
USAID ASSISTIMCE 90)DEPAPTUENTAL DEVNELOPMENT CORPORATIONS TIN PERU:
 

Context, Project Fxperiences, and Furure Prospects
 

A Report Prepared for USAID-Perii Under Purchase Order DR-50-85
 

by
 

Gregory D. Schnidt, Ph.D.
 
Northern Illinois University
 

August 9, 1965
 
Lima, Peru 



Contents 

i. Continuity and Change in Regional Adninistration, 1950
1981 
 4 

1.1. 	 Te-rritorial Organization and Incermediate 
Development Agencies 4 

1.2. 	 1956-1968: Decentralization from a Frag
menrcd National Administration 6
 

1.3. 	 1968-1975: Centralization and Sectorali
zat ion 8 

1.4. 	 1975-1981: Partial intcgration of Departmental-

Level Acninistration 
 11
 

2. CORDES: Constraints, Organization., and Operation 	 13 

2.1. External Constraints 
 14
 

2.2. Basic Organization 
 15
 

2.3. Context, Operation, and Orientation 	 17
 

2.3.1. Resources 
 18
 

2.3.2. Personnel and Staffiqv Patterns 
 19
 

2.3.3. Project Selection and Budgeting 
 20
 

2.3.4. Deve].oiTent Orientation 
 21
 

3. Institutional Impacts of USAID Pro-ecz.s 22 
3. 1. Overcoming External Constraints: Circumvention 

and Reform 25
 

3.1.1. Circumventing External onstraints 25 

3.1.2. Providing a Basis for Reform 	 29 

- i 



- ii 

3.2. Overcoming Internal Weaknesses 	 30
 

3.2.1. Autonomous Units in the DRR Project 31
 

3.2.2. Autonomous Units in the IRD Proiect 37
 

3.2.3. 	 Implementing Sub-Projects: Conuracting,
 
Forced Account, mad Encargos 38
 

3.2.4. Consulting Finas and the DRR Project 42
 

3.2.5. Technical Assistance in the DRR Project 44
 

3.2.6. 	 Improved Progranming: A Spin-Off of the
 
DRR ProjecL 45
 

3.2.7. Technical Assistance and Training under
 
the IRD Project: Junin and Cajamarca 46
 

3.2,8. 	 National Technical- Assistance under
 
the IRD Project:: PATC-CORDES 48
 

3.3. Project Impacts on CRDE Capabilities and 
Priorities 
 50
 

3.3.1. IRD Impact 	 50
 

3.3.2. DRR Impact 	 53
 

3.4. 	 Linkages to Public Agencies, Municipalities, and
 
Local Organizations 57
 

3.4.1. Relations with Public Sector Agencies 57
 
3.4.2. '!unicipalities 
 59
 

3.4.3. Relations with Local Organizations 60
 

4. Future USAID Assistance and CORDE Development 	 62
 

4.1. Jurisdictions 
 65
 

4.2. CORDE Autonomy 	 66
 

4.3. Finance 68 

4.4. Resource Generation 
 70
 



- iii 

4.5. 	 ReLations with Sectors: Toward Regional Govern
ments 
 71'
 

4.b. 
 Special Units and Technical Assistance 	 73
 

4.7. Linkages wlth ,inmicipalities 	 74 

4.8. Private Sector Development 	 74
 

5. Conclusions and Reccnixndauions 77 

5.1. Departnmntal Development Corporations 
(CORDES) 77 

5.2. The IRD and DRR Projects: Institutional 
Impacts and Lessons Learned 79 

5.3. Future USAID Assistance and CORDE 
Development 87 

Notes 
 93
 

Appendix A: Persons Interviewed 
 96
 

Appendix B: Primary Documentation Consulted 101 



-iv-

List of Acronyms
 

APRA American Popular Revolutionary Alliance (governing
 

political party in Peru after 28 July 1985)
 

CER Peruvian Center for Regional Development Studies
 

CIPA Center for Agricultural Research and Lxtension
 

CODE(S) Departmental Development Caimiittee(s)
 

CORDE(S) Departnental Development Corporation(s)
 

CORDECAJ DepartmentalI Development Corporation for Cajamarca
 

CORDEHMJANCAVELICA DeFartmental 
 Development Corporation for Huancavelica 

CORDEJUNIN Departmental Development Corporation for Junin 

CORDELIPM Departmental Development Corporation for Lambayeque 

CORDELOREIU Departmental Develop nent Corporation for Loreto 

cOMJ;IUPA Departmental Development Corporation for Piura 

M,)FPIlu Departmental Development Corporation for Ptuno. 

OnFEETACNA Departmental Development Corporation for Tacna 

COPDEUCAYALT Departmental De- elopmenc Corporation for Ucayali 

DRR 
 Disaster Relief, Rehabilitation and Reconstruction
 

FNDE National Economic Development Fund 

CEDECO Cormrinity Development Division of CORPUNO 

GRR Rehabilitation and Reconstruction Division of INADE 

INADE National Institute for Development 

LNAF National Institute for the Expansion of the Agrarian 
Front ier 

INAP National Institute for Public Administration
 

LINDA National Institute for Agroindustrial Development 



INFCM National Institute for Municipal Development 

INP National Planning Institute 

IRD Integrated Regional Develo:°ment 

MEF Ministry of Economy and Finance 

ORDE(S) Regional Development Organiz; :ion (s) 

ORDLNORTE Regional Development Organization for Piura and Tumbes 

ORDESO Regional Development Organization for the Soutneast 

ORDETA Regional Development Organization for Tacna and Mbquegua 

ORDEZA Regional Organization for the Affected Zone 

PATC-CORDES Technical Akssistance and Training Program. for Departmental 
Development Corporations 

PID Project Identification Document 

PIRR Comprehensive Program for Rehabilitation and Reconstruction 

Plan MERIS Plan for Improvement of Irrigation in the Sierra 

PIS Special Project for MLicroregions in the Sierra (Division 
of INADE) 

PRODERIN Project for Integrated Regional Development 

PVOs Private Voluntary Organizations 

SINAMOS National System for Social ibbilization 

IJFRD Urban Functions in Rural Development 

USAID United States Agency for International Development 



In recent years USAID has identified institutional development
 

as one of four leading elements of its assistance strategy, stressing
 

that "investments in national public institutions 
must be balanced
 

both by the estblisin-ient of decentralized institutions regional
at and 

local levels and by encouragement to the private sector. ' 
 In Peru
 

the need for decentralization to the regional level within the frame

work of a unitary state is widely understood. Under the 1979
 

Constitution and Law 23339 of December 1981, Departmental Development
 

Corporations (CORDES) were re-established as transitory institutions
 

leading to regional goverments. Although this report will show that 

external constraints and internal weaknesses hinder CORDE development,
 

these corporations are potentially the "guiding institutions" (entes
 

rectoras) at the regional level. 
 CORDES or regional goverrinents could 

allxq representatives from interest groups and municipalities to provide 

input ir'o an effective system of regional planning, which in turn could 

orient the activities of the public sector within their jurisdictions
 

and support the activities of the private sector.
 

USAID-Peru has worked with Departmental Development Corporations 

and the departnental agencies which preceded them through two major 

prOjects--the Integrated Regional Development (IRD) Project (527-0178), 

initiated in 1979, and the Disaster Relief, Rehabilitation and Reconstruction
 

(DRR) Project (527-0277), be,un in 1983. 
These projects noc only have 

been iinportant impetLu!-es for decentralization in Peru, but they also 

provide a rich context frcm which more cangeneral lessons be drawn. 
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Having explicit institution-building objectives, the $23 million IRD
 

Project is the first effort to test the "urban functions in rural
 

development" (UFRD) approach to regional development in a comprehensive
 

manner. In contrast, the purpose of the $60.2 million DRR Project 
 is 

to support recovery from natural disasters, rather than to build in

stitutions or to test a development strategy. Although it is frequently 

argued tha't decentralization slows project implementation, the DRR 

Project is the largest project ever financed in Peru by USAlD and has 

a Life span of only three years from the signing of the project agreement. 

This report provides background on CORDES, evaluates the intended 

and unintended institutional impacts of the IRD and DRR Projects on CORDE 

development, and analyzes futture prospects for USAID development assistance 

involving CORDES. It is primarily based on interviews with key personnel 

of USAID-Pei-u, the Prime Minister's Office, the National Institute for 

Development (LADEL), and CORDES in the departments of Cajamarca, Junin, 

Laimbayeque, Piura, Puno, and Tacr. The first two departments have 

received assistance for the duration of the IRD Project, while CORDES 

in all dep;irtnents listed except Junin have received support fran the 

DRR Project. Given the importance of agriculture in the announced plans 

of the inccming, APRA goverment, the consultant also interviewed officials 

from the a},riculture sector in four of the six deartarents visited; mem

bers of water users' associations in Junin and Tacna; and members of 

peasant couu,:nities in Puno. Appendix A provides a list of persons 

intervie .,d. 
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Interviews were buttressed by documnntation treating the context,
 

organization, and outputs of the projects and 
 the CORDES (see Appendix 

B); the consultant's work on pre-1980 regional development institutions; 2 

Ehe research of Jose M. Garzon on past and present decentralization 

eperimcnts; and the final evaluation of the IRD Project prepared by 

a team led by Eric Chetwynd, Jr. and Patricia W, Salinas.4 The consultant 

also benefited from conversations with Carzon, interaction with the IRD 

evaluation team, and attendance at a conference on decentralization co

sponsored by USAID and the Peruvian Center for Regional Development 

Studies (CER). 

Successive sections of the report (1)analyze continuity and
 

change in regional administration before 1982; (2) provide background 

on current CORDES; (3)evaluate the institutional impact of the IRD 

and DRR Projects on the CORDES; (4) explore the prospects for future 

USAID assistance involving CORDES; and (5)surnarize conclusions and
 

reconaendat iorLs. 
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1. Continuity and Change in Regional Administration, 1950-19815 

In evaluating the institutional impact of the IRD and DRR Projects 

on CORDE development it is necessary to understand the operation and
 

orientations of the corporations before the interventions. This is
 

not a strai!htfor,,rd consideration. On the one hand, CORDES did not
 

even exist at the beginning of the IRD Project, and they had been in
 

operation for barely a year at the onset 
of the DRR Project. On the 

other hand, there is 
some continuity between earlier departmental or
 

regional agencies and ORDES. Analysis of this experience sheds
 

considerable light on some key contemporary issues.
 

1.1. Territorial Organization and Intermediate Development Agencies
 

Peru is a unitary state with three levels of territorial organization:
 

24 departmenrts (plus the Province of Callao which has special status),
 

177 provinces, and over 1700 districts. Departments are administrative 

rather than governmental units, as elected municipal governments exist 

at only the provincial and district levels. 

The 1933 Constitution outlined a system of elected Departmental 

Councils, but these were never implemented. The 1979 Constitution, in 

effect today, calls for the establishnent of regional govermnents, but 

does not define the regions. Future regions could be based on existing 

departments, group more than one department, or not respect current 

departmental bouncaries. 
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Re-established in 1982, the Departmental Development Corporations
 

(CORDES) are the latest in a series of Peruvian development agencies
 

operating between the national and local levels with a public wrks
 

orienEation:
 

the National Economic Development Fund and affiliated Departmental
Public Works Boards wh-ich were founded in 1956 (Public wrks boards 
had been established earlier on an ad hoc basis in some departments
and provinces.) 

earlier Departmental Development Corporations (sometimes called
Rehabilitation and Reconstruction Boards) organized on a depart
mentl by departnent basis during the 1950s and 1960s, and often 
absorbing the Departmental Public orks Boards 

the regional offices of SLN.MS, the military government's social 
mobilization agency, wiiich functioned fron 1971 to 1978 

the Regional Organization for the Affected Zone (ORDEZA), an earth
quake relief and reconstruction agency founded in 1973 

Regional DevelopinL Organizations (ORDES) formed during 1977-1979,
whose jurisdictions covered 15 of the then 23 existing departments 

Departmental DevelopnenL Committees (CODES) founded after 1978 which 
were most important in departnmnts not having ORDES 

There is considerable concinuity in the functions and personnel of 

these various agencies. While their activities vary considerably over 

time and space, construction of public urks has remained their core 

concern. In the six CORDES visited, many inforonts ha-xi worked for SINMOS 

during the 1970s and a f had began their careers with the Departmental 

Develorxiient Corporations and Public Work-s Boards during the 1960s. 

While nitural disasters often se-ved as important catalysts for 

decentralization to the departmental and regional levels, the scope and 

character of these decentralization initiatives have been influenced by 
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the type of regime in office (civilian or military), the strength of 

governing political coalitions, and the scale and organization of the 

central govern-ent. Over time these factors have interacted to in

fluence the amiount of administrative and financial dependence on the
 

central goverumxnt; relations between decentralized organizations and 

the field offices oE the national government; patterns of political 

influence in CORDES; and the degree and distribution of public invest

ment channeled throug h intermediate organizations. The overall picture
 

is that of diminishing "institutional space" for the development of
 

decentrali:ed agencies at the departmental 
 or regional level. 

1.2. 1956-1968: Decentralization fron a Fragmented National Administration 

During the 1956-1968 period the Peruvian state was characterized 

by severe budgetary and fiscal frapTnentation at a time when the balance 

and intensity of partisan c(flpetition under a constitutional regime in

creased the political im)ortance of the provinces. Most of the 

domestically-funded public investment budget was allocated by earmarked 

taxes to dei r~uents oL central ministries, autonomous agencies, and 

specific progr-rms and projects. The Treasury Bureau controlled only a 

sall portion of income and expendfitures, as various private and public 

entities collected taxes and paid out obligations with little or no 

central coordination. 

In this contLu.t natural disasters--earthquakes in Cuzco and 

Areuipa, drourht in Puno, floods in Ica--served to justify the formation 

of the first Departmental Developtent Corporations and Rehabilitation 
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Boards. Laws establishing these agencies provided for effective control
 

by departmental representatives; did not place time limits on earmarked
 

taxes 	 funding them; and foresaw these organizations undertaking develop

mental activities once the tasks of rehabilitation and reconstruction had 

been completed.
 

Not surprisingly, departments which had not recently suffered natural 

disasters began to demand their "fair share" of regional development funds, 

and by 1968 corporations were established in 15 of Peru's then existing 23 

departments. The proportion of direct public investment channeled through 

deparmenal-level agencies increased from 6.4 percent in 1957 to almost 

30 percent in 1968, The regional distribution of this investment approxi

mated that of the population, except for the Department of Lima whose low 

share 	reflected the very intent of the decentralist legislation. 

The fra3mieuitation of national administrative structures and the 

limited presence of the central government in the provinces gave the 

early 	corporations a considerable amount of "institutional space" in 
which to develop. Mhile the corporations were formally subject to a 

rnii-ber of central government controls, wereth-se seldom exercised. 

The corporations successfully resisted early efforts by the newly
 

formed N tionl Planning Institute (INP) to bring thn under rein 

and indeed controlled the first regional planning office set up in 

1966. During timies of fiscal austerity, the corporations had to sac

rifice a fixed percentage of their earmarked taxes, but they suffered 

proportionally less than central govermnent agencies. 
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Since only the ministries of agriculture, education, and health
 

had established field office systems before the mid-1960s, corporations
 

and public works boards were the most important public agencies in many
 

areas. 
 During the 1956-1968 period these regional organizations accounted 

for most public investment in local roads, sewerage, potable water, elec

tricity, and small-scale irrigation. In some southern departments cor

porations also played important roles in providing credit and operating
 

public enterprises.
 

Unforwanately, many of the projects undertaken 
 by corporations 

and public works boards were of dubious value, giving them an image of 

waste and inefficiency. For example: two large hydroelectric plants 

were constructcd in the Departments of Cuzco and thereTacna where was
 

limited duwvnd for electricity; in the altiplano department of Puno,
 

rival tCo-,,.s built cc(ugecing industrial parks in an area where indus

trialization possibilities were extremely limited; and large sports 

stadims were built in small towns throughout Peru. 

1.3. 1968-1975: Centralization and Sectoralization
 

The status am character of departmental agencies changed precipi

tously under the military governwent of General Juan Velasco (1968-1975), 

whose supporting military coalition was initially strong vis-a-vis the 

opposition, tAdministrative refom: was an area of special consensus 

'ithin the miitar-v institution; and upon assuning power, the generals 

rapidly restructured the sector.public The ministries and autonomous 

agencies ,,re reorganized ito more clearly defined sectors; all earmarked 
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taxes were eliminated (except those destined for the military); and all
 

incoui- and expendinures ere ch=eled through the treasury in the 

Mtinistry of Econicnics and Finance (the caja unica principle). Although 

by no r-iins all-powerful, the IP acquired authority at various stages 

of the budgetary and implementation processes which it used to induce
 

coTmIliance with national plans. These administrative reforms were 

folled by rapid expansion of the public sector. The state acquired 

nunerous cntnerprises, increasing its share of 9NP from 11 percent in
 

1968 to 21 percent in 1975.
 

The departanental corporations 
 and public works boards were quickly 

brought under control through .lirect military supervision, elimination of 

their earmnrked taxes, absorption of enterprises by central ministries 

and firms, :Lnd tie expanded po.,vrs of the LNP. Their share of direct 

public invesnment plimeed from 30 percent in 1968 to 11 percent in 1970. 

In 1971 the FXDE, public works boards, and corporations were incor

porated into SINA.ES, the government's social mbilization agency. 

Although many proCessional staff previously employed by the public works 

boards and corporations contLnued to work for SIMNUXS, whose activities 

included the2 impIlmrenttion oF srll-scale public works, ttie new multi

sectoral agency accouinted for less than 5 percent of the public invesment 

budget. After the demise of the SIXDS experiment, the agency was 

liquidated in the mid-1970s, its personnel and activities being absorbed 

by the central ministries, 

The Velasco g.,overn:c(nt did not pronute a system of alternative re

gional develoi:ent- organ izat ions because it viewed sectoralization as 
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crucial to the initial stages of administrative reform and to the rapid 

completion of the so-called structural reforms in agriculture and industry. 

The ministries created by seccoralization--transport, industry and tourism, 

energy -aind mines, fishing, and housing--and their affiliated agencies 

opened up field offices in the provinces, but deconcentrat-ion was sectoral 

.withminimal horizontal coordination through intersectoral camiittees and 

regional offices of the NP. 

The mra-jor exception to this sectoral orientation was prompted by tMe 

disastrous May 1970 earthquiake centered in the north-ccntrai Department of 

Ancash. In 1970 an interseccoral conission was established to coordinate 

relief and reconstruction efforts, and in 1973 the comission became an
 

independent agency for earthquake (ORDEZA).
relief Incorporating the
 
field offices of the various mLnistries in the earthquake area, ORDEZA
 

was headed by a general. ha.ving ministerial rank and gi.ven independent 

budgetary authority, 

With the earthquiake and the establisnent of ORDE7A the proportion 

of funds channeled through regional development organizatiors rose from 

11 percent in 1970 to 23 percenL in 1973-74. Unlike the earlier corpor

ations, huA.ver, ORDEZA did not have earmarked funds and the military 

resistcd press.,.res to continue a high level of support once rc.onstruction 

was completed or to expand the program to other departnents. As recon
structir. was cocu!leted, the agency's share of the budget began to drop 

during 1975 and 1976. By 1979 its successor agency received a funding 

sh'are whiich roughly reflected the area's population. 



1.4. 1975-1981: Partial Integration of Departmental-Level Administration 

As the so-called structural reforms were completed during the mid

1970s, the goverenit turned its attention to the spatial organizacion 

of the state. The Morales Benmildez administration (1975-1980) attempted 

to create multidepartmenrcal Regional D,velopment Organizations (ORDES)
 

which followed the general outline of ORDEZA.
 

In order to link resource allocation to regional planning toand 


overcame the compartncntalization 
 of regional administration that was a
 

by-product of sect-orlization under Velasco, 
 each ORDE would incorporate 

the T12's regional pianning office and field offices of the ministries in 

the region under a regioial director writh ministerial rank and budgetary 

authority. Field offices were to be primaril)y responsible to the ORDE
 

director, 
 subject to the regiona-l plans fomailated by their respective
 

ORDE, and dependent upon the 
regioal-level organizations for supplies 

and equipment. However, they would continue to be responsible to their 

ministries on technicail issues and matters of sectoral policy. Field 

offices were to imoic ,nt projects within the ORDE budget, as well as 

those projects rerwinino, in the budgets of their respective ministries. 

Hoping to mobilize support for his fledgling regime, Morales 

Bernddez invited public ccfment on the proposal for regionalization in 

November 1975. Mst of rie debate revolved around jurisdictional 

issues--e;pccia I v the drawin., ,.f regioral botudaries and the selection 

of regional capitals--rather than the merits of the proposed ORDES. 

Within the publ ic sector rny ministries opposed the draft law because 
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they stood to lose turf mid/or their field office structure was in

compatible with the new schEne. 

Although the military under Velasco had previously overcome more 

intense Lnd coherent opposition in mplementing the agrarian and other 

reforms, the br:iles Bermud'ez goverunent dealt from a position of 

declinig strengtrh and programiuntic unity in the context of an increasing

ly severe econcmic crisis. Under these conditions, the president with

drew his proposal from public debate and did not attempt to pass any other 

general leislation on regionalization (luring his term. Instead, the 

administrafion proceeded to establish ORDES on an ad hoc basis, beginnirg
 

in areas ,here 
 there was the least intra-military and intra-bureaucratic 

conflict over regional boundaries. Later ORDES were generally established 

on a departental rather than a regional basis. 

By the end of 14krales Bermidez's term the ORDE regime covered 15 of 

the then 23 existing departments. Only two of che ORDES were truly ulti

departmental: ORIDENORIfl (Ptura, Tunbes) and ORDETAM (Tacna, ,bquegua). 

ORDESO, a multideprtmnencal agericy based in Cuzco, was split into three 

ORDES under pressure fron the sma1ler departments of Apurimac and Madre 

de Dios. 

,Ahile the ORDE system was being implemented in a pieceneal manner, 

intersectoral departuental develofvent ccniittees (ODES) were set up as 

an interim mea23ure. Headed by the ranking military leader in the depart

ment and advised by INP dep;irn entaL offices, thesa cornittees assumed the 

comurnitv developmrent functions formerly undertaken bv STNA1ES and 
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identified "local interest projects" for implenentation by the various
 

sectors. 
 ORDES were never established in Lima and the departments of 

the central and northern sierra, which continued under the CODE regime. 

The ORDE system was implemented in a context of fiscal austerity 

resulting from a severe economic crisis, and most of the available public
 

investneit budcget had already been claimed by large ongoing projects. 

Mistries leir-ncd to circumvent ORDES by creating centrally-administered 

special projects or by grouping small projects into "national" programs. 

Consequently, the prolx)rtion of public investanent administered by ORDES 

and CODES remained below 5 percent. 

2. CORDES: Constraints, Organization, and Operation
 

Under the 1979 Constitution and Law 23339 of 15 December 1981 the
 

Dcpartnental Developiment Corporations of the pre-1968 period were re

established as transitory organizations leading to the formation of 

regional goveni-nts. Since theY began operating in 1982, these re

established cor-porations, known generically as CORDES, have accounted 

for appr-xii:utely 12 percent or public investment. 

As discussed below, CORDES are evolving in a context which is very 

different ircui their predecessors and unlike the earlier corporations, 

are subject to unifoni natiornL legislation. Nevertheless, there is 

considerable variety in their operations and orientations. 



- 14 

2.1. External Constraints 

Changes in the scale and organization of the central government and 

in the strength of the party in powr mean that CORDES are developing in 

a contcxt very different from that of the pre-1968 corporations. Whereas
 

the -rlier cr:Dort:ons faced a central gover -ent marked by severe bud

getary and financial frmientation in a growing economy, the ODRDES have 

confronted a more integlrat:ed central .'overmnnent dominated by a strong 

Prime Inister's Office ;and a hegcionic Finance Ministry. During the
 

19 50s and 1960s the presence of the central government in the provinces
 

was quite limited but beginning in the 1970s rumerous 
 field offices and
 

public firms were established outside of Lima. 
 Under the first Belaunde
 

governent different pairty coal-_iions controlled the executive and legis

lative branches giving. the constituencies of departmental development 

agencies some leve rase aTIn:t the center. Enjoying absolute majorities 

in Congress Lhe second BIelaunde administration (1980-1985) and the in

coming A:PP g.overi ei:t (1985-1990) have Little inFKmdiate political incentive 

to give departmenaL organizations mre autonomy, since they could be 

controlled bv the politiicau onposition. 

Tiese chars Ln te. scope aind spatial. organization of the central 

govenmzient, the politicl_ incentives for decentralization, and the economy 

have limite tc- "iu'.tu-ional space" for CORDE develorment in a number 

Of concrLet. ' 

The -iresident of the republic appoints CORDE presidents, ,ito in turn 
may select key staff. 
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Ibst CORDES depend upon the central government for virtually all
 
of their revenues. Actual revenues are 
uitife unpredictable since

the Ministry of Economy and Finance (}.F) limits or delays payments
through its disbursment procedures. CORDES often receive tne bulk
of their funds at t.e end of the calendar and fiscal year when effi
cient use is hindered by insufficient ine and the rainy season in 
the sierra. 

he 
mak-e cing'eCs. ,-rin,Lmpleenttion the requirement that these 

COPDE hdgets bustapproved by the MEF and Congress, which can 

ilst iti i(os nmust aIpprove budgetary mod ifications usul-. ly results 
in lonu delays. 

CORDE rluirv offices are often overwhehiied by onerous an.i ever
changing programiing, budgeting, anud reporting requircents imposed
by Conrcss, the l]', the DM, the INAP, and the Ccuptroller General. 

CORDES m-st .ibide by a centr:illv-iposed freeze on hiring new person
nel and very low salary ceilings which make it difficult to hire 
competent and e<xper Pcd professioials. 

ORDE]S are subject to unifom n-itional legislation governing rrmin
istrative procedures whiich are often inappropriite. For ex, uple,the regulations roverninl tlhe procurnent systmn ,.ure designed for
universities and research institutes providing services, rather than 
for i nvesuun-orirented aci encies, an" do not take into accouMt the 
difficulites (of doing business in the interior. 

fhie ,ctoIN]_ orientit2 0 on1: nat-ional le-isLaion limits or hinders 
the rai-u I potentiil COEDIE' activity. For exminLe, upon completion
infrast ucturc proccLEr S nTSt be deli to appropriate sector.0ered the 
Field oflices ,Aiichii ue, d to minirserin,]! jurisdiction after dis
solution of the ORL'1S o ten jealauslv protect their turf, even though
they usullv lack the Cin.nci:l resources to administer effective 
programs. 

2.2) Basic Organization 

Alt:hough loose ly modeled on the pre-1968 corporations, CORDES are 

governed by uniform naionail Legislation, especially La1w 23339. All 

COMDPS have :in ass:-lv, a directorate a general mainager, and a president 

appointed b', the bent or PrcsRena. 
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The assenbly is made up of equal numbers of provincial mayors, 

representatives of professional and economic organizations, and minis

terial field offices. Alt ough they theoretically have the final say 

in CORDE affairs almost all of the assemnblies are weak and ineffective. 

M(ost ,isSC!blies only meet twice a year: (1) to a&p:ove t!he corporation 

report and balance shee f-rom the previous year; and (2) to approve the 

CORDE plam and budget. Extra sessions are scheduled onl.y by initiative 

of the directorate or by one third of the assembly. 

The directorate is the locus of real fyower and is headed by the 

pres;ident. Aother automaitic member is the mayor o the departmental 

capital. The asseiv'-ly elects the other three directors from its members-

with the provincial mayors, the professional- and economic organizations, 

Md the m nisterial field offices each having one representative. The 

directorate is resnxonsible for the organization of the CORDE and selects 

its general mn~iger. 

T1erc is considerable variation in the organization of administrative 

and line unitns within QOf.uD.S. CORDLCAJ and UUNIZNCOPJ both have a systen 

of microri:alana.I offices covering their departments. In the case of 

CRDLJULN there' s cans elabe ad'inistrative deconcentration to these 

offices. OtihLr visitz-, haveiRDI:sset up offices in specific microregions 

wirh the hope of :,-- fcYn aid. 

The CORD:S are atively dndependent on the -Prime Minister's 

Office, ;..hich is fo- caordinatinaoi sib I ir ictivities with the central 

23oreTtnt.339a.;o outlines,' sc1Lt,, For :. weJ ORD>-ype 

crgn I:'.1t ian enca!t :;;±n! ministeri-a_ field offices, but it was never 
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2.3. Context, Operation, and Orientation
 

While CORDES operate under a connion legal structure and face common 

external constraints, there are important variations in their resources, 

personnel, staffing patterns, susceptibility to central interference, and 

develep:entaLi orientation. Kev contextual and internal variables influ

encing COtRD developme-rnt: include presidential leadership, institutional 

inheritance, and the availability off human resources. 

Persona qulities of key leaders are usually significant in Peruvian 

admainistraition, as eisc-,rikre; but presidential leadership has been espe

cialy ilporant in the CO)PDES, -,iven the wc:akness of the assenbly. For 

the duration of the DRR Project, COPIURA and CORPUNO were led by dynamic 

presidlenLs who based hirin.r on coii .)oLence rather than political -fffiliation. 

Through previcus consultat ion or subsequent negotiat ion, these corporations 

were able to resist m'jor alterations of their budgets by Congress. At 

the other extrte CONIDE:iA has been racked by severe factionalism whicn 

has led to chironic stui)L IL-t in the top positions of president and general 

manaer. Its a-inwistrative O&Nics are packed with political eiployees, 

and its pre.,;ident s h,,,e -;asj, sive].y accept-ed budget alterations by Congress. 

Institutional NI"Tiwance is a s:cd factor of consequence. Generally, 

relations with the sectors ,ure better in departiuents .iere (]RDES had 

previotl v functioned (Piura, L;Tribayeque Puno, and Tacn) than ,fhere the 

w.'eaker CON' irmxiel had been operat ive (Cajat - caJun in) . [Ia-iagcnne. (,t 

instituliol-! transitions was also important. The president of CORPIURA 
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selected the "best and the brightest" personnel from ORDENORTE, whereas
 

political considerations were a significant but not eclusive factor in 

the selection cf personnel for CORD1I<,\m. Upon their dissolution, perso-Mel
 

frowm the IN 's regiorni pianning offices were smoot:iy and effectively in

tegrated into CO: ITRA\ cnd CORPUNO; in CORD"JUNLN they have been like a 

The general level of departmental development and the availability 

of hunam resources are also important contextual factors. CORDES in 

Piura and L1,-.h,'que, for eximple, are mch more favorably erdowed with 

hirnan res(urces Ehan these in Cajanmrca and Puno. Within these parameters, 

the availbiluiLy :und orientations of local universities are important. 

Piura, %'Ilereutil recently there was no progrcm in civil einaineering, must 

recruit unin~ers ircml Umlbayeqe and Cajaeven marca. The u1iver,-,:y in 

Pun- has agronomy and veterii-.rv programs which are well-suited to CORINO 's 

orient t ici. 

2.3.1. Resources 

t0ile most CORDES are overwhelmingly dependent on the central treasury 

for income, those ii Callao, Loreto, Piura, Tumbes, and Ucayali receive 

earmii-r*((L tax:es (so-called canjone2s or royalties) from customs and petroleun 

rel.',1ues. Those CORDES not only enjoy i more stable source of income, but 

do not have to o.)reritm budget modifications involving canon money to tle 

>IEF for av proval. 
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2.3.2. Personnel and Staffing Patterns
 

.bst CORDES visited are staffed by persons with roots in the depart

ment served. If not natives, they are married to residcents and/or have 

resided in the department for a considerable period of time. Most have 

property in the depar-.ment. Thus, their careers appear to be tied to 

regional aThministrrion unlike personnel in scme ministerial field offices 

studied by jos' (arzon.7 

Staff size, staffing paterns, and the mix of tenured (nombrado) and
 

contract C eir)vees
varies considerably. The number of personnel in the 

dES vi.ited ranged frcmu 189 in Junin to 780 in Funo. Generally weak 

ackinistrtive offices tend to be the dumping ground for patronage employees.
 

Admiistrative personel accunt for over 60 perc'ent. of the employees in 

CORDEIX4. and CORPUO, ,Tii.e 7,inn IL'mmergren reports that the administrative 

offices in CORDFTA($\ are underst7;affed.8 iile there are differences in the 

proportions of tenured and contract o ployees, the percentage of the latter 

is increasing in the regular programs of the CORDES as a result of a freeze 

on new perTman, nt cump loees. 

CORDE salaries are extremely low--.the basic salary of an engineer is
 

SI. 1,100,000, less than $ 100 per amnth. (S/. 12,000 equaled $ 100 on 

15 July 1985). Lorw salaries, however, are sencwint cuipensated by a 

short worlkirg dv -- usu71ally six or seven hours including a brief break. 

Conn.i!)t l)n i.s endmic in a conr.ext of low salaries and limited 
opportuni,ie.. OfficiaLis of sam-e CORDES not visited have been sent to 

prison. Nevertheless, with the scnstiny of active local presses and 
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political opposition in most depar~nents, there is little reason to
 

believe tht CORDL'S are more prone to corruption than central government 

agencies in the provinces or even in Lima. Indeed, if the assembly
 

hecore. 'i ,,iable and representative body, COPDES nay even be less
v -re 


susceptibLe to corruption than national ministries. 

2.3.3. Project Selection and Budgeting 

Processes of project selection are broadly similar in t'l_ CORDES
 

visited. The budget proces; 
 beduins when the MIEF sets spending limits.
 

Projects identified or rrquested 
 by mayors, sectoral field offices, a-nd
 

offices in the corooration it.3elf are consolicLLed into a budget proposal
 

by the 
pl-nnine or progr:fl; ng office (or a coordinating coamittee in the 

case of i accordanc, .rith vague sectoral priorities outlinediOI-UNO) 

by the i' nd guidelines for geographic distribution within the department 

specified[ by w 23339 and the CORDES' own regulations. Usually, half of 

the hn'J:;t:Tcnt program is destinei for departmental projects and half is 

divided ;rnong province!; of the departnent in accordance with area and popu

la tion. Alchourh some cononsensical comparisons are nude, alternative 

inveuCrens ,ire not- rigorously evaluaced in a systeaitic manner. 

Dcparru~et.~1 pLns, if they exist, follow rather than precede the budget. 

.rc11 the planiTng or programning office the proposal goes to the 

directw()rat: ,nd tie issuiil)!y within the corporation and then to the MEF 

and tlie CX'rus- -a] of whiich cai n ake changes. With tihe notable ex

cepti.n f()I .....N .N- 3, .ee below,, chir ges are made within the1 few 

corI)orat n )n TLL .1" scrutn i.ies the budcet for canpliance with its 

directive; 'ind ::;ctiwus str kes orn, nental projects, but generally gives 
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its approval to most items.
 

.ost changes in CORDE budgets are made by Congress--whose members 

under the 1979 Constitution no longer control specific budget lines for 

their iurisdictions (iniciativas parlamertarias)---but the degree of tnese 

modifications varies frcm about 10 percent in Lambayeque, Piura, and Puno 

to an escimated 50-60 percent in Cajamarca and Junin. Those CORDES whose 
budgets are least siisceptible to change usua].i- have reached understandings 

with thei, conressional delegations, _cuetimes encouraging their input 

Guring ti(h eirly stares of the hudret process. The assembly and director

ate of CORJL".P have refused to passively accept congressional changes and 

throh ne.,ot:itions generally prevailed to get their way. It should be
 

noted that L';mbaveque anl Puno have suffer-ed relatively minor congressional
 

interference, even though members of opposition parties form a majority of
 

their conressional dlegations. 

2.3.4. Development Orientation 

CORDES, and the ir predecessor organL-zations have traditionzally focusea 

on roads ,-ind uirbin public works--an orientation wnich is reinforced by the 

urban bias of the assumly, the predominance of civil engineers in the line 

units, and the fre(uient preernption of other activities by the ministerial 

field offices. hie reUlar (i.e. non-dis;!ster) programs oi most CORILS 

have maintLiii ud this traditi onAI orientat ion, although Law 23339 also out
lines resnen:-; Lilities in the areis of resource rnniganet (see 3.3.2. below), 

processin_,of natural resources, and enterprise promotion (see 4.7. below), 
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among others.
 

COPTUNO, whose line units are dominated by agronomists and veteri

narians and also include social scientists, has deviated the most from
 

the traditional patrern- -emhas iziig technical support for agriculture and
 

livestock 
 natural resource managoment, and community developnent.
 

COMDETAGCNA hns invested heavily in irrigation systens, primarily 
to benefit
 

the depar)ai:e,.u<'s dairy industry.
 

3. Inscituional impacts of USAID Projects 

USAID hi-s '.urked with CWPDES through tax) major projects--the Integrated 

Regional Devel oent (V3D)Project (527-0178) , initiated in 1979, and the 

Disaster Relie , Rehnibiiitation and Reconstruction (DRR) Project (527-0277), 

begTun in 193. ThJile the objectives of these projects are quite different, 

both haMv ewiocd soiae si milar mean-j,: suppo t for naLtional-level agencies 

linked to COIEVS; cent:ral funds for sub-projects meeting established 

criterin; specia progr-am uits; and deparutoental and visitig advisors. 

Given its institution-boil cling emphasis, the IRD Project also has included 

some mech.nisms not utilized in the DRR Project--basic policy research and 

training.
 

The S23 million IRD Project is a pilot project designed to test the 

so-called "urban functions in rural development" (LTRD) approach to regional 

developm.nnt in tL, sija'' denArt.entzs--Ca,'rca and Junin. According to 

this anor 'a-,V ,-"St ,I nproNcti L , areas are 


effectiveLv increade by fieOln' llinking tiun t,; key nrket tuwns and 
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rural service centers. 
 Although much of the planning methodology needed
 

to operationalize this strategy dates from the mid-1970s, the IRD Project
 

is the first effort to implement this approach in a comprehensive mamer.
 

The IRD Project has had specific institution-Jbuilding objectives at
 

the municipal, regional/departmental, and national levels. 
 As initially
 

conceived, the project sought through provision of technical assistance,
 

adninistrative support, and training to increase the capacity of CODES
 

in Cajamarca and Junin for planning and implementing investments in in

frastructure. 
 In 1983 CORDES replaced CODES as the intermediate-level
 

"institutional target" of the program. 
 In 1984 under Amendment VI to
 

the project agreement, the Technical Assistance and Training Program for
 

Departmental Develoiient Corporations (PATC-CORDES) was established in
 

the Prime 
 inister's Office to provide technical assistance and training
 

to CORDES throughout the country. 

In contrast to the IRD Project's institution-building objectives,
 

the purpose of the DRR Project is to support recovery from the effects
 

of severe natural disasters which Peru experienced in 1983--torrential
 

rains and flooding in the north and drought in the south. 
 At the outset
 

of the project, the CORDES--despite their recent creation and shortcomigs-

were correctly perceived to have comparative advantages for implementing 

disaster-related works. The corporations do not suffer from the sector

alization and centralization which characterize the ministerial hierarchies,
 

and have yreater technical capabilities than Cooperacion Popular, the com

munity developent organization of the Belaunde administration. A special 
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project arrangement, such as Plan MERIS, was not practical given the sheer 

number of sub-projects and components in the DRR Project and their geo

graphic dispersion. 

The DRR Project encouraged. the establishment of a unit to coordi

nate the disaster efforts of CORDES--the Rehabilitation and Reconstruction 

Division (GRR) within the newly-formed National Development Institute 

(INADE). The GRR has approved sub-project and components, provided 

technical assistance, and served as the CORDES' represant:ative vis-a-vis 

the ministries and other central institutions in Lima. The DRR Project 

also has proviced technical assistance directly to the CORDES through 

(1) departmental advisors, vi o are development generalists that reside in 

or frequently visit most departments receiving project assistance; and 

(2)specialists who visit CORDES more intermitently. Although they have
 

not sought fundimental changes in the structures, processes, and orienta

tions of CORDES, during the process of implementation DRR Project managers 

found that some adjustments in the organization of corporations were desirable. 

To date approximately $50 million of the $60.2 million in the DRR 

Project agreement has been or is being channeled through 15 CORDES. This
 

support is in addition to approximately $85 million provided to the CORDES 

for emergency activities by the Peruvian goverrment. 

Both the IRD and DRR Projects have had positive institutional impacts 

on various aspects of CORDE development, although the character of these 

impacts reflects their different objectives. Successive sub-sections
 

below analyze their approaches and impacts with respect to external
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const?.2!ints, internal weaknesses, CORDE orientations, and relations 

with public and private entities at the departmental level. 

3.1. Overcomin=g External Constraints: Circumvention and Reform 

Since 1983 the DtR Project has shown how external constraints to
 

CORDE develomient 
 can be amel] iorated in specific projects. Since 1984
 

under Anendimcnt VI the M Project has been sponsoring basic research
 

which 
 system.li tically anvalyzes current limitations and proposes alternatives. 

3.1. 1. Circumventing Exterral Constraints
 

As discussed in section 2.1., 
the com.plexity, arbitrariness, and
 

unpredictability of national legal, budgetary, and administrative norms 

severely circumscribe the "institutional space" available for CORDE 

development. The DRR Project has shown that the perfomance of CORDES 

can improve significantly wh-en they operate in a more predictable envi

ronrment, are held to high standards by donors and naational coordinating 

agencies, and receive both basic and strategic technical assistance to 

mcet these standards. In providing a more predictable and supportive 

context for CORDE development, the DRR Project has furthered its own 

objective of efficiently implementing disaster-related sub-projects. 

By canneling grants and loans for approved sub-projects directly 

to the corporations, instead of through the !EF, t.he DRR Project has 

greatly increased the predictability of CORDE funding. This disbursement 

channel vas not without prcblems--for example, USAID funds remained sub

ject to low ,I-F budget ceilings wihich did not anticipate accelerated 

http:system.li
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devaluation of the sol and to restrictive MEF regulations governing 

transfers among sub-projects. Through ex-perience, howver, DRR Project 

mnagers learned how to finesse rmst such restrictions. As a result, 

funds 	 disbursed by USAID have been much i;,ore timely and predictable 

than 	 those the oreover, the impact of MET policies hasfrom MJT. 


been som.e1i-it meliorated by the efforts of the GRR in its role as a
 

lobby 	for the ORDES.
 

The greater "institutional space" accorded by more predictable
 

fundi-n, h-;ever, has been a necessary but. not sufficient condition 

for the improved CORDE performance discussed below. The DRR Project 

has insisted on the completion of conpetent technical studies before im

plementation of coponents, which had been the exception rather than 

the rule in COIE operations. DRR departmental advisors have helped 

corporations to understand and comply with project criteria and thus 

have 	 promoted a predictable progrmr context. CORDE officials have known 

hfiat to exoect as the 'RR and DRR approved successive expedientes tcnicos; 

sub-projects and cmornents have not been capriciously reversed or delayed 

by the central goverrcnt: as in the regular budgeting and implementation 

processes. As one CORDE president put it, the departmental advisor 

'gives me great -r-nuuility.' 

The DRR deparutmntal advisors are an impressive and dedicated group 

who have been given a wide ma-.rgin of discretion by DRR management. 

Although soe ai(vLsors have made unpopular decisions, all high CORDE 

officials interviewed, spoke very favorably of the advisor in their 



- 27 

department. They are particularly appreciative of the advisors' problen

solving attitude, which often was contrasted with the excessively
 

"inspectionist" attit~ude of officials from central goverr ent agencies. 

bst officials also feel that "their" departnxntal advisor has 

served as am effective trouble-shooter vis-a-vis USAID, IDE, and
 

other organizations in Lia. All CORDE presidents inte-viewed e-x

pressed a desire co have a departmental advisor in, the i.ajture. 

CORDE officials also value their linkage to che GRR in MADE, 

which som.e consider their "consul" in Lima. The role of GRR advisors, 

however, is less visible or appreciateJ. 

This ccxwJination of predictable financial support, insistence on
 

high techn.cil standa-rds, amd supportive technical assistance has
 

created an environmenrit conducive to the development of more professional 

and m-nacgeria! aCtitudes. >brcover, the DRR Project has been divided 

into dozcens of su)-projects and literally hundreds of coiaponents, which 

are manageable at the departmental level.' This disaggrqgation also 

has provided souit leeway for adjusting the rhytin of inq)plaentation to 

suit CORDE capabilities. 

here;s the excessive controls and petty regulations prevailing 

in Peruvian public administration contribute to an EMphasis on not making 

administrttive errors, Projectthe DRR 1 is created a context whiich rewards 

self-start inr .'nd problom-solving. Challenged by !higher standards, the 

generally yvun.er and less experienced engineers w.rking in disaster 

program ,nits nave consi tently outnerfonild more Cexperierced staff in 
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other units (see 3.2.1. below). '%hder this program, we've done things
 

that we didn't Inow we could do," coiniented one engineer who sunmed up 

the feelings of many. The general manager of one CORDE remarked tlat 

"higher stancL'rds and superior assistance of the DRR Project provided 

a great context for team-building." 

T e orientation of the DRR Project and the establis,.ent of special 

program units also have been conducive to the development of managerial 

orientations. For exaple, CODEL'uh has perhaps the most rigid acninis

tration of any corporation visited, but there is significant delegation 

of authoritv within the unit responsible for the reconstruction program. 

T1he LSAID advisor to CORPIRA courjinted that upon his arrival meetings 

of the directorate were rambling and often took a full day. Now they
 

have a fixed agenda, are more business-like, ar . do not last nearly as 

long. 

While not having institution-building objectives, the DRR Project 

has futbered its goal of effectively implementing disaster-related 

sub-projects by providing a more supportive context for CORDE development. 

CorT)orations are rmre appropriate institutional channels than agencies 

of the centrnl overrm.int for implenenting most sub-projects and components. 

Where coIl,''.or;'tion with other sectors is desirable or necessary, the GRR 

and the CORDES, rather than USAID, have borne the organizational costs 

of coordinit.on. ,oreover, since mny sub-projects could Le implcmented 

equaLlv as weLl thro h different institutions or ,iYcI1i.-Tis, USAID 

seldr.rih beccrne captive to any one institutional channel. 

http:coordinit.on
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The DRR Project has an implementation record which compares 

favorably with most USAID-Peru projects undertaken through central 

government agencies, and is one of only a few projects in the world 

which have efficiently T-oved large anoiints of iiney over broad 
10 

e:xanses of space. The achievements of the project are impressive 

given the external constraints and internial weaknesses hnindering ORDE 

development; the scale of the project, Aaich is the largest ever fi

nanced in Peru by USAID; and the short fliQnentation period--some 

to-and-a-half years from the signin of the project agreenent to 

the termination of almost all works. 

3.1.2. Providing a Basis for Reform 

Although the prim-ry objective of the IRD-sponsored PATC-CORDES 

is provision of technical assitance and training to CORDES throughout 

the countr,, it has begun to link this effort to the development of 

strategics and detailed proposals for reform. For example, the prograrm 

has att-rted to recruit its instructors of courses on administrative 

systcrins frcm the central offices responsible for the various procedures. 

In at least one --ise umon -eturning to Lima from teaching a course, the 

inst-ructor/central bureaucrat issued a directive for simplified adminis

trat ive procedures. 
More generally, PATC-CORDES is attempting to use the rich experience 

and inform ation generaced through "hands on" training and technical as

sistance as the basis for proposed modifications to existing regulations 
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and laws in such areas as personnel, procurement, md the system for 

price indexing (f6rmu]las polin6micas). 11 The governent has issued
 

decrees drafted or inspired by PATC-CORDES which strengthen CORDE plan

nin4.offices :-nd give corporat:Lons the legal authority to collect as

sessrMrMs for irroveixnts. PATC-CORDES' Office of Basic inalysis is
 

now draft in,,unI:ified corporatiois law which would move 
 the CORDES
 

a step closer tu Lecoig departmental-level regional goverrnents,
 

ccxnp lenenting [SAID strategy in the future (see section 4).
 

Conferences sp)nsored by the Peruvian Center for Regional
 

Develoiixnent SLudies (CER) with financiai support from 
USA]D (not directly 

from the IRD Project) have se;ed as forms for discussion of needed 

legal chanes. and CORDE expe.ience in general. 

3.2. Ove 
 ming Internai Weakunesses
 

In pursuing its prograrmiatic goals, the DRR Project has attempted
 

to overccue deficiencies in the cORbES by establishing seni-autonomous
 

program units and b'y contracting consulting firms. 
 Corporations also
 
have been encouranied to inM TIenu CC-Ulponents through private contractors,
 

although paradoican lly the estab] ishmot of special units has reinforced
 

the advantages or forced account. The DRR Project also has provided
 

strategically directed technical assist:-nce in order to facilitate imple

mentation. 
 while the DRR Project has not sought to impTrove regular CORDE 

progrmiLing, in at- least one corporation, this was a positive, unintended 

impact.
 

At different points in time the IRD Project also enployed semi

auton:cm:0cs and autonomous units, but this was less a strategic choice
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than the result of institutional instability and inadequate institutional
 

analysis. 
 Instead, it hag sought to address internal weaknesses of the
 

CORDES 
hLrough provision of basic technical assistance ard training,
 

initially concentrating on the development of decentralized planning
 

capacity in Cajamiarca and Junin and later broadening the geographic and
 

substantive scope of these efforts.
 

3.2. 1. Autonomius Uits in the DFRR Project 

All DRR-funded CORDES visited eventually formed special units
 

(genericall.y c.illed PIRR units 
for Prograna Integral de Rehabilitaci6n 

y Reconstrucci6n) to administer and implement their disaster programs. 

To its credit, DRR management did not attempt to impose such special 

units at the onset of the project. CORPIURA and CORPUNO took the 

initiative in creating their o.,n PIRRs from the very beginning. In 

the other departments slow progress in implen-tation prcupted internal 

and external pressures for the establisl-ncmt of a special unit. 

A nunber of factors hiave favored the fornmtion of special PIRR units: 

Sources of Finance. USAID's stricter technical requir~ants,
di-terent contractii procedures, and additional reporting processes 
are most conveniently handled by a single office. 

Technical Reqcuirenmnts. In flood areas reconstruction of damaged
intrastructure uu.ll, has been more technically demanding than 
consLru--tion of new projects. 

Conflicting< Priorities. Mhen initially assigned to regular line 
agencies, -D--ird'ub-proj ec ts often received lower prioritytham sub-projects ftuded through the regular budget for technical,
administrative, or political reasons.
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Misuse of Funds. Sce CORDES have viewed the DRR Proj ect as aFlh-narh17bijnaza for previously planned works which they tried 
to include under the disaster project or to fund by diverting 
money, supplies, and personnel fromn it. The formation of PUIR 
units helped to insulate reconstruction and rehabilitation pro
grams from such abuses. 

Administrative Bottleneck-s. The combination of ccnplex, externally
imposed procedures and-T,77 capacity initially led to long delays in
implementation by the administrative offices of the corporations.

Administrative offices often gave emergency components low priority.
 

Given these constraints, DRR, GRR, and corporation officials had
 

little choice but to fon special. program units if they wanted to get 

things done. 
 In cases of slow or inadequate implementation through
 

normal CORDE structures, USAID could threaten to cut off funds and this
 

threat was made implicitly or explicity to several of the CORDES visited. 

But, again to its credit, DRR management has not attempted to dictate the 

actual structure of PIRR units. The PIRR units of several corporations 

evolved in stages--fran advisory unit with no orline administrative 

functions, to a separate line unit, and finally to n seni-autoncr..is 

unit having both administrative and implementation functions. Thus, 

although their project 3tresses efficient implementation rather than 

insti.ttion-building, DIR Project manag ment has left considerable room 

for institutional learning at some cost to expediency. 

PIPd units come in all sizes and may dominate their CORDE or hardly 

be noticed. In 1984 the PIRR unit in CORDUEACNA invested only SI. 3,474 

billion (app-oxir~ste~ y $ I million) whiile its counterpart in Piura accounted 

for S/. 125 billion (approximate ly $ 37 million)-- about four time:; the 

arotnic of CORDET,\11, the runner-up among CORDES visited, In the same
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year employment ranged from 25 persons in Tacna to 215 in Puno.
 

TIhe PIRR's share 
of the CORDE budget varied from 22 percent in Cajainarca 

to over 70 Dercent in Laimbayeuue and Piura. PIRR units in Cajanarca, 

Pun-), _tid Piura acccunted for a quarter to a third of total CORDE n
plopment, v..iiie in Tacna only 5 percent of corporation personnel wrked 

in the (mi.errencv unit. 

PIRR employees are on the average younger and initially less
 

experienced tham those in other line units, many being university
 

students or recent graduates. Most PRR personnel are hired on 
 short

term contracts for specific sub-projects. 
 There has been considerable 

continuity in contractees, as the PIRR units have attempted to reassign
 

personnel who perform adequately to new contracts. 

Without exception those CORDE presidents and general managers
 

interviewed agreed that PRR engineers are harder wrking and 
more 

enthusiastic than their counterparts in other line agencies. CORDE 

officials attributed this difference to USAID's higher technical 

stanc-irds and technical assistance; youthful. enthusiasm and adaptability; 

and to the flct that as contract employees PIRR personnel have to prove 
themselves. 'he DPR departmental advisor in Piura, who has had exten

sive project experience throughout Latin Arerica, remarked that the 

performance of the PIRR unit has been excellent given low salaries, the 

volume of ,nrk, and initial inexperience. 

PIRR unit- in all CORDILS except CORPIURA eventually became semi

autonCmOUs, takin; on responsibilities related to emergency work in 
areas such as supply, personnel selection, budgeting and progralming, 
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accounting, and financial managenent. Although this administrative
 

deconcentration has facilitated compliance wvith USAID 
 reporting re

quirements, more important imperatives have been preventing diversion
 

of project funds, supplies, and personnel; and giving emergency work 

administrative priority. 
 Overall, administrative deconcentration has
 

improved performance, although the inexperience of administrative
 

personnel continues to be a 
problem in some corporations (especially
 

CORPUTNO).
 

The PIRR unit in CORPIURA has remained a line agency whose
 

administrative needs 
 are serviced by the corporation. This is possible
 

given the greater administrative capacity in CORPIURA and the fact that 

most reconstruction components are inplemented via contracting which is
 

less acdlinistratively-intensive 
 than forced account. 

Relations between the PIRR unit and the larger corporation vary 

considerably, being cordial in Piura and Puno, somewhat strained in 

L-mbayeque and Tacna, and very conflictual in Cajamarca. Aside from 

personalities, the major factors influencing CORDE-PIRR relations have 

been (1) the degree of congruence between organizational goals; and 

(2) the excnt to which PIRRs are perceived to threaten or hinder the 

activities of other divisions. thergency work has been the top priority 

of ORPIURA and the PIRR eriurged as the core of the corporation. In 

Puno the cu,ergency prog rr took on activities from the normal budget, 

but this usualLy has been appropriate given the character of drought 

relief and its in)ortauce to the corporation's long term plans. In 
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Lmbayeque the PIRR has been perceived as a threat to the central
 

adainistration and to the line unit in charge of the normal program. 

Funds have been diverted from the emergency to the normal programs in 

Lambayeque, Tacna, and especially Cajmnarca. In the latter depart

ment the head of the PIRR unit calculated that before his arrival half 

Of the C'.Amork-nLJ - LeCcotruction program (accounting for 30 

percent oC t-he budget) were not disaster-related. 

In all CORDES except Cajamarca it appears that at least scme
 

PIRR unit personnel will be retained after termination of the DRR 

Project. The exLact numbers will depend greatly on the leadership and 

orientation of the CORDE presidents appointed by the next administra

tion and, given the current hiring freeze, on the numbers of available 

non-tenured slots. 

Given the constraints experienced by the DRR Project, the key 

question for the future is not whether special line units should be 

established for projects implemented through the corporations, but how 

they might be structured so as to im-ximize the positive institutional 

ip)acts doc-=,n ed in this report. Indeed, officials in Piura and 

Puno volunteered proposals for replicating and improving the special 

unit approach. 

The detaded personnel (destacado) model--in which more experienced 

and qualified personnel fron the corporation or sectors are assigned to 

lead tcmporary program units--se.m. to be the most promising alternative 

if certain conditions are met. First, USAID must hold the special unit 
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to high standards of technical competence, as under the DRR Project. 

Second, destacades nst: be selecLed by a competent individual or office 

responsible for comp)letion of the special program. 

The different exper-Jences o7 Piura and Puno with destacados de

wcnstrate TvhY the second condit-ion is needed. In .-'iura, the GORDE 

president sec.cted destacados from the agriculture sector to work for 

-he co rorat-ii n on reconstruct ion of irri-ation systums for a specific 

-eriod of tLife, Thus, he gained the skills of soime dedicated and corn

,..,...D(LQo~-W; avokdin amninLstr-a-irve complications thatl 

;.uuI( ; c.cec.nv :i ;:orkine. c,.ven io with agencies in agriculture. In 
Puno, he frtn various sectors initia]].y suppiied the-mapower 

for -the rehaibilita-tion progrm . In this case, ho;wiver, personnel 

,el.CCEion '.,Is Left to the sectors who used the programi as a dunping 

greni Ffwf uspovees. Tn.Tnt;bp)lT ntat.ion fl-oundered until a re

structur-ed PIRid unit staffcd by new personnel_ took over the rehabilita-

Lion procu-. 

By uCr1)Uv'ing the destacado mcxlel, training and technical assistance 

to 

could be channeled o the better permanent staff and to younger ccntractees, 

who are ui-l, tore receptive than the average regular staff. There -uld, 

ho.uve-, still be a need for technical assistance and training directed 

key cetral aninstrative personnel and to planning and progranming offices, 

as under the ERD Project. 
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3.2.2. Autonomous Units the IRDin Project 

The IRD Project also employed autonomous and seni-autonomous units, 
but this was less a strategic choice than the result of institutional
 

instability and inadequmate institutional analysis.
 

At the beginning of project implementation in 1980, new organiza

tions called PRODERINs (the Spanish acronym 
 for Project for Integrated
 

Regional Developrmnt) 
 were loosely attached to the CODES in Cajamarca
 

and Junin. As discussed in section 
1.4., however, the CODES were weak
 
transitory organizations which had been established by a discredited
 

military regirin 
 and .viich under the 1979 Constitution would be replaced
 

by CORDES. Pather than being incorporated into the CORES in 1982,
 

PRODERINs were 
given special project status and placed under the super

vision of the Prire Minister's Office. The autonomy and effectiveness 

of the PRODERILNs incr-eased, but their separate status made a positive 

institutional iqpact more problematic in the long-run. 

Conceni anmuoiu both Peruvian and U.S. officials and pressures from 

the CORDES led to inciu ;ion of the PRODERINs' budgets within those of the 

corporations in January 1983 and, after a mid-project evaluation, to 
organizational :mrgers in i- 1983.Sep tcb These mergers have been processes 

wrought with conflict and, although fading, the straim- from this expe

rience are still evident today in CORDECAJ anod CORDEJUNIN. The higher 

salaries initially raid to PRODERIN personnel have greatly complicated 

the proce.s or intepration in both departments. 
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In contrast, the DRR Project has largely avoided conflict, while
 

still alleviating the shortage of qualified staff, by paying higher 

salaries through INADE to a few key personnel. Some conflict has re

suited from giving bonuses to PIRR personnel of selected CORDES iii 

recognition of overtime. But in CORPIURA and CORPUNO this conflict
 

was m-eliorated by also giving 
bonuses to deserving staff in adminis

trative and line units who had contributed to the reconstruction and 

rehabilitation programs. 
Using its canon money, CORPIURA also was
 

able to award bonuses to staff in its other principal line unit. 

3.2.3. Tmplenenting Sub-Projects: Contracting, Forced Account, and Encargos 

Although the DRR Project encourages implementation by private 

contractors, CORDES undertaking disaster-related sub-projects have dis

played a preference for forced account--in Peru known direct adminisas 


tration. Some sub-projects and components also have been 
 implanented by 

encargos, i.e. "cl-irging," thorn to other agencies which iiwiv in turn use 

contracting or direct administration. 

Contracting has predominantbeen only in Piura, where about half 

of the disaster budget has been contracted out, about a third implemnented 

by encargo, and the remninder undertaken by direct administration. In 

L!rmbayeque, where arethere few encargos, 70 percent of reconstruction 

components accounting half offor the emergency budget have beern under

taken by forced account. Most of CORPUNO's emergency budget initiallywas 

impleiiented via encargo, homwever, over the past year almost all new 



- 39 

components have been initiated by direct administration. CORDECAJ and
 

CORDETACNA have undertaken 
most components by direct adninistration.
 

Mst informants igree that conLracting is more expensive than
 

direct achinistration; 
 but contrastilg, though not nmutually-exc]usive,
 

expianatiism were 
 given for the perceived cost differential. Most
 

CORDE officiails argued national
t1at legislation favors the contractors
 

at the expense 
of public agencies, including the corporations. The system 

for price indexing (f6rnulas polinnnicas) permits contractors to increase 

the effective price of services by ch[irging materials "andlabor utilized
 

durLng; te initial stages of inplaentation to the end of the contract
 

period at a much 
 higher price. At the same time targets for physical 
progress are artifically low until the very end of the contract period 

to minimizc the likelihood of penalties for falling behind. In any case, 

a CORDE inforTant said that contractors drag out components beyond comple

tion dates since they stand to gain-from inflation, while paying only 

minimal fines. On the other h;nd, corporations making late payments to 

contractors face considerably stiffer penalties. 

While ,-vy CORDE officials blame national legislation for the higti 

cost of coitracting, sane U&AID officials and an official in PATC-CORDES' 

training office sua ested that the corporations lack the necessary skills 

or experience to Enploy existing legislation to their advantage. A more 

sinister explanaition would be that CORDL officials are bribed not to press 

the corporations' legal rights. 
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It is also possible that all or part of the apparent cost advan

tages of direct administration are in fact illusory. The full costs of 

machinery maintenance or amortization do not appear to be taken into 

account by most PIRR units having their own equipment or using CORDE 

equipnent ror free or only nominal charges. Most CORDES are not accus

tuned to long-term capital planning, and often view donations and depre-

ciation of equipment in terms of good or bad luck. 

In -iny case, direct adinistration is considered by the CORDES to 

be considerably cheiper than contracting and gives them direct quality 

control. Direct acinistration also allows corporations to train staffs 

in line ,mits and to serve inaccessible areas where contractors scietimes 

will not work unless construction is large-scale and lucrative. Engineers 

in CORDETAM's PIRR unit also argued that reconstruction work is especially 

suited to direct administration since the costs of repairing damaged infra

structure are difficult to calculate in advance. (Much of the work in 

Piura, &iere cn)tracting prevails, has been replacement rather than recon

struction.) 

Direct administration aiso makes political sense because in practice 

it can favor local suppliers. Hjor contracts, on the other nand, are 

almost always won by Limn-based firms, which has caused CORPIURA consider

able grief. By requiring Lima-based firms to form partnerships with 

local firms, CORDELAM is pioneering an interesting approach to this 

probln.
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The greatest impediment to implementation by forced account 
is
 

lack of admini:trative capacity arid antiquated national norms designed 

for agencies providing services in a context of low inflation. In a
 

context of high inflation 
the costs of direct administration soar when 

red tape slows the purchase of materials and the payment of labor. 

Contracting, by contrast, is less adminis-ratively intensive. Para

doxically, by eicourac ing CORDES to 
 form PIRR units which have substan

tially increased achiinistrative parformmce, USAID reinforced the
 

desirability of direct acdinistration vis-a-vis contracting. _It 
is not 

a coinciJerice that CORPIURA, t-he only corporation visited wxhich has not
 

deconcentrated achinistrative 
 functions to its PIRR unit, clso has the
 

highest relative and absolute amounts of contracting.
 

By charging sub-projects and components 
 to ministerial field offices 

and agencies, CORDES have taken advantage of undertilized technical ca

pacity elsewhere in the public sector, at the cost of direct quality 

control (see 3.4.1. below). Liquidation of accounts has been a major 

problem because adinistrative capacity is also low in other agencies; 

they are not resposible to USAID; and their priorities and procedures 

are tightly controlled by head offices in Lima. 

Other factors influencing the mLx of contracting, direct adminis

tration, and encarpos are the volume of wrk vis-a-vis the CORDES'
 

capacity, the conplexity and character of the componept (e.g. bridges 

are usually contracted out), the i-nstalled capacity and ccmpetence of 

other agencies (e.g. relatively high in Piura, low in Puno), 
and the
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desirability of popular participation in implementation. This last
 

consideration 
was the primary reason why most IRD-sponsored components
 

have been undertaken by direct- administration in Cajamarca and Junin,
 

althou4gh popular participation in imiementacion is also possible when
 

components are contracted 
 out to PVOs or imnp.mented by more community

oriented organ izat ions through encarro. 

3.2.4. Consulting Firms in the DRR Project 

The DRR Project has attmpted to ameliorate the internal weak

nesses of the CORDES by contracting consulting 
firms to assist with
 

technical studies and supervision. The PMS (Projecto Especial Micro
 

wgionales en Sierra) INADE
division of has provided consultants to
 

Cajamrca, 
 Cuzco, and Puno, hile the GRR contracted private firms for 

11 of the 12 other deparnmients with DRR sub-projects on the basis of 

information about their reconstruction and rehabilitation programs. 

In Piura and son other departments the services of the primary consultant 

have been pli.xnred by raore specialized firnms in certain teciinical 

areas.
 

The value of technical assistance provided by consultants has 

varied considerably, being influenced primarily by the competence and 

dedication of the oraniza.tion contracted and the relative capacity of the 

CORDE. Sonm consulting fiims have practiced "bait and switch" tactics 

by 0iich i;nipessive curriculh-u vitae of star personnel were initially 

used to win contracts, but- relatively inexperieiced and perllvps incom

petent staff then w'-re actually assigned to uork with the CORDES. 
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Experiences with private firms have been positive in Tacna and La
 

Libertad, negative in Lairbayeque, and mixed in Piura. CXRDECAJ and
 

MRPFNO 
 have had positive experiences with PMS consultants who tend
 

to specialize m.)oe in supervision and general technical assistance than
 

in design.
 

Abstracting from the significant variation in experiences, private
 

consultants appear to have had a more positive'impact in technical design
 

than in supervision. Their contributions are most appreciated in areas 

where CORDES have limited expertise--i-rigation canals and especially 

bridges. There were, however, canplaints of overdesign (in Lmbayeque 

and Tacna) and of poor price estimates (inPiura).
 

Consulting firms appear to have been less adept in supervision.
 

In scune cases (e.g. electricity canponents in Lmbayeque), the consulting 

firm simply hs not done its job. In Piura the head of the PIRR unit 

complained diat the consultant has been sloppy about administrative details. 

In both cases PIRR units hive been left "holding the bag," apparently 

with little legal recourse. Additional confusion has arisen in Piura 

where const'iLt:ints hired PIRR unit personnel to supervise sane components 

without a clear delineation of responsibilities with the CORDE. 

Even where their direct contributions have not met expectations, the 

contract ing of consult ng fins has been an inportant learning experience 

in two regards. First, most CORDES previously had had ifttle or no ex

perience with con.sult:ing finis. They now have a better idea of the poten

tiail contributions and probleTns associated with this input. Second, 



consulting firms appear to have served as a positive catalyst promoting
 

better CORDE performance. The CORDES indeed may be better able than 

consulting firms to supervise sub-projects and components, but prior
 

to the DRR Project supecvision had been lax and sporadic.
 

Nevertleless, in the 
 future CORDES will be better served by con

suiting firms if they are not captive consumers. Future projects should 

encourage and even facilitate the contracting of consulting firms in 

areas where they can inprove CORDE performance, but not require consult

ants unless it is clear that they are necessary to meet the task at hand. 

In any case, corporations should have a greater role in selecting the
 

firm which will serve thdan, and provisions for terminating inadequate
 

consulting services should be 
 clearly established. These policies would 

be more in line with tihe managmoent philosophy that has characterized
 

the DRR Project--that of holding to high
CORDES standards while giving
 

then flexibility and support to meet 
 these standards. 

3.2.5. Technical Assistance in the DRR Project 

The DRR P-oject also has provided strategically-directed technical 

assistance in the areas of engineering, agriculture, environmental impact

irrigation, and finance. Specialists in these areas have reinforced 

the DRR deparunental advisors (who are development generalists' helped 

to reun-ve bottlenecks, diffused specialized knowledge, and sometimes 

taken on basic training activities. Although these contributions have 

been significint and even crucia'L, the DRR Project's major accoinplisment 

ivis been the unleashing of dormint capacities and energies already present 
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at the departmental level, if not in the CORDES themselves (see 3.1.1.
 

above).
 

.. 2.6. Improved Progranming: A Spin-Off of the DRR Project 

In contrast to the IRD Project's emphasis on investment prioriti

zation and regional planning techniques (see 3.2.7. below), the DRR
 

Project has funded technically sound disaster-related components on a
 

first-come, first-serve basis. 
 In the flood-ravaged departments of
 

the north, tie project has basically sought to restore or replace in

frastructure vfich had been damaged or destroyed to its pre-disaster
 

status.
 

Project selection has taken place outside the CORDES' regular
 

budgetary process (see 2.3.3. above). 
 Most DRR-financed components
 

were identified by CORDES during the aftermath of the disasters and
 

,hen consolidatred into a multi-departmental list prepared by the INP. 

The list was subsequently updated by the GRR and the CORDES. Selection
 

of cnr)onents frcxi the approved list has been left up to the CORDES, 

subject to verification by the GRR and DRR that the component is indeed 

disaster-reLtced and that it meets technical specifications.
 

Nevertheless, the more exigent technical studies required by USAID 

have provided at least a foundation for more accurate progranning since 

sounder plins for physical and financial progress can lead to more accu

rate projections of procurement needs, disbursement requests, and payments 
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to contractors. At least one corporation visited--CORPIURA--has made
 

this link. In this corporation the departmental advisor hLs even auto

mated physical and financial data 
for all PIRR unit comnponents, and is
 

teaching the technique to the other main 
 line unit of the corporation. 

In contrast, in CORDEJLNIN the former head of prograrmlng--wh-o is sympa

thetic to the planning goals of the IRD Project--complained that inaccurate 

cost estimates of IRD-finr-ced highway components have greatly complicated 

progranming. 

3.2.7. Technical Assistance and Training under the IRD Project: Junin 

and Caj anmrca 

Under the IRD Project there ]ave been two stages of technical as

sistance specifically directed 
 to CORDES in Cajamarca and Junin. From
 

1981 to 1983, Syracuse Uiversity provided teams of resident 
departmental
 

and some short-term advisors in the 
areas of regional planning, key market
 

ton developnent, participatory planning techniques, and the identification 

and implementation of UFRD-oriented public wrks. Advisors trained person

nel, diffused UFRD concepts and methodologies, and became involved in sub

project iinplumienttion. After 1983 single departmental advisors on 

personal service contracts have continued to work on these concerns in 

each departruant. 

In the final evaluation of the IRD Project, regional planning 

experts Dennis Rondinelli mid Patricia Wilson Salinas conclude that the 

project initially achieved significant improvenients in departental 



- 47 

planning and prioritization capabilities, despite conceptual disagree

ments within the Syracuse technical assistance team and pressures from 

USAID to produce the first departnental development plans on a crash 
12 

bas is. 

Transferring these capabilities to the CORDES has been more pro

blematic. Although staff trained in regional planning during the PRODERIN 

stage received positions (recently tenured) in CORDECAJ and CORDEJUNIN, 

thev have been im.osLy placed in offices which are p.z ripheral to planning.
 

The planning offices are dominated by ex--INP persoruel, who had developed
 

antagonisLic relations with the IFh'XDLRIN (exacerbated 
 by the way in which
 

the first crash plans 
were produced). The current departmental advisor
 

in Junin is atepting to train planning office personnel in UJFRO concepts
 

amd meth(xologies. Although 
his efforts have been met with resistance or 

Lndifference, the 1986 investmcnt budget is being prepared using the 

introduced prioritiza i.n meh -xiology. 

Paradoxically, while not adequately appreciated in his assigned 

corporation, the current advisor in Junin in making state-of-the-art 

contributions to planning and prioritization methodologies which are 

winning nnLionalj and even internvtioinal attention. Of particular in

terest to futture 0ORDE developmxent- is a decision-tree n-etnodology for 

investment: prioritition. 13 This methodology not only incorporates 

sectoral, technical, and spatial corLsiderations for evaluating different 

types of cciiuonents, but allow;s decision-r.k_<ers within the CORDE--potentially 

the asscTblv--to determine the weights for various criteria. Thus, the 



methodology provides a framework for linking popular participation
 

through the assenbly to better planning.
 

3.2.8. 
 National Technical Assistance under the IED Project: PATC-CORDES
 

It is difficult to evaluate the impact of PATC-CORDES' technical
 

assistance and trainig; efforts at the departmental, level, which (1) are 

less than one year old; and (2) tend to be directed toward CORDES' ad

ma.iistrative offices, rather than ta{ard the PIRR units which were the 
prilmay focus of this consultant's interviews. These efforts thus far 

seem to have had positive but diffuse impacts on the CORDES visited. 

Mhe need for assistance and training is almost universally accepted in
 

the provinces, and most officials having an opinion stated that training
 

opportunities are always appreciated, or that they "could not hurt."
 

1ost acdnmistrative and line staff had positive things to say about their 

experience with PATC-CORDFS, but only in Piura was this training and 

technical assistance explicitly linked to positive organizational changes 

(inprocur i.i.nt and financial management). On the other hand, several 

infornints criticized PATC-CORDES for being too "centralist," referring
 

to the fact that its instrucLtors generally ,cawfrom Lima (see 3.1.2. 

above for another perspective). 

'kst CORDES are very interested in obtaining computers, which if 

combined with appropriately designed information systems and training,
 

could speed up adiniiistrative processes and the generation of legally

mandated reports to a variety of central organizations. Of the CORES 
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currently having computers, those in Puno and Piura both acknowledge
 

receiving useful assistice from PATC-CORDES, although in the latter
 

case the DPR departeienta[ advisor has been more helpful. On the other 

hand, CORD.'JLNI N has created its own prog,-rams in finaincial ninagerment, 

personnel, and budg.eting. 

Computers, however, are not a panacea for weak administrative 

offices. USAID should resist pressures to supply the hardware, unless 

computers can be accompanied by the basic technical assistance and 

training needed hicito ii'ake efective. 

t,4hatever its iillpact: on specific CORDES might be, it is clear that 

PATC-CORDE-S aIreadl has played i imj- r role in stiiulating; ide Is and 

facilitatin"t tihe exch-lnge of experiences anng corporations. There is 

widespread interest in investment recuperation and enterprise promotion, 

especi lly in agricultural processing. Several CORDES have displayed an 

active interest in the prioriLti;:ation mL-thlodology being developed by the 

IRD advisor in Jun in, and PAT{-COIRD-S is diffusing the budgeting progran 

deve oped by CORDVIJNN. PIRR :,iffers in CO1 DLLr{priimiri.y value the 

various Arhops .spon-ored by PATC-CORDES in such areas as bidding pro

cedures, 1n.e';tamcnt proxyainn, execution and supervison, and f6rmulaa 

polinOI6ic.s,. beca'luse they .,:ere able to compare experiences with counter

parts frcm orher CORDES and regional offices of the ministries. 

Finialv it :-,hould be noted thavt one corporation has begun its omn 

training er ort:,, 'iich preceded but n,)w potentially complenent those of 

PATC-ORDES. W.orking with the local university, CORPIRIA has developed 
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courses in basic administration, accounting, and financial management 

which are attended by staff from ministerial field offices, municipalities, 

and the corporation itself. Also in Piura, the DRR advisor on his own 

initiative designed and gave courses to personnel of the PIRR. unit. 

3.3. Project Impacts on CORDE Capabilities and Priorities 

The IRD Project has atta-upted to reorient the investment priorities 

of the CODES and CORDES in accordance with L'FRD strategy. t'hile the 

DPR Project '.ais not designed to change MTRE priorities, it has increased 

their caqpa;bilities ini cmnergency imaintenance and public works. Moreover, 

DRR mivinagelment and advisors have encouraged CORDES to explore how future 

m-ntural disasters might be ameliorated or even avoided through better 

nmnaganent of natural resources. 

3.3.1. 1R4) Impact 

Ltder the [RD Project Agreement urban sub-projects in key market 

to,.ns were to be u dertalen with loans from an USAID-financed $ 8 million 

fund ,i(iiinistercd by the Housing Bank. The fund was later reduced to 

$ 5.5 million, with the balance beirg reprogrmimed to support technical 

assistance efforts ,it the natj.onal level. Rural works have been supported 

by a $ 10. 121 million fund provided by USAID and Peruvian counterpart 

financing. 

The origin;il project paper assumed that niany sub-projects in key 

market towns r.aild be undertaken by municipalities, wheni in fact they 
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cannot borrow money. As a result, investments in key market towns have 

been almost totally limited to electricity sub-projects impleiented by the 

CORDES or the regional electricity companies. The very rationale of 

the IFRD approach has been undercut by delayed implementation of the 
electricity sub-projects, which began well after the rural sub-projects
 

in 1983. In Cajmamrca investnnts in electricity sub-projects have 

been directed to key nvrket towns. In Junin scme sub-projects are
 

located in key nrket 
towns, but this is coincidental, rather than the 

result of regional planning. 

During the project's PRODFRIN stage, inves,-jents in rural public
 

works generally 
 followed the UFRD approach in Cajanmarca, but not in
 

Junin whiose original departmental advisor 
from Syracuse questioned the 

very concept. 
In Junin the former head of the PRODEPIN's Gerencia de
 

Obras y Estudis also argued that the lack of watershed planning capacity
 

severely limited the returns 
from investments in irrigation sub-projects. 

Almost all of the possibilitics for small irrigation components in the 
Mantaro Valley have been implemented, and significant gains in hectareage 

can be achieved only by tapping new sources of water. Responding only to
 

cominity requests, however, the PRODERIN built a number of small components-

scne in areas with bad soil or prone to mudslides. 

Since most IRD funds for rural public works were conmitted by 1983, 

the current contract team of departmental advisors has had little lelerage 

with the CORDES after the integration of the PRODERINS. In CORDEJUNIN 

the current departmental advisor and a former PRODERIN official from 
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outside the planning office have prioritized budget proposals, but
 

political criteria have prevailed at the directorate and congressional 

stages of the budgetary process. 
For the 1985 budget they estimated 

that only about 30 percent of prioritized components in the department as 

a whole and about 6 percent in the Mantaro Valley survived this process. 

In Cajamarca, a formal system of ptioritization is no longer employed, 

although an official in the planning office claimed that the IRD expe

rience has influenced component selection. In any case, about half of 

the budget is changed in Congress. 

Nevertheless, the IRD Project has influenced investment orientations 

in both departments. In Cajamarca prior to the project, the INP's re

gional development plans had revolved around the initiation of a large 

mining venture which never has been begun. Although planning and priori

tization remain problematic, the IRD Project has shifted the terms of 

reference to small-scale public works in agriculture and transport. 

In Junin a comparison of CORDE investments not funded by IRD reveals 

a 20 percent increase in the percentage destined for agriculture (not in

cluding investments in markets) between 1982 and 1984. The percentage 

devoted to urban infrastructure and schools dropped accordingly. Mreover, 

as a legacy of the IRD Project, there is a greater degree of administrative 

deconcentration to micro-regions than in the other CORDES visited. 

Largely as a result of the IRD experience, corporations in Cajamarca 

and Junin are in the vanguard in non-traditional areas of CORDE activity: 

investment recuperation, generation of private investment, and municipal 
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development. Electricity components implemented under the IRD Project
 

are intended to be self-financing--a 
 rarity in Peru. Both corporations
 

are undertaking "easibility studies for investments 
that could be financed 

by some combiation of private and public capital (see 4.7. below). These 

innovative activities, however, still fall out of their mainstream public
 

wrks orientation. 

3.3.2. DRR Impact
 

During the emergencies some CORDES, most notably CORPIURA, took on
 

temporary functions in the areas of health, insect control, 
 agricultural
 

extension, and the distribution of emergency food and supplies. Mos-


CORDES in flooded areas gained experience in emergency maintenance, which 

will be useful in the future since some damage to infrastructure from rains 

is an almost annual event, especially in the sierra. This was one area, 

however, in which USAID's emphasis on high technical standards was actually 

counterproductive. A DRR departmental advisor and CORDE officials com

plained that the criteria were overly restrictive during the early days of 

the emergency when many temporary hadwr-cz to be constructed.
 

During the course 
of reconstruction and rehabilitation, the CORDES 

have developed expanded or new capabilities in public wrks, their tradi

tional focus. For the first time CORPIURA contracted out major bridges, 

made major investments in irrigation works through INAF, and coipleted 

first-order paving projects, river defenses, acqueducts, deep wells, 

housing for flood victins, and major school complexes. CORDELAM built 
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bridges and irrigation works for the first time. CORPUN3 undertook neces

sary studies to expand limited investments in irrigation works and for 

the first time made investments in deep wells, terraces, mini-reservoirs, 

multi-use conmiunal complexes, and a system of dikes and drainage ditches 

to protect the city of Puno from flooding. For the first time, CORDETACNA 

built reservoirs which reduce or eliminate the need for night irrigation. 

Although their isproject objective reconstruction and rehabilitation 

from natural disasters, DRR niuingemnt and adrisors also have encouraged
 

CORDE officials explore how such disasters
co might be ameliorated througn 

better managaicnt of natural resources, particularly in the areas of 

watershed management and irrigation use. But CORDES are discouraged from 

undertaking new initiatives in these areas by national policies and their 

oTi orientations. 

Under Peruvian law irrigation water is the property of the state 

and responsibility for its distribution belongs to the Ministry of 

Agriculture. Under pressure from organized users, water is virtually 

free, and there is little incentive for conservation by farmers with ac

example, users part of thecess. For in the upper Sana Valley of Tacna 

grow water-intensive crops such as alfalfa and employ inefficient methods, 

leaving little water for farmers in.the lower part of the valley. Policies 

even lead to waste where water is expensive, as in the Yarada plain of 

Tacna. Th-ere water users are charged for costly underground water by the 

hectare cultivated, rather than by the amount of water actually used.
 

These nationally defined policies and responsibilities leave little 

room for CORDE initiztive. In Tacna the DRR Project has funded improved 
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gauging systems for water distribution and an experimental station to 

demonstrate the potential of cultivating less water-intensive crops with 

drip irerigation and sprinkler systems. The PIRR unit has even been able 

to cnnvince a few progressive farmers to convert to the system on economic 

and technical grounds with good results. Nevertheless, although CORDETACNA
 

officials acknowledge long term problcms with water supply and distribution, 

and seem genuinely interested in solving these problems, there is little
 

that they can do without changes in national policy. Indeed, users of
 

e-xpensive well wv-ater from La YaracLi are pressing the corporation and nation

algovernment for operatig subsidies, wiile INADL is financing feasibility
 

studies for an expensive project to divert water from Puno to Tacna. 

Tie orientat ion and structure of CORDES also discourage them 

from rm'Ar girlg natural, resources. ost CORDES are dominated by civil 

engineers with azpublic ..,orks orientation, who simply are not used to 

thinking in tenns of natural resource management. Members of CORDE 

assemnblies and directorates include representatives from entities having 

a stake in the present system--the Ministry of Agriculture, CIPA, water 

usersi associations, and in Tacna the dairymen's association. Moreover, 

river defenses built to counteract flooding are more politically visible 

than efforts to mranage watersheds. 

Only one of the corporations ,risited--CORPUNO--has been able to use 

the DRR Project to significantly expand its activities beyond public wrks. 

This has been possible because the corporation is less constrained by 

national policy, and it had assumed a broader developmental role before 

the project (see 2.3.4. above). National Policies have had little effect
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on water use for ecological reasons and because there is little tradition
 

of irrigation. To its credit, the corporation is attempting to follow
 

up investments in irrigation works and terraces with agricultural ex

tension. 
Although it had previously supported reforestation, efforts
 

to prevent soil erosion and flooding by reforesting mountain slopes
 

were begun with support fromn the DRR Project. Building on earlier pilot
 

efforts, the corporation has seeded new, improved pastures; provided
 

veterinary services; and established a ndel alpaca unit.
 

Mhile DRR management and have
advisors encouraged the CORbLS to
 

think in terms of resource 
rmanagcnt, the objectives and characteristics
 

of their project sonethnes worked in the 
opposite direction. In Tacna 

the DRR Project helped the dairy induLstry to withstand and recover from 

the drought. The short time-frame of the project has limited the oppor

tunities for linking investments in irrigation to agricultural extension, 

especially in Puno N4iere it has supported a number of relatively large-scale 
irrigation ccmponents in a departm-int with a limited irrigation tradition and 

extrmely fragmented patterns of land-tenure. Within the parameters of 

their project, however, DRR manageient has encouraged the linkage between 

investament in infrascructure and resource managenent by funding training 

modules in water use, agricultural extension in existing irrigation systes, 

and derronstration parcels areasin of new irrigation components. As dis

cussed in the preceding paragraph, CORP1UNO is attempting to assume these
 

new activities as the DRR Project winds dowi. 
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3.4. Linkages to Public Agencies, inicipalities, and Local Organizations 

The IRD and DRR. Projects have had different impacts on the rela

tions of CORDES to public agencies, municipalities, private voluntary 

organizations (PVOs), and local organizations. 

Most IRD-fin.inced sub-projects have been implemented directly by 

PRODMRMs and later the CORDES, reducing the prospects for linkages to
 

ministerial field offices, but increasing 
the scope for popular partici

pation. Support from municipal development is a major component of the
 

IRD Project mnd -as had 
a positive impact on relations between CORDES and 

municipalities, although this may not continue after the termination of 

support. 

In contrast, the character of sub-projects financed by the DRR 

Project and its compressed implementation period have left little room
 

for ccimunity involvement and only marginally reinforced linkages with
 

the municipal governments. The DRR Project, however, has provided certain 

incentives for greater cooperation between CORDES and ministerial field 

offices, helpihg to lay a foundation for future regional governments (see 

4.4. below).
 

3.4.1. Relations with Public Sector Agencies
 

W'iile the DRR Project has no grand strategy for facilitating coordina

tion between the CORDES and the ministerial field offices, it has had this 

general effect in sorme areas. DRR funds have provided the CORDES leverage
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vis-a-vis the resource-starved field offices, while the latter could
 

provide the former with human resources and sonme influence over sec

toral policy.
 

in many instances, CORDES and field offices have cooperated.
 

Usually, the corporation has assigned sub-projeccs or components to the
 

field offices, For example, inmost departments of the southern sierra
 

the greaLer part of the capital budget in the agriculture sector has been
 

financed by the DRR Project. In a few instances, "detached" employees 

(destacados) from the field offices were assigned to the CORDL. 

Most ministerial field offices have little authority or discretion
 

for policy-mnaoking and very limited investment budgets. 
Normal operating
 

expenses in many cases constitute over 90 percent of their budgets.
 

Nevertheless, competent professionals are sometimes found in these offices,
 

and, as the local representatives of their ministries, they are responsible 

for interpreting and implementing sectoral policies. For example, recent 

budget laws have given the ministries of agriLulture, health, and education 

authority to approve all locational and technical criteria of projects 

financed by CORDES in their sectors. 

The most imp)rtant factors influencing cooperation have been (I) the 

importance which the sector assigns to the department; and (2) the conver

gence of sectoral and CORDE goals. The agriculture sector, for example, 

assigns top priority to the north coast where it has had a high degree of 

coordination with CORPILUA and generally good relations with CORDELAM. 

On the other hand, at least before the new APRA government, Pinno has been
 

marginal to sectoral priorities. National water-use legislation designed
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for the coast does not make sense in the altiplano. Furthermore, CORPUNO 

officials implied that IMF is primarily interested in diverting water from 

Puno to support Tacna's dairy industry. 

Relations between CORDES and regional electricity companies are 

generally poor, but it is otherwise difficult to generalize about specific 

sectors. Even within a sector there is considerable variation by agency
 

and department. [,or exarple, relations between CIPA and CORPUNO are
 

quite strahied; hoever, in another marginal department not visited, CIPA
 

appears to have a good working relationship with CORDEHUANCAVJIICA.
 

Althouwh 
 the IRD Project Paper states that sectoral ministries Wuld 

be given priority in ihq lementation, the PRODERINs built up their own 

implementation capacity. As a result, the project has not contributed
 

to stronger linkages with field offices. In the case 
of Junin, it has
 

even contributed to strains between the CORDE 
 and the sectors. There, 

officials in the agriculture sector and the associated users'water board 

complained that irrigation components have been planned and implemented 

with little if any consultation with the entities responsible for use and 

maintenance. 

3.4.2. ihinicipalities 

The IRD Project initially had a component for municipal planning 

and revenue generation in Cajamarca and Junin which was later supplemented 

by a broader program of teci-aiical assistance channeled through the National 

Institute for >hnicipal Development (INFOM). Both CORDECAJ and CORDEJUNIN 
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have developed municipal offices staffed by competent professionals
 

which provide technical assistance that is highly valued by the nmnici

palities. Particularly impressive are the -urban cadastral systems
 

directed or supported by nunicipai experts in he corporation.
 

Unfortunately, since the t;.xu CORDES have not uisplayed an ability and
 

willingness to 
continue funtding these extension activities, they are 

likely to end with the IRD Project. 

Oriented to large components, the DRR Project has had only a margin

ally positive Lq)act on strengthening CORDE-municipality relations. 

Project ftunds have financed some encargos to municipalities, but the 

degree of CORDE-ElMnicipality cooperation largely reflects contextual 

faccors and pre-disaster trends. CORPIURA, for example, has very 

close ties to nmuicipaLities and even provides training to municipal 

mayors, but these relations pre-date the DRR Project.
 

3.4.3. Relations with Local Organizations
 

Ccamznity participation in identification and implementation of 

projects was one of the major emphases of the PRODERINs funded by the 

IRD Project. At least in Junin, informants claim that the ORDE has 

continued this participatory rmphasis. 

Inl deparmernts 'iere the DRR Project has funded reconstruction of 

infrastrncture damiaged by severe flooding, the scope for participation 

has been limited by the of CORDEtraditional orientation engineers and 

the cih2ract:er of the reconstruction efforts. Many of the components 
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rebuilt or replaced in flooded areas are large and technically sophis

ticated. 'oreover, beneficiaries have felt less of an obligation to
 

contribute to components intended to restore damged infrastructure to
 

its previous status. Significantly, however, established water users
 

in coastal department:s have 
 been consulted about the design of irrigation 

con:Tonen ts. 

In Puno the character of drought relief and rehabilitation efforts 

and COURPU's non-traditional orientation (see 2.3.4. above) have pro

vided ,reater scope for popular participation. A participatory emphasis 

has been most notable in G1MECO, the corporation's cormunity development 

unit, which inp ermnts some DR-sponsored components by encargos from 

the PIRR unit. Notably, some components implemented through GEDECO have 

involved miiIt icoxmni les -- associations of contiguous peasant cnummnities 

which can s.erve as channels for nure efficient and equitable administra

tion of development assistance in the future. 

Mhile GEDECO appears to have had success in sponsoring some sorts 

of coitqonents (wells, ccamunity buildings and facilities, and vegetable 

gardens), it ,3ecins to hive headed in too many directions at once--also 

sponsorinc, cimvionunt:s for seed baunks, agricultural extension, rural 

roads, mini- -cservoirs, canals, small animal raising, Linl artisanry. 

Beneficiaries appear to have requested some components on the basis of 

availability, rather than congruence with their expressed priority needs. 

Alth uph DRR-sponsored c (iponents in P-un) involve more popular 

participation tmn in otler departments vLsited, two factors have made 

participation less effective and widespread thn it might otherwise have 
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been. First, administration of food-for-work funds by PVOs in some 

cases has reduced incentives for corrnuity participation since these
 

organizations have not always linked distribution of food to bonafide
 

contributions of labor public works. as well asto PVOs, CORDES, should 

have important roles to play in future plans of USAID-Peru, 1 6 but future 

projects should be designed so that implementing institutions do not urk 

.,It cross-purposes. Second, as discussed in section 3.4.3. above, the 

short time-frame of the DRR Project means that the emphasis in irrigation 

su-i)_ ))cts Ihs fallen primarily on construction1
of primary canals, ratner 

thn on more participatory elements--construction of lateral canals, 

trainingS, and extension. 

4. Future USAID Assistance and CURDE Development 

This section of the report examines how USAID-Peru might influence 

the fut-re structure and role of CORDES through the policy dialogue and 

how the chnracteristics of the IRD and DRR Projects might be adapted to 

support CORDE developrent in the future. Specific recomnendations are 

based on sme basic prcniises regarding the comparative advantages of CORDES 

and regior-l goverrnents, as well as the orientation and organization of 

USAID:
 

Despite their current shortcomings documented in this report,
CORDES iave more potential than the field offices of the 
highly centralized ministries for undertaking effective 
decentralized planning and monitoring ,f public investnent,
encouraging meaningful popular participation, generatig
public resources, and stimulating private investment.L/ 
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2. The system of regional governments outlined in the 1979 
Constitution provides a framework for overcominig many of
the problis no J hinderino CORDE develotxent--.xcessive 
central control, financial dependence, conflicts with 
sectors, and very limited popular participation. 

3. The positive institutional and programinatic impacts achieved
under the IRD and DRR Projects, discussed in section 3 above,
provide an important foundation for future USAID policies
involving CORDES. 

4. 	 In accordance with USAID assistance strategy, 18 basic insti
tutional support for CRDIES or regional goverrnents and pro
jects outside of Linm sponsored by USAID-Feru can and should 
be mutually reinforcing over the medium and long runs. 

5. 	 Thle coibination of mechanisms used by the IRD and DRR Projects-
support for national-level, agencies linked to GORDES, central 
funds for sub-projects meeting established criteria, special 
program units, and departmental advisors--holds great promise
for the future and could be adapted to serve the needs of a 
future decentralization project proposed by the IPD evaluation 
ten iind endorsed by this consultant, the agriculture sector 
recapitalization project, or other projects using econonic 
support funds. 

Building on progress naide and lessons learned through the IRZD and DRR 

Projects, USAID can and should use its influence through the policy dia

logue, its lever;u.,e through Ld project negotiations, and its legal author

ity/ in 	new project a.gree:ents as catalysts for the implementation of 

cons t ittit ,ion 11]v-nda- ted provis ions and other 	policies strengthening 

CORDE.S or re ,,ion,1 governimunts. 

Promot ing decentr;alized develotiiient will be a ca~iplex, drawn-out 

process requi-ring greter institutional mcalory, md intra-agency coordi

nation on the parrt. of UJSAID itself. Since the IRD Project has built up 

a netL..;nrk of qnliIi e Peruviam and U.S. institutional specialists and 

prcject g;recnLs supersede Peruvian law, in the future the mission will 
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be able to anticipate and prevent or ameliorate many of the institutional 

problems which limited the effectiveness of the IRD and DRR Projects-

e.g. the ineligibility of riunicipalities for borrowing and inflexible 

budget ceilings imposed I\ the MEtF. A capacity for ongoing institutional 

analysis also needs to be built into new projects themselves, wile some 

sort of criteria wil. be needed to resolve inevitable short-term tensions 

between ins tz tt Lion -bti l.ding amd impluiientat ion. 

tdhiiLe it couLd be argued that institutionl-i engineering is an in

approprLite activityL or donor agencies, such an argument overlooks the 

inevitable in;tLEutioiril ijnpacTs of fore ig aid and Peru's support for 

decentra LizaIL ion. Donor area-cics providing stgnificant assistance in

evitably, even if Inadverent].y, influence the institutions of the re

cipient co-untry. A conscious institutional strategy is nre likely 

to have better results than ad hoc impacts, While care nust be taken 

not to ofrerd naf.ion-ial sensibilities, USAID wauld in fact be supporting 

changes whdich are constieutnonallywandated endorsed by the new govern

merit in principle, and h-ve received the enthusiastic backing of most 

Peruvi ans. 

Detai.led proposals for supporting decentralization to the 

departmentaL/regional Level are not advisable at this time, given the 

current: change in govenmient and upcomin, changes in U.v\ID-Poru program

ming. Nevetrtheless, it is poss ibl.e to provide some general policy 

guidelines d ich reflect c:urrent eCCOo(TiC and political rea'1lities aMd 

are conl-'itible with de .mnounced plans of the new governient. These 
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guidelines address several major issues in the decentralization process:
 

jurisdictions, CORDE autonowy, finance, relations with sectors, the use
 

of special program units, the organization of technical assistance, link

ages to mnicipalities, and relevance to private sector development.
 

4.1. Jurisdictions
 

Thus far, jurisdictional disputes have been the primary stumbling
 

block to greater decentralization to the regional level. Disputes over
 

regional boundaries and capitals forced the Morales BernAldez government
 

to implement the ORDES on an ad hoc 
 and mostly departmental basis rather 

than in accordance with a new regionalization scheme as originally planned. 

Similarly, such disputes ef7ecuively killed the regionalization proposal 

made by the second IieaUnIde governicnt, despite a constitutional provision 

which strengthens the president's hand vis-a-vis Congress. 20
 

Given this history, tCw principles should guide future decentraliza

tion efforts: (1) respect for existing political boundaries; and (2)
 

avoidance of a proliferation of governmental layers.
 

t hile mandatins, the fonit ion of regional governments, the 1979 

Constitution leaves open the possibility that they could be formed on a 

departmental basis. Abreover, experience through the IRD and DRR Projects 

has shown that OORDES are potential nuclei for viable departmental govern

ments. 
 USAD should therefore encourage the Peruvian government to use the 

departments as the primary bases for future regional governments. The new 
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regions would be the present departments, except where the departments 

themselves agree to form a multi-departmental region, as is apparently 

now happening in Piura and Tumbes. In any case, the issue of regional
 

jTrisdictions should be qu 'y resolved so that it does 
not constitute
 

an obstacle to future decentraiization.
 

Additional lavers of bureaucracy should not be created between
 

the departmental 
 and national levels. For example, if re--establisned 

as currently proposed, regional planning offices of the INP would greatly 

complicate effective linkages of planning and budgeting, while consti

tuting yet another set of administrative hurdles for CORDES. 

Microregions within the departnents should always respect district
 

lines and in most 
cases provincial boundaries as well. Where microregions 

cut across departmental bDundaries, CORDES or regional governments should 

be able to voluntarily form independent development authorities (similar 

to the Port Authority of New York and New Jersey). At some thestage, 

structuring of central funding mechanisms for projects sponsored by USAID 

or the Peruvian government should encourage such interdepartmental co

operation. 

4.2. XORDE Autonomy 

In addressing the issue of central control, USAID should distinguish 

among basic political control, policy controls, apd administrative controls 

having little rationale in terms of politics or policy. 
For the time being,
 

USAID should accept a certain degree of basic political control by the
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central government, wh-ile helping it to develop effective policy controls 

and to eliminate counterproductive administrative controls. 
The new govern

ment is more likely to support less spectacular but probably more signifi

cant hLidgetary and administrative reforms if CORDES are not susceptible to
 

control by the political opposition and are perceived as supporting govern

ment policies.
 

With respect to basic political control, it would serve little pur

pose to insist that CORDE presidents be elected at this point in time,
 

although USAID should stress the importance of managerial qualifications 

for central appointees. Historically, Peruvian political parties espouse
 

decentralization or even federalism when out of power, but become reluctant
 

to give up central controls once they win office. APRA appears to be
 

following this pattern, having called for decentralization during the
 

campaign, but now stressing '"moralization" of the public administration, 

which implies greater central control. Moreover, with absolute major

ities in both houses of Congress, APRA has little political incentive to
 

decentralize authority to ORDES or regional governments.
 

Policy controls are regulations needed to insure constitutionally

mandated compatibility with national priorities. Given the CORDES'
 

tendency to favor u-ban areas and their public wrks orientation, there 

will be a greater need for controls reinforcing new government priorities 

in rural development and agriculture.21 Through their systems of sub

project [unding, the IRD and DRR Projects provide important examples of 

how project criteria can be enforced with a minimum of administrative
 

http:agriculture.21
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regulations and interference in CORDE operations. 

Assured of basic political and effective policy controls, the new
 

government will be more likely to support the gradual simplification or
 

elimination of counterproductive administrative and budgetary regulations 

constraining CORDE development. Even in the cases of constitutionally
 

mandated administrative systems (i.e. budgeting, accounting, auditing),
 

there is ample room for more flexibility. PATC-CORDES has already done 

useful research on reforning administrative systems. 22 

Administrative simplification is a pre-requisite for the formation 

of administratively-deconcentrated regional governments encompassing 

ministerial field offices at the departmental level (see 4.4. below).
 

4.3. Finance 

A number of funding sources for regional governments are foreseen 

in the Constitution. Most notable are the so-called royalties (canones) 

on natural resources produced in the region and transfers from a regional 

compensation fund which wuld ameliorate inequities created by the uneven 

distribution of natural resources. Other sources of :mding might be 

eanmarked taxes, loans and credits, transfers from the central government, 

income from services provided, and assessments for improvements. 

A fund.-mental distinction should be made between income derived from 

natural resource exploitation or central government transfers, on the one 

hand, and that generated by CORDES or regional governments, on the other. 

In seeking to give CORDES more predictable sources of income, USAID should 
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discourage the ad hoc implementation of the canon systen, while encouraging 

the formation and autonomous administration of special funds for regional 

development (including the compensation fund) through which most canon 

money and all central government transfers should be channeled. 

While the extrme fiscal fragnentation of the pre-1968 period is not 

likely to reoccur given the currently centralized financial system and the 

economic crisis; ad hoc implementation of the canon principle could lead to 

severe imbalances in resources available to CORDES or regional governments 

and contradict the new governTent's efforts to favor rural areas. For 

example, in Piura 40 percent of petroleum canon money is now divided among 

provincial councils, which spend two-thirds in provincial capitals. In 

Cuzco money fril the airport tax is also controlled by the provincial 

council, prinrily for the benefit of the city of Cuzco. 2 3 

To avoid severe regional imbalance and urban bias, most canon money 

and all central goverrment transfers should be channeled through central 

funds for regional development, including the constitutionally-mandated 

compensation fund. In order to circumvent the unpredictable disbursement 

procedures of the MEF, these funds should be administered by an autonomous 

agency or institute which would depend on the new Ministry of the Presidency, 

incorporating the General Directorate for Coordination of CORDES (which 

includes PATC-CORDES) from the Prime Minister's Office and the GRR from 

INADE. During the first months of the new administration USAID will have 

an important but brief window of opportunity to influence the organization 

of such an autoncuous agency or institute. 
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The distribution criteria for the constitutionally mandated regional 

compensation fund are designed to promote regional equity. Other regional 

developmeit funds might be established for specific purposes, such as 

developrinnt of priority inicroregions, investments in certain kinds of 

infrastructure (e.g. terracing), or the promotion of new activities (e.g. 

water use, natural resource management). USAID funding provided through 

a new decentralization project, the agriculture sector recapitalization 

project, or economic support funds could provide nuclei for the establish

ment of such funds for regional development. Sane regional dcvelopment 

funds should be allocated on a conetitive basis, rewarding CORDES which 

have a superior track record. 

In advocating or sponsoring the establishment of autonanously ad

ministered regional development funds, USAlD should emphasize that such
 

a system oxuld not lead to the extreme financial fragnTmtation of the 

pre-1968 period. The historical links between past APRA proposals and 

such funds should also be emphasized. APRA championed the establishment 

of an autonomous fund for public works during the 1940s. backed the es

tablis)nent of the National Economic Development Fund in 1956, and held 

a plurality in the 1978-79 Constitutional Assembly. 

/.4. Resource Generation 

While supporting the establishment of regional development funds 

linked to project-related goals, USAID should continue to support basic 

policy research iuki technical assistaince by PATC-CORDES in the area of 

resource gYeneration. Largely as a result of PATC-CORDES, tnere is now 



- 71 

widespread intere.st i-n..investment recuperation-. 

4.5. Relations with Sectors: Toward Regional Governments 

The Consritution is ambiguous with respect to absorption of minis

teri.al field offices. The regional governments are to organize and ad

minister "decentralized public services," which are to be coordinated 

with those provided by the executive branch.. 

Building on the foundation of cooperation between CORDES and minis

terial field offices under the DRR Project (see 3.4.1. above), USAL) 

should encourage the establishment of departmental-level regional govern

ments incorporating the field offices and most special projects 2 4 into
 

flexible, deconcentrated structures. With control 
over the budget, the 

current CORDES can serve as nuclei for planning, monitoring, and evaluation, 

while the field offices can be line agencies enjoying a high degree of 

a cinistrative autonoy and assuming responsibilities for implementation 

and maivintervance, 

The upc(Iling agriculture sector recapitalization project or a new 

project in agriculture and/or resource management undertaken with economic 

support funds would provide a window of opportunity for supporting such a 

scheme to the benefit of both institution-building and project implementation. 

In many deparftnents of the sierra, funds from the DRR Project channeled 

through the CORDES al.ready provide most of the capital budget for the 

agriculture sector. Under the new project, selected personnel in 

http:intere.st
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agricultural or resource planning could be re-assigned or "detached" to 

the CORDES, wihere they would receive technical assistance from the project. 

Subject to technical and program criteria established by the new project, 

the CORDES could act as departmental level coordinating agencies--planning, 

financing, and supervising sub-project implementation by agencies in the
 

agricultural sector. Indeed, key officials of the agrarian regions and
 

regional offices of CIPA, who were interviewed, favored such a system. 

This schaiie would potentially increase the effectiveness of the 

new project. 
 Mlile the PID for the agriculture sector recapitalization
 

project stresses the interrelatedness of project components, 25 the
 

agriculture sector is highly fragnented at the departmental level with 

minimal coordination amng the agrarian regions, and agencies of INAF, 

CIPA, CiNFOR, INDA, and special. projects--which are all administratively 

and financially dependent on Lima. While it would be possible to establish 

a departmental planning and coordinating office for agriculture, isit 

doubtful that necessary budgetary authority could be deconcentrated to 

such an office. Indeed, the agrarian regions now have nominal coordinating 

responsibilities, but no bLdgetary authfority and very low operational ca

pacity. Moreover, a planning and coordinating office would only have 

jurisdiction over the agricultural sector. 

Until such a system is established, USAID should continue to en

courage greater horizontal coordination at the departmental level by 

channeling technical assistance for pl.ann-ing and project financing through 

CORDES. Any future project agreements could require more efficient 
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systans for administering encargos, giving CORDES and field offices 

greater incentives for coordinating policy and more effectively using 

their resources. 

4.6. Special Units and Technical Assistance 

As discussed in 3.2.1., the DRR Project has demonstrated the 

desirability of establishing seni-autonownus line units for projects 

financed by a single donor source. 'his approach can be used to im

plement sub-projects throughout a given department, as under the DRR 

Project, or adapted to support investments by CORDES in key micro

regions. In the future the "detached personnel" (destacado) model 

may be a way to achieve an optimal balance between performance and 

institution-building. In employing the special unit approach, it is 

possible to alleviate the shortage of qualified staff and to avoid 

serious conflict by paying higher salaries to a few key personnel and 

including in any bonus proram for the special unit some deserving 

personnel frcui supporting units. 

Training and teclnical assistance usually have the greatest im

pact in a project context and should be built into future USAID projects 

involving CORDES or regional governments. Any future projects financed 

by economiic support funds would need to draw on components of other 

projects for needed technical assistLance. While project-associated 

technical assistance could be primarily directed to special program 
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units, there also remains a need for more general training and technical 

assistance oriented to the key planning and administrative units. 

4.7. Linkages with MInicipalities 

Through the policy dialogue and the design of future projects,
 

USAID can also strengthen linkages between CORDES or regional govern

ments and mnicipalities. The representative 
role of municipalities
 

in regional organizations wuld be enhanced by increasing the repre

sentativeness 
 and powers of the assembly in accordance with the 1979
 

Constitution. 
 District mayors should serve in the assemtlies of 

microregions, which should always observe district boundaries and, if 

at all possible, those of provinces. Improvement of the ercarjgo systen 

would also help CORDES and municipalities to establish more productive 

reLit inships; in project impluentation. 

Building on the experience of the IRD Project, USAID should also 

continue complementary direct assistance INFOMto and specific munici

palities, especially in the area of revenue-generation. 

4.8. Private Sector Develolpnent 

Linkages between CORDES and private sector development should not 

be overlooked. 
USAID should provide technical assistance to CORDES at

teinpting to further private enterprise with a minin-un of intervention 

in the mnrlet, .eioii-;ly consider the possibiLity of supporting private 

enterprise h-tnds in association with the corporations, and not reject 

out of hand the possibility of supporting mixed enterprises involviig 

the CORDES and private or cooperative capital. 
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With a minimum of intervention in the market, corporations can 

support private enterprise by encouraging meaningful input into the 

planning process by private economic groups, identifying market op

portunities, financing feasibility studies, and providing basic in

frastructure. 
 CORDES can support and benefit from management programs
 

in provincial universities, with which imany have strong ties (see 3.2.8.). 

CORDES also can provide counterpart funds for loans to private 

finns in their departments. In order to lessen the possibility of po

litical Favoritism, USAID could require that private enterprise funds
 

receiving its support 
be managed by a public, private, or mixed bank, 
or even by a private vo].untary organization, such as Action Comunitaria. 

For example, CORDELCRE'[U and CORDEUCAYALI are currently providing credits 

to private industrial and artisan firms through the Banco Amazonico. 

CORDES in a nmbmer of departmnts also are exploring possibilities 

of fonning mixed enterprises with private or cooperative capital. USAID 

appe'irs to be understanckbly hesitant about supporting these initiatives 

given its role in promoting private enterprise, the poor record of 

public e:terprise in L)eru, and the Limited expI erience and expertise of 

CQRDI.S in this field. At the same time, however, a policy of categorically 

rejecting the possibility of supporting mixed enterprises is not advisable 

because in imnv parts of Pru private firmis are not willing and able to 

undertIke key investments having high multiplier effects throughout 

regional econ(ciiies. Nireover, the experience of the DRR Project suggests 
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that CORDES are capable of impressive achievements when they are held to 

high standards and receive technical assistance to meet these standards.
 

Any financial support for mixed enterprises should be closely tied 

to technical assistaice and should be subject to conditions which would 

increase the viability of the ventures and the potential role of private 

capital. Support should be directed only to CORDES having good track
 

records in the area of private enterprise promotion, and then only for
 

crucial activities which are technically sound and have reasonablea 

chance of being viable over the [mdiun or long runs. Any assistance 

should be supported by sound institutional analysis: amounts, modes, 

and durations of any direct or indirect public support, as well as any 

special responsiilities on the part of the mixed firm, should be clearly 

established at the begitning of the sub-project. USAID should approve 

the seLection of managers of any mixed ventures receiving its support 

and should regularly monitor their progress. 
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5. Conclusions and Recommendations
 

5.1. Departmental Development Corporations (CORDES) 

5.1.1. 	 Historical Develolinent. Re-established in 1982, CORDES
 

are the latest in a series of Peruvian develolment agencies
 

which since 1950 have operated between the national and local 

levels, primarily undertaking public wrks. Wile natural 

disasters often served as important catalysts for the estab

lishmient of these intermedLte-level agencies, their scope 

and character have been influenced by th-e type of regime ii 

office (civilian or military), the strength of governing polit

ical coalitions, and the scale and organiza7tion of the central 

gover mnent. Over time these factors have interacted to influ

ence the amvunt of administrative and fiancial dependence on 

the central governruent; relations with field offices of central 

ministries and agencies; patterns of political influence; and 

the degree and distribution of public investment channeled 

through intermediate agencies. 

5.1.2. 	 External Constraints. Current CORDE development is severely 

constrained by limited "institutional space" stnmting from the 

complexity, arbitrariness, and unpredictability of national le

gal, budgetaiv, an l administradive norms and from the presence 

of mnnisterial agencies controlling (but often not performing) 

maijor dev-Alopnent activities. 
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5.1.3. 	 Coxparative Advantages. Nevertheless, CORDES have more 

potential 	 than the field offices of the highly centralized 

ministries for undertaking effective decentralized planning 

and monitoring of public invesuent, encouraging meaningful 

popuLar part icipat: ion, generating public resources, and 

stimulating private investmnt. 

5.1.4. 	 Variations in Org}anization, Operation, and Orientation. 

Although 	 COPDES face cciimlon external constraints -andoperate 

under ']co(rinon legal structure, there are important variations 

in their re,,;ources, personnel, staffing patterns, susceptibility 

to central interference in the budget process, and developmental 

orienta ti.,ns . Key contextual and internal variables influeicing 

CORDE development include presidential le,'idelrship, institutional 

inheritance aind the awilability of htnMian resources. 

5.1.5. 	 Future.-;rt' r Tlhe systen of regional governments outlined 

in the 19/9 ( )nititutLion jrovides a frmework for overcomig 

many ()fLe problemls now h Lnderinp CORDE development--excessive 

central contirol, fInanc i o] dependence, conflicts with sectors, 

and very imit ed popular participation. 
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5.2. 	 The IRD and DRR Projects: Institutional Impacts and Lessons Learned 

5.2.1. Decentralization as a Means of Efficient Project Implementation. 

hile not having institution-building objectives, the DRP. Project. 

has furthered its goal of effectively implementing disaster

related sub-projects by providing a more supportive context for 

CORDE development. 

a) 	 Corporations are more appropriate institutional channels 

than agencies of the central governnent for implenenting 

most DRR sub-projects. 

b) 	 Where collaboration with other sectors is desirable or 

necessary, the GRR and the CORDES, rather than USAID, 

have borne the organizational costs of coordination. 

c) Since many sub-projects can be implemented equally as 

well through different institutions or mechanisns, USAID 

has seldom become captive to any one institutional channel. 

The project has an implcmentation record which compares favorably 

with most USATD-Peru projects undertaken through 	central gover-n

ment agencies, and is one of only a few projects in the world 

which 	have efficiently moved large amounts of money over broad 

expanses of space. The achievements of the project are impres

sive given the external constraints and internal weaknesses 
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hindering CORDE development; the scale of the project, which is 

the largest ever financed in Peru by USAID; and the short 

implementation period--some t.o-and-a-half years from the 

signing of the project agreement to the termination of almost 

all orks. 

5.2.2. 	 Institutioa-Building and Programmatic Performance. Over the 

medium and long runs institution-building and improved program

matic performance J;n' mutually reinforcing. The programmatically 

oriented DRR Project has had some positive institutional impacts 

on the CORDES, but these are diffuse and likely to dissipate if 

not rcinforced by additional support designed to strengthen 

institutions. Efforts to increase planning and prioritization 

capabilities in CORDEJUNIN under the IRD Project have had limited 

impact because they were not effectively linked to IRD-financed 

sub-projects.
 

5.2.3. 	 Circumventing External Constraints. The DRR Project has shown 

that the performance of CORDES can increase significantly when 

they operate in a more predictable context and when they enjoy 

sane leverage vis-a-vis agencies of the central government. 

5.2.4. 	 Overcoming External Constraints. Through some innovative approaches 

the IRD-funded PATC-COPDES is linking technical assistance and 

training directed towards CORDES to the development of strategies 

and proposals for needed administrative and legal reforms. 
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Technical Assistance. Providing CORDES with greater "institutional 

space" by circumventing or overcoming external constraints is 

a necessary but not sufficient condition for the development of 

the corporations. Technical assistance must accompany greater 

autonomy and resources in order to overcome weaknesses within 

the CORDES. The IRD and DRR Projects have shown that general 

and specialized technical assistance can produce positive results 

at the 	departmental level:
 

a) 	 The IRD Project initially achieved significant improvenents 

in departmental planninig and prioritization capabilities,
 

although transferring these capabilities from PRODERINs
 

to CORDES has been less successful.
 

b) 	 The DRR Project has demonstrated that CORDES arc willing and 

able to meet higher technical standards if advisors help
 

them to 	understand and comply with project requirements. 

c) Under 	 the DRR Project a combination of predictable financial 

support, insistence on high technical standards, and sup

portive technical assistance has created an environment 

conducive to the development of more professional and 

managerial attitudes on the part of CORDE personnel. 

d) The current IRD advisor to CORDEJUNIN has developed in

novative techniques for CORDE investment prioritization 
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which can potentially link increased popular participation 

in assen-blies to more effective planning. 

e) The IRD-funded PATC-CORDES has played a major role in 

stimulating ideas and facilitating exchanges of experiences
 

among 	 corporations. 

5.2.6. 	 Special Program Units. Some important lessons Energe from the 

experiences of special program units under the DRR and IRD 

Proj ects: 

a) 	 'he DRR experience has shown that special units can 

facilitate efficient project implementation given that: 

(1) USAID's stricter technical requirements, different 

contracting procedures, and additional reporting proces

ses are most conveniently handled by a single office; and 

(2) special units ameliorate obstacles to impl nentation
 

staTning from conflicting priorities, efforts to divert 

project resources to other ends, and administrative bottle

necks. 

b) 	 The DRR experience also has demonstrated that the special 

unit approach can leave considerable room for institutional 

learning if the donor agency does not attempt to dictate 

the structure of the special unit.
 

C) 	 In the future the detached personnel (destacado) u'iodel-

by which more experienced and qualified personnel from 
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the corporation or sectors are assigned to lead special 

program units--may be a way to achieve an optimum balance 

between performance and institution-buildig if tu condi

tions are met. First, the special imit nmust be held to 

high standards of technical competence, as .under the DPR 

Project. Second, destacados must be selected by a com

petent irvl.ridual or office responsible for completion of 

the special progrm. 

d) 	 A conclusion emerging from comparison of the DRR and IRD 

experiences with special program units is that shortages 

of qualified staff can be aeliorated without provoking 

severe conflict if (1) higher salaries are paid to only 

a few key personnel in the special unit, rather than to 

the entire unit; and (2) any bonus program for the special 

unit also includes some deserving personnel from support

ing units. 

e) 	 Despite the efficiency and potentially positive institutional 

impact of the special unit approach for line agencies, 

there remains a need for training and technical assistance 

directed to the key administrative and planning units of 

the CORDE, as under the IRD Project. 
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f) 	 The establishment of special program units wtich improve 

administrative performance, as under the DRR Project, may 

significantly increase the relative advantage 
of imple

mentation 	by forced account vis-a-vis implementation by 

private contractors.
 

5.2.7. 	 Consulting Firms. The value of technical assistance provided 

by private consulting firms under the DRR Project has varied 

considerably, being influenced primarily by the competence and 

dedication of the organization contracted and the relative 

capacity of the CORDE. Generally, private consultants appear 

to have had a more positive impact in technical design than in 

supervision, whereas consultants from INADE's PMS division have 

specialized more in supervision and general techlical assistance. 

Although the contracting of private consultants has been an 

important learning experience and in some cases, a catalyst for 

better CORDE performance, in the future corporations will be 

better served by consulting firms if they are not captive consumers. 

5.2.8 	 Improved Programming. The more exigent technical studies required 

by the DRR Project have provided at least a foundation for more 

accurate programming since sounder plans for physical and financial 

progress 	can lead to more accurate projections of procurement needs,
 

disbursement requests, and payments to contractors. At least one 

corporation visited by the consultant--CORPIURA--has made this link. 
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5.2.9. 	 Project Impacts on CORDE Capabilities and Priorities. Despite 

its limited impact on planning and investment prioritization, 

the IRD Project has prompted increased support for agriculture 

and rural development in CORDEJUNIN and CORDECAJ. Moreover, 

largely as a result of the IRD experience, these corporations 

are in the vanguard in non-traditional areas of CORDE activity: 

investment recuperation, generation of private investment, and 

enterprise promotion. 

The DRR Project has increased CORDE capabilities in emergency 

mairtenance and within their traditional sphere of public works. 

But, except in the case of CORPUNO, national policies and the 

CORDES' orientations and structures have inhibited corporations 

fran expanding their activities into the sphere of natural re

source management, as suggested by DRR management and advisors. 

In addition the short time-frame of the project has limited 

opportunities for linking investments in irrigation to better 

water use 	and agricultural extension. 

5.2.10. 	 Project Impacts on Linkages to Public Agencies, Municipalities, 

and Local Organizations. The IRD and DRR Projects have had dif

ferent impacts on the relations of CORDES to public agencies, 

municipalities, private voluntary organizations, and local 

organizations.
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a) Most IRD-financed sub-projects have been imaplemented 

directly by PRODERINs and later the CORDES, reducing 

the prospects for linkages to ministerial field offices, 

but increasing the scope for popular participation. 

Support for municipal development is a major component 

of the IRD Project and it has had a positive impact on 

relations between CORDES and nmnicipalities, although 

this might not continue after the termination of 

project support. 

b) The DRR Project has provided certain incentives for 

greater cooperation between CORDES and ministerial field
 

offices, helping to lay a foundation for future regional 

govern ents. On the other hand, the character of DRR

supported sub-projects and/or the project's compressed
 

implementation period have left little room for cormmunity
 

involvement and only marginally reinforced linkages with
 

municipal governme-nts. Moreover, in Puno administration
 

of food-for-work funds by PVOs in some cases has reduced
 

incentives for comunity participation since these organiza

tions have not always linked distribution of food to bo

nafied contributions of labor to public works.
 



- 87 

5.3. Future USAID Assistance and CORDE Development 

5.3.1. 	 Phase-Out of IRD Project. This consultant supports the recom

mendations of tne I) final evaluation team for project phase

out, 26 particularly the suggestion that PATC-CORDES or its 

functional equivalent in the new administration should receive 

continued USAID support. 

5.3.2. 	 Priority to CORPUNO during Phase-OuL of DRR Project. Given the 

availability of substantial funds for reprograming through the 

DRR Project during the remainder of 1985 and 1986, USAID should 

attempt to develop special sub-projects supporting agricultural 

development and resource management by CORPUNO. Thnis recom

mendation 	is based on the following considerations:
 

a) 	 Puno has very high political saliency, having been declared
 

a priority region by the new government, which is emphasizing 

agricultural development, especially in the southern sierra. 

By channeling additional funds and increased technical as

sistance 	to PUNO, USAID can help the new government to con

vert its 	expressed priorities into effective programs.
 

b) 	 Although it needs additional technical assistance in most 

areaL , CORPUNO is the strongest corporation in thie southern 

sierra and has assumed a greater role in agricultural develop

ment and resource management than other ORDES. 
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c) 	 CORPUNO wuld be an ideal nucleus for a pilot department

level regional government since there is a high degree of 

consensus that the altiplano department of Puno should be 

a separate region.
 

d) 	 By supporting agricultural development and resource manage

ment in the department, USAID can help CORPUNO to follow 

up ambitious initiatives begun under the DRR Project. 

e) Experience gained in supporting these activities might 

also be relevant to the agriculture recapitalization 

project or to a new project in agriculture or resource 

management financed by economic support funds. (USAID 

also should consider using the GRR or its functional 

equiva -nt under the new administration as a nucleus for 

a new coordinating unit for any new project). 

5.3.3. Adaptability of IRD and DRR Mechanisms. The combination of 

mechanisms used by the IRD and DRR Projects--support for national

level 	agencies linked to CORDES, central funds for sub-projects 

meeting established criteria, special program units, and depart

inental 	 advisors--holds great promise for the future and could be
 

adapted to serve the needs of a future decentralization project 

proposed by the IRD final evaluation team and endorsed by this 

consultant, the agriculture sector recapitalization project, or 

other projects using economic support funds. 
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5.3.4. 	 USAID Policies as Catalysts for Decentralization. Building 

on the positive institutional and programniatic impacts achieved
 

under the 	IRD and DRR. Projects and the lessons learned through 

these experiences, USAID can and should use its influence through 

the policy dialogue, its leverage through new project negotiations, 

and its legal authority in new project agreements as catalysts 

for the impleiientation of constitutionally-nmandated provisions 

and other policies strengthening CORDES or departmental-level 

regional governments.
 

5.3.5. 	 Jurisdictions. USAID should encourage the Peruvian government 

to use the departments as the primary bases for future regional 

governments given that (1) jurisdictional disputes have been the 

the primary stumbling blocks to decentralization in the past; 

(2) the 1979 Constitution leaves open the possibility of regional 

governments being formed on a departmental basis; and (3) expe

rience gained through the IRD and DRR Projects has shown that 

CORDES are potential nuc]ei for viable departmental governments. 

Additional layers of bureaucracy should not be created between
 

the departmental and national levels. Microregions within
 

departments should always respect district lines and in most 

cases proincial boundaries as well. 

5.3.6. 	 CORDE Autonay. In addressing the issue of central control 

of CORDES, USAID should distinguish among basic political 

control, policy controls, and administrative controls having 
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little rationale in terms of politics or policy. 
 For the time
 

being, USAID 	 ashould accept certain degree of basic political 

control by the central government, while helping it to develop 

effective policy controls and to eliminate counterproductive 

administrative controls. The new government is more likely to 

support less spectacular but probabiy more significant budgetary
 

and administrative reforms if CORDES are not susceptible to control 

by the political opposition and are perceived as supporting govern

ment policies. 

5.3.7. 	 Finance. In seeking to give CORDES more predictable sources of 

income, USAID should discourage the ad hoc implementation of the 

canon system, while encouraging or even sponsoring the formation 

and autonomous adninistration of special funds for regional 

development through which must canon money and all central govern

ment transfers should be cianeled. During the first several 

monthis of 	the new APRA administration, USAID will have an important 

but brief window of opportunity to influence the organization of 

an autonumous institute or agency ib the new MIinistry of the 

Presidency .hiich could administer rejioiial development funds. Some 

regionail developnient funds should be allocated on a competitive 

basis, rewarding CORDE-S which have a superior record of 	performance. 

5.3.8. 	 Resource GCeration. I1hile supporting the establismient of 

regional development funds linked to project-related goals, USAID 

should continue to support basic policy research and technical 
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assistance by PATC-CORDES in the area of resource generation.
 

5.3.9. 	 Reinforcing Sectoral Linkages. Building on the foundation of
 

cooperation between CORDES and ministerial field offices laid
 

under the 	DRR Project, USAID should encourage the establishment 

of departmental-level regional governments incorporating the
 

field offices and most special projects into flexible, decon

centrated structures. 'The upcciing agriculture recapitalization 

project or a new project in agriculture and/or resource manage

ment undertaken with economic support funds would provide a window of 

opportunity for supporting such a scheme to the benefit of both 

institution-building and project ifnpleientation. Until such a 

system is e )tablished, USAID should continue to encourage greater 

horizontal coordination at the departnental level by channeling 

technical assistonce for planning and project financing through 

CORDES and requiring nrire efficient mechanisms for administering 

encargos 	in future project agreements.
 

5.3.10 	 Special Uits and Technic idAssistance* The special unit approach 

can be used to impLement sub-projects throughout a given departmnt, 

as u4 der 	the DRR Project, or adapted to support invesuielits by
 

CORDES in 	key iiicroregiops. Wlile project-associated technical 

assistance could be primarily directed to special progrmn units, 

there also remiiins a need for more general training and technical 

assistance oriented to the key planning and administrative units 

of the corporations.
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5.3.11. 	 Linkages with Municipalities. Through the policy dialogue and 

the design oF new projects, USAID also should strengthen linkages 

beD(teen COPDES or regional governments and municipalities. 

Building4 on the experience of the IRD Project, USAID should also 

conrinue copmaiientary direct assistance to INFOMI and specific 

municipalities, especially in the area of revenue-generation. 

5.3.12. 	 Private Sector Development. USAID should provide technical
 

assistance to CORDES attniepting to further private enterprise
 

with a mininm of intervention in the mrket, seriously consider 

the possibility of supporting private enterprise funds in 
as

sociation 	with the corporations, and not reject out of hand 

the possibiL,.ty of supporting mixed enterprises involving the
 

CORDS and private or cooperative capital.
 

5,3.13. 	 Institutional Analysis and Project Design. Future projects
 

should be based on thorough institutional analysis and careful
 

project design.
 

5.3.14. 	 Private Voluntary Organizations. PVOs, as well as CORDES, should 

have important roles to play in the future plans of USAID-Peru, 

but future project should be designed so that these or other 

implaeinting institutions do not work at cross-purposes. 

53.15. 	 Inphirent ,riUon Schedule and Popular Participation. The imple

mentation schedule of future projects should be deqigned to leave
 

ample scope for popular participation in planning, implementation,
 

and evaluation. 

http:possibiL,.ty
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Appendix A: Persons Interviewed 

0XRDECAJ
 

Water Ibfiez, Director General 
 de Presupuesto y Planificaci6n
 

Alejandro Otoya Montoya, Gerente PIRR
 

Pelayo Roncal, Oficina de Planes, Programas. Proyectos y CTI
 

Pablo SAnchez Zevallos, Ex-Presidente Encargado
 

Jainp Soto Burgos, Director Presupuesto
 

CORDEJLNIN
 

Vi'ccor Cano, Gerente Ejecutivo
 

Eduardo Garcia Trizollini, 
ex-Gerente de Estudios y Obras PRODERIN-Junin; 
ex-3erente Microregiona! Mantaro 

Victor Pineda Cotijo, Gerente de Estudios 

Sebastiln S~rchez, Presidente 

Ernesto Segura, Gerente de Racionalizacin 

Arturo Vera, Gerente de Promoci6n y Finanzas 

CORDELAM
 

Jose Arbuld RamTxs, Jefe Direcci6n de Estudios y Obras, O.Z.R.R.
 

Carlos Arellano, Gerente General
 

Angel Barboza Bonilla, Jefe Divisi6n Habilitaci6n Urbane y Salud, O.Z.R.R.
 

Anibal C6ceres N., Coordinador Thcnico, Jefatura O.Z.R.R.
 

Luis Chinchay A., Supervisor Obras Hidrlulicas, O.Z.R.R.
 

Fructoso Eneque F., 
 Jefe Oficina de Administraci6n Financiera, O.Z.R.R. 
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Alberto Escobar, Ruel, Gerente Administrativo
 

Teodoro Mendoza Callacna, Jefe DivisiOn Educaci6n, O.Z.R.R.
 

Alipio Pefta Carrillo, Gerente de Ingenieria y Obras
 

Fernando Piccini, Sub-Gerente de Racionalizaci6n e Informaci6n
 

Victor Silva Santisteban, Presidente
 

Segundo Yep, Jefe Oficina de Programaci6n y EvaluaciOn, O.Z.R.R.
 

CORPIURA
 

Victor Ancajina, Asistente al Gerente de Infraestructura
 

Victor Boyer Oyola, Gerente Rehabilitaci6n
 

Victor Navarro T6rres, Gerente Micro-Regional 

Carlos E. Reyes Pefia, Gerente de Planificaci~n y Presupuesto
 

Tonms Talledo Garcia, Gerente Infraestructura 

Luis Zegarra Caiminati, Presidente 

CORPUND 

Jos6 Aza, Director de Obras, Proyecto Especitl Plan de Emergencia
 

Jorge Bejarno, Director Planeamiento y Programacidn
 

Jos6 Caminada, Director Supervisi6n,Proyecto Especial Plan de Emergencia 

Isafas Castillo Serpojdn, GEDECO 

Eladio Contreras, GEDECO 

Carlos de los Rios Montes, Gerente Financiero y de Promoci6n Empresarial 

Carlos Longe, Director Programaci6n,Proyecto Especial Plan de Emergencia 

Sotaro Loza, GEDECO 

Juan Carlos MIllaga, Presidente 

Rina Manrique, GEDECO 
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Percy Montesinos Rosado, Director Ejecutivo, Plan de Fergencia
 

Hugo Rodriguez, Director Oficina de Planificaci6n
 

CORDETACNA
 

Hugo Arigulo, Director de Presupuesto, PLPRR
 

Robert Arce Alferez, Coordinador Administrar"vo, PIRR
 

Yuber Arteaga, Residente de Obras, Canal Huavco, PIRR
 

Victor Esquives Villegas, Jefe Oficina Proyectos de Inversi6n, PIRR
 

Augusto Ronald Garcia Ucmiana, Contador, PIRR
 

Humberto Garcia, Presidente
 

Adolfo GonzAles Palma, ex-Jefe PIRR
 

Guillermo Lvano Herrera, Grupo Funcional de Programaci6n, PIRR
 

Federico Nieto Becerra, Gerente
 

Victor Ramirez Calder6n, Grupo Funcional de Ingenieria, PIRR
 

Elias Salas Pinto, Residente de Estudios, Centro Piloto de Riego a Presi6n
 
La Yarada, PIRR
 

INADE-PMS 

Henri Borit Petitjean, Director Ejecutivo 

Ciro Camacho, Consultor para CORPUNO 

Maria Gorgas de Romero, Directora de Asistencia T~cnica Nor-Centro 

Eduardo Larrea, Consultor 

Jos6 Prochaska, Consul tor para CORDECAJ
 

Roberto Zegarra Balctzar, Consultor para CORDECUZCO
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PATC-QORDES
 

Rail Lizdrraga Bobbio, Director Oficina de 
Asesoria y Anlisis BMsico
 

Raquel B. de Machicao, Directora Oficina de Capacitacin
 

Other Public and Private Organizations 

Alvaro Acre Silva Santisteban, Director, CIPA Cajamarca
 

Pedro Alvarado Mateo, Jefe Oficina Agro-economia, CIPA XII Huancayo
 

Lucio Arroyo, Presidente Junta de Usuarios, Distrito de Mantaro
 

Divilo Bocchio, Jefe Zonal de la Oficina Nacional de Apoyo Alimentario
 
(CNAA), Tacna
 

C~sar Briones, Director de Aguas y Suelos, Regi6n Agraria XI Cajamarca
 

Mario Cama, Presidente Comunal Choquetanca 

Comuneros de Challapujo, Puno
 

Comuneros de Huariconse, Puno 

Anastacio Charaga, Presidente Multicomunal El Inti 

Ramiro Chdvez Rodriguez, Director Departmental de Caminos, Junin 

Neptali Chiri C., Presidente, Ccmit6 de Riego, Sector E1 Huayco, Valle 
de SaTa, Tacna 

Gasto Fl6res Justo, Vocal Comit6 de Riego, Sector el huayco, Valle de
 
Sama, Tacna
 

Miguel Lagos, Sub-Director Desarrollo Rural, Regi6n Agraria XVI Junin
 

Julio Jesds Lira Cano, Director, CIPA XV Puno
 

Jos6 
aria L6pez GonzAles, Jefe Oficina Programaci6n, CIPA XII Huancayo
 

Abel Pita, Director Aguas y Suelos, Regi6n Agraria XVI Junin
 

Victor H. Pondinel Cornejo, Director CIPA VIII Tacna
 

Luis Vargas C6rdova, Director Programaci6n y Racionalizaci6n, Regi6n Agraria' 
XVI Junin 
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RafI Velarde Barriga, Secretario Conitd de Riego, Sector El Huayco,

Valle de Sama, Tacna
 

Oscar Velarde Ruesta, Director CIPA XII Huancayo 

USAID-Peru
 

George Baldino, DRR Chief-of-Party
 

Ray Bromley, Former IRD Advisor to CORDECAJ and PATC-CORDES 

Paul H. Dillon, IRD Departmenial Advisor to CORDEJUNIN 

David Flood, Chief Agriculture Division 

James Graham, DRR Departmental Advisor to CORDELAM and CORDELIB 

David W. Hess, Chief IRD Division 

Elias Hill, DRR Deparmnintal Advisor to CORPIURA 

Michael Hirsh, Chief DRR Division 

Henry Izquierdo, IRD Project ssistant 

Mark R. Johnson, Chief Private Sector Development Division 

Michael Kaiser, DRR Departmental Advisor to CORPUNO 

Robert B. Kent, IRD Departmental Advisor to CORDECAJ 

Keith Kline, DRR Monitoring Coordinator 

Johannes Oosterkamp, DRR Irrigation Advisor 

Jaime Palacios Olivos, DRR Agriculture Advisor 

Robert Sparks, DRR Departmental Advisor to CORDEAREQUIPA and CORDEMOQUEGUA 

Guillermo Valladares, DRR Agriculture Advisor 
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Appendix B: Primary Docunentation Consulted 

CORDECAJ 

Acta, 22 de Novie-nbre de 1984. 

Estatuto de la Corporaci6n Departamental de Desarrollo de Cajamarca--
CORDECAJ.
 

M'noria Arnuial 1984. Con Anexo.
 

Resoluci6n CORDECAJ No.008, 15 de Enero de 1985.
 

Resoluci6n OORDECAJ No. 009, 15 de Enero de 1985.
 

Programa de Inversiones EEP 500 Fmrgencia (1985).
 

CORDEJUNIN
 

Cuadro Noninativo de Personal de la CORDE-JUNIN--1983.
 

Evaluaci6n del Programa por Proyectos y Usos de Inversi6n--1983.
 

Evaluaci6n Trimestral y Acumulada de la Ejecuci6n del Presupuesto
 
de CORDE-Junin por EEP y Proyectos (1984).
 

Mecnria Anual 1982.
 

Memoria 1983.
 

Menoria 1984.
 

CORDELAM 

Estatuto de la Corporaci6n Departamental de uesarrollo de Lambayeque 

Formulaci6n del Proyecto de Presupuesto de la Corporaci6n Departamental 
de Desarrollo de Lambayeque para el Ejercicio 1984. 

Mcmoria 1982. 

Maoria 1983. 

Memoria 1984. 

Programna de Inversi6n Piblica 1985. 

Resoluci6n No. 0038-P-84/CORDEAM.
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CORDELAM--ficina Zonal de Rehabilitaci6n y Reconstrucci6n 

Ejecuci6n Presupuestal 1984. 

M3nual de Organizaci6n y Funciones de la Oficina de Rehabilitaci6n 
y Reconstruc c i6n--CORDELAM. 

Moriai 1984. 

Plan de FhergencLa de Linibayeque 1984: Ejecuci6n de Obras. 

Presupuesto 1985: Programaci6n de Obras.
 

Prograrruci6n de Obras 1984. 

Requeriniento y Costo de Personal de la O.Z.R.R. para 1985.
 

CORPIuRA 

Estatuto de La Corporaci6n de Desarrollo Econ6iico-Social del 
Departamento de Piura. 

Informe de Evaluaci6n del Program de Inversiones Pablicas de la 
CORPIURA al 31 de Dicicnibre de 1982. 

Informe de Evaluaci6n del Programa de Inversiones Pciblicas de la
 
CORPIURA al 31 de Diciembre de 1983. 

Informe de Evaluaci6n del Programa de Inversiones Pciblicas de la 
CORPIURA al 31 de Diciembre de 1984. 

Informe de Evaluaci6n del Programa de Rehabilitaci6n y Reconstrucci6n 
del Departamento de Piura al 31 de Diciembre de 1983. 

Inforne de Evaluici6n del Programa de Rehabilitaci6n y Reconstrucci6n 

del Departamento de Piura al 31 de Diciembre de 1984. 

Menoria Correspondiente al Ejercicio 1982. 

rmorLa de CORPIURA 1983. 

MemrLa de CORPIURA 1984. 

Plan Departmienal de Desarrollo de Piura--Mediano Plazo--1985-1990. 

Plan Oper.'itivo Institucional de CORPIURA para 1985. 

Reglanmento de Organizaci6n y Funci6n de CORPIURA, Marzo de 1985. 
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CORPUNO
 

Estatuto Aprobado poi Decreto Suprewm No. 78-82-PCM.
 

1moria Anual de la CORPUNO 1982.
 

Menoria Ania1 1983.
 

Mnria Anual de la CORPUNO 1984.
 

Reglamento General y Especifico de los Proyectos de Plan de 
Emergencia.
 

CORPUNO--Gerencia de Desarrollo
 

Las blticoninales coro Via de Desarrollo Rural.
 

CORPUNO--Proyecto Especial Plan de Emergencia 

Evaluaci6n Anual 1984. 

Programa Integral de Rehabilitaci6n y Reconstrucci6n, Departamento 
de Puno 1985. 

Reglamento de Organizaci6n y Funciones. 

Rehabilitaci6n: Puno 1985.
 

CORDEMfACNA 

Memoria y Estados Financieros 1982.
 

M noria y Estados Financieros 1983.
 

Memria y Estados Financieros 1984.
 

CORDETACNA--Programa Integral de Rehabilitaci6n 
y Reconstrucci6n del 

Departamento de Tacna. 

Evaluaci6n Fisico-Financiera de Proyectos 1984.
 

Evaluaci6n Socioecon6mica 1984.
 

M1anual de Organizaci6n y Funciones.
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Plan de Trabajo sobre Investigaci6n en el Centro Piloto La Yarada. 

Presupuesto 1985 Modificado.
 

Provectos y Presupuesto 1985.
 

Dillon, Paul H.
 

Proceso de Priorizaci6n de Obras y Proyectos para el Presupuesto 1985.
 

French, Jerome et al.
 

Evaluation of the Peru integrated Regional Development Project.
 
March, 1983.
 

Hess, David W.
 

Trip Reports, May 1984-February 1985.
 

Hill, Elias C.
 

1984 Yearly Report.
 

Hirsh, MIichael 

Mmuranda on Progress of DRR Project. 

INP 

Programa Integral 
Afectadas por los 

de Rehabilitaci6n y Reconstruccidn de las Zonas 
Desastres de la Naturaleza. 3 VolCmenes. Lima, 

Julio de 1983. 

MEF. Direcci6n General del Presupuesto Pdblico.
 

Presupuesto del Sector PablicD 1985.
 

ORDENORTE
 

Informe de Evaluaci6n de Gesti6n Afio 1981.
 

Informe de Evaluaci6n del Programa de Inversiones P(blicas Region

Piura-Tumbes al 31 de Mayo de 1981: Inversi6n Sectorial del ORDENOMTE. 
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PATC-CORDES
 

Compendio de Conceptos, T6rminos, Normas e Instituciones Vinculadas

al Proceso Presupuestal de las CORDES. (Actualizado al 30 de Junio
 
de 1984.)
 

Compendio de Principales Normas Legales Vigentes Ligadas al Manejo

Presupuestal para las CORDES. Mayo 1984.
 

Cuadros Restimees de la Inversi6n P~blica 1982 Para Sectores y
 

Agencias.
 

Directivas: Ejecuci6n y Supervisi6n de Obras.
 

Gesti6n 1985.
 

Informe sobre la Asesoria Proporcionada a la Corporaci6n Departamental 
de Desarrollo de La Libertad.
 

Modalidades de Contrataci6n y Normas Legales de Personal para Corpora
ciones Departamentales de Desarrollo. Mayo 1984. 

Normas Legales para CORDES (mensual).
 

Programas de InversiOn (PERTCPM). Casos.
 

RULCOP. Separata Did~ctica.
 

Sugerencias para el RULCOP.
 

Perd, Republic of
 

Constituci6n Politica del PerG.
 

Ley 23339. Ley de Corporaciones Departamentales.
 

Peril, Republic of and United States of America
 

Project Agreement, Integrated Regional Development Project. June 
28, 1979.
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Presidencia del Consejo de 1tinistros 
Acci6n Descentralista: Corporaciones Departamentales de Desarrollo
 

1982-1983.
 

Program de Inversi6n Pdblica 1981: Departamentos y Sectores. 

Programa de Inversi6n Pblica 1983: Departamentos y Sectores. 

PRODERIN-Junin 

Evaluaci6n de las Acci6nes del PRODERIN-Junin, Periodo Abril-

Dicienbre 1981.
 

Memria 1982.
 

Proyecto Especial "Afianzamiento y Ampliaci6n de los Recursos Hidricos 
de los Departamentos de Tacna y Moquegua" 

Programa de Trabajo 1985. 

Roush, James et al. 

Management Assessment of Andean Disaster Relief Activities. Draft 
Final Report. Washington: Checchi and Company, 1984.
 

Syracuse Lhiversity Technical Assistance to the Integrated Regional
Development Project (Peru) 

Final Report. M-ay 1984. 

USAID-Peru 

IRD Project Impleriientation Letters 39-64. 

Project Identification Docunent: Agriculture Sector Recapitalization.
Draft for Mission Review. Linia, June 10, 198-5. 

Project Identification Docuient: Disaster Relief and Rehabilitation. 
June, 1983,
 

Project Paper: Disaster Relief and Rehabilitation. July, 1983.
 
Amended SeptemBer and October, 1983.
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Proyecto de Ayuda para Desastres, Rehabilitaci6n y Reconstrucci6n. 
Relaci6n de Subproyectos Presentados y/o Aprobados para su Finan
ciaci6n. 31 de Dicienbre de 1984. 

Quarterly and Suni-Annual Activity Reports for. IRD and DRR Projects. 
Septenber 1983-March 1985.
 


