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I. 	 INTRODUCTION 

Twenty countries of the Western Hemi-

sphere embarked ori a major program of
social and economic development for Latin 
America at Punta del Este, Ui'uguay, in 
August 1961. In the Charter of Punta del 
Este (1), nineteen Latin American countries 
(2) pledged themselves to major, tangible, 
programs of social and economic reform. 
These programs are built around the prin-
ciples of self-help, establishment of national 

development p!ans, tax reform, and agrarian 
such specific hemireform. They include 

sphere targets as a 2.5 per cent annual in-
crease in the rate of economic growth, and 
provision, by 1970, of an opportunity for a 
sixth-grade education for all children of 
Latin America. For its part in this massive, 
cooperative effort the Government of the 
United States pledged its technical resources 
and financial support, from public and private 
courccs, to provide the major share of 
some $20 thousand million in external needs 
over the next ten years. Latin America itself 
may provide $ 80 thousand million or more. 
This, in essence, is the Alliance for Progress 
- a massive inter-American effort for social 
and economic reform in the Western Hemi
sphere. 

The views expressed in this article represent the 
personal opinions of the writer and do not necessarily 
reflect the views and opinions of the Agency for Interna, 
tional Development of the U.S. Department of State. 

(1) See Alliance for Progress. Official documents 
emanating from the special meeting of the Inter-American 
Economic and Social Council at the Ministerial level -
Pan American Union, Washingthon, D.C., 1961. 

(2) Cuba abstained. 
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As the countries of Latin America begin 
the process of planning and start to put new 
programs into operation, there is a growing 
awareness thac traditional methods of admin
istration cannot serve the needs of dynamic
strail an no serv of a 
social and economic change. There isagrowing recognition of the need for adminis
trative reform to go hand in hand with 
economic and social reform. These emerging 
needs are leading to new fields of cooperative 
effort and to substantial changes in concept 
a nd t o ta t chage ncept 
and technique on the part of agencies pro-
Administration. 

The term Development Administration is 
used in this article rather than the traditional 
term Public Administration to indicate the 
need for a dynamic administrative process 
designed particularly to meet the require
ments of social and economic change. Be
cause of this emphasis, it is closely related to, 
and draws heavily on the fields of, Business 
Administration and Economics, as well as the 
other social sciences. 

ii. 	 EARLIER TECHNICAL
 
ASSISTANCE
 

In the common pattern of technical co
operation between 1951 and 1961. young 
local technicians, usually with education or 
training abroad, recognized the need for some 
type of administrative improvement. They
would win support, often nominal, from 

superiors who would request technical assis
tance. In due course, a foreign technician 
would arrive. B~y this time, all t ) often, ,the 
Minister who had made the formal request 
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had departed and the government had little 
interest in the project. It then became the 
job of the foreign technician to stimulate in
terest and action. Sometiraes he succeeded; 
sometimes he failed. These successes and 
failures were due, in the main, to the extent 
of interest on the part of the local govern
ment, the strength of one or two key local 
officials or technicians; the - climate for 
reform, and the personal, professional, and 
technical skillh and ingenuity of the foreign 
advisors. This process of technical assistance 
was essentially individualistic - one foreign
technician attempted to transfer his know-
ledge and skills to a very few local techni-
cians who could then win support of their 
government for the desired changes. 

Training abroad played an important role 
in this process of technical assistance. Able 
individuals were selected fur training in the 
United States or other more developed coun-
tries. Although some of these former parti-
cipants have left the public service or have 
not beer able to contribute from their train-
ing, a number have moved into positions of 
responsibility and are now playing important 
roles in the push toward administrative 
reform. The training was almost always 
conducted in English, and the language re
quirement ruled out many able men and 
women; or when '.andards were relaxed, 
severely handicapped the participants in the 
learning process. Over the past nine years 
about 150 Latin Americans were trained each 
year in Public Administration under AID 
and its predecessors; the United Nations 
trained a somewhat smaller number, 

And so the Alliance for Progress startedwith perhaps a thousand men in the Public 
Service who had had some training abroadServlfieldwhof addisotraininarad, 
in all fields of administration generalists, 
records management specialists, personnel 
technicians, 0& M analysts, budget exam-
iners, etc., or perhaps 20-25 per country. 
There were also a few hundred more who 
had received some types of training in local 
training facilities. 

The foregoing discussion is not a criticism 
of the earlier technical assistance programs 
in Latin America. They produced most of 
the trained men; they helped create the local 
institutions; they created much of the - cli-
mate - for reform. Without these earlier 
efforts, current programs could not have 
been developed. Without these earlier efforts, 
the administrative problems facing Latin 
Americ' would be even gren'er than they are 
today. Nevertheless it is recognized that 
these methods are no longer adequate for a 
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period of rapid social and economic develop
ment. 

III. 	 CURRENT PROBLEMS
 
AND RESOURCES
 

The Alliance is gradually evolving a new 
approach to the problem of administrative 
reform and related technical assistance. In 
this new approach administrative improve
ment is recognized, not as an end itself; but 
as a critical "actor in country plans and pro
grams for social and economic progress. Thus 
the - Committee of Nine, (3) designated 
at Punta del Este to appraise Country 
Development Plans look, as one factor, to 
the capacity of the country to implement the 
Plan. 
The AID Missions and other external 

agencies, too, are continuously cooperating in 
developing and refining count-y programs 
designed to reinforce the government's self
help plans for economic and social develop
ment. High priority is given in most of these 
programs to efforts to increase the adminis
trative capacity of the country to develop 
and carry out its Plans. 

The new approach recognizes, too, that 
major, rapid administrative reforms are not 
likely solely through the efforts of techni
cians, but that the push for progress must 
come from the countries' own leadership. To 
this end a variety of inter-American resources 
help to gain support from the public and 
political leaders. In the tax field, for exam
ple, the Organization of American States, theInter-American Development Bank, ,and theUN Economic Commission for Latin America
 
U cnmcCmiso o ai mrc
 
sponsored two conferences designed to stimulate interest and action in improvement of 
tax administration and tax policy. In an
other development, the recent meeting in 
Mexico of the Inter-American Economic and 
Social Council established a series of six 
committees to appraise the progress of the 
countries in developing and implementing 

their c,,untry plans; one of these committees 
is concerned with Administration and Finan
cc. Working from a different approach, the 
USAID Mission in each country uses its in
fluence, and the resources it has available for 
support of social and economic progrcss, to 
encourage needed administrative improve
ments. 

(3)The group of experts known as the gNine Wit 
Men under the Organization of American States who 
appraise tie Country Development Plans. 
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When a country is prepared to modernize 
some aspect of administration, the USAID 
Mission uses its best efforts to assure that 
the host governments' resources and the 
Missions' resources are adequate for the job. 
To this end the Missions' Senior Advisors on 
Administration are moving out of the role of 
technician. They are increasingly concerned 
with the planning and development of pro-
grams and projects that will bring about the 
administrative changes suitable to the coun-
try's cultural and political patterns and eco-
nomic aspirations. As specific projects are 
planned, increasing efforts are nade to assure 
that they have support of the government, 
not just of individuals, and that the govern-
ment will put in enotgh men and money to 
give a reasonable chance of success. AID 
provides the advisory services, with increas-
ing frequency through contracts with con-
suiting firms or Universities, which can sup-
ply a large enough professional staff and 
technical supporting services to help bring 
about the desired changes within a time 
period agreed to by the best government, 
AID, and the Contractor. Thus, currently 
AID is using the services of some 20 con-
tractors (individuals, firms. universities) in 
14 countries to assist in strengthening devel-
opment administration. 

This discussion is not intended to suggest 
that AID is, or should be, the sole source of 
stimuhtion of administrative reform or the 
exclusive purveyor of technical 'ssistance. 
On the contrary, AID wo,!k: cl.-seiy with the 
Foundations in their efforts to assist in 
strengthening Latin American educational 
institutions. Cooperative efforts have been 
undertaken for collaboration with the Eco-
nomic Comnission for Latin America's Plan-
ning Institute in Santiago, Chile. Explora-
tions are in process for increased cooperation 
with ESAPAC, the United Nations' Advan-
ced School of Public Administration for Cen-
tral America. Furthermore, some $ 6 million 
has been made available to the Organization 
of American States for specialized studies, 
A substantial part of this sum is used in the 
field of Public Finance and Administration. 
This is in addition to the regular Technical 
Assistance Program of OAS, for which the 
United States has been supplying tip to 
$1.5 million annual'y, 

What then are some of the common admin-
istrative problems and how are they being 
met? 

1. Fiscal Reforms 
The improvement of tax administration has 
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emerged as one of the areas of greatest 
activity as the countries bein to recognize 
their obligations under the Charter of Punta 
del Este. AID, alone, has provided long
term or short-term advisory assistance in 11 
countries during the past year. In addition, 
the Organization of American States, the 
United Nations and the Foundations have 
been making, studies and providing technical 
training and advisory services. Some of 
these efforts have been immediately pro
ductive. Panama's revenues from direct 
taxes for the first 9 months of 1962 were 
nearly 50 per cent ahead of the same period 
in 161, in a large measure, as a result of 
improved administration and minor changes 
in legislation, such as the elimination of the 
need for the Government to prove aintent* 
to defratcd. In El Salvador receipts in 1962 
from direct taxes were running some $3.2 
million ahead of 1961. In Paraguay tighter 
controls have contributed to a 34 per cent 
increase in Customs receipts in 1962 and 
total ordinary revenue collections were run
ning about 20 per cent ahead of 1961. 
Customs receipts in Bolivia have more than 
doubled since 1959. 

Argentina and Chile are among the veiy 
few countries to date to mount comprehen
sive programs aimed at basic over-all im
provement in tax administration. Argentina 
began its program with a survey, financed 
by the Ford Foundation, by Stanley S. Surrey 
(4) and Oliver Oldman of the Harvard Law 
School's Inte,national Program in Taxation. 
The survey was followed by a training visit 
under the sponsorship of the United Nations, 
to the United States and Canada for the new 
Tax Director and key staff. Rapid and 
tangible results were achieved by tackling 
first the problems of arrearage and delinquen
cies, moving quickly to decentralize some 
operations, opening of branch offices and 
other measures aimed at streamlining opera
tions and making it easier for the tax payer 
to pay his taxes. As part of this program, 
some 200,000 names ha,,e been added to the 
tax rolls. 

In Chile, with the assistance of AID, train
ing and advisory service were kcy factors in 
the improvement of tax administration, a 
program that had the personal support of 
the President of the Republic. First the 
Chilean Tax Director and his Deputy came 
to the United States to observe tax admin
istration and plan a training program for 
their key staff. They were followed by three 

(4 NowvAssistanut Secretary of thec Treasttry. 
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teams of 10 each for 3 months of training in 
Spanish. Upon their return to Chile most of 
them became members of Task forces devel-
oping improved methods and training mate-
rials for the new Tax Training School that 
had just been established in the Tax Office 
in Chile with the assistance of technicians 
from AID and the U.S. Internal Revenue 
Service. By now some 360 inspectors have 
completed the 6 months technical course and 
40 supervisors have finished the 2-month 
course in management, branch training 
schools are in operation, new methods are 
in use, some reorganization is under way and 
a whole set of operational manuals are in 
preparation. One of the notable achievements 
of this program has been the establishment 
of a Tax Fraud Unit and the first prosecu-
tions of tax fraud cases in the history of 
Chile. Work on this project is still progres-
sing and efforts are now under way to 
strengthen the tax audit and intelligence
work, personnel administration, and space
and facilities, and to develop a public rela-
tions program which will influence public
attitudes toward the tax program. 

Work in the tax field is illustrative of part 
of the new approach of the Alliance; when a 
country embarks on a significant reform pro-
gram as apart of its self-help effort, AID will 
support their local efforts with enough re-
sources to give the program a good chance 

Two other areas in the tax field are worthy
of mention: First, AID has developed a co-
operative relationship with the Internal Re-
venue Service unde," which IRS makes some 
of its best talent available to assist the 
countries of Latin America in improvement 
of tax administration. In the last year In-
ternal Revenue Service men have served AID 
as tax advisors or consultants in Bolivia,Chile, Colombia, Costa Rica, Ecuador, Pa-

nama, Peru, ostVenezuela. 

nama, Peru, and Vtend 

The second development is the increasing
attention to property taxation as an im-
portant element of the program for Central 
American Economic Integration. In several 
countries cadastral surveys and plans for tax 
mapping programs are well advanced and 
hold promise for significant increases in 
revenues. 

On :he other hand, the expenditure side 
of fiscal administration has not kept pace
with the interest in revenue administration. 
Though a number of countries have good
Budget laws on the books, only two or three 
have modem budget systems in operation. 
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The shortcomings of the budget systems in 
some countries could become a critical factor 
in the success of the Development Plans 
called for by the Charter of Punta del Este. 

As a key element in the allocation of re
sources, budgeting is oge of the main tools 
for decision making through which the Devel
opment Plans are converted into action pro
grams. To cite just one policy area, deci
sions on the availability of funds will go far 
toward determining parts of the plan to be 
developed through the public sector or pri
marily through private initiative. Within the 
public sector, it is the principal tool for 
determining how much money is to be 
available for schools, for roads, for water 
supplies, for public salaries, for agrarian re
form, etc. The control over the purse-strings 
is likely to be one of the keys in converting
development plans into operational programs.
It follows, therefore, that the weaknesses in 
the budgetary system will handicap the pro
grams for social and economic development. 
In this regard, a key problem in many coun
tries is the absence of effective budgetary
control over autonomous agencies. This sub
ject is developed further in part IV of this 
paper.

Urgency for budgetary reform arises, also, 
from the pressing demands for, and costs of, 
economic and social changes it the sametime as some of the countries face financial 
problems which result in requests for bud
get.ry support and other types of financial 
assistance. Nevertheless, only some half
dozen countries have sought technical assis
tance from AID and other agencies on the 
budgetary problems. 

'he other phase of fiscal reform, account-
The other has attreform, acon

ing a rdauditing, has attracted little atten
tion. Governmental accounting systems inmost countries are not designed as tools of
 
modern management. 
 The audit systems

to be highly legalistic and the traditional 
centralized pre-audit and post-audit allows 
little room for some of the administrative 
flexibility required to keep pace with dynamic
economic and social development. Chile, one 
of th. few countries moving ahead in this 
field, lhas made a formal request for the ser
vices of a consulting firm to assist in the 
modernization of this area. 

2. Personnel and Training 

High on any list are the problems of per
sonnel and training. Costa Rica and Panama 
are among the very countries which have 
modern, operational Civil Service systems. 
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Colombia and Venezuela have systems in 
earlier stages of development. Others have 
made varying degrees of advance in accept
ance of the concept of merit in public employ-
ment. In a number of countries, iowever, 
most employees are replaced with a change 
of government; in some, every employee sub-
mits his resignation with each change of 
minister. Because salaries are low and the 
Public Service is lacking in prestige there 
is -little to attract enough top talent to the 
public service. Nevertheless, pressure is 
mounting for some type of system for selec-mon a d retention on the basis of merit in 
some half-dozen conttries, 

Expansion of opportunities for training in 
administration has been the most significantchange in recent years. AID, UNTAA, OAS, 
chage inordeFunti and ECLA, among
the Ford Foundation, adEL, mog
others, are assisting in these efforts. Facil-
ities for public service education and training 
are still far, far short of needs. Nevertheless, 
ten years ago only Brazil had made much 
progress in this field; today at least 12 coun
tries have some type of In-Service Training. 
AID alone is assisting 19 institutions in thefields of In-Service Training, and Higher 
Education for Public Administration, Busi-
EduatinessrPublic Eand Busi-Administration, 

ness Administration and Economics. Some 7 
more cooperative programs are in different 
stages of development and a number of others 
are in the discussion stage. In this program, 
AID is using its efforts and resources to 
assist American Universities to 'oin in co
operative programs to strengthen their sister 
Universities in Latin America. In this way, 
institutions are developed in which hundreds 
of young men and women can be trained in 
their own language, by their own professors, 
in a setting attuned to local problems and 

In another effort to strengthen facilities 
for training in Spanish, AID has recently 
collaborated with the University of Puerto 
Rico in developing a Special Program of 
Public Service Training at the School of 
Public Administration. This program pro-
vides for special impact training, research 
and publication, workshops and seminars and 
an all-Spanish .Master's Degree program 

designed to produce teachers of Public Ad-
ministration for Latin America. Recognizing 
the need for immediate administrative im-
provement for social and economic develop-
ment, the 16 months' program includes a year 
of academic work and 3 to 4 months of in-
ternship with the Commonwealth of Puerto 
Rico in which the participants acquire prac-

for Progress 

tical skills in a specialized administrative 
field. 

AID recognizes the continuing need for 
training abroad but is changing its approach 
to meet the needs of the Alliancc. Though 
still providing training grants for individual 
work-study programs in English in the Unit
ed States, increasing emphasis is placed on 
training that will have an immediate impact 

on the development needs of particular coun
tries. Thus, during the last year, AID 
brought to the United States and Puerto 
Rico some 10 teams of 7 to 16 participants
for 6 to 12 weeks of specialized training. Theprograms were conducted in Spavish. 
The grop training approach cannot be
 
Te g r a pproa co t beused in all circumstances, of course, but it 

does make possible the design of piagrams to
ietee the particular needs of individual coun

ieea the ainng of anue one 
tries and the training of a number of key

leaders (without regaid to their English)from the same ministry or field of work. 
Such training leads to the establishment of a 
nucleus of selected men and women imbued 
with a desire to brng abGut change. wh, 
hdave acquired some technical backgrou~id 
directly related to their particular problems,

who have learned to think togetherabout ways to solve their own problems. 
important, it leads to group rein

forcement of each other's efforts to achieve 
administrative improvements. Furthermore, 
the single report prepared by the group on 

completion of the training in the United
 

in ffect, sets up a group target, and 
i some instances, may lead to political or 
public support for the proposed program.
When the group training and group report is
followed by on-the-spot advice and aszistance 
by foreign technicians, significant progress is 
l;kely to result. 

3. Organization and Management 

In the third major field, government organ
ization and management, 0 & M offices have 
been established and are functioning in some 
ten countrie!s. For the most part, however, 
they are concerned, at this stage of develop
ient, primarily ih surveys to improve 

organization and procedures within minis
tries. It is rather unusual, to date, to find 
them playing a major role, as the Adminis
trative Management Office did in Panama, 
hl such broad and basic, questions as how 
the program of Agrarian Reform should be 
organized - superagency versus coordination 
among regular ministries. 
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Similarly, little attention is being given
Currently by Public Administration personnel 
to the field of Program Management - how 
to organize and run effectively an Agricultu-
ral Extension Service, a Malaria Eradication 
Program, a system of monetary stabilization. 
Subject-matter specialists are devoting atten-
tion to these problems, but as yet Public 
Administration technicians, either from the 
local governments or from technical assis-
tance agencies, are making relatively little 
direct contribution to this area. 

Perhaps the area of greatest concern 

direction, supervision, control and coordina-
tion - has received almost no attention. 
Studies of administrative problems tend toaddress themselves to the more formal and
Sadressol spe of more ioraandthem s heorganizational aspects of administration. 
Training programs, too, still give primary 
attention to techniques and to staff activities. 
The big problem remains - how to get things
done through government, quickly, efficient-
ly, democratically. 

IV. 	 SOME OF THE PROBLEMS 

AHEAD 


There can be no question of the adminis-
trative progress in the past ten years. Never-
theless, this progress has been largely in the 
means to improve administration. Improve-
ments have been made in most countries in 
training, modernization of administration of 
individual offices and programs, and in the 
establishment of some technical staff activ-
ities, e.g. budgeting, organization and man-
agement, and personnel. 

Relatively little attention has been given 
to the much larger question -- how to adapt
the machinery of government to the require-
ments of rapid social and economic develop-
ment. A brief sketch of some common issues 
will give sonic idea of the magnitude of the 
problems facing most Latin American gov-
ernments and the agencies that provide tech-
nical assistance in governmental administra-
tion. This discussion is not intended to be 
exhaustive or comprehensive, but it suggests 
the nature and dimensions of some of the 
problems ahead. 

1. Strengthening the Executive 

The process of planning and achieving 
social and economic development involves far 
more than the establishment of a well-run 
Planning Office. Amonar many other activ-

Hiram S. Phillips 

ities, there is need for: a continuing flow of 
current, reliable information from all minis
tries and offices for purposes of planning and 
evaluation; participation by individual minis
tries and offices, and by groups of ministries 
and offices, in the development of the Plans 
anl Projects (the design of feasible projects 
by individuals with first-hand knowledge of 
what 	 to do and how to do it); ways of tap
ping 	the thinking of business and professional 
groups, of taxpayers, of special interest 
groups, of citizens, in the planning process. 
Thus point,unit government maybecome,almostat someany a ofpart of the planning 
process. tConsequent , the i an ime 

process. Consequently, the ealism and time
liness of the planning m y rest, in a largemeasure, on the quality of performance in 
scores of offices which have been accustomedopoi~a iia evcso evnto providing minimal services or serving
largely as the safe havens for the unemployed 

or the politically favored. 
To the extent various phases of the plans 

fall in the public sector, scores of these offices 
will be involved in the conversion of the plans 
into 	 action. The governments must quickly 
con*ie to grips with the question of whether 
social and economic development is possible
with untrained employees, many of them 
working only 20-30 hours a week; with deci
sion 	 making centralized in a minister in the 
capital city; with no current system of 
issuances of instructiens, policies, and pro
cedures; with no ready flow of information 
upward from the offices to the policy makers. 
Questions of this type suggest that countries 
seeking rapid social and economic progress are 
faced with a major overhaul of the opera
tional machinery of government with all the 
attendant problems of an administrative, cul
tural, political and public relations character. 

The problem, however, is not limited to the 
operational level. There is need for reap
praisal of the role of the Executive as deci
sion-maker, coordinator, and chief of opera
tions. The work of the planners will be 
essentially academic exercises unless decisions 
are made to support and implement the 
different parts of the Plan. These decisions 
will not be easy; frequently they will be 
highly controversial; often they will involve 
clashes with the economically and politically
powerfui. Nevertheless, without clear-cut 
decisions by policy makers, who can gain 
legislative and political support for their 
decisions, the process of development will be 
slowed. 

Coordination is not easy, at best; the pro
blem is even mrore complex in Latin America. 
Each mini;rer in ninitrp. ,,-n,,-ph 
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law unto himself, staff work has not been 
developed, and at present almost the only 
institution for coordination is the cabinet or 
Council of State. And yet, it is axiomatic 
that the planning process must be built on 
coordination - it is coordination. To cite 
just one simple illustration: Plans for train-
ing of future school teachers may be depen-
(lent on projections of population growth 
based on census data, plans for opening new 
areas with new roads, the school building 
program, the nature of the planned agricul-
tural and industrial development, availability 
of funds, etc. Sonic five Ministries are in-
volved. This type of illustration could be 
multiplied a hundredfold with respect to 
balance of payments, agrarian reform, in-
dustrial parks, and almost any program of a 
social or economic character. The problems 
of coordination become even more complex 
with participation in multi-country economic 
programs such as the Central American Corn-
mon Market. 

The process of converting the governmental 
machinery to an action program runs counter 
to the traditional pattern. Though the 
Latin American governments normally act 
quickly to implement specific, single-action
Presidential or Ministerial decisions, for the 
most part they are not geared to fast, sustain-
ed actions on a wide variety of fronts. And 
few countries have any machinery to advise 
the executive of the rate of progress or short-
falls in carrying out the program. 

2. Autonomous Agencies 

As a matter of fact, the executive h.-s 
limited control over a major portion of the 
executive machinery in many countries be
cause of the extent and importance of the 
autonomous agencies. In general, these agen-
cies tend to be non-political and better run 
than the regular agencies of government. 
Because of their relative efficiency they have 
proliferated in some: countries to a point 
where they are responsible for a major share 
of the work of government. In Ecuador, as a 
case in point, over 60 per cent of government 
income is earmarked for these autonomous 
agencies. 

If they are relatively efficient, why be con-
cerned? A development plan presupposes anational determination of priorities and pro-

grams, but the very autonomy of these agen-
give them leeway to determine thecies may 

extent of their participation. An Agricultural 
Production Board might, for example, be at 
cross purposes with the Agrarian Reform Pro-
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gram. Fire the Board? Impossible in some 
countries where the President of the Republic 
has almost no power of dismissal and can get 
control over appointments in these agencies 
only toward the close of his term of office 
when fixed-term appointments expire. Cut 
their budgets? In some countries, some auto
nomous agencies have, in fact, the power to 
tax. In others, where they operate on appro
priated funds, e-ecutive and legislative review 
of their lump-sum budgets is purely nominal. 
Check them through audit or investigation? 
They are commonly independent of review 
by the Contraloria or Court of Accounts. 

The autonomous agencies give rise to other 
problems. Some enterprises operate at a -loss 
and are subsidized from the national budgets. 
Some studies suggest that uneconomic public 
enterprises in some countries are a significant 
cause of budgetary difficulties. There is cri
ticism, too, of their ability to attract much of 
the scarce talent which, in terms of national 
interest, might better be spread among in
dustry and the regular ministries of govern
ment. Stili another cause for concern is that, 
in some instances, they may stifle the devel
opment of the private enterprise essential to 
rapid economic and social progress. 

The foregoing discussion does not suggest 
that the autonomous agencies are all bad or 
that they should be done away with. Far 
from it. However, to gear the executive 
machinery to the tasks required for rapid
social and economic progress, major attention 
must be given to the proper role and method 
of operation of the autonomous agencies. 

2. Fiscal Policy and Administration 

High on any priority list must be the area 
of fiscal policy and administration. As indi
cated earlier, a few countries have made 
major gains by improvement of tax adminis
tration, but there is still need, in almost 
every country, for comprehensive studies of 
tax policy, structure, and administration. 
There are few studies in depth which suggest 
optinum tax revenues and no concerted 
efforts to overhaul the tax structure in the 
light of economic development needs. At the 
same time pressing social and economic nee ds
will not permit the scholarly studies some 
might wish while time runs out on the needfor immediate increases in government in
come. 

Parallel to the revenue side, little has been 
done in most countries to make the budgetary 
process an effective means for policy formu
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lation, resources allocation, or management 
control. 

The areas of what and how much sbouldbygofernment, aTe arnes wh towmchsscomebe done by government, by autonomous agen-

cies, by private initiative are questions that 
must be given increasing attention. These 
questions are becoming increasingly involved 
with the question of economic development 
and inflation. Almost every counrry in Latin 
America is suffering, in varying degrees, from 
inflation. Fiscal policy must take into 
acco:int not only the needs for social and 
ecotiomic development, which are almost in-
finite, but the availability of resources and 
the inflationary impact of expenditures. 
Again the problem of the autonomous agen-
cies becomes of significance because in most 
countries there is almost no control over the 
policies or budgets of the autonomous agen-
cies. Of possibly as great importance, few 
countries have fully effective machinery to 
assure that policies and programs are carried 
out promptly and effectively by regular min
istries as well as autonomous agencies. Any 
meaningful attack on fiscal policy, therefore, 
must give attention to implementation and 

control. 

4. Local Government 

Still another problem that has received 
only passing attention is local government, 
With few exceptions, government is highly
centralized and almost no decision-making or 
tax poweis are vested in local government, 
Traditionally, in most countries, the central 
government decides where a schoo! will be 
located, when and how it will be built, how 
it will be paid for, etc. This illustration 
could be multiplied for water supplies, roads, 
sanitation and a score of other local services, 

This is not just a matter of transferring 
functions from the central government to 
local government. The issue is basically how 
to get local people to want to solve their own 
problems and to develop the political and 
administrative skills to do so. It involves 
the establishment of political institutions and 
responsible local government with a capacity 
to meet local needs. The solution to some 
of these problems, essential to economic 

S. PhiIlips 

development and stable democracy, cannot 
be found solely through the techniques of 
municipal administration. The answers mustfrom political science, sociology, community development and a host of other 
dip e. 
disciplines. 

5. Leadership and Responsibility 

There needs to develop in Latin America 
a sense of dynamic leadership for the solution 
of administrative problems. This requires a 
philosophy of the role of government as pri
marily one of policy formulation and leader
ship in meeting the needs of the people, crea
tion of an atmosphere which encourages the 
development of individual and local initia
tive, and acceptance of the concept that ser
vices which should be performed by govern
ment must be performed economically and 
efficiently. 

6. Training 

There is no one solution to these critical 
problems, but it is obvious that there must 
be a vast step-up in the quality of the public 
service. This require,3 a major, rapid increase 
in training of all kinds at all levels from 
policy formulation to routine operations. As 
this training is put to use, plans for social 
and economic progress will move forward. 
In turn, as the public sees improved public
services, thcy will begin to support and 
demand conditions of employment that will 
provide for the improved quality in govern
ment that is essential for continued rapid 
social and economic growth. 

Administrative problems, of course, differ 
in nature and seriousness from country to 
country. The techniques for bringing about 
desirable change also vary with local circum
stances. But social and economic progress 
in many countric, will be influenced by the 
attention given to strengthening thc execu
tive, a balanced approach to autonomous 
agencies, to fiscal policy 
to strengthening local 
strengthening leadership 
and to a massive step-up 
for the public service. 

and administration, 
government, to 

and responsibility 
in training in and 


