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Central and South American Field Site Selection for TA/UD
Land Use Programming Demonstration in an Intermediate-Sized City

INTRODUCTION

Any decision on the appropriateness of a demonstration city for
application of the TA/UD land use programming project had.to Be made within
the framework of a number of key issues, both developmental and programmatic.
These issues flowed from exploratory research and deveTOpmentvwork on the
project and subsequent review and analysis by TA/UD. Specifically, the
alternatives were evaluated in terms of the following questions.

1. Is the city subject (now or potentially) to increased stress

on its urban structure?

2. Does the city exhibit the characteristics of modernizafion in
its institutions and physical form?

3. "Does a po1iti£a1 climate exist, at both the national and local
level which is supportive of regionally decentralized develop-
ment as well as controlled development efforts on the part of

-~ the city? |

4, Is this political support reflected in coherent programs for
the city's development?

5. With respect to AID's focus on rural development and aQricu]tUré,

is the city a vital node in an important agricultural region?
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6. Is the level of interest in the proposed demonstration sufficient
at the local and national levels to guarantee full commitment |
and support in the implementation of the project. .

7. Is the setting such that the project can be replicated elsewhere

without major alterations in assumptions or substance.

FINDINGS AND CONCLUSIONS

Two candidate cities were examined in detail; Leon in Nicaragua and
Villavicencia in Colombia. As one might expect in subh an:ana]ysi§ there
were more éhades of gray than blacks and whites. We found that the field
situation of both cities clearly fu1f111ed.the first five conditions, as
subsequent sections will demonstrate, so that in the final analysis the |
last two conditions were decisive.

The enthusiasm fér the project at all levels in Nicaragda was such
that the project would be guaranteed considerable initial momentum. This
was less the case in Colombia although there was a clear interest in the
project at the’1oca1 level and at Teast facilitative support at the
national level. In addition, we concluded that the Nicaraguan situation
wou]d be more easily replicable elsewhere. Colombia is highly regionalized,
and its urban systems and supporting institutions are extremely complex.
The urban development skill levels in Colombia are higher than most LDC's

so that potential for replication outside of Colombia would be limited.
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The Colombia situation suggests an approach different from the modei
originally contemplated for this project. An alternative approach which
might be explored is proposed in the Colombia section of thig report, -

For all of these reasons, the decision was made to initiate the
project this fiscal year in Leon, Nicaragua. The potential fbr developing
a different model for Colombia that also could be appropriate for ofher
more advanced LDC's should be the subject of further consideration and
poésib]e’funding in FY 1976. It is entirely possibie that expertise gained

during éqch a pfoject could be transferred to other countries by Colombians.
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NICARAGUA

While by most standards Nicaragua is a small country both in size -—
almost equal {n area’ to Iowa -- and population, it is physically the largest
of the Central American Republics. Growing at more than 3.0% per year,
its population of two million people is concentrated for thelmost part on
the more fertile west coast of the country. Like many Latin American
countries it is not densely populated and is characterized by large land
holdings, even on the more populous west coast.

Nicarégua is a very mountainous country which helps to account for its
highly varied climate and soil conditions énd for its skewed pattern of
population settlement. The west coast consists of a range of volcanic
" mountains whose alluvial soils form avrich and sometimes incredibly deep
top soil. This is the region which was colonized origina11y; and its good
conditions for agriculture have caused it to remain the center of economic

.
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| activity and settlement, Two huge lakes, Lake Managua and Lake.Nicaragua,
share with the Mountains and the Pacific ocean the dominance of the West
Coast and add to its overall attractiveness for Nicaraguans,

The center of the country is very sparsely popu]atéd, and censists
almost entirely of fugged forested mountains. Low 1y1ng'§avannah, swamps,
and marshland characterize the eastern portion of the country and this too
is almost uninhabited.

~ The system of cities in the west coast region is dominated by the
primacy of Managua with a popu]at&on of neér1y 450,000. The next largest
city is Leon with approximately 70,000 people, followed by Granada with
almost 45;000. Granada is actually a satellite city to the southeast
of Managua, whi]e Leon is about one hour by car on a godd paved road to
the North of Managua and is the principal city in the agriculturally rich
northern west coast.

The beauty and agricultural richness of the west coast is marred
only by its coincidence a{so with a belt of seismic faults. Some of the
most severe of these underlie Managua and caused the total destruction
of its urban cofe in the earthquake of 1972, Tens of thousands of people
were left homeless and jobless. Many fled to other west coast cities
only to drift back to Managua in large numbers in the wake of the disaster.
The total experience has brought about serious consideration of'decentra1iza—

tion and the government is currently in the process of instituting these



policies stepwise., The first priority is deconcentration of Managua %nto
polynucleated . centers and decentralization thfough promofing growth and
development of Managua's satellite cities. The next step is further.
vdecentra1ization, including promoting growth of the system of cities to
Athe North, of which Leon is the most important.

Nicaragua clearly has recovered its spirit, if not its capital city,
and'the enthusiasm of people we encountered during out visit towards the

tasks of rebuilding and redirecting was heartening.

The Organization for Urban Planning and Programming in Nicaragua. The

existingtorganization for urban planning and programming is reflective of
two strong development thrusts that seem vital to GON strategy in both the
short termland over the next five-year plan period: the rebuilding of
metrolitan Nicaragua énd"the decentralization of investment within a regional
deve]opmént framework. The attention to Mawagua is a traditional aspect

of urban development in Nicaragua, but increased concern, of course, was
pfecipitated by the earthquake of 1972. The commitment to regfona] develop-
ment appears to flow from several sourcés: the desire to increase agricultural
productivity and thereby the level of exports; the desire to spread the
fruits of development to those areas which often have taken second place

to Managua; the view that integrated regional development will -serve both

the purposes of increased productivity and natural integration.
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;The constellation of planning agencies that are responsible for

carrying out government policy is not unlike that which is found in other

‘countries of Latin America. A ndtiona]_p]anning agency, Oficina Nacional

de Planificacion, (ONP) deals with overall economic strategy'in(a now

familiar sectoral approach; a research ahd“plahhinérUhifﬂ(CATASTRO) of the

Ministerio Economica Industria y Comercio is concerned with regional de-

velopment and decentralization; the newly created Viceministerio de

Planificacion Urbana (VIMPU) is specifically charged with planning for the

reconstruction of Manaqua, but interprets its mandate within a regional

context;.

The Vice Ministry for Urban Planning (VIMPU). While each of these agencies |

wi]]_be»impoftant to the purposes of the TA/UD land use programming process,
it is VIMPU which is most attractive as the national level backstopping
organization that will support the field work in Leon, VIMPU provides a
full rénge of planning, p%ogramming, and development services at the
national level. Organized into four main divisions, VIMPU deals not only
with the broad-planning process, but also is responsible for such detailed
issues on the approval of building plans for new construction in the
Managua areas. VIMPU is supported by USAID through its sector loan to
Nicaragua. Advisors are Tocated in kéy sections of fhe organiiations,

working "shoulder-to-shoulder" with Micaraguan counterparts.
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i VIMPU has focussed on two complimentary objectives in the Managua
fecohstruction process: the "deconcentration" of Managua from a pattern of
grthh emanating from a core to that of a polynucleated urban mass with |
‘threé”major growth areas; and the decentra1izafion,of metroﬁo]itan growth
to sub-centers within the metropolitan regions. This latter effort is the

particular concern of the Seccion Plan Urbano Regional (SPUR). SPUR is

of particular interest to the purposes of the TA/UD project because it
perides the most TogicaT’nitCh for a backstopping effort for Leon.

SPUR 1is staffed with five professionals (as cdmpared with more than
200 proféssiona1s in VIMPU). It is led by an architect/planner who has
been trained in the OAS-sponsored PIAPUR program in Peru. An advisor
provided by USAID works in support of the secfion chief, The section is
re]afive]y new, and méy well grow; the most recent table of orgahizat{On
probosed:by the Section chief 1indicates staffing of twenty-five professionals in
the socia] sciences, architecture, and planning. |

SPUR coordinates its activities with those of the Division de Desarrollo

Regional Y Decentralizacion of CATASTRO by participating in the work of an

inter-agency committee which consists of CATASTRO and SPUR prbfessiona]s.
This committee wés formally established by an exchange of Tetters between
the VIMPU Vice-Minister and the Minister of the Economy. Presently,
CATASTRO is focussed on an analysis of regional resources and in creating
a theoretical framework for the six regions that compose its view of the

nation. (Other agencies suggest that the approgriate number of regions

-
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is something other than six. SPUR uses five for its wqu.) CATASTRO 1is
supported in its work by the OAS, which has provided technical assistance
to the organization; two OAS advisors were among the group which briefed

us on the activities of the organization,

Field Teams for Regional Cities. The proposed table of organization of

\

SPUR includes a unit which would be charged with developing "Planes Locales

de‘Desarro11o Urbano". Briefly stated, this unit would consist of a core
~ group'(p1anner, industrial economist, social planner) which would be located
in'the SPUR office in Managua. In addition, advisdry teams (planner,
architeét; economist) would be located in each of the regional cities of
Masayd; Granada, Jinotepe, and Tipitapa. The field tecams would be attached
to the office of the a1ca1de in each city, would advise and assist in urban
deveiopment affairs, énd would train Tocal staff tovoperate in support of
thela1ca1de. The core group in Managua is envisioned as a backstopping
element which would also rove the field to assist the teams that are in
place in each city. | |

| This regional effort is directed anly to those cifies within the
"metropolitan region" of Managua which appear to offer-opportﬁnities for
implementing a decentralization process. It offers a model , however,
of the way in which support to Leon coqu be organized. The chief of
SPUR and the Vice Ministry of VIMPU expressed strong interest in the
possibility of including Leon as another city which would be the site for

a fifth field team. The terms of reference of ViMPU and SPUR’
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havé}prec]uded such action to date. According to the Vice Ministry, an
operation in Leon would receive the support of all divisions of VIMPU on
an "as needed" basis. '

Clearly tHen, an unusual situation exists in VIMPU., The notion of
support to cities outside of Managua is accepted and an organization for
that purbose has been designed. It could easily be extended to include
Leon; any effort for Leon would be)éubject to support by.the full complement ‘
of professionals within VIMPU. It is difficult to imagine a more fertile
‘fnstitutiona1 setting for the TA/UD‘project. VIMPU c1ear1y meets the need
for a project "home base" which would provide the means for strong support
to work in Leon and equally effective 1iaison with the other government
agencies at the national level.

Qur recommendation, therefore, is that VIMPU should be 1dentifiéd as
the national organization which will host the TA/UD land use programming
project in Leon. ) |

We are #2% aware, however, that the advantages apparent in the VIMPU
situation must be tempered by a hard look at the future and at the way

in which the organization now operates.
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VIMPU: Is It Too Soon?. VIMPU is now in a strong position within the

ministerial structure of government. The devastation caused by the 1972
earthquake rallied the country and the international community for the |
tough job ahead -- rébui]ding Managua. VIMPU was creatéﬁ and has ex-
perienced continuous growth as budgets grew in pace with the national per-
ception of the enormity of the task. VIMPU is not only a planning agency;
it sets standard for buildings, épproveS'designs, inspects construction |
and package development projects for other public and private sector
organization. As measured by its terms of reference, VIMPU is & powerfu1
- entity within government.

| Its.power and status has been enhanced by the USAID commitment to it.
While ﬁt‘recgives only a small part 6fvsector Toan funds, it effectively
sets forth the framework for disbursément of funds to capital pfojeqts,
bbth those funded internationally and nationally. The fobus on VIMPU is
understandable to a great degree. Managua, the capital, is a source of
pride for Nicaraguans; only the best efforts in its reconstruction will do.
On a more pragmatic level, Managua has been the centroid of development
investment in the past; the‘destruction of the city was synonymous with‘
the destruction of much of the nation's productive capacity; rebuilding;

therefore, is viewed as being all the more 1mportdnt.;
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The point here is that resources have been poured into VIMPU,.which
has been viewed as an organization that is crucial to the success of
reconstruction and decentralization. It must deliver Wel] planned, im-
plementable projects on a fast-track schedule if it is to maintain its
~ position. Ve have'not heard any serious criticism of VIMPU, and take this

as suggestive that its power and authority are still Strong. Other
ministries who have had segments of their budgets diverted to the purposes
of VIMPU, however, could be in a good position to argué for a diminution 
of this authority if these critical development projects are not delivered.
Similarly, the effectiveness of VIMPU thus far has been enhanced by

technical advisors. VIMPU is not alone in this respect, since other
government aéencies haYe benefited from international support since the
earthquake. The crucial issue here is whether the present momentum of
VIMPU activities can be continuéd upon the phasing out of this technical
assistance. The field teams for the cities of Masaya, Granada, Jinotepe
and Tipitapa, Tor example, will on]y go into operation if the sector loan
purposes are interpreted to include decentra]ization at this Tevel.
"Clearly, any continued effort in these cities will be dependent on the
degree of local support (and resources) that can be mustered after

international funds run out. .
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Time will be the ultimate arbiter in any debate about the role ahead
for VIMPU. Our own position is that all major signs now are positive and
that the TA/UD project in Leon could effectively use the presence of the
strongly complementary sector loan and GON commitment to VIMﬁU as a springboard

into a successful demonstratijon for all of Central America.

Public Sector Investment in the leon Area. We have mentioned the existance

of the Oficina Nacional de Planificacion (ONP). It is the organization which

is charged with the task of macro-economic planning and for the identification
of major sectoral efforts during the plan period. The next plan, covering
the years'1975 - 1979, is scheduled for release within the next two or threc
months. We were unable to uncover any deta11ed information that cauld be
used to accufate]y gauge the magnitude of investment in the Leon area over the
" next five years. The Director of'ONP (who is new to the job, having assumed
‘the post only last month)  has termed the national scheme a "rolling
plan", ﬁndicating a fa1r1y'high level of flexibility with regard to invest-
ment priorities year-to-year, with much dependent on the results of the
first year.

| Thus, dgta on the potentfa] for concerted development effort in the
Leon region remains elusive. It is possible, however, to piece together

a broad brush impression of the situation as it migh£ exist during the

next five years or so.
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It 1s important to recognize at the outset that much of the national
investment over the plan period will be centered in Managua, Reconstruction
, will certainly claim a good‘deal, but investment in productive capacity of
the éapftal will also absorb resources as well, Some suggest that at least
40% of national public investment will be located in Managua over the
next five years. Others estimate that this figure could reach as much as
60%. The significant point here is that investment at this level within
the cdpita] will tend to reinforce the historic primacy of Managua within
the nation's urban structure. Public investment of‘this magnitude will
certainTy‘encourage complementary private investment of at least the same |
magnitude; there is also a strong case to be made that an even higher
proportion of private investment will follow the public resources which
©are 1hvested in Managué.

 whi1é the precise level Qf public investment which is projected for
the Leon region cannot be assessed accurately at this writing, some general
indicators as to likely government commitment are readily appafent. Leon
is, of course, the second city of Nicaragua and its firét capital, It
is on the basis of size alone in a position to argue strongly for develop-

ment resources for the city proper and its hinterland,
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But Leon does nqt'stand a]qne; It 1is ﬁhg.]argest city in a three-
city regional cluster: Leon, Chinandega and Corihtog Leon is central to
a large and productive agricultural hinterland. The soil is rich (top
soil in some areas is estimated to have a depth of three metérs) and the
crops are generators of foreign exchange. Chinandega is a cfty having

~ similar economic characteristics; It is a marketing and agricultural
‘processfng city. Some land owner§ in Chinandega have holdings in Leon;
some in Leon have ho]dings in Chinandega. The economic fies are'ihter—
twined, if not the strongest. Corinto is the nation's port and an

"“exit point for the products of the land surrounding Leon and Chinandega.

On the basis of trends in productivity alone, the Leon/Chinandega/
Corinto complex will continue to be éxtremely important to the national
economy. One can expect, therefore; that close attention will be paid to
the needs of the region in regard to increasing this productivity to even
higher Tevels. Two studiqsvof‘regional significance are soon to be under-
taken (and paid for by USAID): The regional transport network will be
evaluated and future needs 1denti%1ed'as part of a nation-wide study; the
port of Corinto will be studied in terms of Tand use_characteriétics as
part of a pre-feasibility study for a possible sector loan., These studies

underscore the importance of the region to the nation's economy,
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The importancé of the region is indicated further by a major
irrigation project that is slated for the Jigaral Municipio. This project,
to bé deveTopéd under the auspices of INBIERNO (the national instituté for
campesino welfare), will result in the creation of a dam at fhe confluence
of two rivers andlin the irrigation of 65,000 mansanas (a mansana is a
area which is approximately 30% smaller than a hectare), The land is
presently unproductive to any significant degree and thus this project
will certainly enhance the importance of the region. Leon is certain to
benefit from the impact of this sudden increase in producitivty, as it will
serve as an important transfer point for shipments to Managua and Corinto

“and for marketing and processing.

In summary, the exact scale and scope of regional investment remain
difficult to assess at this juncture of th? national process of resource
allocation.. A1l indications pqint to continued strengthening ot the Leon
region, however’, because of its importance in the production of foreign
exchange crops. The sfrategic Tocation of the city of Leon as the inter-
vening point between the Corintos/Chinandega axis and Managua suggests an

_even more important.role for Leon within its agricutura] hinterland. For
the purposes of the TA/UD land use programming project then, the regional

setting for the city of Leon is one of dynamism and increased productivity.
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The Setting of Leon. Leon is the second largest city in the céuntry.

With a population of 70,000 it is roughly one-sixth the size of Managua,

It is an old éity, dating back to the 1600's and was the original capital

of Nicaragua. Leon is a cultural and intellectual center.as'home of the
National University and an important agro~industr1a1 center servicing the
richest agricultural region in the country. Lebn and the smaller cities
related to it, principally Chinandega and the Port City of Corinto, are

vital to the agricultural economy of the region which, in turn, is a key

to the economy of the country. The area is a rich producer of cotton, sugar,
cattle, soya, sorghum, bananas and other fruits. In addition it has the
potential for many other kinds of agricultural produce. such as dairy cattle,
peanute, corn, etc.'

Leon is also the site of what is reportedly the only attempt at
"invision" settlement in Nicaragua. whi1elthe attempt was not successful
it is indicative nonethelsss of thé opportunity the city represents within
tﬁe rééion as an alternative to rural or small town life.

There are also sfgns of rapid urbanization and growth of a more con-
~ventional nature. Automobiles,trucks and busses now jam the city's narrow
streets during peak periods. Severage waste and industrfa] effluence have
polluted seriously the two small rivérs that border the city on the South
and north although for many of the city's poor these rivers still serve

as a source of water for the family laundry. Construction of new buildings
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15 proceeding at a rate of about $500,000 per month, and jn the past ten
years the cify has acquired two Targe new schools, a new hospital, a
number of new'processing industries and commercial activities, and a new
common marketplace. The settled area of the city has expanded by at}1east
50% since 1950 and Leon is clearly beginning to take on the appearance and
encounter the problems of a modern agro-industrial city. Moreover, given
the rapid growth of national population (3.5%) and the considerable
agricultural potential of the region, the city of Leon is certain to

continue to grow in size, activity, and importance.

Local Leadership, = Leon's Alcalde, Don Roger Blanden, is reputably

‘one of Nicaragua's most energetic and dynamic Mayors. These qualitiés
were evident. to us in our meeting with him, and appear to be supported by
. the many signs of recent progress in the city and by the_hust]e and bustle
that seems to typify his municipal government staff. He is young,
p011t19a11y astute, and obvioué]y is dedicated to the betterment of his
native éity ("I was born in Leon and will die in Leon. I want only to
make this city a betterfplace to 1ive."). His progressive management is
evidenced in the changes he has brought about in Tlocal governmant, in-
cluding (1) the publication of an Urban Development Code for the city,
reportedly the first of its kind in Nicaragua; (2)‘estab]15hment last

year of a small Office of Urbaﬁism staffed by a volunteer; (3) publication

of handsome annual brochures sharing information on the city's organization,
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budget, growth and development; (4) devé]oping a special project to bring
heavy construction equipment to the city thrﬁugh private financing; and
(5) initiating a one percent tax on construction for use in the city's
development budget. ,

The Mayor was highly receptive to the idea of establishing the land
use programming demonstration project in Leon. He sees it as diﬁect1y
responsive to his own desires to move the planning and development functions --
now primarily situated in Managuq -- down to the Tevel of his city. He
fndicated that if such capacity had existed in Leon in the past, many
projects which have not come to fruition would no doubt be completed or
underway. The project could give the Hayor's fledgling Office of Urbanization
a tremendous 11ft and establish it as an institution with considerable

developmental impact. -

The Planning and Development Function in Leon. A review of the balance sheet

which is included in the Tatest available annual report for Leon ﬂi11

show quickly that Tittle of the cit&'s income is expanded for the purpose of
development. The budgets of Leon have been operating budgets, and the

. city has been dependent on central government for the resources needed to
accommodate new growth and to alleviate deficits in infrastructure, housing,
and social services. This is a pattern which is familiar in city after

city in Latin America.
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But the growth of Leon, especially in these brief years following the
earthquake, has put increased pressure on the full range of urban services;
Problems that were once easily solved by reference to the,cify's Plano
Requlador are now complex enough to warran£ the Alcade's careful attention
to the arguments on all sides. Planning until recently has been considered
a "nice to have" function which was beyond the capacity of the public

(local) purse.

A Plano Regulador was prepared for Leon in 1970. It exists only in

preliminary form, and is based on a series of detailed studies of urban
morphology and potential for expansion. It is primarily a physical plan,
and an idea]ized snapshot of what the city should aspire to in the years
ahead. We did not haQe the time needed to analyse the plan,but were told
that there was no serious attempt to create a planning function in govern-

ment in 1970. The fee for the Plano Regu1ador was paid from the Leon

treasury, out of a now non-existent reserve.
Two points here are important, for they underscore the dynamism of

. the Leon situation. The Plano Regulador was not tied to the process of

implementation, as is usual in planning efforts of this kind. Further,
a single "one-shot" plan was thought to be adequate for the needs of the
city. By 1975, the situation had changed drastically; both continuous

planning and implementation are very much on the Alcade's mind.

4
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A new Officino Urbanismo has been added to the table of organization

of Leon. This office is small, embryonic, susceptible to growth and change.
It is headed by a (volunteer and unpaid) engineer and sthffquwith two
building inspectors and a secretary. It does not contain a professional
planning staff, but is the best that the Alcalde can do within the constraints
'imposed by the municipal budget. - It is more than is possible in most
municipalities, and it is significaht because its establishment reflects
the concern of Leon's most important po]itiba] leader for the process of
.ufban development. | A
In addition the Alcalde has voiced some concern with the development

response to the needs of Leon, in terms of the scale of resources that flow
from the central 1eve1 and the pace of development of each project. While
it was not possible to trace the sequence of events that led to the‘current
situation, one thing is clear: the Alcalde would 1ike more development re-
sources placed at the local level for‘1oca1 disposition. He is not at all
sure that this is possible and would certainly be receptive to any assistance
that would serve the purposes of more rapid and effective development.

“While the political climate at the Tocal level is certainly one which
would be receptive to the TA/UD project, it is important to recognize at
the outset that the Alcalde 1; a produét of a system which often views
planning as a process leading to a map and development as a process to be

controlled by regulation. In fact, Leon has a "Reglamento de Urbanismo

para Ta Municipalidad de Leon" which controls subdivisions, uﬁe and

~
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construction. One objectiye.of the TA/UD Tand use programniné pfdcess, there-
fore, must be to establish a new view of urban deve]opmeﬁt which transcends
that of urban design and negative controls alcne.

In summary the Leon situatibn is fertile in the creatioa of the
(potential) planning function at the local level and commendable in terms

of the political concern with the flow of develcpment resources at a more

- rapid pace. It is certainly a fertile ground for the TA/UD project.
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COLOMBIA

It is relatively simple to draw marked contrasts between the urban
structure of Colombia and Nicaragua and between the response of government
to the existing structure and its development potential. Colombia is,
after all, a much\]arger country both in terms of Tand area and population.
According to the 1973 census, Co16mb1a had a population of more than
- twenty-three million people. Bogbta, its capital, has a population of
approximately three million, or more than the total popu1ation of the
éountry’of-Nicaragua. Capita1 cities aside, Colombia has fifteeﬁ cities
“with popu1étions which exceed 100,000; Nicaragua has none.

But for all of the differences in}urban scale, and in the regicnali-
zation of cities within the country,ACo1omb1a still provides several
attractive alternate settings for the TA/UD Tand use programming project.
' Identifying the "right" city invCo1omb1a is a particularly difficult task,
however, because of the cgmp]exity of the national urban situation and |
therefore, the existence of many variables which must necessarily affect
the decision process. OQur task vas simplified somewhat through discussions
with urban development professionals in both the private sector and
government. From a field of twehty—six possibilities (which represent
cities ranging in size from 50,000 to 350,000 popu1ation) our choice on
the basis of a target population of approximately 100,000 was narrowed

to eleven. Further analysis which considered the role of these cities

L
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with regard to the growth potential of an agricultural hinterland further
narrowed the choice to three cities: Monteria, Valledupar and Vi]]avicencia.
For reasons that will become apparent in subsequent paragraphs, Villavicencia

was chosen as the most appropriate potential location for the TA/UD project.

Organization for Urban Planning and Programming in Colombia. Like Colombia's

.urbdn structure, the existing organization for planning and programming is
complex and wide-ranging, dealing with urban development at all levels of
_’government. The GON Has accepted the prinéipa] of national p]anﬁing, for
- example, with enthusiasm; some observers cite Colombia as the first country
in Latin America to produce an economic development plan of the type
envisioned by the Charter of Punta del Este. |

The Departamento AdministrativoNacional de Planeacion (DNP) is the

nétional planning agency which reports to the President of the Republic
and which is responsible for creating overall economic growth strategie§
and targets. This agency.is responsible for coordinating the'development
proposal of the various Ministries of government and for evaluating de-
velopment program and project implementation. The DNP has had a strong
interest in urban and regional development for some time and has viewed

the processes of urban growth and change as critical to a national strategy

for development. Within DNP, a planning unit "Unidad de Desarrollo Regional

of Urbano (UDRU} is responsible for establishing the urban framework for
national planning. We shall return to the work of UDRU in the next section

of this report.
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Almost all of the other ministries of government have deve]bpment
planning and programming functions which lead to investmént in urban areas.
In a 1971 study by the Ford Foundation, nine ministries are Tisted as
having programs which bear on the issues of urban housing, i&frastructure,
economic and soci&] development, and on regional development as well.
Each'of these Ministries has within its organization one or more autonomous
agencies which deal with urban-related issues. The Ford Foundation count
of the autonomous agencies'is 31.- There are in addition ten institutes
for regional development, and, of course, the degarfments and municipio
bodies which also create urban plans, programs or projects. The purpose
of this broad and incomplete inventory is to suggest that the r{chness of
the urban structure of Colombia is fully reflected by the number of govern-
ment bodies that have fesponsibi]ity for sgme aspect of Urban development.

But sheer number does not measure effectiveness. Some observers have
been gritical of the level'of coordination that is possible with such a
large number of operating agencies; some would suggest that efforts of one
agency are often counterproductive tothose of others. The value and problems
“inherent in coordinafion need no further discussion here. More impdrtant
is the issue of scarce human resources. Colombia has thirty cities with
populations of more than 50,000; when the census definition (an urban

center is any place which is headquarters of a municipio, regardless of

4
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size; this includes settlements with as few as 1;500 people) is used, the
number of "urbanf centers explodes to more than 900. Clearly, not all
agenéies can frame programs for all "urban" centers simply because they
do not have the staff to do so. Further, the proliferation of agencies
at the national level (some often created ad hoc to fill an {nmediate
need) spreads thin the professional resources of the nation, and provides
aftractive alternatives to those who might otherwise 1ive and work in

the smaller cities of Colombia.

The Unidad de Desarrollo Regional of Urban (UDRU).  This unit

fs gtaffgd with thirtv professionals who are generally
responsible for bringing a spafia] component to the national plans of
Colombia. ‘UDRU is one of eight staff‘units that actually perform the
planning work of DNP. -

Urban and regional deve]opmént stfategies have been ﬁmportant
compdnents of the national plan of Colombia for some time. Under the
last nétiona] administration, the planners were concerned particularly
with a strategy for decentra]ization’of investment to intermediate-sized
cities so as to provide impetus to the process of development within
the then nine regions of the country. Strategies often are modified with
shifts in political leadership, and now UDRU has taken é slightly different
tack in its current thinking with regard to the urban structuré of the

nation.
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Bfoadly speaking, thg currgnthemphasis 1s on the development of fnew
towns-in-towns" for the large cities so as to capture incﬁeases in land
value, create employment, and thereby increase effective demand for the
products of the agricultural sector. For intermediate cities, the scale
of development envisioned is more modest, generally consisting of large
integrated projects. For the smaller cities, emphasis is placed on en-
vironmental improvement through the installation of public infrastructure.

The point here is that UDRU plays an important role in refining
" economic theory to the point where sectoral investment is given a spatial
(kegionq1) dimension. UDRU does not focus on the grand strategies for
deve]bpméht alone. Its staff is vitally concerned with detailed urban
p]anniﬁg, particularly of the intermediate and large cities. UDRU does
not provide éomprehensive planning services for these urban centers, but
dqes pfovide encouragement to municip;ﬂ administration to commission such

services.

Field Teams for Regional Cities. We have chosen to duplicate this title,

which originally appeared in the part of this report deé]ing with Nicaragua.
UDRU does not actually have a schemé for providing field teams to regional
cities, at least not on the scale envisioned in Nicaragua. UDRU does, however,
~have a field team of five professionals‘staff members who serve as a

roving advisory body to municipalities, especially the smaller manicipalities

which have no professional urbanists.
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The point here is that the Nicaraguan scheme -- ambitions,.creative,
comprehensive .and tﬁerefore attractive -~ is a paper plan which must
await resources so that it can be staffed and the field teams put in place.
In contrast, the resources available to UDRU permit coverage of the country
by one professioné1 team. Fortunately, Colombia's municipal entities are
often staffed with urbanists who maintain day-to-day contact with the
problems at hand and in these cases need a§sistance in only special
circumstances. ‘

During discussions with UDRU staff and especially with the mobile
technical assistance group, it became apparent that Monteria, Va]]edupar and
Villavicencia were the‘strongest contenders for the TA/UD project. All |
~are growing ét between 8 and 11 percent annually based on the most current
intercensal data and each one 1is playing a critical role in the development
of & major agricultural region. The Monteria hinterland is becoming an
important rice producing érea whereas traditionally it has been used almost ex-
clusively forcattle and cot&on. The city has a great deal of wealth for
a city of its size and is presently the site of major water and sanitation
" projects geared to helping overcome major flooding and water table problems

associated with its relationship to the river.
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Valledupar is the most rapidly growing city in Colombia at 11% annually.
Its emergence as an important city is a relatively vecent1phenomenon, associated
‘with its location in a rich agricultural regidn producing cotton, cattle
and timber, but also due in large part to its proximity to Vénezue1a. It
is the most important Colombian city close enough to Venezuela to have
substantial overland intercourse with that country.

Villavicensia does not have the special physical problems of Monteria
(water table), nor is itscommerce especially influenced by proximity to
another country. However, it is a gateway to an important Colombian

“agricultural region with vast potential and it has the demographic and
physical characteristics we were seeking. Mofeover,.its political leader-
ship was intact during a time of routine local political resignations re-
quired under a new government. Theﬁe factors, combined with £he Mayor's
recent request to Planeacion for assistance with a new p]an; led us to

select Villavicencia as the site for our field visit.

The Setting of Villevicencia. = Villavicencia has been characterized as a

port city by its Alcalde. If the 1lanos can be likened to a sea, then the
Alcalde is certainly correct in his observation. The 11anos accounts for
almost half of the land was of Colombia. This is cattle country, gently
rolling Tand that is dotted with groupings of trees and scrub bfush.
Although the availability of water is uncertain (some streams have been
knownvto shift locations by miles during the course of a wet Sgason/dry
season/wet ‘stream ccle), irrigation has made possible the cultivation of

other crops: rice, maize, peanuts, soya, etc.
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A1l of the produce of the 1lanos flows to Villavincencia because the
roads of the 1lanos lead there. Much of the produce flows through the
city, however, enroute to Bogota and the other consumer centers of the
nation. Similarly, products from the west fiow to Villavincencia, to be
distributed in the llgggig‘more characteristically, by being sold in the
central market. |

Estimates of the city's population vary; the DNP suggests a total of
82,000 but the Alcalde feels that 130,000 is a more appropriate figure.

The Alcalde, Sr. Vacca, describes a process which accounts for more than
40,000 "floating" population (which were presumably unenumerated in the
1973 census,)These floaters are people who have tried to set up fincas
on the 1lanos and fai}éd;vpeople who Tive in Villavincencia for only part
of the year vhen fhe growing season is over; people who are trying to
strike it rich on the potential of the 1lanos and its trade.

Whatever the correct population figure, the city certainly exhibits
the characteristics of a boom town of America's old west. The streets are.
érowded with cattle traders and cowboys. The most active plaza in turn is
“one created by c1osihg a downtown street; it is Tined with cafes and bars.
The tallest buildings in the city are offices of‘commerc1a1 banks and there
are also two or three é]evator apartmeﬁt blocks. Vi]1avicencia' appears'to
be a male town. We were told that many men came to the city and the 1lanos
to séek their fortune, leaving their families behind. Once settled, these

same men send back for their wives and children. We understand that this

)
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situation has led to a relatively high level of(prostitQtion in the city
but that activity is limited to several zones;boundaries,thaf héve been
informally agreed upon.

In brief, Villavicencia appears to be a somewhat rough and raw town,
trying to keep pace with the impact of new growth and with the development
requirements of the 1lanos. Its hustle and bustle, lack of pretension,
and 1oca1rco1or reflect fully the challenges that the 1lanos presents to

its new settlers.

Public Sector Investment in Villavicencia. Mayor investment in the'city

has been projected for the areas ofhousing, water supply, and road con-
struction. Housing and road projects are underway, as in detailed planning
for a new water supply system.

The Director of ‘the city's planning spaff estimates that approximately
800 dwelling units annually have been constructed with public funds in
recent years. These projects have been financed by Caja Popular and I.C.T.
As expected with projects funded through these entities, the lower income
households cannot generate the effective demand needed to participate in
~the housing program.' Further, new household formation within the city
is approximately 1400 households annually. The gap between public projects

and overall need is currently being bridged by invision and barrios

pirates. It is difficult to gauge whether public programswill be expanded

in the years ahead; nevertheless, it is unlikely that they would be expanded
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to fill all needs. Thus, ]ike the other cities of Colombia, Villavicencia
must come to grips with the problems of low-income shelter in the yeérs
ahead. |

_In the area Qf infrastructure, BID (IDB) has financé& a water supply
master; plan, presumbab]y fn anticipation of providing capital for implementa-
tion. A major problem with the current system is its complete dependence
on the river, which is virtually dry during the summer, thereby sending
a fair measure of mud into the 1n£ake station of the city. A circumferential
road is now under construction. It will cost approximately C $7.5 million,
of which C $2.5 million will be accounted for by transfer frqm central
government agencies. The remaining C $5.0 million will come from local
banks who aré required by law to reserve 8% of assets for investment in local
brojects, with the interest rate to the borrowing entity subsidized by the

central government.

.

Planning in the Meta Department and Villavicencia. According to our

Planeacion counterpart,planning in the Meta Department is regarded as more
.of a professional fuﬁction there now than it had been in the past. This

is evidenced by the youny professionals-that head and staff the two Tocal

planning organiéations, the Planning Office of the Villavicencia Municipality

and the P1ann1n§ Department of Meta in which Villavicencia is the major city.

Moreover, while coordination between the two units is not close or regular,
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they do collaborate on, projects in which there 1s mutual interest. This

is a natural turn of events as Villavicencia plays such a critical role in

the entire region as gateway to the 1lanos. ‘It was described by the

Director of Planning for Meta Department as a two-wayrfuhne1.fhrough which

flow the inputs and outputs of the 1lanos. Moreover, Villavicencia provides
crucial services to the 11anossuéh as banking, government functions, |

storage, processing and marketing.

"Departmental Planning. The Director for Planning in Meta Department is a

young woman recently graduated f;om the Universidad de los Andes as one

"of Colombia's first female Industrial Engineers. She has a professional

staff consisting of an additional industrial engineer, an economist and

a business administration specialist.. When questioned about'séétora1
expertise such as agriculture, she fndicated that the p]anniné staff draws
freely on the staff of other units in the Department, including the

Divisions for Housing, Agriculture, Education, Public Works, and Government.
While she does not seek to deve1op a large bureaucratic unit she would like

to have more analytical capacity built into her staff since much of the

~work of the planning office centers on coordination of the sectoral activities

of the department.
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One such actiyity is the planned road system for the Meta region in
which three major roads will be projected out into the 1lonos =~ two stemming
directly from Villavicencia -- and the road system along the bése of the
mountains will be extended and improved. The plan fﬁr this Systémiglgl

Vial del Meta, was developed by a private fivin under a contract with the

Secretariat for Public Works and the Valorization Office. The plan takes
into account the subfregionaiization of the 11onos into areas with different
potential, resources, and physical characteristics.

The brojected budget for plan implementation over the next twenty years
is one thousand million pesos or approximately thirty three million dollars.
About $1.3 mf11ion of this is available this budget year from comhercia]
bank rédiscount papers évai]ab]e under a special decree requiring banks to
provide a minima1 proportion of their holdings to finance public works
(decree 384). Priority in allocation of these funds will be given to im-
provement of the road system at the base of the mountains becausé of the
importance of this area in rice production. As a footnote, it is interesfing
to note in the historical section of the plan the tremendous growth of the
existing transport system that took place from 1955 to 1970. This coincides

also with the rapid recent population growth of Villavicencia.

LT
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-Other major long-term prqjects contemplated in the department are
ratibna]i;ation of water flow,in the 11anos, reforrestation in the
mouhtains and in the Tlonos (there have been no controls to date), improve-
ment in cattle strains, and development of 1ime production,

Development in the region will be stimulated by tax incentives
(offered since 1973) by the government for projects undertaken in the
"1lanos. This incentive pertains to all of the sparsely settled or lagging
regiohs 0f.CO10mbia- However, much development has taken place in the
region spontaneously. A good example is rice production and drying which
was staftéd by a single family several years ago and has since drawn many
new entrepreneurs to this field.

Long?terﬁ programs are of‘great interest in the planning department but
most of the staff's energies are concentrated on implementation and coordina-

tion in the short term. One modus operandi that would seem to bear promise

in thiS'respect is the newiy initiated strategy of seeking close coordination
with national implementing agencies with the objective of obtaining funds

for financing of the department's priority short-term projects.

Planning in Villavicencia. The planning office of Villavicencia is headed
by an architect who reports directly to the Alcalde on all matters relating

to the plan for urban development of the city. The Alcalde is himself an

4
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architect (the Governor of the Departamento de Meta is an engineer) and

is particularly concerned that the city's growth seems to be outstripping
the 1967 plan which was prepared by consultants from Bogota's University
de Tos Andes.

The Jefe of Planeacion, Gonzalo Cruz, was trained in Bogota, at

University of the Americas. He is assisted by a four-man staff: an engineer,
an economist, a land surveyor, and a draftsman. Accofding to Cruz, his
Officé has major responsibility for the economic and administrative aspects
of development (fulfilled through assisting in municipal budgeting and
schedul%ng of projects) and also for architectural/"urban" control (fulfilled
through a system of building approvals and density standafds.

‘The attémpts at budgeting, scheduling and controlling do not appear to

be as effective as the Alcalde and his planner might wish, for both cited

the rapid growth of barrios pirates and an increase in invasion*attempts ‘
as sevére municipal problems.
The Office of Planeacion coordinates all plans and programs of other

public agencies, such as the local emprasas publicas and the housing banks.

The main guide in this process is the 1967 plan, which both Alcalde and
planning director would like to update. In some aspects, the Los Andas
group missed by a mile. They projected a population growth rate of 4.4%
annually, for example, and the present rate is 7.9%. Still, the 1967
planAdoes provide a core of data and analysis which is useful to the current

planning process.

-
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In summary, the pianning staff 1is young, energetic, and anxious to
make a contribution to the development of their city. : Their lack of
experience doés hamper their activities, particularly when they must
negotiate with more senior professionals in national Tevel ajencies. To a
lTarge extent, thé inexperience which is evident is offset by enthusiasm and
by an intimate knowledge of the growth characteristics and potential of

their city.

" A Technical Assistance Variation for Colombia. There exists in Villavicencia

.an excellent opportunity to demonstrate in Colombia the utility of land

" use prograhming and deve]opmenf at the intermediate (to small) city level.
Indeed, it could be a viable model for other developing countries that are --
Tike Colombié -- large, complex, and High]y urbanized. The critical in-
gfedients are all in place; g;g., a national policy supportive of decentrali-
vation and regionalized urban development, decentralization of national |
government investments to }mp1ement the policy, national and local level
interest in the control and guidance of urban Tand uses, progressive
leadership by a new mayor, a serious need for land use programming

generated by a doubling of the pbpu]ation'ovér the past decade, a

concomitant increase in economic activities almost wholly related to
agriculture, and a newly established planning office with a coré of young
professionals. Villavicenci2@ appears to be moving into a new era in terms

of political leadership, dedication to planning and deve]opmeqt, and

dramatic new and pctential growth.
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However, consideration of imp]gmgnting the project fn Villavicencia
has forced us to consider the special circumstances extant in Colombia.
UnTike most developing countries, it has had a wealth of urban experience
and, owing in large part to a recent preoccupation with urban and regional
development, has created a large cadre of talent and several good university
programs in the field of urban planning and development. The only difficulty
- is that for a variety of reasons ‘the talent is seldom found at the ieve1
of the intermediate city. Moreover, it has yet tokbe demonstrated here that
building a strong land use programming and development capacity is feasible
at this level although its importance clearly is recognized.
Taking these factors into consideration we are proposing that a ' future
~ TA/UD demonstration project be conducted in Colombia and carried out almost
entirely under a prime contract with Colombian urban and regional development
experts. It would be desirable to provide the assistance of a senior
expatriate urban and regional development expert in the early stages to
assist the Colombian contractor in setting up the project, throughout
- the project for occasional consultations as required by the Colombian

contractor, and for project evaluation.
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The TA/UD contract ln CoIombla cauld be let on the basis of competitive
bidding with the Mayor of V11Iav1cenc1a and Planeacion to assist in selection
of a contractor. Scope of work and selection criteria would have to be
spelled out very carefully and c1ear1y to insure a flexible, broad-gauged
approach to the project --'a comgiete departure from the urban design,
master planning approach common in Colombia -~ and a Full unders?anding of
’what is meant conceptually by the term Tand use programming.

The scope of work would resemhle closely that proposed for the
Nicaraguan project except that the core project team already is established
at Villavicencia. It is young and iﬁexperienced and would have to be
ttained on the job and through courses available in Colombia.” No more than
6ne full-time Colombian contract expert would be required to develop over
én eighteen-month to two-year period an effective Tocal capacity for Tand
use programming.

The contractor would be requ{red to perform one additional task that
relates to rapid personnel turnover, a problem which historically has been |
endemic in Colombia. In recognition of this problem about which Planeacion
also expressed considerable concern, we are propos%ng that the po]ombian
contractor prepare a series of "how to" manuals based on the various critical
steps involved in establishing and implementing Tland use programming in
Villavicencia. This would serve the dual purpose of helping ensure the con-

tinuation of the process there as well as aiding in its replication elsewhere



in Colombia and in chgr cquntrigs.
In summafy, the Colombian project would have twq innovatiQe features:
1. The prime contractor would be CoTombian, making it a very effebtive
test of project repiicability in Colombia and in éther countries
at a similar stage of urbanization and development, and
2. The project would create a series of fhow to? manuals based on a
local model, a feature which would help in the institutionalization
of the project locally and aid in its replication elsewhere.
Another factor not to be overfooked is that its cost should be con-
siderab]y‘1ess than the Nicaraguan demonstration which requires an
expatriate prime contractor as well as training outside 6f the country.
Moreover, expertise gained during the project could be transferred to other

countries by Colombians.
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