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ASUM12kTY DESCRIPTION~
 

A reasonably efficient public administration is essential for any count~.y~s

e~conomic. and social-development and for the 
success of AIDV projecLD at lest; those
 
thtrenot totally private sector oriented, The deficiencies of puli ~m
~Iin Peru and the drag -they: have exercised on development has bean videncdthogiok
 
~esoADasitneby delayed and inadequate~p j 'mplemnentatlo
r and by wasling of scarce domestic resources thtough~inefficiencyiI 'additoncpoor~


~administrattoi contributed to the f inancial- crisis -of 1967-68 that initietdap4d>
of-economic stagnation that continues Vo date,, The preent Revolutionary Gvrnetli-,
recognized the-urgent need for public administatn reform by iiicludtng it among-Ats i

proiisadiiitng the ref orri withh ni- first weooks ae't0o 
 ook~ pnwera& 

The ulimnw'Ze objective of AID public administration assistance is efficient,pvofansionatl public administration responsive to the needs of the public it sesveso
The means to this end are the development; of modern, simplifiled, organizations and pr~s.
codureN, particularly for ifinancial and personnel adminisiration; the LTainding of publif.VNpervants In applying the new procedures; and the Introduction of the procedurem tbroughout4
t.he government on a standardized basis. 

AID assisance provided during the first phase of this project made possiblo a V:..thorough analysis of public adminisLTation needs and recommendations for meeting those
neeods and lad to the establishment of an effective institution dedicated to publicaminist:1 atilon training. This phase having boon essentially completed, the project ha*ri3ovad irkLo a second phase involving the development of a new l~egal, organizational, and V ,
pr-ocedural. structure for public administration. During the remaining life of the pr~oJQprimary emphasis Wi.l be given to the completion of so-called "systems"j, consisting
of standardized, governmont-wide regulations, methods,, terminology, etca, for the

functional areas of financial administration, personnel adminitstrationD pr'ocurement and

supply tianagemont, planning and auditing, 

Thie complotion within the scheduled timo frame of the drafting and final approval
r~ bas)v law, regulations, and manuals fux each of those areas and a atatton theapplication of the systemls isconsidered a 
crucial Lost of the GOP#&~ continzued Iton1st:
 
Inpubtic aduiniatration reform. Meeting of this Vest then possibly could lead to a now typo of .TD assistance In the application of the new systems, should the need and y 4~iro fur such assistance exist at that time. (For this purpose a pre'lmiary
propornal (PPP) to being submitted.)


_JD Input-, durini; tlio rotnaindor of the project 
wdill consist of the rymiaestunder 
-/contract, 
 of 5 long-.term advisors# 12-.15 man-months of 'short-tom convstant$'ia ai
 

PmolL amount of participant tr4ining,
 

-'-V '*-J3 
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COotib'~ th c fror1,965 through~ 196?D Gcalgulte l n't ,sL Jr', a 
basn ofthe ONRAP§budget aVfun~ed to~$750,OO0i, (Earlfetorfinancladta ar1;A
 

av4Jlabte) . 4 ESAP scurrenty has an t annal:\ buddgetiof$31,5,000;thb
 
rec forvPubli c Adinistration~In INP dsijidd 6b6,tahd that of the rProp'etya
S apm'roxlmately 120,9y94he
 

eoornpasb thse to1talV.GOP, Input:.netebkoftewrdvtd ,Uis-uual L
 

1 ueranIzatlon 'aad development ne oIs the1 Mr d
of bfzlt Care
 
In the functional areas involved ine'ado%t bhWsgnoral dtl ad cssXanotb
 
aliocatedd>o > ' 'W>q
 

]JSAP r eceived assistance from Vhe LaL1a American Tautituto for. Economic;and Social 
P'lanning (ILPES) Inthe form of 16 Professors providpd'at a cost o 32,QOQ4n 1.969, and( 

j 19 protessots are expeoted to 'be provided In 1970 aeua estimated cs f$420 

Th-Uinhs apptoved a five-year prcogram of assistance to ESAP, scheduled tgvbeft 
/August 1970, At a to-tal of $96408OOp the asaltance will coasisW of 3L 1/2 wany ars 

t;ah ?;a) secvtcos, 1.5 man..yeats of scholars4hip4o and $50,000 wottfr of oquipu~nt8,TDO
 
Peace Corps also provided 2 teachercs to, ESAP In 1969 and Is # recruiting for replaaimn~ets.
 
Th2O has; had the secvices of a UN government finance expert since early 1969 and tIA
 
assstance I-, expected to continue through aY 1970. Theo propertys Lax program boefitS ftv 

* the pis.rl,mo SOLVIIJos of' onte member 'of the OAS/IDU tax assist.ance team,, wiitn is (
schedulod to, co)ntinue at toast through CY 1970. 
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-. S ETTING 01 ENVIRi\MN 

ilms Jvlpn ountries, the public administration systemniPor~ Isa c..lain' infficient. Because of~the key role~tha.t the 4government must play in thelccnmcan oildevelopmnit of the count~ry, 
such a state of affairii
prens a
 

serouobtaleto4.development in gen~eral and to teachievement o most,' If not 611 4AID'obj'ectiveo inPeru. Moreover, the very restrict6ed,resources available f or car Ing~
'out govornuiant activitieas necessitates the m-ost efficient possible-iusorof thoso. rcsourcosparttciilarly in tho sense of financial: management, but also ini tho whol6c general ,area
of pulcadministration, Inadtogas the govornment invtbl nr asItqrolein e ecoubic
: econo life of nra liadtontnvtbl~he ind social tha country and as taxpayers are'expectod to contribu
 
a larger shareo f tlieir i'ncomato pay for government services, there, is a growing rpubliv
A demand for 4an efficient, rfsinlpbi administration responsive to tho needs of
 
those i,,serves.
 

ALID assistance Inattaching this problem, provided since 1962 through a 
contract

with the Institute of Public Administration (IPA,, was Initially directed toward the
7 development of a viable institution which would provide a base for research, advice,.


~9and training, In the field of public administration. This first phase Is cons.idered tc
$~havebeenessentially completed. During this phase, IPA worked primarily. through tho
SNational Office of Public Administration Reform and Tradning (OMTA).
 

ONRAP studies of the existing status of public administration InPeru and research

and recommendat Ions for reform of this administration have formecd thle basis for the

structural reform presently taking place. 
 ONRAP, Itself, has boon reorganized into a nksw
 

'11> Hier School of Public Administration (LSAP), which as its narie implies, wil. concentvrate
7on the training aspects of Its former r.)sponsibilities. It is already effectively ti-aining
someo 
450 civil servants a year In courses of varying duration. Fuuersac ed

wil be wore of an up-dating nature and will be fulfilled by ESAPd and other a~ni Stichas the National Planning Institute (INL'). 

-fhe second phase Into which reform of Peruvian public ndwInIstuatlon has Movcid Is thleIntroduction of now organizations and systems, 
 The first part, Involving principally

a r.oro rational distribution of functional responsibilities among tainistrics, reduction
in the number of decentralized agencies and better Central Government control over thair
policies and budgets, and standardization of the organization of ministries, Is,Well


7underway. 
The second part, which has recently begun, Is related to the *ntroducti ;n of
 
,new so-called "systemIs". These systems consist of Zxaiixxdikzxkin standardized,

K govornmont-.wide methods, regulations, terminology, etc., In functional areas such as~(financial administration, personnel administration, procurement and supply management,,

plannln,, and auditing. 
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te~intodc~o' 

fo ach of the 'areas of aasc~ aw, rgulations' "and ma' uas, a' thi d f na-d
 
paeof the, public administratiOn reform idnto which 'here, will,be aa , as 


n t a4.y the&stmsrquires~hda i ~~p~oa 

o 
aj~~lcalbn o' hesys tems' -throughout the government., 

C. STRATEGY ' '& 2'> ' 

AsWdicat In Lho proceding~,sectilon, AID 'strategy forassistaace In public admI'
 
tro;refrm has been modified:as a results ,of-changing 'ircumistances and, the a~chieve-.~
 

ment 'of; Inta Wlit.v-.as 'was omrycncnr'do'q-er such -ass i~to
single' Institutonand'amed at rosearch'and training ti type of assistance Is'bolng'
 
phas'e~d out'.
 

ESAP? appears to be wellbestablisheds, and,isreceiving good support, ormbothlin LeM 
of financing and cooperation from othebr agencies of the oenet, th'&r~use~n 
'iSor will ~be rae n sitne particularly in th nauren~of thrhand(ishda~ Q 
-fromn other donor agenni"sTh'reforep,further AID assistance to' the schoolIll be
 
temporary and restrictedt the mrinimum 'necessary to assure2'a'high 'standard'of admkii*
 
tration and curriculum and to manItain co'ordination withy other dos,'n beween the
 
sciool andaztua. reform activities being carried'out by the GOP with' AID assistance,
 
\Moreover, It Is not contemplated that AID assistance will beprovidod in thie aroe'if
 
r esearch., except: !icidentally as part' of the servic,es of advisors whose 'pimary funct1or,
 
Isrelated Lo the carrying out of reforms.'
 

LbLi principal focus of AID assistance duripv"the remainder of the, life of the prqot~ 
>will' be the Introduction of new organ Izat-A ons,'a'nd systems, partricularly the latter, 

on uhich the mosr. work remains to be done, _'die degree of emphasis in terms of tho -rol~ 

of &~slstance devoted to spec'ific systems VJ11 depend upon the prliorlty needs of tho G011, 
Az 0il.1 be seen In section E, first prior.ty is being given to financial. admitiigtration 1.~ ~ 
a.g,budgoting,, accounting, and auditingk '"" 

B~oth the focus on reform of organization and systems and tho specific emphasis on 
financial. administratior, represent agreement between the GOP "(In actioms as vold as words)

iand AI with regard to priorities 1" public administration reform. The general focus 
reflects a logical progression from the first phase of the reform inwhich studies 

SIdent1fied the deficiencies of the basic'structure of the public administration system. 
TemphasisMo on financial administration Is derived from the key role of this 'arca in 

~government operations and the highlighting of Its shortomings by the 1967.-68 financial 
' 

>crisi's in which policy errors were compounded by administrative deficiencies# . 

Tt should be noted that toward the end 'of the first phase of AID public administra.Vion 
>ass1stanoe described earlier, a trial effort was made at a different approach' to such Ai 
'assistance. This Involved at,. attempt to Introduce specific rforms, I.o.0 In financial~">U: 

1UNMNSIV'E 

' Y 
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a ersonnel admlistration~ Rinftseected mtnlstries (Agroc)lture­
oher ,J~f6J__ EBiij~ere cntratedv-It was-recognized-at, thie,, time-that; sUch-napo9

Soodchoe made nrecessary by-the' aWi o srng h l eeIGA CI suprtfr a R
.1radradmore f unmntapproach', 

'However, th rsn O amns~ain which Is clearly reforLmmin~ded, has given~
its~full suppiort to a reifmofrganIzational structuire and governmnt;-id, ytems,
Sthus making the preferred strategy possible. InirdUc-tlon of Elhe "new standardized systems,77 into the various _In stires and "agencies'wlll constitute ~a future phase of the reforn, 

4~olowig4~ aJja~rn.'Wh le the I ndiato benefits to , ­m7~ ~1 specific se~o-0u 

-wioeh 'AID 'isinter'ested mighit tlius app'ear to evolve more 'slowly; tha~n uinder the "tPilot 
proJ66t" a'ppbr'ch, ou'exience With the -atter makes IhisUunerain. oroW rbu 
c~hosen st!ategypromises a miuch more lasting Impact on'th'esQ sectors,, as well as'a,greater~
ov'~rall contribution to the broader U.S. iri~orest of ocorimio and 'scial. dev-elopme,nt;, 

D, PLANNED TARGETS RESULTS AND OUTPUTS 

Udmndetr thirs hs of the project, a thorough study and evaluation of public
adIitatx nPr was completed and recorded in nearly 150 studies, two-hirds of
them prepared with the direct assist~ance of IPA advisors. These stuadies form Nie basis
for the structural. reform now being carried out In public administration. 

Fift y-.four Peruvians 4,.h-ve received training in public administration In the U.S.0 
Puerto Rltco, and/or third countries under this project,: nine of-them having received 
log-termn training,, Eighty-.three percent of these ex..particjipant:s continue to work Ini 

'~public 
 administration, and a number of those RRjiRR Lcperformlng key role's lit the .
 

Implementati~'n of the public administration reform received training under the
 
participantprogrlin or at 0NRAP which trained 3,370 persons over- apert.od of, 5 years.

ONRAPOA successor, ESAP, Is currently tr'aining approximnately 450 civil soxyants a year,

and, while no Immediate Increase in enrolment Is planned? i!t Is expecoted to beaviable
 
institutIon without further need for AID assistanoo by t*jo project 9s termination date,
DurinRg the rininder of the project., an additional 10-12 participants are expected to be 
trained In fieldsi related to the present emphasis of AID assistance, 

Prio, to fthe termination of I-he project, assistance being provided 'to the Tax Off ce. 
ofthe 1,11nist.,y of E~conomy and Finance, will have rosulted In establishing an effective­

adui~n),s .rat, vo system for the application of the property tax, crapited for the first: timer
.in Peru In 1968. By' this tlme a property tax assessment audit manual will have boon 
developed, auditors selected and trained, land value maps propared, and audit programs for 
the property tax developed. Over $14 million dollir was collected for the first year
In which the property tax was applied, ancd it Is expected that this amount can be nearly
doubled onco an effective audit program Is in operation. 

U!, -'L\SSIF1E 

F4- '' '­
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1.ieadto"the present priar oc 0ssista ice,- iJsLa',pus' of AID'aay t annd 
b~al:"' . r gu-Iat: iis,- nd nia1ls',ford3 fiv~public- odIVstraci nB 

at e adupply 

plan au Iatning)wit be completed during the, remaining tm span of the prddo;
 

an~d -inr iducuon of -the sys Uen s throughout the govcrnment wil, have begun for a '
 
somec of ilesyntems,
 

c'i* dmi ilon onI admnni' trIion _,prc ,s managqm 

T E. COURSE OF ACTION 

D~uring tLhe remaine of the lif e of tha, prjcctr long- torm advisors,, to b
 
Ssupplemonted. by 12-1 ma months of shortadvisory. servicesq will assist 'tbe GO? In th
 
lntroductlow~of new oraiain stems. 1w1.1 wo'rk -twi~theProlt
synd One 

for Public l'dmnistation Reform of -INP;, one will assist in developing the~"Sysv~m"l
 
fr. f Iacal dm P ; .noe will divideNhstime between th'11andI,(.
 

Sadimiistrati on; y'ateui '(se~ificaly the accounting 'aspects ) anid dovolop3;gthe audit;­
llsystol"e The first mentioned' of tbhes adv&isors Is expected' to arrive, In July or Augu ;tw~ 
of 1.970, and the other two are presently on board. 

Throe months of advisory services In the field of procurement and supply~ management
 
s&and 2-3 months 61!services related to job classification are schedulodto bciin In
 
K>April, 1970. The balance of the short-term services are expected to be Inother spoa l~ie
 

areas of personnel, adminstration and in support of Whe long-.term advisors. N4o assei,%anco 
planned for the development of the planning 't.systen", for which the GOP has recOhred-Iis 

helpJ from rEajL1. 

Ono loi%4 erm advfisor presently providing phase-out assistanfce to ESAIV w0l1 conrlnue ~ 
-Theappro.,dtnmatoly through CY 1971. long-wtorm advisor assisting thojplx)pozty tax prog 7aw ~ 

Is c-,poctod to complete his;-work lo the second half of 1971. PresentL lo;Ag-tam a!:­
stinco In personnel adminlitration wit!l be eliminated by August 1.970, 

7T:he r-oraining participant training. to be provlded under the projec~t wAll be 
priarlyshnrt-.term tratning' In support of the main area of ourphasis (i.e., orgatlztlon 
in yq1:0T.15) and will be carried out mainkly In Puerto Rico or thoird countr~cs 

.pc1ficatly programmed for departure in mId&4070 are 4 parciclpantz; t-o study an4 observe 
krVci;!rrY, 1uLdgOL, accounting and public debt operatiDois inLoxico for a pordo& of 2' 

it-li nd' .1partJlpint study Rico' for_nlv to audit optiratons In 76,&to a similw period:. 
Lon--tex-ni cicadciiiic training Iin the U.S. may bo provided to one or two particIpants if1 

~.~.~ua1f edclatoldates can be spared from important duties during this I'ntecp*ive 
poriod of reform, 

lctil- cost expenditures or further cowoditios are Lo be,provide ovv~op onse
 
Jn ~ip)t Vtechnicians,
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Is 
OA REFERENCE 
AP "1. AID/W Evaluation Panel reviewed this PROP on July 23 1970. It 

Lpproved for the life of the project (through F! 197I3.LIMAs 
. 13 

2. The panel was somewhat concerned sboui the current focub..of this 

project. With qnly 18 months left in this -contract, It is hurd to 
the Misslon can accomplish all of the pro..ect ob.lectlit* by
see how 

FY 197.. 

3. AID/W would appreciate review of a PAR on this project.
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