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• Findings, C?nclusions and RecomDendations 

Key Findings and Co~lusions 

~le overall managerial and organizational environment for 
agriculture sector planning within the Government of Guyana 
appears sufficiently favorable to proceed with the Agriculture 
Sector Planning Project. 

A Greater Desire to Coordinate and Rationalize ~~e Governmental 
Planning Funct~ 

The formation of the State Planning COMmission (SPC) and its 
assigned roles indicate a significant change in the pla:ming 
function within the GOG. The recently adopted planning structure 
is designed to centralize economic planning and budgeting 
within one administrative unit that also has responsibility for 
the four-year developnent plan preparation. 

Centralization of Agricultural Sector Planning/Budgetin2 at 
the Minist;y of Agriculture 

Intrasectoral p' anning anci blll"igeting is to be centralized in a 
Ministry of Agriculture planning unit. Until now the llinistry 
of Agriculture has had responsJ.bili ty for preparation of plans 
and budgets only for a portion of the State-controlled agriculture 
sector. SOMe very important agriculture-relate~ state corporations 
and the two regional development authorities have been relatively 
independent from a 9Ianning/budget~ng stanupoint, negotiating plans 
and budgets directly with the SPC. The tlinistry's Resource 
Development and Planning Civision (RDPO) undoubtedly would need 
to have greater professional competence in critical crop sub­
sectors and possibly introduce some sub-sectoral orientation 
wi thin the unit. 

Reorientation fron Centralized Direction to Regional Plan 
Implementation 

A policy initiative on e1e part of the SPC would have localities 
play a greater role in deciding on and carrying out projects and 
programs in their respective areas. This prospect is only feasible 
once a competent administrative infrastructure is developed at 
these local levels, an arrangenent which itself will take a 
number of Y2ars to realize. Such a decision-making structure 
would require regional analysis and planning capability to be 
added to the RDPO. 
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The Ministry Planning Unit is professionally limited in relation 
to its responsibilities 

'!be lIinistry RDfD is severely understaffed currently and moreso in 
its emerging role. rIDPD techni~ian staffing is as followsl 

1979 
Current Estill"lates Unfilled 

Second degree or equivalent 
eXJ;ourience 4 7 

University degree 0 1 

Less than University degree 11 8 

G 16 

At the present rate of accessions of technical personnel to the 
RDPD staff, a widening gap over the next few years will develop 
between the 9rowin~ responsibilities of the unit and the unit's 
capabiU ties to fulfill its assigned tasks. Although posi tions 
are funded and available, there is a severe shortage of qualified 
personnel for the foreseeable future. 

RDPD Organization Position is Inappropriate for its 
Prospective Role 

3 

1 

4 

8 

For the longer term, the formal position of the Planning Unit 
should be consistent with and contribute to the achievement of 
the unit's role. Its current organizational position should be 
changed to reflect rapidly increasing status ancl respol'.9ibilities, 
but its current professional limitation is probably a greater 
constraint. The attraction of the plar~ing unit to quality 
personnel and tile facility with which it can deal with o~,er state 
agencies will be enhanced by such a I:lOve. 

Current Plar.ninq Efforts can be Augmented to Encoura2e Irnplementation 

The current planning/budgeting approach provides for no meaningful 
linkages between the capital and current budgeting processes. These 
budgets are prepared separately. There is no annual operating plan 
for the sector which, for (;.xar.lple, might relate infrastructure 
improveaent and provision of support services to changes in 
sector performance (i.e. production targets). Planning and 
budgeting are not analyzed and formatted on a ~egional basis. 
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Monitoring of sector perfon~ance, for both the capital outlays and 
current expense, is useful Mainly for audit functions not for 
possible corrective control and improvement of sector operations. 

Recommendation rh. 1. 

That the technical assistance elements of the project be implemented 
over a five-year period. 

Discussion: 

Considerable time will be required to reorganize and recruit 
additional staff for the Ministry planning unit and to establish 
new tasks and relationships. Technical assistance - apart from 
preparatolY training, which should begin as soon as possible -
will he: effective only when t10A counterparts are in place. (Given 
tile usual lead time necessary for procurement and installation of 
autoIllatic data processing equipment and systems, this recommendation 
will likely be applicable to work with the Statistical Bureau as 
well). FiVe Y2ars is not an excessive time in which to adequately 
staff, strengthen and institutionalize the functions, outputs, and 
coordination of the evolving agricultural sector planning structure. 

Recommendation No. 2 

That the r1inistry of 1\gricul ture and the Public Service 11inistry 
give immediate high priority to the recruitment against existing 
vacancies and early appointment of all sixteen technicians 
requested for RDPD if approved in the 1979 budget. 

Discussion: 

Rapid grf)wth in capable staff in the t1inistry's planning unit is 
indispensible if the project is to produce the expected results 

Recommendation No.3 

That during calendar year 1980 the Ministry of Agriculture and the 
Public Service Ministry establish a new N01\ planning office 
(1) having a level of responsibility with personnel grades 
equivalent to the Departments of Agriculture, Lands, and Hydraulicsl 
(2) incorporating expanded functions of RDPD to serve the entire 
agriculture sector: and (3) placed either as a staff unit serving 
the Minister and Permanent Secretary, or as a fourth Department, 
whichever the Minister may prefer. 
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Discussionz 

The unit must have a location in the Ministry., status, and 
qualified professional and supporting staff commensurate with its 
much enlarged respoilsibli ty. Personal relationships, the 
qualifications of individuals, leadership alternatives and most 
of all the wishes of the Hinister must be taken i,lto account. But 
we ~elieve that anything short of ~cparate organizational iden~ity 
'and very high status for the unit within the ~1inistry will not 
permit it to adequately perform its emerging role. 

Recommendation No. 4 

That the Government of Guyana commit itself to the further orderly 
growth ot t-!OA staff for the functions performed and planned for RDPD. 
Further I that the Minis try of Agricul ture annually review and 
justify the establishnent and budgeting of planning positions for 
its Departments and for RDPD and its successor unit, keeping in mind 
the following targets for the unit proposed by the Chief Agricultural 
Officer: 

1979 1982 1985 

Technical personnel 15 33 37 

Support personnel 5 8 8 

Crop reporters 
(Statis tical Bureau) 50 57 57 

Discussion: 

~lliile staffing for MOA planning functions will always have to be 
considered in relation to other t40A requirements I 1. ~ is evi:1ent 
that continuing growth will be needed. See also Recommendations 
5 aud 6. 

Recommendation no. 5 

That the activities list of the ~lOA planning unit (p. 12 below) be 
expanded to include: (1) coordinate preparation of annual plansl 
(2) reconcile capital and operating budgets; (3) specialize in 
majo~ crops~ and (4) regional planning. 

Diecussion: 

As noted in the flndings and conclusions above, these activities 
are needed to strengthen the sectoral planning process. The MOA 
needs increased analytic capability to deal with sugar and rice. 
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Regional planning provides an important perspective inadequately 
covered in current ]lanning, and one of interest to the SPC. 

Recommendation No. 6 

That the I,10A augment its planning staff of agricultural economists 
and technicians with a small number of people from other disciplines 
and undertake a continuing, long-term staff development program to 
strengthen planning skills and gradually broaden the interdisciplinary 
perspectives of sectoral planning. 

Discussion: 

People trained in such othHr disciplines as regional planning or 
financial management can make a central contribution to the 
work of the Ministry's planning unit. RecruitHent of sufficient 
numbers of agricultural economists will in ar.y case be difficult, 
and immediate attempts to recruit perhaps two people from other 
relevant fields would broaden the chances for filling vacQ~cies. 
OVer the longer term, training and staff development should first 
concentrate on basic planning skills and then broaden the planning 
perspective to take account of such perspectives as employment, 
appropriate technology, and social benefits. 
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II. Background 

From February 8 - 22 the Authors conducted a study of Government of 
Guyana organization and management relating to the propor.~d 
Guyana Agriculture Sector Pla.nning Project. The study focused or, 
the Ministry of Agriculture, its present and prospective role in 
agriculture sector plannins as defined by the State Planning 
Commission, relationships with public corporations and development 
authorities, and capital and current budget processes. The scope 
of work and task schedule are stated in Annex A. TI1e approach 
taken to project accomplishment is given in Annex B. Because a 
separate team will review data management and computet' needs with 
the Statistical Bureau, this study omits al":'I.lysis of th.:>t portion 
of the project. 

The study team has been greatly impressed with the candor, 
professionalism, and constructive orientation to change in every 
Guyanese organization we contacted. We were provided with very 
useful orientation and guidance extending to high policy levels. 
We acknowledge w.i.th thanks the generous assistance and many 
t.3ies of our Guyanese and USArD colleagues. 

The institutional setting for agriculture in Guyana has been 
described in other SOlll'ces. (See e.g., the USArD Country Development 
Strategy Statement and the loan paper for nice r1odernization II). 
For the purposes of this report a few predominant features should 
be kept in mind. 

Guyana's agriculture is affected by a mixture of private and 
public ins~itutions. The latter have considerably more importance 
than in most developing countries. 

Actual direction and control over land use and production rests 
predominantly with (1) small freehold fanners in the rice sub-sector, 
which emcomvasses 233,411 acres and as many as 45,000 farm families, 
and (2) the Guyana Sugar Company (GUYSUCO) which manages over 
120,000 acres of government-owned land devoted to sugar froduction. 

The Government has a pervasive presence in the agricultural eco~omy 
not only through GUYSUCO, but through publi~ trading croporations, 
regional development authorities, banking and credit, input supply, 
marketing, price control, and import controls. 
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The GOG is committed to self-sufficiency in food, relies heavily 
on agricultural exports for foreign exchange earnings, and is 
clearly interested in raising agricultural productivity. It is 
GOG's policy that fully a third of all public sector investments 
be devoted to agriculture. 

In this context government planning has high potential to influence 
production, productivity, and distribution of benefits in the 
Agricultural sector. 
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III. Planning Structure and Relationships in the Agriculture Sector 

'!he Ministry of Agriculture (t-IOA) is essentially a "technical 
Hinistry", but has some implementation responsibility. The 
Ministry's primary roles are (1) setting policy for sector 
operations, (2) providing sector support services; (3) developing 
and maintaining sector infrastructure1 and (4) gathering data 
and performing analytical tasks that provide evaluation of 
sectoral performance. '!'he Hinistry engages directly in some 
agricultural production through its management of land settlement 
projects, experimental farms and import-substitution fanns. 
Figure 1 depicts the organization of the l1inistry of Agriculture 
and its relation to other important institutions of the sector. 

The Permanent Secretary reports directly to the Hinister of 
Agriculture. He exercises administrative control over the 
Ministry's three distinct "departments". The three departments 
are those of the Chief Agricultural Officer, Chief P-ydraulics 
Officer and CoMmissioner of Lands.* Recently, a Minister of State 
was appointed with special responsibility for drainage and 
irrigation. 

At this time no significant change in functional operation or 
intra-Ministerial relationships have resulted from tilis appointment. 
The Chief Agricultural Officer serves in an informal capacity as 
a principal policy advisor to the I1inister. P.e also directs the 
agricultural service divisions and RDPD. 

Each of the three departments has a Principal Assistant Secretary 
(P.A.S.~ for Administration who oversees this aspect of each of 
the departments. Each P.A.S. reports directly to the Permanent 
S~cretary. In addition, tilere are two P.A.S.'s who have 
ministry-wide responsibility for personnel and finance, 
respectively. 

* The "departments" are comparable to "bureaus" in the u.s. 
Government, but of smaller size. In other Guyanese ministries 
they might be called "divisions", but the MOA has divisions 
such as the Crop Science Division at a level subordinate to the 
departments. 
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Each of the three departments have two or more "divisions". 
Each division has l:e::;f'1nsibility for certain sector services as 
well as responsibility t0r eXF:~nt-ing specific projects or 
programs. Capital commitments to blese projects range from 
about G$20,OOO to over. G$6,OOO,OOO (US$l = G$2.5). Most projects 
and other on-going activities of these divisions are dedicated 
to the development of agricultural sector infrastructure. As 
noted above, a small number are concerned with production 
objectives. 

Informal working relationships exist throughout the 1-1inistry and 
with the agricultural sector institutions outside the Ministry. 
Much of the external liaison is handled by RDPD under the Chief 
Agricultural Officer. 

The Guyana State Corporation (GUYSTAC) exercises administrative 
control over some ninety (90) public enterprizes, including the 
agricultural-related state corporations indicated in Figure 1. 
The Minister of Agriculture is represented on the board of directors 
of the Livestock Devell)pment Company, Guyana Marketing Corporation 
and the Guyana School of Agriculture. However, the degree of 
IHnistry control over policies of the GUYSTAC companies affecting 
a9riculture varies considerably. 

Policy directives to individual GUYSTAC companies may come from 
the cabinet or, conversely, may be initiated within the GUYSTAC 
apparatus and sent up for approval of the cabinet. Hqjor 
changes in scope of activity, administrative procedure, finance 
and personnel would be channelled through the central GUYSTAC ad­
ministration, Dequiring approval of its Board of Directors. 

The Resource Development and Planning Division (RDPD or RD&P) 
performs both formal and informal coordination Witi1 GUYSTAC 
and other State Corporations. (Other functions of ti1is unit, 
located in the Department of Agriculture under the Chief Ag.dcul tural 
Officer are treated in detail below). 

Two other major agricultural institutions operate under Cabinet 
guidance with only occasional policy influence from the ~linistry. 
The Guyana Sugar Corporation (GUYSUCO) is largely autonomous. So 
is the Rice Board, though there is consultation with MOA on 
rice pricing and other matters. Neither has t10A representation 
on its board of directors. GUYSUCO controls land for sugar 
production, inputs, pricing and marketing under the policy 
direction of the Cabinet - in short, the entire exterprize. Rice 
is produced mainly on freehold lands, but the Rice Board controls 
pricing, marketing, credit and inputs. Occasionally, the 
Ministry appears to have substantial influence on policies of 
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these two entities. For example, the entry of GtJYSUCO into 
othel'-cropping was a r.1inistry initiative with the final decision 
taken at cabinet level. The t1inistry was also heavily involved 
in the cabinet decision to raise the consumer price for rice in 
1978. 

Similarly, two development authorities - Hahaica-!>lahaicony-Abar"j 
Agricul ture Development Authority (l-U!II.-ADA) and Ml\TARKAI Develop­
ment Authority - ope!"ate quite independent of Ministry cO'1trol. 
These authorities h~ve budgets constrained by SPC requirements and, 
in the case of Mr1A-ADA, by the Inter-American Development Bank. 
Input to policy direction of these development authorities may 
be made by the £linistry of Agriculture on both an informal and 
fonnal basis. I1inistry personnel usually mal,e direct contact 
wi th Authcri ty l7lanagement, and in the case of IIt,fA-ADA, the 
Minister of Agriculture is a member of its Board. 

Planning and Budgeting in the r-1inistry of 1\qriculture 

Capital budgeting in ~le sector also features a mixed pattern of 
influence by the r.1inistry. The I'linistry prepares and presents 
important capital budget proposals, for example, for hydraulic 
works, sea defense, and surveys. The I·linis try is given the 
opportunity to review major alterations in the capital budgets -
largely self-generated - of GUYSUCO, GUYS'l'l,C Corporation::: (Guyana 
Marketing Corporation, Livestock Development Company) and the 
Guyana Rice Board before they are subrr~tted for cabinet decision 
through the State Planning Commission. 

The capital budgetary process for the l1inistry's three departments 
is coordinated by RDPD. In addition, the budgets of the Guyana 
School of Agriculture and REPAHA Ca veterinary program) are 
submitted to RDPD for formatting and review before submission to 
the State Planning Co~nission. 

capital budget submissions, justifications and project status for 
the t1inistry are formally requested by the SPC from the Permanent 
Secretary who forwards these requests directly to RDPD. The 
RDPD, in .turn, reviews and consolidates responses for submission 
to the SPC. 

The Ministry's Permanent Secretary consolidates the various 
divisions' submissions of current budgets and forwards these to 
the State Planning Commission (formerly to the Ministry of Finance). 
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Other agricultural-related organizations generate their own 
operating expenses. Guyana Sugar Company and the Guyana Rice 
Board - the two major State Companies that dominate agricultural 
marketing and sugar production - negotiate important budget 
issues directly with SPC, though, as noted above, MOA comments 
are usually taken into account. 

tli thin the Minis try, its threa clepartmen ts prepare recommendations 
and estimates for the five-year developMent plan and submit them 
to ROPD. ROPD assembles the proposals and estimates for the 
entire Hinistry and reviews them with the respective Departments 
and the Permanent Secretary. Adjustments may be made at this stage. 
Minif'try recommendations are then revieweci and adjusted by the 
Minister, with l'epresentatives .of the Departments, RDPD, and the 
Permanent Secretary attending the meetings. The '';OA proposals 
for the five-year plan then go forward to the State Planning 
Commission (SPC). 

Meetings are held to review programs of the respective Departments 
of the MOA. These are attended by Heads of Departments, the 
Permanent Secretary, the head of the RDPD and senior SPC officials. 
Final recommendations on the five-year capital and current 
budgets are ~ade by the State Planning Commission. These estimates -
subject to later adjustments for inflation or unforeseen factors -
provide the budgeting guidelines for the Ministry and its 
respective Departments for the five-year period. 

Annual capital budget proposals are prepared by the respective 
Departments and submitted to RDPD for assembly and initial review 
by the RDPD and the Permanent Secretary. If these fall generally 
within the estimates of the five-year plan, they may require no 
formal review by the r1inister. Signi~icant changes are reviewed 
by the Minister with representatives of the Department, RDPD, and 
the Pernanent Secretary. The Ministry I s budget estitlate then is 
forwarded to the State Planning Commission for review. Review 
meetings held by SPC are usually attended by representatives of the 
Department involvec, ROPD, and the Permanent Sacretary. 

The annual operating budget proposals (current budget) are reviewed 
in somewhat the same way. However, primary review responsibility 
within the l'Hnistry rests with the Pen.,<'-nent Secl'etary and the 
Principal Assistant Secretary for Finance rather than with RDPD. 
Review meetings are attended by representativ~s of the Department, 
the PerManent Secretary and Principal Assistant Secretary for 
finance, and the head of ROPD. As with capital estimates, formal 
review by the Minister may not be required if the estimates are 
within the levels of the five-year plan. If current budget 
proposals rise significantly above the fiv~-year planning levels, 
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they are reviewed by t'1e l1inister. The review process at the 
State Plannin~ Commission is similar to that described above 
for capital estimates, except that the Permanent Secretary and 
Principal Assistant Secretary for Finance play a prin~lY 
supporting role to the presentation by the Deparcrnental head. Th~ 

head of RDPD plays th1S role for the capital budget review process, 
though he also attends the SPC current budget reviews. 

Role of the Resource Development and Planning Division (RDPD:'_ 

A recent draft of the 1978-81 Aqriculture DevelopMent Plan indi~ates 
the current acti vi ties for which RDPD has responsibili ty : 

Provide basic resource data and assemble agricultural 
statistics 

Consult with the State Planning COMmission and assist its 
Chief Planning Officer in the preparation of Nation.::ll 
Development Plans 

Assist the Agricultural Coordinating Committee 

Ploepare, evaluate and monitor agricultural projects. 

Initiate and direct economic/agriculture sector research, 
p0licy analysis, special studies, etc. 

Develop strategies for growth, by region, by commodity, 
by land use 

MaLitain liaison wi th internotional organizations 

Prepare farm manage~ent budgets 

Monitor capital buc1gets of l-linistry and related agencies 

Heretofore, RDPD has perforr:1ed some of therie activities more 
consistently than others, mainly those relating to the issues and 
~perations directly under Ministry control. The RDPD has not 
engaged significantly in these planning activities for those parts 
)f the sector dominated by the relatively autonomous State agencies 
ind development authorities. 
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RDPD staffing is limited, further inhibiting its current 
performance. The unit has 4 professional agricultural economists 
including its Chief. At the moment, 2 of the 4 are on temporary 
assignment with the Statistical Bureau participating in survey 
questionnaire design. The staffing pattern is shown in the 
following table: 

ROPD Technical Staffing 

Principal Agricultural Officer 

Specialist Agricultural 
Economist 

Senior Agricultural Economist 

Agricultural Economist 

Agricultural Officer 

Statistical Officer 

Agricultural Technical 
Assistant II 

Agricultural n!=hnical 
Assistant I 

Auth. 
1977 

1 

1 

1 

1 

1 

2 

4 

12 

Auth. 
1978 

1 

1 

1 

1 

1 

2 

4 

12 

Current 
Incumb. 

1 

1 

2 

1 

3 

8 

Requested 
1979 

1 

2 

1 

3 

1 

2 

2 

4 

16 

Note: The Agriculture Officer position requires a University 
uegree and the Agricultural Economist and higher positions 
require a second degree or equivalent experience. 

Technically, the unit is supposed to have two units. These are 
the Planning and Statistics Unit and the Marketing Unit. 
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The major ongoing activities of ROPD fall in the areas of 
development plan preparation, and on a more recurring basis, 
aspects of capital budget preparation, collecting data on various 
aspects of sector performance (i.e., progress on capital projects), 
agricllltural sector data cC'llection and compilation, and various 
analytical studies. 

The role of ROPD in sector development plan preparation and capital 
budgeting has been discussed above. The ROPD role in agricultural 
statistic data collection occupies a substantial part of current 
professional time. ROPD supervises the crop ~eporting system and 
has formal responsibility for compiling and publishing timely data 
concerning agricultural sector perfcrn~nce. The planning unit 
produces the "Quarterly Digest of Agricultural Statistics", a 
compendium of assorted agricultural sector data for each quarter. 
The ROPD supervises more than 40 Statistical Bureau field personnel 
(soon to increase to more than 50) in the administration of the 
farm-level crop reporting system. Dased on collected data, forecasts 
of rice, poultry, and pig production are generated. The only other 
production forecast within the sector is prepared by GUYSUCO for 
the sugar crop. 

The ROPD performs a variety of ad hoc econo~c analyses in response 
to requests from the Chief 1\gricultural Officer, the Hinister and 
other State a~encies. As indicated above, project ideas may come 
from a variety of sources wi thin the cector. The ROPD could 
provide staff support for evalucltion of potential agricultural 
products and analysis of policy ililplications of those products/ 
strategies. .Uthough it is inuicated in t-he above list of RDPD 
activities that the unit can "initiate" ser:tor research and special 
studies or "develop strategies", the unit's main study er:lphasis is 
responsiVe to the study needs/ideas generated by others rather than 
one of project idea generation. 

The ROPD does have responsibility for monitoring capital expenjitures 
in relation to the annual capital budget of the r1inistry. The monitoring 
function as it is performed and the monitoring system i.tself is 
essentially passive. That is, the results of monitoring efforts cannot 
be used in their current form for operational purposes. A good part of 
the reason is that with the exception of the capital and current 
budgets the Ministry does not generate an annual operating plan. A 
part of the difficulty with annual plan preparation is the distinct 
separation both in concept and in preparation of the capital and 
current budgets. That is, there are no indicated courses of action 
with complementary identification of expected results which in turn 
are translated into sector performance targets. lit thout these 
linkages, the assigned sector monitoring activity cannot be used 
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for control purposes. Officially, a monthly financial report and 
quarterly progress (i.e., performance) report, are required of--­
capital project officers. However, flow of financial data 
(i.e., expenditures) is far rnore regular than those concerned with 
performance. It should be noted that the listing of ROPD activities 
does not include preparation of an annual sector plan. Again, 
the structural separation of the capital and current budget 
preparation complicate the problem. 
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IV. '!be New JI.pproach to Agricultural Sector Planning 

Major changes are taking place in the GOG planning structure and 
process. These changes have significant implications for the 
role of agricultural sector planning in relation to national 
planning. As these chan~es emerge on a national scale, 
al terations in the role of the tlinistry' s pl<lnning unit need to 
be anticipated. These in turn will have consequences for the 
spectrum of activities which the planning unit undertakes, 
staffing to perfonn these activities and the unit's placement 
within ele Ministry to permit it to effectively ~erfonl its 
role. 

Agricultural Sector Planning in the Context of National Plannins 

A new initiative toward consolidation of existinq central 
planning functions appears to be taking place with recent creation 
of the State Planning Commission. This attempt to rationalize the 
central planning function is compler:lented by u uesire to centralize 
sectoral planning effol'ts at the 1'1inisterial level and regionally 
decentralL:e plan ir:1plementation. !1oVeI<lent towarc.: t!lese 
objectives \·,rill require najor changes in the current planninq 
system for the agricultural sector. 

The State Planning COmIoission will provide final recOI:lI!:endations 
to the Cabinet for the aggregate capital and current sector 
budgets. PresllI".ably, these u<JlJreqate estimates would be 
negotiated with the l,tinistry of r,qricul ture. The consolidations 
ann reconciliation of competing buC.get requests ar:nn,) various 
agriculture sector units would be resolvet} within the tlinistry. 
This approach is siqnificantly different from the current system 
whereby r~,ajor agriculture-relateJ st,lte corporations interact 
minimally on plan and budqet preparation wi th the iiinis try. 

The proposed planning role for the ltinistry would see all 
agriculture-relaten State Corporations, Boards, and development 
authorities, and t1inisterial Departments subMit capital budgets 
and other planning documents to the ;'Iinistry' s planning unit. 
The rruajor negotiations concerning individual corporation, 
board or agency budqets woulJ take place between t:lcse und the 
planning unit as opposeu to dealing on such matters with the 
State Planning Con.ussion. The exact sequence of planning 
activities - which unit prepares the initial budget estimate, 
the approval sequence, etc. - has not been worked out at this 
time. 



- 17 -

Similarly, monitoring of sectoral performance would be centered 
in the Ministry's planning unit as would potential control 
systems (i.e., systems for alerting implementation agencies to 
deviations from plan and recommendations for action to be taken). 
Significant increases in the quality and quantity of data concerning 
operations and investment performance supplied by implementing 
agencies certainly are implied by this responsibility. 

The relationship between capital and current budgets has not been 
detenllined by the SPC. Officials exp'_ess the desire to gradually 
move the current budget toward a "program budget" orientation, 
focusing more on output and performance than on inputs and 
expendi tures aJ.one. For the BOA and its departments, the 
Permanent Secretary will continue to have current budget 
preparation responsibility. This official bears financial nld 
accounting responsibility for the Hinistry and \"i11 continue to 
do so. At present there is no substantive critical review of 
the relationship of the capital and current budgets at the 
Permanent Secretary level. Unless this responsibility were 
placed with him, the Ministry's planning unit is the logical 
alternative location for this task. Integration of capi·tal and 
current budgets could then be effected. 

Such inteqration would facilitate the creation of an annual 
operating plan, a document which currently does not exist. An 
operating plan would contain specific allocation and resources 
(i.e., budget estimates) for individual tasks a:ld time-related 
performance estimates related to expenditures. 'l'hese data in 
turn would be assessed for their impact on short-ternl sector 
perfonnance, notably production. Resulting estir:lU.tcs of 
agricul tural sector acti vi ty and output \.,.ould bCCOI:1e tZlrgets to 
be air.led for' (as opposed to r.lere forccas ts) • ~c follo'liing list, 
aJ.aptec'.! from a recent presiliential c.irective, provides some 
in;,lication of tIle c~tent of scctor.3.1 activities that ~llght fall 
under the planning and control purview of the Ministry of Agriculture. 
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Agriculture 

Food Processing 

Fisheries 

Lands and Surveys 

Irrigation and Drainage 

Sea Defence 

Livestock Industry 

Rice Industry 

Sugar 
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14ini9 try/Department 

~~nistry of Agriculture 
Agriculture Division* 

Guyana School of Agriculture 

Guyana Food Processors Limited 

Guyana Marine Foods Limited 

New Amsterdam Fish Processors Limited 

Lands and Surveys Division, Ministry 
of Agriculture 

Hydraulics Division, Ninistry of 
Agriculture 

Hydraulics Division, 1tinistry of 
Agriculture 

Livestock Development Company 
Limited 

Guyana Rice Board 

Guyana Sugar corporation 

* As noted on page 8, there is some confusion in the names of Ministry 
of Agriculture units. The three major units of the t-tinistry are 
referred to at different times as "departments" and "divisions". 
The "Agriculture Division" in this case refers to the organizational 
uni t under the "Chief Agricultural Officer" (See Figure 1). 
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~e State Planning Commission has taken the initiative in 
fostering the notion of regional and local responsibility for 
plan implementation. The management and control over sectoral 
operations (both capital and budget items) would under this 
approach reside in localities. Many services (e.g., research, 
extension, works maintenance, surveys) that relate to local 
needs are managed by the three departments of the Ninistry of 
Agriculture. Many others, (e.g., input supply, credit, marketing) 
rest Witil OL~er sector institutions. Undoubtedly a structural 
change toward decentralization would have to take place over a 
lenghty period of time. The relationships of local administrative 
arrangements to central policy, services and r~source allocation 
would take time to work out. 

Under this arrangelllent, responsibility for "operations" IY'ould 
be removed gradually to geographically defined administrative 
units (some of these units might huve to be created; all would 
have to exercise new powers) • The Ministry's primary concerns 
then would lie in the areas of policy making, planning and 
technical support. 

Implications for the Ministry of Agriculture 

TIle new state planning orientation clearly indicates a 
challenging role for planners IY'i thin the Hinistry of Agriculture. 
Virtually all activities within tile area of responsibility of 
the Hinistry's IillPD become strategically very important for 
sector management. The effective performance of many of the 
RDPD's current areas of responsibility (see its list of 
activities in Section III above) also become more cri.tical. 

While the RDPD has perfornled SOEle of its assigned tasks in 
relation to the specific operations directly under ~linistry 
control, these have been performed only minimally in relation to 
the semi-autonomous agriculture-related state agencies. 

The scope of the unit's assigned planning tasks - notably 
regional planning - might also need to be increased. Certainly 
the unit's authority for the preparation of long and short 
range plans would need to be made explicit. Except for the 
preparation of budgets, there does not appear to be any effort 
at annual plan preparation (see the distinction between the 
"budget" and the "plan", page 14 above). This responsibility 
should in all likelihood fall to the l1inistry's planning unit. 
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As the planning unit assumes this increased portfolio of 
planning responsibilities its status, i.e., its relationships 
with other sections of the Ministry and agriculture-related 
state companies, will change considerably. In order for it to 
perform its role effectively, its formal organizational 
position will have to reflect its new status. Its organizational 
position and - of equuL importance - its professional 
capabilities will need to be enhanced. 

The assumption of a greater role in evaluating and mon:i.toring 
performance by the agriculture-related state companies would 
impact the type of training and capabilities that should be 
internalized by the I!inistry' s planning unit; for example, crop 
sub-sector specialists (particularly sugar and rice, but also 
fisheries and livestock) would be required. The new role would 
affect the entire structure of the planning unit, perhaps 
considerably. For example, if the unit were to seriously attack 
the problem of sector monitoring and indicate control actions to 
improve sector performance, then a formal monitoring and 
control section within the planning unit most likely would be 
needed. 

It should be noted that proposed staffing for the planning unit 
is heavily oriented toward agricultural economists. Agricultural 
economics is the appropriate "core discipline" for agricultural 
planning. However, skills drawn from other disciplines and 
sub-disciplines are also important. The most immediately 
relevant of these are planning and its sub-fields, financial 
management, and plililic program and project analysis. 

The Ministry should (~evelop sectoral planning assets not only 
in its sectoral planning unit, but also in other parts of the 
Ministry. Examples are works planning in Hydraulics and land 
use planning in Lands and Surveys. Note that these l1inistry 
planning assets should be made relevant both to support of 
sectoral planning activities and to operational planning in 
the Departments. Interaction with the Departments would also 
help keep the planning unit familiar with operational planning 
and implementation constraints on the one hand, and the 
Departments with sectoral planning perspectives on the other. 

A continuing staff training and develop~ent program related to 
practical work needs is also required. Priority should of course 
be given to basic planning analysis, and data skills. The 
effort, while focused primarily on the planning unit, should be 
designed to serve other planning functions of the Ministry as 
well. It should serve all levels of technicians. 
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OVer a longer time period professional stafrdeveloprnent should 
gradually strengthen the capability of the planning unit and the 
Ministry as a whole to deal more effectively with wider planning 
concerns such as employment, appropriate technology, the 
distribution of social benefits, and the effectiveness of service 
delivery and farm group participa~ion in sector development 
programs. Finally, skills in integrated rural development 
analysis (relationships among asricultural, housing, he-alth, 
education, and other rural programs) should be developed. 

None of these skills can be applied "off tl1e shelf" from 
existing education or training programs. Rather, tlley must 
be developed through combinations of education, training, 
in-service trailting tailored to work requirements, on-the-job 
training and exp~rience, consultant advice, and professional 
self-development. 
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v. Suggestions for Project II.lplementation 

Characteristics of Technical Assistance for Agricultural 
Sector Planning 

'!be evolving role of the r1inistr: of Agriculture planning unit 
will need to be supported by .1. strong planning advisory 
capability. The resident Senior Planning i':l1.visor will need to be 
equally knOlde<...l'Je,,,ble about the practicalities of the administrative 
installation of a planning syste~ as well as its analytical 
requirel'1ents. If the current shifting el'1phasis to\'Jard 
consolidation of sectoral rlanninq responsibility in the !-1inistry's 
planning unit is rea.lized, close interaction Idll need to take 
place with sectoral aC}cncies which have heretofore operated 
quite independent of r.iinisterial control. He\ll information 
systems will need to be designed for the collection of relevant 
sectoral <.lata from such agencies. The n,inisterial role in 
planning, monitoring anc} control of sector activitie::. l1ill nece; 
to be clearly defined and co~~unicatea (perhaps even negotiated) 
wi th these agencies. The pI i1nning unit's functions \7i th respect 
to intraministerial a~rencies, wi til which it already has 
dealings, \\1ill be increi1se~, also requiring ne",' systel'1S 
definition. 

'1hus, the resi.Jent Planning A,~visor \.,.ill need to concern 
himself with the establishr,cnt of the planning system 
(i.e., infrastructure) tlf; cne of his priDary tasks. The 
identification lind 3equencing of plnnninr) acti vi ties of the 
\Ulit should in large M~asurc influence tile types of ;1nillytical 
capabilities and specific analyses also for ll1hich the Planning 
Advisor will provi(~0. assistance. 

1\ process \\1ill neeci to be designed for the creation of the next 
development plan, 1982-85. Since at least one year will be 
required for the developMent of th~ plan i tsel f, the ctevelopinlj 
planning systen itself needs to be t'efined hy the beginning of 
1981. Thus, a~proxi~ately one year is uvailable frOM the time 
of arrival of a resiuent Plannin0 ~dvisor for the research 
necessary, definition of role, e5ta~"lis}-.rnent of liaison and 
relationships Hi th all portions of t. 'e agricultural sector 
tM t will be invol ved il~ plan preparrcion. 
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Short-term Technical Assistance 

'lhe r1inistry's planning unit currently is severely understaffed. 
Tentative sta:::finC'J targets call fur J.3 additional technical 
staff by 1982" rising to a level of 37 technical personnel by 
the buginni9~ of 1985. 

'the specialized technical assistance to be provideu under the 
project will onlv be of lastinc; value if Guyanese counterpart 
professional personnel are on si te when technic,-:l ilssistance is 
provided. During the first year of the project, new staff 
personnel will have their hands full orientin9 themselves in their 
ae::::;ignments. Highest priority needs to be given to the 
execution of the farm household surv-,y ane} the survey of 
household expenditure, consllr..ptioll ane: incor.'e - vital data 
necessary for generation c~ the next development plan. Some 
iI~ortant organizational r~ndge~~nt assistance will b~ 
necessary at the ~arly phases or the project for providing 
recommendations on internal structure of the planning unit anG the 
identification of planning ac~ivities and ~leir sequance of 
perfonnance in relation to the prei)ara tian 0 f budge ts and 
annual plans; this level of effort shoulL: be appro::imately 
four weeks durin!] the initial r- jer:t phases. Additional 
assistance will be useful for s~ructuring ~le syst~~ for 
creation of the ne:"t developnent plclI1, this consul tation 
to take place towarri the enrl of thp. first year of the 
project period. 

The provision of in-cQ1.mtry truining to planninCJ personnel 
should be COf!1.Mensurate with their avail:"tbility for traininsr. 
Since few technical staff will be availuble in ~le first year 
of the project anll those that are \.,ill l,e cxtreJ',ely busy, it 
is recorlI'lended. thut training be sriven nininal er.lphasis in the 
first year, increasing in resource cOllr.litncnt over the 
following three-year perioJ as more clearly defined areas of 
specialization appear anona. the professional staff and 
training needs ar.e identifiet!. Sir:;ildrly, COITU1O(lity channel 
studies should not be attel'l\pted in the first year until 
sufficient effort has been r.litde to estahlish crop study 
priorities and counterpart personnel are available for 
these effo!:ts. 
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It is the intent of Guyana high administrative officials 
that the planning function be implementation oriented. Thi~ 

will require establishment of operational plans in addition 
to the long-range development plan and annual budgets. An 
attempt will be made to inter-relate the current and capital 
budgeting process and convert results into operating plans. 
These plans, then, as well as annual budgets will be used ~o 
monitor sector performance, providin0 timely infonnation to 
implementing agencies for their control purposes. The planning 
unit most likely would benefit from technical assistance in 
the area of program budgeting and design of rnanage~ent information 
systems for effecting operational control. 

Project Tir.Jing 

Given the current state of agriculture sector planning, at 
least several years will be required to evolve a system that 
meets the aspirations for this function as indicated by Guyanese 
officials. The relatively short period before the next 
development plCl;mil~'J cycle begins, suqgests that this project be 
implemented as soon as possible. It may be premature at this 
stage to indicate that the project must take five years, 
however, it is difficult to sec how-;-;eaningful system can be 
institutionalized in less than three years, and continuing training 
of planning unit personnel beyond ttree years can be readily 
justified. E'urther, continuance of the project long enough to 
prepare for an additional i teratio'.l of long-term planning 
during 1984 would produce substantial additional benefits toward 
".:.he full institutionalization of the system. 
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Scope nf Work 

It was stated in the Project Identification Docwnent (PID) that 
organizational management improvement was an important expressed need 
of the Ministry of ~griculture (HOA) Resource Development and Planning 
Division (RDPD). The PIO also made reference to specific needs for: 

l>evelopment of t10A reorganizatior needs relating to the functions, 
organization and staffing of RDPD. 

Organizational relationships between the lUnistry of Economic 
Development, Statistical Bureau (~B) anG users of its ~ata 
outputs. 

Staffing needs ann workload of SB. 

Management and organization studies and short-term technical 
assistance during implementation of the project, to include: 

Reorganization plans for RDPD in relation to output 
responsibilities and staffing. 

Fulfilment of !iOA project management responsibilities 
with special e~phasis on needs for implementation and 
monitoring proce~ures. 

Options for effective storage and retrieval of technical 
materials, studies and reports ("secondary material") for 
use of RDPD. 

In-country training seminars o~ both a manage:--':>l and 
technical nature eI':'phasizing applied \-Ior}: of the MOA. 

Organbation, structure and operational efficiency of 
SB. 

During AID review of the PIO in t'lashington, it was recol'1l!lended that 
project development include a pre-project management study to identify 
and analyze: the decisions-making process in the RDPD and SB (i.e., who 
should or does make decisions), the supporting organizational structure, 
and staff expertise and other resources required to support the 
decision-making functions which have been id~ntified and to recoIll!18nd 
how organizational changes should proceed during project impler.~ntation. 
(Ref. - State ~elegram 208496). 
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Following approval by the Governm~nt of Guyana and the USAID !-lission, 
the AID Bureau for Development Support, Office of Rural and Administrative 
De','elopment, agreed to provide Dr. Y..enneth L. Kornher, Acting Chief of 
the Dev~lopmcnt Administration Division, and Dr. Harold Klein, 
Assistant Professor of ~Ianagement at Temple University to conduct the 
pre-project management review. 

A separate pre-project review team is scheduled to cover data management 
and hardware requirements, working wie1 ~e GOG Statistical Bureau. It 
was therefore decided wi~ the USAID Project Officer, Mr. Dwight Steen, 
that the organization and ITlilnagement analysis relating to the Statistical 
Bureau and its relationships with other organizations should be 
covered by that team. 

The management review team attempted to take a broad view of 
functional requirements organization and relationships for agricultural 
sector planning and budgeting, policy and program analysis, and 
implementation, (including specific inplementation needs for the 
proposed project). The review emphasized the role of the Ministry 
of Agriculture, and too);: special account of the evolving role of the 
State Planning Commission. It did not cover the planning relationships 
with the state corporations or other Ministries except as they 
related to the policy analysis role and responsibilities of the 
Ministry of Agricultur~. 

This study ,,,as perforJllef. during a two-week period on site at 
Georgetown, Guyana. !tuch of the material that was necessary for 
review was not avai!able in the United States but within the host 
country, thus minimal preparation ,/as possible before arrival on site. 
Some background material was available in the United States and this 
was reviewed prior to arrival. The U.S.A.I.D. l1ission, Georgetown 
provided logistical support, arran~ed anr} participated in all contacts 
with Guyanese, and provided secretarial support. 

Task Schedule for Project Accornplishment 

1. Review of relevant background infornation 

This task took place for the most part upon arrival in GUYWIit:. during 
the first few days. The team reviewed a variety of reports concerning 
the economy on the whole and the agricultural sector in particU:dr 
generated by both Guyanese, and other sources. Specific documentation 
available concerning ugricultural sector planning included: the uost 
recently available capital and current (operating) budgets, tile 1972-76 
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Agricultural Plan, preliminary drafts of the 1970-81 ~gricultural Develop­
ment Plan (this plan has not yet been officially released), GOG 
internal planning documents concerning both current and capital 
investment sector performance, organizational charts, and policy 
6lt.atements concerning the planning function and a variety of l1ission­
generated documents. The team was thoroughly briefed by r-tission 
personnel as to the agricultural sector situation. 

2. Identification and scheduling of contacts for field interviews 

"larking with Hission personnel, key GOG officials that ~j9ht be 
concerned with agriculture sector planning were identified as well as 
other individuals who had intimate knowledge on this sl.:.bject. 

3. Performance of Field Interviews 

Virtually all initial interviews were conJucted during the first seven 
days on site. Some GOG officials simply were not available and some 
interviews spilled over into the second week. GOG personnel interviews 
included those responsible for planning within the agricultural sector 
(Uinistry of Agriculture personnel) and higher level state planning 
officials more broadly interested in national economic planning. 

4. Preliminary Analysis of Data and Drafting of Study Findings 

At approximately the mid-point of the project (at the end of one week) 
the team ~rrote a preliminary draft of its findings. Particular 
emphasis was placed on documenting the role of the planning function 
within the agriculture sector and the relationship of sector planning 
to overall economic planning. 

This documentation was critical to the deternination of subsequent 
project recommendations since the GOG planning system is in the midst 
of significant structural change. The team reached preliminary 
conclusions concerning the prospective agricultural sector assistance 
project design. 
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5. Review of PreliI'linary Findings and Conclusions with GOG and 
U.S.A.I.D. Mission Personnel 

Early in the second week on site the highest GOG personnel concerned 
with national and agricultural sector plaruiin(] revie ... ,ed the preliminary 
findings and conclusions. Perhaps most critical "!as the attempt by the 
team to provide an objective description of the current and prospective 
role of agricul turnl sector planning anticipatec1 by the GOG as this 
information would affect fundamentally the content nnd extent of 
U.S.A.I.D. Agricultural Sector Plannin~ assistance. Since GOG 
officials' views on the subject had not as yet crystalized, this 
proce$S served a very useful function for GOG officials in encouraging 
a confrontation with this de~ision issue. Comparably important was 
the matter of GOG staffing of the ayricultural sector planning function 
The review process gave GOG offici~'s an opportunity to see concretely 
the need for adequate staffing as well as the relation of staffing to 
prospective agricultural sector planning assistance project. 
Throughout the analysis phase, the lear.1 interactea I-:losely Wit:l U.S.A.I.D. 
Mission personnel who themselves participate,} in the analysis. 

6. Revision of draft ani!. report completion 

The second and final draft was prepared on site anc it was made 
available to Mission anti GOG personnel. The final ~:ey findings, 
conclusions and recommendations were once again revie ... ,ed with GOG 
national and sectoral planning officials prior to report completion. 
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This study is concerned with "planning" that is both a process 
and fUnction perfol1neu in the context of an aJministrati ve 
systeI'l. Thus, the focus here is not on what Sl10uld be the 
content of the agricultural sector plan 50 much as on the 
syster.l (or process) that generates this content and fostels its 
impler.lentation. 

The system to produce a pl<1n c:.s ,·.'ell ilS e::ecul" other plcl.l1ninc; 
activities (for the plan itself is only one OlltpU:' of a nlUiIDcr 
of planning activities) shoulC reflect the anticipatef role for 
planning in the economy and t~e sector. Purthernorn, since the 
planning process -- t:1C !1I.u~lerous planning acti vi ties an~1 sequence 
of their performance -- inv'll ves an ir.pact upon large Illll:lbers of 
Governrr.ent units, il7lplementing aqencj es cJ.ncl pri va tP f::lrl ~crs, the 
sectoral and niltional a<lninistrCltive structures influence am. 
constrain planning process ~esign. In turn, the organization of 
the sector planniwr function -- tile structure of ".he planning 
unit itself, its illten',epen<lence with other pl.:nnin~ entities and 
sector ope.':a tions -- should corplec·.2nt arL be sllp;Jorti ve of the 
planning systen. In other v1or,)s, where planning fi ts in 
administratively within the 'iinistry's orS'ani~ation strllcture can 
help or hinder the perfO):,Clnce of planning acti vi ties. 

It would be i~eal if these three elements - role, process and 
structure - corplenented each other: colee the role of planning 
within the sector and econory v/ere detendned, the planning process/ 
systeM designating planning activities would be Jevised, followed 
finally by the oositioninq of the planninC"J unit within th~ 
a~inistrative structure that facilitated its perfornance. In 
practice, the deteminiltion vf e_H-:h of these aspects cannot 
proceed in lineilr fashion. Other f<l.ctors (e.g., political 
considerations) r.>ight well (ie:ine the structure of the Ilinistry, 
constraining or perhaps clir:inating alternative structural 
strategies. Lack of technical competence May preclude ~le 
possibili ty of perfon.ing particular planninrr acti vi ties which in 
turn Flight lead decision-nakers to reconsider the purpoSE:: o~ the 
planning function. 
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The situation is further complicated by t~e dynamic state of economic 
growth and change in Guyana. If a planning process is to be 
introduced it should logically be perceived of as an evolution rather 
than a revolution in administrative practices. In this particulal' 
case, both the technical personnel and the hardware resources that 
are necessary for the elaboration of a planning activity are severely 
limited. Additions to technical capability will be made OVer a 
period of the next few years. Similarly, a revision in the 
State planning process is itself taking place. Chan0es in 
functional responsibility for planning activities and perhaps a 
changing role of the planning function also aTe apparent. 

The review team has attempted to examine each of d1ese aspects and 
identify their interdependencies. A wirle variety of factors iMpact 
on the problem. Figure I depicts the research task. Each aspect is 
further defined in terM of its component parts. The more important 
considerations that might influence role, process and structure 
are given respectively to thE: ri0ht of each of these aspects. 

The Function of Sector Planning Effortd 

Hajor changes appear to be taking place currently in the Government 
of Guyana's role in economic planning. Centralization of heretofore 
separate budgeting processes has taken place ir. the State Planning 
Commission. The Commission appears to be reViewing directly 
individual proj(,t status and plans within Divisions of the Ninistry 
of Agriculture. At the saMe time, indications have been given to 
the t'inistry from Commission Officials that sector planning should be 
a responsibility at the l'linistry level. It is likely then that 
responsibility for monitoring and control of all sector projects 
(as opposed to those nO\'I directly under Ministry control) will be 
placed in the Hinistry'a planning unit, RDPD. tlith data available 
to perform these activities RDPD is in a position to effectively 
examine the efficacy of various projects and contribute to resource 
allocation decision-making. Clearly, under such circumstances, the 
role of RDPD is significantly elevated from its current position. 
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Factors in Planning Design 

Functions/Role of Sector Plannin~ 
r.fforts 

Degree and quality of 
participation in objective 
setting and policy forl"ulation. 
Role in cooruination of inter­
dependent activities. 
Role in evaluating allocations 
of lini ted resources al~ong 
sector activities. 
Role in trm:slation of 
objectives to implecentation 
plans. 
Role in MOnitoring and 
controlling sector perfo~lnce. 

Planning Systell 

Identification o~ sector 
planning activities/taskB. 
Sequence of task perfornance. 
Content of planning. 
Required resources, htw.lan and 
physical. 
Planning tir.le horizon. 
Linkage to other plunning 
mechanisms. 
Linkage to decision-lIIakinq/ 
inplenentation a~encies. 
Timing for evolution of 
planning syster.. 

Organization Structure Concerned 
with Planning 

5tructure of sectoral plnnning 
unit. 
Orranization/hierarchial 
position within r1inistry. 
Relation of unit to other 
planning entities. 
Relation of unl t. to aecision­
making functions/positions. 
Relation of unit to implel1lent­
ing agencies. 
Timing of planning structure 
evolution (changd). 

Government political philosophy. 
Econor.ic anI'. sector structure. 
r.conornic rtnJ sector uissions, 
priori ties. 
Current planninr; and rlecision­
makinIJ system. 
Cor,ru t~lent to do planning and 
perception of planning role. 
DesireL flexibility, autonomy, 
centrali~ation/decentralization 

in decision-J1liI.king. 
Degree of oovcrnmental control 
and influence over sector 
operations. 

Current and anticipated governmental 
perceptionn of planning needs. 
Current sectoral planninq 
system or activities. 
Current and anticipated technical 
personnel - numbers, type and quality. 
Types of decisions to be made, 
tirnin0 and perionicity. 
CUrrent and anticipated major capital 
:i.nvf!stJnent ant: invcstm(-:nt forIll 
(i.e., sped.al project). 
Pornal organization or sector 
activities, units. 
Inforrv"ll relationships influencing 
ned sion-n;aJdng, policy fomulation 
and i~plel:lentation. 
Sequence and tiLling of asricul tural 
production cycle and related activities, 
(e.g., crop growin9 season, input 
ordering and distribution, etc.). 

Current an(} anticipated 
governr':ental strllcture. 
Current and anticipated 
econoI...ic structure. 
Location an(l availability of 
technical/hardtlare support 
services. 
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'I11e particular acti vi ties and tasks to be perfornled wi thin the 
planning process taken together should fulfill the role set out for 
sector planning e~forts. An initial task in planning syste~ u~9ign 
is the identification of the particular activities/tasks to be 
performed within the planning sy3tem, the interdependencies among 
them and their sequence of performance. Host planninIJ systems 
cortprize sone or all of the following types of activities: 

Identification nnd r~-evaluation of objectives, strategies ann 
implementin('r policies. 

Analysis ann forecasts of the relev:;.nt environment affecting 
sector perfornance. 

Collection, analysis, organization and disseMination of 
relevant sectoral uata. 

Assessment ann reco17:rnrmdations for competitive scarce resource 
alloca tion • 

Acting as a coordinate mechanisM for sector activities. 

Recomenciing appropriate actions to iI'lpleI"entin(T agencies 
where :!cviant perfOrT!lanCeS are observec~. 

Providing an education mechanisM to encourage rational 
decision-making. 

Consolidating and/or prAparing capital/curre"~ burlgets and 
annual plans. 

Coordinating long-range plan development. 

The activities of the RDPlJ as listed in the latest draft of the 
1978-S1 l.gricul tural Development Plan COli Lain:; 1,1any hut·,·not' illl :of 
the above. The clegree to which the P.DPD can perforr,; these activities 
is to a great extent lil'lited by its technical personnel resources 
available and the particular c.e:!lallUS placeG upon the Division by the 
Ministry and other administrative unitn. The requirenents to 
submit various planning documents tllroughout the year at a specific 
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time presaged by data gathering and consolidation required for report 
preparation ~lill in large part influence the activity/task schedule 
of the RDPD (i.e., its sequence of task performance). Responsibility 
for analyzing and evaluating alternative capital projects needs to 
be anticipated as this will affect the quaE ty and nwrJ}ers of 
personnel required. SiGlilarly, computer processing capability both 
in terms of soft\.,.are and hard\vare ought to complement analytical needs. 

Socio-economic and fornal organization of the agricul tu:r:al sector 
influences the content of planning activities (e.g., regional and/or 
sub-sectoral analyses nnd plans, coordinative or evaluative role, 
monitoring and/or control activity, etc.). The current fonnal table 
of organization structure of the i'linistry r.1ay in itself be in a 
state of flux. Infornal relationships as well as najor shifts in 
planning responsibility within the Governnent means that the current 
table of organization does not provide a sufficient guide to actual 
sector management practices. Eoth formal and infornill relationships 
of the RDPD to other sector activities are nffected. The linkages 
(both fOI'l'1ClI and infon::al) between the RDPD and policy makin<J units 
and itlplementing aqencies will in large measure deterr~ine which of 
the planninc:r acti vi ties liste(~ above is either perfOrMed or given 
priority. 

The current organiz'-Itional position of RVPD under the Chief 
Agricultural Officer I .... oul(~, not appear to be consistent vTith the 
portfolio of planning acti vi ties stateu in the ]\.gricul ture Ssctor 
Plan. The position, of course, is not the sole indicator of 
organization function in this case. The ;tlJplJ does in fact playa 
role in consolidating and (to a lesser extent) reviewing !:)ul1(jetary 
submissions of Ninistry departro,ents in parallel hut superior 
organizational positions. Continuinc; assessment neeJs to ')e made 
of whether its organizational position (no\l unuer th~ Chief 
Agricultural Officer) will hinder the performance 0f any prospective 
assigned role which involves sectorwide coordinative. ~~ponsibilit'.* 

* This critical issue as others raised in this discussion were 
addressed in the study. Conclusions were reached and 
recommendations made in this area. 
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Much of the policy analysis content of RDPO's work falls to it based 
on inforn~tion and analysis requests made of the current Chief 
Agricultural Officer. It remains to be seen t;lhether other individuals 
in the same capacities would have the saHie portfolio of 
responsibilities. 

The ROPD plays a pivotal role in the assernbleage and interpretation 
of agricultural sector data. Although actual responsibility for 
statistical data collection is found with the Statistical Bureau, 
ROPD has de facto supervision over more than 40 persons responsible 
for the crop reporting system. The planning unit then is in a 
position to meaningfully schedule data collection and the contents 
of surveys so as to make use of these data for rooni toring of 
on9Qing sector performance as well as tilat of individual projects and 
agencies. The production cycle and the attendant activities and 
support services encouraging production (e.g., input ordering and 
distribution, prospective land use, etc.) obviously need to influence 
the design and tiJ,ting of farm level surveys as well as data 
collection on the activities of the support ~ervice agencies. These 
r~quirements will in turn influence the personnel resources and data 
processing capability required by the RDPO. 

The current professional and data processing capabilities of RDPO 
are limited. Substantial additions of both personnel and data 
processing C"apability are anticipated over the next tHO or three 
years. The degree to which RDL'D can perform thc various activities 
within its assigned portfolio of responsibility needs to be 
tempered by its available resources. These factors should influence 
the timing of assignment to RDPO of various planning re9ponsibilities. 

It is doubtful whether the evolution of a comprehensive planning unit 
which can indeed perform the tasl.g relating to its current 
responsibili ties can be accomplished in a three year period. A 
realistic assessment of RDPu's performance capacity will depend on 
realistic expectations of staffing levels. Conversely, as the role 
of the pl.'tnning unit is clarified with indications provided of 
which particular planning activities have priority, then the training 
programs of prospective P~PO personnel can he specified. 
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At any point in time, the actual functions and activities performed 
by the RDPO are more influenced by the individuals concerned with 
decision-making and planning than with th'~ formal organizational 
position of the unit. Certajnly, its CULrent organizational position 
is not consistent with its ~·)rtfolio of stated responsibilities. 
Whether or not the formal structural position is or becomes an 
obstacle in unit performance needs to be repeatedly assessed. 

Currently, the agricultural sector appears to be organized along 
sub-sectoral lines (i.e., livestock, sugar rice, fisheries, etc.). 
A significant portion of capital resources and current operations 
expense appear to be allocated in this rr\anner. It is likely then 
that RDPO should reflect such orientation wi.thin the unit itself. 
Concurrently, there are at least two formally r.reated regional 
development authorities compl8te.ly outside of ~inisterial contrt.\l. 
An assessment needs to be made of the degree to which a regional 
planning orientation of this type is required. With agricultural 
policy aimed at crop diversification, a commitment to rural 
development, and decentralized regional control, regil)nalization 
both of planning activities and resulting plans appears to be 
indicated. 

The priority given to various planning activities (recognizing 
thP. li:ni ted RDPO staff) should influence where the uni t is placed 
within the t.1inistry. If the unit is to have a major analytical 
responsibility for alternative policy evaluation then its 
organizational position most likely should be different fr.)M one 
where its work mainly emphasize budgetary monitoring and control. 
For the longer term, the organizational position of RDPO should 
complement and support its intended role in the sectoral planning 
and decision-making system and not be based on the individual 
personalities of incumbent administrative personnel. 

At least four distinct organizational positions can be considered 
for RDPO: to remain in its pLesent location, to be attached to 
the Office of the Permanent Secretary, ttinistry of Agriculture, to 
be attached to ~le Office of the Minister of Agriculture himself or 
to be elevated to "Department" status .on a par with the three other 
such units. There may well be other alternatiVes, but not 
currently identified. It r:ny be that its current structural 
position is satisfactory for its performance in its current role. 
It is likely that the RDPO could playa more effective role in an 
alternative position. As sectoral decision-making is not wholly 



Annex B 

Page 7 

autonomous, evaluation of this issue will need data inputs from 
outside of the Ministry, particularly the viewpoint of the 
State Planning Commission. 

The degree to which sectorwide planning is a Governmental aim or 
desirable is still a moot question. The history of relative 
independence of the State Corporations (notably the Guyana Rice 
Board and GUYSUCO) and the autonomous development authorities 
tend to hinder the establishnle. t of sector-wide pldnnjng and 
coordination. The relationship of RDPD to these agencies needs to 
be clarified. If RDPD is given increased re9ponsibility for 
sectoral planning, its role will have to evolve over time, 
realistically to be constrained by the availability of qualified 
personnel, its learning experience, and tilat of age"1cies with 
which it must relate. These factors will affect the evolving 
structure and role of planning in the agricultural sector. 

These then are thn kinds of issues that have concerned the 
project team in its field research. There is a good deal of 
complexit~ and no small amount of obscurity in the team's data 
gathering task. r~ny of the issues of concern simply have not 
been resolved within the Guvana ~overnMent. Xany are currently 
under considerat~on as the ~lanning system itself is undergoing 
structural change. Complete analysis of these 3.ssues was not 
possible in the time available nor necessary for this preliminary 
!nalysis. Certainly all the issues identified in Figure I would 
~eed to be considered in further planning system design work. 




