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This rernrt iz the last one to be nresented regardinp the 

Fiscal Refor.n JIMA ect. Tt co=rresnds to -the period P.nril 1, 

197'4, Tou?. June 30, 1075, uursuant to (1) tde current ar ee­

ment bet7een C- and th qove.repnt of Polivia and (2) the 

current e),tr-,n.on to Con-"mct L,.1. A D/la--90 betw7een .AID and 

Public Pcdrnin.stration ervice (PS). Tcidmetaib,, it covers the 

fifthrand last uarter of that neriod. YI- /,i1 'V O-2j 

In qocd me?.sure, furt,emr oe, this reu.o't also corresDonds 

to the nine-yea?' period. dat g from 196G, durinp iwhich the 

effort desiiinatcd TFiscal fr Prolpot" has been conducted. 

Durinci tie nine vear-., tiere ave been several apreements bet.een 

the Bolivian .eovem-,entand ID, . 1. as several contracts,.l 

between AID and P"S. h.. renort is treated as the last report 

on a nine-'.,ear Troiect aF.well as the -FiTal renort Lnder the 

current apreement and contract. 

Sec-ioi I of tis report conta.ns a recan.tulation of Project 

purnoses, results achieved an( problems that remain to be resolved. 

In Section I.,the attemnt is Fade to identify some of the "lessons" 

that should have been learned after investin( nine years and u'rwards 

of two million dollars in the Project. 
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One general and fundamntal lesson or conclusion is this:
 
that GOB financial management still requires corrective action,
 

because it still does not meet t-e fair and reasonable require­
ments that should 1e stipulated by the "executive '' Povernment of 
a nation seekinp accelerated devaloprent. 

Another fundamental lesson or conclusion there.-fore is this: 
that efforts in favor of inmroved r.enral and financial manage­
ment of the COID ou~rit not b,- discontinued, scorned or scanted, 
notv*ithstandini( the. s]r.,,ess and difficult-, with which improvement 
mayT be ach.':ve., >itTh the sueport and, encoura.mrnnt of the 
President, -the Council of inisters, and CONEPLWA (the ,!ational 
Economic and PlanniL2 Council), ncf,.7 -tIt tje 0O has rerxatcdlv
 
declared itself te ur-ent
-thaein nec .o.si ..of irnrovinv_
 
Bolivian publ.ic adrn.,ist-.atJon, th- environment should be 
more
 
favorable nc.,,, thai n the? nast. It would b. a Pitt not to take
 
advantae of that better environment. 

Te Fiscal W o Project has b--en one of several efforts 
oriented to -hc i<,nrover. t of ana ement. Durinp a god part of 
the Prn-ect's nine ears, the ,-nvironment within the .inistr of 
Financ< was not alwaws ver pronitious- and the Ministr, was not 
always very, rceptw, to the ida of chanre in order to improve its 
perfornance as a cetntral cornoncnt of financial mananemik-nt. 
Rctcentlv,* t!arv have ien m-,ater r-.cCtiv-jjty an increased disTo­
sition to .:ntcr into cia]op, and, n sn cases, de'cisions and 
actions that hd een .nd:'n£ -or vears. Th.is su~gests that the 
Oovernmnt's dccarations m, have imnroved nOOr.ects and the pos­
sibili , of succes- in rc.form efforts. 

It would be to the6 COP s advantape to insist on achieving 
a propr-,ssive Tnrr'ent in its mana,ement. By the same token, 
it would be advantag ous if UStID and other entities were disposed 



to support the (OB in s.ekinp that Imnrov(,-.nt. In the future, it 
is hoped that th. p :orts, manuals and recomendaltions of the Fiscal 
Reform Project scrvaI.iI!h,. the COL in strungthening theto 

financial asp-cts of its rpna7eunt. 

BDF/ngp. /PAf 
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I. Progress and Unmet Targets 

The Fiscal Reform Project was begun in 1966. A variety of 
adeouate reascns fully justified such a project. The reasoning 
behind it is documented in the Solamon Report (1963) and in a 
report of Public Ad-ministration Service (1964). 

The Solcmon report in la"pe measure dealt with Bolivian 
finances from the viewpoint of the branch of econcmqics that deals 
withi "public finance,' but also referred to financial administra­
tion. It indicated that many matters needed correction. The 
report was accepted by USAID and the Bolivian government as a 
valid base on towhich take corructive action. 

lTh 196 PAS report addressed only the administrative aspects 
of public finances in Bolivia. Its purpose was to identify which 
topics should receive attention in a future effort to imorove and 
modernize financial administration. Later, the COB and USAID 
intendcd to sponsor an action proFram and to contract advisory 

services.
 

Under an USAID/C013 project agreement, the Fiscal Reform Proj­
ect was established and Public Administration Service was contract­
ed to se:rve a ad1,or. Project is notThe one of "public finance," 
because it does not pretend to indicate which financial policies, 
nriorities or poalz the CC.> ".oul be wull advised to adopt. The 
Project is focused on rattcrs edmiristrative and manaerial, that 
is, on thc , izationai, Drocedural and conceptual awangemynts 
that may hul-p th-C: "01c"sg,-neral and financial manapement to choose 
and apply effectIvsly and -rodctivly thr.e Dolicies and prior­
ities that it mav decide to adopt and to fulfill the goals that 
it may decide to select.
 

The need for the Project was clear, and so was the route to 
be followed. 



-2-


Now it is 1975. Nine years have passed and more than two 
maillicn dollars have been spend on the Project. Have conditions 

changed? 

In 1975, it would be easy to justify a decision to begin
 
iew to work on the same subjects and with the same objectives.
 

* Governmental budgeting has been a major focus of atten­

tion for tie Project. In 1975, budgetinp remains neither 

complete, informative, timely, progran atic nor properly 

linked with financial accounting, on the one hand, nor 

governmental planning on the other. 

** Governmental accounting has been the other principal 

focus of attention for the Project. Indeed, it has, been 

the area in which greatest progress has been achieved. 

Nevertheless, in 1975, the accounting continues to be 

incanplete, untimely, incorrect and not extLenely inform­

ative. 

** 	 Governmental purchasing, during several years, was an 

important topic for Project attention. In 1975 the 

purchasing system continues to be antiquated, clu;Tsy, 
ineffective, expensive and poorly controlled. 

* Revenue administration ier se has not been a principal 

topic for the Project, Dut considerable attention has 
been addressed to assuring that revenues would be adequate­

ly processed, deposited, protected, accounted, distributed 
and repoted. In 1975, the pertinent procedures remain 
vulnerable to embezzlement besides being badly conducted, 
controlled and coordinated, extremly slow and, naturally, 

finally uninformative. 

* 	 Personnel training has been an important purpose of the 

Project. Many people have been enabled to complete 

appropriate courses in accounting, auditing, budgeting, 
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purchasing, organization and methods and related subjects. 

There has been a variety of long and short courses, semi­
nar, etc. As individuals, it M17 be assumed that the 

participants have been benefited. Until 1975, with the 

exception of the Conmtralorfa Cener]al, which has staffed 
.itself wit people thus trained, the various povernmental 

offices -- particularly those of the Finance ministry -­
have not strengthened themselves with the personnel thus 

trained. 

* The Project has promoted the rational distribution of 

responsibilities and authority (including the creation of 

offices that did not exist prior to the Project) and, in 

addition, has encouraged careful and constructive coopera­

tion and coordination among ,overnmental offices. In 

1975, the distribution of duties and responsibilities 

continu,s to be ambiguous and poorly observed, and the 

level of coordination and cooperation among offices con­
tinues to be exceedingly low, even within a single ministry. 

* The Project has paid attention to the payment process, 

which has been so unreliable and so burdened with red tape 

that not every merchant or contractor really wants the 

Bolivian goverrment as a client. In 1975, the payment 

process continues to be shamefully slow and uncertain. 

** The Project has promoted the development of reliable 

sources of financial and econcmic information, e.g., 

regarding past year inccm.es and exoenditures, regarding 
operations of the public enterprises, etc. In 1975, such 

categories of information continue to be scarce and neither 

consistent nor reliable. 

Given these facts, one would be justified in concluding that 

now, in 1975, it would be constructive to initiate a new Fiscal 

Reform Project. 
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On the other hand, there are achievements mnd advances that 
can be identified as outcomes-of the Project, its nine years of 

effort and its expenditure of two million dollars. 

" 	 In 19G8, resDonsibilitv for financial accounting was 

transferred from the controller's 6ffice to the inistry 

of Finance, where it logically belonps. In 1975, there 
exists the Ceneral Directorate of Accounting, within the 
Finance ministry, as the office charged with performing 

-the central accountinp of the Bolivian government and 
with causing the introduction of aderuate modern account­

ing througout the Bolivian public sector. 

• 	 In 1975, the essence of a new and modern system of govern­

mental accounting is operative in the accounting directo­

rate, and the system was dnsi-ned in accordance with the 
most r:odern concepts generally accented by international 

authorities in this field. 

• In 1975., the principles, norus and standards that will 

guide the future development of governmental accounting 
throughout the Bolivian public sector are in effect, 

promulgated under the authority of Supreme Decree 4o. 

12329. 

, 	 In 1975, hundreds of Bolivian public employees have been 

trained and educated, thanks to Project efforts in collab­
oration with the Institute of Public Administration (ISAP), 
in general and snec:alized asnects of ovcrnmental finan­

cial rranagemnt. 

* 	 In 1975. many public emDlovees and officials, ncw made 

conscious of tht.u inadequacies of present financial manage­

ment, would w-clcome the opmortunitv to advance the purposes 

promoted b the. Pro-ject. 



-5-


With these facts in mind, cne may conc.ude that the Project 

has yieldedi some advantageous results. 

From the foregoing, nevertheless, the conclusion emerges that 

many objectives remain to be met and many constructive actions 

remain to be taken, if financial management of the Bolivian govern­

ment is to be put in genuinelv Food condition. The folayin- items 

may be considred. 

m 	Those who govirn Bolivia have to reach the well-justified 

conclusion, with respect to their financial management, 

that existing organizational and procedural arrangements 

and presunt performanc- truly do not satisfy them because 

th.y do not supply what ;s needed. by th: "executive" 

gov&.mmnt of a developino nation. 

" 	 Close and constructive relatianships need to be established 

to lirk the several rather disconnected offices that ncw an 

re,sonsible for cnr or another aspect of planning, program­

minwp, budgetinp and fund-raisinp, as well as of accounting 

and 	financial information.
 

* The GOB's annual budget must be adopted prior to the start 

of the budget year. For lack of a budget adopted on time, 

the Covcrriment and its components suffer a wide variety of 

delays, inconveniences, damages and frustrations that 

adversely affect all of the programis that the POB wishes 

to 	advance.
 

: 	In or-dr for the budget to be adopted on time, it will be 

necessarv to clarify what a budget is and what those who 

govern exT.ct that their budpet will be and do. Until now, 

the budg t is rgarded as a compendium of detailed finan­

cial and accounting data. It needs to be regarded as the 

programatic, financial and economic expression of the 

COB's plan of operations, in accordance with the goals,
 



-- 

-6­

policies !nd priorities of the (k)B, and as the principal 
declaration of exactly hcew -- this year that govern­

ment has decided to promote the nation's development. 

* 	 There is much detail in the annual budget document and in
 
the present budgotary appropri-aticn structure. Unfortu­

nately, it is deta1il 
 of scant value. It does not indicate 

the armounts to be made avaiL-ble for each program, sub­

program, project and activitv, etc. Neither does it 

indicate how much. money will be available for expenditure 
by each or'g,,iizational unit. It merely indicates how much 

money may be spent by each ministry or other agency as a 

whole on ,,ach of the n:arlv 150 categories within the 

object of expenditure classification system, i.e., how much 
for each cateorv of matcrin!s, e,7ch type of services, etc. 

The budcgct document has carried t-iz title cn its cover, 
"Prograe Budet.: but its contents demonstrate that the 

title is an abuse of the lancuage, becausc the contents 

include little or nothing that '! p1r'n.7oPra tic. What is 

needed is to retain the title but to change the contents 

radically. 

** 	 The budgeting system and the budget document must be 

chanced. Their currunt focus is that of accounting, 

finance and econcmics. They must become, much more program­

mtic, informati:ve and evaluative. A financial expression 

of the budret must be recorded in the financial accounts, 
but those who puraort to work on budgeting should not be 

encaged in accountinp or auditing. 

* 	 ih bud'get document continues to present financial data 

for the new year, compared with data for the old year. It 
contains no "real' data for any year, hence neither permits 

nor facilitates a comparison of new estimates or appropria­

tions with the actual results of the past. Hereafter, it 

must present those data on past experience that will permit 

the governors to reach judgments regarding the proposed 

levels of appropriations and pcssible resources. 
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* 	 Neither the budget office nor any other governmental 

office is seriously engaged in the evaluation of the 

operations of the GOB and its components. On the other 

hand, many offices ar devoted to being "policemen" in 

the exercise of negative controls over public finances. 

In the future, provisicn must be made for t.io things: 
(1) affirmative managemnent controls desipned to assure 

that evervthing is dcn that the COB decided to do, and 

(2) evaluation desinned to ascertain whether what was 

done really Dnr.duced the desired results, besides consid­

ering if it was nerformed ,,,Jth suitable economy, effec­

tiveness and other attributes. 

* 	 The central accounting directorate. has to be strengthened 

and improved, because a part of the flaws in accounting 

does stem from defects in that directorate. In great 

meriasure, hcIew2r, the roots of such flaws are found else­
where: in the central directorates of budgeting, treasury, 

internal revenue and customs, in the Central Bank, in 

cther age:ncies of the Bolivian public sector and -- per­

haps above -l! -- in the rossly inadequate cooperation 

and coordination that now exist among agencies md offices 
of 	the GOB. There is ven ample opportunity for adminis­

trative aLnd mneagurial improvement in this area. 

* 	 The new accoutinF system exists in 1975 only within the 

central accounting directorate, but has not yet been made 

extensive to other public apencies. At the initiative of 

the Fiscal Reform Projl.ct, the GOB (a) adopted and prrml­

gated the principles and standards for governmental account­

ing and (b) cstablished, within the accounting directorate, 

an accounting systems department. Hereafter, those two 

instruments must be used to pramote the development of 

suitable accounting systems within each ministry and, at 
length, within each entity of tie public sector. 

http:Projl.ct
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There is a system of "recognized debts" that is used to 

pay those bills which, for various reasons, were not paid 

within the li-mits e.stablished for the closing of each 

annual budget; in provision for the payment of such bills, 

a budgctary approDriation is made each year. The system 

2er se is an anaclronism that must be eliminated, and the 

cormesvondinp annual apprcpri:tion, which is a logical 

error in t2ns of both budg ting and accounting, must not 

be rcpeatcd. A single accounts payable sstem should be 

substituted.
 

In the Bolivin revenue system, it is common to find a 

series cf surtaxes, as well as a basic tax, levied on a 

single mattimr. It may be supposed, of course, that the 

comnbination of tax-plus -surtaxes must be a canolication 

within re;venue a.ministration; but, revenue administration 

biLng outside th Jlimits of this Project, that is not a 

concern for Fiscal Reform. The Fiscal Peform Project's 

concern in the_ matter is this: the numerous calculations 

involved in applying a tax plus a series of surtaxes quite 

r.gularly results in a-rithmetical orrors; these errors 

produce delys within the collecting agency and elsewhere; 
.their result is th verDi.ate a:,rival of information at 

the acCouitin; directorate, hence a chronic tardiness in 

r-venue accouintinF. It is demonstrated in Ear-marked 

Revenues, a ptblication of the Finance ministry (1973), 

that it is quit,,- feasible to substitute a single tax rate 

in place- of th: series of rates nai involved in computing 

a tax and its surtaxes. Thot substitution certainly should 

bE: made, in benefit of revenuE administration and with 

beneficial uffEcts upon revenue accounting and reporting. 

' 	 There e a number of earrarked taxes and surtaxes within 

the Bolivian revenue structun. These require that 

stipulated fractions of the collections frcm given sources 
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be distributed, not to the national treasury, but to 

certain municipalities, prefectures, universities and 

other reciDients. The distribution is computed within 

the internal revenue system's various offices for each 

period in which a piven office collects an earmarked tax 

or surtax. Errors are frequent and many corrections are 

required. One rsult is that information regarding col­

lections and their distribution reaches the central ac­

couitin records of the GOB exceedinlv late: in December, 

1974, the delay was of 17 months. All. of the necessary 

canputations could be made easily, correctly and rapidly 

by CENACO, the National Camputation Center, with benefi­

cial effects for revenue administration, for the recipients 

of earmarked zrevenues (because they naa receive their 

shaxes only after long delays) and, of course, for central 

accounting of the GOB. The necessary, changes obviously 

should be made, so that CE2\ACO hereafter will make all the 

necessary ccmputations. 

" 	 Earrarking per se is an antiquated and anachronic practice 

that contradicts all the logic of a sensible budgeting 

system. It is a way to put money at the disposition of a 

given entity, but it is a most inferior form of doing so: 

the simle appropriation of funds via the annual budget 

is more convenient and more adaptable to chancing needs 

and circuTstancs. Only by accident, of course, will the 

earmarkEd amount turn out to be exactlv equal to the sum 

required for the purpose that led to the earmarking. It 

is predictable that the sum received by the beneficiary 

will be either too much or too little, so that being the 

beneficiary of an earnmrked revenue is rather like partici­

pating in a lottery. Other defects in the system could 

be noted. The conclusion, however, is that the GOB, as 

quickly as possible, should discontinue the use of the 
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eemarking practice and, in its place, should put money 

in the hands of the delsignated recipients by way of budg­

etary appropriations in prol>2p{ amounts. It is predict­

able that, in a study of thc"subject, it will turn out
 

that ::.cme of the subventions now made via ear-marking 

should no longer e>ist and should be discontinued or, in
 

some cascs, substituted by loans. 

'The GOB has various collecting agencies: internal revenue 

and customs, of course, plus Trurv others. Their collec­

tions are deposited in the Central Bank (in sone cases, 

vi the Banco dcl Estado), wher they are credited to 

bank accounts of tie Treasur. Trneasury later informs the 

central accounting dinrctorate of the collections made, 

deposited a-nd credited. Ilhe accounting directorate, which 

receivs no information either from the collecting agen­

cies or from, "the ban)-, has no basis on which to establish 

any t 7p., of accounting controls on behalf of management. 

As it stands, the existinFg system is vulnerablo to embez­

zlement, becaus it does not contain the advisable inter­

nal controls. The accounting directorate hereafter should
 

receive reports (including deposit slips) from each col­

lecting agency regardinpr what it collected and deposited, 

and should receive corresponding information independent­

ly from the bji<. Makiniw suitable use of information 

received from the independent sources, the accounting
 

directorate will be able to verify the accuracy of what 

tie Treasury reports, to perform more timely accounting 

and reporting, and to install the appropriate internal 

control . 

* The minii ,iesand other units of government make purchases, 

maintain warehouses, distribute materials, maintain inven­

tories, dispose of surplus, etc., each one in its own
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fashion. Existing systems are varied and, as a whole, 

inadequate. As the GOB becomes larger and it makes 

larger sums available for acquisitions, the present 

purchasing systems will become both more inadequate and 

more daiiprous. For, meater protection and control of 

its fLuds and its properties, and in order to offer bet­

ter service to the acgencies that use what is acquired, the 

GOB should re--ordcr, rationalize and modernize all of its 

rangurz nts for bu!jinp, warchousig, supplying, maintain­

ing inventories, and using or disp.osing of surpluses of 

the equipment and supplies t1at it acquires. What exists 

in this general ar a does not mee c COB needs. It should 
be substituted by a nw, modern and comnete system that 

encompasses spTcifications, selection of narkets and sup­

pliers, inspection of Foods recoived, prompt paynent of 

bills, waa%3.-ousing nnd logistics, accounting, inventories, 

physical control and other JsTccts of the problem. 

* Purchasing and supplyr mv PC regardsd as just one among a 

series of pcneral services reauiru:d by all agencies of the 

_OB, and each such service -,ri'ts central attention in 

terms of norms and standards if not central direction and 

provision. Pr.inting and binding is one such service. The 

opmraticn Fe.d mainten-nce of motor vehicles is another. 

The maintenance of buildings and grounds is a third. The 

rental, nurdhase or design and construction of buildings 

is a fourti. Among such general services, only one ncw is 

being provided on an orderly, systematic Fnd probably eco­

nomical as well F-s effective basis- the exception to the 

general rule of neglect is the provision of electronic 

data processing services, now centralized in CENACO, the 

National Ccmputatin Center. The subject of general serv­

ices is one to which the COB should direct careful atten­

tion, with an eye to better service, better control and 

protection of its resources, and greater econany of opera­

tions. 
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* 	 The GOB has a multiplicity of administrative units -­

ministries, decentralized agencies, public enterprises, 

development corporations and cammittees, instituticns, 

etc. Setting aside tle question of the merits and 

disadvantages of decentralization, operating autonciny, 

etc., it is worth noting that the multiplicity of agen­

cics crrates one difficulty at the center for the Gover, 

ment: it becom:.s v(2r difficult to maintain itself fully 

and ad&uatl, informed rcwardino the' finances as well 
as 	 the operations and achievements of each entity. The 

public enternrises ar a case in point. They are of 

utmost importance in the national economy and for natio­

nal developmcnt. Nevertheloss, th GOB is poorly inform­

ed about them. At least with respuct to their financial 

operations end financial condition, it is urrent that the 

Finance r.inistry. on behalf of the GOB, take the steps 

necessary to niwntain itself well informed regarding each 

public enterprise and all public enterprises as a group. 

Apart from this illustrative case, of course, that Minis­

try should do the same regarding the entire public sector 

of Bolivia. 

This long serj.s of toDics constitutes a good sample of what 

yet remains for thu Bolivian government to do in order to improve 

its financial management. The above enumration is by no means 

exhaustive. 

Pll topics m-2ntioncd have been treated amply and, in some 

cases, repetitiously in previous reports prsented by PAS as part 

of the Fiscal Reform Project. 

The fact that the same topics can be listed in 1975 as failures 

to be corrected and as therrs to be attended to constitutes per se 

a clear indication of the extent to which the Bolivian government 

has addressed serious attention to the cooperative Fiscal Reform 

Project since 1966.
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II. Lessons to be Learied 

The rcots of the Fiscal Reform Project extend back nearIv 15 

years, and the Project Der ce has lasted nine years. Surely it 

must be possible [o learn something from this exnerience, in bene­

fit of future efforts to improve mran.arerent within the GOB and of 

increased success in future o.int Drr.jects of USAID and the GOB. 

,riiat 7hould have b~'en learned? In thli second section of the 

final report, at le.t by way of notions, sore_ observations on the 

subject are offered. lhere ar- conients on the adirinistrative and 

manapiai stle and environment of the COB and on their effects 

upon the , osc '.ites for success in any ::jrrrovement efforts. 

Thlere are scne coMI.ents on present orranizational, onrocedural and 
concen-tual a_rai1eirefts mhat daracterize [olivian n,,ulic adrminis­

traticn- and that affect all efforts in manavement impiroveent. 

There also are co;m ts on the i)le and prrfornance of such exter­

nal actors as U.,h' ad o..e erinties. 

ihe h. ... t,:o ]rmnistries wh-e roles set them apart as 
,mnaeri-l: t ,UnistrV of Pl.uinnn and Coordination of 

tileE .,-,.,,'. of t Re,-,ublic, an.. the '"inistry of 

Finance. The ct,: ar- Coeratical ministries. These 

two rrafagerU, r.;.stret; establish -- and therefore could 

mcdif, --- t e tone. st-le and other general ch.aracteristics 

of Bnl C.a If there is a failure:.."pov, rrnstal maraemr~en. 
wit]in ;n onerational inistry, t:ne adverse effects of 

that failure ar. felt only in that inistry and in the 

sector it serves. But if there is a failure in the manage­

rial ninisL ies, the advcrs, effects may be felt through­

out the public sector. 'Hence, it would apear that a 

desire to improve Bolivian pullic adiinistration and manage­

rarnt should he expressed by high-priority attention to the 



two managerial ministries. Sud attention is needed. 

Once those two ministries have become highly effective,
 

they will themselves be able to exert a healthy influence 

upon.all other ccmponents of the public sector.
 

" Bolivian goverrvental management is weakened by the lack
 

of both proFransimatic and financial information. Informa­

tion is scarce, what there is is dispersed, and the entire 

inforniational system needs strenrthening. The effort made 

by the Fiscal Reform Project to reconstruct governmental 

accountin is important in this connection, because if it 

should prove successful, it would markedly increase the 

financial information available: accounting then would be 

able to offer to the governors and executives an indispen­

sable part of the information they lack today regarding 

COB incaine, disbursennts, debts and other factors. The 

Prolect's effort to encourage radical chanpes in budget­

ing has siunim' importance. The same may be said of the 

Project effort to encourage adoption of a methodology
 

whereby th, Finance ministny, on behalf of the GOB, could 

inform it3i]f of the financial condition and financial 

operations of each public and quasi-public corporate enter­

prise. 

Per-aps thie disconnection (noted above) between planners 

and budeters is related to the fact that budgeting -­

which should be hipbly informative -- is not. Those who
 

wish to do governmental planning thus far can find little 

information in the budget and scant information in the 

accounts. Hence what should naturally and automatically
 

becmn: an interministerial alliance is formed only with 

difficulty.
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** 	 On the same note, the GOB has maintained for years an 

office whose reason for existence is to promote adminis­

trative ":reform," 'renovaticn - or "rationalization." If 

budgeting were, pro ,rammatic, evaluative and informative 

-- a condition contrary to fact -- there would be another 

natural and auK:ciatic alliance, between the executives 

of budgpc-At _id reform, respectively. 

Budget VperonnJ,_ could identifv the flaws in organization, 

Drocedure and r>rformanoe that reduce the effectiveness 

and usefuln-ss of fowrnm ntal -pograns,because they 

would be dDserving thu nrogramrs from close in. They 

would r,-.,crt on such matters. Administrative reform. 

peronn. l th.-n could tak. their reports as starting points 

for pra..a tic corrTctive action, addressing their efforts 

nuw to lm¢ 7r.. and specific wcak spots. 

In thQ absene of tdhe conditions desired for budgeting, 

and in th>_ ai.s,.nce of evaluation in g.eneral, the reform 

personnel find thermeilvs drawing organizational charts 

of the public macro-structure and enpaFing in other 

uxerci7es of liuited _-ffect. while thew look for openings 

that would offe2r a chance to do sorrething else of greater 

practical productivity. 

* 	 Closely related to the preceding topic is the subject of 

auditinp, to which a good deal of Project effort was 

addressed durinF sevcral years. Pro--auditing, which 

should b. done in thli central accounting directorate, is 

a question of int.n-al financial controls. Post-audit, in 

contrast, whicd should be e task for the Controller General's 

office, the principal GOB reviewing agency, could be both 

a prograinmatic and a financial matter. 

Audits conducted by the Controller General should ascer­

tain, of course, the correctness and honesty, etc., with
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which public funds are managed. In addition, however, it 

should ascertain whether the public entity being audited 

is or is not ccmplying with its reasons for existence, as 

these ar: speled out in pertinent organic and other laws­

whether the audited entity is or is not carrying out the 

tasks assigned to it in the annual programmatic budget; 

and 	whether the audited entity is or is not functioning 

with effectiveness, economy and other desired characteris­

tics. 

For 	lack of pronranmmatic budcting, for lack of managerial 

evaluations, and for lack of mor productive efforts 

ta7ard adminisrative reform, the audits effected by the 

Controller General thus far are basically limited to 

traditional asDpcts of financial, accounting-oriented 

audits and to some observations on administrative matters. 

The 	 results of present auditing have limited utility for 

those who would improvu governmental management. The 

results of the much more broad pauge audit described dbove, 

in contrast, -- and it is clear that the Controller's 

Office wishes to enter into operational auditing -- would 

have great value for that purpose. 

The possibilities for programmatic and operational audit, 

in addition to the traditional, are now minimized by 

defects in budgetinp -- which is neither progranmatic, 

informative nor evaluative -- in accounting, and in the 

organic end other laws. Audit is another reason to seek 

improvements in budgeting, accounting and efforts in favor 

of administrativw reform. 

* 	 The GOB organizational structure shois many separate enti­

ties, more and less autonamous and sometimes isolated and 

disconnected in their performance. Many entities have a 

single duty and perform a single type of activity. There 



seems to be a Drefervnc for that kind of entity over the 

multi-purpcne unit. In sane cases, the result is a discon­

nection bet-ieen tJe parts of what should constitute a 

single whole. Ther is at least the risk of disconnection 

between 2ctivitis that should be closely interrelated. 

It would be prudent of the COB to ascertain to what extent 

that risk is a reality. Tlh two folla:ing items are on 

this subs -- t. 

* 	Broadly caniccived, gov,;rnmntal budgeting is a process of 

dccidinr, wiith msDect to a covernment's plan of operations 

for a Civen period, what will be done and to what end, how, 

by whom and with what resources in each case. In 1975, 

that process is activated centra.ly through the efforts of: 

the budi~t dirctorat_,, th, income dircectorate and the ex­

ternal finuicin! institute (INDEF), plus other canponents 

of th< Finiance minis t' and the planning subsecretariat, 

th: prc-invstnmint institute and possibly other ccmponents 

of th-: P.1annin T,d Coordination ministry. 

It is not clea, that it is n,-ciessar%' or useful to have so 

many institutional nctors in the orocess. Neither is it 

clear tlat thc. cooperanTn anong them is all that might be 

desired. One noteworthv svm.nptan is the fact that the 

'budget is prcncr,d iii on,- ministry and the "operating 

pl,,an' (which appears to be.basically a capital budget) is 

produc td -in th, other, althouph the combination of the two 

would comnstituz-._ t11,_ nlan of operations of the Government. 

The Fiscal'?eform Prnlyct once characterized the GOB as a 

'holdinp ccmpany:' or "conglomerate with a whole series of 

corporat! subsidiaries, namely, its public enterprises and 

others. Even its subsidi.-ries (e.p., the Bolivian Develop­

ment Corporation) scrnetipres have subsidiaries. 

http:centra.ly
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On behalf of the holding canpany called the Supreme Govern­

ment of Bolivia, who watches or supervises or maintairs him 

self informed about or maintains surveillance over the many 
subsidiaries? One ministry (mining and metallurgy) has a
 

kind of stewardship over CM0TBOL (the mining enterDrise that 

is the lcarvest among, the public corporations), the mining 

bank and, among other entitics, SIDEPSA, which is responsible 

for developing the iron and steel industry in the Mutin and 
is potentially vei larger than COIIBOL. Another ministry 

bears the same relationship to YPFB, the oil corporation. 

Aiother ministr, with respect to the apricultural bank; 

another vis-a-vis LAB, thc airline', and so forth. 

h:se .ren Lefts nob.ithstanding, it mrzm be said that the 

CO pr se -- the Su-pmr:n., Govcrnrmnc-t -- doys not possess 

thu minimum indisrensabl_ mars whereby to keep itself 
aware of wh-at is hpoening within and to its large and 

small sabt.iFi,.-.ries that have such r..at nortance to the 
.natina! Lccfl(Xn anid to futurv- nctiona] development. The 

President nd his Council of Minist,-rsq, seen as the govern­

ing hcDar-. of the conglomeratc holdinp ccnpanv, do not hold 

the nrins with which. to dir.ct and control their many 

suDsidieries. 

PReLgarding t *h.7o mitters described in the two Dreceding 

iteis, it scams -rcrsiblc that therre hs been an excess of 

soecializatbon, division of labor :nd decentralization. 

TI- to d,.srv. study and nossible corrective action. 

'* In those t. r:.ttrs, on the other hand, it may be that 

the MHOP so many entities and over­has cr.ated separate 

divided .snonsibilities simpl v because its managerial 

ministries have not worked well enough to satisfy its 

needs. Mine w.ars of experiunce in the Fiscal Reform Pro­
ject seem to have d-monstrated that the Finance ministry,
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for example, until na-Y has not been classifiable among 

the capable, effectiv-- and agile institutions that antici­

pate problems and then devote themselves to preparaitions 

for treating the Droblems promptly and effectively. When 

the Solomon group conducted its studies in 1962, for exam­

ple, the Finance ministry did not then satisfy the require­

ments imposed by thu needs of a national government.
 

Thirteen years later, in 1975, the same is true. 

One ncssible interpretation of the facts, therefore, is 

tlat the GOB, instead of demanding the radical and visible 

iu. rovrYrunt of the Finance ministry, tried a well-known 

alternative and built other institutions that might serve 

as crutchc-s. If so, the crutches have not resolved the 

difficLtLs but perhaps thm.trinr-msed 

It still re. nins necessa.rv, th;.r-eforx-, to strongthen the 

Finaince ministryv direct , perhaps assigning it still 

greater responsibilities tha-n those it nca., holds, and then 

on superior pecrfon,,ance. 

* ne lesson that should have been le.:rd during these 

years, tierefore, is that the GOB clearlv needs an effec­

tive and viforou Finance minist-rv, th-t no substitutes 

wil1 do, and -- because the present Finance ministry is 

not fully satisfactory ---it is imperative to insist upon 

its strengthnin , anid its radical reform. One point of 

departure for sud r-form could be the re~view -- by the 

ministr. itself, bv the National Econinic and Planning 

Coucil (CONEPLAII) and by the Council of Ministers -- of 

the future orpanic la . of the Finance ministry. Draft 

lawr seen thus far describe the Finance minist'v just as 

it now stands, and would hawv the effect of ratifying what 

now exists. But if whpt nai exists is judged to be not 

entirely sufficient, thu opportunity is present for some­

thing different and superior to be conceived. 

http:necessa.rv
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** 	 One may ask why, during the years since the Solomon study, 

it has not been possible to reform the GOB's financial 

ar-angermrnts. No doubt there have been multiple factors, 

of substance and of circumstance. In the two following 

items, mention is made of two factors that have impressed 

the PRAS representativws in the Fiscal Reform Project. 

* 	 One recuisite for tha profound or radical improvement of 

an institution is a clear concept of why it must be im­

proved, of the institution's reasons for existence and of 

what the institution should be like following its renova­

tion. That imposes another requisite: continuing and 

ccnsistent leadership, that can develop such a concept, keep 

it constantly in mind, and be disp~osed later to make the 

decisions and take the actbns needed to convert the cncept 

into a reality. 

Spea]king of one institution of great importance, there 

has not b .en -a opportunity to enja such continuity and 

constanoi in the leadership of the Finance ministry. Since 

the days of the Solomon study, for examDle, the direction 

of the entire Bolivian governmnt has passed from the hands 

of President Siles Suazo to those of his successors Paz, 

Barrientos, Ovndo, Tores and nw to President Bznzer. 

The direction of the Finpncu ministry (and other ministries, 

of course) has passed through many mor hands, including 

those of at least six Finance ministers -appointed by 

President Bgnzer. 

There may very wel have been much talent and good inten­

tions, but there has been scant ccntinuity. One must sup­

pose that the concept of the ministry has varied from 

government to government and fram minister to minister. 

Under that circumstance, there could scarcely have been 

consistent leadership and direction, and there could 
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scarcely have beun profound improvement. This is by no 
means a criticism of the present Finance minister, of the 
minister of 1962, nor of the others who have occupied the 
difficult position during the intervening years. Neither 
is it a criticism of the several Presidents of these years.
 
It is a question of style and of the management envirorunent 
which, through the years, has been developed in Bolivia. 

A lesscn to be learned frca this matter, perhaps, is that 
it would be constructive to change this environmental 
characteristic, this naticnal indiosvncracy, because it 
does not seem to promote progress. One may suppose that 
no one is named to be Finance minister unless he is a persmn 
of ability, intelligence end other essential attributes. 
It may be further supposed, therefore, that any Finance 
minister of recent years, given the opportunity of remain­
ing in the position during several consecutive years, could 
have becone a "professional" of that position. 

Remaining only few months in each case, ha-iever, none has 
been able to markedly improve the institution. A "profes­
sional'; minister, in this sense, within a few years could 
effect all the changes necessary and could deliver to his 
ultimatc successor an institution that fully satisfies 
every requirenent that a modern national gov2rnment might 
impose on it. It would be useful to put this possibility 
to the test. 

The importance of the Finance minister has been stressed 

here because, in the Bolivian management environment, the 
minister personally plays a key role. Again, this is a 
matter of nationjl idiosyncracy. The Bolivian bureaucracy 
is one in which (broadly generalizing, of course) ideas 
and initiatives do not cane bubbling up from below to be 
brought to the attention of the executive. On the contrary, 
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the impression is of a quite different type of bureaucracy,
 

one in which there can be virtually no change whatever
 
unless it is imposed from abov .
 

If a Finance minister does not remain as minister during 
a relatively long rx:riod -- several years -- in order to
 
know the institution rea.lly well, to clarify the concept
 
of the institution (the concept of which mention made
was 

in the prec-d inq item), end to take firm decisions and
 
give firm orders, it is difficult to conceive that there
 
will be fundamental improvements or ch:u-i7s in the insti­
tution. There will be inertia below if there is not clear 
and firm leadership from above. In the lonF run, this 
chractiristic of th. bureaucracy can be changed, of course. 
But what should be learned fran this experience is that
 
th. claritv, continuity and firmness of institutional 
leadership is an essential factor to be established. 

A corollary to the phenomenon of the manyl changes of 
ministers, of course:, is the notorious phenamenon of the 
frequent changzes of other personnel in the COB ministries. 
This is another environmental factor, another idiosyncracy 

of the Bolivian governmental environment. Once again, it
 
would sceem to bL a cysfurictionPi and disadvantageous 
factor that desterves to be changed. Nore continuity is 
needed among positions classifiable as professional, tech­
nical, executive, administrative and supervisory. 

The ccncept of 'can-eer personnel." at this date may be more 
or less accepted, but that concept has not yet been given 
full expression in practice. Its anplication, it would 
seem, is most appropriate in the categories of positions 
just mentioned. It is those positions that require not 
only well educated and well trained but also experienced 
personnel. These are the positions that call for persons 
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who share the sense of direction, the goals and the desire 

for improvement that can be established by the good leader­

ship of an experienced minister. 

Perhaps changes in clerical positions, for example, do not 

matter so much, but instability among the categories of 

positions named above certainly is important. 

During the life of the Fiscal Reform Project, excessive 

changes have becn seen, and their adverse effects have 

been observed: in the Finance ministry, in what is naj the 
Planning und Coordination ministry, in ISAP and in other 

units of tht- GOB. One lesson to be derived fran this 

experience, therefore, is that the betterment of general 

and financial manaqcment depends partly upon better person­

nel administration dat must seek tc recruit and retain 

capable and productive car er personnel. 

* 	 The environmental factors noted abov have their effects 

upon the possible utility of advisory c.d technical services 

that ar. offei.xd by such e-ntities as USAID, OAS, UN, the 

international b r-_,ks, etc. Judging on the basis of the 

Fiscal Reform Project and other analogous projects observed 

in Bolivia, it appears that maximum advantage is not made 

of tLese services. 

The technical advisor is quickly put in contact with his 

local counteroarts. These may be far removed, by two or 

more levels of the hierarchy, from the minister of the 

organism to bc served. Given the situation in which the 

bureaucracy does not tae]< the initiative, much less have 

the power of decision, this contact does not always yield 

the beneficial results desired. 

The advisor also needs direct contact with the minister and 
those of his associates that effectively direct and control 

http:offei.xd
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the ministry. To that principal executive group, the 
advisor should offer advisexmnt," properly speaking. 
When the advice has been digested anid accepted, and when 
the 	r-sulting conclusions have been translated into instruc­
tions to other levels of the hierarchy, the advisor then
 
will be enabled effectively to offer technical assistance" 
to his counterprts, and to do so in the full conlidence
 
that it will yi,ld the results anticipa.ted. 

* 	 Reference has bee.-n made previously to the low degree of 
coop aration, coordination and collaboration among entities 
of the COB. This circumstance reduces the effectiveness 
of the GOB's 7,n oocratirs, of course. it also limits the 
effectiverness and utility of the services potentia-lly 

.
available f-nm th internatiomal orpanizjtions. 

If the COB wer'; very w,11! organized and coordinated, it 
could grasp-.,rd hold thie initiative with respect to 
external asistnce. could seekIt to obtain assistance 
in precisely those matters of its greatest interest, in 
accordance with its cwn goals, po]'cics and prioriti--. 
It could est 7Jblish tie most advntageous contacts between 
its executives end the proper reqresentatives of the most 
appropriate international e-ntities. It could foment a 
more c(mstruczive croperation among the external agencies 

themselves. 

On!e 	 observation derived frcm the exFjerienco of the Fiscal 
Reform Prciect, in contrast, is that the GOB is not that 
well organized, the initiatives axe not always its own, 
the international organizations not alwaysare in full 
ccntact with each other, the desired cooperation does not 
always exist and, in short, there is reason to judge that 
the 	GOB does not always capitalize to the maximum on the 
services and other resources that could be available for 

its 	use.
 



In conrmcr wih those mentioned in Section I of this report, the 
preceding items refer to theaes and topics mentioned -- in many 
cases, repeatedly -- in the reports presented during these years 
by Public Administration ServiceL within the Fiscal Reform Project. 
In a good many cases, the PAS observaticns have been well received 
by COB ersornel. Unfortunately, ha-7ever, onlv in few cases has it 
been possible to obtain a firm decision p!Ls the start of appropri­

ate action.
 

Thers can h- no Auht that tie scant ccntinuity among executive 
personnel of the Finance rinistry has bcee.n a ne-,ative factor of major 
ijmportance. A new ri2n.star's first obligation is to learn about 
his minist--,, and its activities, resources Tersonnel and problems. 
It would be presumptucus, pxrhanis, to expect him imediately to 
become acquaintcd with the advisors supTlied by USfJD. OAS and 
others. Only after he has been in office for some time is a minister 
likely to meet the advisors, becme -cquainted with their work and 
begin to consider whether and how to ,,ccept and apply their recom­
mendations. If t~i minister should hav a very short tour before 
being remlaced, it is quite possible that lie neithr pets to know 
the advisors and their work nor to take action on th,, basis of tleir 

recommendations. 

Durin.o the nin. yars of the Fiscal Rafcrm Project, there has 
been a long series of new appointments to the post of Finance minister. 
With each appointnent, it becmes necessa-ry to begin anew with exTla­
nations of proj; .ct purposcs , methodology, findings and reconmrndations, 
suggestions regarding d,=cisions and action now pending, etc. With 
each appointment, in effect., it becomes necessary for the PAS 
Advisory Group t. reestablish its credentials a. serious and capable 
consultants who merit the attention of the Minister of Finance. With 
admirable franlmess, one out-goinp Finance subsecretary acknowledged 
that, at the start of his tour, he did not take the PAS Group 
seriously ad that it was only with the passage of time, as he De­
came more profoundly aware of the ministry's facilities and problems, 

that he recognized the potential value of the Project. 
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The phenomenon may be illustrated with the case of the account­

ing principles, norms and standards that were proposed by PAS in 

1973. The draft statement of the principles and standards was pre­

sented to Minister "A." Minister "B"commented that the subject was 

important and would merit attention. Minister "C"appointed a com­

mission to study the matter. Recently, under the present Minister 

of Finance, Col. Victor Castillo Suarez, the fourth' in the series, 

the matter was given the serious attention it deserved: a well­

considered, well-written revised draft of the principles and stand­

ards was produced and presented to CONEPLAN and the Council of 

Ministers, with a strong reccmmendation for adoption. In 1975, 

thanks to the effort made by inister Castillo, a Supreme Decree 

was adopted pranulpating the principles and standards. Had Col. 

Castillo been in tie position since 1973, when the initial proposal 

was made, the principles and standards could have been adopted a
 

year earlier.
 

This illustrative case is not cited simply to praise Col Cas­

tillo nor to criticize his predecessors in the nositions, but to 

underscore the point- without a certain deFree of continuity of 

leadership and without a certain permaneno of the Minister of 

Finance personally, the proress achieved in anv effort similar to 

the Fiscal Reform Project will prove to be both limited and slowly 

gained. Col. Castillo. who has held the position for nearly a full 

year, has been able to give some attention to the Project, has had 

the opportunity to think about Project recomendations and has been 

able to reach some related decisions and initiate some related actions. 

The longer the tour in office of a capable penon, the more likely 

will be the effective adoption of constrictive changes recommended 

by the Project. At least in large part, the limited and slow progress 

achieved during the past nine years is a consequence of the frequent 

and rapid chanaCs among executive personnel of the Finance Ministry. 
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As noted in Section I of this report, there are ample reasons 

for cancluding that, when this 1iscal Reform Proiect ends, it would 

be wise to begir: another sijilar project. Some improvements have 

been achieved. Others remain to be made. In the reports, manuals 

and recmendations presented during the nine years, problems have 

been identifi,d and solutions to them have been Droposed. It may 

be hoped that during the next few vears the solutions will be applied. 

In the judgment of the PPS A'dvisorv Group, the need is clear. The 

corrective action, ha-ver, dernds upon the decisiveness of the 

Bolivian government.
 

Neve.rthe less, that corrective action will be m-eatlv facilitated 

if the GOD continucs to enjov the so-rvices of canetent advisors. 

USAID has invested two million dollars durinp the life of the Fiscal 

Reform Proje:.ct to provid.e such services to the' "overnment. USAID, 

another external agency or the COB itsA.f would do well if, in 

future efforts to improve public financial management, thev continue 

to support those efforts with the constructive criticism, the advise­

ment and the technical assistance that can be provided by an indepen­

dent outside advisor. 

One additional lesson should have betn learned from this experi­
ence: the improvem-rnt of th, structure, proc:dures, concepts and 

quality of operations of the Bolivian government depends fundamental­

ly upon the Bolivian governmentls cwm de-sire to achieve the improve­

ments and its c,. persistence in brinping them about. The external 

and international agencir.s -- USPID, UM, OEA, World Bank, etc. -­

can supply ideas, advice and resources. Only the (GOB, however, can 

make decisions and reruir, action by its ersonnol. PAn advisor,, 

team, such as that provided by USAID and Public Administration Service 

during the Fiscal Peform Project, cannot improve the governmental 

operations directly because it cannot make the decisions nor launch 

http:Proje:.ct
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the actions. The POB bureaucracy itself is not one that is disposed
 

to make decisions or take actions toward chanpe. The external
 

financinp, advice and t.chMical assistance, in short, are necessary 

but insufficient. The other .ssential inredi-nt is firm, d cisive 

and inwavering support from. the cabinet level of the host Bolivian 

government.
 

This n.rLeort would Ie incomolete if it failed to include 

mention of another point that (a) bears uPon the improvement of 
manacent xKr su and (b) should be of intercst to the GOB as well 

as to various intcr-nati.on-. oroanizations. 

1he objcctive of the COB is to accelerate national develop­

ment, and the intention of 'UrAIT and other entities is to held in 

achiz virn that objective. Tt is natural that the attention of all 

parties n-.hould tend to b,,f direct-d to nrocra.iatic and sibstantive 

nuastions rclted tc the secvural s-ctors of national lifc-. It is 
natural tat on].v residual interwist should be addressed to manage­

mnt matters related to the. functioning. of ead sector and of the 

GOB rr s,-. 

The manaq&erial part is the least visible part of the effort 

involved in prcmoting development -- the 1:ast dramatic Dart, 

perhaps -- becausez it iicludes all of the background tas-ks: plan­

nineq, proprammi-nP, budPict'.np, c&ntroll-, urchasing, personnel 

administration, accomutinpf, war:hcusino, coordinatin'o, evaluating, 

etc. Propranmatic considieratiens sureIv ar' intrinsically more 

intero:stin than those of ranaNnM.ent, but the fact remains that the 

execution., thu :.ff,.ctivr'n.ss and the orderlin,-ss of matters program­

mat:c depend in gre:at measur? on the skill rith which all the back­

ground irana _eria], tasks are performi:d. 

In the Bolivian owvrnmnt, the remain many paps and flaws 

in managerial arrangements and porformanct . In the urge to 

concentrate resources and offorts dir, ctlv on nrorgrammatic matters, 

it remains essential to set aside some of the -ffort and resources 

and to devote them simultaneous lv to managerial problems. In fene­

ral and financial management, there remain Droblems that adversely 

http:ff,.ctivr'n.ss
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affect the execution of every govcernmental program. It would be 

of great benefit to correct tI., flaws and r-esolve those problems. 

The Fiscal Reforn Project was suDortcd by USA.TD, pursuant 

to agreements with th, GOB, for nine y .-ars in attention to a 

selecticn of manageent factors. It had limited success. It 

rcmains7 cl-ar that there still are probl-.ms in financial asnects 

of mit. 1,nt.iU clone other aspects. 

According to ru-at,: stateme-ts bv President Huo Rnzr 

Suar _z and other spokesmen for us m'7rnmant to correct the 

management situation is sc>.n as a critical n2&e4. Projects such as 

the on in Fiscal R form. could he!n to corn:ct that situation. 

Improvencnt 5- could -wvr:qa health eff,:ct unon the plan­-rm.nt 


of c'v rajmmnatic
ninp anld .xecution ,-,ror co=mtitm-nt to which the 

GOB a.nd t-..int:.rmticna1 awc .s de:vote their efforts and re­

sources. Bett T anagement 'oi11d have the effect of assuring t1at 

the utmost ,alu: is d,:'iv.d frc-i evcr reso invested by them. 

For t-ihc (OI?, th,:rforr-, it ,iould be advantagTeous to continue 

to encourag{ th' conduct of such nro4.ects as the one in Fiscal 

Reform It also would b- aIvantag'cus to the international agencies 

to support anc to susidize such prolects. 

Given ,tter muan-gemEnt, it waV b" e -,XctFdthat there would 

be better selection mnc substantive programs, better execution 

of -.ach proram. hettcr coordination arnonF proprars, and better 

use made of all thil rsources invol',ed, wh(ether th.se dcrive from 

taxes, grants or loans. As long as the mTan,,.em, nt defects continue 

to exist, delays and irnconvTi.:nccs will be comon and success in 

th execution of pro-rammatic initiaties will be unn cessarily 
limited. 

FT-ither the Bolivian Suprmne rovernment nor the external 

agencies -- US\TD -jrong others -- should m.nimizc or forget the 

question of how to put evury aspect of peneral and financial manage­

ment in better condition. The c6st of not attcnding to that qucs­

tion surely w.ill be enormously graater than the dir.ct cost of 

improving management in all its vwrious aspects. 
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