directly by the
enough funds from its internal resources to finance a government. So while the degree of autonomy is a
reasonable proportion of its future capital require- principal question examined by the staff member con-
ments. So a detailed review is made of the finance's of cerned with organization, our interest goes beyond this
the enterprise, with projections of the balance sheet, to make sure that the whole internal structure, the
the income statement, and the cash flow. Where the chain of command, the way in which departments are
existing financial accounts are inadequate, a new organized, the flow of decisions, the allocation of
accounting system may have to be established as a responsibilities within the organization are reasonably
condition of Bank lending. efficient.

The financial review often highlights the need to This broader concern applies not only to revenue-
adjust the structure, and particularly the level, of prices earning enterprises, but to any organization to which
charged by the enterprise. Whether or not they are we lend. Thus, a reorganization of the highway depart-
publicly owned, the enterprises financed by the Bank ment has been part of a number of loans or credits for
generally provide basic services and come under close the construction of highways. In our agricultural
public scrutiny. Because it may wish to subsidize the lending, the reform of existing institutions, or the
cost of such services to the consuming public as a establishment of new ones, for example to carry out a
matter of policy, or at times perhaps simply as the line livestock project, is increasingly the rule.
of least resistance, the government may be reluctant to These are some of the principal types of issues that
approve the increases in prices necessary to make the arise in the appraisal process. We are continually
enterprise financially viable. But financial viability is a trying to improve our appraisal procedures and tech-
sine qua non of Bank lending to revenue-earning enter- niques. Systems analysis has been introduced into the
prises, and the question of rate adjustments may prove choice of alternatives. Risk and probability analysis are
to be critical to the appraisal. increasingly employed in the cost-benefit work, to deal

with the uncertainty attached to many of the project
estimates. Shadow prices are being applied where true

Managerial
economic costs are not accurately reflected in market

The fifth dimension of project appraisal is the mana- prices. We also try to keep abreast of new technology
gerial one. Here we are concerned both with the ade- and new techniques to see that they are brought into
quacy of the top management to direct the construction use as rapidly as circumstances warrant. The scope and
of the project and manage it thereafter, and also with content of the appraisal process are thus evolving over
the adequacy of the staffing at all levels of the enter- time, against the background of related developments
prise or organization. In some countries this becomes a in technology, economics, and finance.
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The Bank loan has been approved and signed. The road works must be put out to tender,
and awarded to the lowest evaluated bidder. All the careful planning will be useless if
contractors and consultants do not carry through at every stage, if highway maintenance is
not reorganized on schedule, and adequate local funds provided. The loan includes funds for
feasibility studies of new feeder roads to link the road to an underdeveloped agriculture
area, thus preparing the way for another project cycle. Watching over these and other
matters to ensure that the development objectives of the road are realized makes up the task
of SUPERVISION.

We have described how projects are identified, pre- ments are then converted into legal obligations, set out
pared, and appraised in the field. The appraisal mis- in the loan documents. To illustrate: let us suppose
sion returns, it writes it report, and the report is care- that the revenues of a public utility are insufficient
fully reviewed, and reviewed again within the Bank. because there has been uneconomic pricing of electric-
When it has finally been approved negotiators are ity, and we have agreed with the borrower that, in
invited. order that the utility may earn an adequate rate of

return and to finance a reasonable proportion of its
new investments, prices must be increased by, say, 20

NEGOTIATIONS per cent immediately and 10 per cent in two years'
Negotiations are the stage at which the Bank and time. There will be a financial covenant, decided upon

the borrower endeavor to agree on the various meas- during negotiations, which defines the over-all financial
ures that the appraisal report has shown to be neces- objectives of the utility and specifies the necessary rate
sary to ensure the success of the project; these agree- of return and the timing of the rate increases. The

11



managerial, organization, commercial aspects-in fact have agreed on a schedule of progress reports which
all of the issues that have been raised prior to and the borrower is to prepare and which cover such ques-
during the appraisal-are dealt with in the loan docu- tions as the physical execution of the project, its costs,
meats. For example, if it is concluded that a road and, if it is a revenue-earning enterprise, the financial
should have only a gravel surface rather than asphalt status of the borrower. These reports are generally sub-
paving, the project description will stipulate this. If mitted at three-month to six-month intervals, and they
consultants are required in connection with some part may be prepared by the borrower or by its consultants.
of the project, the borrower will agree to recruit and They are reviewed by the Bank staff in Washington,
maintain consultants satisfactory to the Bank. Thus, the same team which has been involved in all the
the negotiations and the drafting of the legal docu- earlier stages of the project cycle, and problems brought
ments are an essential part of the process of ensuring to light by the reports are handled in the first instance
that the findings of the appraisal are translated into by correspondence.
actions that are agreed with the borrower and will be A principal feature of project supervision covers the
implemented on an acceptable schedule. procurement of the goods and services that are

After negotiations, the appraisal report is updated to financed under the loan or credit. One of the most
reflect the agreements reached during negotiations, and important roles of the Bank is to see that this procure-
the revised report, together with related documents, is ment is carried out in accordance with guidelines that
given to the Bank's Executive Directors. If the Execu- have been established for this purpose and that are
tive Directors approve the operation, the loan or credit published in a booklet which is widely circulated.
is then signed in a simple ceremony which marks the These guidelines are designed to ensure that the works
end of one stage of the cycle and the beginning of are contracted or the equipment purchased in the most
another. economical manner. The principal device that has been

developed over a considerable period of time to this
end is international competitive bidding among quali-

SUPERVISION fled contractors or manufacturers. The guidelines give
The final stage in the life cycle of an individual proj- detailed ground rules about how this international com-

ect is its supervision during the period of construction petitive bidding is to take place. Seeing that these rules
and subsequent operation. The puiVose of such super- are observed in practice-and a single loan or credit
vision is to ensure that the project is executed as may involve anywhere from one to several hundred
planned, or modified in the light of changing circum- individual contracts, all of which may have to be
stances, so that the development objectives are reviewed by our staff-becomes a time-consuming job
achieved. and one that we take very seriously. Sometimes it is

Supervision is the least glamorous part of project relatively straightforward and routine; on other occa-
work. Once the ceremony attendant upon the signing sions it becomes a major issue, as, for example, in the
of a loan or credit has passed, the attention of plan- case of a telecommunications or power project where
ners and policymakers shifts to the new projects that orders are being placed in amounts of $5 million, $10
are coming along; this attitude is understandable and it million, or $15 million; and it may come to a very
is reinforced by the fact that many months may elapse close choice among several international suppliers as to
before the "old" project begins to yield tangible results. which is the lowest evaluated bid. I should make it
Nevertheless, supervision is an essential stage in the clear that it is the borrower, not the Bank, that is
project process. It is obvious that however well a proj- responsible for evaluating the tenders or bidding docu-
ect has been identified, prepared, appraised, and nego- ments. The Bank's role is to review the borrower's
tiated, it is only when it is properly executed that the work to make sure that it is done properly and that the
development benefits are realized. Moreover, develop- rules have been observed. Our approval is required
ment is by definition a dynamic process, and the cir- before the contract can be placed. And you can be
cumstances under which the project is implemented sure that, if there is a controversy, it is called to the
may not coincide in all respects with those envisaged at Bank's attention at an early stage.
the time of appraisal. An important part of the super- The tasks that I have been describing so far are the
vision process may therefore be to adapt the project to ones that are done primarily in headquarters. We also
these changing circumstances, and in this sense "super- send sup.rvision missions to the field to see how the
vision" is a misnomer which does not do justice to the project is going forward and what difficulties are being
work involved. It is for these reasons that we have con- encountered in its execution. The frequency of these
cluded that adequate supervision should have first visits varies with the nature of the project. On the
priority in the assignment of project personnel. average, we send a supervision mission every nine

As with all other stages, project supervision takes months to active projects. This is not as often as we
place in a variety of ways. During negotiations we will would like, and we are taking measures to increase the
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frequency of supervision visits. Ideally, if we could get THE CYCLE RE EWE
supervision missions into the field two or three times a
year, we would be able to work more closely with our Summed sqo Ism ar the main points that I
borrowers to deal with problems expeditiously and to beve hied to ma:
see that the project is going forward quickly and achiev- a the reavy smA, but growing number of
ing the best results. In the periodic reviews of our operations in which Ow Word Bank egges each
supervision work some projects (currently about 10 per
cent of the total) are classified in a special "problem" 0 The wide riety of Prqcts for whicb we
category, and these are watched with particular care low or C ;
and receive more frequent visits. te wide Vrety of puft " hy folo in

Supervision is a process of learning by experience. entering the pipeline and moving trough it;
The lessons drawn are used not only to modify the 4 the broadacp of ow haeest from dev-
on-going projects as necessary, but also in the formula- Opment program to sector to individual project;
tion of similar types of projects in the future. In the & the Importemce of project supervison;
supervision process the results of the Bank projects are - . . . . o .. . h.t
thus being continuously evaluated. This is not, in our has grown up between the Bnk, the govern-
view, a substitute for a full-scale review of selected weat and the borrowr at all Ages of the project
projects, once they have been in operation for a
sufficient number of years, to measure their actual
results against the original expectations. The Bank has We have found that to help prepare and execute

completed or has in process several such reviews, and projects that will make a useful contribution to devel-

more are contemplated on a regular schedule. We have opment we must get into the project cycle at the earli-

also collaborated with various outside groups which est stage and remain with it continuously.
have conducted independent studies of Bank projects. Despite the differences that inevitably arise on occa-

The supervision mission has among its tasks the sion when difficult issues must be decided, the relations
review of the preparatory studies of future projects that have developed between the Bank and most of our
included (in "piggyback" fashion) in the loan or credit. borrowers in this continuing process have become quite
It also provides the continuing relation with our bor- good. They have come to appreciate that the Bank has
rowers from which new projects are identified and no ax to grind, that we are in business to assist their
brought forward. In this way, supervision leads to development by lending for well-conceived and exe-
identification and preparation, and the project cycle cuted projects, and that this is our primary, indeed our
renews itself. only, interest in project work.

Warren C. Baum, a citizen of the United States, has been a
member of the staff of the World Bank since 1959, having been
both an economist and a loan officer in the European Department
before becoming the Chief of the then Transportation Division of
the Projects Department. He subsequently served as Deputy
Director of that Department and is now Associate Director, Projects.
He was educated at Columbia University and Harvard University
and received a Ph.D. in economics from the latter institution in
1949. Mr. Baum is the author of The French Economy and the
State and several articles.
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Mr. Chairman:
CH1

I am glad to be here. We in the World Bank always welcome a fra
discussion with engineers, architects and other consultants. The reason
is simple: both we and our clients, the less developed countries, need
you. We need your services. We also need your support and understanding -
not only of our methods and procedures, and the reasons for them, but of
our objectives and how they relate to the hopes we all have for a more
stable, prosperous, and perhaps peaceful world.

The World Bank and its affiliates finance a rather large flow of
exports, both of goods and services, to the low-income countries, chiefly
from the United States, Canada, Europe and Japan. The volume has been
running around $800 million a year, and it is growing. It will continue
to grow until disbursements catch up with rising commitments, which are
already at a level three times that high.

I must emphasize, however, that we are not in business in order to
finance exports. The only purpose for which we exist -- we are a group
of international institutions owned and controlled by 115 member govern-
ments -- is to help our poorer members raise their output and living
standards as fast, as efficiently, as cheaply as possible. Our ultimate
objective is their independence from special assistance, whether from us
or from others. When that is achieved, when all nations can stand solidly
on their own feet, earn their own way and make their full contribution to
world trade while continuing to raise their standards of living, our job
will be done.

Unfortunately, it will be some time before we run out of work. For
many years there will be need for the kinds of special help we and others
provide, including the mobilization and deployment of capital for develop-
ment projects which are beyond the capacity or the concern of private
financial and industrial institutions. Moreover, the need will be greater
over the next several decades, rather than less.

You and your professional colleagues in other countries have a
crucial role to play in the expansion of our activities. This is primar-
ily what I wish to explore with you in the next few minutes.

We can approach this question first from the point of view of the
volume of our lending and expenditures on consultants' services, which
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will give us some inkling of the magnitude of the work to be done;
second, we can look at it in terms of our methods, procedures and expe-
rience in the employment of consultants; and, third, we can explore it
in the light of major trends which are likely to affect the need for and
uses of consultants in coming years.

As for volume, the immediate past offers some guide to the near
future. The last two years have been a period of very rapid growth in
our lending, and even faster growth in the use of consultants, Last year
the volume of our lending was almost exactly twice as large as the average
for the previous five years, just under $2.3 billion, and we expect to
raise the level by 1973 to at least $2.7 billion a year of new lending.

As our lending operations become not only more numerous but also
more complex and diversified, the share of consultants in our expenditure
inevitably expands. In 1968, fees to consultants employed by our borrowers
totaled about $36.5 million, or 3.3 percent of disbursements. In the fol-
lowing year, the amount rose to $43.6 million, and the percentage to about
4.3. In fiscal year 1970, about 6 percent of disbursements were paid out
to consultants on projects, and the dollar amount rose to $56.1 million.

These rather dramatic increases in consultants' fees, both absolutely
and as a percentage, occurred during a period when total disbursements,
unlike commitments,-were virtually stationary at about $1 billion a year.
If such percentages hold as disbursements reach the new level of commit-
ments, it is easy to see that we shall soon be paying out more than $100
million a year for consultants employed by our borrowers.

As you may already be aware, American consulting firms have been
very successful in competing for contracts in connection with the projects
we finance. In the last three fiscal years, well over 40 percent of such
business contracted by our borrowers went to American firms, and in fiscal
1970 the figure was 46 percent. Under the procedures we encourage our
borrowers to employ, all consultants get an even chance to obtain business
under our loans and credits. Furthermore, there is considerable competi-
tion; many other countries, including more and more in the developing
world, have first rate engineers and consulting firms. In these circum-
stances, the American consulting professions can be proud of the record
I have just cited.

Our standards are high, and we insist on them. That is how we have
acquired one of our most valuable assets, a reputation for technical
excellence which helps to maintain the Triple-A rating of our bonds and
our ability to borrow at very favorable rates. In the process we have
relied heavily on consultants for two decades, often requiring their
employment as a condition of our loans. We have always insisted that
consulting firms be selected for their competence to perform the specific
job at hand. Fees are negotiated only after the firm has been chosen on
that basis. We believe this is the best way to assure the high quality
we demand, and the record seems to support this view.
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Let me now describe the three principal ways in which we are involved in
the use of consultants. First, and by far the most important in numbers and
cost, are the consultants our borrowers employ on projects we finance. These
are the only ones I have mentioned up to now, and all the figures I have
quoted apply only to them.

We insist on the employment of outside consultants whenever, in our judg-
ment, the borrower's own technical capabilities are inadequate. Except in
rare cases, for example when the borrower lacks experience and the project
requires knowledge of special engineering techniques available only from a
limited number of firms, the Bank remains carefully aloof from the choice of
a consulting firm. Contrary to a myth which has been popular in engineering
circles and which dies hard, we do not maintain any "list of eligible firms,
nor do we suggest the names of firms to the borrower. The choice is
strictly the borrower's responsibility.

We do, however, retain the right to approve or disapprove the borrower's
choice, solely in terms of the firm's competence for the particular job. We
also insist on the right to review and approve the terms of the firm's
contract, in order to assure, among other things, that it will have sufficient
authority to see that the Bank's money as well as the borrower's is
effectively used.

The second category of consultants with which we are involved consists of
those we employ directly to augment our own staff capabilities. Both the
numbers and the costs are relatively small. During 1970, for example, we
employed 528 individual consultants from 43 countries for a total of about
1,038 man-months, on a wide variety of assignments. More than 40 percent
of this work was performed by American citizens.

Finally, there are the technical assistance projects for which we employ
consultants. These are usually pre-investment studies to lay the groundwork
for future lending. Over the years, about four-fifths of the financing for
this purpose has been provided by the Special Fund of the United Nations
Development Programme (UNDP), since in the U.N. system theirs is the primary
responsibility for such work; when they are not prepared to finance a study
which we feel is essential, however, we finance it ourselves. In the 10 years
to the end of 1970, consultants' contracts let by the Bank for this type of
work averaged about $6.2 million a year. The proportion going to American
firms has varied widely, with an average for the 10 years of a bit more than
32 percent.

The volume of work on pre-investment studies is likely to increase for
some time to come. This likelihood is related to the new trends in develop-
ment, and in our approach to development financing. They are bound to
increase the demand for consultants' services, just as they have doubled the
volume and greatly increased the scope of our lending operations and technical
assistance.
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We are now taking a much more comprehensive view of the development
process. In part this is simply because accumulated knowledge has more fully
illuminated a field which the light of experience had hardly touched 15 or
20 years ago. In part it has been forced upon us by the emergence on the
international scene of several overriding problems.

One of these is the growth of population at a rate unique in history.
Quite apart from its apocalyptic implications, the population explosion has
already made invisible much of the benefit from two decades of massive
development effort. Mr. McNamara seized this nettle when he came to the Bank
nearly three years ago. Starting from scratch, we are now mounting an active
program of lending in this field.

Another massive threat, which came to the world's attention on the wave
of population growth, is famine. Thanks to the so-called "green revolution,"
the actuality has been averted, or at least postponed. But the threat will
remain, unless population growth can be sufficiently reduced or food production
sufficiently increased, or both.

This became inescapably clear in the mid-60s, when the growth of world
population exceeded the increase in food production, and this country's grain
surpluses began to run low. The recognition of potential disaster was
followed by a realignment of development priorities in many countries. The
key role of agriculture was no longer in doubt. Until then, there had been
a tendency to equate development with industrialization and to overlook the
factory's crucial reliance on the farm. Few projects in agriculture were
proposed, and they were limited for the most part to large schemes for
irrigation, flood control, drainage, or the import of farm machinery. Far too
little had been learned, therefore, about the core of the food productivity
problem: how to get adequate credit, new technology and institutional services
to the individual farmer, and how to both teach and persuade him to use them
effectively.

There has been a dramatic change. In the case of the World Bank, in the
last five years we have put more than twice as much into agriculture as in the
previous 19 years; and in the three years ending in mid-1973 we expect to
raise the present level by more than a third, to well over $550 million a year.
Accompanying the increase in volume has been a broadening of our approach,
which now seeks to embrace the agricultural problem as a whole rather than
isolated projects. Irrigation schemes, for example, are considered only as
part of a total setting. Haking water available is not enough. New crops may
have to be introduced, or more intensive methods of cultivation, or even mul-
tiple-cropping. Such changes may require radical shifts in farming practices.
If peasant farmers are to adopt them, agricultural services may have to be
organized and qualified people trained to man them. To handle the anticipated
new production, supporting investments may be necessary in storage and
processing facilities, transport and marketing. The construction of farm-to-
market roads requires a higher priority. Resettlement programs are often
necessary. If full use is to be made of irrigation water, investments must
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be made on the farm, requiring adequate incentives and appropriate credit.
We are now deeply involved in these and other aspects of a pervasive move-
ment directed towards a fundamental transformation of the most retarded
sector in two-thirds of the world.

Two other major problems that have forced themselves on the world's
attention are closely related, both to each other and to trends in population
growth and the lag in food production. These are the massive flood of people
into overcrowded cities, and swiftly-rising rates of unemployment. I cannot
say that we know the answers, but we are trying hard to ask the right
questions. Meanwhile, we have started to act on the knowledge we have. We
are beginning to finance projects to help forestall some of the more serious
consequences of urbanization, and at the same time to diversify production
in both industry and agriculture.

For nearly nine years, we have been financing strategic projects in
education, designed to help our member countries make their investments in
this crucial sector more productive in terms of development needs. In this
field also, both our approach and our role are expanding. Last year in the

Ivory Coast, we financed our first project to test the use of educational
television on a broad scale at the primary level. If successful, this can
have an immense impact in countries where the absolute number of illiterates
continues to rise despite massive investments which have doubled and tripled
school enrollments.

In the last three years, we have increased by about 75 percent the
support we give to development finance companies, which provide both technical
and financial assistance to small and medium-sized private ventures in many
developing countries. Ie have intensified our efforts to help in the
development of tourist facilities in member countries where the potential
for this industry is promising. Even in such traditional fields as trans-
portation we are now considering a wider range of projects such as container
terminals in ports, civil aviation, and pipelines. We have also recognized
the necessity to consider the ecological consequences of development projects,
a matter of increasing concern throughout the world. Every project we
finance is now subject to the scrutiny of qualified ecologists, so that our
borrowers may avoid at least some of the abuses of the environment which have
accompanied development in the past.

Despite all this change, our basic methods and procedures have remained
the same. We look at projects only in the light of the borrowing country's
general economic position and prospects, and we try to choose and to help
borrowers to prepare those with the highest priority in terms of the
country's development.

When we consider financing a specific project, we send out an appraisal
mission to make a thorough examination of all its technical aspects. If
weaknesses are found in policy, organization, administration or technical
capability, we recommend improvements; if necessary and requested by the
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borrower, we provide technical assistance to carry them out. If the mission's
report is favorable and our various internal review committees approve the
project, we invite the Government to send officials who are authorized to
negotiate a Loan Agreement.

Many of the conditions which are common to all such agreements stem
directly or indirectly from our basic law, the Articles of Agreement.
For example, the Articles prohibit the Bank from requiring that the proceeds
of any loan be spent in the territory of a particular member or members.
Consequently international competitive bidding is used whenever possible for
the procurement of equipment and construction which we finance.

As you may be aware, this has been a source of some dissatisfaction in
recent years as the ability of American suppliers and contractors to obtain
business on these terms has diminished. Actually, after falling over a
period of years, the proportion has begun to rise. Two years ago, it was
barely 18 percent. Since then it has climbed steadily, reaching 23 percent
in fiscal year 1970 and more than 24.5 percent in the first half of fiscal
1971. On a cumulative basis, incidentally, procurement of goods and con-
tractors' services in the United States represents about a third of the total
financed by the Bank and IDA. This is approximately the same as the
proportion of American subscriptions and contributions in the total of usable
resources available to the Bank and IDA. Over time, the American share in
Bank procurement has tended to fluctuate with the competitiveness of U.S.
industry in world markets as a whole. Of course, we do not seek to guarantee
that any country will obtain a particular share of the Bank's business; our
procedures are designed to ensure that all countries have a fair and equal
opportunity to compete on the basis of their ability. While we are satisfied
that our procedures achieve this purpose, we periodically examine them from
this point of view and will continue to do so.

In adhering to international competitive bidding, we are mindful of the
responsibility we owe to our clients, to private investors in our bonds, and
to governments which provide resources for IDA. That is to assure the most
economical use of the funds we invest. Long experience, many specific cases,
and special studies of individual countries, demonstrate that international
competitive bidding results in lower cost for equal quality. Quality is no
less important than price, and the quality standards we insist upon are
reflected in specifications which constitute the basis for bidding procedures.
These procedures are normally supervised by consultants employed by our
borrowers, subject to our review.

As you have no doubt sensed from this brief account, important changes
are in the making -- in the volume, scope and complexity of our operations.
By the same token, there will be significant changes in the scope of work to
be performed by consultants, requiring an even broader range of experience
and expertise.

This, however, will be a gradual process. For the foreseeable future,
a large part of our work in terms of volume will continue to be on the
traditional types of projects in public utilities, transport, agriculture,
and industry, with lesser amounts in education, water supply and tourist
facilities. In these and in all fields, your contribution has been invaluable
in the past. I hope and expect that we can count on your continued interest
and cooperation in the future.
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This aricle revises and zpdaoes t o funds are invested in soun4, productive sites and services, water supply and sanita-
orgInay published in the June, 1970 projects which contribute toi the develop- tion, education, population, and nutrition
issue of rnce aMd "Developnit and is ment of the borrowing country's economy has been introduced or expanded greatly.
based on a version that will appear in a as well as to its capacity to repay the loan. Even within the traditional sectors, a
forthcoming edition of the magazine, a The Bank is both a developmental and a similar evolution can be traced: power
quarterly publication of the Inter- financial institution, and each project for projects are now more concerned with
national Monetary Fund And the World which it lends must satisfy both features of the structure of tariffs to promote more
Bank. The author wishes to express his the institution economical use and mass consumption,
appreciation to Messrs. John A. K/np The' numbers of projects and the and with environmental issues; road pro-

contributons tvan d Tak for hr amounts loaned have grown markedly jects give more emphasis to the need for
over recent years. In the early 1950s, the feeder roads to open up new areas, to

the question "What does the World Bank was making fewer than 20 loans a adequate systems of maintenance, and to
' do?" had to be answered in a few year, mostly in Europe and Latin America, appropriate technology for construction;
ds, those words would be: "It lends for totalling about $400 million. In fiscal 1%7 development finance companies are in-

development projects." The Bank's main there were 67 loans, more widely spread creasingly concerned with lending for
business is to lend for specific projects, geographically, totalling $1:1 billion. In the small-scale enterprises.
carefully selected and prepared, fiscal year ending this June, 236 loans were * In terms of pujict desq, greater atten-
thoroughly appraised, closely supervised approved for 74 countries and a total of tion is given in all sectors to income dis-
and systematically evaluated. Since open- $8.4 billion. tribution and employment, impact orUhe
ing its doors in 1946, the Bank and, begin- There has been no less a change in the environment, development of local
ning in 1961, its soft-loan affiliate, the In- character of projects. Bank lending has resources and institutions, training of local
ternational Development Association become increasingly development orien- personnel, and overcoming social and
(IDA), have made some 2,350 develop- ted, in terms of borrowing countries, cultural constraints.
ment loans and credits for a total of more development strategy, sectors of lending, This evolution in the development
than,$58 billion.1Of these, the overwhelm- and project design. orientation - and I would say in the
ing majority, well over 90% have been for * In terms of coudriu. lending has been quality - of Bank lending can be il-
specific projets, such-as schools, crop directed increasingly towards the poor lustrated, at the risk of oversimplification,
production programs, power dams, roads and less-developed- codntries in Asia, by comparing a "typical" loan 6f the 1950s
and fertilizer plants. This concentration on Africa, and Latin America. with a "typica" loan of the mid-'70s. The
project lending derives from the Bank's a In terms of devnopmeut' trapt, the so- 1950 loan would be for power generation
Articles of Agreement, which require that, called "trickle-down" theory, which in a middle-incorie developing country.
except in special circumstances, the Bank assumed that the benefits of growth In a sense it would be an "enclave" pro-
shall lend only for specific projects of would eventually reach the masses of the ject, designed and supervised by foreign
reconstruction or development, poor, has been replacecl'by a more balan- consultants, executed by foreign contrac-

This requirement, intended to avoid ced approach, combining accelerated tors and supplies, and managed with the
some of the unsound practices in inter- growth with a direct attack on poverty help of expatriates. The technical and
national lending in the 19th and early 20th th rough programs to raise the productivity financial viability of the project would be
centuries, is directed at ensuring that Bank and living standards of the rural and urban analyzed, as would be its organization and

poor. management, but little attention would be
I Loans are made by,the Bank at an Interest * In terms of setors, the emphasis has paid to its setting within the energy sector,

rate, adlusted periodIcaffy in relation to its shifted from basic infrastructure (roads, to how the power would be distributed,
coat of borrowing, which is currently 7.9%; railways, power) and industry to a more and to the impact of the level and struc-
IDA provides cred/ts on concessionary terms comprehensive program aimed at growth, ture of tariffs on electricity consumption.

f-#50 Years and a service charge of 3/o% a
oar. The methods ot pro/ed work are*Vn- provision of basic services, and better in- The loan of the 1970s would be for rural

i..' &i the two institutions and in this article come distribution While ifrastructure development in a low-income developing
all --- -. :- Qsnk and to loans apply continues to be important, lending for country. It would provide an integrated
eq~illy to IDA and credfts agriculture and rural development, urban package of goods and services (extension.



credit, marketing, storage, infrastructure, safe to say that, in terms of its size and planning and project generation. The
res art h) to raise the productivity and liv- national and professional diversity, the Bank always makes its own economic
ing standards of the farmers. Existing local Bank's projects staff is unique analysis of.the country, but the character
institutions would be strengthened or new Identification of that analysis is affected by the ex
ones established; local staff would be used The first phase of the cycle is concerned and quality of the country's data base$
as much as possible, with the help of ex- with identifying projects which have a its own economic analysis of the country,
tensive training programs; low-cost design high priority, which appear suitable for but the character of that analysis is affec-
and appropriate technology would be Bank financing and which the Bank, the ted by the extent and quality of the coun-
emphasized, giving greater opportunities government and the borrower2 are in- try's data base and its own economic
for local contractors and sources of sup- terested in considering. In the early years work. Sector analysis might be done by
ply; a built-in system of monitoring and of the Bank, project identification was the Bank itself, or might be carried out
evaluation would help to adjust the pro- done ad hoc, largely in response to through one of the Bank's cooperative
jec as it went forward and to draw lessons proposals by governments and borrowers. programs with a specialized United Na-
for future projects; and attention would Over the years, however, the Bank has en- tions agency, or through studies financed
be paid to cost recovery from the couraged and helped countries to by the United Nations Development
beneficiaries so that the project would be develop their own planning capabilities, Program, bilateral aid programs or a
replicable. and it has also strangthened its own specific provision for studies in a prior

Notwithstanding this record of growth methods of project generation. Economic Bank loan, sometimes called "piggy-
and change, the Bank is still dealing with a and sector analyses provide an un- backing."
relatively small number of projects, each derstanding of the development potential Finally, some projects are brought
of which is quite large; the average loan is of the country and a fremework for forward by private sponsors such as min-
now about $35 million, for a project in- evaluating national and sectoral policies ing and petroleum enterprises seeking to
vestment of $110 million. Bank-financed and problems. They also access the coun- develop new resources. These projects
projects can have an important try's "creditworthiness' for Bank or IDA have to meet the standards described
demonstration effect. It remains no less lending. The analysis provides the basis for above before being regarded as "iden-
important, therefore, that they be of high a continuing dialogue between the Bank tified" from the Bank's poInt of view.
quality in terms of development impaci and the country on an appropriate
and economic, technical and financal development strategy for the economy as Once identified, projects are incor-

soundness. No two projects are alike; each a whole and its major sectors, including porated into a multi-year lending program
has its own history, and tending has to be policy and institutional changes. It is then which forms the basis for the Bank's future

tailored to its circumstances. possible to identify projects which fit into work in the country. In the aggregate,
On the other hand, each project passes and support a coherent development country programs are used for programm-

through a cycle which, with some varia- strategy, which meet sectoral objectives, ing and budgeting the Bank's operations
tons, is common to all. This article will and which both the government and the and for assuring availability of the

discuss the phases of the project cycle - Bank consider suitable. These projects resources necessary to bring each pr*
identification and supervision; and evalua- must also meet a prima facie test of feasibility, forward through the successive phascyl
tion - and the Bank's role in each of i.e., that technical and institutional solu- sy
them. Each phase leads to the next, and tions are likely to be found at costs com- Preparation
the last phases, in turn, produce new pro- mensurate with the expected benefits. After a project has been incorporated
ject approaches and ideas and lead to the Identifying a project which meets these into the lending program, it enters the
identification of new projects, making the requirements is not easy. Knowledge on project pipeline, and an extensive period
cycle self-renewing. which to reach sound judgments may be of close collaboration between the Bank

The Bank's role in the project cycle is lacking. The government and other and the eventual borrower begins. A pro-
performed largely by its projects staff who lending agencies may not share our views ject brief is prepared for each project,
now total about 1,100, drawn from almost on development objectives or sector describing its objectives, identifying prin-
100 nationalities. Projects staff comprise priorities. There may be difficult choices cipal issues, and establishing the timetable
almost three-quarters of all operational regarding the scope of the project (e.g., for its further processing. The preparation
staff and nearly half of all professional staff. should it start with a pilot/experimental phase is difficult to characterize because it
Though there are substantial groups of phase or with a larger but more risky in- depends on the nature of the project, the
economists, financial analysts, and various vestment?). Differences may quickly sur- experience and capability of the
kinds of engineers - civil, mechanical, face on the need for policy or institutional borrower, the knowledge currently
electrical and sanitary, for example - an reforms to achieve the project's objec- available (e.g., whether it is the first loan to
extraordmiary variety of other disciplines is tives. Resolving some of these issues may the sector/borrower or a "repeater"), the
also represented: agronomists, specialists extend well into the preparation stage. sources and availability of financing for
in tropical agriculture, irrigation, soils, In practice, how are projects identified preparation, and the relationships bet-
ground water, agricultural credit, within this context? Both the Bank and the ween the Bank, the government, the
livestock, fisheries, and agro-industry, government are involved, making the borrower and other donors who may be
forecasters, demographers, architects, process complex, and this complexity is involved,
rural and urban sociologists, physicians compounded by the differing capabilities Normally, preparing a project to the ap-
and public health and nutrition experts, of governments for handling economic praisal stage requires a substantial effort
environmentalists, educators, energy extending over one or two years,
specialists, and physical planners. 2 For Bank loans, the borrowvr can be the sometimes longer. Responsibility for

Tvpically, technical specialists come to governmont itseel, a publkc agency or cor- preparation rests with the borrower. At
the Bark in mid-career, after extensive ex- poration, or i private body or corporation pne time the Bank wa reluctant to assist in
perience in their field, some of it in pth edoome t guvemant .obAC d roject preparation a the banker's 'siare mae. oniy fo governments, to proec prprainsnthsanerd&developing countries, and sometimes with , r the entfty ronsibe r iple that such involvement migh -
experience as managers. Projects staff are carrying oit the project. tn thjs article, Judice its objectivity at appraisal. But ex-
expected to have a broad understanding "borrower" refers to tha! entiy, whetner or perience has demonstrated that the Bank
of development judgments. It is probably not it is technically the borrower. must have an active role in ensuring a



timely flow of well-prepared projects. That
role has a number of aspects: making sure
that borrowers with the capability and
resources to prepare projects themselves mental and a financial Inst ion,,

nderstand the Bank's requirements and
andards; helping other borrowers to find po c c s

the financing or technical assistance for
preparation work, and filling gaps in pro- must satisfy both features of the
jects which have been incompletely in-
adequately prepared. I t i

In practice, the Bank rarely does
preparatory work itself, since this would
be a very expensive use of its staff. Excep- population in the area proposed for reset- proper organization, in anticipating andtions are the Bank's Regional Missions in tlement. Verification on the ground would dealing in advance with marketing andEastern and Western Africa which were be followed by more detailed investiga- other problems, usually pays for itselfestablished primarily to supplement the tion of soils and water resources; deter- several times over.
-limited capabilities of governments in mination of the appropriate cropping pat-
those regions to identify and prepare _minto Apphrapipsal copin p
sound projects. tern on the basis of available resources ApprisaI

Finanlnd pe te a aand research knowledge; selection of the As the project takes shape, and studiesFinancial and techicalassistancefo technical package necessary near completion, the project is scheduled
project preparation can be extended in a for increasing crop yields; economic and for appraisal. Appraisal is perhaps the bestnumber of ways. For example, the Bank sociological studies of the people being known phase of project work, in partcan provide special loans for technical settled to determine appropriate systems because of the Bank's direct involvement.assistance or detailed engineering, make of land tenure, extension services, It is a critical stage of the project cycleadvances from a recently established Pro- marketing systems, project management because it is the culmination of thejects Preparation Facility, reimburse the and other institutional arrangements. preparatory work, provides a comprehen-
borrower under the loan in question for Government policies with respect to the sive review of all aspects of the project,
preparatory work done earlier, or frlude cost of inputs and the prices of farm and lays the foundation for implementingfunds for this purse in a loan for products would be studied, as well as project and evaluating it when completed.
another project in the sector. Cooperative levels and methods of cost recovery and Appraisal is solely the Bank's respon-
programs between the Bank and the Food their Impact on the financial position of sibility. It is conducted by Bank staff,and Agriculture Organization of the Un- the beneficiaries and the government. sometimes supplemented by individual
ited Nations, the United Nations A critical element of preparation is iden- consultants. The appraisal mission, whichEducational, Scientific and Cultural tifying and comparing the technical and usually spends three to four weeks in therganization, the World Health Organiza- institutional alternatives for achieving the field, is 'normally composed of a projectlzrn, and the United Nations industrial project's objectives. Most developing economist, appropriate technical

evelopment Organization are also an countries are characterized by abundant specialists, and, for revenue-earning pro-important source of support, as are the and low-cost labor and scarce capital. We jects, a financial analyst. Total staff mayUNDP and bilateral aid programs. While are, therefore, not looking for the most range from three to five, and occasionally
Bank financing must be repaid by the advanced technological solutions but for more. If the preparation has been done
borrower, most of the other assistance is those which are most appropriate to the well, the appraisal can be relatively
provided on a grant basis and hence is es- country's resource endowment and stage straightforward; if not, a subsequent mis-
pecially attractive for borrowers. of development. Though the Bank has sion or missions may be necessary to com-

In providing this help, we must be financed advanced telecommunications plete the job. The appraisal covers four
careful that the project is not perceived as equipment and the most modern con- major aspects of the project - technical,
"the Bank's project" and that the govern- tainer port facilities, we nevertheless con- institutional, economic and financial.
ment and the borrower are deeply in- sider such questions as whether oxen are TechnicaL Since its earliest days, the
volved in its preparation and fully commit- more economical than tractors for crop Bank has given close attention to technical
ted to it. This is more relevant for the cultivation; slum upgrading of sites and aspects to ensure that projects are soundly
newer-style projects than for traditional services more suitable than conventibnal designed, appropriately engineered, and
infrastructure. In the latter there is usually housing as minimum accommodations for follow accepted agronomic, education or
a well-established entity - a power the urban poor; or public standpipes other standards. These matters are all ad-
agency, a highway department, a port more appropriate than house connections dressed during preparation. The appraisal
authority - and its objectives and the for water supply. Preparation, thus, re- mission looks into the technical alter-
ways of achieving them are reasonably quires feasibility studies which identify and natives considered, the solutions
clear. For the newer-style projects these prepare preliminary designs of technical proposed, and the expected results.
conditions often do not exist, yet the com- and institutional alternatives and compare More concretely, technical appraisal is
mitment of the government and the their respective costs and benefit , and concerned with questions of physical
borrower is essential not only for prepara- then go on to a more detailed investiga- scale, layout and location of facilities; the
tion, but, even more, for successful im- tion of the more promising alternatives technology to be used, including types of
plementation. until the most satisfactory solution is finally equipment or processes; the approach to

Preparation must be concerned with worked out. be followed for the provision of services;
the full range of technical, institutional, All this takes time, and the Bank is the realism of the implementation
economic and financial conditions sometimes criticized for the length of time schedule; and the likelihood of achieving
necessary to achieve the project's objec- required to make a loan. But for the coun- the expected levels of output. In a family

'es. For example, a resettlement project tries concerned each project represents a planning project, the technical appraisal
.f)ght require studies based on remote major investment with a long economic might be concerned with the number,
sensing data to locate arable land, life, and the time spent in arriving at the design, and location of maternal and child
transportation corridors, and the present best technical solution, in setting up the health clinics, and the appropriateness of



the delivery services in relation to the These questions are important for land tenure, governmental tax, pricing
needs of the population being served; in traditional project entities - public and subsidy policies, and availability of
highways, with the width and pavement of utilities, railways, ministries of works or public services.
the roads in relation to the expected traf- education - but they are even more im- Whenever the current state of the aj'
fic, the trade-off between initial construc- portant and difficult to answer for the en- permits, projects are subjected to V
tion costs and recurrent costs for main- tities charged with preparing and carrying detailed analysis of their costs and benefits
tenance, and between labor- and capital- out the newer-style projects intended to to the country, the result of which is
intensive methods of construction; in benefit the rural and urban poor. Here, usually expressed as an economic rate of
education, whether the proposed there may be no institutional pattern to return. This analysis often requires the
curriculum and the number and layout of follow, and the entity may have to be solution of difficult problems such as how
classrooms, laboratories, and other designed, organized and staffed de novo. to determine the physical consequences
facilities are suited to the country's Our experience to date has not yielded of the project, and how to value them in
educational needs. any ready-made solutions for putting terms of the devleopment objectives of

A critical part of technical appraisal is a together an institution which can effec- the country. Over the years, the Bank has
review of the cost estimates, and the tively and economically deliver goods and kept in closest touch with progress in the
engineering or other data on which they services to large numbers of people - methodology of economic appraisal.
are based, to determine whether they are who are often in remote areas and outside "Shadow" prices are used routinely when
accurate within an acceptable margin and the ordinary ambit of government -and true economic values of costs or benefits
whether allowances for physical con- which can motivate them and change are not reflected in market prices as a
tingencies and expected price increases their behavior. result of various distortions, such as trade
during implementation are adequate. The Of all the aspects of a project, institution restrictions, taxes or subsidies. These
technical appraisal also reviews proposed building is perhaps the most difficult to "shadow" price adjustments are made
procurement arrangements to make sure come to grips with. This is in part because most frequently in the exchange rate and
that the Bank's requirements are met. its success depends so much on un- labor costs used in the calculations. The
Procedures for obtaining engineering, derstanding the cultural environment. We distribution of the benefits of the project
architectural or other professional services have come to recognize the need for a and its fiscal impact are considered
are examined. In addition, technical ap- continuing re-examination of institutional carefully, and the use of "social" prices to
praisal is concerned with estimating the arrangements, an openness to new ideas, give proper weight in the cost-benefit
costs of operating project facilities and ser- and a willingness to adopt a long-term ap- analysis to the government's objectives of
vices and with the availability of necessary proach which may spread over several improved income distrubution and in-
raw materials or other inputs. The poten- projects. creased public savings is passing through
tial impact of the project on the human Economic. The cost-benefit analysis of an experimental phase. Since the es-
and physical environment is examined, to alternative project designs serves to select timates of future costs and benefits are
make sure that any adverse effects will be the one which contributes most to the subject to substantial margins of error, a
controlled or minimized. development objectives of the country. analysis is always made of the sensitivity

institutional. In the Bank's current ter- This analysis will normally have been done the rate of return to variations in some d?
minology, "institution building" has in successive stages during project the key assumptions; in less frequent cases
become perhaps the most important pur- preparation, but appraisal is the point at of major uncertainty, a risk-probability
pose of Bank lending. By this is meant that which the final review and assessment are analysis is also carried out. The optimal
the transfer of financial resources and the made. It is the logical outcome of the timing of the investment is tested in rela-
construction of physical facilities, however process which starts with initial identifica- tion to the first year's benefits. When the
valuable in their own right, are less impor- tion, which, as already mentioned, aims to Bank provides funds to intermediate agen-
rant in the long run that the creation of a select projects in the context of sectoral cies (development finance companies,
sound and viable "institution," interpreted priorities and their contribution to a agricultural credit institutions) for on-
in its broadest sense to cover not only the national development strategy. lending to smaller operations, or in the
borrowing entity itself, its organization, Economic appraisal, therefore, studies case of sector lending, the agencies' own
management, staffing, policies and the project in its sectoral setting. The in- appraisal methods must be acceptable.
procedures, but also the whole array of vestment program for the sector, the Some of the elements of project costs
government policies which condition the strength and weaknesses of secotral in- and benefits, such as pollution control, or
environment in which it operates. stitutions, and key government policies better health or education, or manpower

Experience indicates that insufficient at- are all examined. In transportation, each training, may defy quantification; in other
tention to the institutional aspects of a appraisal considers the transportation projects, for example, electric power or
project leads to problems during its im- system as a whole and its contribution to telecommunications, It may be necessary
plementation and operation. Institutional the country's economic development. A to use proxies, such as revenues, which do
appraisal must, therefore, address a host of highway appraisal examines the not fully measure the value of the service
questions, such as the following: relationship with competing modes of to the economy. In some cases it is possi-

" is the entity properly organized to transport such as railways. Transport ble to assess alternative solutions having
do the job and, if not, should a policies throughout the sector are the same benefits and select the least cost
new entity be established or the reviewed and changes recommended for solution. In other cases, for example
present one reorganized? example, in any regulatory practices which education, alternatives are likely to involve

* Is management adequate to its distort the allocatin of traffic. In education, different benefits as well as different costs,
tasks and, if not, how can it be power, and telecommunications, the and a qualitative assessment must suffice.
strengthened? "project" as defined by the Bank may em- I should like to stress two points in this

- Are local capabilities being used brace the investment program of the connection. One is that, whether
effectively and how can they be whole sector. In agriculture, which is more qualitative or quantitative, the econonj'r
dpveloned at all levels through diversified and accounts for a much larger analysis always aims at assessing the cJ
training or other programs? share of a developing country's economic tribution of the project to the develop-

. Are policy or institutional changes activity, it is more difficult to formulate a ment objectives of the country; this
required outside the entity to comprehensive strategy for the sector, but remains the basic criterion for project
at ieve project objectives? attention is given to sectoral issues such as selection and appraisal. And second, that



while greater concern with the dis- enterprises, and the question of rate ad- process to correct flaws which might
tributional effects of projects relfects justments may be critical to the appraisal otherwise have led to its rejection.
broader objectives of development, it and subsequent implementation. Nod s an Board Preadon
?oes not mean that the Bank has lowered Financial appraisal is also concerned Negotiations are the stage at which the

. standards of appraisal. Whether "old" with recovering investment and operating Bank and the borrower endeavor to agree
style or "new" every project must have a costs from project beneficiaries. for an on the measures necessary to ensure the
satisfactory economic return, a standard irrigation project, the Bank normally ex- success of the project; these agreements
which we believe serves the best interests pects farmers to pay, over time and out of are then converted into legal obligations,
of both the country and the Bank. their increased production, all of the set out in the loan documents. We may

Financial Financial appraisal has several operating costs and at least a substantial have agreed with a public utility borrower
purposes. One is to ensure that there are part of the capital costs. Actual recovery in that, in order to earn an adequate rate of
sufficient funds to cover the costs of im- each case takes account of the income return, and finance a reasonable propor-
plementing the project. The Bank does position of the beneficiaries, and of prac- tion of its investments, prices must be in-
not normally lend for all project costs; tical problems such as the difficulties of creased by, say, 20% immediately and
typically it finances the foreign exchange administering a particular system of 10% in two years time.
costs and expects the borrower or the charges or of levying higher charges on A financial covenant, agreed upon dur-
government to meet some or all of the Bank-financed projects than are collected ing negotiations, will define the overall
local costs. In addition, other co-financiers elsewhere. The Bank's policy, thus, tries to financial objectives and specify the
such as the European Development Fund, strike a balance between the need to use necessary rate or return and the timing of
the several Arab funds, the regional scarce resources efficiently, considerations the initial rate increase. If a new project
development banks, bilateral aid agen- of equity, and the need to generate ad- unit must be set up to administer the pro-
cies, and a growing number of commer- ditional funds to replicate the project to ject or to coordinate activities of the
cial banks, join to an increasing extent in reach the larger numbers of potential various ministries involved, the loan docu-
co-financing projects which, in many in- beneficiaries. costs can be recovered in a ments will specify when and how it is to be
stances, are appraised and supervised by variety of ways - by charges for irrigated established and staffed. In fact, all of the
the Bank. Therefore, an important aspect water, by general taxation, or by requiring principal issues that have been raised prior
of appraisal is to ensure that there is a farmers to sell their crops to a government to and during appraisal are dealt with in
financing plan which will make funds marketing agency at controlled prices the loan docunents. Thus, the drafting
available to implement the project on Some countries have been applying lower and negotiation of the legal documents
schedule. When funds are to be provided standards of cost recovery than recom- are an essential part of the process of en-
by a government known to have difficulty mended by the Bank; thus, arriving at a suring that the borrower and the Bank are
in raising local revenues, special arrange- common judgment on what is desirable in agreement, not only on the broad ob-
ments may be proposed, such as advance and practicable can be one of the more jectives of the project but also on the

propriations to a revolving fund or the difficult aspects of the appraisal and subse- specific actions necessary to achieve them
Fmarking of tax proceeds. quent negotiation, and the detailed schedule for project im-
For a revenue-producing enterprise, Similar issues arise in connection with plementation.

financial appraisal is also concerned with the interest rates charged to sub- Negotiations are a process of give and
its financial viability. Will it be able to meet borrowers or ultimate beneficiaries when take, on both sides of the table. The slank,
all its financial obligations, including debt Bank funds are provided for industrial or for its part, must learn to adapt its general
service to the Bank; will it have adequate agricultural credit. To ensure efficient use policies to what can reasonably be accom-
working capital; will it be able to generate of scarce capital, the Bank believes that the plished in the particular setting of the pro-
funds from internal resources to earn a interest charges to beneficiaries should ject, sector, and country. The borrower,'
reasonable return on its assets and make a generally reflect the opportunity cost of for its part, must recognize that the Bank's
satisfactory contribution to Its future money in the economy. But interest rates advice is generally based on professional
capital requirements? The finances of the are often subsidized, and the rate of in- expertise and worldwide experience, and
enterprise are closely reviewed through flation may even exceed the interest rate. that the Bank's requirement that its funds
projections of the balance sheet, income In countries with rapid inflation, a system be invested wisely is compatible with the
statement and cash flow. Where financial of indexed rates is sometimes followed. As best interest of the project. Despite the
accounts are inadequate, a new ac- in the case of cost recovery, the ap- differences that inevitably arise when dif-
counting system may be established with propriate level of interest rates may be a ficult issues must be resolved, the relations
technical assistance provided by the loan. contentions issue. The Bank may have to that have developed over time between
Additional safeguards of financial integrity set its sights on a long-term goal, recogniz- the Bank and its borrowers at this and
may include debt-equity ratios or limita- ing that it will take time to bring about other stages of the project cycle are
tions on additional long-term borrowing. what may be far-reaching changes in generally very good. Bank staff have

The financial review often highlights the financial policy. This may be particularly so become more aware of and sensitive to
need to adjust the level and structure of when the government is seeking to con- local conditions which are critical to the
prices charged by the enterprise. trol interest rates and other prices as part successful outcome of a project.
Whether or not they are publicly owned, of an anti-inflationary program. Borrowers have come to appreciate that
enterprises financed by the Bank generally The appraisal mission prepares a report the Bank's approach is professional and
provide basic services and come under which sets forth its findings and makes objective, that we are in business to lend
close public scrutiny. Because the govern- recommendations for the terms and con- for well-conceived and well-executed
ment wishes to subsidize such services to ditions on th- ioan. This report is drafted projects, and that this is, indeed, our only
the consuming public as a matter of and redrafted, and carefully reviewed, interest in project work.
policy, or perhaps simply as the line of before the loan operation is approved by After negotiations, the appraisal report,

st resistance, it may be reluctant to ap- maragement for negotiation with the amended to reflect the agreements
( ve the price increases necessary to en- borrower. Because of the Bank's close in- reached during -negotiations, is presented

iltre efficient use of the output of the en- volvement in identification and prepara- to the Bank's Executive Directors,
terprise and to meet its financial objec- tion, appraisal rarely results in rejection of together with a Prsident's Report and the
tives. But adequate prices are a sine qua a project; but it may have been extensively loan documents. If the Executive Directors
non of Bank lending to revenue-earning modified or redesigned during this approve the operation, the loan is then



signed in a simple ceremony which marks identify and deal with problems that arise corded to domestic suppliers, and under
the end of one stage of the cycle and the during implementation. Thus, supervision certain conditions to domestic contrac-
beginning of another. is primarily an exercise in collective tors. Local competitive bidding, or even

After negotiations, the appraisal report, problem solving, and as such is one of the construction by the borrower's oA
amended to reflect the agreements most effective ways in which the Bank forces, may be more economic and /
reached during negotiations, is presented provides technical assistance to its mem- ficient in some of the newer-style projects
to the Bank's Executive Directors, together ber countries. where the works are too small for inter-
with a President's Report and the loan Over the years another objective of national tendering to be appropriate. See~
documents. If the Executive Directors ap- supervision has also emerged as central: ing that the agreed procurement rules are
prove the operation, the loan is then gathering the accumulated experience to observed in practice - and a single loan
signed in a simple ceremony which marks "feed back" into the design and prepara- may involve anywhere from a few to
the end of one stage of the cycle and the tion of future projects and into the im- several hundred individual contracts - is
beginning of another. provement at policies and procedures. a time-consuming job and one that we

Implementation/Supervision Monitoring and evaluation units are now take very seriously. Sometimes it is
The next stage in the life of a project is frequently incorporated, particularly in relatively straightforward and routine; on

its actual implementation over the period the newer-style projects, to gather infor- other occasigns, it becomes a major issue,
of construction and subsequent opera- mation for this purpose. as, for example, in a telecommunications
tion. Implementation is, of course, the Supervision takes place in a variety of or power project when there may be a
responsibility of the borrower, with ways. During ngotiations agreement will very close choice among several inter-
whatever assistance has been agreed upon have been reached on a schedule of national suppliers as to which has made
with the Bank in such forms as progress reports to be submitted by the the lowest evaluated bid on a multimillion
organizational studies, training of staff, ex- borrower. These reports cover the dollar contract. I should make it clear that
patriate managers, or consultants to help physical execution of the project, its costs, the borrower,. not the Bank, is responsible
supervise construction. The Bank's role is the financial status of revenue-earning en- for preparing the specifications and tender
to supervise the project as it is implemen- terprises and information on the evolution documents and evaluating bids. The
ted. of project benefits. Bank's role is to make sure that the

Supervision is the least glamorous part Progress reports are reviewed at head- borrower's work is done properly and the
of project work, but it is in several respects quarters. Problems that surface are dealt guidelines observed, so that Bank funds
the most important. Once the ceremony with by correspondence or in the course may be disbursed for the contract. Any
attendentupon loan signing is over, atten- of the field missions which are sent to controversy concerning the proposed
tion in the country shifts to new projects every project. The frequency of these mis- award is sure to be called promptly to the
that are coming along; this attitude is un- sions is closely tailored to the complexity Bank's attention.
derstandable and it is reinforced by the of the project, the status of its implemen- Evaluation
fact that many months or years may elapse, tation, and the number and nature of While supervision is in part a process of
before the "old" project begins to yield problems encountered. In the periodic in- learning by experience, it is primarily c '
tangible results. Nevertheless, it is obvious ternal reviews of projects under supervi- cerned with that period in the project's r4:
that no matter how well a project has been sion, currently numbering in excess of 1,- when physical components are being con-
identified, prepared, and appraised, its 300, some projects are classified in a structed, equipment purchased and in-
development benefits are realized only special "problem" category. These pro- stalled, and new institutions, programs and
when it has been properly executed. All jects, usually less than 10% of the total, are policies put in place. Once these stages
projects face implementation problems, watched with particular care and may be are complete, and Bank funds fully disbur-
some of which cannot be identified in ad- visited three or four times a year. Methods sed, the level of supervision declines shar-
vance. These problems may stem from dif- have been developed to enhance the ef- ply. During the period of active supervi-
ficulties inherent in the development fectiveness of supervision work, such as sion, attention tends to be focused on the
process, as well as from more specific greater reliance on field office staff to deal problems of the moment. While projects
causes such as changes in the economic with urgent problems, and the use of may be subject to on-going moni,!un-,
and political situation, in project manage- country-level reviews with the govern- and evaluation, the need for a more com-
ment, or even in the weather. As a result, ment when problems arise across the prehensive approach to evaluating project
although the development objectives of a whole spectrum of projects (for example, results has become apparent. Some eight
project generally remain constant, its im- as a result of a financial crisis). An annual years ago such an evaluation system was
plementation path often varies from what review of the supervision portfolio as a established as the most recent (and final)
was envisaged. whole is made to identify major issues of stage in the project cycle.

It is for these reasons that the Bank has implementation and recommend ap- All Bank-financed projects are now sub-
decided that an adequate level of supervi- propriate changes in Bank policies and ject to an ex-po" audit. To ensure its in-
sion should be the first priority in the procedures, dependence and objectivity, this audit is
assignment of project staff. In practice the An important element of project super- the responsibility of an Operations Evalua-
resources devoted to supervision have in- vision concerns procuremnent of goods and tion Department (OED) entirely separate
creased substantially over the years, both works financed under the loan. Procure- from the operating staff of the Bank and
absolutely and relative to other project ment is carried out in accordance with reporting directly to the Executive Direc-
tasks. guidelines, incorporated into every loan tros and the President through a Director

The Bank is required by its Articles of agreement, which are designed to ensure General appointed by the Executive Direc-
Agreement to make arrangements to "en- that the requisite goods and works are tors. While this system ensures full ac-
sure that the proceeds of any loan are procured in the most efficient and countability, it is also designed to mesh
used only for the purposes for which the economical manner. In most cases this ob- closely with and take advantage of the
loan was granted." While this "inspector" jective can best be achieved through in- supervision, regular project staff prepare
or "watchdog" function has been and ternational competitive bidding open to a completion report on each proj,
remains important, the main purpose of qualified contractors or manufacturers at the end of the disbursement peri
supervision is to help ensure that projects from all of the Bank's member countries. These reports are in part an exercise in
achieve their development objectives, and To foster the development of local self-evaluation - which has not preven-
in particular to work with the borrowers to capabilities, a degree of preference is ac- ted them from often being frank and



critical Each report is reviewed by OED, In addition, an annual OED report worthwhile a number of them with ex-
which then prepares a separate audit reviews all project audits. More in-depth pected economic returns similar to or bet-
report; both reports are usually sent to the studies are made of groups of projects ter than estimated at appraisal.

cxecutive Directors. In most cases, the (e.g., all loans to development finance Particularly gratifying is the indication
,.udit is based on a desk review of all companies), special problems (e.g., delays that the Bank's response to the lessons of
materials pertaining to the project but, in loan effectiveness), or a sector in a par- experience is generally positive. Past mis-
whenever necessary, the audit staff under- ticular country (e.g. agriculture projects in takes, of which we have had our share,
takes a field review, sometimes as com- Indonesia). have not often been repeated. Subse-
prehensive as the original appraisal. The The evaluation system is providing a quent projects in a sector have built on
borrower is asked to comment on the gold mine of information, supplementing earlier ones. New approaches, policies
OED audit, and is now being requested to and complementing that provided by the and procedures have been adopted to im-
prepare its own completion report. broader stream of project supervision prove project performance: for example
Furthermore, the Bank is encouraging reports. Some of the findings are sober- the project brief system is helping to
borrowers to establish evaluation systems ing; many are reassuring. Experience in- secure government agreement and com-
to review all their development invest- dicates, for example, that we still have rritmrent to project objectives at an earlier
ments. much to learn about the technologies stage of project design; rural development

Each audit and completion report necessary to bring about sustained in- projects now integrate the provision of all
reestimates the economic rate of return creases in yields of small farmers in rainfed the services, inputs, and basic infrastruc-
on the basis of actual implementation areas, most notably in Sub-Saharan Africa. ture necessary to bring about a sustained
costs and updated information on Problems of cost overruns and delayed increase in small farmers'yields; lending at
operating costs and expected benefits. completion have plagued the implemen- a more advanced stge of project prepara-
They cannot, however, pass a final judg- tation of a number of projects, particularly tion is being introduced to provide more
ment on the success or failure of some in the period following the oil price rises accurate cost estictates and reduce the
projects, whose economic life, with the at- and ensuing worldwide inflation. Many likelihood of cost overruns and im-
tendant operating costs and benefits, ex- projects have changed in scope during plenentation delays. The lessons of of ex-
tends well beyond the end of the disbur- their implementation. Nevertheless, the perience are, thus, being built into the
sement period. A system of further evalua- most recent annual review of OED audits, design and preparation of future projects.
tion at an alter stage of project operation is comprising 109 projects, indicates that in other words, the project cycle is work-
under consideration to fill this gap. over 91% of the investments remain ing as intended.
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