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Governmental efficiency in a democracy rests upon a dual foundation- the 
consent of the govern.ed and effective management. Under a domocratic Constitu
*tibn, such as that of Bolivia,' the consent of the governed-may be~ achieved 
fairly readily, given a reasonable and construetive spirit in the Presdecy. 
Effective management by the Executive Power is difficult to achievie anywhere 
but in a democracy it is vital, since democracy fails where efCctive admainis
trative management is lacking. ~ 

'.Administrative efficienc sntmrl a matte- of paper clips, timhe 

clocks, and standardized econoies~ of motion.. .TI'se 'arc only the minor an
purtenances of efficiency. Real administrtiv~e efficien~cy is much more subtle 
and complicated. It is comp~ounded of 'the sincority, 'intcgrity, will,' 1know
ledge,':and skill of, the personsAwho .participate -in the admrinistrative process
and must have its basis in the human materials that are its constituents. Ef 
ficiency must be built into the human materials, the structure and tho wrethods 
of Government,, just as it~is built into' the'design 'and operation of rifle,a 
a'tank oranaeroplane. I'* . . 

-Fortunately, the foundations of effective mmaaement in, public. affair3~~ 
no less' than in private', are well' known. They have ernerg-c universallywhere+
'ever~men haewre together for some coxr.'on purpose, whetherhrihth-
State," th~e Church, the private association' ir.tho commercial enterprie.. They 
have been w1-ritten into Constitutions, ,cartero, and 'articles of incorporation, 4 

'and exist as habits of 'work in. the dailyr life of all organized 'peoples'. Stated 
'in simple terms these canons of efficiency require: 

1. The establishment 'of a responsible and effective Chief Executive as
 
3 'the center of energy,' direction, and 'over-all 'ad:7-inistrative manage-. 

ment; . 

.2. 	The systematic organization of> all activities In the hands of a~ 
qualified personnel under th~e direction of the Clief Executive; 

'3.' The' 'establishment of appropriatema-nageriaJ. rt&c-cioo for planniin,, 
personnel administration, and financial managemcat to asiut the 
Chief Executive in his over-all mniaeemernt responsibilities; 

T*4.' 	 The establishment of proper methods 'and techniques throug-h which the 
Chief Executive may discharge his responsibility for reporting fully 
the administrative actions undertaken upon his authority, to the 
Congress and. to the people. ' 

Taken together,. these, principles,' drawn.,from the exporience of mankind 
in carrying on large-scale'enterprises, may be considered as the first requiro
merit of good manages dnt.%They3:cbrpzehend.'the subjec'. matter 'of~ administrative 
efficiency as it is de'alt 'with in this 'rnpo't. Effective management conc~erns 
itself. in a demo cr acy with the 'Executive Power and its functions; with the 

http:govern.ed


on;: wihersonnel*adwt 

managerial agencies of Government; witorhganizatie nd it
the' indispen abe means3o~m~ilggoj 	 because these are~i~fnanojal, system, 

will and consent in aGovernment of' the, peoie btepol8l~ 
'thep'pular~ uPpeop
 

lightof these canons of efficiency, what must be said of the
S h'Inth 

in thebr'adest. terms at this Noonal Cvernment .ofBolivia today? Speakin 

ind ini ol Governmt 'at the pre
poiI tsorihde.taillateron,w.e... 	 -xenybodin

4' "~ sent time' that ,the -effe'ctiveness of the Executive Power, 
man. grial agencies..

is limited and restricted in practic3; that the ..	 'principle 	 of date, and in' some respects deficient
.,;of the Governmeft are'weak and~out 

of the Executive Power is badly o,-anizcd; tiat the
atogether; that 'the :work' 

public personnel is' defin~itely' sub-standard,:and does not in'clude its ohare
 

th..fiscal and audi ting
of men of outstanding 'ability and .character; that 

are fod at the very center of the 
systems are indequate. These we knsses 

involves fundamental cha.ngcs in the Office of 
Government, their elimination 

the President itself.
 

Onthe basis of our eamination of the organization, personnel and pro

we' conclude that the following steps should
cedures of the Executive Power, 
be taken:
 

oer-all managemenigreatly increased duties of1. To deal with the 
should b~a

falling upon the President the Office of the President 
and greatly expanded;integrally organized 

he much furtherof the Government should2. The managerial agencies 
the budgetary function should be strcnguhoned, and 

,~developed; 

management facilities'for continuing efficiency research, 
person

and the planning of 	the e plotation and conserv.nel management, 
tion of National resources should be established. It nh.uld be 

these agencies are in fact management arns of the
realized that 

and they should be 	 located in the Office 
President of the Replic, 

of the President;
 

esand all public employ
3. The merit principle should be embraced, 

have security
should be recruited on a competiti--e basis, shoul.d 

should receive adequate and equitab.e salaries
of tenure, an!d 

a=d rccponsibiliLLies.K determined on 'the'\t'asis 'of their actual dutie, 
of.high offices that are p J.c:T.d.te...inin3 Only a specified list 


in fact should be 'ccluded from the career service;
 

of the Goverrmienb shiould be ovcihaulcd;4. The entire Excecutive,.Branch 
terial or .;an

',, ' 	 the number of Ministiies reduced, and internal Mini 

ization greatly simplified. 

5. The'fiscal systm should be' extensively revised , particula; ly iuth 
recore.s, nrd Congressionalcouting, maintenance ofreference to adu, 


review of 'fiscal'affairs.'''
 

of the National Goverrnment it is ini-
In proceeding to the reorganizationi 

4:portant to keep prominently in mind ,e ultimkate 'goals of r :organi a Lion, Too 
not cut off from sig~htmanagement must'much preocupation with the machinery of 

the true purpose of 	administrative efficiency 

not the only objective, although. rcor~anisatiofl is the firsb
Economy is 


step toward savings.'
 

not the sole objecGovernment personnel is
The reduction in the number of 

ive, although reorganization is an indispensable aintecedent to the installa
of person

of more efficient methods which willeventuate in the roduction 

~nel. ' 

4The elimination of duplication, and of contradictory policies is not the 

Only goal, although this should be a fairly irim~diate result of reorganization. 

http:J.c:T.d.te
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A simple and symmetrical organization is not the only objective, al

though the new organization will be simple and symmetrical.
 

Better financial policies and methods are not the only aim, although
 

these will be greatly implemented by reorganization.the attainment of 

There is but one grand purpose of reorganization. That purpose is to 

inithe National Government of Bolivia - to makemake democracy work today 
a modern, up-to-date, efficient instrumentality for givingthe Government 

effect to the National will - to bring the administrative potentialities of
 

the National Government to a state of adequacy corresponding as closely 
as
 

possible with the aspirations expressed in the National Constitution. 
It is
 

for this purpose that the Government needs thoroughly modern tools 
of manage

ment. 
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"Chapter I
 

THE NATIONAL GOVERNMENT OF BOLIVIAPERSONIUM ILAAGENT IN 

A. Introduction 

Out of a total budget for 1942 of *Bs. 957,099,780.00 the National Gov

erment proposes to spend Bs. 505,913,003.00 for personal services in posi

tions which are so chassified in the budget document. If to this 
is added the
 

personal services expenditure made from global, or unsegregated, 
appropria

tions, it is probable that personal service expenditures will 
approach Bs.
 

600,000,000.00. The National Government, therefore, spends at the 
minimum
 

53 per cent of its total budget for salaries and wages. It proposes to spend
 

in 1942 Ds. 288,459,435.00 for salaries in the civil administrative 
services
 

alone, excluding the legislative, judicial and n-ilitary arms of the Govern

ment. This is 30 per cent of the total annual budget. From 
the standpoint of
 

its relative importance in the budgetary arrangements of the National Govern

a matter of vital concern in Bolivia. 
ment, personnel ,anagement is therefore 

of employees so classified in the
Viewed from another angle, the number 

in 1937 to 23,114 in 1942, and the statisticalbudget has grown fro.m 15,447 	
thatis due wholly to the fact

decline from a sir.um figure of 24,041 in 1940 

many military er., l-'(- s individually classified in previous budgets were, 
policy, droppcd fror.; this category in 1911 and nru

for reasons of n:ttiorial 
rilitary enployces so classified 

now compensated from global appropriations; 
from 6,621 in 194O to 3,419 in 1941 and

in the budgj-ed, for ,Ixr.,pl, dropped 
expenditures for personal

still further t_ ",256 in 1942, although budgeted 

tl. r:.lit'ar:7 .rin increased from Bs. 86,036,472.00 in 1940 toservices in 
to Bs. 183,827,398.01 in 1942.Bs. 102,690,96.CD in 1941 and 

services - again eliminating the
DEploye-s in the civil adm&inistrative 

arms of the Government - have grown from
legislative, judj elal nnd military 

10,747 in 1937 to 13,786 in 1942. This increase of 3,039 
in five years repre

per cent, or an average of 15 per cent 
sents a gro. th ef sligntly more than 75 

the Einistries of 
per annu:. The total increase is accounted for 	primarily in 


The National Police in the

Goverrment, 1-dIuc-ation, and Health and 	Welfare. 


from 3,458 in 1937 to 5,630 in 1942;

Ministry of Government hve increased 
this is 2,172 of the total increase of 8,039. The teaching personnel 

in the
 

from 2,592 in 1937school districts of the 1.inistry of Education has grown 
and 

to 6,277 in 19:,2; this is an increase of 3,685. The service of Health 


in 1937 to 1,484 in 1942, a growth of 778;
Welfare has inlr-.,ased from 706 
rather than technical,has been ir the ad.,riistrativc 


personnel in the dIsctricts. The service 

most of this incr_:se 

of Communications has increased 

1,811 in 1942, a growth of 441. The service of Labor
from 1,370 in 1937 to 

in 1937 and 202 in 1942, a growth of 134. The inistry
employed 63 persons 

in 1937 to 142 in 1942; this is an
of Foreign Rehtibns increscd from 39 

increase of 103, bxt is primarily attributable to the budgeting of the diplo
1939. Other small increases are

matic and consular rersonnel in detail since 

attributable to the "ational Delegations in the M.ini..try of Government which 

were createcd in 1941 and now have 175 employees, to the increase in adminis
from 229 in 1937 to 652 in 1942,

trative per-or:. ,l in the school disctricts 
92 over the five

and to other ircrcases in the inistry of Education totaling 


year period.
 

not a matter of any
In view of the devaluation of the Boliviano, it is 

special significance that budgeted expenditures for personal services have 

increased frcm '3. 70,'143,559.00 in 1937 to Bs. 505,913,003.00 in 1942. What 
700 per cent in personalis that the increase of overis important, ho;;vcr, 

* -ote: o official exchange rate prevailing at the time of this roport was 

U.S. dollar.46 Boliianos for one 

http:505,913,003.00
http:70,'143,559.00
http:102,690,96.CD
http:183,827,398.01
http:86,036,472.00
http:288,459,435.00
http:600,000,000.00
http:505,913,003.00
http:957,099,780.00
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service expenditures has produced an actual lowering of the 
real increase of
 

that whereas national receipts have increased from 
government emolo/ee-," and 
Bs. 606,324,535.72 in 1940 to an estimated Bs. -)7,099,780.00, or a little 

up from 13s.266,315,183.00less than 40 per cent, personal services have gone 
cent, in the same period.

to Bs. 505,913,003.00, or almost 91 per 

or bad about a small or large number of
There is nothing either good 

for personal services,small or large txnernditure5public employees, or about 
in efficient performance.

provided the government is gcttins its nmoney.'s worth 

a small public service is not necessarily more efficient
A government with 

a large public service - it 
than a si ilarly circumstanced government with 

may be merely less adequately developed in its programs of social ameliora-
In other words, the question is not 

tion, or in its military establishnent. 
service program of the 

how many, but how efficient, and how adequat ;, to the 

Government. 

I. T ii, BOLIVIAN vATICNAL GOVFIRIE,.T 1937-1942SALARY LBJEIL3 

Salary Bracket
 
(Monthly, in Bs.) 1937 198.. 193....1940 . 1941 1942 

Under 250 9061 7951 9097 3723 1568 22 

251 - 500 4519 7106 6210 9759 9403 1657 

501 - 750 1270 1851 3846 2 77 3711 8255 

751 - 1000 460 986 1253 3363 3793 3251 

1001  1500 124 471 1608 1929 2260 6023 

1501  2000 11 42 329 1290 1461 1823 

2001 - 3000 1 22 132 691 647 1675 

3001  4000 1 3 11 209 306 645 

4001- 5000 - 5 6 39 123 314 

5001- 6000 - - 1 34 45 77 

6001  7000 - - - 25 30 203 

7001 - 8000 - - - 13 17 47 

8001- 9000 - - - 9 5 22 

9001 - 10000 - - - 22 16 42 

10001  15000 - - - 42 21 26 

15001  20000 - - - 15 8 13 

20001- 25000 - - - 1 6 8 

Over 25000 - - - - 3 11 

Total 15,447 18,467 22,439 24,041 23,423 23,114 

Note: This table undoubtedly omits diplomatic and consular employees 
for
 

1937-39 inclusive.
 

http:505,913,003.00
http:266,315,183.00
http:7,099,780.00
http:606,324,535.72
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GROWTH IN NUMBER OF BUDGETED E4PLOYEES OF THE BOLIVIAN NATIONAL GOVerMENT 
1937 - 1942 

NUMBER
 
Branch 1937 1938 1939193 1940 194 19 

LEGISLATIVE 11 11 22 23 81 56 

JUDICIAL (c) 765 789 823 868 1685 1016 

CIVIL ADMINISTRATIVE 
Government (d) 3513 4106 3707 3500 4657 5867 
Foreign Relations (h) 39 49 73 149 136 142 

Religion 
Finance 

30 
1151 

31 
831 

34 
1214 

51 
1429 

68 
1535 

63 
1152 

Economy (Industry) 127 72 90 40 380 165 
Public Works 68 60 69 79 163 164 
Communications 1370 1474 1534 1684 1774 1811 

Education 3003 3635 4990 6455 6678 7203 
Agriculture (f) 272 358 489 476 307 257 
Labor (e) 68 1892 310 343 244 202 
Health 706 1834 1919 1999 1484 

Mining 92 106 104 100 (a) (a) 
Comptroller 

TOTAL CIVIL 
308 308 295 304 267 276 

ADMEISTRATIVE 10747 12922 14739 16447 18208 18786 

MILITARY 3924 4745 6909 6621 3449 3256 

GRAID TOTAL 15447 18467 22493 24041 23423 23114 

(a) Transferred to Economv in 1941.
 
(b) Many non-commissioned officers and other military employees were eliminat

ed as budgeted employees in 1941 and thereafter, but compare with person
al service budget allocations in attached table. 

(c) Civil registrars tabul-,ted as employees beginning in 1941; compensated
 
before from unallocated appropriations.
 

(d) Many local police transferred from departmental to national budget in 

1941, in addition to a substantial increase in the net number of police. 
(e) Housing juries were transferred from Labor to Justice in 1940; Labor and 

Health personnel were reported jointly in 1938 only. 
(f) The Ministry of Agriculture was ,bolished in 1941, its agricultural 

functions transferred to the :in.Lstry of National Economy and its 
colonizations functions to tha Ministry of National Defense. A Ministry 
of Agriculture, performing :tgricultural functions only, has very recent
ly been rpecAtblished..
 

(g) Increase in 1941 mainly attributable to the transfer of personnel from 
departmental to national budget; 1942 figures do not include personnel
 

of the recently established Division of Highways.
 
(h) Figures for 1937-39 inclusive undoubtedly omit part or all of the
 

diplomatic and consular services, numbering around 70.
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ANALYSIS OF GROWTH IN NUMBER OF BUDGETED FDLOYFES IN
 
CERTAIN MINFISTRIES OF THE BOLIVIAN NATIONAL GOVERNMENT
 

1937 - 1942
 

SERVICE 	 1937 _ 19 8 1940 19.41- . 2 

GOVERNMENT 
Presidency 41 31 34 31 43 40 
Ministry 14 44 37 39 23 22 

National Delegations - - - - 158 175 
Police 3.458 4.031 3.632 3.430 4.411 5.630 

- - 22 --Other (a) 


Total 3.513 4.106 3.703 3.500 4.657 5.867
 

EDUCATION 
M-tinistry 26 23 27 31 34 33 

Council of Education (b) 46 42 56 56 58 58 

National Services 
Teaching Personnel 86 	 99 24 18 1 1
 

30 17 22
Other 	 24 17 34 

r1 3ervices 

Teaching Personnel - 5 35 106 90 123
 
Other - - 6 20 24 37
 

School Districts
 
Teaching Personnel 2.592 3.124 4.387 5.554 5.834 6.277
 
Other 229 312 438 653 603 652
 

Total 3.003 3.635 4.990 6.455 6.678 7.203 

HEALTH & WELFALRE 
I-inistry & Adminis

trative Dept. 25 118 30 36 148 97
 
78 40 19 100 102
Technical Dept. 29 


Districts
 
Technical Personnel 51,2 746 769 888 744 614
 
Adminis. Personnel 110 728 987 976 1.007 671
 

Total 	 706 1.670(d) 1.834 1.919 1.999 1.484(a)
 

(a) Pertains to the Immigration 	Service
 

(b) Functioned as the Bureau of 	Education in 1937
 
(c) Functioned in 1937 and 1938 	as the National Department of Hygiene and
 

Public Health and the Bureau of Sanitation, respectively, under the 

Ministry of Labor and Social Welf are 
(d) 	In 193q Labor and Social Welfare accounted for 222 employees and 

Hygiene and Public Health for 1670. The increase resulted from the 

incorporation in the National Budget of the Municipal Hospital and the 
National Health Service.
 

(e) The decrease resulted from the change in budgeting for the hospitals in
 

La Paz, Chuquisaca, and Cochabamba from a detailed tc a lump sum 

basis. 



GROWTH OF THE BUDqET FOR PERSONAL STRVIC7S IN TYE BOLIVIAN NATIONAL GMVTRE?,NT 1937-42 

1937 .938 1939 1940 1941 1942

LEGISLATIVE 58,440 1,C?7,840 
 292,920 3.655,423 1,439,480 12,178,870
 

JUDICIAL (c) 2,703,660 3,927,900 5,149,440 11,802,200 13,130,120 21,447,300
 

CIVIL AD .INISTR.TTCN 
Government (a) 7,296,780 10,597,500 11,670,720 !6,453,097 31,313,360 59,376,840

Foreign Relations 
 2,271,160 4,156,620 4,284,960 10,010,826 3,064,200 17,119,060

Religion 102,240 129,540 170,520 332,200 687,000 
 964,800

Finance 4,508,340 6,159,020 9,337,630 17,491:036 13,323,436 25,365,240

Economy (Industry) 625,690 520,650 96!,15.3 956,760 
 6,857,030 5,591,400

Public 'Vorks (g) 443,620 637,560 1,050,000 3,427,200 5,114,600 6,159,600

Coonmunications 4,051,6)0 5,992,900 
 c,709,000 13,699,320 16,739,430 23,682,200

Education 10,423,403 17,469,514 29,597,923 
 67,770,743 89,939,635 109,347,771

Agriculture (f) 
 1,144,620 1,992,060 2,925,230 5,514,1?;:) 2,061,600 5,777,500

Iabor (e) 402,060 830,340 1,501,788 2,314,840 2,213,320 4,126,960
 
Health 
 2,677,740 6,O1 340 2,275,030 11,8o6,838 13,247,640 13,37980
Mining 
 534,430 91,i,'20 1,736,940 2,967,360 (a) (a)
 
Comptroller 1,981,740 2,512,920 
 3,110,644 5,242,230 4,952,400 6,343,600
 
State Obligations 
 1,000,000 4,724,5'34 
Civil Pensions, Jubilations, 

etc. (h) 010,000 2,000,000 2,"64,372, 6,234,56" 20,455,534
TOTAL CIVIL ALU! IST-LATI 37,273,54? 60,057,614 86,101,567 164,821,393 220,963,335 233,459,435 

KILITARY (b) 30,697,911 34,273,680 5u,495,262 86,03C0,472 102,69o,9O6 133,327,393
 

GRALND TOTAL 70,743,559 99,33:,034 142,039,139 266,315,4S3 333,223,341 505,913,003
 

(a) Function transferred to 'conomy in 1941. (b) Compare budget with .Personnel figures in attached table. (c) Salaries of 
civil registrars, hitherto compensated from unallocated appropriation, included in 1940 and thereafter. (d) Increase in 
number of police and transfer of police charged to departmentv.l b'udgets before 1941. (e) Transfer of housing juries from 
Labor to J ustice in 1941. (f) Agriculture temporarily abolished ir 
lq41, with agriculture functions going to lational
 
Economy and colonization functions to National Defense. Ministry with agriculture functions only reestablished in May 194;2.

(g) Tra nsfer of personnel hitherto charged to departmental budgets in 1940. (h) In 1941 Bs. 20,000,000 was for employees bon
 
bonuses for civil employees other than teachers; Bs. 16,000,000 of the Education budget was for teacher's bonuses.
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Personnel problems are intangible, and statistical methods are of very
 

limited applicability in analyzing them. It is almost impossible to make
 

quantitative evaluations of loyalty, trustworthiness, pride in the service,
 
and a sense of responsibility, and in many positions the pricise assessment of
 

accuracy and efficiency is a difficult task. We have talked to, and observed
 

the work of, several hundreds of public employees of all sorts and varieties,
 

occupying positions at all levels in the administrative services of the
 

Government, and the following estimate represents the impartial and unbiased
 

evaluations of the President's advisors on administrative organization and 

efficiency.
 

The Personnel of the Government, with a very few shining exceptions , is 
than acoepta-ole standards of competency. Th1eamateur, untraine d, and cf less 

reasons are not difficult to determine. The outstanding characteristic of the 

National Government personnel is the rapidity of its turnover and the insecurity
 

of its tenure. Even I-inisters do not remain long enough in office to attain 

more than a bowing acquaintance with theLr jobs. For exam.ple, in the last ten 

years there have been sixteen original aepointments to the position of I.nister
 

of Foreign Relations, twenty-three to the position of I.Iinister of Government,
 

twenty to the position of iinster of Finance, twenty-six tc the position of 

inister of Public Works, and sixteen to the position of M.iiister of Agricult-

The situation with respect to the ot .r M.inistries is not appreciablyure. 

different. All in all, the official life expectancy of a Einister seems to be
 
approximately six months.
 

Within the iJi.istries conditions appear to improve but alightly. In the 

Mdinistry of Finance, for example, nine men have served as Director General of
 
when the contract with the Yational
Internal Revenues since January 1, 1934, 

Collection Company was terminated. During the same period there have been five 

Directors General of Customs. During the past ten years there have been eight 

presidents of the Permanent Finance Coimission, in addition t, the "various 
presidents whose functions were transitory." and who were not spt.cificAlly 
naned in response to our inquiries. Since its reorganization in April, 19.36, 

there have been six original appointLments to the position of Director General 

of Statistics. Thn Bureau of the Budget represents a relatively stabilized 

organization nit; there have been only three Directcrs General since its 

organization in 1931. In the .iinistrvof Government and Inmigration there have 
been five arpointments to the position of Secretary General si!:ce January 1, 
1939, and five chiefs o:' the Goverrament Section since July 1937. A Director 
General, in fact seems to last about sevez.teen months. 

Proceeding t> still aore subordinate positions, the various sections or 

divisions within the major interial bureau, it is interesting to note that 
there have been f ye Inspectors General of Customs since January 1, 1934, five 
chiefs of thie Secretariat of the Customs since 1931, and eleven original ap
pointments to the position of Chief of Permits in the sam.e organization since 

1920. Three men have served as chief of' the Audits Section of Importation in 
the Bureau of CuIstoms sin ce 1932, and two -n.n ihave served as chief of the 

Audits Se.ction of' Exportation sinc, its organization in 1937. The Real ProPer
t,r Tax Section of' th(e Bureau of Intcrnal Revenue has had two chiefs since its 
organization 'r 1939, arld the Section of Public Entertaimrents has had two 

since its or;'anization in 1941. The2 Alcohol afid liquor Sectlon liar had four 

chiefs since 1932. The accounting Section has haJ onl: one chief since its 
establishment in 1934. Those statistics ar, fuLly t 7ical of conditions pre

vailing throughout the Gov,-rnsient, an: it i inuit safe to say that a Section 
Chief can look forward t, oni about tw{ .ty-six :no: hs of service in that 
capacity.
 

The situatior ,ith r..ard to crrlhvuos not exercising exicutiv or super

v'isory functions i- e. unlly insecure, although it las not been practicable to 

make a compr,_.hensive :ourvey of the statistics of turnovr' in this group. 
Several estioi..ates have bten secured from com:'.-tent sources, which vary from 

thirty to thirty-six months of service for rtengra}h'-rs and clerks up to four 
years for t!chnicali; traii<ed empiloyees whose positions are not sufficiently 
well-paid to excite the avarice of a political favorite. 
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This is the spoils system with a vengeance. At the worst period of the
 

spoils system in the United States employees were changed, on the whole, only
 

when the control of the Government changed from one political party to the other,
 

which could not occur more often than every four years, and ordinarily took
 

place only every eight or twelve years. Bad as the spoils system was, it at
 

least allowed ti,::e for new employees, however incompetent they might be at the 

beginning, time enough to learn something about their jobs and to become as pro

ficient as their native ability would pormit and their lack of political protec

tion would impel.
 

seems to be adequately within the pre-
In Bolivia, on the other hand, it 
rogative of a iinister completely to clean house when he comes into office for 

his six-month tour of duty, and to make wholesale changes in personnel, complete

ly without regard tc the necessity for administrative continuity. It is little 

wonder that one hears on every hand of the demoralization existing in the Govern

ment service, or that the Government offices reflect in their internal operations 

and their relations with the public the demoralization of their personmel. 

fully aware that in the main they are in their jobs for no reasonsEmployecs arc 

of the office,relating to their qualifications for performing the functions 

but solely because of political influence. They are equally well aware that 

their tenure r.a: be abruptly terminated when a new or more powerful pCltical 

or personal influence is brought to bear upon the appointing autbcrity. The
 

efficiency of the public service is literally the least important thing o: the
 

minds of the treat ajority of public employees. 

In the second place, the lack of attention t- the principle of equal pay
 

an im)ortant contributir.g factor to demoralizationfor equal work h-is been 
by side, doing preciselyamong the public p:rsornel. EMployee torking side 

the same work with approximately the sa'e proficiency, are often paid widely 

is cl :ar evidence that political and personal favoriti"_varying salaries. There 
in many offices is resulting in the payment ;)f compensation wholly unrelated to 

performance of the Government's work.the value of particular employees to the 
the wide variation in performance requireuents observableEqually iminortant is 

throughout the Government. 1 nployees with influential political sponsorship 

observe such hours, if any, as their own convnien'e dictates. Thc orderly tran

saction of Government Business, and the rendering of even a reasonable standard
 

of service to the public, is frequently disrupted because of the absence or
 

indifference of an "untouchable" whose influence in political quarters is too
 

strong for a mere chief of section or director Leneral to challenge; even
 

Ministers have, at times, found it convenient under such circumstances to look
 

the other way.
 

the public service has, in addition to being subjected to the
Th.ird, 

demands of political patronage, been used in recent years virtually as a relief 

agency or charitable organization. There is a substantial volu.we of opinion
 

to the effect that the addition of many hundreds of workers to the payrolls
 

solely in order to get money into their hands, without regard either to the
 

necessity for their services or their qualifications for rendering any sort of
 
the morale and prestigeuseful service to the Government, has seriously lowered 

of public employment even below pre-existing standards. 

In 1937 the National Government paid 10,747 employees of the civil ad

ministrative services a total of Bs. 37,28?, 548.00, including pensions and 

which was an average annual salary of Bs. 3,471.00 or a monthlygratuities, 
salary of approximately Bs. 290.00. In 1942 the Government will pay 18,786
 

civil admitrative employees 
a total of Bs. 288,459,435.00, which is an average
 

salary of Bs. 15,355.0C or a monthly salary of approximately Bs. 1,280.00annual 
This is an increase of approximately 443 per cent. During th( same period the
 

according to the Director General of Statistics, hascost of living in La Paz, 


risen from an index of 320 at the beginning of 1937 to 115," in December 1941.
 

Then it is considered that during the sane period the cost of prine neces

even greater rate, the net increase in the purchasing power
sities rose at an 

of public employees, most of whose salaries are e.qxended for food, shelter and
 

clothing, is even more itarked. Food, for exunple, rose from an index of 201 at
 
During the same period shelter inthe beginning of 1937 to 1105 in May 1942. 


creased from 253 to 1600 and clothing from 236 to 1587.
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ther'.angle, it is interestin notthat 60p 
e
nthe employees of 'the Natioial; Government in, 1937j redeiveduInder Bs. 200 

month, ,90 per, c .ent'receid~ less than Bs.-500.OO per monthand 98 per cent"'' 

<rebeived less thanDsi. 750 00,per'month.' In 1942:it appears&that less than"AOl 
Vi+ ed from ono htieingt

receiveunder Bs. 250.00 per.month,lessthan'5 per cent receve 
under
 

i pe bcen 

mB4 750.00 per month, 57 per
wsentareceivetunder
500-001per month, about 42 per 

'and 83 per cent re eive under thBs.I eive eB 1,000.'00 pe.-onth........... 	 6undera i 


for public services of greatly increasedIn the face of rising demands 

range and complexity, with rising costs of prime necessities which<will inevit
of existii ,gsalary':scales, and .

ably eventuate in substantial upward revisions 

with.the certainty of an at least temporary decline in national revenues at the 

end of the war, Bolivia is confronted with a number of acuto problems of national 
one of the most difof which that pertaining to the public personnel ispolicy, -monenth-....•~ ~ ~ e 

.ficult. 

number of 	public employ es is obviously anSubstantial retrenchment in the 


: . impertive necessity. In the judgment of the President's advozors on adi nis
' 

trative,organization,. such retrenchment is possible'. In'certain of the offices 
without
which were examined with much' thoroughness,' it was 'apparent that even 

the introduction of new methods and 'techniques'a sizeable nuber:of employees 
. to handle 	themight feasibly be' elininated. It should be possible, for oxa ple, 

thu 1,428 inployfinancial 	operations of the Bolivian Government with fclcr. than 
If it is. possible to 'adopt, lour 2recmrcndatioroees now engaged 'in such work. 

with.respect to the reorganization of 'the accounting and procurcment Lyo',=5 and 

to consolidate the field services of the variousagenciesrcfainis o in the 

Ministry of Finance, 7there is no reason to think that. a total staff of 350 w.,ould 4 

be adequate. for the accounting,, procurement, revenue and c outodial opErationsnot 	
staff of 60 should, in' addition, be able to perform

* 	 ~ofthe Ministry. ".A competent 

a thoroughly satisfactory manner. We 'arelike.iseh of


,the post-audit function in 
utheepinion that under non-politicaladministration the communication services 

4 '. ,;'of' the Gorernment could'be admniistered by' substantially fewqcr employees, 

From the studies we have made primarily in La Paz, it' p rsobable would be 

possible to recomend the imediate dismissal of several hundred emplo ces with 

whose services the Government might, dispense without impairing to the slighteste 

degree" its; program of service to the people of Bolivia. t is also true that 
the, Government would even if such dismissals were made' the personnel rosters of 

reaent levels within six months. Thu tci% of holding govrnbe back to'their 
and: necessary level is a difflicu.11. complioatcd, and

ment personnel' to its proper 
cr_.ot b 	acc.mpcontinuing one. It cannot be' performed once and for all.' 	 .It, 


..alr. It r-ist be undertaken
lished by a program of unselective 	wholesale dismit 


~,y. 	 on the' basis of a detailed analysis of the personnel operations of the entire 

Goverment, the analysis of the Government's' Joe in ftermi ofe c.metcn personnel 

and efficient methods of work, and the institution of proc.duro f .orgetting 

competent persons into the 'Government servi-he and keeping th,:n there. 

al-
This report, therefore, will not concern.itself.. ith the proble of 

leviating 	temporarily certain aspects of the personnel problem. in Bolivia by 

suggesting the 'elimination or consolidation of specific unncoccrsary positions. 

Many could be named; many have undoubtedly escaped our attention, Marny thorough

ly competent people are now,~due to incompetent planning o~n the parts 'of their 
these people should~ certainly 'not be dissupervisors, performing useless tasks; 

missed simply because of the incompetence of their superiors.' What BoliviAa needs 

most' is not a'list' of people tob1e immediately purged from the public service, bu~t 
of eniploy:;-os to 'the numb,'ermethods and procedures which will" reduce the number 

necessary to carry 'on the work of the' Government, and will 'keep the of,umcr 

4 employees closely related' to that job, in terms of specific skills, qualificationiu
 

and competences.
 

'Let it not ,be supposed thai the elimination, of 'positions through 'thoe cmi-, 
nation of useless 'activities, 'an(. the. introduction' of modofn and efficlent 'pro

cedures to make' activities 'that are necessary more effective, will all nbe nob 
the great 	weakness" of 'present persornnel policiegn is theiv 	 financial gain. One of . " 

employment of 'large, numbers of people with small qualifieatie.s at c-nall compen

~ '~ sation. Governments, like private undertakings reciv whthey pay for, and~ 
aai	 9'p~~ecomp~et'ent personnel the, Governiment, 	must pa

"-'to 'secure 
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Bx Classification and Salary Standardization .:, i' 

The and.ibasic.otep attainingeconomy and efficiency'irperonfirst 	 toward ne naemI-ent: inoth I n t o o in 
sificationand salarysandardization planfor the enbirety.of.the National 

p ersonnel, eycepting~ only~the ,n:ilitrjy,, &tic* ~ consular,, legislative, 
cial-and-a-f ew -high-policyrformingspoo n 

:The establishment:of a position classification planinvoltves a large ta k 
of intensive.,study~and analysis of the duties and~responsibili ties of each exis

'services:.nA.ing position in2ithe NatinnlaiGovernnenta considenration of-the ncersity'fo 
S theeperfno rnce the work in each position, 'an analysisfiof tU possibilities 

.f eliminatingthe position or of consolidator it with anotI r position throuji
ieethe Ointrfdsction.ofv : ....... 	 the in..
more efficient n-tods t c the output of 

dividual.':eniplyee, the developmenit of a srhematic -.ystcn of grades and classes~ 
rf~posi'tions based'upon the actual work to b-) don,';and atithority and responsi-. 
'bility to'be exercisedk end finally the allooation 'of -p~tofl5nIumbneza~ !;,r 

I-and,.classeb t o tha various basic urdits of oi~gaiization -Ahnte'Mnsre 

It is nqt within the scope of thisbrief report ongeneralmar.gemen i n 
~the Bolivian National GovernmuentSto provide a cb'nplote, description, of the proce63.
of job analysis and classification which is'~essential't. bringing the number of' 
employees of the Go ernment into direct .accc.r to t"relationship. to thelwo .i h
ed. Indeed, a number of very exhaushive books'havebeen written abtt the" 

principles 'ahdtechniques of position classification and administrative' analyis 
operates.
how the classification procedure os 	 . 

'The first step is that of prdcureing comprehensive information about the 
duties. andresposibilities of eache employee of a given organizationunit as io 
now operates. 'ihis 'is usually approached through! a detailed questionnaire 

*	originally~executed by. the lnivd-ulemployee, which is reviewed and coimented 
upon bynthe immediate supervisor of the employee, by the Section.Chief,by the, 
Diretoi'Generalo,.and bythe. Chief Officerof the Ministry.' Concurrently, a 
member of.the independent classification survey unit makes a thorough study 
through direct obseration of.-thj work actually prrforme.,d. by the employee, and 
an analysis of. its relationship to the procedures which the organization unit 
I~nwhich the worker is 'enmployod,is charged with carrying out. 

,~,. ~ A second step is. the. devol-)pment of' detailed*.personinel organization charts 
for each- basic unit of. organization,, chowing t~he .work done by' each employee and 
the relationship of that. i:ork to the work of every other empln-yee in the organ-. 
ization unit, ,as indicated ±in.the' queotiozinaire' replies, and the critici-ms' and 
corrections made. by the classification survey staff.. 

A third step is modification of existing workc loads within the organiza-' 
tion unit 'on the basis of proc-edures to be elimrinated asunnecessary, 'procedures 
to be facilitated thr'ah the introductbion' of modern methods and. practices which . 

permit the output of individual employees, to be increased,, and procedures :which, 
are to be decreascdin volume by reason of new. correlation's arnd checks to be 
established. For example, it will' undoubtedly' be possible, ifthe' movement now 

,.onfoot~to" simplify-the customs lawz of "Bolivia results 'successfully, to elimin
,ate a large'gamounit of accounting proedure in the locEa1cus oms offices and in 
the Bureau of .Customs, because under. a-simplified law it will become wholly un
necessary, Mreoer','the introduotion of suitablebocl.keeping and mecha'nical 

-"..accounting~ machinery will:,epnablq. the Bureau of Customs to get as much production
~out' of one employee as it now' r:ets out of perhaps. cight 'keeping old-fashioned 
ledgers by manual process. Finally, if a oystem of predeterrained totals for' 

.,verification iza introduced, in accordance i,.ith our sugges.tions in the rep:)rt on 
~accounting- control,~this.new system of con -elation will undoubtedly. eliminate a,'~ ''~ '~j7large amountof~ the painful' and itediou chc.king of indiviulpir-eiin 

"~n~whi'ch a substantial numnber of employees- nue now engaged, '6i'nce if -the .'e
determinedototaldand.the"1original re,.-sions agree the, presux-hption of correct-

Sness is so strong that no further, verif icatb orn is n~icessary.' 
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Hence, the classification survey staff ::ight be in a position to suggest,

for example, that of the eighteen clerical employees in the Review and Control
 
Section of the Bureau of Customs, six could be elilinated as a result of dispen
sing with unnecessary procedures now required by the compliated customs laws,

six could be eliminated through the introduction of mpchanized accounting and
 
bookkeeping procedures, and two could be eliminated as a result of the introduc
tion of the system of pre-detjrnined totals and the consequent decrease in the 
amount of checking of prior rvisions now required. This, moreover, would 
eliminate the necessity for the two chiefs of imports and exports and the two
 
sub-chiefs of impo--ts and exports, whcse major tasks at the 
present are to super
vise, revise, and control the eighteen reviewers and assistants. In the final
 
analysis it would perhaps be possible to perform all the work of the section vith 
one senior and three junior accounting machine operators, at annual salaries, 
let us say, of Ds. 48,000.00 and Bs. 36,000.00 respectively, or it a total person
al service cost per annum of Bs. 156,000.00, as compared with the Bs. 554,400.00 
provided for the section in the current budget (1942). Ibis is a wholly hypo
thetical example, and should not bt construed to mean that such a reciuction in 
the agency nured is definitlrly possible, but similar classification and efficien
cy surveys have produced elsewhere rcsults quite as dramatic. 

The position classifie;ation program, however, has other and equally inport
ant functions to serve in the management ahd control of the Government. The 
development of the science of :anagement, as of all other sciences, rests upon 
a basic process of classification of phenomena. People working at Jobs are ajijong
the principal phenomer ith which the science of management is concerned, and 
the position classification plan is hence a highly important tool of adinistra
tion. There arc 13,786 cmployee.s in the civil administrative services of the 
iolivian national government. These 1I',786 persons obviously cannot be dealt with, 
or even thought of, in individual terns. The essence cf position classifica
tion is to Ereup together those positions which have similar work characteristics 
or traits; by this process important siailarities and contrasts between positions 
are brought into bold relief, and the basis for proper decisions in all person
nel processes relating to positions in the Government service is established. 

In brief and simple terms, thc classification process operates somewhat
 
as follows. After full informa-tion has been obtained about every position in the
 
Government scrvize through the procedures which 
 have been described in the pre
ceding pages of this report, positions are first grouped by major occupations, 
such as engineers, accountants, doctors, lawyers, and clerks. The engineer group
is then further subdivided into classifications such as civil, electrical, mech
anical, saritary, hydraulic, mining, chemical, etc. Each subgroup is then studi
ed carefully to see what lvels of difficulty and responsibility ,.nay be recogn
ized, and a classification finally emerses which accurately designates various 
positions as Junior Mechanical Engineer, Senior Mechanical Engineer, Principal
1,echanical Engineer, ,tc. This aroccdurc is followed for every occupation. 

Onc: the classification plan has been developed, thorough, accurate, and 
compreh-asive descriptions of (.ach grade, type, and occupation encountered in 
the nblic service have been prepared, and all authorized positions allocated to 
a particular occupation, type, and grade, the President and his Ministers are 
equipcd vwith a highly useful tool of adinistrative management. A1mong its pri
mary uses are the following: 

1. It facilitates proper recruitment. An intelligent miring program is 
impossible if* there is not enough information avai-lable about po

sitions to ascertain the type of person and qualifications needed to 
perform the duties of the position. It would be folly to employ a 
high-grade secrctary" to perform simple, repetitive, routine typing.
It would be equally foolish to recruit an inexperienced person to 
perform difficult s ;cretarial work. This is precisely what is hap
pening cvery day in the! Bolivian National Government in the absence 
of a position classification plan, since there is no information 
which describes the nature of the position, their level of difficulty,
in what features they are alike, and in what respects they differ. 
I position classification plan is essentail for effective recruiting, 
in order that proper qualification requirements may be established 
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for the position ahd appropriate testing mn ures used to determ!ine 
who possesors the ,iualificabiorij required; 

2. 	The clazsification inventory is essential so that positions may be
 

judged in their proper relationships to each other in order that a
 

salary may be attached to the position which reflects its relative
 
worth when orri-arod to other positions of greater or lesser responsi
bility.
 

3. 	 The classification of positions ic highly useful in effecting ,ransfers 
of personnel from one organization unit to another and opening up the 
entire Government service to persons with demonstrated ability. Be
cause the classification plan provides a description of the duties of
 

all 	positions, it facilitates the, appraisal of the extent to which an 
employee's previous work and responsibilities qualify him for the duties 
of the position to which he is to be transferred.
 

4. 	The classification plan is necessary to indicate when an employee moves 
from a lower class of work to a higher or more responsible class. This 
is a promotion and may involve the question of who should be elegible
 

for such a promotion on the basis of merit and fitness. It also 

raises the question of ad,-quately compensating the employee at a higher 
rate for assL:ri ng more responsible work. 

5. 	The position classification plan is the absolute starting point for 

the training and educational program essential to raising the standards 
of the public service in Bolivia. Unless the facts are available 

about the various positions in the Government, it is not possible to 

develop a training progr n which ill effectively raise the efficiency 
of employees now in the Government s, rvice. 

It should be strongly empahsized that the classification plan is a dynmaic 
program, not a static and inflexible structure. Conditions are constantly chang
ing in any government service. New activities are constantly being undertaken 
which will require the establish~ment of classes of positions which did not exist 
at the time the original classification survey was made. Other services may be 
reduced in scope, which may result in the elimination or consolidation of clas
ses. Not only do the goverrinental services change, but also the work of indivi

dual employees changes from. time to tie. M[ethods and procedures must be es
tablished for keeping in close touch with these chanro,, so that the classifica
tion plan may be maintained as a true inventory of occupations arid positions in 
the service at any ti:.,e. As a continuing iatter, both supervisors and employees 
should be invited to report chang-es in the duties of individual positions so that
 

proper analyses and, if necessary, reallocations may be promptly determined. 
Provision should also be rnde for periodic general position re-surveys of the 
classification plan, so that unreported changes cay be detected and the plan 
brought into conforru ty .rith the operating facts of the Goveirnmnt. 

In the last analysis, nothing is so important to e:plbyees as the money 
whici they receive in their pay en-relopes. In some rare instances there are
 

employees in the Govcrnmert service whose compensation for their work in behalf 
of the Government is of secondary importance, but for the vast majority the mat
ter of earning a livin, for thcmselves and the;ir families is a serious, and some
times grim, business.
 

Any large working force which is properly orLanizcd tends to assume a 
pyramidal for;i of organizatioen. At the apex is the directing head of the organ
ization .fho plans th,; work grogrin d'_3ides major policies, and directs the 
execution of these pl-ns and policies. I.mediately beneath tt., directing h~ad 
are deputy heads and a(diri.strative assistants who are respons-hle for executing 

certain responsibilities wh.ich have been delegated to them. The . orking force 
then fans out into numerous sub-divisions, sections, and supervisors and thence 
broadens out to the rank and file employees. The greatest number of employees 
is found, of course, at the base of the pyra:id. 

In most organizat~.ons there is a direct r.jlationship between the location 
of the position in this pyi'amuid and the salary paid. The directing head ordin
arily receives the highest salary in the organization, w.rith the deputy heads next, 
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and the sub-division heads, the section chiefs, the supervisors and the rank and
 
file employees following in their respective order. Salaries, moreover, tend
 
in general to be commensurate with the value to the organization of the service
 
rendered.
 

One of the important purposes of the position classification plan is to 
provide a proper basis for pay standardization. lihen positions have been group
ed into classes, each containinC' all the potitions substantially similar in 
duties and responsibilities, it is possible to establish salary rates for each
 
class which will be fair and equitable for all positions found in it. It is
 
also possible to compare the relative worth of one class of positions with an
other, so that properly related pay differentials may be established among the
 
several classes of positions.
 

The custo.ary standard pay plan structure may be briefly described. For 
each class of position there is establishcd a minium salary, to be paid to 
employees on entrance into the class, and a maximum salary, beyond which no 
employee occupying a position of that class shall be advanced. Between the 
manimLm salary and the mnudmum salary are a n umber of salary steps to provide 
for salary advancement as a reward for meritorious service and increased useful
ness. Tn positions in the lower ranks, these salary steps are small. A typical 
monthly salary ranv. for a junior sitenographer might be somewhat as follows: 
Bs. 1,550 - Bs. 1,610 - Bs. 1,670 - Bs. 1,730 - Bs. 1,790 - Bs. 1,850. In the 
higher ranks the salary incremented is ;.uch larger. A range for a typical super
visory position might be somewhat %s follows: Bs. 7,100 - Bs. 7,385 - Bs. 7,670 
Bs. 7,955 - Bs. 8,24O - Ds. 8,525. The theory behind the larger increment for 
the higher positions is an entirely Just and reasonable one; a monthly increase 
of Bs. 60 to a junior ztenographcr is -n keeping with the general pay level ap
plying to th,: p.osition, but such a small increase in the upper level po~itions 
could not be regarded as a proper reward for increased usefulness. 

The nfium salary is established, of course, as the lowcst compensation 
which should reasonably be paid for the full-time, undivided services of an 
eim'ployee considering thu level of difficulty of the work and the kind of porscn 
who will be qualified to do the work of the position. As timi goes on, the 
employee increases in usefulness because he learns more about his work, and some 
means should be provided for recognizing that incre:ascd usefulness. Therefore, 
a series of salary steps is provided so that this incroscd usefulness may be 
rewarded, and so that there will be a further incuntive to the employee to im
prove his performance. The meadu-um salary is provided to indicate the upper 
limits of the Government's obligation in the rasonable and economic compensation 
of an employee turns upon his qualifications, and the availability of opportun
ities, for promotion to a difinitely higher level of responsibility. 
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TABLE ILLUSTRATIi,'G THE STRUCTURE OF A PAY PLAJ 
(Salary figures on monthly basis in Bolivianos) 

Fourth Highest
Grade Entrance First Second Third 

Salary Increase IncreaT' Increase Increase Salary in
 

This Grade
 

1 500 550 600 650 700 750
 

900 950 1,000 1,050 1,100
2 850 


1,400 1,450
3 1,200 1,250 1,300 1,350 


4 1,550 1,610 1,670 1,730 1,790 1,830 

5 2,000 2,080 2,160 2,240 2,320 2,400
 

6 2,600 2,700 2,800 2,900 3,000 3,100
 

7 3,350 3,480 3,610 3,740 3,870 4,000
 

8 L,300 4,470 4,640 4,810 4,980 5,150
 

9 5,550 5,770 5,990 6,210 6,430 6,650
 

10 7,100 7,385 7,670 7,955 8,240 8,325
 

11 9,000 9,630 9,720 10,080 10,440 10,800
 

12 11,525 11,775 12,225 12,675 13,125 13,575
 

16,300
13 14,175 14,600 15,025 15,450 15,875 


14 17,700 i,160 18,820 19,080 19,540 20,000
 

23,650
15 21,150 21,650 22,150 22,650 23,150 


There are very real advantages to a-standardized pay plan, Among its
 

more significant administrative values are the following:
 

1. It provides equal pay for equal work. We have mentioned already the
 

deleterious effect which preferential compensation has exerted on morale
 

in the National Uovernment; under a standardized compensation plan each
 

employee would know that he is receiving an equivalent salary,consider

ing efficiency and length of service, to all other em loyees perform

ing work comparable to his in difficulty and responsibility.
 

2. It exerts a stabilizing effect on expenditures for personal services.
 

Under present circumstz nces a new employee coming into the service, 

or an emoloyee promoted to a higher position, expects and usually 
receives the exact salary of the person previously occupying the 
position to which he is appointed, regardless of the fact that the 
prior incumbent might hAve ruceived the salary only after several years 

of service. For exampl.;, Fnployee A who has six years of service and 

receives Bs. 3,600 per month resigns. He is replaced by Employee B 

who formerly received Bs. 2,700 per month and a new employee is hired 

to replace Employee P at Bs. 2,700 per i.onth. The monthly payroll 

remains precisely the same despite the fact that relatively inexperien

ced employees are replacing experienced employees, and the service is
 

consequently impairod at least for a certain period until experience
 

can be acquired. If there were a standard pay plan, however,
 
Employee B would be increased to Bs. 3,00 per month, which we may
 

assume is the entrance rate for the grade formnvrly occupied by Employee
 
A- while the new nerson emploved to replace Fmployee B would be paid
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~ ~ 4~Bs. 2,200, which we maySUPPose Lo beoh'etac aeCr the grade 

formerly, 00cu-ied by 	 nployee B. TL e new m~,nthly payroll for these 
tw 6,300eswold be, Bs. 5, 200) a apatnst 't:-(. foi=er Tlon'hly payroll~of-s6,0 for the more eo-perionccd, .-ployocs or an annual. siving of 

4Bs. 13,200. This is 	 an importan.'n.rlterwe gn to the in;vitablo. 
ta L&~&tendency of payrolls incrtas,, I.- essen~ial to hepro6tectionl 

of the interests,'of'the M.nyii tho'GoV rilm.'rt. 

<;;3. It helps reduce the prolc-m 'of budgetar, rnmn-igcmaent of exp ,nditures, 
S~for- personalsservic e _to_ nmnaeable _ropor~-:Os ihon-posit.J.ono. havo

been classified, standard "calany raCone ... '. iandthe o. . - . 
of an agency translated n'Q terzr.Z Of '( Ir~y or Of':Of-~i

thsand that 1, pe~of. odii-. vespons~.11%J .ty, 'hea buI~r diin ani1 
control of personal sorvi 1), rut with. prc-T carri,id;n-: ii .. 
conflicting "pini,,nie]imLnnted.- :ie vKci 
cision-and raid-Ity, 	id r =, . :aidi~c. 'rr.a S of.; 

Whn :..r 2&-.nci/_,,nust be ,! 
set up, as they uime'1ioin .7.e it L emusburgm t i 

he 
estimated work progron. n rAcn abolishcd, they 
relatively os-r to bdg(Jt tacr ount :ncooosary for. their 

-. ust b- as 
should be from time to time in all goornmen,,s it is ro]atively a.yfor the budgeb agehf.r to see that r . h6hoes wh.aich 'shou~ rt u . 
from the abolition of -.ich & ~t:itie~t are not abco:icd els :hers in 
the organizat i on tnrough tho tranafer of poro.:el to po3ition l.herc 
they are not rcqu~ired, and th-,rouh othc- moan,.i of etva--.ng Fros 'dentir' 

A' policy. 

4. It assists the cc.ntlr,.1 &nd departmcntal porsonne)l agencios in the pro
cesses of recruitment and - Und1..- standard co.pensationinduction. a 
plan 'a potential employee lunew),whab calra-, hc ray exp,'ct 1-i14h '-,ho

* training, qualifications, and eprience which he possorses. Qualificd 
contestants are r.:orz) eiger '--ocnt-r comret ,tve ox J n.:;onswhen thin 
have reasorJiL' certaint,.y of thn salvry Which they -ill be paid ifsuccessful, ind the tan,lards-of rovpeti-:vrn ate construontly raoscd, 
to the definite advtj of t! Govcrr.' 

Two considerations ent' r into the e."t hilui-nt of a s iandard compensation 
plan. The first control th6 genercil ev.-2.." Cin :; ticn, which must be 
determined in the ligh'., of cost of .ivir, ,cideuand currot-c,1 6mi , vow'et-i 
tive mai'ket rates for lio'r, and the ,ldiL± ty o'.* thcj .ov,,Kcr',,tt to r.
second involves thc rc!aionshin of tI~va ' -:;., p -tion3 to evch
 
other as determined b7 their re1.,Livo , i-u~ty" and
art.t ro,-onojebjlit.;.
working conditions; the ztand-tr, of .ivi: the ptitr jcu!a% class of ei2.oy'cs
the salary range or spread vithin tlh- . i p n. prsn conditlcni 
with regard. to tho Fc.ri'pe2nc Uor!c.a c of-c.Loyceei. 

With regard to th cni c osp"co ca'.ompn.._ration, it riu-t
be admitted thaL the pro :jd-'o, 'wholn' i rn"' innn .uY7 oS 

past a'u~t rilativaly ar'bit'ry.present and conditions ..it scnc inL,' be=oi,, 	 wy.
This is the case when 	 any ribri1 or stand.rd is e6t'bls!hed, an,! th- pt-cFduro
is not.iniralidated because itinvo1ve3 ch;.:sin large hi-.mbers of existing 

salaries.
 

The first aspect, tha of c:;tabi(cinR ,}' gce.'nv,7! of comPcns!.tio:O 
-inthe Gover rnrt must tio 11.31hz q objctlve facbi's.serlce, be conaidct-Td in 
If it is set too low, the Goerren% d scrirancabcs. aainst itie1f nt1 recr-it.
 

into ,the public service-only the dregs of the competitive prc-sc , it g
 
only the people who cannot ei.:n a living eI.whrtrc if it *is sot too high, i
 
involves the Governncnt in frate:of e in .C
obloigated c-q,on whieh, ties 
economic depression, 	 it will be unabo -!n stan.L "Moroovor, it io well known 
that UIving costs 'ary,, w. 'lely from ono s' c:'inn of the Hnublic to another. 
According to the figurts of th" 'Bureaua of , thc grccral c'rt of li'Pig 
index varied at the cnd of Decnbr'r 1.941 L'1r, 863 ii Trir'd.l to 1,376 in Santa 
Oruz.' , This means 'tlat the ;purthairL p -wnr"of an ,,plo.oe pbatione inin :i 
dad.,was over 30 per ccnb egr.aar thtn a'.' anmployee otationed in Santa 
Cru.s receiving the i.dentical sal 'j hiCal beln pointend out that do"o.ai a 

4~spite apparently enorirous, salai'y incrcase .1n te Na1 .P'nal Govern'nernt, the 

http:stand.rd
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"ctual purchasing power' of the salaries paid has declined over the past five, 
years We maYhence conclude that the purchasing power of ,salaries is sU'ject 

to, wide variationi in two directions - first' from one part of the country to 
another, and second, from one period of time to another. 

it is.obvious, therfore, that salarv standardization on the basis of a 

: { ixedsnumber f per 'month for p.itlons of the samei grade wouldo;d olivianos 

'"'.<' constitute vtery crudesequity and very roun wjustice.It is suggested that
 

osalariesof p employees dfinitely related
'i. : eublic in Bbolivia be to a cost of 
<':,>'.'' andl-djusan that provision be made in the compensation plan for the 

periodic"dutmn~i ? , litrs' 
of'te cost livingin the which employee stationed.of locality in othe is 
This wouldmean that employees doing the same grade of work in Trinidad, Santa 
Cruz or La Paz ould be able to maintain apprd materlythe same standard of 

living, although their monthly oalaries might be' substantially different in 
amounts. It would also mean that the Government would not be confronted with 
the ncessity of making spasmodic, crude, incomplet•e and politically-dictated 
salary 'djuAtme ts, as it has recently been compelled topdo in the, face of 

political prpe re.ao. All' public employeef would be placed. onthe same footing 
and the adjustment ofdtheir compensation to the cost of living would be auto
matic. uPoliticallpressures would be en Also, such plan itre -M. under a 
would be possible for the general salary level to go down as the. cost of liv-' 
ing declined; at.th present time caries can go in only onedirection - up. )': '/ 

Such a plan, moreover, would in general tend to coordinate Government expendit-;" 
ures for salaries with the ability of the Government to ih -sm in times of 
rising prines and rising oents, Government revenues ordinarily increase, 

while Government revenues tend to decrease as living costs decline. 

C. oet in&the rieht ainto the RightJob 

After the position classification plan has been completed; after the un
necessary operations have been expunged from the administrative system; after 
the new procedures and tech-.Iues for 'making government more efficient and
 

' 

' 

teconomical have been devised; after the standard compensationplan has been" 

agreed upon; after alli these things have been Cone the Govereent i s 


' 

confronted 
with the most fundamental of all questions i i l weperonne management iHow do 
get the right man into the right job? 

problem of
It has been pointed out earlier isn this reportthat the acut e 


personnel management in the Nationl -iernnt, i, not to be solved ,by whole-' 
sale," unselective dismisals, or by ary crude percentage reductions in personnel, 
or by any other of the shortcat inrflec ive methods which sometinmes confuse 

clear thinking about of ratr.n-o in The personproblees Jdnhmentpublic personnel. 
nel ofthe Bolivian Goverment re ect's, on ithe wolo, the average intelligence, 
abilities and loyalties of the population of Bolivia'. If every public employee 
were discharged tomorrow, and poitions were filled by present procedures, the 
level' of the public service two. .eek be better, and probablyhee 'would no 

substantially lower, than it now is.
 

The ixmediate problem of r.-rsonnel' management inBolivia is, ,in the main,' 
that of, matching the abilities of present persionnel with the requirements of 
the positions established as a result of the position c:'assification and ef
ficienicy surveys to the maximum possible advantage of the Government. In any 
program which aims toward the establishment' 'of a career public service 'with 
permanent 'tenure, however, it would 'obviously' be fatal' to ctabilize tenxre at 
:a level of ability which 'issubstantially belowthe necessities of the develop
"ing services of the Bolivian 'National Government; the conferring of permanent 
status 'upon present' employees would, in 'our judgment, constitute a distinct' 
disservice to theproper[developnt ardadminitrationlof the kind of govern-'
 

'oiiao
which the, people of the' new tas):u and, duties which have been.
 .ment 


Imposed upon it over the, past ten-years, appear to desire.'
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~ ''4The Government is confronted, at this juncture in establishing a career
 
system of public service.,with two alternatives. It may attempt overnignt, as
 

it were, to bring the0public service up to desirable levels. sIt might, for
 
example.'subjectall employeesto rigcrous examinations, successful candidates
 
inwhiciwouldaimmediately be eligible for permanent appointment. Such a course
 
o f ' ctioni 'ud in eur Judgment, if hoi,.; ',v adiniiatered, virtually paralyze
 
themlovernmIent; is areprobably not i.ih people in Bolivia today with the
 
qualifications which should 'be required in the personnel of the Bolivian
 

e pai to-attract the best of the country's available persons. This
 
:,method ofprocedure)c in the opinion "of th Preident' s advisors, would consti
tute"a:thoroughly impracticel and wholly theor t cal proach to the problem.
't e .
 -aieonr roveree~cntbe- ab -is - s ' t:e' whan- alries- ---esentials- -o-f thi r 

Thereois amore moderate, and much more practical, avenue through which 
the levelling-up of the standards of the public personnel in Bolivia may be
 
accomplished.; It is a longer process, it i a difficult proceosn, and 'it is a
 
fairly expensive process, but run the y in a
intihe long it is on hchmeal
 
careeri ervice can be 'established. The' essentials of this- second altern rasiv
 
are' presented below.
 

Followingthe completion of th classification and efficiency narveys, d
 
after the Goverment s determined ho,ar ny employes of the several occupa
tionsiand grades it absolutely requires to conduc thoi public servicas, t o
 
types of foreach trcu fncy inhe service should be givoiu
examination positieons 

first, an open competitive examination pitched at, thc pc',oanent miniml= Ilcv'l
 
of ability which the Government seeks to establiuh for each position' andn z 
 -o.
 

should be instituted. This examinatoi should be thrown open to all ppliiti to,
 
whether now the sei or perin e e
in Government frnot. _iing -1s1f 

requireesenteof this examination should be eligble to appointment and, Phors
 

Thiss nnation succu-fu
a proper probationary period, to peianecy of tenure in the so ice of tho
 
National Government. Another non-cuompetitive examination should' alvo bea~ic
 
to persons now the e hooc w
in employ the Goverment qualcihcAions rlomln
 
sufficient to permit them to compete 'on even toivm; ir. t-hj opron conPctitiv,-.-_ c:-

aminations. 1'This examination wouYr, be f raned primarily in tei-s of: the abili
ties of, present employees, and' w.ould be, dusi~ned to pick the best and tho maot
 
teachable of present employees for intensive training dcsignod to fit th-nm for
 
permanent employment. 'Riployees qualifyingj for ouch t-,-rininz would' be rbie
 
,in their positions on condition that they participate in the training progrc, ,
 
and at a later date which would be set by the Proei.dcnt depending upon thc t.,.;
 
and quantity of training required for potrment ampoint ,cn, a subcquu: - '

amination, at a higher and more difficult level v.ould be' g.vn. ].oyew nuc.
cesfl in this second eanination ould bo nligible for further tranirng, Ct'
 
the process would be continued until wuch empioyoes had ben pive;n at joa0='
 
three examina'ions, the last of vhich wonlt. be' a th3 i.n l vel required
on 

for permanent appointment, and candidates oCuc.esSfiully withstondin~tho finar'
 
examination would be accorded pennanent tenur. on a paity with tose por.'or:i
 
entering through the open competitive eamaination. -


The training program should, of course, be open to parsons not in thi
 
Government service as well as those employed by the G'sverntcnb, but or!. 
in the Government service ;hould be eligible for 'he non-ccmpetimive enin.,.on,
 

" It should be -distin,'t ly understood, that the objective of the training pxogr.n.

is 'not restricted to qualifying for permanent. employment Goverrrr.cnt cployce.
 
not now meeting the minimum standards, but that it is a p. o f or. to i"I
 
crease. the efficiency of governmental'operations genorally. It is belivd 't
h(l 

over a period of five or six years, these procedures wouldbring the level of
 
the opublic service in Bolivia to an acceptable mirinu.1, standard, s.nd 'i-"A that
 
point forward -the attention of the training prog.'am night be directed to he
 
constant raising of the standards themselves. 

:,< iAs has previously, boen intimated in this report, the core of the solccti.u "
 
process is the examinabion. Individ-,.Is dif er markedlv in their basic abili
ties and skills, and ?their basic'brait'are still further.conditioned by the - .
 
environment ini which they have' lived. Some persons are'so 'skillful with 'their
 
handst.hat. the. can achieve wonderful workswith only a-few simple tools, such
 
asrmastercraftsmen in glssworking industries; others are ,so inept in nianual
 
dexteri~t' that they ,caninot 'so 'ch ar -hang' a picture without doing violnnt
 

-i" 
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~damage~to their thumbs, to the wall, and to the picture. The range of inidi
vidual differences, as they relate to any, class of positions in skills and 
knowledge is tremendous. The task of gettipthe righ man'into the right job, 
which is a essential' pat of personnel mangment, has asone of its pricipal 

heproblemsh ofthese 	 and the establishmentmeasurement individual differences 
of some order of merit so that those who Qvosqess skills and knowledge :corre3pond
ing to a particular type of position in ' degree will be placed -,ihsiderable 

ahead of those who Possess Such -skills ar~o. knowledge to .a,lesser degree.
 

The processof masureent may be looked upon as a seribsobf screens
 
through which those seeking permanent tenure in the public service must pass in 
order that, they may be judged finally to *have the. necessary qualifications, 
skills, and knowledge, to perform a particular job. Each screen is designed to 
mpasure a particularlattribute which will be needed successfully to carry out 
the duties of; the position, and the screens must be varied in accordance with 
the' prticular positionto be filled and, in the case of employees now in serv

- .	 ir accordance with. the *time.prograri by which are be,'raisedice, standards to to 
cert' in minimuin levels. * .The same set of -screens cannot be applied to- employees 
whom, Over the 'dourse off three or four years,.the Government is attempting-to 
qualify for permanent and,those whoare. competing for, immediate 

-permanent appointment, - The same set Of 3ci'eens 'likewise cannot be used to' sif'b 
the fit. from thaI unfit- fo' the position of Junior Chemical. Engineer and 

Junior Stenographer. -'-- -'-

-out' 

-	 'The first screening process is an, intangible, one The .imple 'announce-
t iment off anioxanation 'produces a number of highly signific.t tsults: many 

people not-now,in the Service decide.not to take the examination because they -' 

-realize ,they have not the necessay,qualifications; many employees now in.the 
Governmeht service as. purely political appointees and without even the elcments 
of technical qualification for their positions will resign in prefcrence to sub'

-. - mitting themselves even to~non-competitive examinations.. This is the first -eal 
screening process. - .. , - .ubmissin.'o 

Thy' second screening process ocur incneto ihte.sums~no 

an application for admission to the evamination for the position, whether -to - : 
the open competition or the non-competitive test. Some bisis must be. establish
ed 'early in the.measurementprocess .as to the ° candidates to be admitted'tothe ! 
later examinations. If thisis not done, the-later processes beconot ncmendouo 
ly .lengthy and costl y because of' the .arge numbeis of pertons -who must be tested 
in a*detailed :manner. .It is necessary therefore, to- require candidates to s.ct 
forth cer'tain' essential information abo~lt their: previous training and experionce 
which would create a prusumption of 'theirability succesf'.lly to withstand 
-

- the examinati6ns.. When the applications are received, they are studied' careful
ly, to, ascertainwhath'er the candidates meet certain stercotyped requiremento, 
suchas citizenship, age, and, for certain typs of 'positions, height and woight 
Some cAhdidate's are eliminated on the :basis of this-preliminary reviewi- The 

S -,, :.remaiuing applications are then further studied primarily from -the standpoint-

-of the training and experience of..'the individual' to eliminate those [ho do not 
meet the minimum requirements established Yor the r._r'.icular position or group 

- of positions for which the examination is -bo:ng htld. ' 

Both of. the foregoing screening processes are crude. The -written e:r-min
ation is the. first refined device for -judging the relative qualifications of 
those who 'have surviived the cruder screenings, and it may be iesig ! to iceacure
either an innate skill or aptitud acquired "knowledge in a particular field,-or 

or both. The basic purpose of the written examiration is to obtain in a reanon
ably short time a sampling-of the, skills, knowledgesy and "teachabilities" of 

-the'candidate. It is obviously impossible to test every skill and all know 
ledge 	which.a candidate may possess, and the examination isinovitabl a-,Seampl-

B ing process. : :This, 'however, does not impair its validity, since e.ost human 
judgdments 'must be formed upon an inductive, :,or sampling,, basis.' Before a -

: 	 concrete-highway is accepted, for example, a number of sample borings are mad
to d~termine whether -it meets specifications ith respec.t to thickness, - crmpo

-:"- ] Sition, etc. '-The highway may still have some bad -spots which were overlooked -: 

when the sample borings were made. In general, however, our experience leads 
us to rely, with considerable, confidence, on the sampling process, and the re
sults of the examination method hi:ve definitely susbined this confidence! 
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In general, those who do well in the exainations do well on the job. Some of
 
those judged to be qualified on the basis of the samplings may later prove to
 
be unsatisfactory on the job because of other deficiencies, but in dealing with
 
large numbers of candidatc9 the assumption may fairly be made that the results
 
of the samplings are reasonably accurate for most individuals. 

As the result of the written examir"'4 )ns the group of candidates will 
have been still further reduced. The scr- iing, process, however, does not end
 
with the written exa-mination, and indeed ii selecting persons for many positions
 
in the Government service the procedure up to and including the written exam
ination is merely preliminary. 

Following the determination of their results of the written examination it 
is frequently found necessary to review again the training and experience of 
candidates in the light of their demonstrated abilities in the written examina
tion. At this point it is frequenly possible to make qualitative estimates of 
their backgrounds. For example, of two candidates for a responsible stenograph
ic and clerical position, it may be found that one has had twenty years of 
stenograpnic experience, none of which has included more than routine dictation 
and transcription and related sinple clerical work. The other, we may assume 
has had only five years of experience, three of which have been as secretarial 
assistant to the head of a large busines!: organization. Quantitatively, the 
first candidate has the longer experience. When reviewed in relation to the 
particular position to be filled, and taking into account the performance on 
the aptitude and other portions of the written exmnination, it may very logic
ally be decided that the three years of highly responsible experience are worth 
much more than the twenty years of routine experience. 

The oral interview and examination is a highly important measurement device
 
through which candijates who have withstood the earlier screening procedures
 
are often conducted. There are two types of oral interviews. One may properly
 
be called the oral exam:nation, in which the competitor is actually tested oral
ly with respect to his occupational information in a certain field. In filling 
some types of position this procedure elicits a better type of competitor than
 
those who ave willing to submit to a long and tedious written examination. It 
is also useful in filling certain low-grade positions in which the ability to
 
express one's thoughts in writing is not important to the discharge of the
 
duties of the position, and in which the language handicap would eliminate many
 
thoroughly qualified applicants.
 

The oral interview is used more often, however, as a means for determining 
if the candidate possesses and can demonstrate certain traits or characteristics 
which are absolutely essential to the job to be filled, and which cannot be 
demonstrated satisfactorily otherwise. It is designed to draw the candidate out 
and to have him discuss his previous trainirg and experience in relation to the 
particular position for which he is applying. If the position requires initia
tive, the candidate is asked to discuss with his oral examiners events in his 
previous experience in which he has been required to exert initiative and the 
ways in which he has gone about the inauguration of projects and undertakings. 
If the position especially requires the ability to get along with others, the 
oral examination usually sheds much light on those characteristics of person
ality which condition the candidates social adaptability. The oral examination, 
in its essence, seeks to find out the intangibles of a man's past experience; 
it assumes that what he has done and has been will provide an accurate forcast 
of his future performance. For many types of positions, the oral interview is 
the final, and in many ways the most important, n'easurement of suitability 
This is especially true of candidates for relatively high adminYtrative posi
tions, and for many phases of the professional and technical serivees.
 

In addition to these major screens, there are a number of others which have
 
been found highly useful in measuring the qualifications of applicants for posi
tions in the public service. The performance test, for example, is a measure
ment device in which the candidate is required to demonstrate his ability by
 
performing a piece of work closely resembling the actual perfonance required 
on the job. Obviously, the best way in which to test the qualifications of a 
stenographer who is required to take dictation at the rate of 90 words per 
minute and to transcribe this dictation at the rate of 50 words per minute is to 
give the candidate the dictation at the required rate of speed, time the trans
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cription, and evaluate the resulting typewritten paper on the basis of speed,
 
accuracy and neatness. A bricklayer may be taken to a project under construc
tion and required to demonstrate his skill in actually laying brick. The 
performance test is a highly accurate measurement device, especially when ad
ministered in conjuction with physical, psychological and other types of tests.
 
Under some circumstances it is too time-consuming and too expensive for practic
al purposes, but whenever possible it should be utilized because of its accura
cy and reliability.
 

The Brazilian National Governnent requires every candidate for employnent 
to sustain, in addition to other tests, a rigorous general physical examination
 
before being placed on the payroll and accepted employees are subject to period
ic reexamination; such physical exauminations are likewise demanded by the Goverr 
ment of the United States. 7,Pot only is this intended to safeguard the health 
of present workers but is a safeguard to the individual, which prevents his 
assignmnent to duties which he is physically ureable safely to undertake. It has 
a more selfish purpose also, in that it Is a :safeguard against specious claims 
for indamnffication for injuries or illnesses allegedly sustained in line of 
duty. Such examinations are especially inportant where the Government offers 
pensions for disability and [uarantees certain nlimimaum pension payments. There 
are, moreover, many occupations within the Government service which require 
special pnysical abilities; this has long been recognized in the selection of 
candidates for certain branches of the military service - aviation, for exwnple 
but has not been sufficient!'y etLended to the civil branches of administration. 
The work of a carabinero, to take a single illustration, requires considerable 
physical endurance and agility above the average. Rigorous medical examinations,
 
designed to elirminate those who cannot endure or wno would be permanently harm
ed by the exhausting efforts which such occupaAons require, are essential to 
the selection of Lood human mat,:rial for these important public positions. 

The character investigation as a nelective measurement device has received
 
greatly increased e!.hrsis in a num:beor oi countri.es recently, where the associa
tes and political views of applicants for the public service are important fact
ors in their suitability for certain types of confidential work in which loyal
ty and complete honestv are indispensable. In the main, it has been found that 
the type of investigation of character usually made by the criminal police is 
the onl,, kind of investigation which yields truly pertinent information and 
satisfactory results. The Federal Bureau of Investigation of the United States
 
Departm-.=nt of Justice has probably developed the methods and techniques of 
character investigation of a plicants for positions in the public service to 
a
 
more advanced point than have most of the democratic governments. 

The final stage in the process of rettin;g the right man into the right job
is that of actual olace-ient. Up to this point the process has been concerned 
with the selection of those among the present eiAplovees who are actually or 
potentially suitable for permanent emplo~rnent, and those from the population 
at large who are able to meet the .initum require.ments o,' the .ermanent service. 
'Meprocedure of placement usually follows these three steps: 1) The appointing 
authority, probably the proposed Personnel Office cf the .inistry,notifies the 
central personnel agencyv of the specific position to be filled; 2) The central 
agency sub;.dts a list of those elifible for appointment, w.rith whatever inform
ation the Director of the central personnel agency deems necessary to an in
tellizent selection from awrong all those eligible; 3) The appointing authority 
interviews those certified and, if it is satisfied with any one of them, notifie.
 
the central personnel agency which one it is hiring.
 

The concluding step of the placement process is the probationary or working 
test period. W1ehave mentioned already the fact that despite the increasing 
accuracy of measurement and testing devices, it sometimes occurs that a candidat 
who has passed the cxamiination successfully turns out, because of personality or 
other difficulties, not to be able to fit into tic or, ani zation and perform 
satisKactorily the duties of the position. It is a well-established practice, 
therefore, to require thr. ,Ilploye, to ne.vr for several months before receiving 
permanent status. This working-test peri.od is highly i;ertjnt, for it is the 
final measure of the e.;iloyeels aAlity to (1o iis work. He should be observed 
carefully during his probation period to detcrinc if his p:rformance is satis
factory, and every aid should be given him so that he nay become properly ad

http:countri.es
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justed to his working environment. Too frequently an employee is put to work 

without receiving proper instructions as to his specific duties, which results
 
' 

in mistakes and errors for which th t e,iplovc e ±s not really to blame. It 

should be rememberked that during the probationary period the employee is not 

on trial with the agency to which he is assigned, but that the agency isonly 
also on trial with the employee. If there is failure at this point it is by 

be the fault _ the employce, and a governmentalno means to be presumed to 
agency which has a poor record in getting - _i employees through their proba

the central pursonnel agency andtionary period needs a careful study by both 
the central budget officE.
 

The length of the nrobationary period, as well as the type and extent of
 

supervision and trainini, durin. the period, should be adaped to the level and 

character of the work to be done. In gencrnl, an er(loyeo should receive 

permanent status just as soon as his capailities have been adequately demon

strated. It should bc possible, for exanple, adequ.Ltely to test the capacities 

the job within threc or four months. An accountof a stenographic employee on 
ant probably would require a longer probationary period. The Brazilian 

National Government subjects its technical employe,'s, for e t toole,a pro
clerical and ccitaizn other. types ofbationary period of five years, although 

workers receive permanent status in much shorter time. 

D. Training PublicF Zi loycs 

fact t'l-t in any effort substatil-Reference has already been made to the 

ly to raise the standards of its public services the Government of Bolivia is 
large nu:m.bersimpaled upon the horns of a diler:uma. It cannot suninarily dismiss 

of public employees whose qualifications arc obviously sub-standard, because 

it would not, from the ,resent population, be able to recruit persons whose 
On the otherqualifications were significantly superior to thos,, now eployed. 

cannot afford to accord armanent status, especially in view of thehand, it 
more difficult techniques and proprobable introduction of new and somewhat 

cedures, to cmoloyees whosiresent ca)acitis are far below eveni the current 

technical requirements of th,.: :3rac-.-ices administered by the N.ational Government. 

efficient corps of public employees. If theThere is no royal road to an 

public cployces of Bolivia arc to become efficient to a decree which will
 

permit them satisfactorily to meet the rccuiri-.rents of mdern gwov.rmental
 
:.-st, :.orcovcr, b.. a broadside attack on
methods, they must be trained. ihere 

the whole oroblem of education for _vow.,rmient service - in the schools, in the 

colleges and universities, and in the various phases of -dult education through
are students in the elementaryout the Republic. The public employes of 1952 

schools of Bolivia today; if 'hey or-; no better traincd in the basic and rudy

o~t in -'vere: *'nt aervice today, who were students in thementary skills than 
scurin- efficiente!e.nentarv schools only a fw y.ars ago, the problm of 


public emplor;, s will b- further 'ggravated, no o:tter what the Governmant at

tempts to do to bolster up the abilities of' sub-standard public servants. If
 

the universities continue to produce- an oversupply of rm:ediocre la.yers and bad
 

posts when Bolivia needs instead :.any i:enr._ Lood a(rIniistrators, engineers,
 

doctors, nurses, machinists, agriculturalists and, above all, competent public
 

school teachers, the Goverrncnt will to an increasing degree be compelled 
 to 

its technical positions with foreigners or for(ign-educ:,ted Bolivians, or man 
it will have to adit its Li;.bility to cope writh modern "tdm-inistrative problems. 

Neither alternative is ter,abl. . 

short, continue indefinitely to haveThe Government of 3olivia cannot, in 

available to it lrrgely sub-stan0 -'trd human material. The public schools,
 

universities have a definite responsibility to the State in this
colleges and 

regard, and the Government is justified in taking strong :easures to protect
 

ran adequate supply of properlyits owm future effectiveness through assuring 

educated native sons, capable o" - i::.istering the affairs of their country.
 

In another part of this report certain fund-,.ental chan~es in educational ad
from the standpoint of the needsministration are proposed. At this place, and 

of the Government in recruiting competent public employees, it may be observed 
notthat changes in educational acbi:,iitration are important but they are 
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enough. The entire educational program of Bolivia, pubiic, private and 
sectarian, requires a restudy and fundamental overhauling. Then education
 
fails as significantly as it is failing in Bolivia today to meet the needs
 
of the Government and the social and economic order generally, radical measures 
are in order for its reform. If autonmy , wherever it is encountered, gets
 
in the way of fundamental educational reform, autonomy had better be dispensed
 
with. The schools, colljges, and unive-sities are the servants of the whole
 
people and of the State, and must serve tie needs of the whole people and the
 
State.
 

In the long-run view, therefore, the training of public employees is an
 
integral part of the education and trainingcf the people generally, and in
volves a funda:iental reorientation of the approach of the educational system
 
in the direction of serving adequately the technical and scientific neces
sities of life in the modern world.
 

Without losing sight even mementarily of the long-run problem, or of
 
diminishing in the least the intensity of the effort for fundamental reform of
 
the entire education, lsystem, the Government of Bolivia must also face the 
urgency of its short-run problem of educ-ition for public service. How can a 
substantial portion of the personnel now employed by the Government be qualifi
ed to serve in at least a minimlum measure the current technical requirements 
of modern public adninistration?
 

It is a coner error to think of training interms of traditional and
 
stereotyped educational programs and methods - school-desks, textbooks, and
 
formal lectures. It is true that soma training programs may utilize success
fully these traditional. procedures, forms and equipment, but suucessful train
ing more often relies on other devices. The first fundamental of training is
 
that it must aid the (:rplcyce to increase his skills or knowledge. The second
 
is that these skills and knowledge must be intimately and dire-ctly related
 
either to the work in which the cmployec is engaged or to work to which he is
 
likely to be assigned. The third is that the program for accomplishing these
 
objectives must be planned and orvanized. Combining these specifications,
 
training may be difined as the process of "aiding employees to gain effective
ness in their present or future work through tne development of appropriate 
habits of thought and action, skill, knowltdge and attitudes."
 

Several eliments of tihis definition arc important. Even though the 
employee may become more effective in his work entirely through his own unaid
ed effort, this is obviously not training. Training inoludes as an essential 
element the concept of aid for the employee in increasin, his effectiveness. 
This aid may assume a variety of forms, as will be pointed out later in this 
report. 

A second element of the definition thatshould be remarked is the emphasis 
which it places upon the employee. Training is not, and cannot be, the im
position of skills and knowledge from above or from the outside; it is a pro
cess in which the role played by the emloyee himself is of the maximum im
portance. Training must effect a change in the work-habits of the employee,
 
in his attitude toward his job, in the Infor.v.tion and knowledge which he
 
applies in his daly work. Without active and sincere participation by the 
employee, it is not likely that this chatgo wil. occur. 

A third element of the difinition of vital importance is that part which 
emphasizes the relationship of' training to "effectiveness in the employee's 
present and future work." A training proL' am must be intimately related to 
specific practical jobs. An employee i; ay study French, or modern literature, 
to his owm considerable personal satisfaction, but if his job is that of re
pairing trucks in a garage raintaincd by thu: inistry of Public 11orks, such 
study could hardly be called training. 

For the puripose of' clarifying thu scope and content of training as applied 
to public employees, certain distinctions and definitions may profitably be 
employed: 
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1. Pre-entry education 'is the sum of all educational experience
 
acquired by the individual before he is accepted as an employee;
 

.2. Pre-entry training isthat portion of pre-entry education which
 

may be given to an individual in contemplation of his' entering
 
a specific occupation but prior to his acceptance as an employee;
 

3. Post-entry education is the stua 0l all educational experience
 
acquired by an individual after he is accepted as an employee;
 

4. Post-entry trainirn{ is that portion of post entry education 
which is designed to improve performance in, or to prepare for, 
a specific employment; 

5. Vestibule train-.n;, is that portion of post-entry training which 
prepares an individual for a specific occupation or employment 
after he is accepted as an employee but before he actual enters 
definitely upon the job, i.e., training during probation.
 

These definitions are intended only to clarify relationships among various
 
forms of education and training and do not, of course, state completely the
 
content of any one of the terms defined. The definitions have the merit of
 
distinguishing between educational opportunities made available to the employee
 
for self-improvement along lines of his choice as a stimulus to morale and 
training which is aimed directly at raising the level of occupational perfn-.-m 
ance. In the former the Government should take a very real interest; for the
 
latter it mst take full responsibility and, for some time to come, at least,
 
exercise -coercion to secure the particip.tion of a substantial portion of its
 
present employees. The definitions are also useful in establishing the con
nections between education and training, which are intii.ate and continuing,
 
and which, for the full effectiveness of either, ought to be clearly
 
articulated. 

Let it not be assumed that these definitions establish water-tipht
 
of - 0 C
 

training. While French and modern litcrature would obviously not be pi'ojery
 
compartments for defining the subject e-ttcr I:§ .. . s 

regarded as post-entry training for a mechanic employed in the repair of trucks
 
in the Ministry of Public Works, they would be very pertinent post-entry train
ing for a subordinate in the lInistry of Foreign elations preparing for an
 
appointment in the forcisn service.
 

There is soe danger that training may, in the process of definition, be
 
reduced to mere m.echanics. It is infinitely more than mechanics; it is a
 
philosophy and an administrative way of thought. A di-ti.n'uishcd industrial
 
executive in the United States has said that nine out of every ten management 
functions can be classified an fAucation and training. This is because the 

<basic task of manai.e,7ent is to ,et work done econn.ically and efficiently, and
 
wherever there in work to be done onpoyees must be trained to perform this
 
work with economy and effectiveness.
 

If training is incorporated in the thinking of the President and hin 
-inisters about :fetting .the work of ,thc Government clone; if traininC, J 

considered an inte-ral 4art of 'the nrccess of ad::ini:.Ltration; .. 
training beco:cs an ever-present ele.ent in the "' . . ... c 
President, the "ini ters, the directors general and thu scction chicfs, i'.r. 
it will assumge a variety of constructive forms which will cndition the at
titudes and work-habits of ermgrloyees from the top of the G6vernment to the 
.bottom. 

Wholehearted acceptance by the President and h s associates of the train
ing idea will enable them to visualize training opportunities in the day-to
day relationships with their subordinates, will lead to the planning of
 
employee experience in terms of training, and will lead to a continuous ad
ministrative search for train-ng opportunCti.es wlerever they exist or can be 
made to exist. Only by such wholehearted accetance will training become a
 
live, creative method for making governaent efficient.
 

http:opportunCti.es
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Problems of'organization for training are vital, but not complicated. The 
responsibility for the training program is that of the President, to be exercis
ed through the National Office of Personnel. A mere st- tement of the relation
ships between training and other aspects of the personnel program should suffice 
to make this clear: 

1. Training is supplementary to the r.cruitment and placement process. 
The nature of experience and educaiuion established as a prerequisite
 
to employment determines in large degree the training job to be done,
 
especially where, as at the outset of the training program in Bolivia, 
it is primarily concerned with salvaging for permanent employment as
 
large a proportion as possible of the numerous I-.roup of sub-standard
 
employees.
 

2. The position classification plan will, to a very large extent, furnish 
the basis for establishing the content of the training program in terms 
of duties corresponding to each class of employees. Indeed, an import
ant future development of the class specification may very profitably 
include a statement of the post-entry training required if the employee 
is selected in accordnnce with the qualifications set forth in the 
specification.
 

3. Ratings of the efficiency of the services of employees, which are dis
cussed in another part of this rev!ort, disclose employees whose perform
ance is weak an., if r n.rfully, "In .i)sd, r .cl t. ining S u:.h:ich are 
co-^vrcn to -. ny L, 1,loyCus;6 

4. In the advisor'y review of disciplinary cas s by the National Office of
 
Personnel, it should be assured that the rosponsibility of the disciplin
ed employee's supervisors for training has been fully exercised. A 
situation apparently requiring disciplinary action against the employee 
may well, unon investigation, sugrgest the disciplining of the supervisor 
for failure adequately to instruct and train the em loyee in his duties. 

5. Tie promotional system should provide flexible credits toward advance
ment for the coivpletion of trining courses. Since the National Office 
of Personnel must con',rol promotions, it needs also to control the 
allowance of credit for courses in the training program. 

Without active employee participation in plannini for training, the program
 
is very liely to run into the insurmountable barrier of em;.,loyee apathy and 
lack of' interest, and to reduce the extent of eml,!oyee participation to That of 
mere compliance, in o der to keep on the payroll. Active interest on the part 
of the President and h-s 1.inisters in the orovision of training opportuinities 
will do much to assure eni.!o,7ees that their efforts to -ncrease their efficiency 
and ability are uppreciattedJ in high ad' inistrative quarters. But the President 
and his 1.1inioters should ,o even further. They should satisfy themselves that 
every Chief Official in the Govrnment takes an active interest in assuring him
self and his Minister that evcry trained employee has an opportunity to apply 
his training on the job, and that no employee is hampered by an uxsypathetic 
or incompetent supervisor. Lack of opportunity to apply training to the job 
can be disastrous to morale and may destroy all employee interest in training. 

In the initial stages of a trainin{ pro-ramn a thoroughgoing analysis of 
the training situ;-tion is required, and should follow irmediately upon the 
completion of tie position classification and administrative procedures surveys. 
Such an analysis should be base' upon the following data: 1) The number of 
employees; 2) Occupational classifications; 3) Previous education of employees; 
4) Previous experience of eomloYets; 5) Age distribution of emieloyee',; 6) Need 
for training opportunities as (a) cxpressed by suervisors, (b) expresoed by 
employees, and (c) as indicated by a matching of qualifications contained in 
class specifications against the qualifications of mnployees currently occupy
ing such positions.
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This preliminary analysis should be followed by a series of conferences in
 
which all organization units of the Government, and all levels of employees,

should participate, in order firmly to establish an apprc iation of the philo
sophy and significance of post-dntry training. The President of the Republic

should himself preside at these conferences. The situation with respect to the
 
aims and objectives of, and the necessity for, the training program should be 
discussed franklbr with the eminloyees, and %n effort should be made to identify, 
in terms of the employee mentality, the isajor needs for training. The employees
 
should also be encouraged to participate in the formulation nf the mechanics
 
of the program, under the guidance of the National Office of Personnel, by way

of: 1) The development of training opportunities through special supervisory
 

and instructional techniques on the -round in the various organization units
 
of the Government itself; 2) The use of local public schools; 3) The use of
 
local universities or other educational institutions; 4) The use of special

educational services provided by certin inistries; 5) The us of special
 
educational services provided by national professional associations (engineers,
 
etc.).
 

A series of special cont'erences with section chiefs and directors general
 
may also be necessary in order to integrate and give direction to the general

conclusion wh'_ch have been formulated in the larger conferences.
 

This process of training analysis should result in the identification of
 
certain large grouns of governmental personnel with special training needs. 
These groups are likely to be: 1) Clerical personnel (stenographers, filing 
clerks, telephonists, etc.); 2) Administrative personnel; 3) Professional and 
scientific personnel; 4) Supervisory personnel; 5) Employees who meet the public
6) Employees who write letters; 7) Police and other special rroups. 

These large -rouns are, of course, subject to further classificaton. The
 
National Police, for e.-:7ple, recquire a training- prorrran for the following types
of employees, at a minimum: 1) New recruits; 2) Experienced officers of private
grade; 3) Comrmand officers; 4) "-ecords 'nd "housekeepingl employees; 5) Folice 
communications offi.-ers; 6) Detectives; 7) Crime prevention officers; 8) Identi
fication experts.
 

A thorouvhgoing survey of training needs should not stol short of including 
every employee of the !'ational Government in some program of self-improvement.
It would not Pe amiss for the President and his M1inistcrs themselves to meet 
frequently for discussion, in terms of principle rather than politics, of the 
problems of large scale administration and manm,,ement in the modern State. 

Following the training analvsis, and before any attempt is made to define
 
the content, methods, or rrocedures of hhe various traininT programs upon which 
the Government will be compelled to embark, it is essential that the immediate 
objectives of training he c].e.rly understood by those who will bear the adminis
trative i.es-onsibilitr for the grorram. These objectives may be generally 
classified as follows: 

1. To provide the emp.loyee with specific skills which he does not now
 
possess or to develop specific skills in which he is not adequately

trained. These skills may be manipulative (how to shoot q. pistol with 
speed and accuracy, how to operate a :nechanical tabulating machine, how 
to operate a power card-punch) or non-manirulative (how to interview a 
person seeking an audien-,e with a MIinister to obtain complete and 
accurate information co.'.cernin:r their problems, so that they may be 
referred to the appropriate director general or section chief instead).

In either case the objective is to equip the employee to perform a
 
specific operation.
 

2. To provide the em-'loyee with information which he needs in order to 
perform his daily t-isks competently. A health inspector, for example,
needs basic information about organic and food chemistry and epidemiology 
in order to recon and analyze health ha'ards in his deily inspec-e 


tional work. 



3. To provide the employee with the 
propar attitude or approach toward
 

his job. For example, the employee having charge of the 
sale of tax
 

paper and tax stamps in the Bureau of Internal 
Revenue should adopt
 

the proper attitude toward the business 
community which depends upon
 

her efficient services to expedite its 
transactions. Thu command
 

should undestand, appreciate, and acofficers of the National Poliec 
the police in labor disputes. 

cept the proper concept of the roa of 

The traffic officer should accept the proper 
approach" toward a traffic
 

lir violator. Receptionists in Government offices should 
adopt the
 

are, in fact, their 
proper attitude toward inquiring citizens who 

this class are 
ultimate employers. Training objectives which fall in 

replacingbecause they involve
often the most difficult to achieve, 

ways of thoughtand habits with radically new
deep-neated prejudices 

subtle successes in training are won in and action; some of the most 


this field.
 

4. To prepare the employcee for promotion to a higher post or tranofer
 

to another position. This objective usually partakes of one or 
all
 

raises special problems with respect to the 
of the foregoing, but it 

apply his training immediatelyemployee toopportunity afforded the 
speial arrangements.

to the job, ard frequently involves 

with a basic understanding of the objectives
 5. To provide the emnloyee 
entire organization unit, MIinistry, and Govern

and operations of the 
of professional and scien

ment for which he works. This i- as true 
or purely

as of employees perfonminL routine ..
tific workers 

this insight may not impinge direct
manipulative duties. Even though 

and makes him a better 
ly upon his work, it stimulates his morale 

at large. TheGovernment in the communityrepresentative Qf the 
the ureau of Standards of the United States 

technician employed by 
wh-., after twenty years of service, thought that the 

Government 
s primary function was the establishment of standards for 

Government' an especially effectiveand measures, was notthe regulation of wcights 
in which he moved.the Government in the circlesrepresentative of' 

bf all work beingthorough understanding6. To provide the employee with a 
ofrelated. The work 

done in the Government to which his own work is 
-r*fIrtrrnal enuo 

an enioloyee in tile CeOLL.-rcdi 'Cction-. cf the 
price control 

can be done much .,ao-e intelli..ently if he understands the 
Corm,'.crcc in the Ministry of

the 3ureau of Industry andoperations of 
filing documentsIn the case of thc routine worker,

National. Economy. 
-day after day, it is a strong stirulus to morale 	 to uhderstand how 

and promptness in the 
vital the filing procen.cs ar;e to securing order 

Very few public empl.oyeesGovernment's business.transaction of the 
to broaden their vision through

could fail to profit from an effort 
of the work which they perform.the r..muificationsacquainting them with 

to enter into a discus-... scope of this reportIt is far beyond tht; proper 

sion of training techniques and methods, or to suggest when and under what 
the lecturethe conference method,

circumstances the demzonstration technique, 	
may be or the circulating library plan 

system, the planned experience program, 
These, as well as many other operational questicno,
 most effectively employed. 	 ofonly in termsThey achieve significance

cannot be discussed in a vacuua. 
It is enough to point out at

be aecomdlished.a determined training job to nobe no guesswork, no improvisation,
this place in our report that there, need 

the trainirng survey
in thu adoption of training methods ,nee

experimentation Every training
training objectivs maturely analyzed.

has been completed and come 
that the Bolivian Gvernment is likely to undertake for some time to 

job 	 abefore. What is needed 
has been done, and done succu:isfully, somewhere is 

in Bolivia, in Brazil,
careful study of the experience of training efforts 

places in the light of 
in the United States, in England, and in various other 

process, whun consideredTraining is an expensive
the requirements of Bolivia. 

on the part of the teachersnutber of man hours
in the light of the aggr%,ate 

the Bolivian Government needs 
and the taught which it rcouircs. ,oreover, 

its training program. It cannot ;Pfnrd the lnury 
urgently quick results from 

er with imprv. ring techniques as it 
with untriedr ethd,of experimenting 

goes along.
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4 cn b set-in motion 'and forgotten. 'Lil l
 
governmenal.prcedjeftaola~ 
 criially reappra&ised' at'periodic,"inte'rals Traininprcedur;ea;i' like -financial procedures, personnel proced~ures;, and large'-scaleoperations, in generalj,tend,' to~become' disassociated fromtheir basicabje 'ie'W,'nd- consideration' of methods and machinery obscurethe',, hudmnlproe which -the probedures, are, designed to.,Perv'. T7adii ''tion.a-we'd,utiodhal measurements are unfortunately not'of..much applicabilityin uating ethesucce ss 'of apir'acti6c.l training * since.progress, they rely
alost ekolusively upon. testing procedures which' determinie only whether a childhas 	 learned-iwell-what the school aimdt&o ,ahhi m- whoutref ri&e!_t..


whether whlat "the' school aimed -to ateach'was worth learning, in the first place.
 
The evaluation of 'programs of practical trainin,, such asthose urgentlyrequired in the'Bolivian National Government, has 'by no means been reduced toreallya'scientific and accurate ieasurement Some of the procedures' which 'have


been found usefuJ are outlined below: . ,, 

1 	 The program can be'appraised to a 'limited extent by the application.of 
a prior- prirnciplds o6f successful general" educationa2."practice., Doesthe program rilicit the, interest and, continuet: a'ctive [participation ofthe employees? Are p oovd eduoational methods iise'd? IF',the instruct
or 	expdri6cedin tfhe' ccupat'ionswhich he' is attempting t6 teach? 'Is 

- .the subject atter per'tinent.-and;is it 	well organized and .skillfuJll
 

2.. Axt ..... ,efulmeasurement is th&:6pinionsof t.hte.people beingtrained. Tnawhatrepct dostb--ann' rga.crepn toproblem§ pn66u'ijtered in their 'daily 'work 'ekperi.ence?. -'To whteen'is 	 the 'pogr'mimmediately useful to 'them in'"66ving t'eir-daiy wo'rk
problemsj ' vnthi aiywr 

3 	 Tho opii.6n of supervisors are, highly pertinent in evaluating training
programs. 'Supervisors are in the best position to observe the perform-,
ance of trainees on the job. ?I!In the'final' analysis,.however;. 'super- ,'visory opinion is ,justl assvajid' a..the system of' service: ratings; which
'wilIbe dissussed -later in this report, 'employed by th Government. ; ':'Service ratin s will serve. 'effectively the objectives,..of, -the,training ' program o 1.1'if'they' produce individial. profiles of 	 employee performance exhibiting weaknes s nnd' .st r g-, -orticn.jof-seno=
graphic employees are-rated as strorng in typing sped, buf weak, in 
gra uar and punctuation; the 'suggestion for training is fairly clear.Supervisory opinion is not' the final test of training, because it does' 
enot tdst the extent .,to which ultimate objectives are attained. The
end purpose of 'training is to increase the aggregate, effectiveness ofgoverrental service,' and the improvement 'of individual job perform-,.'ance is only ' means to thisend. If" theemployee's.job has not been
properly planned and clearly defined; 'no amount of expertise, which' hemay attain will yield maximum results"in behalf "ofover-all govern-'.
mental efficiency. 

4.Objective measurements stated in terms of incre'ased governmental effect
ivenessare the.-most difficult, but the only ultinately.valid,:tech

ni~es
orevauatngthe training 'program. 'Unfortunatelyi, the relation between'training and the end product is not ,lways apparent,
and the eie.stence of training' as a caise and govexrfimntal performance
as 	 a result 'can rarely be identified'with absolute certainty.'' Some
r.liable 'objective,measurements can be established. .A "effective train
ing program ought: within a relatively short' period to 	rectify weakl-..."-,a' _ nesses in 'gr&rma rid punctuation in stenographic employees, and theeffctivenes of' 	such' training is. readily 'susceptible to. mathematical, 

a.: , measurement how many errors of grahmar and ptnctuation are made nowper week"in comnarison with the number made'before the" training program 
was, undertaken. Fjnpioyees:being trained in the use of mechanical

,.tabulatirg equipment may;balso be 	objectively rated as-a.:tst of the.ffectivness of' th'fraisning 'program; how long is reqdired to' producea' "a" a "a' 'a,-4 aprogra'complete "verified reports 'involving a stated number of basic items,. ii:.; : ,:;i a';' , a ",' '":: ,. .a.:. ' 
' 	 ,aa' >," { ' !'

,,a- '  . ;..: ' .: '', . -......- . . : :,,p-.; : ) . . a:."" . ; : :." . .. " , . , : .: :. . ; . ; ' : ; 	 ': 
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after the basic data is placed at their disposal? Other opportunities
 
of objective measurement exist in every governmental agency, and should 
be searched out and utilized if the Government is to secure tru.lJr 

accurate appraisals of its training program, and to gide the program
 

along lines which will contribute to the attainment of maximum over-all 
governmental efficiency. 

The' trai'ning job is never finished. The amount of time subtracted from
 

the employee's work day in order to train him along formal lines must, of
 
course, be held within relatively strict limits. It is possible to devote so
 
much time and attention to training that the Government's job remains undone.
 
On the other hahd, oven the formal training program should be continually ex
panded until the Government is absolutely sure that it has reached the point
 
of diminishing returns. it properly fidinistered personnel and rating system 
will provide reasonably accurate measures of the definite and tangible ac
complishments of the training program. As long as appreciable improvement in 

employee performance is being secured, the Government cannot afford to re

strict even the fornal training progrm. 

Under all circumstances, however, the informal training program implicit 

in the sup.,rvisor-employee relationship should be developed as an integral part 
of the administrative procedure. A supervisor who is not a constant teacher
 
is failing in his most significant supervisory function.
 

E. _ploy.e" Health and Welfare 

One of the neglected areas of personnel adinistration, and of public ad

ministration generally, in Bolivia is that of the physical environment in which 
the Governmvent attempts to get its work done. Dark offices, low temperatures, 
dirty corridors, stale air, crowded desk space, re-schoing noises all have a 
depressing effect which not only iakcs it irmossiblc for an employee to do 
effective work but also produces an unfavorable public reaction. There is no 
axion so true as th, one which affirms that in order to command the respect of 
others, one must first respect oneself. it is ti;m that the Bolivian Govern
ment took this lesson to heart. Some of' the, buildings in which Government 
operations are carried on, such as that occulied by the I-inistry of Health, 
Welfare, Labor and Social Insurance are n.enaces to the public safety, and 
should be demolished. Even the new buildings, such as that occupied by the
 

-iinistry of National Econory, have not been well constructed and are very 
deficient as to heating, lighting and maintenance. 

Proper ventilation to k ,ep air fresh, uncontaminated and in motion, 
comfortable t.eeperature, and controll-d hu,ddity have an appreciable effect 
on the quantLty and quality of work don(:. Scientific studies have demonstrat
ed a very direct relati.on between room teuperature and employee output. The 
most efficient tempereure [or intensive work has been found to be between 200 
C. and 21.10 C. Recen' samiple investigations by the President's advisers re
vealed office temnperrtures as low as 12' C. The cost of failing to provide 
adequate temperature control of public offices and work places is difficult to 
estimate, but industrial research has indicated that a variation of as much as 
40 C. fro, the temperatures of !!aximum eCficiency may decrease production as 
much as 15 per cent; it may hence be d-duced that the direct waste in manpower 
in La Paz alone resulting, from the main ehance of sub-standard temperatures is 
not less than 500 man-years annually, ,. , nUI out of account the losses in time 
due to sickness resulting from these tunpratures. Here is a solemn thought 
for a Govermne,,t interestd in reducing its personnel 

The adequacy of lighting facilities h.s an ;:.iortant effect on the ef
ficiencv of employees. In the inspection which was Made of Governmient offices 
in ,a Paz and elsewhere, lite.rally hundreds of clerical employees were observed 
workLng with their eyes not over 15 ciuitimetcrs from the papers with which they 
were dealing - the sequential result o' poor lightini and poor vision. If 
lighting in public offices were brought to Lhe, ;tandards of' the Illuminating 
Engineering Society, and every public eriplo ?ce with defective eyesight were 

http:relati.on


- 31 

provided with glasses at Government expense, the irprovement in employee health
 
and output would far more than compensate the Government for its inveAtment.
 

The State, moreover, should be a model or..loyer. A aovrnment which re
quires industry to protect its employees from sickness and accident should take 
similar preczoLtions for its o;n LRmloyets. Instead of following, the Govc.rn
ment should lead in provdiniz low-cost r, ical acrvice for its personnel. 

It should be recognized that the vricus plans for continuing part:al Uages

to employees during sickness or oivmibility !tie wholly inaeucuate, and do not meet
 
the need for wedicai services. The cost of securing adcquate medical care often
 
constitutes such a serious &'etn en 
' - ".'-get of oersons receiving less than Bs
1,500,00 per month, in which class the 7ast majority of National Government em
ployees fall, that they frequently refrain from consulting a physiciaet until il
lness has advanced to its serious stages. The cost of medica, service in many
 
cases involves the incurrence of a rltivoly large debt by the employee, and
 
worry over it greatly reduces his produc'ivity, The assurance of low-cost me
dical care not only increase, the cr.loyucs sense of security and enables him
 
to do better work, but 
it a-so permits the praZ.ice of preventive medicine in 
order to ward off sickness, and thereby ,reatly increuscs stabllity of attendance 
and production wnong goveruent employees, both the Government and its employees
gain, therefore, in a cooperative scheme to sprod the cost of sickness and to
 
ensure to every employee imxme'Y=te medica! attention when he requires it.
 

Am.ong the more succussful Eroup-health organizations of putlic employees

operating in a capitalistic economy are Group Health, Inc. in'ashington, 
D.C.
 
and the Hoss-Lien Clinic in Los Angeles, California. In Los Ang~lcs about 7,500

employees belong to the cooprrative medical care program. bach employee pays

$2.00 per month, which on a relative salary basus wou.d approxinate about Bs.
 
20.00, for which he receives the folioing services as nceded: all edical and
 
surgical attention, including diagnoscs, laboratory lsts, X-rays, operations

professional consultation at office or home; all medicine drOcsings, splints and
 
other supplies except fye-flusses, crutches, wheel chairs, dental supsl~ies, and
 
insulin; hositalization where prescribed, incluaing all costs; ambulance service

where proscribed. Probably the most cx%.msive general development in the iaeri
cas of low-cost medical care through cooprative ,fforts similar to thL one des
cribed is in the el.ublic of Cuba; the he lth and uelfare organizations of this 
sister republic merit tho careful study of a Gov;rnrxcnt interested in assisting
its employees to secure medical care. The Governmcnt-sponsored .utlic employee
health proeram of the United S".tes of Brazil is likewise nighly interesting from
 
the 	 standpoint of continuing medic,'. care. The general experience to date points
to the following principles as essential t: the satisfactory administration of a 
program of low-cost i.cdical care

1. General medical as urll as s~cci:'list carc should be 1rovi(ed, and the 
panel of physicians should include a cue proportion of gencral pructi
tioners;
 

2. 	hembers of the aedical staff should coordinate service and pool know
ledge in order to give each patient the best possible diagno!,:': ard 
treatment;
 

3. 	A particular physician chosen by the patient frog: a,:ong the panel should 
be held responsiU.o folr medical care rcndered, and continuing of rela
tionship between the ."atient and the iarticular physician siould be 
encouraged; 

4. 	Systematic procec ures for the ;rale'ssional stimulation of the me(Iical
staff and the maintenance of high st.ndar-]s shouid be un6ertaken; 

5. 	 The vrosra of' lou-cost medical carc should be ussociated Uith a
 
h.s itai hcrcver possible, and the saipc group of coctors saoUL be ro
sponsible for the care of patients in office, home and hospital; 

6. 	 A1ncics organizeu for profit nhould be avoiued in the ..revision of low
cost redical care. 
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It is strongly urged that the Government, after study, undertake the pro-

The returns


vision of a comprehensive program of medical care for its employees. 

to the Government in increased efficiency of its employees will be 
found to just

ify a substantial expenditure of Government funds, while its benefits 
to the 

employee warrant action by the Government which would make participntion 
compuls

ory at employee expense for any services which the Government 
feels that it is
 

not justified in underwriting.
 

F. Attendance Upon Duties
 

The development of a plan of position classification and salary 
standard

ization is predicated upon quantitative, as well as qualitative, 
considerations.
 

It assumes that the Government requires the full working time and undivided 

attention of its employees for the transaction of public affairs, 
that the 

its employees to pursue other occupations while inGovernment will not permit 
and that the Government in establishing an equitable and just

Government employ, 
full time, undivided attention, and

compensation plan intends to purchase the 
loyaltyv of those admitted to Government service.unconditional 

For the quantitative considerations involved in the administration of the 

the Government must state its require::ients in definite terms
personnel program, 

with rigidity and impartiality. The fact which
and must enforce those terms 

of Bolivia Is the casual
most impresses a foreigner studjing the Government 

hours, and the
attitude which public emplo,'ees exhibit in relation to working 

extreme leniency which is observed with reference to some employees, at least,
 
% ithin which the work
in the total time t:, are required to work, in the hours 

observed by
must be done, and in the coordination of working hours ,ith those 

the remainder of the personnul.
 

a great deal of government workIt cannot be emphasized too heavily that is 

and orderly application by various people
processing. It involves the methodical 

In
of special skills and techniques to papers, documents, and other affairs. 

many respects, it does not differ materially from work on the production line in 

Its essence is teamwork, and it cannot function efan automobile factory. 

do not choose to play at the scheduled
ficiently if certain members of the team 


time, or choose to play less thn the scheduled periods. 

It is not without significance that the President's advisers discovered 

only one time-clock in the whole of the Government's offices in La Paz; this 

time-clock in the Office of the Comptroller was broken and had been out of use 

for many years. 

or otherwise, punctuality and regular-Whether accomoilished by time-clocks 
ity should bc rcnuired of all emoloyees, from the Chief Official to the lowliest 

Hours of work should be standardized for various messenger in the ini.stry. 

as nearly as possible, and unavoidable differences in hours
classes of employees 


essence of proper administration
should be reflectrd in the compensation. The 

of what is required, and


of time schedules is a clear and unequivocal statement 

rigid enforcement of requirements. 

compensation forIt is coruion industrial practice to provide additional 
Although most overtii:ie work is a result of incompetent planningovertime work. 

in peak periods which occur inby supervisors, it is soi.ti:es unavoidable 

it is feasible to compensate for overtime with equivcertain services. Unless 

a policy of extra payment for
alent time-off, without impairment of the service, 

overtime is usually an economical practice.
 

their attitudes toward attendance upon work,If employees are casual in 

they are not wholly to blame. The long-standing practice in 3olivia of declar

ing holidays in public offices on the slightest pretext, such as the death of
 

deterrent to the smooth functioning of the machina minor politician, is a great 
During the period

ery of government and results in enor-.cus losses of momentum. 


kpril 15th through June 15th the President's advisers recorded seven special
 

holydays accorded public empsloyees. If this rate obtains throughout the year, 
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the total time lost will be about 1,080 man years. Here is another solemn 
thought for a Government which is seeking to reduce its personnel.
 

The Government should, at an early date, establish by law the regular
national holidays; these holidays, and no others, should be pnittud to be
 
observed in Government offices. F~iployees who wish to attend 
 funerals should,
of course, be permitted to so Li,, rmission ofdo with their supervisors; such 
absences should be charged against annual J. ave, as indicated in subsCuCnt 
paragraphs of this report.
 

Closely related to hours of work and holidays arc leaves o' absence, which 
fall into four major classes: 1) sick leave; 2) v.ation leave and other leave
with pay; 3) voluntary leaves without pay; and 4) enforced leaves without pay.
It is highly important that regular provision be made fir all types of leave,
and that the rules rcgarding leave he published. aiployees hlvu the right to
know in advance under what conditions leaves will be granted, and lost time can 
be avoided by proper advance planning. 

Enployecs must, if the personnel system is to bu realistic, be allow.d a
reasonable amount of leave with pay for unavoidable absence from work on account 
of illness. The personnel agency has two obligations with respect to sick leave:
first, to make certain that the Government i. not beini- imposcd upon by ermployees
who without justification au'.onatically take the mu-xinmm )mount of time allowed;
second, to protect employees from endangering their health by continuing to work
when they should be under the care of a physici.n. Controlling sick leave by 
moans of an adequate system of attendance records ard with the aid of a staff 
physician when nccen:,ar'c lsn essential function of the personnel agency. 

At th 0 present ti;'e employees of :, "ational Governmcnt, according to in
formation provided the President's advisers, are ntntit],d, ulon filing of proper 
medical certificates, to three months' sick leave with full pay, without regard
to the length of their srvici .Lth th,. Governmcnt. FEkblovees suff..ring from
serious illness or one ef indefinit, duration arc., upon cerf,ification by the at
tending phsician, releasul with ti paynaent of three months' salarv in advance. 

This appears to b; cxce:ssivly liberal in sc:i.e r,':.cts ard needlessly

strict in others. The recuirmeno of dnctorls certi fication of all1 illness

tends to reduce the crtiftc.tion t,) a purely routin. afair; physical 
conditions 
which justify th, c::eloyee's rcnaining aw'-y fror work for one or two d,.ys are 
often not suscE-tible to vaid .ad.cl diagnosis, and a furely LLojm1 certifi
catc, sold on a vending ,-achine basis, 1F likeD%to b :c:c., a fixrd tcture of
medicrl ethics. On the other hand, th, allowance of' thre, moths' leave at full
 
pay i.aaedi(tei upon c~lcolo-aat;;Oes f.r b..rond th-, proper obligation of tl;e

Governmuent, "nd the f.ilur; to allow th( cumulation 
of ruasonabl sick leave is
 
a strong incentive, to absenteeism under circumwstainces militating aga-inst very
 
effective medical control.
 

Sick leave in Iost governments with progressive orogr'ujs of personnel ad
ministra.tion and adequate syst ems of' attendance control are related to the length
of employu, service, and are backed up by official medical verification in cases 
where, such see-.s to be indicated. The United States Government allows 11 days
sick leave per .aonth of' ervice, :nd p,.er:its the accu::ulation of sick le:ave up
to a total of 90 dcays. This h%5 bj found *adeua:tely to cov,.r the vst major
ity of cases, and it encourage.la to abusing their privileges inpoes avoid 
any one. year as a fona oi' irnsurmnc,.g- nst extenced illness In subscruent years.
Taken in connection with a p(ension system offering reasonably li 'oral disability
retirment provisions, such a lan me '- est of' the. r,,uirmonts of' justie. nd 
equity. 

At the present time, accordio'g to Lnf'or:aation provided th( Presid nt's ad
visers, U:sploy,..ces of thei -.ational Govcrnm.ent are awardo d fifteen drays va.cation 
leave a year; none of this leav, may bc: taiken, however, until the, emaloyco has
complet.d three: y-'ars of s-rvic, at which tiL., th. de(ter-:ina:tion of the ,am.ount
of vacation leave to be t-ken in any 0one, ear, up to the ;:r<imu: of forty-five
days, is -a matter of adrkinistrttve detr .:inctinn by the Umeloc'Is supuric ", 

http:encourage.la
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This provision is defective in certain particulars. In the first place,
 
the excessive cumulation of leave required prior to any leave becoming effective
 

is at odds with the fundamental purpose of according vacation leave. The aira of
 

vacation leave is to assure that employees are removed from the routine of their 

occupations for reasonable periods at least once a year. In a properly operated
 

personnel program, the employee who does not take his leave each year as it is 

earned should be the very rare exception. Tt should, furthermore, be frankly 

recognized that a vacation of sixty days cvcr-; two years does not serve the pur

poses either of the Government or the unoloy:Ce ard the cumulation of vacation 

leave from one annual period to another is a contradiction in terms, except under
 

very extraordinary circu.stances. 

A better provision would seem to be one which allows the u.,eloyce 14 days 

annual vacation leave for each month -,f service, with provision for the proration 

of leave for employees with less than twelve months of service, and, under proper 

safeguards, for anticipating leave. tny vacation leave not taken at the end of 
the annual period in which it is earned should lapse, unless the employee shall 

have foregone taking Ais leave at the regular ti.,. at the written request of his 

supervisor, which rc. nest should h, ,Ipproved by the personnel agency. 

The educational leave is another typo of .cave with pay which is being in

areasingly encountered in the public s-ervices; ithas probablyben most extensive
ly and successfully used in the public health si.vices, but is being rapidly ex

tended to all professional and many ad'ini rative services. This type of leave 
should be especially significant in Bolivia, where professional, as well as ad

ministrative and clerical, standards are lower than fficicnt government service 
can toleratt indefinitely. The personnel agency has tho responsibility for 

stin:ulating, regulating, and evaluating leaves with pay given to public employees, 
since they can, unless conducted on the basis of the strictest propriety, create 

serious problems of morale.
 

The practice of according voluntary leaves o; aobs..;nce without pay to em
ployees who desire to undertake- studies or o her types of work experience which 
may increase their usefulness to the d.'over ent is a highly important develop
ment in rccnt :eairs in jurisdications perating under civil service regulations. 
While procedures of this character have formerly been regarded as unduly disrupt

ive of aministratve routine, it is nw realized that the enormours broadening 
of the horizons of public administration in recent years has created a situation 
in which few .dministrators,cspciallj .-oung men, are able to attain proper 
admini-t-ativc stature, without a bro:.der ty e. of experienco than can be gained 
within a single Ad.'.nistrativ, ,;nvironnient. In the- Unii.ed States of North 
Anerica, for -zx.plc, a n,..'br of" univrsities offer liberal financial stipends 
to e-npployeus o ,ropr bacl< rnund 'nd trairdng who fore able to secure leaves of 
absence fro:. their Govrentai , oveyrs for a period o,' study and intellectual 
revitali',tion on th ,.miv,isit c'm,uos. 1*my gowenmentl a,,encies now under
take active ,ro-rus nmmr QE hoir rare prom:lsin,, emeoves to broaden their 
administrative operinc by work in othor m encies, or oy occasional leaves of 
absence for furth.r l -ucatlon. 

ajgfnc a role play i.mplemCnting'orta.ntThe personnel ?i:as i to in pro
cedures of this charnator; it shoul n.tte' pt to as mru that employees given 
leaves of absenc, wht hout pay .m, tho Ansoatentialitics are such that there 
is a reasonable prsu;..tion of their .o-,1.hr experience being reflected in en
larged opportunitins for .,rvice in th,' np1oy-ing agenc , and it should, in col
laboration with the sui-rvisor A"' the pi, given leavc, arrange for interin 
disposition of th, ,,y.1-'s work in such way that his rt--entry -t the expira
tion of his leav. . a hmini.mu: inconveniencu during.rl i .de ,:O!5'y caused 
his abse.nce.
 

Enforced lve without pay may bW thu result of th,.. discharge of personnel 
because of rducAi volume of work, or it .ty be %disciplinary :!::asure. The best 
interests of the perTiancnt civil srvic, obj.ctiv( are scrved when an employee 
discharged for reasons of ccono.y, withcut prejudice to his work record, is given 
preferential treatment in re-emrdon:ient. Such employucs should b:edischarged, 
moreover, in inverse relation to their valu to th, GovrnIent as revealcd in 
their efficiency ratinr; esre ci'll shulI the simpLe,_ s,niority rule, under which 
the oldest cmploy,.es are discharg.d last, b,. avoide;d. 

http:cmploy,.es
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G. Service Ratings and Promotions
 

It is obvious that all persons entering the public service cannot reach
 
the top. 
 The great bulk of the service will consist of relatively lower-paid

employees. However, that public service which does not provide a definite 
system for seeking out employees of intellirence, training,aptitude, and capacity
for higher grade adinistrative work is labLoing under a tremendous handicap.
Promotion from within the service of the best qualified employees tends to ex
hibit to all public employees the fairness of the system under which they are

working. Enployees have demonstrated Lo -hem that the failure of any one of
 
them to be promoted to a higher 
position is due to his owm limitations and not
 
to favoritism or ether factors unconnected with efficiency.
 

The distiction between salary increases within the grade and promotions
should be clearly understood. Salary increases within the grade are granted in 
recogni:ion of increased proficiency and continued service within the same posi
tion. Promotion, on the other hand, is rhe process of advancing an employee from 
one position to 
a position of a higher class, and involves the assumption of
 
more difficult duties and larger responsibilities. It is important that all

employees understand the process 
by which selection for promotion is made. There 
ai-e four bases ulpon which promotion may be made. These are briefly discussed 
below.
 

Seniority is one of' the oldest methods of !;electing for promotion and it is
also one of the worst methods. Under the seniority method that employee who 

has been longest in thu :esition is automatically promoted to the vacant position.
This method is based upon the erroneous assumption that serving time in a posi
tion is the best way of becoming qualified for the next higher position. As a 
matter of fact it has been denostrapd that one man may in two years become as 
proficient in the duties of a position as another maln may in ter. years. Promotinn on the basis of seniority, then, advances c..: loye.s solely on the basis of
 
number of years srved and thus creates unrest, dissatisfaction and bitterness
 
among mployees who nay be bettor qualified for promotion but who have not
 
served as long.
 

Pencil an-i pajer tests arc another method of selecting employces for promo
tion. The greatst weakness of this mithod is that an emrloyee is judged by

what he is able 
to write in t.he space of a few hours, disretarding his experience
personal characteristics, ability to work with and for others, and numerous other
importlnt q'ialifications. After ar. eployee has w-rked long enough to demonstrate 
the work he can do, a rencil and paper' test should not be the sole basis for 
determining his qualifications for promotion. 

Still another :..chod of i romotion, and the one most use~d where there is no
personnel program, is to allow the head of the office or service to exercise un
restricted discretion in eL osing omriloyees for oromotion. Under this method,
there is no systematic, lmanued promotional policy. The use of such a method 
leads to many, *indesirable r,usults: less quflified clw ioyces are promoted over 
more qualified ,,mq.loyctes; p, 3, bias dislikes enter intosonal and the selection 
process; unrest and d.issatislaction are fc::ented among em:loye:es; and employees
tend to pay too much a ttentinn t- curryinf. favor with outside political influ
ences rather than paying att(ntion to the efficient dischartge of their duties.
Selection from a list of whe found 
by examination provides a betttr method of promotion. 

amlioycehav been ,Iualified for promotion 

Service ratings (which are discus-,d beiow) are still another method used 
in selecting employees for promotion. 

None of these four ::othods br ;tslf constitutes an adequate basis for pro
motion of employees. Somne combination of the methods must be used. Using a
combination of two or more methods, they can be adapted to the general political
and administrative situation, to the nmnber and qualifications of the employees,

and to the nature of the work being pe;rformed. The sytem of promotion examina
tions should contemplate using a combination of the above methods. 
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The promotion plan is intended to improve the quality of work performed by
Government employees. A well-advised plan accomplishes this first by securing
the best qualified employee to fill each vacancy at the higher levels of the
service; second, by stimulating employees to do their best work in order to
qualify for advancement to superior work; and third, by improving the morale of
the service through the realization that nromotion is a reward for meritorious
 
service.
 

One element to be considered in making promotions is the service rating of
the employee. 
Production arid performance standards should be established for
each type of position and an emoloyee t s production and performancecarefully compared to the established standards 
should be 

by the immediate supervisor.The 2esults of this comparison are then recorded and the record is reviewed by
the section chief who makes whatever comments he may wish on his observation ofthe emoloyec's work. 
The service rating is then made a permanent part of the
 
employee's record.
 

Properly installed and administered a service rating system may be used, as 
one faci, in making promotions; for making salary increases within class;afor determining which employees should be laid off if budgetary reasons requireit; for determining which laid-off reasons employees should be reemployed if budgetarypermit it; for discoverirg employees who should be transferred to otherduties or demoted; and for removal front the service for inefficiency. 

The proposed National Office of Personnel should be authorized to study and
install a service rating system after the classification plan and pay plan are
 
in operation.
 

H. Discioline and Grievances
 

In an, large ory ani ;aeion the need for disciplinary action against some ofits members inevitably arises from time to time. Government and administrationis essentially teamwork; human nature being what it is, some cases of non-cooperation, and of Ihiling to aoide by the rules, are bound to arise. 
Government
should farc this fact frankly; strong discipline is essential to strong morale,
and is the only way in which the equities upon which morale is built can be preserved. The eployee who violat.-s the rules of the gane and gets away with itnot only himself -uborns thewlfarc and interest ol* the Government, but presents,by his examnple, obstacles to properthe performance of their duties by his fellowworkers. It is highly important that discipline be understood in this scnse. Itis not unilat ral act of the superior against the inferior. It is a restorationof the disturbed balance within an orfeaniz.tion, and prucaution against futurea 
disturbances of the balance. 

Discipliner. actions 
the 

take a varict r of forms, and the essence of justice ininvocation of disciplinary measures involves suiting Lhe punishment to theoffense and to the emrlrryee. The more common forms of disciplinary action arc: 

1. Oral or written reprimand. This is a warning rather than a punitiveprocedure, tie object of which is less to censure the employee than toget at the root of any difficulty which may lic behind the infraction.A symnpathetic intervriew, rather than an antagonistic imposition of 
superior .il. , usually aCC-nisheS the bestarY le-vel. result at this disciplin

2. Demerits, which affct e fficiency ratings and eligibility for salaryincresses and promotions, are frequently imiposed for minor infractions.To be effective, demeelts must be cumulative, and should consequentlybc ai. Lnisterd with the greatest caution to avoid unduly jeopardizingthe oportunitiens of an emple-rue who may be primarily overexuberant. 

3. Finea, if reasonable in amount, judiciously applied, and rigorouslycollected, are applicable to many types of disciplinary situations. 



4. Suspension without pay is a severe form of disciplinary action because
 
of the stipma attached. Even though generally limited to thirty days,
 
it involves heavy financial loss and seriously diminished prestige. 
The use of this type of disciplinary action should be undertaken with 
great caution, since it may create such serious problems for the em
ployee that his efficiency is permanently impaired rather than increased. 

5. Demotion is seldom used in progresF'.vc governmental jurisdictions, even 
though fully warranted where the employee is clearly inefficient or in
capable of performing his duties. Such action is almost certain to 
destroy the employee's morale, because it closes the door to further
 
advancement. If demotion can be accompanied by a transfer, however,
 
its deleterious effrects con often be itigatud.
 

6. The most svere form of' discipline is, of course, removal from the serv
ice. It noi, onlr involves ijmmdiate loss of position and compensation, 
but generally constitutes a definite- bar to future employment in the 
Government unless occasioned by tumporary physical or mental disability. 

In general, the bfest rtsults with respect to disciplinary actions have been 
obtained in adninistrative situations in which responsibility for initiating 
disciplinary actions rests with t'. emloyeve's supervisor. It is widely agreed, 
moreover, that the supervisor must have final authority with respect to the 
disciplinaryI action, although these procedures may be made subject to the ad
visory review of the 1.Ministerial or cuntral p~rsonnt;l aicncv. The supervisor is 
usually' w:ell advisud to seek the advise and assistance of the Ministerial person
nel office, and of thc cnniral nersonnel office if the case is sufficiently 
serious, before instituting discilinary action, since in many cases medical, 
psychiatric, and other factors are invoLvcd with which the supervisor is not 
normally equipped to deal. 

The obverse of the disciplinary problem is that of em.'loyee grievarces. 
These usually occur in connction with disciplinary actions, and may be brought 
to light in the advisory relview of disciplinary actions suggf.stcd above. On 
the other hand, the Government ought, as a precautionary measure, to keep the 
channels of comrmunicatinn wieth its emplo-ces open, in order to avoid the de
velopment of critical issues in Government-employee relations. The petition 
procedure is one of th, .:.ost eifective methods of presenting employee grievances 
but petitioners must he protected against retailiation by those potiotioned 
against. Ennloyce orgnnizations, where such are co)nsistent with the sovereign
ty of the Strte, nffer efficient means of' coi:-unic-,tion betwoen the Government 
and its employees. in an,% case, certain formal procedures for the presentation 
of grievances should be cstnblishel and published. The Government that loses
 

contact with the intimate daily life end problems of its workers runs risks 
which no Goverrment can afford to incur. 

I. Rtirfment of Public Danloycs 

The conditions previling in Bolivia with respect to the retirement of 
public employees arexcellentlr dt.scrihed in a recent study prepared by the 
Department of' Social Security and Statistics of' the Linistry of Labor, Health, 
and Welfare. This study, entitled "Proposed Bill on [l"tirement System" com
ments as follows: 

"That the State is subject to the obligation of pensioning its retired 
employees is i fact whiich do.s not. pertain to the scope of the discussion. 1ot 
only the principl.- is aidritted, but also international practices confirm this 
principle, differing only In the proposed system to discharge this obligation. 

"Thus in some coun'.ri s, sp, cial r. t i rr::ent accounts do not e;xist and the 
pension disburseents arc iale fr:. funds o jtainc:d without anr participation of 
the employees, who are r liev,-d from any obligation to contribute to thQ fund. 
In other countries, the pension plans provide for ip--rticipation of' the employees 
in management of the fund, but also without being ob]ig.tcd to contribute. 
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"Lastly, there are some countries with autonomous retirement of funds,
 
usually managed by the employees, and maintained by contributions from both the
 
State and the employees.
 

"We could say that the system in existence in Bolivia is similar to the
 
last of the above types, if it were not for the fact that the Bolivian Retire
ment Funds do not receive rt gular contribut ons and because the Funds were cre
ated without a proper technical basis or the necessary calculations: that is to
 
say, they were developed empirically. Because of this situation, payments have
 
been issued precipit,;tely to nui-t the clamor of impatient employees, rather 
than plann,:d to a for collective in relation toi.n.. foundation their interests 
the necessitie.s and eventualities of the- l'uture. Therefore, it is not surpris.
ing that there, will be such differences in the results of administration of these 
funds that it. .rill be impossible to find common ties between them, except for 
lack f financial stability and of social benefit. 

"For example, with respect to contributions, an examination of the compara
tive status of th.- funds convinces us that they were established with a complete 
disrc rd of the technical fund enntals of social insurance. It is universally 
admitted that contributions must be periodic and m,,ular so that a fixed base can 
be used for actuarial and financial calculations. This fact cannot be set aside
 
in a retirement plan merc l k because of the current needs of many employees in all 
branches of the activity covcred by th,; retirment plan. 

"It is cvident that tne a-e li,:it in our country cannot be the same as in 
European countries. The studies of this factor, still only partially complete, 
demonstra K that th,,, altitude, the existcnce of depleting epidemics, etc. result 
in a shorter life ..:x;ictancy than in other countries, and that toe exhaustion of 
work capacity is nuuch more rapid tven though we are unable as yet to indicate 
precisely what should be the age lii:t of eligibility for retirement. Neverthe
less, this lirit must be fixed in accord with facts to safeguard the national 
interest.
 

"Another aspect requiring revision of existing legislation is the percent
age of salary which is obligated for payment from the retirement funds. Up to 
the present, some funds provide for pensions equalling 100% of the salary, which 
is contrary to iliternational practice, bec-use it results in a tremendous fi
nancial burden and also hccause a pensiocir can live with less resources than 
an individual who works, consu:mes his strength, and cannot select the most 
econo!.ical -Ie2L~rsand :r.rets. But, in this m:ater, it is necessary to guard 
against the practices adopted b some European countries, especially in connec
tion with laborer's covera ge, whcre the pension is so small that it does not 
sustain the .censionor unless he submits to an enormous reduction in his standard 
of living. This practice is oplposed to a just concept because the laborer has 
worked for nany years, giving all of his _nergy to the nation and to society. 

"The only ietircmen Fund in Bolivia which still can pay benefits from its 
own income is th'i a dinistratdv 3ranch Pension Fund, whi]ch was rccently 
established and which his Lad a cons'derable increase of mer.bership in the last 
few years. This Fund, from the technical point of view, has an initial deficit 
of &pproxirat,.l 100,00,0co bolivianos, caused by the recognition of the m.aembers' 
servic, prior to th,. cr.1v,-.tion of the Fund and which defi cit must be covered in 
the future. It ;wrill b. absolutely impossible to implement this progrm unless 
it is realized that aeal conuributions now r.'_uir.d will not suffice to cover 
even one-thlrd of th; future disbursements. 

"Perhaps th- reason for this is that the ";tate, through the National Budget, 
in reality pays and oenihel:ing cmajority of he pensions and i.- the future will 
have to pay all of them. de estimate roughly that the burden on the National 

Treasury, after the next seventy years, will be unbearazble because all p-ubiic 
employe.es during that timec will have died or b.co:..i ligible for retirement. 

"The actua.l ntu.ber of -ublic ;. .evees is Tbout 2.,000. From this group, 
there is an annual elin.atin of 1,- due to dea-th or disSbility so that aft'r 
20 years 70/ of the jnsur~d will remain pr;smnbl.', eligible for their re tirement 
benefits. Concerning thc contributions of th, State to the Fund (during this 
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periodY 1.Jotcan predict-that'in'many cases they' will be either def icient or 'de
faulbed.. Thosecontributions of the'employees, although paid in the amount now 

4'  
4estlia"bd willb inadequato,that'tbhey will-not cover the necessary pay
ments whichmust be:met under termsof existing commitments. 

.w.') HInsofar as'loans, arc concerned, the obligations of the various funds dif
wfer .greatly,,bccause somqe provide annuitjc5 for disability (Education' and Ad

-ministrittion), whil'e-others-provide.disability pensions-for-only-'.ten.yea rs4.Post-
Offi6,Justice, and Telegraph: Counications). The diffe ices between funds 
aro%evon more accentuated: in rspect to death benefits, which our laws term 

"'on, e~os in that one~ FundK (Admxinistration) "does not; provide for 'any, properly
.'"speaking, and scarcel 
acknowledges the d6athben'6fit account created by the 
contribution of 10 bolivianos from each enpl eet while other Funds allow 
pensions only in case the. p'ensioner could not2 have collected his total allotment 
fortenyears and only untilsuch ten year payment have been copleted (Justice, 
Post Office and Telegr c unications), and still others, to e th 
recordnguarantee subsistence allowances (Instruction). 

.!Otherdifferences are observed in the essential characteristics of retire 
nent policy. Foer example, term of' eligibility for lean benefits is 5othe years 
in the Instruction Fund, and 15 years in the Administration Fund, without suf
ficient 'technical or financial reasons to justify such a difference., 

i-~ht 4.: '6Sd t 4en'fsfiin n
sfrhrdee ~ 

"If~i..e examine the aspect of the social value of' death benefits, we shall
 

~'find that the assignment of fixed sums or quotas is rejected by international
practicebecausedf the fact that such allotments do not remdy efficiently the 
circumstances of those who receive them. In-the particular case of the death 
benefit schedule established by the AdTinistrative Branch Pension Fund, we see 
that beside being insu~ffcient,-Lit is further defective in providing for retire
merit contributions on a flat per capita basis. It is pointed out that those 
employees who earn thousands of bolivianos per year contribute the same as those 
who receive only a few hundred and also that the number of public employees is 
increasing'and'those who reach retirement age will find in the future that the 
present rate and volume of contributions will not ,beenough to pay an appreci
able percentage of the c th benefits and pensions which have accrued. It will
 
nbenecessary to increase the contributions to make these payments.
 

"Those' who now make limite-d contributions to the Funds during a period of 
4 to'10 years cannot receive,- under exi~sting regulations, sufficient return to 
maintain themselves or their failies adequately. This 'arbitrary limitation is 
a clear injustice. 

ot"The only particular in which the various retirement laws are alike is the 
not complemented with an age limit. This will result inasituation totally 
unrelated to economic realities by favoring the formation of a luxury class of 
young, retired "public employees, full of energy. Ile shall have 16,800 pensioners 
in addition to several thousand recipients of disability covcr., e anid
 
Taking as an average retirement payment the sum of' 22,500 bolivianos annualy, 
the State will have to spend in this activity alone 378,000,000'bolivianos, not 
including the corresponding totals for disability and Llonte,::os pensions. We 
~can estimate that after 20 years, the payment of benefits, pensions, and Monte
pies will cost ~a total approximating 450,000,000 bolivianos annually; that is, 
an amount equal to half the National Budget voted this year. This, without 
taking into account the increase of administrative employees, would result in 
further increases of costs for contributions. 

"It is obvious that-Lhis' state of affairs could not. be countenanced and 
ttirefore it is necessary, to seek solutions, to fix a'systemn of contribution 
which would not 'affect' the econoy of the country in such a disastrous manner, 
and to accumulate,'from this date, 'sufficient funds to cover future benefits 

.and pensions, supported by reasonable contributions from the State and its
'7 employees H~ ''''l 
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J. The Machinery of Personnel Management 

The effectiveness of personnel management is a problem of vital concern to 
a Chief Executive who desires to increase the ability of his government to re
spond to the demands made upon it. The quality of the personnel in the service 
is a direct reflection of the continuing and attention that is given to 
personnel management. No single factor afc L3 ia.-re vitally the services of 
government than the quality of the personnel acLainistorin_, those services. 

In a democracy it is c3ential thot the very highest posts be filled by the 
Chief Executive with persons who support his program and policies, and in whom 
he has entire confidence. Only in this way is it possible to exercise demo
cratic control over the civil service, to avoid the dangers of bureaucracy, and 
to translate the mandate of the people at the polls into responsible govern
mental policies. There must always be a sufficient number of high policy-de
teriuning posts at the disposal of the newly-elected President to enable him to 
control the administrative services. The positions which are actually policy
deterdining, however, are relatively few in number. They consist, in the main, 
of the inistcrs and1 their ircsediate secretaries, the hueads of the various 
offices in the Office of the President, the diplomatic services, and a limited 
number of other key positions. 

Paradoxical as it may seem, the Fresident in meeting his responsibility 
for personnel :.ana,emcnt is called uaon to extend his control over personnel 
administration through limiting his discretion and that of his 1inistcrs in 
dealing with l.r;e numbers of particular positions. This reform is needed not 
only to give the Chief Executive and his i. r; a buffer against political 
pressure in the performance of as larvae a part of their acinistrative task -,s 
possible, but also to prevent tht- cnor:;ous wasta e of their time and strength 
that now occurs in deiin t supplic._nLs fot political aou.ointment theirith and 
sponsors. Pressure in connection with pclitical ajesontmcnts inust be materially 
relieved before the Pr.sident, in prticul:ar, can give adequate attention to his 
primary job of tntal :',nazerent. 

From the point of viuw of the President, the successful performance of the 
entire range of .ersonnel administrative activities is es:sential to the efficiet 
conduct of the b .siness of Government for whiich he is responsible. His existing 
authority over many aspects of ursonnel adira-nistr-tion, in view of his Cons
titutional position en head of the State, is broad in theory, but in practice 
it comes to little because of the lack of technical assistance in meeting his 
responsibility. He needs, of course, to clarify his Position and to some extent 
to dcefine his authrity, but in the main he needs a well-organized service of 
personnel rtdbinistration at all administrative levels, subject to his imediate 
direction and control. 

The work of iei'sonnel management and adm-.inistration varies at different 
levels of admini'stration, but the work at the Ministerial level, although dif
ferent from that at the level of highest administrative control, which' should 
be in the Office of the President of the Republic, is in some respects even more 
imp_,ortant. The i,dnistries are, or should be, largel- self-contained operating 
agencies, in view of the limited extent to which it is physically possible for 
the President t review their wor'k. Direct responsibility for many of the trcst 
important ph-ases e person.el work sh,-uld ther,fore be lodged in the Ministries. 
From this it follows that major rcsl-onsibility for the conduct elf the entire 
personnel function moist, to some extent, be divided b,-taeen the central pe.sonnel 

agencyi-. the Office of the Fre:;id'nt .nd personnel offices in the several MinistriE 

The di-pision of specific activities between th,. central and 1inisterial 
personnel ag.encies should be deeloped with due reiard, on th. one hand, to the 
need for c~ntrci leadership and, on Mihe other, to the disadvant%,.,;cs of excessive 
executive contraln-ation. Th:. major arinci-les that are applicable to the 
allocation of specific activities between the Presidential and Ninisterial 
personnel offices appear to be as follows: 
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1. Power to act should be delegated in accordance with the location in
 
which is centered the most imnoortant information upon which action 
should be based;
 

2. 	Power to act should be decentralized to the extent necessary to 
enable the several Linistrics and their dependencies to meet their 
special neds;
 

3. Power to act should be decentralizcd in accordance with the extent 
to which speed and economy in the performance of tasks are of major 
importance and will be facilitatd by dccenralization; 

4. 	 Power to act should be cent'rlize d in accordance :ith the extent 
to which the rigid mai.nt-nanc, of standards is core important than 
speed and econox-y in acldis~ration;
 

5. Power to acL should be centralized to the extent necessary to 
prevent wasteful dulic:ation of specific tasks. 

In all cases, of course, responsibility for rr.sults should go hand in hand 
with the power to act. The allocation of the power to act is an Executive 
function which in sTpecific instances most be effcctur.ted through Presidential 
decree. 

Th,? ad.-inistration of enmainations for permanent entrance into the service, 
and of the series of interim --xanr-.ations for present el.ployCescqualifying for 
permanent appointment, for ex-,..ple, should probably be allocated in its entirety 
to the central personnel aioncy. In .t cases du-lication of work would other
wise result, and the Presidential personnel a'ency can obtain as .much informa
tion upon which to "_act as the "inistry. Even in the case of those positions 
confined to a single .:.nistr, tht maiintenance of stondaris is of sufficient 
importance to make it ap ear desira-le tht all examInatiens should be conduct
ed by the examining an licensing section of the central personnel agency. 

On the other hand, such activitias !s the selection of canidates for ap
pointment to pa'ticular positions from appropriate groups of certified eligibles 
and 	th, al:.iniotration of changes in employec status within a Uinistry is of the 
essence of C.inisterial adc:inistration. The :inistries, moreover, alone have the 
information that is necessary fur these actions, and should have the discretion 
essential to the succ.,ssful performance of their duties. The importance of 
maintaining standards in such cascs i.-r.'cognixed, but therc-,ace methods .of 
accemplishing the result that do Io TInvolve the compl,te centralization of the 
function.
 

fields 	 -,iraonnl.naa beThe other of -::iunt ned not discussed here at 
length The aciitistrati.en of Lh,. recom mnded retirement system and the records 
necessary thereto should be almost co:..,lecntralised. The classification 
of positions and the a(:inistration -f the comps.isation plan must be subject to
 
central control if pay stanJ.rdization throughout the Governiment is to be 
achievd, but classification is so inticately related to the olanning of organ
ization structur, at the .ini trial and sub-idnister'ial level, and to the in
ternal aLsinistration of ti'oi.inistrio,: ,nr their dAl.endencies, that the 

nisterial pcsonncl effics should be initially and im'nediately responsible 
for the :.dministration of personnel classification. Other major fields of 
p 'rsonnel manna; emcnt, such as the suprvision of' working conditions to promote
health,. saffety and efficiency, the, 1iovo-loqinent of i:,proved employee-supervisor 
relationships, ad:diistratton of :iscipLin., and sirilar activities should be 
lodlged primarily in the hinistrril o-ronnel offices with coordination, 
stimulation and technical advice-a.nJ assist.nce c,in from the central person
nel agency. At the beginning, thc ,d nistr ti n of the fnrmial raining program
should be the primary rusions'bility cf th cunlrl',l ,rsunnel office, but itri 
will doubtless be fund t, lcntrali:,u a substantial part of the 
training progra:- as st~ral eror ! offics dev,-lo. .d ,equctcstaffs and.rsnl 

resources. The inf,,r:l pVurt of thu tr.injn4 pi ram, such .s is c...nte.:mlate.d 
to be carricd on through tc'tchin; in thi, "..'y jincess, !.' by cef'inition 
a 1inisteril and sub-'anist-rial funct.,-, r. . a responsibility of the 
inisterial personnel offices from th b ning 

i 
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In general, a moderately flexible arrangement should be contemplated, under 
which the allocation of acivities between the central personnel agency and the 
Ministerial personnel offices would b e made the subject of continuing and in
formed discussion anong professionally competent po-rsonnel and administrative 
officials, eventuating in recoimmenadations tc and final decisions by the 
President of the Republic,
 

Under such an arrangement the central , ersonnel agency would be directly 
responsible for recruitment, examination and licensing, for the supervision and
 
control of position classification, for retirement administration, for adminis
tration of the formal training program and for stimulating and coordinating the 
informal training progrM at the idnisterial level, for handling transfers of 
personnel among the several inistrics, and for st-.mul ting and giving technical 
assistance to employee he.lth and wolfa.re programs at the Ministerial level. 

Much more e:.phasis should b given, however, to the fact that as a manage
ment arm of the President it will serve primarily as the agency for the initia
tion, reception, and consideration of new iplans and policies; for the develop
ment of improved personnel methods and procedures; for constant study of the 
personnel progrms of the Yinistrics, ard for constructive comm.cnt upon these 
programs; for ossistance to the inistries wherever feasible; and for the co
ordination of personnel policies on all fronts. 

We suggest, therefore, the establishment of a National Office of Personnel 
in the Office of the President, and the concurrent installation in each M1inistry
of a inistrv Personnel Office, these agencies to exercise the functions set 
forth in the proposed law creating the National Office of Personnel 'aider the 
general direction of the President of the Republic. 

The Natinal Office of -ersonnel should he under th, immediate control of
 
a Director, apointed by the President. He should be, primarily, one in whiom
 
the President has conplete confidence, and should have a comprehensive acquaint
ance vith the Fcrs onnel and adrinistrative proble;,s of the Bolivian National
 
Govcrnment. He should, moreovcr, bc one whose avpointmcnt will vindicate 
the
 
int-ntion of the Govcrrjnont to conduct the management of its personnel affairs
 
on the basis of demonstrated r,,_rit end proved efficiency.
 

To assist the Director, and to exercise direct supervision over the tech
nical work of the National Office of Personnel, a Permanent Secretary should be 
appointed. This cmoloyoe snould bc chosen by competitive exarmintion and should 
be a member of the permanent career service of the Government; his qualifications
should be prirmarily technical. He should be a professionally trained and 
qualified expert in raersonnel uanr enent. It would undoubtedly be necessary to 
select a generally o-alified person for this osition and to send him abroad, to 
Brazil and probably to the United States, for further professional training in 

personnel ,::anagen:.ert. 

The National Office of Fersonnel shiould be staffed by permanent, profes
sional speliists in ersc.rtnl rxanagennt of the highest quality obtainable. 
High moral qualiit, of a type that will guaranee the integrity of its examining, 
certification work, 'nd cl"-.-ificetoi n asortins is absolutely essential. To 
obtain emiployees of tris t-->e, the Government ,ust .e nrepared not only to pay
adequate salarie, but als') :aust be willi to pay the costs of fiving training 
to generally uualified 3olivri.ns in the personnel agencies of one or more of the 
sister reopblics, where nersonnel mana:!ement has been hig;hly duveloped. 

Like the N.tional Uffice of Budget and L'fficiency and the Office of Nation
al Resources Planning, the 1'ational Office of Personnel should b(,, authorized by 
law to draw into its cperations, on either a long-ter:' or short-term basis, 
especially quallified ,'o'L froi:, other -agencics of' the Goverrnment, and raen from 
industry, c%'ea-erce nd he: prof-ssiono for special consulta.tive and advisory 
assignments. Adlute! -lastic budrlary i revisions should bc m:ode to facili
tate such tr-r.sfers anrd 4h;- P0tention of such spucial consultants. 

'do reconmend that the lati,,nal Office of Personnel be organized as follows: 

http:3olivri.ns
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Classifi.ition Section. This section should be charged with the develop

ment, in cooperation with the several Ministries and their dependencies, of the
 

original position classification and salary standardization plan, and should
 

review all subsequent 3hanges in status under such plan, as well as changes in
 

the plan itself. It should be responsible for making administrative studies and
 

recommendations to the Permanent Secretary and the Director regarding the opera

tion of the recommended rol .tion of salary scales to cost-of-living indices, and
 

generally to exorcise supervision over the position classification and salary
 

standardization operetions of the Government.
 

Examination Section. This section should be responsible for the develop

ment, administration, and rating of all examinations and certification of all
 

eligibles for appointment to the service of the Government. It should also 
administer promotional examinations and supervise the operation of the recom

mended service rating plan.
 

Training Section. This section should be responsible for the administra

tion of the formal training program, for conducting the College of Administra

tion which should offer both to Government employees and those preparing for
 
Government service a comprehensive program of instruction in public administra
tion and ranagement, as well as the more common vocational skills required in 
the Government service. It should also assist the technical, vocational and 
professional schools in the orientation of their programis to the needs of the 
Government service, and should cooperate closely with the Linistry of Education
 

in securing proper training in the public school system for those types of
 

public employees who ar, drawn directly form the public schools. It should also
 

stijimlate, supervise and give technical and export assistance to training pro
grams at the ldnisturial level. 

Health cnd Welfare Section. This section should be charged with responsi

bility for general supervision of conditions of labor relating to employee
 
health and welfare, vacations, leaves, etc., ,nd should be staffed to supply
 

necessary medical, psychiatric and other services to Ministerial personnel
 

offices in connection with employee health and welfare programs, disciplinary
 
operations, etc.
 

Retirement Section. This section should be responsible for the administra
tion of the recomended retirement system, and also for the financial affairs 
of such other programs of low-cost mdical care and other insurance systems as
 
shall be officially established for Government employees.
 

Section of Personnel for the Inistries. This section should be composed
 
of a small group of technical expurts in general pursonnel management and ad

ministration, whose function would be to advise and assist the various Person

nel Offices of the Ministries in the organization and administration of their
 

programs. It would be responsible for general supervision of the p yroll and
 
personnel records maintained at the Mnistrial level, and for the periodic
 

reconciliation of these records with the control records maintained by the 
National Office of Personnel. It should not be an inspcctional or auditing
 
agency, but a tehcnical advisory service on the administrative aspects of person
nel management.
 

The President and the National Office of Personnel should be assited by a
 
National Council of Personnel, composed of seven members appointed by the
 

President to serve at his pleasure. The personnel of the Council should bring
 
together insight, experience and judgpent in the problems of large scale person
nel management, and intep-rity in the support of the merit principle in public
 
affairs. Its functions should include: 1) the representation of the public 
interest in the improvement of personnel amidnis ration in the public service; 
2) the counselling of the President and the Director on problems of personnel 
policy; 3) the assisting oF the Dircctor in fostering the interest of institu
tions of learning, civic, Trofcssioncl and employee organizations in the improve
ment of personnel strndards in the public service and the improvement of educa
tion and training fcr the public service; 4) the investigation of any phase of 
personnel administrtion w:ich, in its judgment, appears to be at variance with 
the -merit principle, and to make reco:xendations to the Director and the President 
with respect thereto; 5) the presentation of annual and such special reports as 
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it considers desirable to the President re4.arding personnel administration in
 
the National Government and reconmiendations for its improvement.
 

The National Council of Personnel should be an advisory and recommending
 
body, and the "watchdog" of the merit principle. It should have no adminis
trative duties or responsibilities, and should not participate in actual deci
sions of the National Office of Personnel, whose operations it may subsequently
 
be called upon to criticize. It cannot, of course, function in the line of
 
command.
 

Our recommendations ith resrpect to personnel management in the National
 
Government are as follows:
 

1. That the merit principle of public employment be embraced by the
 

establishment of a career service with premanency of tenure for all
 
civil administr'ative emnloyees except those occupying policy-determin
ing posts.
 

2. That adhmission to the career service be by means of competitive
 
exaxmination. 

3. That all positions in the civil administrative services that are not
 
policy-determining be classified and sbandard compensation plans be
 
established therefor;
 

4. That a comnrehensive progr-m of training for Government employees 
and persons preparing themselves for Government employment oe under
taken by the Government; 

5. That comprehensive prograis of employee health and welfare be put 
under way; 

6. That conditions of service, including hours, leaves, holidays, dis
cipline, etc., be ;efinitely formulated and standardized for the 
Government service; 

7. That an actuarially sound retirement system covering all civil ad
ministrative employees be established;
 

8. That for the adinstration of these progra:.s a National Office of 
Personnel be crected in the Office of the President, and !4i.nisterial
 
Personnel Office be established in each 'inistry of the Government,
 
the duties and responsibilities of which should be definea by
 
Presidential decree;
 

9. That the ational Office of Personnel h' organized in the folloding 
sections:
 

a. Executive
 
b. Classification
 
c. Lxwnination and Recruitment
 
d. Training
 
e. Health and 4elfare 
f. Retirement
 
g. Personnel of the i.uistries
 

10. That a National ouncil of Personnel, composed of seven members, be
 
appointed by th President to serve at nis pleasure, the functions of
 
which should oe to advise and af;sist the President and the Director 
of the National Office of Personnel in the cevelopment of personnel 
policies and programs, and to serve as the "watchdog" of the merit 
sy-cibeu1. 
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CHAPfTER II 
2" 

* 	 FINANCIAL CONTROL AIJD ACCOUNTABILITY IN 
THE NATIONAL ;GOVERTUMN!T IN BOLIVIA, 

A. Introductioni 

Responsible financial management in a democracy 	 implies two types ofcontrol: first, the Executive Power must itself' accept-the responsibility
for financial 	 planning, for the current direction of spending, and for the
exercise of' current budgetary control over the administrative services con
duoted under its supervision. 

Second, the Congress hps the right 	and obligation, in behalf ofthe people of.3olivia, to demandc and to receive from the President andhis 1,inisters full accountability for financial acts undertaken on the
 
authority of' the Executive Power.
 

.idstinq financial organization and procedures in the 3olivianNationsl .ovl'rnment uruvide neither of these basic requisites to*responsible financinl mnagement in a democracy. In the subsouentpapes of this reoort suggesti6ns for the attainment of 	responsible fi
nancial manar7ement i-ill be out forward, an] the argi.,ment, for their 
adoption fully bIned.7 u r d and 

B. Budgeting 	and Administrative Control
 

The process of budgetary planning lies at the very roots of fi* nancial managemcnt. Dudget ary administration, moreover, is the only* effective means which has yet been developed for supervisin the administration of -he public 	 jervices, for wei hin7 and evaluatin-importance of the exoonditure pro ra- of the Giovernment, and for 
the 

ascertaining the current monetary requirements of the public services
throughout the fiscal-year. AIo well-managed enterprise, governmentalor private, can da-e to bo lax in a nlying the process of 	financial
 
planning. 

From the orocedural standpoint budgetary planning involves fivemajor steps: 	 1) the definite formulation of Executive proposals ofaccomplishment in the public 	 services; 2) the survey 	of availablefacilities for 	the attainment of those objectives, and the modification
 
or establishment of organization and facilities to corresnond to the
requirements of the work, urogram; 3) the tran'slation of such, orgamizationand facilities 	into terms of personnel, equipment, ani supplies; 4)the presentation of the woirk program so 
analyzed transl .ted into termsof money; 5) the review, mo"ificaionl, anr eventual adoption of the program by th, Congress. 

- " 

, . The ado'otion in-1928 of the Organic Law of the ,udget was 	a major
step!in the direction of effective ,administrative management of the
Government; of 	3olivia. 
 It placed upon 'the.President responsibility for
the preparation of a comprehensive annualibudget and recognized the
need for executive discretion and leadership in preparinv and submitting
, to the",longress a program of revenue and expenditure. 
At the same time
it potentially 	provided the President with one of the orimary 	instrumentsneeded for effective over-all mqna7ement of the executive establishment.
 

It is the purpose of the budget system to provide in financial termsfor nlanning, 	 information, and control. 'hrough the budget the spendingagencies should be required to translate their work-progrpms in advance
into fiscal terms, so that each activity may be broght into balance
 



andprporiowth L1 oheraciviie, nd it te revenues: and i.-i 
re sources oth overniment and in. harmon wilong-range:and pgeneral > 
economic! poi i.The bud-e shouil no oly serve as the basis of : ! /
information ,for th Cogesadte ulcwt egr oteps 

jcontrolI of the eeral policyr of the ,'lovernment by th Legislative .. ,• i: 
::- , :: Pt6w6 !;- d_'&fith'6_'d -dils6f -7h- 6t~-7~7. The--

Organi La fteBd !to was sound, therefore, :in,- •928 thoroughly 
:i:::.,:,i !placing squarely upon the resident the responsibility for the formula- . 

aY of past activities the admnistrative•' •": tion Comolete repoort on of 
• . services and 6te regular submission to the con-ress of' a future prograni
:.':::i? for advance approval by the Le-dsl~tive Power. -. i 

Or -ja n i c .L i wi i ii In certain other asethowever, the of the Bud-et 
of 1928 was not only of'rdecidedly limited effectiveness as a statutory
basis for'fiscal management, but was at many points fundamentally in

' consistent with its own central'thesis of Presiential responsibility
 

: - for the budgetary process. In the first place, although tho 'buda.etwas
 
to be fornpilated and submitted to the Con!gress on the responsibility 
of ths, Presilent of the R'epublic, the actual duty'of extending the 
detail of" the budget was lodged in theComptroller, an 'agent of the
 
Legislative Power over whom the President-proerly should exercise no
 
control. Second, this budget, the details of whi ch were to be formula- ..
 

• ted by an offi Icial ex?3res-ily removed from Presidential control, was, 
moreover, to be, resubmitted to the, Council of Unisters, of which the 
President is the presiding, officer, for its consideration, but the . 
Executive Power was prohibited from increqsin- items or introducing new
 
items. It could only decrease item~s or eliminate items. Third, the 
res'onsibility for the administration of the budget through the allo
cation of funds for nonthly or quarterly periods ;!as placed not on the
 

.... Presilent, where it belonged, but upon the Unister o.. Finance, who
 
was thus given important discretionary financial powers over his coequals inthe Council. Fourth, since the account ng system of the 

Sovernment-was, by collateral legislation adopted at the same time,
placed under the administration of an officia outsie the orbit of
 
tor EnecutueI plas t the resi'ent was denied effective control over 

an essential instmentallty of fiscal management and budetary ad

ministration. Fifth, the Organic Law of tho Budget of 1928 failed 
to establish the close connection between resonsibility for the budget

ary process and reswonsibilit,yfor maknin, a:continuous study of the
oimizaion, operaionrandefficiency of thie Various 'inistries and 

theirdeendent organization units. he a.ency wrohich controls the 
budgetary procvss is inan especially stratic position to detect 
weaknessesrin the organization and functionin oofthe variouseinis

tri-7-s
and their dependencies,,and is the appropriate agency continuously
to investigate administrative problems and to make recommendations to 

the President, to the Council of ainisters, and to th inisters svrally 
in the interest of economy and efficienc-. a 

for'These deficiencies in the Orsanic Law of the Budget of 1928 are 

" : = ; <' ' :Ii /thecuiv'.-.' ..Poer the'res'"t.a' denied effective, contro...-lo.ver" cited not in derogation of the wor'c of the Kernerer Mission, or of the
Congress which adopted t rthe tcoltheiCons of the Mission. The Law of 
1928 was a decided improvementover its antecedent, the Organic Law of 
the Budget of 1913, and previous bud etary legislation. It represented 
the best thoundit on budgetary,prhede of fourteen yearstago, which 
conceived of budetin as an essentially nr ative function, by which 

public expenditures ,were to be constricted and held down to the minimum
possible mounts oiranic6y the same token, the Law of the 3udget of 
d1928is . hoely inadequate to the modern conception of the budgetary 

. tprocess of fisclas a vital Instrument management and administrativeew 
control.blt for te a of te b tou t al-o-. 

catioThe deveo nt ,of thy bueary process in Dolivia has reflected 
closely both the clariies andthe inconsistencies of its organic law. 
pI fai ess to its administrators, it must be aLouitted that substantial 



progress has been achieved, especialy since bhe creation of the Bureau 
of the 73udget in 1930. In the past, twe:lvo years, a spotlight has. played 
with pnssable continuity on nation . L fis"cal. problems. Toe Pre.cident 
has been placed in a somwhat better' position to elan and, indirectly,
 
to control the fiscal orogrm,, fo which ho is hed responsible in the
 

--- blic- sil -to rutinii ne - -the
pu mind. q -the d of severe
1kinistries in ~.~edetail, and the ,'inistries have theriselves been assis
ted in. improving their budgetary zracticos to a limited degree; the 
Congress.has been presente, with amo'e intelligible picture of the 
Nation!'s finances iand inancia2l nroblems, although the' .Alure of the 
annual budget document to cyhibit comparative appropriation and expen
diture data in conformity iith Articlo 33 of the 0r!nnio Law of the. 
Judget of 1921 is a -sxriouo detriment to intelligent Con-rcssional review; 
however,, this is primrily the fault of the Comptroller's Office, which 
is unable to produce expinditu-e data for the' prior fiscal year in time 
for its use in budget m=in.,,. 3ubstntial adv.rncs in improvin- governmetal one~afion iand 'in coordin-itin- activities have been affected 

through the agency of th' ElLrcau of the Budet. Its staff has aided the 
President in the performinco of mar,, d ifficult admin.strative duties. 
The technical phsns of bulget mrkin- have been constantly improved and 
refined, and the Aireau of the ',udlet is keenly conscious of further im
provements which miust be nade in the tfchnicnl aspicts of budgetary

rplanning and am Lnistration.i 

At no %ime, however, h~s the Dureau of the 2udoet achi, ved or even 
approximated its' mspyxi possible usefulness .nd effectivenes as an 
instrumont of t:ninistr-ative maniegeent. Duo to Its back-handed and 
indirect relation to the PresidJent, th- 'ureau of the Budget has not 
participated in budgetary formul:%tion in the dec,roe w'hich even its 
present resources nerit. Its inclusion as a unit of the Comotrolleris 
Office from 1930 to 1939 improperly emphasized th exclusively accounting 
aspects of the budgetary proces an,' isolated it from administrative 
planning and management, and while its transfer fromq tht. Comptroller's 
Office to the !:inistry of Finance in 1939 was a step in the right di
rection, it was a steo of shorter length than it shoul, have been. 
The Bureau of the *2udgetbolon;s in the irdediate entourage of the 
?resident of the Republic; to sieoarate it from the Presidency by even 
one intermediate level of authority is immeasurably to lir,'it it7 ef
fectiveness as a tool of ad..inistrative m.na-ement. 

The Bureau of the 73udget, moreover, has not baeri :ivan even the mini
mum resources in eersonnol Padn- to perfor-, its present,
financial aid 

overly-limited functions.. On-, obtains a vivid realization of the inadocuato 
staff of the Bureau of the. ludget from the fact that its appropriation 
for salariec for th, current fiscal yc:ar (142) amounts to only Bs. 
276,000, which is about half the budget for salaries placed atthe dis
posal of a sin-l. agency, the uhinistry of Communications, for accountina 
control of the postal, telegraph rnd ra-'io systems, and is about 4 per cent 
of the eamount allowed the Comotrojler's Office for salaries. It has a 
total personnel of only 9, and only the position of Director pays more 
than Bs 3200 er month. Yet this smll staff is charged with preparinq 
a budget ?which is approaching very close to Bs 1,000,000,000, and vrith 
aiding the President in the exorcise of his vast responsibility for the 
over-all minR'.aenont of the v,-ry laro and intricate National administra
tive mechanism.
 

If the Bureau of the Budget is to be developed into o serviceable 
too! for administrative manacrment to aid thi flxocutiva Power in the
 
exercise of over-all contro'-, it needs -reater r)sources and better
 
techniques. If a continuinj effort is to be mnde to improve and
 
strengthen the adninistrative m:nchinory of the Fational w'
vrrmont, the
 
?resident and his 1Inisters will need adequate information, based on
 

,
analyses of th- hihest comotence, as a u!ido to action. 'The Bureau
 
of .the Budgot is t)h logical general staff aor-Cy for the performance of
 

. this ser"vice. It * should be -liven -. ,npriations and personnel commensurate 



48 

.' 	 'i \'V, i' " = 1 ");..,k 

,with the n~itude of the assignment. A relatively small sum invested 
in strenthening the bureau of the Budget as a staff agency of the 
~Presidency iril yield enormous returns in the increased efficiency of 
(;vernsenta1 operations. It is with this in mind thnt recomendations 
regarding thu,,urau of the Budget arc presented. 

The 	Directorronural of the Budget is one of the fewGovernment 

as4 contrasted' ith a .inisterial, divisional or sectional, point of 
view.. lie .shou., therefore, be relieved to the grepv6 est possible.. extent 
from the minhor details of 'a /nistration. le should be released for 
duties of ma-ximum importance to the Prosidcntl and iin.'.sters,' and freed 

i 	 so that he may participato in' important 'conferences of ',anisters and 
plannini; groups, where programs are bein- eonsidered that may eventually 
result in appropriatijh req'uests or changes in governmental organization 
and procedure. In accordnnce irith suggestions made elsewhere in this 
report, the salary of the Director should be increased. It should be 
Dossible for the President to select a Director from the p~rmanent 
career service, which is also proposed elsewhere in this report, al
-hough he should have the right, of course, to appoint a man of his own 
choosing outside the- career sarvice if ho deems such a procedure ad

* visable.
 

The 	position of first assistant to the Director of the Budget
 
should be designated as Permanent Secretary1 and should correspond to 
that of Chief ?Prmanent Officer in the several Ministries, which is 
discussed in collateral reports on th- organization of the KEnistries 
now' in preparation. It should be filled in accordance with the prin
ciples and regtlations of the career service, preferably by promotion
 
from lower positions in thn career service. It should be a high pert
anent post to which career men should be encouraged to aspire. Con

" 	 tinuit,, in office is essuntial if the Pormanent Secretary in to have 
the necessary background from which to advise a new Director concerning 
the techniques of budget m.akin- and The intricaciis of 'Tovernrment 
machinery and if he is to be skilled in tho execution of policies and 
programs. Breadth of 'ex'irience, .depth of Imowledge, and broad vision 
are needed in this office; thone can be obtained only through extensive 
training and lon7 oxpa.ricnce in the ?ov:-nment itself. The Pormanent 
Secretary shoull maintain the ordinary contacts with the Pdministrative 
and budget officers of hh. "inistries, as well as with other over-all 
management agencies, such as the personnel agency proposed in a 
separate report. He Ahould direct the activities of the several sections 
of the proposed Hation.il Office of Budget and Efficiency and in every 
possible way should assumte rcsponsibilities that would leave the Director
 
free to 	concern himself w.ith matters of major policy and program. 

If the National Office of 3udg.et and Efficiency is to perform of
fectively its functions oC fiscal nq over-all management it must be 
staffed .ith ar adequate personnel, adequatcly comensated, enjo-ing the 
prestige ,and security of y-rmanont ter.ure and retirement in the event 
of disability or superannuation.
 

The 	Director Should have tei iuthorit'ito ippnint assistants from
 
inside or outside the career service for special. limited assignments, 
and to retain consultants from husinnss ;nd the professions on a tem
porary basis, for investigations or onforences in technical fields. 

Tho authority to transfer or de"tail pursonnol from other 3overnnent 
agencies is of prticular import-.nco to the :rational Office of 3udgret 
and Efficiency, and this should. be cle.arly allowed by law. For lon
term periods the i:at~onal Office of Budot 'rnd.Efficiency should reim

. burse the ministries from .;ich such personnel, are borrowed. In turn, 
the National Office of 3udrget an! '.flicincy should" be permitted to 
accept reimbursement from 'ovorriont a-,encies when it undertakes studies 
of organization and procedure at their renuest which involve unusual. or 
additional expnditures 

! .	 +
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The pparationrand execution of the essentially functions 
SYof~the 37ecutive-Poder. The'NationoJ. Office- o- Bu-tt and Efficiency as a 

managerial' agencyof the Prsoncr, should thefor be made responsible 
*~for~'the execution, as well onsthe formulation, of the budget as a national 
:,~rfiscal plan. 'The task of scrutinizing' and pasqin3 upon estimatos, and of 

controllinr, ex,.-enditures in pursucence of the appropriations basel' upon 
these estimates, should be assiged to a special division or.;section of

~J; "'the ,ation. -Office of Budget and1 Efficiency. The hi, hly important task 'ofbudge tin requires a stnff of unusual md f vision, 
k,. n insi'lht -nto govaernmental robl.ms, an,-' lon-' acquaintance with the 
worl, of the _'overxprent.. .Only-a 9staff havin theseeual fications can be of 
assistance to'the President, to the Ministers, and to the Congress in the 
prcparati6n and consideration of a budget. '.
Well-considered and informed
 
central direction of buZ1,,tin iis essential; arbitrary, uninformed, and
 
undiscriminAtin decisions must b0 avoided..
 

The staff in charge of budget-estimates must kiecp in constant touch
 
with the entire administrative machine for the purpooe of developing and
 
executing bot'i short-term and long-term fiscal plans. The staff, moreover,
 
should be sufficiently numerous to perit the specialization which is es
sential to exprt, effective review of the budgetary proposals and needs 
of the several inistries. It is orobable that each ini,,try should have
assirnvd to it at least on, budget exaniner, while some ofthe larger 

"inistries, whose activities are widespread and complex, such Educationas 
and National Defense, may require a chief exininer and one or more assis
tants. tTh
National Officeof Dudget and Efficiency must, if: it is to
 
fulfill its proper function as a manaf<ement agenc, be staffed with budget 

examiners in sufficient number and of sufficiently high qualitytodeal 
with the Yinistri,,s and their dependencies on a completely equal footing 
as to the accuracy and adequacy of its information, 1,xt to the Minister 
himself arid! the- Ch.f Officer of* the ':inistry, the staff of the Uational 
Office of Budget and Efficiency assi,-ned to a Ministry should be more 
familiar with the program, administration and problems of the Ministry 
than any other official or croup o.' officials. 

It is hi y imoortant, mreover, th't Presidential control over the 
execution of the budget be established, through the institution of monthly 
or quarterly allotments, as con'emrolated by Article 24 of the Orlanic Law 
of the Budget of 19"8, on the authority of the President of the Republic

acting through the Director of the Budget. This-system of allotments
 
depends, for substantial effectiveness, ulen the establishmont of a system
 
-of encumbrances in the exp.,nr1iture accounts of'the general accountin. 
system, which vdll be discussod in a subseritient part of this report, and 
which in turn depends upon the machani,at.ion and complete revamping of 
the accounting syste,i and accountin! procedures to produce effective ad
minimstrative accounting control. 

The deficiency of the Or,.anic Lawi of h 'I3ud et of- 1928 in failing 
to establish the res-,onsibility for the continuous study of the organiza
tion, operation and efficiency of the various .:inistrios and their do
pendencies asthat'of the 73ureau of the 'udget has already been mentioned.
 
The Preside:.t needs a research agencv to investigate the broad problems
 
involved in the administrative managcmnt of the Goverriment -- problems of 
administrative organiz ation, finance, coordination, procedures and methods 
of work, and the many tec;-ical as'pects of management. The function of 
investigation and research into administrative oroblems should be develoued 
as an aid to over-all executive manar-ement. 

-Economy nd efficiency in govornment roinire constant investigation 
and reorganization of the administrative structure. It is a mistake to 
assume that thE- 'overnment can be reorganized once and for all. Con

, tinuous study of the administrative organization of the large National"
 
ma~chine is necesar, ; n'!w acti-ities are constantly emerging and old
 
activities are constantly changin!, increasin, decreasing or disappearing.
 
Unless there is a special agency oquihpnd to investigate problems of
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organization, new activities are sot up without careful atitention to 
where th'eshould be locatrid and what kind of organization is required.

Tislyt sand confusion. On the other hand, when 

the2 -ned for certain governmontal activitir.,s declines or disappears, 
uiiess there is A, secial o-Pncy constantly studlying organizatin,?? 
requirements and in a position to press for economy, adjustments are made 

late or 'not t all. The sevoral M'i".nistries of the 3olivian 1Iatiw .1L 
., . Government arc- carrying- ber 6.-of-sections -the -ned-for,-hoso--opoations 

has ,on-.since passed; they hav not ben abolished because it is nobody's 
*businrss to see that thoy are abolished, when their usa has b..n servedl. 

A setion of efficiency in tho ;3uroqu of the Budget is the logical 
place to develop ths fiunctions, 1which ishotld be authorized by amendment

of 	the'Org Lw o9f the'Budget at thi: uarliest possible date. Above 

all, persons engaged in the work of thv division o.'' efficiency should be 
freed from detailed routine duties. involved in handlin, budqet estimates; 

,-if they - peritted to bc used in the routine work of estimates review 

there w.ill' soon be no adinistratbvo research accomplished, because there 

is always unouth routine wtor in a bud ct office to consi.,:.• the time of 
all personnel which is avai oo such duti,s. 

The efficianci researc'i activitius shoul' be concontrated in a sop
orate division of th- Bureiu of' the 3udot, and the iOuroiu of the Budget 
should be given a nue,, title to indicate the enlargement of its scope of 
opraions, such as tn Office of Budg't and E"Piciency." The di
vision of. officioncy should be h'iaded by a p:,rmanent chief possessing in 
unusual degree imagination, vision, creativeness and analytical insizht, 
as woll as- intLmato acqu int.ncoship with both the nricticus of govern
ment and the principles of public ad.ministration. The efficiency division 
must be staffed ith persons of unusualy high cometence. Important 
research assignments upon dLministrativo problems can le carried out 

* succeSsfolly only by highly trained and experienced oorsons f-miliar with 

the organization and with tcchlniquos of public administration. Flexible 
st,.ff arran-,,ments ar, important to pNriLit thovuse of secialists drawn 
from the ' overnment 7nd from industry ?.nd business for temporary pnriods. 

In addition to researches desi-nod to reduce costs and imorove the
 
efficiency of goverrnm-nt, tha tfficincy division should also be charged
 
with coop:nratin and assistin- in the dovelo-nent an, implementation of
 

" lonu-tarrm fiscal an a in,1stiative prog rams hich are approved in conse
*. 	 quence of .the researches and r:conmendtions of the Office of "ational 

Resources ?lanning, the establishment of which is the subject of a separate 
memorandum, The long-torAdeve.omnt of the national resources of Bolivia 
reauirz coordinate and consistently executed programs on thc part of many 

* 	 agenci-Is of the 1:ationpl government, as well as of financial institutions, 
,d'wvolopmont corporations, an,, other semi-nublic agencies. W,;hile the pro

noso' :7ationol O)ffice of ,3ud'et and Zfficiency cannot loiclllF be charged 
-rith the planning of national resources devolopmient, it must be intimately" 
concerned in the carrying out of th-. olans th?.t ure develoned, and should, 
throu-Ih its efficiency section, be thorou-hly familiar ith such plpns 
from their, inception. 

A fourth hicghly importo-nt fmction which should be assigned to the 
,'ational Office of udet .And. Ef;iciency, as the work of a separate section 
thereof, is that of coordinating, Panl inie>rating all the le7al work in the 
',x.cutive Branch of the lvrnment. To this end, a highly competent legal 
staff should be provided, which would review and advise the President and 

- byhis 'inisters v-iuh resgect to 'decree l-ws and executive orders issv-. 
the President, ministri l rei-lationo issued by th rseveral .inis.tries, 

-
and pro osed l islation. oriqinatin- in the .inistri,.!s and their dopenlon 
cies. "ome of this wor' is now being carriw.1 onby th') Legal Section of 
the 1'inistry of Financo,; it should be -reatly expanded and transferrcd to, 
th", ational Office of .3udget and Efficiency in the Office of the Presi" 
dent, whrre its.full effoctivent-z,¢ -is an instmru:infn of adinistrative 
management my be realized. It is not assumed, of course, that the ldn



ostrie s,' can operate without' their ctnccsown legal o i nss istand the function 
~ of theoiproposed office in tha IiAbion. Off'ice of !3udoet and Efficienc'y is
'one o ,coordination _, integration, not of. replaceoent. 

Decree laws nthoPreosidentipl orders have been -ineoearly
"days of the Republic, and, with the krcent incro Asa in size and complexity 

l usd th 

Q ,,ofthe governmental machine, have boin'n t i lto mi ever-increa g men 

andintornaionau unrost suchch rsent, therea rs cmrn is necessariln.
rapil channo in policies and or rganiation. Executive direction'nt''govirnmntnl 

and control of .tiona would. be
n 0dn:str-.btion pithout useri.yo -ible i tho

'of these devices. he uso. of decree laws arnd' Proe oiential orders should, 
moreover, be -extended to ostablish urifor codesn rs0eul oinfnrm -mahe" 
ment srocedure. and mthols throuhout thabovcrnoint. These codes 'ieghtwell cevcr sch matters is bud mtarv ant!other financial practices and
controls, Eronn,,l, s 0i coordin ion ad definitio f* JUrisdicton,
h
etc. an:1 other mattirs relatd to goneral orga:iization aninanalcnagnt, many
of which have olready be' the su0 Jct oi occasional and sporadic treatment
by dere laiwe, but upon none of which wri comorehensiv, integral. mantiemont codeis in 'existence. 

7 .unisterial regulations 'gov0rnin fnternaJ. organization and manage
ment T houl also b clearied not .cessarilyrith, but n subject to positiveaL,-jrovl' by, the. tional Office of IvAdct and Ffficioncy. major. pur-The-

os,. to 1-e served bh such cloea-,Ence1 Pouldbe to give sthevarious iinistries
such assistance as th. oxeearts of the iitional. Offico of ciudlet 'Efend 

nnnd also 

Prssideont upon any sttors which bsl rourht 

ficiency mipht bo trblnuto renduntr, to nablc it to inform the 

bi to his attention. Thisclearance wouldI result in the establihment' of rroater dogree3 of uni-i 

fernat in such mana ur-actics soverah. 

A ity is dteirable. It would provie t desirablo poolin.3 of the exrionc


the sever7I M m8ny m-oh -,ctinviies. ehoi Ltinal Office 
of 

ent f in the Minifstries as uniform

-inistricsin mont

of 3ud set. end. 3fficiency sho,,ld b 
 ui pe to as:-ist the 'anistries, at'
their ouso in llbeforeit to th"iir internal manageoreprins to 

mint.
 

'In addition to his positio'± as th, headr o~thu. _-,zeoutivoj Powor, the
President' it char by th. Constitu.tion w 'ithimportant legislative duties,includin, the rputrto ooochinat. ts form t on of laws, by ians 'of* soocial mossago..e or p~'inneypresentab,,tior. by' tho ilinistr7i concerned." 
Thougfh th final authority for islntiv-, acts-0. 
 r sts with the Conross
it i- clearly theb duty of thn' xocutive Power to' s hl the Congress withinfona-tion anc!s vico c,. crnin thl whicl,r itd a•:ninsters. 

Inasmuch' as a Jlarqo part of rll legielntion is concorncd. w,-ith the ' 

structure d on,'functionny ' nist-4*- s : nrt.c i rht" ndJ.ncios, and th'ncr ation en,; rioiific,.tioi re the: Congross is ontitledj, in th. consideration of sulonl isl.di , to haivD from the Ministries' -and their doendeoncies the 'benefit or th':.ir exp 'rinco andl special
knowld-o. In e Articul 81. oin'h Constitution eiilatlly empouerseither ouse of the. Conrecs to call bfor it -.ny :'anistr for the purosoof heariny a report uponsuchinatters e.5 it mal prescrib, which 'is about asfar as a-formail legal pri.sserintion can go in suigthCoresfthbenefits of, xocutive exn-rio nco. assuring the Congresof thi*xcuvrPoet 
the Legislative Power, however, rn ;s mauch dpr 

-4ll legislation rjcommnded,, by the ,x-cutive) Power should be carefullyconsidered before presentation to the Conzrosq. Thej Mdm.astrativo, finan-'
cial , legal, internationmh and other effects tnd imlications of all suchproposcals should1- be tho-rou-,l1Uner and. thau poposed legislation 'shouldbe carefully drafted. Conflicts and difforencos oet.'n inistries concerninr- proposed legirlation, wh,:thor oC m?.jor policies3 or of Idot ails,should, so far as po.-sib) ,-, be adjustced before such 1'ills are -orlsented tothe Conorcss. Though tho, ultira tUo !3cision in all1 such conlicts rests withthe Congress, its ior' i s hint,"od by dlifforoncos between 'Ministries.' 'hese 

'hfl 
- ','' . . 
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diaiy sol be adljlsoe within the Council of Ministersinacr 
ance i 'th the constitutional'conceopt of' a unified, and not a divided,Exectiv Power. , The technical p oblems of effecting such reconciliations 

.. and attainin such unityare clearly t.e responsibility of the National 
Office of Budgo 'and Efficieny, actin as ia anaement agency of the
Presidency 

Orrecoriiclit3ions regardinp. up adadnnsrtv control 
may be sumariud'as follows: 

1. The Bureau of the Budiet should be transferred from 
the Ministry of Finance and mado an integral' part of the. 
Presidency of the Republic. 

2. The exe'cution, as well as the preparation, of the 
budget, should be sunervised by the National Office of 
Budget and 'Efficiency, end should be closely correlated 
with fiscal programs a~nd plans. 

3S.The Director General of the Budgeot 'should be relieved
from routine duties and thus enabled to devote himself to 
;problems of fiscal policy and planning. Provision should 

, - be made for an adequate permanent staff of tho highest
'1- - qcompetence, the permanent staff to include the Permanent 

Secretary and alI subordinato positions in the organiza
tion, supplemented by: special assistants on assignmont
from the soveral Ministries and their dependencies, and
by temporary consultants from business, industry and the 
"professions for special assignments." 

4. The administrative research and efficiency function
 
which logically belongs to the Buroaiof the Budget
should be developod to aid' the President as head of the 

' -Executivc Power. The'National Office of Budget and Ef
ficiency should carry on constructive studies of public
adminstaration for the constant improvement of Government 
organization and procedure, and should stimulrte continuing
interest in efficiency and 'economy in the various Ministries 
and their depandoencieo. To indicate its expanded duties, 
the name of tho agency should be changed to "NationalOf
fice of Budget and Efficiency." :" 

.': :"5. Th; V'Nation.1 Office of Budget and Efficiency should 
also serve as a'central agency for coordinating and in
tegrating all the legal work in the Executive Branch of. 
the Oov.rrment, including advisory opinions of iniisterial 
legal officers, decree laws and presidential orders emanating 
from the presidency, ministerial regulations issued by the
 
several Ministries, and proposed legislation to be submitted
 
to the Congress in behalf of the Executive Power.
 

C.' Direction and Control of Accounting and Expenditures 

The purpose of governmental accounting is to provide for the recording :o 
_ financial information so that it can be utilized: 1), as a basis for managing'~----the! affaires of the Government, 2) in determining the fidelity of persons. ad

ministering :public funds, and 3) as a means of informing interested parties*o 
the Government'ssfinancial condition and operations. ' 

Public officials woatmtto render' conscientious sriemust rely 
... - heavily upon financial information. If the President is to. plan future opera'

tions intelliqently, he must have facts concerning pa'st financial operations.
A budgetin the formulation of which past revenues and expenditures are not 

- used, at least as a partial guide, is not likely to prove an administerable
!'i ! ; ~ ' " ... - . . .' ":A:; .: !; : - ; - " ;? , 

: 1 



i 
plan.Moreover, ,~he chiefexecutive 'must know at all times whether"''


the financial:'plan as established in the budget and appropriations made by the

'<finanoial 

onthly orquarterly Allotments made 
~on hi~ufoiyinte rcs of. budgetary administrationlis beinlg caried ''' 

~ oi._t' The'only ,source of authoritative, information eon' this point i'from 

fCongressin pursuancefthereof andin .the 


from the accounting records of theGovernment.financial report's"!prepared 

Ministers likewise d information reLarding the' financil erations of 

te Goverrnment-generally-and- of- their .,ditis-n-atclra--bssuo.-. 
which ~to~formulate future plans, as well as for'carrying but thei'' duties ef

ficienly;during the current year. For example, -inrecuesting' appropriations, 
Ministers must have financial information on which to, base their estimates ,
 

~Durin-tie, cuirrent fiscal year they must* have financial information to be certain
 
that they are not overexpending appropriations or allotments,.' or that the
 

development of their programs will not 	involve tihe establishment of obligated
 
in' the overdrawing of Lppropriations or
rates'of expenditure which wi 11. result 

allotments.'. xIn case a 1inistry or one'4ofits dependencies is charged with the 

collectidn of revenue,, the 11inistcr'or the director must see that the full amount 
properly credited.
of rev nue is collected'and that*the Ministry or section is 


This reauires accounting information.
 

The Congress and the public want, and are entitled, 't-V knvw whether the fi
nancial operations of the Government. have, been carried 'out in accordance with 
legal .provisions, 'whether public funds have been honestly. administered, and
 

'whether as 'great-economy was 'exercised in the expenditureof such funds as was
 
The accounting yste-rmust p
consistent with the standard of service demanded. 


provide for the collection, classification, recording and analysis of the data
 

so that these facts can be readily and promptly determined.':
 

- .The present accounting system of Bolivia is badly scattered and presents
 

an incoungruous picture of outworn methods and procedures hopelessly inundated
 

by the rapidly increasing volume of transactions of a fast-developing Republic.
 
the Ministry of Finance,, scat-
Essential parts of the system are now found in 


tered among no less than four separate divisions of the M.inistry, in'the Office
 

of the Comptroller General of the Republic, and in the various Ministries and
 

their dependencies. '
 

Although the 1928 Law of the Comptroller's Office had as one of its main
 

objects the improvement of the GoVernment's'accounting system, very little of
 

<real ,and lasting value has as yet been accomplished. Article ll, Section 2 of
 

7ithis Act vests the Comptroller General with authority to prescribe a system of
 

'administrative appropriation and fund accounting,; rccording and reporting, but
 

'iin the fourteen'years which have elapsed since the Comptroller's Office was 

established no really comprehensive and adequate system of general accounts, 
suitable ifor administrative control and budgetary planning, has yet been develop-. 

far from beinged. Moreover, financial reporting fromnthe various accounts is 
'and is often delayed beyond the point 	of any practical administrasystematized, 

tive value. The General Statement of National Finances for 1940, a very brief
 

and wholly inadequate financial statement, was not available until after the
 

"opening of Congress in August 1941, seven months after the end of the fiscal
 

period upon which it reported. Coming at such a late date it was, of course,
 
wholly useles to the' President in formulating his fiscal plans and budget
policies. o th rsietin
 

The authority which the. Comptroller's Office has exercised over accounting
 

Procedures has,in many cases, undoubtedly improved business practices in the
 

several Ministries, but these procedures have continually stressed the bringing
 

of accounting information into the Comptrollcr's Office, with'little considera

tion for'the informational needs of the President in exercising his functions
 
of over-all fiscal management. The:net result, therefore,'has been to deprive
 

the Executive Power of adequate accounting machinery,"or even authority to
 

develop this important instrtvient of financial direction. Because of this lack
 
deelop, for"
of interest in administration little effort has been made to 

unitIor cost accounts in the 'several activities of the Government 'whereexample, 

such procedures are relevant'and highly informative 'to the Executive Power.
 

Whether the Congress intended the 1928 Law of'+,he Comptroller's Office to operate
 
but it is evident that the practical effectin this'mnner is beside the point, 


...

.... 

oflaw has been wholly inconsistent with efficient administration.
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The time is ripe a return to the'basic notion that served as the groundwork 

for the original accounting system of the Government. There should now be in

stalled in the Ministry of Finance a modern, mechanized system of general ac

counting and reaorting that would produce accurate imformanion quickly and easi

ly concerning, expenditure obligations, appropriation and allotment balances,
 
revenue estimates and accrual-,, and actual collections, as well as each disburse

rments and receipts, Accounting methods .uld be standardized throughouL the
:.-

goverimin-tal aenci es. There should, mor-c-er, be a complete revamping of the 

accounting procedure which would enable the drLLstrv of Finance to secure re
exliable information at a moment's notice on the status of all revenues and 

penditures of the Government. There is abundant evidence that these improve

ments are greatly needed ana that they can now be properly made. 

The 1928 Law of the Comptroller's Office was in considerable measure an
 

uncritical adoption for Bolivia of certain parts of the Budget amd Accounting
 

Act cf 1921, enacted by the Congress of the United States of North America. As
 

such, it repeated many of the confusions inherent in its earlier prototype.
 

Some of the confusions in the l'orth American legislation, it may be noted 

parenthetically , have been eliminated in the Reorganization Orders issued by 

President Roosevelt. 

This importance of the accounting system as a means of current expenditure 

control has already been emphasized. This function - the current control of 
Current control inspending - is often confused with the function of audit. 

volves final decision as to proposed expenditures and the availability of funds.
 

An audit is an examanation and verification of the accounts after transactions
 

have been completed in order to discover and raport to the Legislative Power any
 

unauthorized, illeoal or irregular expenditures, any financial practices that 

are unsound, and whether the Fxecutive Power has faithfully discharged its re

sponsibility with respect to financial niana ,eront. 

A true audit can be conducted only by officers other than those originclly 

charged with the making of ciecisions upon expenditures. No public officer should 

to audit hi5 own accounts or to pass uon his own financial actsbe authori7ed 
and decisions. The maximum safetsuard is provided when tin auditor is entirely 

exec tive authority. Theindependent of the Excnmi'e Power "nd exercises no 
control of e::enditures is essentially a function of the Executive Power, where

as the audit of such expenditures should be independent of executive authority 

or direction.
 

The 102f TLa,. of the Ceis.troller's Office confused these functions complete

ly. It established the Conptroller, in the words of the Keimerer M1ission, "as 

the principal official of the "Lepublic in matters of accounting and (he) will be 

directly responsible to the Congress for fiscal control as well as a representa

tive of the President in the formnulation of the annual budgets . . The Comp

will be more than a mere reporter who can inform the Congresstroller General 
of the results of his audits. it is necessary that he be a vital and active
 

force in thn .. istrtive work of the Government), but independent of the same 

in the Accounting and Fiscal Control functions." ith a surprising lack of
 

consistency, the Kem.erer Mission continues, "The President, as the Chief 
Executive, is res'onsible under the Constitution for the proper adinistration 

of public affairs, and t.hc'Efore must have a voice in the selection of the 

person who ,'ill occupxr the position of Comptroller General.." 

The net result of this sta.rtling cl duction of the Kemmerer I.lission is that 

the Comptroller 7:ecmes both - Comtroller and an auditor. As an auditor, the 
Comptroller properly perfortis his functions rithout the direction of any officer 

of the Chief 72xecutive; but as a Cor.ptfoller, , :ercising the executive authority 

to determine the uses of appropria ions, to settle accounts and claims, and to 

prescribe adruinistrztite accounting syt.e::s - functions wh-ich are universally 

recognized to be essentinliy '::ecutive in character -- he is improperly removed 

from any direction by ana responsibility to the Chief Exeocutive. Mleanwhile, if 

the President is deprived of his athority to control the current expenditures 
of the Government, can there be any substance to his "responsibility under the 

Constitution for the proper ad.ministration of public affairs?" In the admini

stration of the affaiirs of government, as in all other mratters, authority and 
responsibility must go hand-in-hand. 



,T~4U'Th.e .Comptrpllr Gereal, or)eoeras ;a 1Coptroller determines in advance
 
2i the,,legality of expenditures ~~~bregulations whi
andA issuesA rul ,4 and, 'euain wich gvrgven hhadmnistrative pro'ced~~es andA pra-ticsA oi' thurarL ious 1,initries and thoir

ependenci laterow as hian auditr, heeiews~t&~i~~iii~rA d'd ision'. " he andth'audits& he, ope~ra tope~i6A~ s n e
S on soreSis Comptroller General 'exresIontroL over'expenditcres Iithrough &divanindecsibns;Areap~I udit's approvalI ofand ,otherwise,ijthe le ss qalifi'cd' he becomes 'to'audit 'them., entracto,This 

ste'J;"i0 " o 't e ad t i e vtrtheha nd r proer expendiz. ire 
eaf J d 'er-tohei. itis re'fovfrit'deprives,theeit epert ischrge his"~'major' executive' r'espoh2bility.President ofes.Equally: importa~iti roress of a' trulyind nd". auditiand review of the fisffair~s of th
a&~ "n6".'off-in-, and i-sun nfjuen: c'

by prior, adi. itratvs .euiJon'.' 'Stich r audit is of the-!very esey rofthe acc.ountabiiity thea.l nxecuiv'ePower the Legritated Pher, andrii c: r .,'''fundamentato truly d'emorat4.c povernincnt, ~P~e~adi c.rovmni t- tby eiet o i 
at, scer-'nvilt.r
... i..

The removal from the Executiv 'Powie±, of the fial' authori y to determine uses of appropriation... , conditions of employment..and the control over administrative d ecisic'iw, as well 

the ettiig of cntrc.,
a the 'prescrfbing of

accounting procedures Oand the ve ting of such authori r in' an officer indepndenof direct responsibility to the President for his acts,, is clerly in' violatior.3 ofte'ofU-rt ei- Constitution, w ich reads as follows: "Sovereignty resid s
in, dtepe;()i inalienable and may rot be ceonfiscated; the' exercime oiidgt Legislati , ExcutIve, and 'Judicial T independ. e ' and coordinati"  off these powers is t, bi of Governm.ent. IIt isalso' ontrary to Article 93 of the Contit.ution,, which pro-,ides:' "'The pr',rcga
tives'of the . .Presid.nt.ofth.e ., are: 1. To executeoand to enforce thelaws'; i'ssuance':of'or'ders and decrees, witotnrnigunpive i1t c.,
alterin the defini s law ncr cont.avening the intent of the* 'ad ,law,guarding the' restrictions imposed in this Constitution. "'' 

"The settlement of ac'counts and the supervision of administrative accoi=ur[nsystems are integral parts of' the tcask of Ilexecuting 'and ceonlying w-ith the law,"and "arehence,, under th, Conztitubion. funoticns of th Executive Power. Thaudit,' by. the same renoring, nhould operate under the dircction. of the Lcgi
lative Power.' The Coini~troller General today sti'addlcs both positions.
 
...." .'Prior to- the adopbion' of tha 1928 :Law .of 'the' C mptrol-r M .acco,tsOficeO were settled by the Treasury. These actionv were ,-bject to revie and fin-lsettlement by; the National Court of Accounts, which wars the Boliviai'prototyp ;:of the familiar Roman Law Cour des CompAe .- "Al.though the judicial procedurc,'i

invoked by' the National Court of: Accocir-t- werO t to' the 
ex ditious haedur. " ling of fiscal transacti~ons, resulting in undue de~a' n nctany
 
fundamentals of 'the 'then prevailing arangement 
 were iunder in principl.e t ... . ...those :_i.now obtaining.i;: .... A3 democratic institutions J: P~wer,have' developed, however,' it has .tobecome 'clear that the objectives of rasp)onniblo fiscil mnanaGement are bettor
served byi, allocating' uder cosidra ! the Z-ecutive oeion: i to offihl~optrlle~s ,Ofic ard tue' rtaigtf, thkPcwer the authority for the final settlment of accounts, and securing the responsibility of theExecutive Powr. y the
post-auj2it 'of financial transactions' by an agency 'of the Legiltv oo.
 
which has the means athand to correct improper financial Powor,
 

At the time the La-,i of the Comptrollev. s 'ffice sand. the Budget Lai wereunder 'consideration in 1928 there were warnings against placing the accountingand controlling authority in an officer indpendec nt of the Executi', Power. PA 
renort of the Kenmmrer IMi~sion itself reflects, at various points the objecinraised to the intervention of the OCr pltroll r, for example, in the 'prep ! Lionof the details of the budget, in <the extension of additional crcdits, and it the
large powers of fi.nal deterncnation irith respect to fiscal 
transactions.
 

The results of placing ex.ecutive powers of control in an independent nudit..ing office may be reviewed briefly. Before 1928, when a linister questioned a
ruling of the Treasury the matterw-.nt to the :ational Board of Accounts. Thi
procedure-was admittedly slo', and cumbersome, and could noo under any stretch ofthe imagination' be operated in present-day Bolivia. Nowadays, when 'a 11inioter
disagrees with the Comptroller, the disagreement 
 is still s.bject' to delay inits resolution and sometimes reaches the point of virtual administrative paralysis. In situations where speed; decision, vigor and common,,',,,;, . . " :,. sense in the conduc'.: ,- J.. , . : , o . C mmo n s e n e i t h . e o d ', c . 
; " A :: . , A A.A !: :. ,: ; ' .Z:. ',,;i !::: '' - - : , " '::- : , :i. , :.L-.-: .zri: ': t , . ,: : : 
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of national affairs'are essential, action is often subordinated to the slow and 
v~.<z;.tdcspr,a' -oof c r I a te~csJ.ca ru1 ,'gs --.2 d~oibtful quostiuns. 

7 Since 	the establishment of the -Comptrolle b:Office in 1928 the ComptrollerA
eral; beginning with the'period in which Dr. Joseph Byrne ser-¢ed de facto in 

this office,, has throughinumberless rulings, deciSions and procedures carried 

his authority, into 'areas.'which.are clearl.- in the realm of executive decisicn. 

unerainat.n of the euations of the Comiptroller General thowh claenli 

fThe.actbn-of . rposlity ~ndharmfuefct .	 xctive recpitate 'ectinv

the belief, that they are in the interest ofostrict 'legalaty, undoutedly ripcd i 

i ,'ii.?;he t:i.iWork. of the',various , .nistries' and add 'tor their. operating costs. ',Admiistrthe approvalf 
vlan y nisters, but aiso to secure the approval of tho .. 

tive .officiashave foundit necesur.ynoteconly to secure of the ir 
by their-respeetive 


.:!/., ..-OmprGiereral.as to,form,.- r ourelegality, etcetera. •Mny impbrtant: i~
projects have been intemnabl. delayed andsome lostaltogether onpurely
 

'.i'.technical questions. of procedure. TihiS' is especially vicious because, the person i
responsible for the delay thesno responsiilityfor the conduct of the work. -,' 
unrth in' on. o i hasdestroyed responsibility and promoted delay andoha
 
te beincertainty. utterly imped-
It has become increasingly difficult, and at 'times 

to ts business, with dispatch, ith efficiencyisible, 'for othe-Govern n niian 
tv.fii.andeconomc 	 nsagacity.i t teh .with 	 n 
En An tffectivescentinuing1excutive cntrol over the apsra of 'thc 

S Gernment,;to'insure econfoy, lede, 'land' promtness action is impossib e 
so long qasirtualy'complete authority over plans, methods and procedures ison 
exercised bye. fthefel henComptr oer :General 'ofthe Repubic . The Co:.
troller'ssibe aut authoritydhely Pza--.ofar,in uinesinto dipth tterthatyafor~ 'oenett h6nds t fctare -t dministrative renticprocy 

nthe'operating plans ofthe ExecutiveiPower are ugreatly effected, andfrequlntl 

/: ./!:controlled,. by his rulings. Fiscal practices are .entirely 'dominated by his, ,". 

eNumerous.delaystin.administraton
..... •e continuing e 	 under the cur . 
o cduesand routines of the uComptroller's office. Indeed, there is already i
 

e ptrTlhe 

ois-rea'ing down of.its on sheer un 'andis being circumvented by. 
clear esdence that the system offiscal ut.etl exercised by the Cei ,er
 

,ieldiness, 

•.' ...globalfund withdrawls'virtually without any.accourntingl control. ihen acunt'-"'
 
e procedurei- and methods bEecmeso ae necessities of the -public :. 

ministratioen as they have in.Bolivia, this result i ine-table Soon Bolivia 
wNill'discovor itself to be ithout reliable fiscal recorde, witheut ffect ive

dpureadng of exed 	 hereoi a postaudit )
bi tres, andwitoIt even a 


' 
l Werecommend, therefor, that iscal tuiist step txoward returning ectiver 
fuhctionS to the Executive Power and makdingit answerable to the Congress, the 

"'" 	 Ministry of Finance be made responsible: (1)' for preauditing all financial . 
tbransactions ofthe Government, (2) for maintaining control accounts design-d 
to procde accountingand fiscal information essential to the proper administra
tionofrthe Government, and (3) for prescribing accounting and fical record.

•keeping procedres .in the several Ministries and their dependencies... . 

w il'The ultimate bes,bjetes of the above proposals cannor tained simply by 

transferring epsting organization units from one jurisdiction to another, A , 
hasaready been indicated, the accountingrprocedure of the overnment ai he 
fundamentally reorganized if it is to serve the prposeso . fical' manag,.', 
and administ ive control. The instructions to thePresident's advisors on-ia

.anst organization' and governmntal efficiency did not include adetail

' 
'. !.i" ed surv~eyof the acounting'syote:m as such..tTh orsarhes which have been'iaad . Sint acco unting. 	 to
methods.have been oriented entirely ascertaining ther
 
exten twhich.s ch fethods
serve the majo purposes of fiscal managementl and
 

onadministtrative control. The definitive organization of.the accounting ops'ati 

http:te~csJ.ca


ofthe B6livian.Government can be determined only :when new procedures are
actuallTy adopted aid'install:ed. It may, well be that thle definitive organizaiit. tion, ,i1he recommendations of this report are adopted, may be different in some details from the general organization which weshall': suggest, but i',is not
likelyr t6.bevery different in:'the principles which';it 'embraces. 

Iplanning anaacounting 'organization for any, large governmental juris
w~~diction', especially one, spread over, awide, L,eographical. ariea,5 a 'basic problem isthat defiingherelationshipbeteen the ac ntigfficead,

,:accounting work as~is" 6irrie-d and theiron byte various ! 'iistres dependencies;$institutions and other agencies of the Government. There is a tendency on the
part of fiscal-officers generally to under estimate the import'ance ofjaccounting
in the'jMinistries, #and to think of such activities as being the concern~of onlythe individual Ministryor dependency. 
Such a concept entirely overlooks the 
fact Ithat it is ,theMinistries which have the primary records dealing with the
financial transactions of the Government. Moreover,> relatively few persons
realize' the size and complexity.of accounting operations in certain of the

."Ministries. If this problem is not given thorough consideration, there will in
evitablybe unnecessary duplication of activities and a disjointed system of 
accounting.: ' :. . ' ' 

Before dealing more specificallywith this relationship, it is necessary to
determine certain basic fact's which should guide the approach to the problem oforganizing the Nation's accounting methods. In the first place,', complete central

'"izationof the Government's accounting system would be entirely impracticable.
The-volume of work, the geographical distances between the seat of govermnent

and the-sites of 'various governmental operations, the inadequacy of communica
tion-in certain parts of the Republic, and the importance of having certain data

readily available to the administrative officials concerned would make complete

centrali 'ation an 'impediment rather than an aid to efficient administration.
 
Furthermore, ,bhe Ministries and their dependencies directll concerned with trans

' 'actions must maintain'certain records'regardless of whether or notthere is a
'central accounting office. 
One would,hardly expect the Ministry of Communica
tions, for example,'which administers'the postal, telegraph and radio systems,
 
tofunction withoutits"own complete records.
 

On the other hand, the maintenance of accounting records in 'the several
 
Ministries does 
not obviate the need for having such transactions reflected in
the control accounts maintained in the central accounting office. 
Some duplica
tion is inevitable) but it is essential that it be reduced to' the minimum
consistent with good administration. 
.This can be achieved only if .the'interest
ed officials will think in terms of an integrated accounting system which views

the Ministerial accounts as 
component parts of the Nation's accounting process.

It is entirely invalid to regard the central accounting records as exclusively

constitut!.n.g the Nation's accounting system. 
The very nature of many of the
 
Ministerial accounting records makes it essential that they be considered'
 
integtal parts of thc system. 
The central accounting office should be looked
 
upon as the nucleus"of the accounting activities and as the unit for-furnishing

the controlling force. In turn, the Iinisterial accounting records must:be

'regarded as 
supplementary to those maintained by-thp central'accounting office.
 
This inter-relationship makes 1-.nisterial accounting of vital interest to the

central accounting office and also calls for the establishment of definite rela
tionships between these two phases of the accounting work. This is an extremely

important point and should not be overlooked. One of the principal procedural

defects in the present fiscal arrangements of Bolivia, apart from the fundamental
organizational defect which has 'already been discussed, is the extent to which

Y.inistorial accounting is ignored by the Comptroller. 
Unless a proper working

relationship,can be established between the proposed bureau of'Accounts in the

I4inistry of Finance and the accounting offices in the several inistries, there.
will be no significant advantages to be realized from the proposed changes

obstructionism will merely have"been brought inside the Executive Power.
 

In order to' clarify the situation, it is necessary to determine the function:.that properly come within the scope of the proposed Bureau of Accounts. Obviousythe Bureau 'should maintain the Seneral ledger, which contains in summary
form all the Government's transactions and controls the various subsidiary.

records; 
this is'the heart of the accounting system and a vital.instrument of

fiscal control. A second basic 
function of the Bureau is that of maintaining a
 

http:complexity.of


system of bxdgetAry control for recording app±.mprmijtio... allotments, com..itments 
assurance that commit3ent and. ex

andexpenditures.1 Such a procedure affords 
made in'accordance 2with both: the 'legislative appropriations and

penditures are 
ubsequent monthly or .quar.terly alltmntiofl such appropriations, which has

the ..... ..
be'en discussed in connection with the budgetar'y procedtire.' The central system 

must also provide for,the examination of all commitments before 
they arc incur

to their approval for pa ynt. This'affords.red and of all expenditues-'rioi 
of all such items to' snn that they are accurate and that the 

a niformereview 
are in .acc rdance withthe pertinent statuto1....transacti'ons represented ,by them 
Sinceaccountingrecord
adiiitatiV the formulation

yield the basic information required for budgetary planning and 
in addition to the regular

of the budget' document, the Bureau of Accounts n-ist, 
maintain a detailed classification of such charges.

record of expenditures, 

be performed by the Bureau of Accounts
Another important function that must 

amounts the Government and their sub
is that of maintaining control over due 

sequent collection. Thus, the-Bureau should record in summary form the various 

types cf receivables and control the collectionand cancellation 
of these items.-

Furthermore, as. monies are collected, it.is the function of the central account

ing office to record their remittance to the Treasury and to 
classify such
 

This classification not only
receipts by the respective funds, and sources. 


permits the checking on the realization of'the revenue estimates 
for the re

but also affords the data for making, the estimates for sub-i
spcctive fiscal year, 

The cash in the custody of the Treasury must be properly,
sequent periods. 

the Bureau of Accounts.
controlled by 

The Bureau of Accounts should also have',dequate information 
relative to
 

pntly accrue the interest on such
the Government's indebtedness and should curl 
 invest"
obligations. Similarly, there should be maintained a central record on 

A related function of the central accounting unit
 ments held by the Government. 

is the maintenance of accounts for controlling inventories. Such accounts should
 

afford control over the receipt and issuance of items from large~storerobms,
 

although such control cannot practicably be extended to agencies 
carrying only
 

The central control over inventory should be in. 
nominal quantities of supplies.. 

the form of summary accounts controlling the detailed records 

maintained at the K
 

various storerooms.
 

r an':The operation of railways, telegraph and radio systems, the postal system, 

he conduct of other enterprises result in important financial transactions
tand 6


that must be reflected in the central accounting records. While it is n t
 

practical to record many of the individual transactions centrally, 
nevertheless
 

a summary control must be exercised by the Bureau of Accounts. 
This statement. 

would not necessarily apply if, as will subseouently be recommended in our report 

on the Ministry of Communications, certain of these operations 
are reorganized 

as government-owned corporations and taken out of the regular 
scheme of fiscal
 

and administrative control.
 

Finally, the central accounting office must furnish the more fundamental
 

reports required for administrative control and
and comprehensive financial 

The data for such reports should be obtainable from the
public information. 
books of the Bureau of Accounts. As distinguished from these basic statements,
 

similar detailed information properly come' within
data on operating costs and 

the compass of ,nisterial accounting.
 

In defining the proper scope of,Ninisteria. accoun.ing it is apparent 
that
 

One consists of accounting work
major categories.
such activities fall into twc 

that duplicates the records of the central accounting n~fice, while 

the o~her
 

renresents either original records of transactions subsequently reported 
6 th.,,. 

Bureau of Accounts or more detailed analyses of data kept in summary 
form by 

that office. The most important example of.necessary duplication is the main

tenwce of budgetary records by certain individual Ministries and their depend
outside of La Paz, it is obviously
encies. In the case.-of ncies located 


necessary that the officials responsible for the management of such a0encies
 
status of their budgetary accounts. This is es-p


have a currentrecord as to the 
be in a position to pass intelligently upon requisitionc
sential so that they may 

that are submitted to them for,their approval., It would hardly be feasible to 

make them entirely dependent upon the records of the Bureau of Accounts 
in La 

'
 
On the other hand, where Ministrios and their dependencies are lG-ated 

in

Paz. 
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~ La"Paz and can "readily communicate w-ith' the Bureau of' Accounts as to tbe.-A-tus 
of their, budgetary .accounts,there appear to be little justification, for the
'maintenance ofAtinioterial' Budgetary rec rds'. It should furthermore be pointed
out1 that even where duplicate record are maintained theI'1nisterial,record of 
commitments need not be as formai~as these maintainedin the Bureau of Accounts 
aid may often be in the 'naturebo memorar.a.. I TTis i's' epecially true if a monLlt. 
lytranscript of' th0 centural.udgetary re ord is provided to the .Ministriesand 
#61
her~ dopendoncies by the';Bureau of' Account,, which can'perfectly. conveniently
 

7----be i-provided- if -.our- reco';Tendatiois'i~t rc; ct o th"mca!ztio-f-hid 
counting system are adopted *5,'. '' 

As Las already been pointed out, various Ministries do and should continue
 
to maintain certain types of rocords that are in no way duplicated by the pro
posed Bureau of Aocountc. For example, 'wh-ra an agency handles the billing fcc 
services, commodIties or other ite;.s, it should maintain detailed records as to 
such bills: and thair subscqucnt payment or cancellation.-.Likev41so, agenci.s
receiving Kcash shiouad properly record such receipts and their transmittal to th,
Trcasuv'y. K-ile thsn Ministerial recoras can frequently be o a very simplo
character, a 6omprehcm'-ive system is to be anticipated wnen one encounters the
voltuae of transactions involved in adminisetcring the cus 5oms service, or in harf

the nostnl, telegvaph and radio activities of the Governent. Wling aWhere 
Ministry is regularly engaged in the sale of commodities or sorvices, it is 
necessary to maintain records that are closely comparable to .those found in a
co=.crcial enterprise, One could hardly 6xpect such an.cnterprise to be operated
effic!ently "un-lss data were constantly availablu as to income and (pcndit1i-3z. 

Deparments having central storerooms should be expected to keep detaida-c 
pePetuai inventory accounts reflecting - the receipt and issuance of items and
the uantity and value of the inventory on hand, as well as provide for periodLc
self-audit of th. storerooms. tinistries and their dependencies likewise should 
account gor th1 equipment in their custody. Sui6h procedures, properly admnicio
tered, ' Ida'cb i4Lsh a great deal toward preventing the storeroom thefts fr,,-r

which several !f i zries have suffered acutely in recent months.
 

Coz b accounting is one of- the important activities that falls squarely uith
in the scope of Yinisterial, as distinuished from central, accounting. Co;~t.
accountingmay be defined as "that method of accounting which provides for th'
serching out and recording of all the clemcnts of norts incurred to attain a 
pulpose, .to carry on an activity or operation, or to c.mplete a unit of work cr 
a ispeciffio job.". Cost,data not only 'faciitto. efficient administration but
 
make for more effecti're fiscal planning 'nd control., in 
 -Lhc final analysis. th-
wi......ad development of cost accountint,', throughcui tho Government is the cinqua Inon of scientific bidgetipg. Cost acccunting is the most bignificant mediu,
through which f.' nanial 'procedures can specifically contrbute to the process of' 
management as distir. . more general[*1twd.r4from the and infinitely cruder procces 
of control. 

1In the forcgoing paragraphs we have sought to define the relative spheres 
o- lanistorial and central accounting. The question now arises as the re) ato
tionships that shculd be established between thebu ',wo t.ypes of accounting ativ
ity. As has already been emphasized, they cannot be regarded as independent

each of the othrr, but mus. be effectively integrated into 'asingle accounting
 
system, In ord'er to give effect to this 
conception of an integral accountirl,

sb.tcm, we re(c.-niend that th. Bureau of Account,- maintain suitable accounts for 
centrolling t lo detailed rccads maintained in the several Minin trias and the2r
 
dependencies. -For cxample, 'the 
 cc tral records should conbrol-, inictrial
 

, records relating to accounts receivible, receipts, Stores, costs, etc. This
 
detail, while maintained by the 'various linistries and their dependencier:, 
should be subject to monthly reconciliatioa with the accounts maintainedin th ,
Bureau of. Accounts. In order to facilitate such control, the recommended pro
ceduros would' have the Bureauof Accounts exorcise a check on bills, receipts

and other forms of financial stationer. By having a record of such form; and
 
holding the Ministries accountable therefore,' the Bureau of Accounts can havc
 
.increased assurnce as to its being promptly informed of the various types of

Vfinancial transactions in which the Government engages.
 

'"•";!!: ~: '' M '.-S " " - ... . . i 
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However, an even more fundamental approach is needed in order to integrate
central and Ministerial accounting. The Bureau of Accounts should furnish the 
leadership in the development of all '.inistcrial accounting facilities. It
should assist the ;.inistrics and their dependencies in determining the most use
ful type of accounting records which they should maintain, and should ccoperate
in the development and installation of the systems in the 11inistries. The 
records of the Bureau of Accounts should be currently reconciled with those ofthe !inistries. A comprehensive systee a. inisterial account reporting should 
be developed and Enforced, and the result j of inistcrial accounting thoroughly
analyzed by the Bureau of accounts. As inadequatcies manifest themselves in the 
11inisterial iccounting s'rst,: :s, the central accounting office should collaborate 
with the M.inistries, and initiate activities if necessary, to eliminate defects 
and weaknesses.
 

The most effective method b'z which the relationships outlined above might
be established and maintained is, in our judgment, through the staffing of thc,
Bureau of Accounts with an aderiuate nuribcr o" ou'lified accounting experts who 
would handle the contacts betweei thc 3ureau of -ccounts and the various
 
inisterial accounting offices. Mese experts would not be inspectors or
 

auditors; they would not be conc, rnd with individunl transactions as such but
with the opercting effectivcness of the M.inistcrial accounting s/ste; . They
would be scecialists in accountirg systems, not more accountants. This is a
 
highly imortant distinction, since our rccmand 
tions provide for an independ
ent post-audit in which t'c Durcau of Accounts he no ieSponsibility. 

H~vinc describe:l in 'enral tur ::s ,h: f-nctions rid rcl:.tionships of the
 
Bureau of Accounts, we turn now t: tn problm o:' The u'ganiz'ti on of the provosnd central accounting offle,. ihc cffectiveness ;i-h wliich any large accoant
ing office functiorn.: is gr,.atly influenec-1 by its structure. The iiiportance of 
a sound frmework is accentuated in a govrrmnenta.L :Iceounting systei.- as cor,:rc
hensivc as that reuired by the Republic of Bolivia-. The full benefits of any
thoroughgoin changes in accounting, procedures would, tcrefore, not be realized 
unless necessary chan, cs in organiz, tion wcre made concurrently. 

in viewing this problcm in its relationship to the proposed Brcau of Ac
counts, one cannot afford to be :iisled by the lea-e narnber 
 of recurring routine 
operations. There is sometimes a tendency to fool th;:t the high proportion

such activities permi-.ts a rather loosely defined or.,anization. However, the 

of
 

technical implications of ,his work make it inp(-rative that the, Bureau of Ac
counts have a properly integrated organization that provides adequate technical
 
sunervision of every phase of the proceldure. The moving force of the office
 
must consist of coordination and direction by accounting technicians. 

Ti'ffctive adrinistrative control calls for well-defined sections and lines

of responsibilit i, and the delegation of 
 certain supervisory duties. The
Director General cannot afford to diffuse his supervision by endeavoring to hand
le personally the immediate direction of all activities. Intermediate super
vision must be provided in order to assure each section adequate oversight and 
at the same time to enable the Director General to concentrate his attention 
upon major problems and contacts .uith other agencies of the Governent. The
organization plan must avoid undue multiplicit'i in the componcnt sections; the
 
latter should be set up so as to constitute a well-articulated orfanization.

There should be suitable, acilities for c;nurollin,, and analyzing all _r,ansac
'ions and for- securing a smeoth flow of work through the office.
 

In the light o' the a"bove, it is as well to acmt frankly that the existing
organization of the Coptroller's Office, which is the central accounting office 
to the stringently lindted extent that 3olivia may be said to have a central 
accounting office, offers little for the proposed 
3ureau of' Accounts to build 
upon. The orgrr.i+.-.ion rnd operation of the Co!,,ptrollur', Office have already
been described in detail in Section III this and need not beof report, ru-viewed 
at this vlace. The sLxtcen largely unintL-rated sectilons of the Comptroller's
Office are chiefly the result oi hist-ricl %ccid(;nt and .controlled prolifera
tion. The whollv alien ant unrealistic a roach to the essential rc: uirements

of an effea:tive ad.-inis'r-tjve a,:counting syst.m is inherent in the present law. 
These two factors cffctively combine eo rr:,ovc i t from profitable considera
tion in connection with deterimining the a-tructure of the proposed Bureau of .-c
counts.
 

http:permi-.ts


with t,,. ecepticn of the Bureau of ,Customs, it was discovered that the 

fiscal and ~aoe.ntiig agencies of the Government generally hEd only the vaguest 
id.jas of tho qtantty of transactions which they handle annually, and for this 

Soason i~t io diffic; Qtto forecast ace' , :atoi y the personnel required for the 

p'\ Burv, tcounts. Moroover, concurrent recommendations made in thisiroiposec of 
r,.oport, such -th'e stbliohment of a Purchasing and Property Control Bureau, 
will hvo nar kd effct i.upon the numberof basic accounting documents which 

3lat be~proci-.c~d by the Iluroau of Accow,' annually. fp 

I'. 2houJld futrthcrlb pointed out that, the number of cmployees required will be 
- prcfo=dlyLffoctced i the virtuallycomplete mechanization of the accounting 

pro'ccdurez of tho Goverirmient and by the proficiency which the personnel. attain 
in haijdlin-g rmchanial operations. When beokkeeping and tabulating machinery 
can be secure Jis probl=matical; how long it will take to train employees to 

handle such machinery efficiently is equally problematica•).
 

The rucommended organization of the Bureau of Accounts consists basically 
of seven oparating 3ectionsto which'activities have been assigned on a functiona
basis. In our judgment , this orCanization will provide integrated direction and 

and will meet theadequate' tochni.alsupervision at all sbragogic points, 
quantitative requirements of the National central accounting system for some 
years to come. 

for the administration of the Bureau 
* 	 General-Administration. Responsibility 

acting under the general super- f' Accountswould be vested in a Director General, 

vision"of t-o M-nritor of Finrce and under the imediate control of the Perm -nent'
 

i Sccrotar , Ly'.er the proposed organization plan, the Director General will not
 
.)e concc2nd i.ith me and direct the
m.cdiate supervision of the activities of 
c.nlral accounting office, since this will.be delegated tothe several section 
chlcf sh. Moreover, the coordinating influence of the Control Section will relieve. 
him c'muny of the probloms arisiig in connection Atith the flow of work. The 
Director General, thorcfore, will be'able to focus his efforts upon the major 

czCounting problems of the Governnent and upon necessary contacts with other 
agcriros of the Nation, 'His functions may be outlined as follows: 

l))/To pass upon all basic or highly technical problems arising within the 

p A~eau of :,ccounts. -' 

2)'\ To confer and advise with the.1Inister of Finance, the Permanent
 
oSetary, the Director of the Budget and Efficiency Office and other
 

- interestcd'officials concerning the financial operations of the Govern

mont. 

3) To rcvic': all financial statements prior to their release to the 

-Ministcr of Finance or to the various Ministries and their dependencies. 

4) To authorize any changes in accounting methods and procedures. 

* 	 5) To approve all Journal vouchers prior to posting in the General
 
Ledger. "
 

6) To make recormendations to the Permanent Secretary relative to 

t~ie porE-onnol. of the Bureau of Accounts. 

7) To handle all excepb purely routine correspondence of the Bureau 
of Acco,,nt. 

Files and Verification Section. The primary function of this section txu.1]' 
b:, to main'Lain current and reference files for all types of accounting docur.cn+-o 
All 7. il an-i docume'nts addressed to the Bureau of Accounts would be received ov 
tri-Files and Verification Section, which would sort and distribute the material 
i 	 This latter wouldt
nfte tho. o 'olotion of the matching and r elated operations. 

consist of m,,ching invoices, purchase orders and delivery reports and posting 
Ministerial purchase orders to blanket encumbrance authorizations. Separate filci 

should be for pending purchase orders, complcted purchase ordere, pnid 

vouchrb, complrcbod inter-account bills, and general correspondence. Prior to 

f ling, all documents should be rechecked by the section for proper handling. 
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2 'Audit Section. This s ection should perform the entire auditing of en

c ,nbrrnce, expenditu:re, revenuo'accrunl and recoipts documents. It would receive~'~2''and examine all encumbrance documents, together with their accompanying transmit
tal shoots, 'prior to their, release' to other soctions.> This examination would 
.consist' 
 of ;checking the documents for proper 2preparation and seeing that they
agreewith the transmittal shoets. All expenditure vouchers and the supporting 

''2..docume.nts would be pre-audited ;following their receipt from theiFiles and Veri
fication Section. The pre-aaudit' 'should d:al with every phase of the transaction, 
including: 1)' arithmetical accuracy, 2) delivery of items,. 3)" comparisons of-qucantities,:and.-typ0 s--of-.s rvi ces -o:r.., commodities rec€eived .with.those- originally-!,: i 

ordered, andproper certification. In addition, the'pre-audit operations should 
include the determination of charges and credits'arising from inter-account bills 
and refunds of receipts vouchers, the entering of voucher data on purchase orders 
and encumbrance liquidations on vouchers, and the coding of expenditures accord
ing toa detailed expenditure analysis classification. Vouchers found to be 
incomplete or inaccurate, or containing items that wore not allowable, would; 
necessitate communication with the Ministries and their dependencies and with 

2 .the vendors. 

The audit of receipts vouchers would consist of checking for arithmetical 
accuracy and correct classification and - in the case of special or restricted 
revenues or refunds - detor,ining the expenditure account to be credited. In ,.
connection with the reccipts work, this section should maintain a special 
Register of Checks Returned. Furthermore, reports on accruals of revenue and
 
cancellations thereof shoudd be checked by the emmloyees charged with the audit
ing of receipts. .inally, the'Audit Section should be responsible for the control
 
of accounting stationery. This would involve the maintenance of records in
dicating the type of stationery,the inclusive numbers, and the Ministries or 
 " 
dependencies to which such stationcry has been issued.
 

The volume and importance of the work entrusted to this section merits-.a
staff of high qualifications, having a sound knowledge of acc )unting office 

s itr;d.ceo y..The pc-auit fi~nction is, a job. rofk;,iozi. 
accountants, not for persons with merely clerical qualifications.
 

Voucher Section. According to the contempleted procedures, all copies of
 
approved vouchers and their supporting documents would be routed from the Audit
 
Section to .the Voucher Section. Hero they would be examined to see that all, pre2

audit operations have been properly complcted, after which they would be'n tibercd,
 
a separate numerical series being used for inter-account vouchers. This would
 
be followed by the preparation of voucher transmittal sheets that list all
 
vouchers except inter-account bills. Finally, the warrant numbers and dates
 

2would 
 be inserted upon the separatc vouchers, and the necessary materials for
warded to their proper destination.
 

ndMachine Tabulation Section. This section would maintain the 2 

following four subsidiary ledgers, ail of which would be posted either on book
. keeping machines or mechanical tabulating equipment, according to decisions made 

at the time of the recommended accountinE installation; 

1. Encumbrance and expenditure ledger. 

2. Receipts Ledger.
 

* 3. Detailed expenditure analysis ledger. 

* . 4. Institution ledger. 

Control Section. One of the most important features of a central system.
 
of accounting control is the prompt,and expeditious handling of accounting opera
tions. Governments ml4,- in modern times, be able to move rapidly and surely.

If accounting routines impede rapid and sure movement, the integrity of the 
entire fiscal process is likely to be impaired.
 

For this reason especial attention has been given to the problem of
 
continuous integration and expedition of accounting procedures in the Bureau of
 



~Accounts
%The ,Contrx
Accunt.-he ontolSection is repnible for the effective coordination of 
all phases of.the office routine and the technical review and control of all 
Atransactions'. This latter iwould e secured by routing copies and summaries of 
"all documents through thisisection which will see to it that such documents 
Aflow 4smoothly through the varioussections;, are handled according to schedule, 
and are released promptlywhen they have been correctly posted to the subsidiaiy 
records. ""2
 

This control may,best be effected. through, the preparation of daily sunrn.arieL, 
for encumbrances and -- indepndontlyo-cmputed-eenditured receipte.-oThe 

control account totals will be used for proving the accuracy of the daily posting'
 
to the subsidiary ledger. This system of',pre-determined totals is one of the
 
most effective devices known for "s;eeding up the accurate processing of fiscal
 
documents',and is an ossential part of an accounting procedure which seeks to
 
Passist and implement, rather than impede, the work of the Ministries and their
 
4	dependencies. ,The Control Section should prepare journal vouchers for the 
General Ledger-posting 'of the transactions shown in the summaries and also for 
unusual transactions that are not entered on such summaries. 

General Ledger and Balance Record Section. This section should maintain 
the General Ledger which controls the financial transactions of the entire 
Government. ''It should also keep the Investment and Depository Balance Records. 
Its 	main 'function should be the preparation and verification of all periodic

and 	special financial statements and reports issued by the Bureau of Accounts.
 
If extene'ive use is made of mechanical tabulating equipment, cooperative plans
 
should be'formulated for the Assistance of the Accounting and Machine Tabulation
 
Section in the production of certain parts of these reports.
 

Ministry AccountigSection. 'The argument for a.special expert consulting 
and advisory service, to assist the various'Ministries and their dependencies in : 
the developing 'of Ministerial accounting procedures which will best serve their 
purposes, and will implement the reconciliation of Ministerial and central ac
counting records at. strategic control points has alreadyebeen presented. It is 
sufficient at this pcwe to emphasize again the fact that this section is an ad
visory section of experts in accounting systems and procedures, that it is not 
an auditing or policing agency, that it should not attempt to deal with individuv.l 
transactions but with procedures, and that it should bestaffed by highly 
competent specialists in cost accounting and other technical aspects of financial 
procedures. 

Our recommendations with respectto the direction and control of accounting 
and expehditures are as follows:' , . , 

'. 	A clear and unequivocal distinction should be made in law and ad
ministration between the responsibility for the current control of ac
counting and expenditures and the post-audit function; the former is, 
under the Constitution of Bolivia, and according to all known principles
 
of t toud'
financial mana*gement, .afunction of the Executive Power, while
 
the latter in most modern governments iJs recognized to be properly ap

4 i purtennt to theiLo1slative.Power.
 

2. To permit the "meeting.of the responsibility of the Executive power 
with respect to the current control of accounting and exTenditures, a 
Bureau of Accounts should be established in the finistry of Finance, 
the functions of which should be: 

a. 	To pre-audit all financial transactions of the Government;
 
b. 	 To maintain control 'accounts designed to provide account

ing and fiscal information essential to the proper adminis-' 
tration of the Government; 

C. 	To prescribe and supervise accounting and fiscal record
keeping procedures in the several 1inistries and their
 
dependencies.,,
 

The 	Bureau of Accounts should be organized as follows:
 

http:meeting.of


a. Executive Of fice 
b. General Ledger and Balance Record Section 

~ ~ Control Section~.C. 

d. Audit Section
 
e. File and 	Verification Section
 
f. Voucher Section
 
g. Accoiunting And Machine Tabulation S~ection 
h. Ministry 	Accounting Scpction. 

3 ,Acomprehensiveinstallation-of" accounting classificatin,-methods 
and procedures should be undertaken at an early date, designed to pro

: 	 duce a modern, mechanized system of accounting for the National Govern

ment. 

4. The 'authority to settle all claims and demands of the Government of 
Bolivia r against it and accounts in which the Government of Bolivia is 
interested, either as debtor or creditor, should be veted in the 
Ministry of Finance.' 

5. The jurisdic ion' of the Office of 'the Comptroller should be redefined 
by law as that r.-a post-audit agency,. and the facilities and powers of 
the Comptroller General inprocedures to rectify the mal-administration 
of financial affairs should be strengthened in accordance with reco aenda
tions contained elsewhere in this report. . 

D.Procurement and Pro ert Conto
 

The Bolivian National Government is, probably the largest single purchaser 
of materials, equipment, and supplies in Bolivia. While the absence of a pro
per system of objective expenditure classification prevents ahtaccurate estim
 
estimate of 	National Government outlays for such items, it is safe .to estimate,
 
uon the basis of1 the indications contained in the General Account of the Nation
 
(1940), page 31, that not less than 15 per cent of the total National Budget is
 
ultimately expended directly for the purchase of goods in these general cate

/..- gories. :The annual National account for materials, equipment, and supplies is
 
therefore approaching Bs. 150,000,000. ... .
 

At the present time purchases in amounts less than B3s. 50,000 are made on
 
the responsibility of individual Ministers, according to the inftfrmation which
 
the advisers on adniistratiye organization and procedures have been provided.
 
For purchmses the value :of which' exceeds Bs. 50,000 the establishment of a board
 
is required. This pr6cedure is obviously designed to protect the individual
 
Minister from criticism.by dividing the responsibility in larger transactions,
 
and has no significance from the standpoint of governmental economy and efficienc''
 

. Large private undertakings have had and experienc. 'of more than.thirty years 
with centralized procurement, and it is significd,t i"hRiin the commercial and 
industrial field.the use of this management device is decidedly on the increase,. 

:: :,This increase is attributable to three factors: first, procurement has become
 
* highly technical, and requires the attention of specialists in buying; second,
 

general administrative officials have realized that, proble's of technical
 
specification aside, with the growth in the magnitude of business and commercial
 
operations an attempt to handle procurement integrally with general management '
 

"substantially decreased their effectiveness ab general managers. "This argument 
is applicable with equal force to the Ministers and other top administrative 
officials of the Bolivian National Government. The heads of Ministries and' 
dependencies have full-time jobs administering the affairs of their offices and 
cannot be burdened with the time-consuming details essential to purchasing for 
their organizations, nor can th'y be expected to become specialists in procure
ment methods in 'addition to handling their tasks of general management. Third, 
centralized procurement, properly adriinistered, has never failed to effect very 
real and substantial savings.. 
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~ Although the~over-a~lbenefits accruing from cen"ralized procurement will
 
ber!pages! h ri advantages may profitably
 

-beu .ad-atthis hespoins.: 

1. -Unified'rchasig (i , pa 	 'govern'mental requiremento) 

c>Aonrate foqenrur hsn onn e ope stime,-onr the' greater 'nisbei 
of'vendors that wrilling and L-.mioia to.'compete for this kind of" 

...... sin w up ;orer the relati ver.----p oralzar!onstc.a fl~o
imargin oa economywhich centralized purchasing attains, but the large
scal'puchaser'is always,' regardless of market conditions, in a stron3-. 
.erl toelminte sm scle of 'qaliied domestic and world 
markets. ' 

2.Specially organed procurement agencies usually' are able to expedito

payments* and thus" earn 'substantial' cash discounts. on governmental 
purchases. An iportantfactor inr the high 'prices which the Bolivian 
letands cne bpicedupe inulreumeasure to-te oiree qantitilesovement t pie for itspc a is 'the slowne with whichvendn sre paidhuner prevailingprocedures.
 

Squalified vendors 	 whwill prevent un
reliblevendrs rombidding and subsequr-utly substituting shoddy
 

mrhnieadcausing delays and expense. In this connection the
 
Comptroller General-has written forcefully as follows "The majority of
 
thoeesellingto the Govern:nent seem to seek to soll the lowest possiblo


qultat the highest possible price, and at times wholly without
 
intention of delivering at ally.. lamentably, the agenciesn purchasing
such goods are incompetent in protectin, the financial 'interests of th
Government."I 

4 Standards can bcxadopted, thus reducing the number of different article: 
used for the name purposes,' and consequently reducing the cost of pro-. 
duction and the price to the Government. 

-'5	The use of standard specifications facilitates the bidding procers, ii,
that' all competing vendors can submit prices on quantities and qualitier. 
of merchandise which are clearly defined. 

'6. 	 A consquent reduction in the number of purchase orders issued effects 
marked savings in "paper work"~. 

7. 	 Purchasing 'organizations cv~n follow up orders to see that prompt deliver.
ies~are made, keeping a record of the service provided by 'each vendor in 
border to eliminate from their lists of qualified vendors 'those whose 
services have proved unreliable. 

8. 	 Centralized purchasing, with large volume, justifies the development
of intensive method's of inspection and testing, thereby helping Lo pro
vent vendors from delivering inferior, goods' and also contributing to
the 	development of better specifications. 

'Reliable students of the economies of centralized procurement have estimated
 
that the cost 'of purchasing ordinarily averages about two-thirds of one percent

of the total volume of purchases, and that from 10 to 15 percent of the total'
 
amount of annm'al purchases can be saved by efficient centralization. The word
 
"efficient" is.highly important, because mere centralization will not necessardly

produce any economies. There have,unfortunately, been instcnces'-in which .the
 
centralization of' procurement has literally meant the centralization of' inef
ficiency and' in some 'cases the centralization of graft. There have been other
 

'' 	 cases where the honesty and efficiency of the central purchasing agency have rui 
afoul of the ambitions of lost-minded politicians, and the' purchasing cio' -i
pled through tjdgeh- cuts and through divesting the purchasing director of raubho
ity. All of thrse aspects of the problem must be considered in establishing a
 
central prooil.ivnt agecncy in the Bolivian National Government.
 



.0n the'ther hand; If centralilzed proreon can be.,hoziestly and offi
ciently ad- inisterc-,dVit> is4 unhesitatingly reconriended-for adoption b.yKtheJio-~
livian Goverions- Under circumtancesh. such a ~ytteis o .nt nornal 


y~: sh u.lOO-Od
rsli anual savings, bsd upon!resenurche, -of not loss than 
1 c.l,co,although itmust be realised that an equivalent arrount is prot'a1% 
4now, being, spent by th '.vrious Einistrlen addthieir depen'dencies for pi!rcha
singconcealed in their administrative co. tb, and that on the whol o a, rolati v Incifferent jo o ai'ii inperorid bythose hi-hly ecentra. 7- ed ... .ndunintera.. d eff ort 

i a fiscal function, and Uo of therinary ad
vantaL's of centralized procurenent is'the faict' that itm~akes~possible a more 
ade Ao accounting control over expenditu~res for equipment, m~aterials, and 

supp~e. Lecauso of thin clobe relationship, the- 1,rouurcrront or~anization
should te set up. an an inte~ral part of 'toe 1Yinistry" of Financo, and its pro
ceLures.closely correlated vith those of the proposoedBureau of Accowts, th ,
organization of ,hich een previously 6scribd_ 

* In'procurement, 4's in'accounting, one of th-& difficult problemns .hich ire
r.uently orises is the extgnt to uihich nurchsing should be contralized. Cer

-tain 
 -enctes, such as-hospitals, Uibraries~tluseumn, and similar organizations,

often feel that 1,ecause of the rrpccializcd character of the wort, ;;hch they

perform, a c0ntralizcd procurement c.orvice could not' satisfactorily I'm;t t .L 
needs; It isalso'true, as vryi oneral adirinistrat r oill readily recodnl-zei,
that there are ieu unitsof Lovormertal or-aniz tion which are not, at nust 

', in the nin6sofnthoce uirtutly r6aj.onsible for tneir adiinistration, so ento
rely unique that trey'ira hardlyrnuscsptil'le to any general norm of o .b.eha- ior. Of cctirsee'no; sensible. trocuxromenit officer iould presumie to dictatc 

he type of rufc to be UEcd in a hospital, or the kind of booes io be placed
*on the shelves of the pu.lic library; but ther en ihy rocureis no reason the 

m-nt ecrvice cannot 'handle tho urchase nootiations aLter spcelficatio:th'iiebeen stamittcd Iy the using fcncy; 

Ln point of 	fact, there areo vnrc butaiitial 6i1± ren4 in the pos ition'i 
;advaof iccounting and ting to the s'6,;rO.e of deihrable centralization. 'Iniurch as 
y the ffrit 'place, the conomic ar-ument for cr.ntralizod -purenasingis asedo.r

mrily upon the pooling of reciret ents in order to scuro the savings'-of Th:Ctscale procur~aent. These n?Mgs4 ohviously cannot be Becurod'if the 14inistr.o,
and their Ctepenenci~s are to e pernmittod to 'r~rchase independently any subs

4ofantial pant. of their' ro lrc~nto. A second important' lr.yc-nt orcentrali.- 4, 

, d prot'ruent is tiat it -ormitsthe devo lcpmint' of 3Qcializedaurch.in9 
ssills and techniques it.ihe staff'of the :.rocurcient ncy; in order to beep
overhead cois in thL VriousC(Ializ t rcctioiolowin relation tothe total ivalue of such ;.urc&1-ases, 'itJs nocisry'tnat'a.1 haying be centrally erfor
:red. 'Third, Dractical ex,,cr~once has 1A to 'the concli~vion that West of 1A
advanta..os of central ins';ection and testin' 
 ro lost vhen thcrc isa subctan

-- ''tial dc central izat ion in the rocurewmont 'system.' Fou,rth,thdo' is'overy rea
son to fe1.ieve that the o~pcditi'onof paymeonts to vondo~s and the consequent
realization 	of cash ciiscounts,imw~e possible by the 'a edea-pacutngpo
cedures vhich aire recoiraended, ill bei.'ploementcd r"terfally thrbugh'~the o.co
ration of a central.purchasing agcncy i.hore :,*ocific'job itis to scurje the

mixiinun possille rici'ania~e to the Goveninont in procur'ement operations. 

A If there are to be any exception8 to4 the authority of tho~proposed bureau~
of Procurement and Iro,.erty Control to i aI'e all -,urchuses for the Govezr' such, exceptions should be made in t. rms of .pcii coai.iis ndnt 

4'terms of'using tency or a.gncies. If, for oyamle, upon tk-.-jh conridoration
it is cecided. that a hopltal shoul&- be8 '"o purchase 	 its otin phanetoaceu

4.' 	 ticals, there is no r.acon ivhy' the .,rocurer.(nt FAgency 'should not' 1nrchans tho
hospital's atationary, fuel, foodstuffs' and other statioard ;~ '~ 
nakdig provision Len 'exceptionc, t.hich nre' prc;nily ,iarned at~anst, the Direc
ton, Ceneral should be re(.bired -to precribe tho prccedures t efloeatto supervise such proceduron, ~'suI-Jtct' to. th, ultit aproatof eollos:oa 

4 ~ofF~inance,'44A 
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Givon a modicum of ,ood sense and cooperation, there need 1 e no ;c ious 

contrc ,ersies between the ureau of irocurei;ent and property Control and ihe 
agency are ,ise, th(y,'inistries. If the officials of t .e c ntral orocurcmnt 

%.ill keep in close touch i.ith ht ,.initrie anc their depen ancies and will 

conlult with them re~aiding the perfori:once of the various conimoities wh:.ch 

ix, c ntrally purchased under all the varyin- operating con. itions of I.-ie 
This iill not only orove a source of tiuch valiabl infor:.overnmnt selvice. 

tion and acvice for the bureau of iroc-r.ru-nt ane roperty Control tut also 

will i in oi th, c.ntral purchasin, off 'o the confidence and suport of the 

ministries as the .inisterial officials le, :-, to respect the k. owlec-e of ar. 

ket conditions and buyin techniques developed by the Lurcau of rocurcment 

and 	 Pronorty C::ntrol. 

Bolivian National GovernmentAn effective purchasin g proceourc for the 

should include the follo, ing provisions: 

1, 	All equipment, materials, and sup,;lics should be securEd through the
 

proponed ;urcau of irocurement and iro.)erty Control on r-'quisition 
1y a designatk officer or desgnat,_c officers in tne .,inistry re

quiring the com:o ity or co. oities. 

oi tm irureau of : ccounts an to legality and availabili-The approval 

ty of funds ulid 1> secured before tho rec uisition woulL he honoreC.
 

3. The rureau of iocurc.ent ar.d iropexty Control dod thun secure the 

lowest and Iest I-d, conf;r .- tn t h. r,-.uEsiti nn, a-.,ncy if neces

sary, n6 T:,en pl-:ce the. or,,er. 

The .ureau of Accounts %.oule .ncumber tnc appropriation in crc.orda.

with '3u ,7tions priviously ,-ode in this report. 

5. 	 ..hen tnt vq ipmr.t, mterial or supplius are r, cived tne:o would be 

inspected it,,, 1h !b.ureau cf trocur-r.emnt aid broperty Control for con

fortuity to 01. e'& ctiins c ry the requisitioning 'agEncy for con

formity to lhv st.Idarde o. t-. using sency and, if the commoities 

were .cc-pted, a cetification of sitisfactory fulfilment of the 

orc ur oulc I,- is~u,-o iy ho r,_iiionin: !g.ncy an( fort.w:rced, to 

the ur..au of '.ccounts.
 

bVepi .- uc itee by the iureau of . he receipt an rt .fic iticn woule 
Accounts, as su..te -arli.r in thi.: report, by ch cl.ing its a

ancrithunraticti accuracy and compar-n. if jth the .oui." -- or. C-r 

invO:,ce, prcp:-.rory to nproval for paymnt. 

A hgi ly ia. ortant vaitie o I proposu pui chesn. proc dure that 

,c,uio tnd to r,-nc, r the process of proshould be e,,ph Eiz.. is tinat it 
char oi :raud, f.:avoritism ,a-: poirtical rapucurement izxnun: fro. th- , 

wherelation. 'his is esp-(ially Kesirailt, in :olivi. all th.< preo:ent time, 
;.. off ido'-ls to -usthe existing pol I ici :,stnm colrnu" iy i s ;1ulic 

aicion in ecrs ction "iai .,il tic> of pur nas~ng. 

rcquir:,- I aat ualili d 

be iven siole oportunity to come:.,, it s ra cescry that reasonaIle pro
tion tat i..ay te adoptec
 

lthou-h -:ood rurcn:in proc 5'urc, all iders 

visicn I-co m.e '.or fi;,_.r-cncy purcha:ses. Iny i. isl 

should le.fine clearly wh-t constitutes an en.,rp ncy. oermit competitiv- ?id

cing to be omitted in Iona fic, u.:r<nci. s, r,.quir_ in us.. Of a Jurchcsu 

orce~r, the vritien authorization ol th ,.inist.r conc.rr,-, and approval of 

the Jirector Gt.ncral of i-rocurerent and iroj- rty ieontrol for i;cry such ,

iergency purcnas,_, and ,ovidc furth 1 that th, i,.inist r should submit a tull 
justifying 1he. erw r nexplanation in .rit.jn: to the: trusid .nt of tin helublic 

cy action iithir t(:n days :,tr such urchs.. has be-en utnorized. it should, 

for- routinf. purchases to I ( (4s uisea asasmergef.:.orcovr, Ire aude impossitle 
ties" in order to avcid the provisions oi tht. purchasing law o oov,r up to 


carelessness and poor planning. 'he, 1 1 should also 1-rovi6ae that the cost or

any :urchase negoti ated in violation of' its provisions may not legally hu 

paid y the 'reasury, Ibut ,rust be paid I-" tnt: official or .mployec who incure 

the otligation. 



In this and other,matters connecte *ith procurement administration, it is 
necessary that the -resident and his .inisters discipline strictly offending of
ficials and enpl6ees, and that the bureau of Accounts be continually alert so 
,.that the payment of claims representing unauthorized ourchuscs may be withheld.
 

1ho enactment or promulgation ol laws, proscription of proc~ctures, and
 
establishment of 
.>enaltiesare not enough, in themselves, to secure efficient
 
procurement. A purchasing law is not self-executing, and its efficiency turns,

in the final analysis, upon the adequacy of its administration. The adequacy

61oits administration depends, in turn, upon the aility and hunesty of the men

who anforce it, and upon the acundness of the procedures that are adopted in
 
giving effect to it.
 

Purchasing is not a simple task that can be learned ovrnight. 
The pro
curement personnel must be familiar %,ththe thousands of items in each special.

ized line of comrnoditics Qhich are used 
y the National Government. They must

]now the sources of supply for each of those items, or rtust know how to locate
the sources. 1hiough a thorough hnowltc gc 
of price and market conditions, they
must know the mo.t favorable time to purchase each item. 
They ii;ust faoiliarize

themselves vith the reputations of suppliers, and their atility to 
serve the
 
needs of the Government. They must 
:eaware of the shaip practices many times
used by vendors. They Taust be 
fully cognizant of ourchasing legislation and
 
regulations and, of especial importance in volivia, a thorough knowle.ge of
foreign markets. 'hey must, moreover, have a keenly rcalistic sc-nse of theneeds of the various Ninistrics and their dependencies, so that their services 
to lh,. Ninistrius will be of' substantial assistance to the Government in facili
tating the operutions of the various pubtlic services. 

The procurement personnel of the Government i:.ust, 
 in short, be rigidly

honest, it must be prof.ssional, it must :esufficiently numerous to be s
pecialized, it must be 
.aid enough to tae: jway the temptations of tribttry

i-hich i.ill freely come its way, it must have 1errmanency of status and security
of tenure, ind it must be pensionable in th, Event of disability or supcran
nuation.
 

The Bureau of Procurement and Property Control must, in addition to being
honestly and competently manndl, hv modern procurement techniques with which
 
to work, There is a profound difference bet.een c.ntral procuremrent and morecentral Oreer-placing, and a central order-placing officL fails to fulfill most
 
of the requirements of bona fide central purch:sing. 
Gome of the techniques

essential to e-ffcctiv. centralized procurement are described in the 
following
 
paragraphs,
 

Commodity specifications arc inoispensable in purchasing in ordtr to 
secure free and open competition, determine awards, check the 1uality of deliver
ies, and reject dceective goods. biesponsibility for th .ual.ty of goods delivered can be placed inescapably upon the irndor only if complete and w:orkable s ecifications are dE<veloped. Furthermore, through h, use of specifica
tions and com-oetitive bids nr, governmental purchasing Igencies h:.ve discovered that commodities that tho gov,.rment had been buying under fancy trade
names- and at correspondingly fancy prices-could be obtained, mine only the
 
trade name, from other supplirs for -afraction of the price formerly paid.
 

The reparation of s,ecifications is on. of th< 
most important tasks of
the procurement agency, and calls for close cooperation bhtwe. n the Bureau of

Procurement and Property Control and the various Ministries. 
One of the most
effective devices which has hetn developed to secure coo-'eration is the sta
nding advisory coirn
ittee, composed 
of those officials in the various Ministries 
most intimatcly concerned with procurement, iorking under the chairmanship of
the Director General. Euch a commit1e is also highly useful in revising upon
and assisting in the formaition of detail..d re~ul.tions concerning orOcurement
procedures. Such an rran-ement jrovids the 
 ureau of trocurement and ibroper
ty Control with :. ready Ivenue of communication with the using agencies, and
facilitates t .c ,roces- of cooperation and consnt which is fund ime~tal to e
ffective central p)rocurument.
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A very important function of a central procuremat offico is that of con

ducting rosearch r.garding comr.odities lias4d ty the Government. It nceds to be 

fully informed as to the rc.A.ability and constancy of various com.odities, 

sources of supply, market conditions and prices, economic trends, current quo

tations, •nd prices paid by other governments. Unless this information is a

vailable, the Government will continua to be, as the various Linistries fave 

been, at the mercy of high-pressurL sales.on whose iepresentations are often to 

be resisted by only the most experienced ol orocurement officials. EvidencL of 

this is readily at hand in a number of ~i.l.istries, uhich have, in the past, bncn 

sold equipment so alien to their nCds that it cun no, be characterized .i.h 
cc.npletc cnarity as no more than "junk." 

It is well known that buying in large quantities tringe lovor unit prices, 

and ono of the princ:ipal avan"'ages of centralized purchasing lies in the op
portunity it presents for pooling th( requirements of se ral i.,inistries or 
dependencies into large orders. Por the most part, purchasing in the bolivian 

Nati, al Government is done in small quantities. liany agencies, ior exuui,.le, 
may need to procure the same type of equipment or supplies on thL sare day, yet 

each agency now normally makes its purchase separately. This ad6s enormously to
 

the paper work in the ;inistry, to the ork ino!vcd in purch-sing, to the cost
 

of the cormodity purchased, and to the cost of' accounting i'oithe purchase and
 

paying the vendor. There are numberless items upon uhich standardization and
 
centralization appear to offer obvious economies to even casual observation.
 
Letterheads, carbon paper, thin aper, second sheets, and envelopes, ior ec.aple,
 

should be standardized for the National Govrnment, vith certain provision or
 
ovcrprinting, and made available through a central storeroom to all th:. aeen

cies at La F&z. Lany othtr types of office supplies and equipmcnt could also
 

bi standardized and handled on a quantity basis to the financial adiantage of
 
the Government.
 

The point ias bon made in sorme quarters that large quantities of ' atcrials
 

and suplflies are often subject to loss through theft or Misplacing, and there
 

is some evidence to support this view. The objection can be met, hoevcr, tho

ugh systematic stock control plus the exorcise of stric discipline.. Vendors,
 
moreover, arc usually willing to uote quantity prices o,. the tota]l order, rnaing
 
doli',eries as needled, and accepting monthly payments for the amounts taken (during
 

the previous .onth. If the conditions of periodic Lcl.veries are fully stated 

when the Govrnmuent calls for tius, no difficulties should be encountered in 
securing quantity discounts even on commodities tihich the Governmcnt does not
 

itself which to store.
 

The Bureau of - ocuroment and i-ropcrty Coi rol snoult arrange to purchase
 
in the .uantities that prove to he the most economical for. the purchase 
com

modities for the scvral I.inistrics on the tasis of a six or twelve months' sup
ply. Some coio.itios should perhaps bc bough only on a :,onthly supply basis, 
while still others may best be purchased in smal . lots. The purchasin- policy 

should depend upon i-hicr. method will prc'1-.ce the rcost advantageous prices under 

existing varket coaditions or those likely to prcvial in the near future. L.hon 
prices are rising or expected to rico, it is generally the best policy to-nu

gotiate large ordLrs for future periods, v.hen prices are declining, srall orders, 

or large orders with contract provisions ,uaranteeing the government the ad
vantage of any price decline, aie advisable. In doubtful cises, adtrnative 
bids for vurious uantities ray be accur'd. 

In ord. to dcterine future requirements for corz.oeitics, it is necessary
 
to consult the( rtai1.ed budg;et estizmates and supporting data of the vrious 
INinistries anG also to require supplemontary estimates of requircments for s

pecii'icd articles over a stated future periods iota. requir.:.cnt.3 can than be 

pooled into bulk oreoc s. Obviouily, the present systems of' account of classifica

tion no budgetary presentation is tot-ally uns-ditcd to used such as this, and 

the provision of an tccounting understructurc for procurceu(ont pl-iniAng is a 
-aajor factor in our recoilAcnL at ions elseuwacre uith ruspct to the devlopment 
of an a6oquatc accounting clasriication.
 

it is important to reduce, to th-. maximum , ree pr .ticablc, the numb.r of
 

sizes, tjpcs and grades of comnoditius purchaned, in or Lr to p-rmit larger
 

purchases of particular itcs and taus tring about :ruat r savings. The purchas
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(' ing advisory committee' an. be' of. 6reat assistance in this iork of stanidard- & 

to, the developmenlt of> speoifiOaiiolsp,
ization, which is. intimately. rel~ated 

the majorvarious. inistries i M be
since operating require ments: in the 

and types of commodities to bo 
factir ,in reaching a decision, as to the grades takes up his duties,~' 'General will soon discover, as hedictr 

that differ only slightly in quantity,
that many commodities, are purch,-4seU it willand that in some itcms least.b at 
size and other characteristics, 

to obtain consent to standard s~ecificatiofl5 which i~ll 
relatively' easy 

ourchasing in bulk quantities.
greantly faclitateOocnomial 

at-~
-fre 

be interested, effective procure
maintin and opeomeiid ,i its procurements -operationls will1 

iddrs-who :would'not otherwisetract many in iecuteOne ofthesfrst stop

r"equiresthe-stoimultionce vfmpotitin 

ing omputition is toiconvin
ce vcndors that the Govornment is alert 6nd 

its rights; this ;ill.discourage,
capable o".fforceful action in maintaining 

nclintd tc' 'collusion, and Wi11 encourage
vendors wiho might otherwise: beo 
_reputable persons to compete 

for the GOVernment's business.
 

by
niven 

ide publicity, to the requirements of the .overnmont should b,-

Nlets
the Bureau of Purchases and Property Control 

as a matter of routine. 


paper pu licity,, bulletin boards, radio, cinema, 
and other types of advertis

du. ,f
 
ing not 7only stimulate competition, 

but placo the procurement pro 


which .is in itself an iiportant. stimulus to 
the Gmvernment above suspicion, 

vhich is rocomendod JatcrOffice of Propaganda,copet.ition. The National of Purc.-.:, 
this report, should be of valuable assistance 

to the bureau 
6n in 

public attention to the purchas
ses and Fropert. Control in securing adoquate 

eslation should probably provide that 
all. pur'cnasie of 

The pu chasing 
l i

more than Bs. 10,000 be advertised, and 
that. all Qurchases of moret.an Es. 

Jho 
50,OCO be aproved y the Council of 1-inisters before the.award 

is,u..de, 
r.z
 

recommendations of,the Bureau of ;urchases 
and ?roperty Control voul., 

,i
-
ut the suggeoted pro-cdu'e provi.e 
course, almost invariably .be folloi ed, 

and additional assurance oi tho.
 

additional. precaution agiinst criticism, 
I 

Government's intention to concuct its businosE 
under the'.fullest conditions 

1,' of publicity. .K 

Irresponsible vendors are a irmenace to the 
purchasing activities of any
 

law that any vendor iuho has fai Icc to 
,It uould be provided by .. "Government. 

meet the torms of his contract or ordcr 
with tho Government. or any other
 

,,ho lacks the necessary financial standing, 
my' be declared irre

party, or 
sponsible by the I-linister of finance and 

made ineligible to receive any
 e
0 ' .th 
further business" from the Government for aiperiod 

of one year unl
ess
 

mous voto.
 
Council of Ministers removes the disqualification 

.y unani
r
 

naturally and properly interested In purof. holivia is
.GovernmentThe ndors In this iwatt xr.
 

chasing as far possible national products 
from local ve
 

hnvo. r, the Government should not overlook 
the healthly influence of into,.

always be oPen to any responsible

national competition, and ridding shoul 

. 


vendor. 
if the Governmont wishes to favor 
local bidders, it should adopt a
 

that in no case i ill it accept a bid.ihich is more than five per c.-, 1 : ?.policy 
the grantingof Breater proference -s
 in excess of the lowest for.ing bid; 


likely to impair competition to an exten 
incompatible with efficiency in
 

central purchasing.
 

In many lines, of course, there is no Bolivian 
source of sup.ly Luro-


The suggest-ion has been made by the
 modities whion the Government requires. +
 

Comptroller that the Government negotiate 
airectly, perhaps through tt 


medium of its consular cervice, with vendors in foreign countries.' 
-ir, ap

2 , 

'- p...ars to be a thoroughly sound idea,. and should 
be recognized in any :,urch3s..
 

It may, moreover, be feasible to CnplC:'y
 ing logislation which may be adopte.j' 


agents of the iEureau of i-rocurement and 4ropurty 
Control in foreign .cu.,tv-s
 

,nich cannotL co,l .

timulate. foreign competition for business
in order'to 
 . • o : ....
 

handled., A proposal is noi. under.'consideration 
in the United State 
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compehensive
. pl..a for.. d the. uea ofthe,proper account .aalre in for,fia .-ost ntore cla icki an tho propert i s ccout e sessol 
. - t !p for n e dger.aiproperty ledgci r'put oslimited t-

ntro.l. 

' 

. " 4t,
 

:. 

. . ' 
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4- A comprehensive and 'Wall-dosig'ed systim for recordi-g coaplctu 

information uith respuct to each separate 
unit of propurty and a 

such information.
well-planned ar angrment for filing 

thu gun,;ral l~d..cr and the 
5. 	 An effective accounting contj ol bctwc, n 

proptrty led-Lr.
 

the 	inc ividual propurty 
6. 	A physical control of properties through 

records. 

should include all public pi-operty, 
%ith
 

The 	property control system 
 aneither in the guneral ledger or in 
should be classified in broad ,rups 	

gntral led er.
by onu or i;.ort. accounts in the

ledg.r controlludintermediate 	 .ayin ordur that classification 

Broad classes of property should be 

-dopt,.d s
and made m re accurat, . highly important fctor fro:. th,. 

dbe simplified 	 syst,,r, of property
control is th, dnvtiopmvnt of 

tandpoint of propErty 	
and brief de.ignation, and

rapi,_&, s~curatt,that aill facilitatcscription 
of like proirtics.will r .sult in lie descriptions 

bc n found in pr:ictice to L, 
Five najor classificniions of :ropurty h.ve 

highly useful. ThOst a.r, : 

cwrne-d by the Govcrnt:a.uit,
1. 	Land. This account should lncludu all land 

of a proper record cov'ing
hoever acquired. Ihe cstalihisment 

a-,ount of difficult
lnds usually rccuircs a large

GovcrnmInt-owned 
and 	 it "ould be most unusual if 'ht: Bo

rascrch,legal-historical 	 t-,lands 
were iret to discover that much of the 

livian Government further 
which it clairs title in . .jroL.ri.tary capacity ruquired 

establish the Govrmmnt's cwnrship.
nction to clearlylegal 

include all p, ri,,manvnt luilaings -nd 
2. 	Buildings. Ihis account should 


structures and fixtures uttichLd theretc.
 

Other thar, Buildings. The i::,prov:ments other than 
3. Improvements 	 such 

should include -all nonstructural i..provwr.nts,
buildings account 

tc., which incrcas. th ts ers, tatcr-inains,as highways, talks, 
l:nds and luilbings.value of Govurmnent-ount.d 

typ, )f putlic property in;of -.r
4. Machinery and ,quipinent. This 	

uponnot 	lose its ident-ly
latively pera-,ancnt character that does 

All 	tcn,ral fixed 'a5L.ts, oth~r th.n. 
fro,. its loc'ition.renoval tnan -uileings, shoul, be 

lands, Luildings, and ii:.provi.,nts other 
theIt is usually n.cssuy, in rawin 

-ccount.
included in this 
this catu.gory to ..sta-].

line between fixed and .xpenda~lc .,Lets in 
to uxcludC i;.achinary and fduipia.,nt

arhitr-.ry distinctions,som,.evhat tw.:ycirs cr .ith 
with, for :ami.pla, an ustiz!itacd lifc of less than 

should t, tr,.ata as250, which latter a value of l~ss than Es. 
as other ionsu.ala'c tor, s. 

expendable iss,ts, and handle 

shouldrll 	p.rtially cm:.pl t<d'prot, et.o
5. 	 l'rk in Frogress. The cost -f 

that %'ai<;progress in ord, r 
be included in an account of vork, in 

r:. .de at any ti.a of the n,-r"l fL.. 
and 	 complete state.rent :.ay bu 

for 	-,or..in proThe 	 total expendituresassets of the Govrnrmnt. 
d ".intai,:or ,_.ch p:ro

from the cost records gross can be obtained 

ject should be transferred to the fi:u-.- claJ.fic'.ti.
 propr :s~ t 

control of xPund.blmade of accounting 	 or 
Mention has :lready becn 

ind 	of the i-port .ncc of conruin'itL .iction on the part
supplies,cAnsu ,able 	 and the ure,;u of Accounts 

of the bureau of ?rocure.:ent and fropirty Cintrol 
of these typcs cf public expendituuse
in following up 'he distribution and 


res.
 

of 1 rop._rty control 
The 	 purpose of z.aintaining rid suprvising systems 

work for clarks ann 
inventory control of supplies is not simply to ;.,ake

and 	 raintained that they are 
and 	 unless the rf-cords arre so 

accountants, 

http:xPund.bl
http:claJ.fic'.ti
http:arhitr-.ry
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useful fo- ad.inistrativI and planning :urposes, they 

not be xaintained at. all.

the Bureau There is, hoiever, lithle true econo,.y 

ay as xellof irocurecnt and Fropcprty Control }urchase 
in havingrable conditions if the equipent underequiplnrent favor-The effectiveness of centralize 

is not usec to'its fel life expectancy.urch:in-if f suplieths supplies eurcha.~c is it .are allo...euwrnment to dcterioratestorphouses or bcoac.In...efficiently...co oesolte 
supplies does not 

- , se .,.co in Goof e up%t or store ofuljil its if 
eoit. o toe.urT-os. noi .s -:'tolen or other.ie diverted fro
its leuii.,.ae use. 

The most i..crt.ant reasons, in fact, for controllinjare practical, .roperty -nd -supoliesnot l.erely accounting, ons.
 
I. heft and diversion is di.:ceurL3.:

proert ies, d by .lnysically jdrnifyjrand c..iscov ry . 1,;os.of t.left isthrough :.6c ccrtain aL at:eanrly dateth, sy-te:as of physical inventoriec. 
2. "he purchase of unnecesary acitional property isthe syst.',:s avoid~d becaueof control irdicat~o ouichly whetheris .wailable for a piece of rooprtytransfer or ucs other tha-. to which it, , ori.nally asLigned. 
 "
 
3. ilanning on th 
 i of Lu1g.tay an rocurc:.,na<:.ci es is fasili 

tateth ou h rprecords ty an~d Suo -!icsare available a: (cntrol, ain e- acc 1rat . (., fil-tiv eL~ ccnsL,.nCrjtoteocemecnt ratEr' of nr-mprtYj tr-ir n e, 'n'chrlannin( oin rc,'SUIL. !'J. .:0>2.o-' 1 r*(:fic nt :.o,'-..'..nt op)ritions. ilora 

4. "he deterrinat 
eon o 
 latj :
quip-,,nt h!- r -.ni ro .i' : f ci .cio- of virious tyo.Dsfacilitatuc o, ey thu .: ,i, "Ce ofr e c or d s , n d o re s a t is .,ct o r y a d c no caJ. ""l'cti o ns ar c c ,6V0 o0.
sible in s';recn 

urchatsres. 
5. Clais of the 3ov rrn<_nt on i.arranti.-are strcn.Lthence of quality and :erforn:.'Icet rou;'h the ..aintennce of' th tip).s ofprovide incontrovt.riLI cv.id recor s xh .nc of erS0or ance, 
6. .aste is avoi6ecl t;roug: the 71rev.ntion of cteriora ionand through avoiding indequate of su;,liecuse of nonconsur.able iro: rtics. 
Our r eco .. enda tions 1ith -I's. ct toas follows: rocur ,ent anc ro prty con trol ar
 

1. 'nat all 
 . dror: r -etivjiti, of t e t,
 
izcd in fhe -,:inistry of 
 *
*"inancc, under -tional Govcrrx.cn- be ccntrthe . -inistrationof foecrc .: of the turca:c rroimrt; (ontrol.
 
Ihat the .:reau
2. of :rocurf..,n tnighly and :roperty Controlco .etent crofes be stffc:ional :nrchsinz iy
sated at officials, that telcy Ic co,::.enrates hih enough to eorz:and honest and caale service,
that they be accorded security of teZure anci
 

ind L.ensio

1isability or su.erannu: tion. n in the _aCt 01 

3. h at t h ! -r;al of.-r rno --d k -iepc ty Co n trol tu or n dc
follcwing scctions 

, 

a. mecutiw,-.
b. C'ffice 
 icujpt
-. n-tFupIe


EUi Way Lqua
c. 
-unt und :ateri~ 

d. food §.up, lies
 e. Technical LAuir,(nt and Cupesf. Inventory and Property Control 
4. That an ',dvisory kc'aroco,-posed of reore 

on zrocurc,,,ent anrdentatives of the various 
S±andarr(.z,tion be appointedAnistries to
cnairmanship function underof the -irector Oeneral charg d with: 

the 

http:co,::.en
http:Govcrrx.cn
http:ccnsL,.nC
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http:leuii.,.ae
http:other.ie
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The 	development of procurement specifications.
a. 

b. 	The standardization of co:.,ocities in use in the National Government.
 

c. 	 advising with the Director General of irocurement and regulations 

govErning the operation of he procuremcnt and property control 

systems, for recoi:endation to the Linistry of Finance ank th. rre

oident of the Repub1ic.
 

5. 	 That the bureau of mrocurer: nt and iocerty Control and ihe nureau, 

Accounts be chargeci i ith thu installation and operation of a comarehensive 

system of physical and accounting control of all utlie oroperties, and 

with aeccr;unting and inventory control of all stores of j.aterals and sup

plies belonging to the Gov,rrnment.
 

E. -.CCCUITAMI'Y COF 'IHE 1X:CU'.IVE 'O "'HL CONGbSES 

he technique by ihich ey..cutivc accountability to the Congress is esta

blished is a vital problem of re ponsitle fznancial management in a democracy. 

I hile no i.noan instance uxists in %.eichexecutive opposition party leaders, 

t.o ii=ghly fraitful :.ethods by ,hich the responsibil.experience has indicated 
:xecutive rower to the Legislative .o.er iay satisfactorily be fulity 	of the 


first is through the ,.cdium of conoizhensive and intelligible anfilled. The 
nual and intirim fiscal re'orts by the Fiecutive oter to the ongress and the 

general oulic. 1he second is tnroueh the :-.ainten:nce of facilities for 'he 

independent post-audit of all the orga-ization units of th, E.ccutive institu-

Legislative lo%.tr .ho are co:-.pletely distion, conucted 'byagents of the 
any 	 of th, actions or decisions of the Thxz'cutivesociated from artieipation in 

i-Oi er. 

financial re.orts'he 	 hyecutive toi.cr has a definite oi- igatio; lo resent 

which m-et as fully as possi-le all the dem.ands for information concerning he 

financial affairs that .ay reasonably be 7ade. The necds whichGovernlent's 
A complete record of the cashfinancial inior.ation should meet are varied. 

for an undeistandi.n. of 'treasurytrans-.ctions of the Gov.erimant is required 
concrrnitn the incoi.., an expendituresoperations. Comreh.nsive infor.ation 

of the Goverrment is r ,quired for an intLlligent appraisal of tht fin-.ncial 

at any afrticular ti:. anc !or a det,-r,,ination ofcondition of the ov,_rnnment 

of the costs of various Govern .Lnta1 ot-rviccs. For difthe 	reasonablenese 

iro-	 re.,uired ::tatistics of 1overnf.rnial r.:ceipts byferent ",urposes, there 
sources and organization units and st f±stjc f-'GSv~rr:cntal expen~it"'ues by 

organization units, function, character, otject, anK5 activity. properly 
v-±tid iir.ancial infor;.ation asdesigned accounting systei.. 1ill ero6uce tais 

7his infora.ation can, :,.oreovr, beneedcd promptly and w;ithout undue costs. 

compiled and arr-n.ed in a :.1anner to peri:.it its ,utlication ane .ide 'Us

that are understandalle, at a reasonabli- Lxoen,.se inotion in orLnt.d reports 
to the Governm.ent.
 

are 	 prepartd forThe inaeoeuacius of the present financial reports v.hich 

the Congress arv -artly duc to the fragr.-entary character of the accountin.i 
ano thorough analysis of tht inforsystem and partly to the lack of a careful 

mation which should he presented in these reports and the for,. in 0hich rsuch 

infor.ation should b-o. comoilecd .r,6 cullished. It is reco,:-.ndcd, thcrcf.-re, 

that as a part of the revision of t h Lccounting systux inieh h .s hecn ;ro:,o

sed, the Lirector Gneral of 'ecounts be instructed to h--vo a study . of th 
.n .	 instalfinancial reportin%of the Government for the: -uroc of devisin 

ling a .ystem of financial rfportin' Thich wili provi e currently to th, Con
anrl 	 to the nu.lir. gress, to the -d:;.inistrative officials of the Govrunrn, 

nd co.' rehensive statemunts of th., financial concit ion Aiid
genoililly .accurate 
ope ation of tht Dovtrruf.int, %ithnoldin or -re l.ntin in sur.i-aiy forf., only 

such information as, in 1 he ooinion of the i-resident, should not becivul' d 

for reasons of international con..ity ,and national s(curity. cu, a -ystcr.; sh;uJ.d 

at least provide that ihe ureau of XCeountS er Aie .!.onthiy ari trans:iit to 

the ..inister of Finance and the . resideonL: I) a gncral led er. atu;c.nt and 

coapl;lte budget staitu..e.nt shoving er'.ropriations, -llot:.(.ntsbalance sheet, 2) a 

statement rsti.:tei: It
and 3) of nd actual receipts.and 	expenditures; 

http:atu;c.nt
http:peri:.it
http:arr-n.ed
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should also result, in an annual financial report which would present: 1) the
 
statistics of the financial condition 
and operations of the Government in an
 
understa;.dable and comprehensive form; 2) a complete statement of receipts and

expenditures properly classified on an accrl:al basis respectively 
1y sources
 
and funds, and Ly character, objects, functfns, activities and funds;
a complete balance sheet by funds. as of the close of each fiscal year, con
 

and 3)

sistrnt with th_ st.-:. oC fiont . ' cpirations.
 

As has been resputecdy 
 -ointedc r'fundamental Ladeficieneies this report, in ad6itionwith regard to to certainthe report of the typ,- of information itthe Comptroller's contains,Office onbecomes available the General accounttoo latc to be of use,-nd for p':rpose of the NationPolicy determination, This 
of administration 


is priorr.:1',
sent accounting iccsystue .use d.izi..htto -hichreferLnceth Gvrn~ntcrig has aJr. cdy tc.-n ellerls Office n ~~cc .d hecannot prepare "isa Cor.:pt:..ond -Uli a repot-, or " f.....~cnieflnci conditionthe Gove-rrT..cnt i 0ofc,uringare finally clos,d any statee 1fiscal y. .4..cc "i -The accoantsprocedures ay 1-e -Dos-poncd 
th.- final clo.-:n oi h:eaCccurnt for that year
for a'vcrril a-on t iyear, the hs ufter theannual ie-iort close of th"of the Coi..ptrollerls fiscalfor Office doesseven or noteight m.onths, Vecore availableor ..ore, afterit is properly apDi, the close. of the fiscal y(.ar"-. .... The lO r-yort to .hichthe Ceneral Account of the Cei:ctroJlc-r'sof the ;!ation, for Office ,na coverin. let er x,or o, sofnth to thedated lugust 31, 3.'41, Conr re s withsome ' and this, wecarler than bccn informed,such rpc,: wasIf the accounting ts hJ, i.s a rul.k, -ith..rto bc-systt.- is pl.,ced n sutiittia. 

usually upon t r.. ccrurt: b:Lbh iosd , tnh= eccounts.ithin C.port on te.n- CJiys ft. rthe finar.zej ta ,r.d ofmonth after of what y ar a th, fi jnthc ',t hayo bee-; ---aviilal,, in pulished for:*.t. 

month ~u withia t.o:.ft j hc d f r. a t iproposed revision in the. 

hsug.st, therefore,,yzt'z: that theof accountingprovision arid financialfor the niblic-tion of th. reporting -akeannual report of'within sixty (-ys ift,_r the. close 
the t-ureau of Accounts

of each fiscal ytar.

As has beL-n proviou&.y 
 ii' '.matLd inshould tnis r.port, thebe transfortd Comptrollerlsinco the agency Offcicthe authority, of th, 

rf ost-auai,,
Legislative acting exclusively

the Fresident of the 
i'oi.t r. 7, what - nd we rcoia.r., 

upon 
Republic be 1) Thatdc':rivdor selection of participtit-nof the: Gez.:ptrolis General, 

in the noz.ination
Congress, and that he bethe elcctudtwo aousesn.e(ting in .joint by thethe Comptroller' _sson forCu.nrl be that purpose;prchibitcd b. law ) h,.tministration fro.-. v:z.ticioating inof any accountin- the adrcc(:cr.3stroller'ileneral of th. 'eev.'.nt;b. dixected and 3) hat the Coc..prequi._dof the resent hF l.w to ...alci',in.- proc.dure ai ('r have :ao, a surv,;ys;ecifications t h. ,.r nc,,ond tofor "h. aa its to b,. 

of 
. 

fori:.ulatc ditail-0tions of all agenc-es of the hooks, acccunL:-, nof ' ;"ational : tr rsac-.tion inconsistrn lith th, 
,)j )'hat .ll ,xistingirtent of 1 .islatfth, s,. rcc;.enc-tionsextcnt of such Inco'sictCncb r'Cae'aleJ to the" 

'rhe lu2pos:t of -h. ".udit hm'in cinde.,e is to supplylent appraisali ,-ndn xtcrnaland report apo tnexecuted in i.hich Executive 
fiscal 

th.- trust ind oi 'crv.d th .:and.tes ir.poscd 
Fower has 

transactions u. on itby th' Constitution with renscet topersons adn.nistering Lulic 
ant lias, to a-.-ure thefunds, ficlity ofthe instru,'.entaliti and to revid.- th. L-gislativws lor securing ]ovir

l.ch it Iay make 
full ,nd coplit. infornation on 

, ath 
such cisaoiticns te 1-asir c:':,s it 'a f'.t -tli r' gardability to tc _-un'Lof the Excu i. :, in fisc-_t ;

The Comtrll.-r's Cffice, und r th.allocation pr1cpoc,.dof functions r,_or.,aniztJ  revestig-tion would . char...d vith "_kjn, n nd 
of and rel;ort iqarn tn. tranzcctiolis co p t-, priodic in.institution of e,.,chfor a state.., fisca- ',acy of the ixccuti.oDr.r,investigatio: 1his ',it wouLd include-anu vcrifi :.Cior. - thorougho v._r,barsements, a m -, its,:ssets, lia-nloli, ,xpf "di'rcs un-I di 3 -prehcnsi.e r "In rt r r. Itaidit rt~port., IXhitit- th_-

culd r, suit iir an cc.groups, principaland pointing u; all transct-'oo- s 
inarcial state.nts ly 'ue.lity of the action taken 

ir -oich ther,; is doutt ofIhy tht- the la .sost carefully ats of th. hx,.cutiv,controlled rowen.an. super'isid LVon in theirice instan-es ;ccouf:i 5ss,.::, ther- arcof doultful expcnditurts. or hound to
,ourcEs, inco'rrectand on, of the major allo ation offunctions fund -cof an ind.;pndnt pos-aucit is to dis

http:eev.'.nt
http:rcc(:cr.3s
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attention of Congress all such questions. ,Many the
cover and bring to the 

candid setting forth 
'e' ill subject to diffcring intcrpretations, but a 
a be 

the Congress to take intelligent and cons
-all doubtful items should enable 

audit report should also contain 
tructive action uith rbe.-'wc thereto. The 

A~. an es-imate of the off..ctiveneps with ,hich the accounting records are being 
unit whoso. accounts are being reported upon,

maintained in the. 6rganization 
since one of the purposed.of government accou {ing Js to provide a record 

Sin'a an aid should, in 'iffeet 
susceptible to ready crlysis: and verifict tin.' 

health" 'for the'agency audited, and should in largo
amount t6Ia "clean bill of 

for 	the period 'covered by the audit, out of the measure take its accounts, 
should. av.iid.the circunstanc, ,notcd recently in 

field-of -controver y. -- It 
dnistry if Grovernif ent _and. ... 

press, in which.:a State's..............tothe" l 

that the director of an institution which received 

justice a'rocomendation 
"a complete accounting of the 15 

certain public funds be required to presert 
This request was, as any financial officer will years of. his administration." 

realize, an absurdity;. no fully intelligible and satisfactory accounting of 

If the auditing procedure is to be effective,fifteen years ago can be made. 
it must:be kept roaL.nably current; no governmental agency should be permittcd 

.
 
two 	years without a thorough audit,-and annual audits 

of a 

to go more than 

Audits, moreover, should belmade of all Ministries
 agencies are preferable. 
since
come in, covering the poriod 

inisters
wfien Ministers resign and no 

the 	previous audit, in order that such officials shall 
be held fully respon

of authol
sible. for only those trans-ctions which accured during their period 

ity. 


If the auditing system is to bemdefully effective, 
the Congress should
 

two houses, empowered

appoint a 'joint Commitoeo on Public Accounts fro, the 


to sit in the interim between sessions to receive the 
reports of the Comp-


In the
 
troller General, and vcsted with authority to act 

upon such reports. 


event that administrative action satisfactory to the 
Joint Committee on Publi. 

Accounts cannot be secured, the Con.i-ttce should be empoiuored to instruct the 

Comptroller General to proceed directly, through the 
regular Courts, againsL 

such afficials or employc6s in connection with the offical 
conduct of whom the 

audit reports create a presumption of culpability. 
The Comptroller General 

with adc luate le-.al. personnel to undershould he proviied with legal .poier and 
acting should be vested with all the pouer of the 

aftOrne;r 
take such actions so 


General of the Republic.
 

Our 	recommendations with respect to the establishment 
of full Executive
 

to the Legislative Power for financial transactions 
under

account-'lity 

taken on the respcnsibility of the Executive Power are 

as follows:
 

The 	Bureau of Accounts should be requirud to devise 
and install.a


1. 
system of financial reporting which iill provide currently 

to the
 

and to the general public accurate and comprehensive 
monthly


Congress 
condition and operations of th
 and annual statements of the financial 

Government; 

as the post-audit

2. 	The Comptroller's Office should be reorganized 


agency of the Lefislative Power, and the President of 
the Republic
 

deprived of participation in his nomination and selection.
 

3. 	The Comptroller General should be directed by 
law to make or have.
 

eurvey of the -reaent auditing prcdure of the Government, and to 
r..

formulate detailud specifications for the period audits to 1o 

of the books, accounts, and transactions of all agencies 
of the Natio

nal 	Govrrnment. 

A Por,'nent Joint Comm-ittee on Public Accounts, 
representing both
 

4. 

houses of the Con ross, should be established to supcrvise 

the work of
 

the Comptroller's Office, and to receive and act upon the 
audit re

ports presented by the Comptrollcrts Office.
 

5. 	ihe Pormanents Joint Comnitteo on Public Accounts 
should be authori

sessions of the Congress, to take suchzed, in thG inte'rin betwecn 
upon the audit reports present to it as may be approprite,
S! " -action 


,, 4J i w,+=u 	 :'....
.
 

3 
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including ;uhlication of such roports and,-in the evcnt such Lction
becomes nL(cs ai7,authori sing the Coptrollcr to rocced Circtly,through the ord4.ry C:ourts, against officials or employees when tho
audit re,)orts 
?n6icatc iay be gu'It,, of £inrx.cial irr gularities.
 



C.hapter III. 4 4 

FLNNN IN'E5I~r"N4 OALG'MET 
are 4'4tural if4tnieyadSiniia. ;'~4s< 4pro4 44444$, cu 

-, facliteS s satio nan~stol o porati~b e or bf;hasrtl n;m 

irg Foivah ela 	 t• 	 : e mit, teir oni ry s an d oflivrin oB s.i ishas Lee. 
.coutrya alost n caily iertor
tastne rh re sorcesthe exp l.hatio, of ....

'~ " wiihc= ha on !ccnast hhly signifoficat' ipgoprleIs~sofo , ia. -~oBoinv :
i" cul lnesisd h urrbably suficintta fin ns-valynce nie tiicamy 'I:irtur d 	 he'h	 t t h e r s n t -:-- d is~	 inta mto feed %4nel. ofng imbaAmenceafyetrit m costsupl no


onl te oentielyof th nationa mare. 'L..... pemi sustnta.... expr 
.:.i ' fos resre. n rc eliuetiterall anwaradamost 	 ude /:;:s by ihel venlopnre.d: 

r a tfiii 	 otinal ut. : Suhannd es exterlly a 	 np ison mnstokwotof eth am .... i 
i thF'romute sa anin-o t-ain tnadoeoom, 	 :Bolivi'sntin iing,0f is a o : 
"onr oni.pdoe n,-ne ol i y hvesto reaicntiso. The- wokohe 	 ..mecan 


." h-asoonoenouhh toianifrcat
."E-:VEcrri i n 	 logtoerless on reolivia, T!10 -.>. the s sfirst. f ic the ugency ofitin~ing~ a.technolog i nral mecnomy. odl ithe 
seondw tin hatthe k hertionimalncooy. nenlooot% Uher prsn 

' 

- in t-he a th tst o recu... 


toa beril ome::ae,simply b pumps i morepdlsi-Opound strig peositiornfic
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policiiasma to set,: aad assures that Bolivian planning can be fully brought 
"~44bout ,within-the framework of the Bolivian Constitution, the democratic system ofgovernment, and an evolutionary system of social and economic progress. 

4" Flanning is not~ alone a matter of organization. ipachanics, statistics, imapn;'analyses and PrW D .lt mu'st~rest upon'a set of genoral understandings, upon
values to which the olivian nation is d-roted,' and for which it is willing tosacrificelesser values. -he 4general"unce,'s anding upon which Bolivian domocracy'rests, ia that the hapinoss and-welfare of the people are paramount, and that
special, privilege and personal 'ambition -are 'suborninate Ito. the larger,_national

4ht.. ~44.pu~os. 4, ~I...asumeh~ ~Th&f~i~li~'t~onar mas gains,' and' shoulde pl e
"behenjoyedole p o who created 'them,rather than 
y speci clas
ses or.persons.uThe Bolivian Government was sc. up :for this p)urpose, andnational' ,lanning
by 'theoGovernment iill naturally be:directly towards this end.i.ays and eansof attaining the goal v.:r from time- to time, but the generalaimand purpose of the nat bnal'endeavor is 'clear enough. Naturally, the notionof whatjustice'is, or uhat constitutes the general welfare, or %;hat the essentials 'of.libtrty are, changc iith the changing conditions under which humanbeings seek their individual :nd collective destinies, but the general goal is
ci!ar 
and the main direction of effort unmistakaUl'). 

The potentialities inherent in the developmont and expansion of Bolivinnagriculture, forestry, and livestork culture, and in increased industrializatio
should make it possible to elevate the standard of living to-hights which have
hitherto been undreamed of in the. history of the. country-provided Bolivia Jsable to develop the nessssary social ttitudes and arrangements to insure thejust participation of the whole people in the gifts of nature, science and technolog"y.. he.idea of social justice which looms so large in Article 106 of thei.Constitution does not relate 'to production alone, but to a way of life in vhichthe masses of the national community enjoy their share in the gains of our civilization.i Liberty in anyVsosriU 
system must be read in its necessary relation
to the common welfare, for liberty ihich does not promote the common ielfaro and
social justiceis a paradox of words, ahd a'travsty upon its own fundamental im
 
port.
 

No one neees 1; doubt that etatomanlike national planning can produce substantial progress towards the goals i.hich Bolivia 'has formulated for herself in.broad and general terms. 
The strides in planning and development uhich a single
agency, the Bolivian 0il Production Monopolicy, has made and is currently achieving, should resolve an 
doubts that the: Eolivian Government can plan and
can achieve.practical results from that planning. The application of comparable
effort and techniques to agriculture can multiply agricultural production many
fold, can provide for national consumption of that production, can promote 
 soJ.t
conservation, and can go far towards developing the type of agricultural heritag,
which ill make the Bolivians a rich and prosperous people both now and in gonorations to come. Planning c the future recuroncenof thewastes whi.-'which have arisen in the past, due to conflicting policies and interests with
respect to mining, transportation policies, and industrial development, and the
sti-l more tragic vastage of human 
matErial through inattention to the protection
and security of productive labor. 

- In moments of vorld unrest, whon conditions beyond its control are disturbig. bing profoundly the already unbalanced internal economy of Bolivia the pissillity of creating a fine and. rich life for the mass of the peopie may seem aocking unreality. But the sober fact is the roach of Bolivia if she can organi_,v
and mt to make possession of it. ;bhat ctands between present .d'sy Bolivfta andthe r 
 .ization of its national'aspiration for 'abetterlife for its people aze
only three factors: o
(1) its own attitude; (2) the technological and adminit.tra'-iye ability and the enory 'and application ofbits people; (3) 'its social and
political management'
 

There is every reason to. believe that the stream of scientific inventionwill, in the. next generation, outstrip everything that has been accomplished todate. If statemanship .can.. keep pacewith science, the new woad may well beco;'',a mvel of human achievement. It is not Bolivia's resources which fails it,'but . 'its ability to exploit those resources in ways uhich contribute most to social
justice and tho'general welfare." The sober facts of science and technology, 
lthe
 



cold enginering-figures exressing Bolivia's production potential, which the ex 
4perts'of the",Americah' Economic Mission have developed, showi what might be done if,skepticism, 'selfishness, timidity, complacency, and confusion do not paralyze the 

Scountry's leadershipping the face of the incredible richness of its present op
potunities. 

Several considerations-'are- important in looking at plans for planning: 

"U---L1.... The'necessity an valite of coordinating.nationaland regional policies, 
* ~.'instead oflalowing them to~drift apar't, or pull against each other,

* 	 wih dsasro~is~ffeTs. - hst _of transpor~.ationinBolvia-io.,. 
i'an object less.oi-fully in point. 

2., 	 The value of looking forward in national life, of organizing preventive
policies as well as remedial,* of avoiding dangers rather than reconstruct
ing after catastrophes. 

'3.'The.value of basing plans upon competent analysis of all the relevant
 
facts.
 

Itis important to note that not all planning can.or should be national plan
ning.. Regions and localities have an important contribution to make to the process

ofattaining human consent, which is the essence of planning. The centralization, 

, .'ofiall planning in La Paz is impossible, and even if possible would not be desir
able, since planning is an attitude and a practice that must command the confidence 

- and cooperation of wide groups of people to ensure successful operation, must come 
from the bottom up as well as.from the topdown, must come from the circumference 

. as well as'from the center.,,As has been noted in another place, the long-term 
develupment of the national .esources of B6 ivia require coordinate and consisten .
executed programs on the-part of many agencies of the National government, of 

"financial institutions, development corporations, and other semi-public agencies,) 
as well:as the cooperation of private agencies and individuals. It may reasonably 
be anticipated that many of the most useful suggestions regarding types of planning,,
will emerge from agencies outside the National Government, and perhaps from indust
rial and scientific associations, associations of individuals, detached individuals,
and other sources outside of government altogether. Planning, then,'-does'not in
-volve the preparation of a comprehensive blueprint of all human activity, to be 
.clamped' down like a steel frame upon the soft flesh of the community, by the 
National Government, by the muncipalities, or by any other agency -of government. 

Planning, moreover, does'not involve setting up a fixed and unchangeable syst.
but on the contrary, contemplates readjustment c.nd rvision, as new situations 
arise and new problems embrge. Planning is a continuous process, and necessitates 

- the constant reexamination of trends, tendencies and policies, in order to 'adapt

and adjust governmental policies with the least possible friction and'los. In
 

- " . :this.respect, resources planning is little different from the planning of military

" 	 operations, sincb ev- gnod plan of military operations contains within itself 

schemes of adjustment ard revision if the enemy fails to conduct his own operations'
mother thanthe anticipated manner. .The naticnal life is like a moving wave.in 
which a new equilibrium must constantly be found as it sweeps forward. Even purely
physical planning is subject to cintinuing revision as new factors, such as'the 
motor vehicle and the freight aeroplane, appear and supersede old ways. Resources 

planning, in the broader sense of the term, is likewise subject to chanLe as new 
elements come in to disturbe earlier calculations. Stubborn adherence to an out-



worn plan .is not intelligence, by't 'stupidity, whether in thU life of an individual-: 
or a nation. Prudence would, of course, dictate that reasonable stability should 
not beendangered by capricious or arbitraryshift of plans, but would-with equal
force insist that policies must be promptly modified as emerging trends and new
situations present clear evidence of the necessity for their recasting.
 

Sound planning, contrary to a considerable body of frenetic opinion on the 
subjects, does not lead to the regimentation of:private life and affairs. On the 
contrary, it brings about a broadening ;rather than a narrowing of opportunity and 
choice. The man driving a motor car over a well-planned and regulated highway,
with traffic ' policemen posted: at -appropriate control points, is for practical pur-
poses much more free, than if streets were unplanned and traffic unregulated. 'Laws! 
regulating speculation and unfair trade practices-release the energies of honest 



energies of honest and fairiinded men for activities other than that of guarding 
Sthemselves' against, fraud 'and trickory. 

Reginiontation is not thoory but a brutal fact in many aspects of private life,~~<in Bolivia today, The modern type of nation 'was sot up in' order to' break dovnthe oldprivate or seainrivate controls over justice, taxation, etc, and o osta
blish public and' national control 6i6r, 'slt~.tions that tecause unendurable. In 

s imodernvida betabsoltely roidconsuerma 
r~ened mnoplyjust as an i~ndividual'worker miay'be'helpness a.y arutles 


gainst.'term~s dictated by an' employer.' Suc~h practices constitute ,rivate regi

justice bring about governmental dfense againsttyrannical exercise of private
aoi~e fact,, in is the estence of existing ,Bovernmental regulation of theice of'articlos of prime necessity in Blikria today-the protection of the Indi

vidual against the tyrannical use of thepower .hich international events have put
in the hands''of'a relatively small segment of the businosa community. 

In fact, many of those who cry "regimentation" whenever public planning is
mentioned foesee interfcrence with their own practices of private;regimention and
exploitation of otherwiso helposs persons'under their private controli 
Those with

special privileges to 'protect and preserve naturally object to any putlic plan
ningthat may dislege them from a prolerred .osition whero they are able toact tribute fro their fellow men. 

ex-
Their fears 'of national resources planning

in this respect, 'it xay be rerarked, are thoroughly grounded. 

he truthis that it is not'necessary'or desirable that a central system ofplanning atteimpt to cover all lines of activity or forms of behavior. Suk h platning overreaches itself. ise plnning ,,rovides for the ecouragement of 1'cal
and personal in tiative, 
realizen that progress may as easily be smother,. by
overcentralization as by its opposite. 
 Not all -,over=Lntcan ever be central
 
government, or all. life public life. 
 There eust be wide 
 ranges of affairs in

whi indeendent" critism, independent judgment,and independent initiative is
given opportunityfor free growth, One of the.'recurring-tasks of statesmanship
is to cultivate and encourage decentralization. Genuineplanning, it must not be
forgotten, really includes planning to preeerve and even create non-controlled
 
aereas 'of activity, as well 'as :,lanning for control of aereas that must be con
trolled. 'lanning is not an cnd, but a nmeans. 
 It is a means for betti.r use of
vhat e have, a means for emanci-ation and re-.llse of eraonalities now fettered,
for the enrichment of humanlife in .ays that iill 1llow individual interest 
and even individual ca;.rice.. 

The development of the national resources on the bais of .i.ise planning ispredicate upon overnmental control of ccrtain strategic p4oint s in a %.orking sys
tem-thoso points nesessary to ensure order,. justice, and the promotion of the 
general welfare. It involves continuingreorganization of this sy.ste of controlvoints, 'as ,arts of the plan 'arerealized and as .'nderlying circumstaices change.The number of controls is not as important as their s,ril gic relations to the

operation 'oi the society in %hich thcy ,ork. At various times, for example, theBolivian govjrnment has found it necessary to deal -%ith landowners, vith the

Church, with the Army, with the oil interests, with racial groupts, with vendors
of articles of prime nesessity, etc., adjusting its control points to meet s
pecial situations, and restricting privileges at one point i'hile roasing forces 
and initiatives at other points. 

The, essence of succo sful planning is to find those strtegic control,points 
as new situations develop, to suggest shifts in the form of control and the ar.eaof control and the area of control uihout too great delay, and to guard against

the sing 
of more points than -ro nesos~ary for the purpose-er for longer periods

than are neaasuary for the purpose.
 

A totally unplanned nation is as impossible and undesirable as a totally plan
ned econoy. 
The choice is not between narchy on the one hand ad'completo control over all aspucts of private behavior on the olher. .A sourdor way, between
 
these' ,extremes,is still open in Bolivia. Human association may still be organi~. zed, and social controls tay still 'e planned and exercised, in~a way, that will
exoand the area of individual initiati,,e and enterpY'Jg,, consistently. with the 



traditions of the zolivian people. 

To meet his re..onsibility w;ith respect to plann.ng management in Lolivia,
the Fiosident needs technical assistance and expert, broad-gauged, non-political
analyses and advice. 'e propose that an Office of National Resotvrcos Planning 4set up in the inp.diate office of tne President of the hepubiic, to operate unde:his direct supervision and direction in s'udying, analyzing and ,aaking recommen
dations concerning the dvelrpmcnt of Bolivials national resaurceo,and in stimulating .nd coordinating planning efforts throughout the National Government
 
and throughout the Republic.
 

Le suggest as a .easure of economy 
-nd efficiency that the various statisti.
cal and special data-analyzing units in ,the sovui,'al .,nistries be suppressed, an(their C-nctions transferred in tote to the Office of National 1esources.ilanni%.
,.hi-le statistical data and measure3ments arc only one type of information, andrepresent only one type of analysis, with i.hich the Pffice of National Resouarcos
Planning will be required to deal, they represent at the moment the most impor
tant source of knowlege of the resources of the hepublic. It is highly importarthat the data-gathering resources of tnc 
various f.inistries continue to he utilized to the rLj=. extent in cu:rulating the batsic facts, statistical and oth.er,which ill be subjected to arr .ngmEnt and analysis by the Office of National 4 esources 
Flanning, and the President would, therefore, be required to prescribe ir
detail, from. time to time, the data which %hould be accumulated n the variousLinistries. The Office of National ,esources Flanning ould -.f O, , supply
the various il..nistries 
.ith such routine statistical data ana com,.pilations as are
essential to the .dministration of the kinistrics and their depeadeneies, and
 
aould, at their request, undetake Larcial studies and analyses. 

The Office of Lational Resources rlanning should be under ihe immediate control of a Director, appointed by the 1rosident of the Republic. He should benprimarily, one in hom the resident has coil~te condicence, and should have acompehensive acquaintance .ith -.olivia and with the resources, natural and human
of bolivia. He M:-3;4 be r.ractical but pro.ressive, and ai.,#_nable to new ideas.
He should, atove -ll, have 
u ;rofound patriotism and an Abiding faith in the fu
ture of Bolivia.
 

lo assist the Arcctor, and to exercise cirect supervision over the tochS-,al v;ork of the Office of National fesources rlanning; a p,-ri,,anurt secretary should be employed. The qualifications of this prm:ancnt employce iould be primarily technical; he would be a professionally traind and qualified expert in
the field of resources planning. It would undoubtedly bc necebdary to select a

generaly qualified person for tnis position and 
to send him abroad, tn brazil
hcxico, ;nd perhaps to the United States, for a ptriod of eight or nine ,ao,iths ofintensive s:udy oi 
over-all planning pmcus and techniques, since great strides in resources planning have b,-en .:'ade in thece conuntries in recent years, and 
new and highly ini(. 7sting planning .ethads devloned. 

The Cffice of ational Lesources i-lanning should 1,:staffed by permanent,
professional scientists of the nighest cuality obta.iniable. Itsork cannot beconfined to the r:mce cell.ction anc. arrangement of Cata, but to be of use to theiresident and his ki:.ist, rs the data must 1-e subjected to searching and competent
analysis. Econoists, ,naine .rs, -o7ranurs, a.inings, *aricultural, financial,
industrial, commzercial and poulation speciaists must :;ake' up the top proces
sional staff of the unit. 'Ihey must, in a, citon to Drofessional competence, have a critical outlook towards tanir 'or]h; they ,..ust realize -,hat they ore engaged inproviding the underlying data and ,.veluation for e, inte Irograms of action, not
for mere ncade::ic exercises. it the s~re time, they must guard against the premature production of findin -s and recome.,_ndations. The nrc-osed Offic.- of National FesLurces rlanning is a scientific or-, nizition par fexc:llance. It should appeal 3trongly, if organized on -%c rt.ter Lalis, to the l: st hi ins and fancst na
tional loyalties that ,olivia has produc,:d or vill ioeuce. 

t..ually ir,.port;nt to tne Off ic, of N4atimA F-cseurces 1lanning as to the.utional Eudget ,nd t.fficitnty Office is the. -ossilility of' draing into its %orh,on either a long-term, or sn rt-t.r,:, basis, as.ecially q-.-al:lid people from otheragencies of -h, governme.,nt, nd men fro industry, corr .rrce and the profesbions for 
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pa.included. in the.legislationettng u the Offccoof National 
 Resourceslanning, and adecuately o.astic, tuc~etary 'ovsionrv " should', be made t&~ facJilita-
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The-Pesdet ad he Ofioo aiowi~ ,eource's Planning should be assistedby a National Reso.4 coo: Council-of1 tnrleor five raenbet's, appointed bydent of the RepulblicI to ,iro the Presi-~ofkth Couni shul
 
bring together ihuight,\xpe-Oce,~ -n'juagnent
in the an_,lysis and int'rpretation

~'~o l naion pol oio ,~s il,9±p ann ng
nig the national reso66t. 'cesof 'the 4n r nt of vays and. means of utilisrcmateraian men, and social ~viaion in the fusion
of ~oi cniquos ia~ .x1d no ene nd More satisfactory
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national policies. They should, of course, hive a orofound interest in national 
planning and faith in the future of a planning and purposeful National Govern
ment. They should be compensable upon a per diem basis while actually in se3= 
sion adequately to justify the diversion of their attention from their personal 
affairs; the type of man suitable for membership on the Council is not likely 
to be found among those with considerable leisure for gratuitous service to the 
government. Above all, appointments tq the Council should be on ihe basis of 
the ability of the individual to contribute to the planning mf the nation's re
sources. It would be a great tragedy if the Council shc-d become an ex mf
ficie group going through merely pro forma operations. 

The National Resources Council should function as a board of strategy to
 
advise the Fresident and the Office of National besources in the Planning of
 
the 	development of Bolivia's resources. It cannot be too strogly emphasized
 
that the function of the proposed Council is not that of making final decisions
 
upon broad questions of national policy- a responsibility which rests and should
 
rest firmly, whitin their respective spheres, upon the President and the Can
gress.
 

The Office of National hesourecs I-lanning and its National Resources Coun
cil are analogous to the General staff of the Army. They are instrumentalities 
of planning ane strategy. They cannot be placed in the line of command and 
function effectively, and should not be authorized to issue orders to anyone. 
Thf " should therefore, not be involved in special adinistrative responsibili-

Hlies which properly devolve upon the approprate Ministry or other agency of the
 
government -et up for that nurpose. Such an agncy is usoful in proportion as
 
it is detached from immediate political pover and responsitility.
 

The Office of Fational Resources Planning and its bPational Resources Coun
cil should serve as an advisory a,-ncy, githering and analyzing relevant facts;
 
observing the interrelation and adinistration of broad policies;proposing from
 
time to time lines of -ational procedure in the development and husbending of
 
national resources, based upon thorough inquiry and mature consideration; con
stantly preparing and presenting to the Executive Poeer its finding, interpre
tations, conclusions and recommendations for such final disposition as those
 
entrusted ,itn responsibility fer governing may deem ap~ropriate.
 

Our recommendations with respect to the .anagement of national resources 
planning are as follers: 

1. 	That an Office of 'ational Eesources Planninre established under the 
imme6iate direction and control of the Freside,t of the Lepublic, char
ged 1ith gathering and analyzing relevant facts; observing the inter
relation and administration of broad policies; proposing from time to 
time lines of naLional procedure in the development and husbanding of 
national resources, based upon thorough inquiry and mature consiGera
tion; constantly preparing and presenting to the Executive Fover its 
findings, interpretations, conclusions and recommendations; that the 
Office be given mo administrative duties nr responsibilities. 

2. That existing stalistical and fact-analyzing agencies in the various 
1inl' tries and their dependencies be suppressed, and their functions 
transferred to the proposed Office of i ational Lesources Planning. 

3. 	That the Office of 7ational Resources rlanning operate under the gene
ral supervision of a Diredtor, appointed by the Eresid-nT to erve at 
his pleasure, a d under the immediate control of a permanent adminis
trative officer, the latter appointed from and serving in the career
 
service; that the Office of National Resources Flanning be stafied by
 
permanent, profeLsional Lcientists of the highest, order atainable;
 
that adequate jrovisien be made in the law and in the tudget for the
 
transfer of career personnel from o'her agencies of the Governmi*nt in 
special assignment to the Office of Pational hesources 2larning, and 
for 	the employment of special consultants from in~ustry, businass and 
the 	professions for temporary auvisory or consultative services, under
 



the general terms aLd consitionL ihich have b': en outlined for similar act4Dns 
by the National zudget and Eftaciencj bureau eliewhere in tnis report
 

4. That a Fational EEsourcs Council be established, to consist of three 
or five men .ppointed by the President of the Republic to serve at is pleasure; 
that this Council function as a consultative and advisory group to the President 
of the Republic and the Office of NationAl be cor. ensated liberally upop a per 
diem basis for days actually in session; that the Council be given no adminis
trative duties or responsibilities. 
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C.i"Ter iV. 

INFORMATIONAL SERVICES AND PUBLICITY IN IHE NATIONAL GOVERNMENT
 

Napoleon Bonaparte, whom history recalls aE a great militarist, but hardly as a
 
great democreat, u.s realist enough concerning the type of social organization im
plicit in his authoritarian philosophy to admiiit that, "All goernments, special
 
occasions apart, must rest if not no the active consent of the governed at least
 

on their silent acqiliescerce". 1r a dtmocr , cy, whore the continuing c.nsent of 
the governed is the acid test of ihc Government's success, the provision of an
 
effective base of fact- and information upon ehich the governed can cctermine their 
consent or their dissent, their acquiescc.nce or their opposition, becomes an es

sential element of the democratic proces. itself, and should contit-,te a major
 

concer of rulers whose aspirations arc truly de,:.ocratioo 

what are the functions of Govrnment informational services and policity in
 
a democrr ? Formerly it was believed that the Go-,ernment should compl ..
only-ith 
the legal :rinima prescribed by 13w ane should ;,,antain no positive facilities for 
reporting current information directly to the ublic. It j:,v believed, also, that 

it should maintain no facilities for defending itself against attacks 1y ". 
interests and group grasping for poier. 

This concept has changed a treat deal during during the last fev, years. Se
veral factors have entered into the situation to bring about a change. The grov... 
ing size and complexity of the :utlic service has brought about a tremedous incre
ase in the role played by the chief executive of the Ltate, for as the public 
service has increased in size an6 conp)lexity, the task of leaGership his become 
more difficult ana more important. Anotnr factor which has tenced to change the 
former concept is the need for aegressive, active overnment, capable of moving 
quickly to deal with ermerging )roblems, Still a third factor is the change in the
 
concept of democracy. It is important that all the people be reached with infor
mation on the actiities of 1teir go ernmcnt. Fo longer is it practicable to go
vern by influencirg s-cattered groups- government aust -,o to i he roots for its 
pover, to the r,.ass of citizens for aoproval of its po-icies. 

In a modern democracy the cnief of state rust -tand out as a leader, and car
ry his ressa--e to tae people, if he is to gain popular suort and a~on,-oval for 
the lans, molicies, and .rogrrr.a of ..is ac:. inisiration. . fundanental necessity, 
of cource, is t.at there are pr, aeteri.;in-u and anr.ouncec goals. The chief of s
tate should prepare the public :iihd fir his actiins by 6emonstr .tirg the need for 
actn and the road to be fclln.e.d. if the n,:-d ftr action can be interpretd to 
the public and consent .5ained for the objtives, the pccessee of deozcratic 
government are thereWb irolemented. Thc broajer the tale of shlic understandf 
the _rfater is the ublic _cceptance and sup._ort of the ahnounce' objdcties'., Con
tinuous and systetratic aticntion is aloc ntecessary in informing the -ublic of the 
pro.ress that has 1een maL'e, and reporting on thwork of the adinist-ative orga
nization directed by the chief of' state.
 

Public Ie orting is of sveral t.;pes. The ebjective of some publicity is
 
simply to stimubl:te the inter ,"t of citi ens in public )robleI.s and pro-gr,-s.
 
Such reporting includes popular -.
,explanationsof scientific or technical equipment 
or ' rocesses utilized by Ihe gov,.rnme.nt and is not designed to .ro,-ue any action 
or decision. Its cneif motive is to 8et the pneIic inter-.s.ed in i.hat the overn
ment is doing. A series of articlei.or radio eiscussions relating to the Vork and 
equipment of the laboratory in the Bureau of :,ines anci Putroleu:i u.ould he of this 
type of publicity, 

Another kind of recorting appeals to :.Ic.. of the pubiic in their role
rs as
 
consumer-of Govcrnmental hercivinos ahd its'objcctive is to encourage the greater
 
or more ciscriminating use ol these services. ri.licity encouraging the use of
 
hos.itals and clinics maintained by the Public Hialith bervice, as a mcnns of con.
 
trolling de-ease, wonld be of this t1-ce.
 

http:inter-.s.ed
http:gov,.rnme.nt


A third kind of reporting is designed to secure public cooperation in the administration of public policies and programs. 
Here the citizen is appealed to as
a co-worker with t1e government. 
Included in this class of reporting are publicity
materials prepared to promote public participation in a program, such as inviting
citizens to report any cases of prime necessities being sold in excess of the
schedule of maximum prices established by the Ministry of National Economy. 
Still other reports and publicity meterials appeal to citizens as the ultimate
source of public policy and seek to provide information on the basis of whi'ch
citizers can make decisions on specific Governmental prograis. Whether the program of public education is 
to be expanded, diminished, or maintained at its present level should be a question for the people to decide and make known to their
elected representatives, so 'hat the national budget reflect their wishes.
 
Finally, there reports whichare to provide thethat will enable him 

seek citizen with informationto appraise the government; to formulate judgment concerning
how well or how badly certain government services are functioning.
inefficiency or inattention on the part of 
It may be that
 

some governmental units will be largely
corrected by the release by the government itself of reports or statistics indicating conditions.
 

There is, of course, no clear cut distinction between these different objectives. The ultimate aim of all reporting should be to produce a more interested,
more informed, more cooperative citizenry. 
Only thus are the aims of the government ad-;anced and the process of democracy improved. 

Providing information on the basis of which citizens can make decisions onpolicy matters is necessary in a democracy, but a corollary of this necessity is
the need for officials who have a professional outlook on their work, who are
concerned with -;hat the public wants, and who are responsive to expressions of
public preference. 
Public reporting and a career service for public employees go
hand in hand. 
It is not enough to establish a public reporting system.
important are Morethe motives which actuate the reporters, the effectiveness of themeans of communication used by the reporters, and the relationships between citizensarid the public service induced by the reports. 
The obliration for reporting is imposed on the President by Article 10, Section 93 of the Constitution where he is enjoined: "To present annually to theCongress in the first ordinary session a written message concerning the course and
a state of the administration's activities during the year, accompanied by reports
from the inistries."l
 

This, however, is a legal requirement that has little relationship to the
realities of reporting directly to the public, whichaffairs and the ease the rapid movement of publicof comrunication in modern times necessitates.consistent, systematic There ir'noeffort made in Bolivia to keepwork of the the public informedpeblic service and interpreting the of theSignificance of stepts contemplatedor accomplished.
 

The Propaganda and Press Section in the
wholly inadequate attempt 'inistry of Government is making ato maintain a sort of government newsforts service. Its efto maintain a fil- of newrapers and periodicals from all parts of the Republic is ineffectual, since it must depend upon certain local and provincial officials to supply them and it has obtained little cooieration in the regard.
also sends daily Itto the local and provincial officials informationimportant aspects "about the mostof' the national admin..stration, notable acts of po4tical,financial, industrial, social,and cuitur. activities, in suchRepublic has the ost a manner that the wholecomplete possible su:-imary of these developmentsal capital." This in the nationis an abitious undertaking for a section, staffed ,.ith twoployees, a section chief and ema stenographer, especially in vi6wthere is no comprehensive system o t e fact thatof collecting ardThe chief reason, of course, 
anhlyzing administrative reports.that there is no sich system is that tbere do notexist in the Mnistries the

Production basic record-s neoead to produce satisfactory reports.and perforn.nce r,-c:.rds, as recommendedreport, in another section of thisare not maintained. Very few section heads report.monthlyin summary form, to the Minister,the work, progress, acco. iplishments, or problems 



"he ...inir er, vithont this data, have litlle curof their rcsoective sections. 

sections of' the i.-inistry ?.nd are 

tent knowledge of the status of vorl, in the 

therefore unable to supply the -resident,with .:-recise, ourrent, summary informa

on the various as ects of i.inistLrid. adir.inistration. 
-As a consequence of
 

tion ro
this situation, the Prosident must remain uniformed 

of the broad outlines of 
ith rcg-"L 


gress, .nd must 0ecnd on s ccial in eati.ations 
and reports -.. to in

ta.-eaiise. Some of' these .roblems, no doubt, could be
 
dividual problems as 


The to- of the adn:inistrative structure.
reached bottom to
resolved bfore the 
The developipent of the 2urcau of Accounts, lh, Uational Eudget and Lfficiency of 

Office, and the Office of ?ational Resources 
ilanning, recommended elsewhere in 

ove tE.situation -a,regards reporting and 
this report, w;ould to some duegiec imp 

and planning operations, but ior1 re
fin.-ncial, statistical,uu-_licity concerning 

in the inir tivs. qhe ostaltishm-nt of thte
ports shIoul( lso be dev'-inped i~t the 

prt supply 	the :-rcsient ith the basic data 
three services oul, n esta
needs for the r.'ana-em-nt of the k.ubiic adirinistrution. In addition, the 

ations and 
Vational Office of 7ersonnel would require that its ope

blishment of a 
and t: the mass of ruhlic employees, 'he 

policy be inter.arcted .o the purlic 	
UZ:,Of

spotligeit of oublicity 'ust play over the activities 
and procec.ures of t 


comin its o'eration is firmiy vsiab-ished. The 
fice until P.Tlic congt snce 

can also be 	 pulicezcd by the Office of Pro
petitive examination announcemcnts 

pagan, a. 

trec Offices h retofo: e proe-osed, and from 
lo obtain informaticn from i i 

" that the kresident r,.ay be supplies iith a fact
each of the .inis.rics, in or6

;.cncy, it is sa;,_stea that an Office of iropa
gathering apd fact-interpretir. 

agency in the residcncy. 1he 
ganda'be" e-stablished as thc ftr'th, and lst, nc 

transfrreashruld t .!(ish i" .'anztion-
Propa anda'and. press 7eetich 

to the proposed Office-of Propaganda..
 

The heaIrt of the Office of i-ro aganda should be the information Section
 

;hich would be the central unit in the Government for cell ctirg, collating, and 
the' activities of the Government and reporting on all 

interprating information on 
it %ioulcihe 	the function of this section to rerare 

chases of aministratern. 

periodical reports for the iresident -nd to convert 

administrative, technical,or
 

agencies into a form adaptable for
supplies by 	 Governmuntscienetitic 	information 

heve to he staffed by a high
For tais purpose it wouldpopular presentation. 

a -knowkedge of the elements of 
grade personnel which had a sense, of ners !tnd 

charge of arranging
Thrce small specialized s:ctions would have 

popular appeal. 
for the presentation to the public of information 

collected and collated by the
 

be the iress Section, -the ladin Section, and
These -ouldInformation 	E-ction. 

Picture Section. Utilizing the techniques and pratices peculiar of 
-. ,.he Iotion 	 admi

these three r.(;dia of populicity, the accomplishments and pr,, sa]s of the 

the Iepu.-lic. 'Ihe 
 success

he .iven vide circulation throughoutnistration would 
one means of bieaking dow sectio

ful oocration ot these sections should provide 
these sectios, 

nal aiffernces ind promoting national unity. !e dless to say, 
should be staffed by employees i.ith

of propagandalike others 	 in the Of fice 
ee.periunce in th- newAs:e)-per, r-aio, and cinematic fields; they should 
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the types of approchts to pu- ic intcrt:tknow 	 improve its effectiveness. 
.reaction of 	audieinces to thair presentation in order to 

Ftction culd be available to the 1 inistries and O[fiees in 
ahe Liesoin 

e:tho is. eliale statistics and admr.is 
attempting to improve their re, crtin 

it o,.,ld 1( 	 thert±ortin system.the foundation for a ,ulictrative data ar< 

1-u.-ld up u systcm of a6d.iinistrative reporting vithin 

of this section tofunction 
provide an over-all vie'. of' the ,;ro-ress -and achieve 

each Ministry that would 
ments oi the . inistry for the information of ti-c ainistcr, the Freuident, and 

staff for 
for use by the inforfiation ection in reoorting to the pullic. The 

quite jiift'urent tualifications than those of the 
this section uould no, - to hve 

should- be specialiststhe Liaison 	Section
other four sections. 7hc employees in 

of 'ork urits. in connection with -ro
the design, mf asurement, cnd analy-sisin 	

r' they -ult - orB in coo uration tith the i"atio
duction and 	 perfor;,-rnc stan 

.,ogram: oi the accounting, 
nal Office of tersonnel. :n connction xith .u licity 

a posi
planning operations o the 0ov rnimr.nt, they . ould be in 

statistical 	and rilan-Of fice of 1,ational resourc-s 
tion to assist the ur.au of Accounts .and thc 	

a co, ithin illi inistriesto.u deve!lopthcfr pr4ier Mnctionning. But 	 thu use oJ the -Presidcnt, the
piopres s r,;portin- for

parable system O torl and 

http:rnimr.nt


i-inisters, and the public.
 

'he Office of iro-aganda shoulc 
ie headed by a Director, apoointed by the
President. 
As well as directing the 
 orl of the Office he 
 ,hould constitute a
source of advice for 
the Fresident on all matters of public relations, Publicity, and 'reporting. "o assist hia there nhbuld be a p;ermanent secretary, appointed as resulta of compotitive .:xcj,,ntion vho shoulo be a member 0: thecar-or service. "he -rmnent acinitrative 
perience oficer should hve practical exin ,uLlicity and infornma:Jon c the imagination to utilizef(ectively most efthe media of xor-ss, rd-o, .nd cinema. :ie. shoul.., most of all, beionest and otjcctive, ond consued a:tn a pssion for :.ccurate %nd forthriht 
reporting. 

Fgr the Office of 1rof--anoa to fLnctior, eff.ctively, it must establish areputation for honesty and reliability. 
It canot Lc piostatuted to ?oliticalor ! actional inds aiid r...ain honest :ind reliable. It cinnot devote itself to
placating and concilia in 

free, 

tac venal press, fro iuhich rolivia is by no meansand yet com.mand the respect of those honest nd uncompro:isins .ublicists,for a reasonable nuinh:r of tahich iiolivia has true euscto be thankful.main, the Office of fro.zaganda must 
'Ii ihebe left .t libertbtc intero et the administrative, as opposed to toe political, aspects of Governmental ope:ations to the
people of olivia nd to the orld at large. 

?he President and the Di. ctor oC th Office of Bropaganda shoulq hi asi.&..sisted by a Council of 
ro aganda, cn:.popecd ofuut'.standing Bolivian citizenspublicists and.he have a re-al interest in dequate, accurate and truthfulmental reporting ind puUlicaty. 'ht function of tnis 
,overn

L'cueil chould he a purelyadvisory onc; it should inform 2nd assist the Fr;-saCent and the Director in theformulation of - ov~rnm nt _,ubiicity poldcj.s, and s. ouL keep the .Diiector currently informed of txencs and e. mlifents in pu.licit.y methodstes, and popular tasso that the publicity piogram of the Governmcnt can be kept abreast of developing techniques in the :resr, in th. radio, .Ind in hm. cineoa. It. .ould heavailable to avise the rresidunt 
in the presentation of ,no~lems of puliic roicy to the lation, so as to elicit un'erstai..ing and an intelligent expressionof public opinion, or positive public conscnt 
n. an,robatiou. 
It should, moreover, seek to guide and guard the 
 overnm.nt pub-licity .xQgram against pdrtisanship, against cxces: es, ,and "gainst any any habits of habits of tnought and act-Ition which -oulc tend .. honestlyto im ir the an,. rcliability of Govcrnmen% .:ublicity in the popular maind. 
 uch a (ouncil of fair-mindec. and hon.stly interested citizens can s< '.rv a truly ir.Iotant ,:I'ic C -ervice in Loliciaand in guidingdii ctirz along constructive lines tie Yational program of GovernmTent publi
city anu nfrmration. 

Our rccoi:,stndations ith res, ect to publicity and infoiuation in the National 3ovcrnmcnt of Lolivia arc 
as follois:
 

1. 
-hat a lational OfiicL of'zropagana he established in the Presidency,
undor the gcneralsupr,ision of 
 c Dirctor of Eropagnda.appointfd by.the-iresident to sorve.at 
his ol-aure. 
 " a 
 n
 
2. That the Press Information Eection in the 1,inistry of Government be
"abolished. and its :!rcti6ns~ttarsf-ar d to the. pr Rqsed National'Of-.

fice of iroaanda."
 

3. That the national Cfficu of iropaganda be organized, under the immediat, supurvlsion ,na control of luermanont administrative officer chosenby. cometitive co anination as a member of the career service, in the
folio ing Ee tions: 

a. Execut ive 
b. Information
 
C. rrcss 
d. badio
 
e. L.oving .ictures 
f. Liaison
 
g. Lccoros and Analysis 

http:sorve.at
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Cffice of Pro aganda he staffed by hi-;hly-. the proposed FationalThat 
t,,L fields of prcs.:, radio -nd cinema utlicitycompct~r.t'cxperts in 

conoctitivc, aacquatuly coar:,nsatu.d at.
and piblic rr :orting, shos,..n I-. 

competitive rates, and thaut tnuy becaccorded ,ensions in clse of Li-

ability or su,:ckrannuation.
 

he named ty the5. 'hat a Louncil of rro-ag.nda, co .osu5 of five umt,-rs, 
should bL com.unsitI-residunt to :-rv at h1is lcasuru, 'his (ouncil 

a :r d1icm h.asis fir days actually in £us.zion. It snoulo d
ed u-;on 

anncthL Zirctor in thu Luulvopmcnt ofvise and as-ist the }-rcsidnt 
utlicity policius, ,.s-.st in ke! ing th Gov-rnmnntalGovernmental 

alrtuist ol tr.-rd5 in tn, v rious cuhiicity inL6ia,publicity ;:ozrirm.s 
lines designedand advise in oieecting tnu puliicity : ouri along 


to sccure and malnt-in u~lic coxifidcnce -and est~uwI.
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CHAPTER V
 

AD. II:F ." VE hEOPUGNIZATIC' 
 U' -;. i . ICNAL GOVaNb- .1:T OF BOLL IA 

I I'TY lopV'CT 

The primary *urposu of a r~ational r--a: 7,ization of the administritive agncrcics of the Executive ioueer is to r-duc,- to a anaeable compass the numbr ofor. a iz.tion units •:,ti ihich the .resident %±nd his i:inistcrs must deal in effectuating the policies of the National qovernr.nt.
 

"he Constitution of Iolivia 
sets u-:no 4idA.inAstritivu organiz.tion for theOovernim:nt. Ibe hol, r. Atter of tjc .2xecutive roi .r, from the st; uctural pointof view, is dcalt with in a few brief hras(s. ,'ir.t in im.:orturce is: "JoeExccutivc ;oier is cyercis,;d t th irr.sident of the Leulic jointly vith the'..inistcrs of tate." tefcrence is also r..adc to the army, ano the Constttionprovides that: "'he rank of Latain the isbncral of iri..y inhc:ent in the functions of the iresident of tae lc._ublic." 1he ustallisiuacnt of i'.inistriesfc-ent.ally cont.,l teC is inby th ;rovisior that: ",h( functions of the rubiicIdministration arc ciis. h~r.ed by the ":.nisttrs of .tate, wnozt nu:ber is :Lter.ined by lv.1 In another olice the : rw-siacnt alon(. as ,har-,ed with the duty to:"Lx.-cutJ nj -s.ure cojlianc. vith theI a." It is "Iov-ac: iso th at the.resident shall: "Aezinitcr ational 1icvenues nc thn.irrrarn-through the pro:,,r -". ncy 
cx-en, iturin accorua-ncc with Iii an -.n strict co:'. .liance withthe buoget," and "Fr,_scnt snnually to tie Con tnross [ro-o uabu.t for theensuing [iocal -criod, nd an iccou;nt of the ,x:-'nditure o funds in conforrityith the previous ulgt." Ihc rerr~inccr of th't sections cealin: with the resident and the i.inisters of 
 [tate --a ',rirarily concerncd with their political,rather than adirinistrativ. functions, anc 
especially their rJ
itions to the egislative iot er, their role in irArn.tiovaI ffairs, etc.
 

'he .dinistrvtive 2
or. izt:ton of 1 -ovwrxtunt. to ia lent tht. t.Xecia.
of tn Lyccutix. i-ower rests, tnore ore, manlry .pon Ltatute l-Uw and .,on c~e*es r.d'4and is ued in ccoiC, nce with very broAd Con.otatutional provisions or i.,pursuance of statutory prescriptions. I,hil. neu actvities of Government h vt..in the i:air, ben .s. a.nce to tnhtjurisdiction of soecific ..inistrics, tnoe d:ni trative orga iz-Ltion of the ',inistries has now becoeo a so fragmented that thusubordin.Ae units within the iinistries cannot, for .r;:.ctical purpoLcs, be, s,perviscd ano controlledj by e:thcr the 'resident or the Iinisters, and
of policy anL ac.-initration coherencyis often de.fcAted by thL sneer r.ulticlicity of unitsiuhich mast be ,'ilt iith. with th-. usl +1ishii(:nt at ih.- Council of L uc-tion.
morco'er, a net. and h 2dlss "fourth ranch" of tne ovrnn.t.nt was iniuuratcd,and -n unfortunate anf- uniork-,Ale aCiristrt ix' t.x, rimnt launched.
 

A careful cxa;ination of 1h; ,tructure 
 of ihe hxxritivt, hraInch of tn.LPtional ^ovorr.nt shois tAt following f cts, as rA.-i' ence to the descrritivca.atciials in rart !II c[ our ru. ort citLriy subtstanti-tes, 

1. The structure of th. ovrr:., nt throts %,n irn,osille tas] u,)or the .Iesident ane his ;.iniste-s. :;o n or goup of me(n can :o.silly iv(.utquate sicorvision tP. t.h culi te of sub-UritS i ich h.vt been (.tv'carry or th, iork of the xovtrrrx.nt, nor can th,,y coorci:,.te t.,eir -ic
tivities 'Ind poil( is. 

2. 'he norral Pran-gei.!:,l -Iircms "..sined to aosist th(: Ci.f Lxcutihis tasks of plinrng, coordinating t nd m n which -,- absolutc]yessential in eny large-scale underti, ing, ,: r,-ily un ,_dvlc ,. .in ra:.y ctEs, co,.iplct-ly l..cking. 

3. 'he responsa-ility of v-.- rresid-nt ind ni- .ainitis for r h,. .of "he :z,-cutiv<. ,ower is Papfid throu;h th,:- rulti;,licity and con.fusion of su'ov',inati -g. nci: vhach ras 6,k c iv, xtn i-pnossitL 

4. qhe Council of .duc tion, iundr i:ho:. -irctaon th,_ r.ost i_:,oortart single servict,. -rogram, of .he ovrnment i. conduct d, conctitutcs a h, dlass "fourth branch" of tht Coverrw,..nt, 6I:ctivly res,:onsile to noone, and irpossible to coordination -. ith the g ncrl policies and ork 
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by the people through theirand i-ork of the Government as determined 
the fresident and the Coniress.' 

, duly elected reprosentatives, 

ndthelack of administrative
5 Owing to the multiplicityof agencies 

. management-: there is wstr 

consolidation, and proper moanagerialeliminated through coordi tion 

clearly in any examination of 
ta These arethe major 'featireswhich stand out 


-

of the National .tGovornment.
the structure of the Executive Branch 

From these factors many obscure difficulties and'problems flow. Among 

theno i18tho time and energy which have' been v7,,ted for many years because of
 

jealouies, vacillating policies, and juriditional disputes among Ministries, 
particular acti-Directors General,' and Section Chiefs as to who should control 

vities. The pople ofthecountry have held the President responsible for fail

these intLernal qjuarr els, although under existing curcumstancee aing to 'settle 


bou~t the only mean's .the Preside:nt has at hand for deciding such issues~is by.
 

has little perma
changes ofi'rinisters, 1 is shicha drastic remedy, and one ihich 

in the lack of coordination of the work of the
Another difficulty is found 

and their dependencies. At the present
regional subdivisions of tho Ministries 

provisions for coorative action by the local.represen-time there arealmost no 

Mi.nistries oven the
 tations maintained by thO several inistries, and. in some 

loca~ representations maintained by. the dependencies of the tPinistries are total

ly uncoordinated. From the 'standpoint of' the citizen, this does not provide 

Ovenmake good sense, Government should, of course, be
 
satisfactory service or 
caried to the 'people through the dcentralization of the La Paznynistries,
 

it from becoming
partly to make it responsive to their necds 'and partly to 1Rtiepy 

distant and bureaucratic,' but this decentraliztion need not be chactic and 

no is," provided it is properly integrated at the center and
conflicting', a it 
subjected to over-all 'management. 

to Mi-The method of. d.centralization of nocesaity uill1 vary from MKinistry 
ctivity within the Mnistry. A general principle
nistry andfrom activity to 


'that may be laid 'doldn isthat the decentralization, should te geographical, that
 on in departmental itnd
mor'e of the viorR~.of the Executive Power 'should be. carried 

set up. to cover 'all parts of bolivia, and that the su .-oepsxtmental' field units 
at the level ofactivities' so 'decentralized should be 'effectively' integrated 

nearer to"field operation.' In this way,: the La Paz Ministries i'ill he brought 
to greaterthe 'people themselves and' the Government vill' be able to coopsiate 

>.,, effect with the departments, municipalities, and other lo'cal interests 'in the 
solution of'local and national problems... 

more intelligent and tolerant 

''ieSubstantial geographical decentralization ill also diminish the 1-aste of 
eople, entailed by exces-


At the~~same time,

tieand money, to say mtigof the patience of the '! 


sive centralization of administrative activities. in La Paz. 

it offers the oportunity. of lessening the in~sensitivity of' the bureaucracy by
 

bringing the persons who actually administer in dctail the Vork' e. the 1Liational
 

into touch vith the people whom they berve in.their ow;n communities.Government 
plan' should help in insulating the Ux'Properly. administered, moreover, such a 

manufacturocutivo Power' against excessive influence~ by temporary and oftentimes 
ed waves of "popular" sontivent, since" it' is ifficult to manufacture a wave of 

sentiment covering the ontir6ty' of. the Liepulic. 

The safeguarding of the citizen from bureaucratic indi'frence and narrow- * 

is one of the primary, obligations of democratic government.' It can be
mindedness 

the cotermination of administrative policyaccomplished only ty so centralizing 
that there is acnduct laid down for all officialdom to follow, 

and then by so c6centalizing the actual admInistrative operations that the G

vrnment servant remains hinselif a person in touch .ith' the people anca does not 

degenerate into an isolatcd and insensitive tturtaucrA. 

to mak;, bn& Leep the Goverment throughly up-to-
To meet thneee conditions and 

date, we make four principal rocoxiaendationa, as follows: 
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1. Provide for zven homogeneous and managealle I',inistries,holition of the present Ministry of 	 through the avern
.. nt..and m, ration andpresent Ministry of Agriculture, and through the loical extension of 
thethe Goverr.ent corporAtion principle 
to thc several Governrr.ntal activities to which such form,of organization and administration is properly
applicable.
 

2& Fix upon the rresidtnt of 

ing the approprjit( 

th, jepu lic the rtsionsibility for dterrinariir.:.t:nt of the seven "inistries eli activities ofthe Govurme.nt other than those o! the Frusiuent's office itself, and
the continuing rcsponsiiiity for the ,!.aintennce of the eff~ctive division of d;.tis a.:ong the !.inistrius. 
3. Equip the Fr.sid-nt with the: 
oes.ential r:.odtcrn 
ar.:.s 
of a.anu~ument intudgeting 'md efficiency ee-seerch, personnel, planning and propaganda,
and control cver the liationaJ


President 	 Police, and ustablish the Office of theas an integral repository of the ;.anagement functictw of theNational Government. 

4. 	Implement the 
principle of Executive. accountability to the Congress
through the oevelopement of' an 
eff, ctivu indupendent postaudit of financial transactions, through efftctivc financial reporting, and through
the si plific-ttion of th. confusing structure of thc Gove*nmnt. 

I. The Office of tht, [resident. 

In this broad orogram, of ach-inistrative reorganization, the President him
salf is irmediately' involved.

nel upon His of ice is anadequatcly staffed, and the personwhom he must depend havc beento those wnion he must in: one upon them. 

pri .arily trained for duties wholly aliensident and it,is olviously unfair both to the Preto his military aides to Lequire themof civil adi:.inistration t.ith the 	
to deal wLth difficult problemsbackg'oundnever had occasion 	 and ramificationsto acLu 	 of whichint themselves, 	 they haveand '.nich a2 distincily aLart fromtheir primary interests in the .,.iiitery arm of the Government.
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The i rasident should be given .a small number of executive assistants t:)
deal with such problems of civil administration as may be assigned to them. 
These aids' would have no power to make decisions or ,issue instruction in th 'fr 
o--~wnright. ,,']hey would not be interposed between the President and his Mi. 
nistors,, They would notbe~assitant presidents lin any sense. Their, function 

-- .would -bohe, aymttrWE-rdseto
 
&nhy.part of-th~e adminstrative work of the Government, to as sit himin obtain
1ing.,quickly and without delay, and in usable form, all pertinent information
 
possessed by any of the civil'Ministries so as to guide h z. in making his deci
sBions. When' such decisions have been t.duo, they would ao.ias'tio Pronid.lnt in, 
seeing to it that every )iinistry and other administrative agency .uffccto4 is 
promptly and accurately informed, and that their procedures of. complianca are 
relevant to the Presidential objectives. Their'effcctivenioss in assisting the 
Fresident will' be directly proportional to their ability to diuch*'ge their 
functions 'with 'restraint 'and anonymity. They would remain in the background,
issue no orders, make no decisions," emit no public statements. 'lin for these 
positions should be carefully chosen by the President has great and abiding 
personal. contidence,.and whose character and attitude is such'(that they would 
not attemnpt to exercise poi.er on their own- account. They should be possessed 
of high conpetence, great physical vigour, and deep loyalty to the President. 
They should be installed in the Palace of 3overnment itself, directly. ac
cessible to the President. Inthe selection of these assistants the President 
should be free -to call upon the various Ministries from time to time for the 
assignment of persons .who, after a tour of duty as his aides, might be restored 
to their former Ministerial positions. 

teThis reccomendation arises from the growing complexity and magnitude of 
tework of the President's office. Special assistance is needed to insure 

that all matters coming to the attention of the President have been examined 
from the viewpoint of the over-all management of the Government,; as- well~as fre,. 
from the viewpoints reflecting considerations of policy and operation. -. 
would also -facilitate the flos4,upward to the 'President of information upon which 
to base his decisions, and the efft otive flow down-wardI in a form-which could 

-~- 'achieve' the desired results, of decisions once taken for execution, by the Mi
4nistry or hinistries effected. Thus such a staff would not only aid the Pre

sident butrwould be of great assistance to the several Kiznistries and to the 
managerial agencies in the President's office in simpliflying executive -con-. 

tacts, clearance and guidance. 

<The reasons for giving the President direct control'over the great inana
gerial 'functions of the Government have been discussed "indetail in o'k-her part3
of this report. These functions-budgeting and efficiency, research, planning, 
personnel, and propagiindr., directly affect the operations of all the himistries 
and their dependencies. In the hands of 'the President they constitute a vital 
force for securing and -maintaining a high degree 'of administrative- efficiency, 

located elsewhere their management possibilities are drastically limited, and 
theLA operations tend to become merely pro forma. The National Office of bud
get and Efficiency, the National Office of' bropaganda should te integral parts
of the Presidency, subject to the- directconti'ol of, and reporting directly to, 
the President of the Republic himself.. 

In addit.6-n to the as~istanco in his own office and that rendered by the 
managerial agencies placed under his immediate control, the President should
 
also direct the work of the National Police. This agency should be developed
 
into a highly efficient, expertly staffed, and ivell organized national police
force.* Its intelligence, information and identification activities should toa 

-ofgreatly expanded. It should be placed under the command a throughly com-
S- petent' professional police officcr-not, ntely an 4_4V Officer, and above all 

not a' politician- This officer should have security ri' position as a police of
ficer biit'not, of course, as the commanding officer of' the police. 

Tioshe Ministry of Government and Imitation should be abolishod. Its funo
toswith respectl to' therNational Police'should te taken over Ly the President; 

s office, its functions in matters of irmr~gration should be returned to the Mi
nistr of Foreign Relations, an& theNaiionalDelegates 'of Los Lipze and the 

Wetshould be, transferred to tho Eureauof Colonization in the Ministry of Na"
tio'nal Economyr. 

_7emiscellaneous functions of the Go,,nmn -Section such asmaintairl' 
supervision over )iefoctsland oth(.r local officals, should be hazidlod on spocial 
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t ve assistance to the President
 

with Article 99of the Bolivian Cothin evident that, in complainc e v'6 
of State in

:,titution, -sinister 
an ipoiin in-connectiofl v3th 7th6-eipertionsisicie Jof~decrees3V ~th&e 

office. We recommend, therefore,oftecvrlsbiiin in his proposed nanagerial.that a XI/nister of Adriiistratiofl to provided as the princ4'. 
the Director of the proposelaide to 'lie Preoide-s,' who night also ierve as 

National Office of Budget and Efficiency. 

A ch r h n the proposed organization of the Office of the .rorido...: 

follows this discussion. -a-n' the 1Nati.cnJ. Government 

i4._: 

-4 .
 : : 


,};

47 .'.g gs .:v: 
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ORGANIZATION CHART OF THE i ROi OSED EXECUTIVE OFFICE OF THE 
PRESIDEN' OF BOLIVIA 

tRESIDENT OF THE EEPUBLIC 

Palace of Government 
 I I irivate Secretary andAdministrative Service 
 •Administrative Assistants
 

MINISTER OF ADMINISTRATION
 

National Office of Budget 
 National Office of Fersonnel

and Efficiency 
 and Civil Service
Executive Office
 
Estimates Section 
 Clasification Section
Section of Efficiency and 
 Examination Sction

Administrative Studies 
 Trsining and Education
 
Legal Coordinating Section 
 Section 

Health and 1elfaro Section 
lension and Insurance Secticn 
Section of Ministerial 
l-rsonnel Administration 

National Council of Personnel
 

Office of National Resources i National Office of iropaganda
Planning 
 Executive Office
 
-Exocutive Office 
 Information Section
 
Demographic Section 
 iress Section
 
Finance Section 
 Radio Section

Commnrcial and Industrial 
 Motion iicture Section
 
Section 
 Liaison Section


Mineral Resources Section 
 Archives and Analysis

Transportation Section 
 Sect:ion
 
Agricultural Section 
 Advisory Council on
National Resources Llanning 
 iropaganda
 
Board
 

Bureau of National Police
 
Executive Office
 
Police School
 
Departmental Brigades
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2. MINISTRY OF FOREIGN RELATIONS 

The organizational daficiencies of the Ministry of Foreign Relations are 
of an extremely minor nature, and by comparison with other agencies of the 
National Government this Ministry, in company with the Bolivian ietroleum 
Corporation is outstanding for the highly efficient character of its manage
meny and adinistrattion. 

Three suggestions with respect to the internal organization of the Mi
nistry appear, houcvcr, to be pcrtluent. In the first place, too many people
 
report directly to the Ministvr to permit this important official of the Go
verrnment to devote the maximrn portion of his time to the broad problems of
 

Bolivian foreign relations and foreign policy. At the present time he is
 
responsible for directing and integrating the activities of sixteen major of
ficials. In the second place, the general service activities of the Ministry,
 
which subserve the important policy forming sections, could be substantially
 
improved and the work of a nur.ber of the tou officials and employees could be
 

greatly implemented by greatvr efficiency on the part of those charged with 
responsibility for the general service 0otivities. In the third place, the 
administrative stpff of thc Ministry of Foreign Rclations should be brought 
into the pe:or.anent career service and th administrative operations of the 
Ministry shculd be iniegrated under the inediate direction of a i ermanent 
Exueutivw. Officer for Foreign Relations. The diplomatic and consular services, 
which reiproposed to be exempted from the regular national civil service, 
should he placed upon a permanent Foreign Service-career basis, and this functic
tion should be -,dinistercd by the Lrsonn.l Office of the Ministry.
 

As indicated in anothur part of this report, the Immigration Service 

should b( ruunited with the Ministry of Foreign Relations from wich it was 
separated only a few years ago. 1With the addition of this activity, it is 

our opinion that the work of' the Ministry could be very effectively organized 
into five najor sections, ts follows: The Bureau of Political and Diplomatic 
Relations; the Bureau of Economic and Commerciai Affairs; the Bureau of Cul
tural Pelations; the Bureau of Imigration and iassport Control; the Burer.u 
of Administrative Services. 

The chart following this discussion depicts the proposed reorganization
 
of the Ministry of Foreign Relations.
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CHART OF FROPOSED REORGANIZ,&TION OF THE MINISTRY OF FOREIGN RELATIONS
 

I PRESIDENT OF THE il Z.'UBLIC 

MINIST'R OF FOEEIGN RVLf lIONS 

iarliamentary Secretary 
 Secretary of the Minister
 

Sub-Secretar, of 
 G .Lgal Economic
 
the Ministry Advisor 
 Adviser i Adviser
 

LERMANINET EXECUTIVF OFFICER 
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Of'fice of Budget and Effi- j Office of' iersonnel of' 
ciency of the Ministry 
 - -, the Ministry 
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 Bureau of Economic and
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Executive Office 
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 Consular Section

ic Section 
 Section of International 
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limitation 
 Coamercia- iolicy


Section of Frontier Af-
 Consular Service
fairs
 
Diplomatic Service
 

Bureau of Thltural Relations Bureau of Immigration and

Executive Office rassport Control
 
Section of Intellectual 
 Executive Office
 
"ooperation 
 Immigration and Emigration


Section of International 
 Section
 
Congresses 
 i-assport Control Section
Tourist Section 
 Registration of Foreign-


Press Section 
 ers Section
 
Frontier Service
 

Bureau of Administrative
 
Services
 
Executive Office
 
Code Section
 
Translation Section
 
Archive and Library
 
Section
 

Section of Miscellaneous
 
Services
 



3. MNISTRY OF FINANCE.
 

The tinistry of Finance should bu rcorganized'as an integral agency of fi
nancial acministration and control. its non-fiscal functions should be deleted,

certain highly important fins rcial functions now outside thL Ministry of Fixance
 
should be brought under its lurisdiction, certain important financial functions 
not now performed should bc organized under its jurisdiction, and its inturnal 
organization should be greatly simplified and fodernizod. Tts procedures, parti
culary those involving large volumes of accounting and record keeping trans iction 
tions, should be streamlined and Mrchanized.
 

Our specific recoar:.ndations ith regard to the Ministry of Finance are as 

folloi.s: 

MINISTER'S OFMICE 

Executive Office - To remain as now constituted, excopt
 
that tihe n.ist~r should V ivon a
 
.Jli.. nt:-ry ,cr.t..ry ar, a irivato
 

secretary, ano the responsibility for
 
active direction of the operations of
 
the ,.iizt r -UuL t, (1,<1 qatd to 
a Fuern.annt Executive Offic6r. 

Housekeeping Section- to be incorporated as a part of 
the Office of b.-udgct and 1fricincy 
of the .inistry.
 

Customs 7echnical - to bt:incorpoiated as a part of the
 
Section Custonms Section in the bureau of
 

tuvunues. 

Legal bection - to be transferred to the ilational
 
Office of i-uacyt and Efficiency in
 
the President's office.
 

Finance Advisory - to be abolished. Its functions will
 
be more uffici~ntly purformed by the
 
Office of "ational Resources Planning.
 

Bureau of Currency- to Le abolished. Its functions will 
Permits t more effectively performed by the
 

Bureau of Coa,°merce in the iinistry
 
of National Economy.
 

Section of Export - to be abolished. Its functions will
 
Permits be more cff,;ctively perfored by the
 

bureau of Commerce in the iinistry
 
of National Economy.
 

Service Personnel - to be transfcrr,d in part to the
 
Central Iransport Service in the
 
Buxuau of Frocurcment and Prcperty
Control, and in part to the 
bureau of Public building in the 
hinistry of Highways and iublia 
Works. 

NATIOFA.L ,INT to be transferred to the Central 
Bunk, as a non-operating agency
 
until the coinage of metals is
 
resumend.
 

NATIONAL TBEPE.URY - to be reorganozed as an integral 
unit of the inistry of Finance, 
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under the title of the Bureau of
 
the Treasury. To be organized
 
in the following pections: Execu
tive office; revenue; expenditurec
 
special funds; public debt; deline int
 
accounts.
 

BUREAU OF STATIStICS - to be transferred to the President's
 
office as the nucleus of the Office
 
of National .Repources Planning. 

PERMANENT FISCAL COI. ISSION- to b" abolihed and fun6tions 
transferred to the Section of
 
Internal Revenues in the Bureau
 
of aevenues.
 

BUREAU OF INTERNAL - to be trancferred to the Bureau of
 
RIVENUES Revenues as the Section of Internal
 

Revenues.
 

BUREAU OF CUSTOMS - to be transferred to the bureau of
 
Revenues as the Section of Customs
 
Revenues.
 

Section of Export - to be abolished and functions
 
Control transferred to the Bureau of
 

.Commerce in the inistry of 
National Economy.
 

BU}L AU OF VIDE BUDGET - to be transferred to the Fresident's
 
office as the National Office of
 
Budget and Efficiency.
 

It is :roposed, in addition, to divide the responsiilities for preaudit and
 
current control of accounting and the postaudit function, both of which are now, in
 
theory, exercised by the Comptroller's Office. The first of these will be allocated
 
to the Ninistry of Finance and exercised by the Bureau of Accounts, in accordance
 
uith recommendations contained elseuhere in this report.
 

It is further proposed to establish a central purchasing and property control
 
aEcncy in the Ministry of Finance, which represents a net additon to the financial
 
services of the Bolivian National Government. This service will be designated as
 
the Bureau of Procurement and Property Control, and will functiom in accordsanot with
 
recommendations made elsewhere in this report.
 

An seentialfeature of tne pro,-osed reorganization of the inistry of Finance 
is the complete unification of its field services. At the present time sepnrate
 
and unintegrated local repree. ntatives are maintained by the customs service, the
 
internal revenue service, the tier.,u.ry, the statistical service, and the Permanent
 
fiscal Comaissin not to mention the extensive field service maintained by the Comp
troller's Office in cconection with operations largely transferred to the I-inistry
 
of Finance under the proposed reorganization. This consolidation of field services
 
will greatly expedite the transaction of public fiscal affairs and will reatly
 
broaden the services which the inistry of iinance is able to make available to the
 
agencies of novernmcnt and private citizens thr ,hout tie Lepublic.
 

Le recommend cuncurrentlj a thorough overhaulingof .-o revenue laws of the he
public, from the standpoint 1o'h .Jequity and administration. Until this is done, 
it is vain to hope for substvntial improvements in the efficiency of tax adirLinistra
tion.
 

The chart which follows indicates the proposed reorganization of the kinistry
 
of Finance.
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CHART OF PROFOFED RLORGANIZATION Or' "ME iINI.TRY OF FINANCE 
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Departmental and Insti- Auditing Section
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Section Voucher Transmittal Section
 

Accounting and Beekeeping
 
Section
 

kinisterial Accounting
 
Secti-n
 

Bureau of Purchases and bureau of the Treasury
 
Property Control Executive Office
 
Executive Office Revenue Section
 
Office Equipment and Expenditure Section
 
Supplies Section Special Funds Section
 

Highway Equipment and Futlic Debt Section
 
Materials Section Deliquent Accounts
 
Foodstuffs'Section Section
 
Technical Equipment and
 
Provisions Section
 
Inventory and Property
 
Control Section
 

Bureau of Field Services
 
Executive Office
 
Local Offices of the
 
Pkinistry of Finance
 



4. 1,.inistry of National 1conomy
 

If a comprehensive attack upon the economic problems of Bolivia is to be
undertaken by the National Government, a concentration of all the major significant economic control points under unified and integral direction and administration must be effected. 
lqe are convinced that this concentration of economic
controls can be most logically and effectivcly brought about in the Ministry of
 
National Economy.
 

It is essential in any large scale attempt to balance the internal economy
of Bolivia, and to maintain a condition of reasonable internal economic balance,
that the sum total of national resources, national energies, and national ecomic
policies be brough into coherence under unified general control, and in accordance ,ith a well considered plan of national ecomic reorganization. This
cannot be accomplished by a large number of' developmental, regulatory, and
financial agencies pursuing fragmentary and uncorrelated lines of action. 
 It
cannot be accomplished by an artifizial aid unrealistic segmentation of the orogram. 
Regulatory policies, credit policies, price policies, educational end
promotional policies- all must n.arch hand-in hand along well studied r6ites toa clear and well defined objective. 
Some phases of the eventual economic development of Bolivia may temporarily have to stand aside in favor of othar more urgent
phases, and the concentration of the maximum national potential on the most immediately necessar, projects cannot 1e attained unless there is a strong, unified, and purposeful direction given to the dcvelopment of the national economy.
From a pr3ctical point of view, our recommendations i.ith respect to the reorgan
ization of the I'.inistry of National Economy are among the most vital and urgent

suggestions contained in our entire report.
 

Our specific suggestions are as follous:
 

'NIS
ER'S OFFICE
 
Executive Office  to remain as now constituted, except
 

that the Minister should he given a
 
parliamentary secretary and a private
 
secretary, and the responsibility for
 
the active rirection of the opera
tions of the 1,inistry should be
 
delegated to a lermanent Executive
 
Of:icer.
 

Department of Admin- to be abolished and its functions
 
istration and 
 taken over by the Office of budget

Accounting and Ffficiency of the iinistry.
 

Legal Department - to be transfcrred to the National 
Office of Eudget and Efficiency in
 
the President's office.
 

.....
Department of 
 - to be transferred to the Office of
 
Statistics and 
 National Resources Planning
 
Control
 

Department of -to 
be transferred to toe Office of

Archives the Permanent i :ecutive Ofiicer of
 

National Economy.
 

Service iersonnel - to be transferred in part to the
 
Central Transport Service in the
 
Bureau of Furchases and Property
 
Control in the 1Pinistry of F'inace,
 
and in part to the bureau of Public
 
Building in the Ninistry of High
ways and Public Aorks.
 

BUREAU OF IN USTRY AND 
- to remain as at present constututed
 
COM MRCE 
 except that Internal Commerce and
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Foreign Conmmrce ar, to be sepaiated

in view of the tronsfer of currency,
 
export and irport control operations

from the Ministry of Finance to the

Section of Foreign Commerce. The
 
regulatory funcLions of the Bureau
of Commerce Industry should begreatly stre;.n, ned
-nd its promo
tiorrl a".d d ".iopmental functions 
expended. McD. and better personnel 
is urgently rAuired.
 

BUFEAU OF MINES AND 
 to be reconst;

PETROLEUM utlI aj tho Bureau of


Mineral Resourc'es. 
 To be internally
 
reorganized in thu following sections:

executivw office; in] petroleum;
minor minerals; geology; surveys;
inspecticn- *41h a greatly enlarged
inspectional and promotional program,

this suggested reorganization
corresponds mor !,.arly to the technical
problems fllinZ upon the central
office than does the present plan of
work distribat ion 

NATIONAL SUPERINTENDENCY 
 - to be abo]is.-u~j and functions trans-OF MINES 
 ferred to the (xeeutivc off) ;o of the 
Bureau of Mineral Hr.cniurces.
 

DEPARTMENTAL SUPERINTq-
 - to be abolishtcd .,'JfUL Lions trans-DENCIES OF MINES ferred to th-, InspLction Suction of
 
the Buruau of Nmm-ral hescurces.
 

In addition to 
the two major operati_ 'iviisonr, 
of the present Ministry of National Economy, which have been discusse-d ae:o-r,, four adjitional major control units
should be brought into the organization of ihf
l iiscry.re should be abolished, and 
The Ministry of Agricultuits functions tr-nsf ricdtur( in the Ministry of National Economy fro.. W1hi1'!,G 

in 
was 

part to the Bureau of Agricu] 
present recently divorced. Thestructure of the Ministry of Agricultur( chould be radically reformed.pt:cific recom.endations Our sas to the Ministry of A r "-.turc are as follows: 

MINISTER'S OF1 ICE
Executive Office 
 - to be abolir'h,-- and functions trans

fe.rred to the, Purau of Agriculture in 
th, Ministry ei laitional Ecozoy . 

Secretariat 
 - to b: aoolishcd anu functions trans
ferred to the Lure w of Agriculture in
the Miniotry of HationL Economy. 

Legal Department 
 - to be transferred to the National Office
 
of Budget and Efficinoy in the Presi
dent's office,. 

Administrative 
 - to be abolihe.j ind functions trans-Department 
 ferrd to the excutiv., office of the
 
Bureau of Agriculturc in the Ministry
of National Econor:y. 

BUREAU OF AGRICULTURE
 
Executive Office 
 - to be abolish d and functions trans

ferred to th. 
.xecutivQ office of the

Bureau cf Agriculture in the Ministry
of National Economy. 

Service of Frontier 
 - to be abolish.-d and functions trans-Sanitary Inspec-
 ferred to tht Inspction Section in
tion the Bureau of Agriculture in the
 
Ministry of National Lconomc.
 



to be 
Srvice' ferred to the Experimenhtation Section 

in the Bureau of Agriculture of the 

tabbratorabolished and functions trans

~serMinistry of National Economy.F~ra~ 


-to,Experimentation be abolished and functions trans-

Service. .. '.fX-ei dtc the Experimentation Section 

Ministryo National 	Economy. 

-..
,A t ccrvez i to be abolished and functions trans
. Service ferred to the Sectieof Meteorology 
i~~i .... githe...- "n, h -o-~insltreof-t 

' 

in the Bureau of Agriculture of the 
Ministry of Economy..National 

Sorata Nursery - lorR to be continued on contract'isl 
basis under supervision of the Experi
mentation Secti of the Bureau of 
Agri.ultu e in the Ministry of 
National Eccnnoyy. 

BUREAU OF ANIMAL HUSBANDRY . 
SExecutive Office, to be abolished and functions trans

ferred to the xc- tive office of the 

Bureau of Aricultre in the Ministry 
of Naticual Econcmy. 

Livestock Stations - to be transferred t- the Experimenta
tion Secticn in the Bureau of Agriculture 
of the Ministry of National Economy. 

Fisheries Stations - to be tranferred to the Experimenta
tion Section in Bureau tf Agriculture.the 

u gof the Ministry of Ndtion Economy. 

Biological nto be transferred to the Experimenta-
Institute Section in thq Burea. of Agriculture 

FA 


.tion 

fcf ihe Ministry of National Economy. 

BUREAU 	 OF IRRIGATION 
Executive Office be abs~ioh9"' ard. functicns transferred F-to 

to the Irrig~aicn Secticn of the Bureau 
of Agriculture in the 1Miristry of National 
Eccno my. 

Department of Sur- to be abolished and functions transferred 
veys and Projects 	 to the Irrigati n Sectin ',f the Bureau 

of Agriculture in the Ministry of National 
F F 

Economy. 

to be abolished and func tions transferred 

Construction , -to :)be I.":iJ7!.1Ar1 . 'I ~ 0fit1.V L'eau 
Department o .: 

Accounting 	 be abolichocd an-a functi-ns trans-to 

Department ferred to the Office of Budget and 
Efficiency of e Ministry e National 

. Economy. 

-toDepartment of be abolished and functionc trans-
Agronomy , * 	 ferred to the. Expceriaantation Section 

of the Bureau of Agriculture in the 
Ministry of Ila inal Economy. 

4' DEPARTMENT OF AFRICULTURAL , ..F 	 , 

COIMRCE AND STATISTICS to be abolished and Cdnc-6ions trans-. 
ferrod in part to the Section of 
Agriculturul Cc--morce in the Bureau 

44 ~ Agrici.Ot-Lre of the Ministry ofFof 



DEPARTMENT OF AGRICULTURAL
 
EDUCATION AND PROPAGANDA
 

Executive Office 


Section of Agri-

cultural Propa-

ganda 


School of Vocational 


Agriculture and 

Animal Husbandry
 
At Santa Cruz
 

DEPARTMENT OF RURAL 

CREDIT 

National Economy and in part to tle

Office of Natioidl Resources Planning

in the President's office.
 

- to be abolshad and functions trans
ferred to the Education Setion of the
Bureau of Agriculture in the Ministry
 
of National Economy.
 

- to be abolished and functions trans
ferred to the Education 8ection of the

Bureau of Agriculture in the Ministry
 
of National Economy. *
 

-, to be trnna'fc-red to the Ministry of
Education.
 

- to be abolished and functions trant

ferred to the Agricultural Bank.
 

The problem of colonination has for many years been a difficult and, so far,
unsolvable problem of the Boliiian Economy. 
At the present time the governmental
colonization program is administered under the general auspices of the Ministry of
the Agriculture, but actual-
 handled b-y
divorced both officers on detail success, it should befrom the agricultural program and from the Arn, 
 and given the important role it mrits in the balancing of the internal economy of the country.
nomically sound and well planned colonization Eco.jr a for, of inv-stment cf tYe n..tional wealth to which the authorities of bolivia will be compelled to devote much
attention and very considerable sums 
of money in the coming years. An organization
capable of planning ahd managing a systcr-.'tic program of colonization should be
set up at 
an nearly date. Our recommendations with resprct to the Colonization
Service are as follows:
 

COLONIZATION SERVICEr'
 
Minister's Office
 

Executive Office 


Legal--Section 


Land Registry 

Office 


Topographic Sec-

otion 

NATIONAL DELEGATIONS 


to be abolished and functions trans
ferred to the executive officeoof the
Bureau of Colonization in tha Ministry

of National Economy.
 

to be aholishcd and functiors trans
ferred to 4he National Office of Budget

and Efficiency in the Presidenit's 
office.
 

to be abolished and functions 
trans
ferred to the Section of National Land
 
Fegistry in th; furc-uu of Colonization
 
of the Ministry of National Economy.
 
to be:abolished and functions trans
ferred to tht. Section of Plans and
 
Projects in the 
Hureau of Coloniza
tion of th(: Ministry of National 
Economy, 

to be integrated under the supervision
 
nf the Section of Nlational Delegations

in the Burau of Colonization of the

Ministry of National EconomyT. 
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- to be transferred of the Ministry of 

Foreign Relations and Religion. 
APOSTOLIC MISSIONS 


In addition to the funotions transferred to the Bureau of Colonization, its
 

work should be gr( tly implemented by a substantial increase in the planning 
pha-


A Section of Plans and Projects should be established, the
 ses of colonization. 

to search out and develop detailed plans for the esfunction of which would be 


tablishment of colinies which would be economically sound and which would contri

bute to the balancing of the internal economy of the Republic on a long-term
 

basis. A construction Section should be organized, the function og which should
 

be the actual making of the basic housing and other installations, preliminary
 

preparation of land, construction of necessary commom services and utilities 
in
 

the areas selected for colonization, and in general to undertake all preliminary
 

provided befoe families are moved into the area. A

construction that should be 
Section of Inspecuton shobld be organized to keep te Director and the Minister 

closely in touch with operations in the arious colonies, and to adivise on .'ro

blems of colonization policy. General administrative policies and procedures in 

the colonies and national delegations should be coordinated by the 
Section of Na

tional Delegations.
 

As an integral part of a program of general economic mobilization, we 
recon

mend the establishment of a Bureau of Public Utilities in the Ministry of 
National
 

The functions of this agency should be to regulate the operations and
Economy. 

direct the pwlicies of all enterpris as, public and private, in Bolivia offering
 

same manner that public utility commisessential public services, in much the 

sions in other countries perform this necessary function. In this way, tho Na

would be able to coordinate transportation, electric power,com
tional Government 
munications and other policies along lines consistent with its major 

economic
 

objectives, and avoid having its credit, price controi, agricultural 
and other
 

policies largely negatived by economic operations not under its 
proprietary con-


This proposal is intimately articulated with our r: commendations 
concern

trol. 

ing the establishment of autonomous government-owned corpar,.tions 

for the adminis

tration of the State railways, and the postal,telegraph, and 
radio services, which.
 

are now operated under the auspices of the Ministry of Public Vorks 
and Com-


The proposed Bureau of 1ublic Utilities would permit the independent
mications. 

regulation of the operations and policics of !dlundertakings 

in these categories
 

on a uniform basis, without regard to their public or private capital 
structure.
 

We recommend that the present National Superintendency of banks 
be abolish

ed and its functions transferred to the proposed Bureau of Credits and Investments
 

in the Ministry of National Economy. 14e further recomend that comprehensive re

gulations governing the operations of insurance 
enterprises of whatever character,
 

of the incorporation of joint-stock companies, and of the issunnce 
of securities
 

and bonds, be developed and promulgated at an early date, and that 
the adm~iistra

tion of these regulations be entrusted to the Bureau of Credits 
and Investments.
 

It may logically be expected that in the wake of the Government's 
efforts to ba

lance the intErnal economy of Bolivia, a substantial amount of 
private activity
 

and operation will be engendered. Unless the Governmcnt iF preparcd both legally
 

and administratively to direct and control this activity, coordinating 
it with
 

established national aims and objectives, much Government effort and 
expenditure
 

may be negatived by inconsistent or exploitative private financial 
operations.
 

Finally, we recommend that r~gular conference procedures be inaugurated by
 

the Ministry of National Economy vith the directors of the various'autonomuos
 

as. ure the consistent following out of agrc
Government corporations and tankq to 


ed national economic policies, and the coordination of undertakings 
along lines
 

It would be highlyto the effective realization of nationajoljectives.conducive 
to I! represented on the govern

desirable for the Ministry of National Economy 

ing boards of all such corporations, and to maitain complete records of all their 

policy and control operations.
 

The attached chart depicts the organiz-tion of the proposed 
Ministry of Na

tional Economy.
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5& Muistry of Highways and Public Works 

We propose that the present Ministry of Public Works and Communications be radi

cally reorganized: First, by the incorporatioh bfthe major commacial operations of
 

this Ministry as Gmvernment-owned autonomous societies; second, by the concentration of
 

activities and rpsources upon the primar, pub-".- works problem with which the Govern

ment is confronted, whicti is highways, and the txiu>fer of certain extraneous-functions
 
to other agencles where 	they are more relevant, ti:.Lrd, by the establishment of a compre

hensive program for the 	planning, erection, and mainenance of public building by a single
 

specializsd agency huving that sole responsibility.
 

Our specific recommendations are as follows:
 

MINISTRY OF PUELIC ".ORKS 
Executive Offioe - to be continued as at present '.::cept that 

the Minister should be given a parlia
mentary secretary and a private secretary, 
and the actual dircction of the work of the 
"Ministry should be delegated to a PF-rmanent 
Executive Officer of Hignways and Public 
IWorks. Miscellaneous functions of the Ex
ecutive Office should h? allocoted 'Zo the 

appropriate cections of the proposed Minis
try of Higheays and Public IWorks.
 

Bureau of Hydra~lics -	 to be abolished and functions trafsferred 
and Electricit 	 in part to the Sction of Hydraulics in
 

the Bureau of Fuolic Utilities of the
 
Ministry of National Lccnomy, and in part
 
to the Bureau of Sanitary Engeneering in
 
the proposed Ministry of' Ie-th and Social
 
Security.
 

Depnx,.cnt ':of Archi- to be abolished :,nd functions transferred
 
tecture to the Bureau of Public Buildings.
 

Departmental Offices- to be -boblished and functic ,to be trans.
 

of Hydr.aulics, ferred to the Inspection Section of"the
 
Electricity, and Bureau of Public Utilities in the Ministry
 
Architecture of National Econor.y.
 

Bureau of Raiways 	 to be abol~s a-: regulatory functions to
 
be transferred to the Railways section 'n
 
the Bureau of Public Utilities in the Minis
try of National Economy; Inspectional
 
functions to be transferred to the Inspection
 
Section of the same Bureau.
 

0 

Bureau of Highways - io be recrgahized into the bureau of Highway
 
Engineriing, the Bureau of Highway Motor
 
Equipment, and the Bureau of HighWvay Con
struction and Iaintunance, in -accordance with
 
the Accompanying organization chart.
 

'ERVICE OF COFITUNICATIONS
 
Executive Office - to be abolished.
 

Bureau of Nails - to be abolished and functions transferred to
 
the proposed Bolivian Mail Corporation.
 

Postal Districts - to be aolis'nd and functions transferred
 

to the propo;ed Bolivian Mail Corporation.
 

Bureau of Telegraphic to be abolished and functions transferred to
 

and Radio Communica- the proposed Bolivian Telegrahp and Radio
 
tion
 



- 110 

- Corporation.
 
Radio Stfuticno - to be transferrea to the proposed Bolivian
 

telegraph und Radio Corporation.
 

Radio Illiman. - to te transferred to the propooed Bolivian 
telegraph ard hFdio Corporation. 

lic recoraicnd the c. tension oi i hc co ooratc froa of organizution to the tom
-orcialand public service undertakings ,.i the Bolivian Govuynw.nt for six reason 

1. 	 The corporaLe form of organization per.iits thu app.ic-tion of comnrcial 
business principles and stand rds, including accurate computation of profit 
and loss operations, to transactions and activities which arc. essentially 
commercial. 

2. 	 The corporate for. o;' organization, tith majority ovnurship and control vULw 
cd in thic. Government, p'.ar.its the polices of th cevcral corporations to b 
coordinate.d 3iffectiv.-Ly jithi n',tio:al ocial an, .onoiic objectives,. but o. 
fcrs the poosiility of irdepondceo-'e of political considcr-itions in the 
detailed .,anagencnt of ,h, cor,.oritior. ' affairs. 

3. 	 The organizution of :ublic service t.de'takings on co:r.orcial basis piernit: 
the Governmcnt to cl:,rify and imploaent uiructly its policies, thouun the 
applicationL of profit-t:d g poJl-ics to curtain operations, find suwLvn
tion policies to others, thus f:m.t.tt'in it to 1iruct thc operations of' pub].
service undertalkirgs in ia:.s of broad :iscel policy rather than dctailQ.d 
admiinistrativc supcrvisior. 

4. 	The cxpansion of public orZicc adcrtil,in - trnrough th . introuuctior. of' ne% 
capital fro;., the Eolivian D-velop-: nt Corpor:ation axi: oth..r sourcCs, cat. bc 
a; ore effectively handled is a- irt. rcaxportc nu.ctiatio than if h. Gowr 

:ncnt .. rc a paity to the runs-.ctlon in it. sovercin6 capacity. 

5. The outstanding adninistativu and tianate:,nt ol th. Loli-uccoriplishi,-tts 
vian Govarrix.nt irhun opcratln! through 3ovrrj:ent-owrc;d corcor,.tions, ,s.
tviduneeo in the success of in( Loli'ian i-trolur, Corporation, thu roliviar 
Air Line, the :.inirig Lank, and Jth'Lr curjorationuno eira in-s a: im evuxi. 
.-cnt, Lends witht to the. belief tnat th, us.. of t, is e.ficit:xt ad:..initrati 
structure shoulo , ,xtcndcc th.. ntirct.y of mhc. 3ov rn..nt's co..:ur:icel 
and 	public scrvice uctivities,
 

6. 	 The operation of urivatc ana public .nt:rpriuos unci.j izd..yendcrt rx.zulatior 
by the proposed Bureau of .vblic Utili (o in Ihe . iristry of ',atiural il
cono:.:y iould it rovire feru to theoc(.r thL et iectivul , avaluate Cf
ficioncy of its our. CUo;.erci.. opcr.tions, -ai. eu t .cY coulL. be readily Lz:.. 
pard .:ith rcsults achiaveu by privitu co,. ,o.nic; oe.(ratin0 unooe, appro-airc.t( 
ly the si.C. cor:Citi-crs 

..C rocohaund tic centraliz-Ation o! .aitna cc aric .or.otrnl ol public tuild
ings in thE Eureaiu of jebii .uildingc cl 1h,- folloi:in reasons: 

1. It pernits the establishr. nt cf a 1lar of ,cl prop-.rty ,ana e,,nt, thrurh 
whicn economical usc: of arc; controi ov. r 'owvrn: rt-o%.-.nd real .stlsiu ;.ay tc 
secured. As a result ot h. fails-rc to .7blisn co.p.tcrft .. ehinry for 
thc, .r.anagerr.nt ,nu of s.vral ;i -%maitcnancc 	 btrti, ..ini-tri;s !ic 
tional '}overr.,, nt ap~arontly (.o r.t .r.'. hc i.rap .rty th.;y oan, or t.nt:,,.r 
an econo,,.ical usL is -- ing arudc of it. C,.c .:nzstr .a 3 ,urew~m, or ,nt 
nci. 	property, wnilc a ei'.ilar pi c:- of prouprty baloning to ancnh, r ,,nis. 
try 	is unused. Lar-e :ac. -s of z.ublic 2uncis ay occur hbcau ,L.th- ;ovrn
r.nt is not a to , in lh.. rental,in psition fef(cctiv,.ly purchase, aLnd 
sale of public propi rtics, In th. ahs.nce of a u : idld -urt.nanc:e, ar.e, 
icpairs a often t; .- !y : ir- r.citnri cf-iet. 

2. 	It p-rmits th. cf1evlop.cetf.-ci.lizc ax hit-ctural s.r, los a.icart 
capable pf -, oc";'cin.; trstructlor, or rpai2 i.lans ,lnc rc truly Luj-ctieni. 
;any oL the. Luilciings rnow uccco:pied ty .uver:w. nt L.nics areo wholly unsmit 
ud to the use to w,,ich they a- L in,, put, and ha, offici, rcy of Lhe Govern-, 
ment's operations is cor~esponclinfly inpaired. Lffi(ir t ne intl1iLent s. 
I'ecildizeo architiectural aszis4 -nc int oridinal lunri ng or in .odcingczc
effect substintial irv,.rtcunt cer'.nu.. for t,( 39errn,.nt. 

http:39errn,.nt
http:f(cctiv,.ly
http:rt-o%.-.nd
http:Govarrix.nt
http:Govuynw.nt


Many of the buildings now occupied by Governmunt agencies are wholly un
suited to the use to which they are Leing put, and the efficiency of the

Government's operations is correspondingly impaired. Efficient and intel
ligent specialized architectural as:istance in original planning or in re
modeling can effect substantial investment economies for the Government,
 

3. It permits the establishment of an 
 f"'icicnt and economical maintenance ser
vice. Few Ministries have a suffici~n± volume of reoair work to make econo
mical and continuous use of carpenters, masons, painters, and similar arti
sans. By centralizing the property repair forces of the Guvernment at s-: 
trategic points throirhout the Republic, higher grade supervision is pos
sible, staff is kept at a minimum, and work can be more equally distributed
 
throughout the year.
 

4. It permits the establisfnent of a properly trained and supervised custodial
 
service, which will not only result in substantial savings but in a much
 
better type of custodial care. The common practice under the present decen
tralized system of leaving the custodians to their own devices without com
petent supervision, and in many cases tithout any supervision, obviously

results in a low output of work, ministreatment of the mechanical and elec
trical equipment, and failure to attain clean and attractive buildings.*
 

5. It permits the operation of public buildings on a sound cost accounting

basis, through which all Ministries and their dependencies may be put upon

a rental basis, and the actual cost of NJinistcrial services and activities
 
much more accurately computed and charged.
 

The attached chart depicts the proposed organization of the Ministry of
 
Highways and Public Works.
 



CHART OF PROPOSED REORGANIZATION OF MINISTRY OF HIEffkLM.AJWPUELIC-1*O 

.PRESIDENT OF THE FEFUBLIC
 

MINISTER OF HIGH, JAYS AND "UELIC lORKS I 

] Secretary of the Minister
Parliamentar Secretary 

PERMANENTEXECUTIVE OFFICER OF HIGHWAYS 
AXD FUbLIC VOFYS 

Office if Budget and Efficiency i 	 Office nf Personnel rf the 
Ministryof the Ministry 

Bureau of Highway Itor .-Bureau of Highway Engeneering 
Equipment
Executive Office 

Executive Office
Studies and Projects Section 

Inspection Section
Maps and Charts Sectiin 

Repair Section
Location Section 

Service Section
Resuarch and Standards Section 

Vehicle Dispal-i Sectimn
Cnstriction Supervision Secti-n 


Traffic Engenecring Section 
Highway Lign'ing Section
 
Fridgcs and Tunnels Section
 
Cost ,ccounting Section
 

Bureau of Pulic BuildingsEureau of Highway Construction and 

Executive Office
E.axntenance 
BuilIding Repair SectipnExecutive Off ice 
Service Section
:-ighway Fepair Section 

1nagement and Superin-. a 

j tendency Section
Highway Cleaning Section 

Highway 1arking Section 
 Cost Accounting Section
!iighway "fautification 

B',ilding Construction
Sectinn 

Section
 

Bureau of Public 1.iorks Districts
 
Executive Office
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6. Minietry of Ilucation
 

The public school system of Bolivia is fundamentally defective in organiza
tion, orientation and performance. It is defective in organization because its
 
structural characteristics make unity of purpose and action impossible. It is
 
defective in orientation becuase its curricula and instructional methods have
 
title to do with the realities of Bolivian social and economic problems. It is
 
defective in oerformance because with the present low level of its teaching per
sonnel and the anarchy prevailing in educational administration, it is unable
 
to accomplish.even the ineffective and. largery irrelevant task to which it has
 
addressed its attention.
 

If the Ministry of Education is to become a significant instrument of Na
tior.al social and economic progress, it must have-a, thorough ovwrhauling from
 
top to bottom. The Council of Education, which iias an unfortunated and wholly
 
mistaken administrative experiment, would be %bolished. Unity of purpose and
 
objective should be reestablished by integrating the direction and control of
 
the public educational program under the Minister of Education, and vesting the
 
immediate supervision of administration in the hands of a Permanent Executive
 
Officer for Education who, as a member of the permanent career service, would
 
be selected by competitive examination and removed from political influences and
 
considerations.
 

If the Ministry of Education is to administer a positive and purposeful
 
educational program, it must be given the'prop,.r tools of educational administra
tion, dnd must accept the responsibilities of educaticnal planning, progranning,
 
supervising, and evaluating without which progress in educational affairs cannot
 
be secured, The recommendations which we shall amake, therefore, are not design
ed merely to increase the efficiency and decrease the cost of what the Ministry
 
and the Council arenow doing, because what is now being done is not worth doing
 
at all. Our srggestinns, on the contrary, are designed to provikCe &ffective
 
management of a vital educational program, geared to the requirements of a ra
pidly developing Republic.
 

Our specific recommendations concerning the Ministry of Education are as
 
follows: 

MINISTRY OF EDUCATION 
Executive Office- -- to remain as at present except that 

the Minister should be given a par
liamentary secretary and a private 
secretary, and active direction of 
the adminibtrative operations should 
be lodged in a Permanent Executive 
Officer of Education. 

Instructic to be abolished and functions trans

.fevred in part to the National Office 
of Personnel and the Personal Office . 
of the Ministry, and in part to thr 
Bureau of Curricula and Instructicnal 
Materials. 

Budgets - to be abolished and functions trans
ferred to the Office of Budget and 
Efficiency of the Ministry.....
 

Archives and - to be abolished and functions trans-

Information ferred to the office of the Permanent
 

Executive Officer of Education.
 

Publicity and - to bt! abolished and functions trans-

Educational ferred to the National Office of
 
Promotion Propaganda.
 

Engineering - to be abolished and functions trans



ferred to the Bureau of Public Build
ings in the Ministry of Highuays and 
Public 'Works.
 

Indian Affairs, - to be abolished and functions trans-

Libraries and ferred to the Bureau of Curricula and 

Publications Instructional Materials. 

COUNCIL OF EDUCATION
 
Vice Presidency - to be abolished.
 

Secretariat - to be abolished and functions trans-


General and 
 ferred to the Office of the Permanent
 

Office of Legal Lcecutive Offieer of Education
 

Counsel 

Superintendency of - to be abolished and func ons trans-
Indian and ferred to the Bureau of Superintendency 
Rural Education 	 and inspection.
 

Department of - to be abolished and functions trans-

Budgets ferr-d to the Of f--e..,f 3u"' t Id 

Efficiency of the Ministry. 

Department of - to be abolf.shed and functions tranp-
Musical and ferred to the vmsic and Fine Arts
 

Artistic Educa- sections of the Bureau of Special

tion 	 Activities.
 

Departnent of to be abolished and functions trans-


Physical Edu- ferred to the Sports Section. f the
 

cation Bureau of Special Activities.
 

to be abolished and fuictions trans-


Cultural ferred in part to the Executive Office
 

Promotion 	 of the Eureau of Special A",tivities,
 
and in part to the bureau of Adult
 
Education.
 

Section of -

Section of to be abolished and functions tr~ps-


Classification, 
 ferred to the Office of Personnel of 
Rating, and the Ministry and the National Office 

Statistics of Personnel. 

to be aboli shed and functiors trans
ffice of the Permanent
 

Section of 

Archives, ferred to t'xq 

Library, and Executive Officer of Education.
 
Information
 

More than a reshuffling of existing agencies, however, the edpcational pro

gram needs a vital purpose and the administrative and management equipment with which
 

to respond to that purpose. We propose that the new program be organized and
 

managed as follows:
 

1. 	The personnel should be professionalizeu. We
 

recommend that .the Minister be given a parlia
mentary secretary and a rrivate secretary, and
 
three stenographers, who would not be chosen
 
frmm the career scr-7i n,. H'.wcver, the Fernanent
 
Executive Officer and all emccloyees responsible
 
to him, either directly or indirectly, would b%
 
members of the career se.rvice. This includes
 
both administrative and teaching personnel,
 
throughout the educational system.
 

2. 	A planning agency for the school system should
 
be sEt up, as the Bureau of Curricula and Instruc

tional Materials. The function of this Bureau
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would be to study thoroughly the type and content

of instruction which is rclevant to Lhe social and
economic needs of Bolivia, and to construct plans

of studies and to gather or have prupcrid instruc
tional mate_ ials which will ment eff ctively meet
 
the 	needs o1 
the agreed plans of studies& In many
 
ways, this is the most important function of the

Ministry of Education, and deserves tho greatest
 
care and attention.
 

3. 
The needs of vocational eduzation should be recog
nized b~y the creatian of a Bureau of Voc:tional

Education as a major, coordinate division of the
 
Ministry& The functions of this section would be
to promote and assist in the development of programs

of practical education throughout the Republic which

would produce skilled men and women capable of
 
meeting the technical requirements of modern business,

governmental, agricultural and industrial life, 
Of
 
primary importance is the p~ogram of practical education in agriculture, which is where Bolivia's economic
 
future lies. 
 But Bolivia also netds competent house
hold workers and Bolivia's girls must be educated tr
 manage households, equally important is thu educe tion
 
of skilled workers for the mining and cther industries,

for office work, for trades requiring manual skills,

and for the Government services.
 

4. 	A well financed and adequately starfed Bureau of
 
school Health should be established, ,nd its work
integrated with the regular program of uducation in

the 	public schoclr. It _uy.s e 
 1-.frankly rtcog
nized that the most significant contributions to

public hcslth in Bolivia must comc through the schools;

the health and nutritional habits of the greater part

of the adult population are so firmly fixed that any

substantial change in nutritional habits, which con
stitute the major health problem, is not likely to 
occur in this genf. ation. An all-out attock on child
health hazards through the public schools offers a 
very real opportunity to raise the general health
 
standardssubEtantially within a decade.
 

5. 
The movement now under way to rcduce illiteracy andto provide civic and cultnre! education to adultS 
should be implemented and -xtund.-Jd. An. ducated ,

people is the cornerstone of dc<xscracy, and until

illiteracy is eliminated and a vital sense of national
 
consciousness and social risponsibility is developed,

the 	electorate of bolivia cannot constitute 
a solid 
defense against social and political disintegration.
The proposed Bureau of Adult Education should be the 
spearhead of this program.
 

6. 
The objective measurement of, pupil and teacher pro
gress by an independent appraising agency is essential
 
to the effective progress of the educational program.

We propose that Bureaua of Educational e1tan,,rds be
established whioh, through a system of State adminis
tered examinations, would test objectively the quality

and effectiveness of instruction being offered in all
educational inslitutisns throughout Bolivia-
 puhlic,

private, and see'arian. We propose further that all

certificates, diplomas, and degrcs should, in the

future, be awarded only upon a c,rtification.by the
 
Bureau of Educational Standards that thr 
standard of

instruction in the conferring institution meets a con
stantly progressing national minimum. 
The 	work of
this section should elso be integrated closely with

the licencing and promotion of teachers, handled by
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the Office of Personnel of the Ministry and the
 

Nati6nal Office of Personnel.
 

7. 	Interschelastic sports, literary, musical and fine
 

arts programs and competitions should be developed
 

and encouraged, through the establishment of a Bureau
 

mf Extra Curricula Activities, the function of which
 

would be to promote and encourage pupil and teacher
 

participation in these activities, to arrange local,
 
departmental and ntional competitions, and otherwise
 

to implement the development of social, civic, and
 

cultural appreciations in the public schools.
 

8. 	An !ztgred..an.unifield systrri of. uperittcndonce 

entire educational system, should be established and
 

aoinistered under the supcrvisiin of the Permanent
 

Executive Oficer of Education. This Bureau of
 

SupeririLrndency and Inspection should maintain a
 

Liaison Section to keep the 
work of the Bureau closely
 

in touch with and responsive to the aims and objectives 

of the other Bureau of the Ministry, and cernstantly 

in line with major naticnal educational objectives. 

Ib should also maintain an efficient Section Pf Reports,
 

by which the varius Bureaus could judge the progress
 

and effectiveness of the educational programs as they
 

are converted into educational practices at the instruc

tional level.
 

The chart following this discussion depicts the propeled reorganization of
 

the Ministry of Education.
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CHART OF PROPOSED REORGAI2 ATION OF' THE' MIN ISTRiY OF EDUCATION 

I PRESIMNT OFIHE REPUBLIC. 

Parliamentary Secretary oSecretary
f the Minister 

IPERM4ANENT EXECUTIVE OFFICER 
IOF EDUCATION 

t Office of Budget and Effi- ' Office of Personnel of the. 
ciency of the Ministry Ministry
 

Bureau of Curricula and "nr,-
Bureau of Vocational Education 
uct±nalExcuie Materials . E t O fic'. Executive Office 
Exec'utive 'Office' Agricultural Sejction

Primary Section " Domestic Econ'o" Section

Secondary Section 
 Commercial and Office Section
 
Professional Section 
 Mine Section
 
University Section 
 Induotrial Section
 
Vocational Section  Manual.Section
 
Textbook Section 
 Public Employment Section
 
Radio Section " 
 "' 
Motion Picture Section 
Exhibition and .Demor.
stration Section Bureau of Adult Adecation 

Libraries and Museums . Executive Office 
Section I Illiteracy Section 

44 4Civic Section
 

Cultural Section
 

Bureau of School Health I "N-eau of Educational Standards
Executive Office 
 Executive Office 
Immunization Section Pri7,ry Section 
Nutrition Section ' .- Secondary Section 
Dental and Oral Hygiene , Professional Section 
Section Uversilty Section
 

Visual and Ocular Hygiene Vocational Section
 
. Section
Psychiatric and AdolesuWet .. .. -ueau peh-tn __jcyand 

Hygiene Section . . nptonO 

4 >Liaiscn Section 

Bureau of Special Activities" .. 
Reports Section 
Inpection Section 

Executive Office 
Sports Section 
Literary Section 
Music Section 
SFine Arts Section 

InstituLon, Colleges, Schools, 
Universities, Libraries, Mu
seums. etc., whether publicly 
or privately operated. 

Civic Section 

7, 44.444.4 " . p . 
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7. Ministry of Health and Social Security
 

The Ministry of Health and Welfare Labor and Social Insurance is a largely
 
unintegrated and unassimilated paper consolidetion of three distinct activities
 
in the general field of public welfare- Health and Welfare, Labor, and Social
 
Insurance. Each activity has its own Ex- -tive Officer and, for all practical 
purposp-, operates as a separate Ministry. because of the extremely close inter
relationships of these programs of social amelioration, the decision to uni:y
 
their direction and control as a sound one. Such unification is, howevur, -Z-4
 
more of a fact th:n before the present paper consolidation was effected.
 

Our recommendations concerning this Ministry relate primarily te internal
 
organization, and are directed to securing a strong, coordinated program of so
cial services in line with accepted modern principles of organization and pro
cedure. As has been pointed out in another section of this report, many of the
 
programs cf the 11ational Government urgently require decentralization, in addition
 
to the ceitralization and integration of control. The public health, labor, and
 
public welfare programs are definitely of this category. At the present time the
 
local public health program, for example, consists primarily in the maintenance
 
of certain facilities for institutional treatment and the employment of large
 
numbers if part time physicians, sanitary espectc'. and nurses with specific
 
local geographical areas of operation. The net result is that the public health
 
progr m is spread so thin in terms of money and manpower that nowhere is substan
tial progress being achieved. The public health progrm, moreover, is inadequate
ly articulated at the local level vith other phases of the program ol social wel
fare, so that many of its %ccomplishments are promptly lost through the failure
 
to deal adequately vith accompanying con, tions of social pathology.
 

Y. recomend that the local social services of the National Government aban
don their present plan of organization on a geographic departmental basis, and
 
imbrace the principlc of military organiza.tion xcmplified in the "task force." 
All local public halth and putlic welfare personnl would be assigned to the 
Bureau of Local Welfare Srvices. A task forceu would then be assembled by the 
responsible officials in the Ministry to deal vith the outstanding health and 
wulfare hazards in the Repulic as they arise, and sufficient resources could be
 
concentrated effectively to deal with the problem. ollowing the work of the
 
task force, a smaler rcrsonnel would be assigncd fcr such continuing work in 
the area Ls local conditns requircd und as the revources of the Government would, 
in equity, permit. This ability to concentrat adequate resources on the 'ocal
 
points of infection, sanftary and social, iould permit a substantially larger ac
complishment with the rtsources now available, %nd would rapidly earn public sup
port for a substantial expansion of a really ,.fficicnt social service program.
 

The Social Service program should be concentrated under the inmediate diirec
tion and control of highly competent gencral administrator, designated as the
 
Fcrmanent Executive Officer for Health and Social Security, who should be a member
 
of the permanent career service. The centralized tuchnical services should be
 
organized into six Bureaus, as follows: (1) Health Conservation; (2) Maternal
 
and Child Health; (3) Sanitation; (4) >.ntal Hygiene; (5) Social Security;

(() Labor and Housing. A bureau of Local Social Services should bo established
 
to plan, direct supervise, and inspect and rport upon the work of the "task for 
force,!' distributed at danger points through- a1 the Pepublic, and the more 
permanent local units maintaining the local s&rvice program. 

Our ss:rific recormrendations are aj follows: 

HEA1LTH SEFVICE 

Executive Office and Administrative Department
 
Executive Office - To remain as at piesunt constituted, 

except that the Minister should be
 
given a parliamentary secretary and
 
a private secretary, and the immediate
 
direction of the Heath :.Service, as 
well as the Latc ; . , 
L ,.writ: Service, sicu.jd be 
placeu I.,the hands of a Permanent
 



Executive Officer of He.-7.th and Social
 
Security. The Secretary and the Chief
 
of Piopaganda should be transferred to
 
the Section of Health Education in the
 
Bureau of Health Conservation.
 

Administrative to be abo1U"-td and functions trans-

Section 	 ferred in a.zrto the office of the
 

Permanent Executive Officer of Health
 
and Social Security and in part to
 
the Office of Budget and Efficiency
 
of the Ministry. 

Legal Section - to be abolished and functions trans
ferred to the Office of the Permanent 
Executive Officer of Health and Social 
Security. 

Central Account- - to be abolished and functions trans
ing Office ferred to the Office of Buciget and 

Efficiency of the Ministry and to the 
Bureau of Accounts in the Ministry of 
Finance, 

Archieve Section - to be abolished and functions trans
feryed in part to the office of the
 
Permanent Executive Officer of Health
 
and Social Security, and in part to 
the Executive Office of the Bureau 
of Local Sccial Services. 

Techinical Depart- to be abolished and functions trans
ment Subnecrotariat ferred to the FxecuLive Office of the
 

Bureau of Health Conservation.
 

Biodemographic - to be aholis' and functions trans
and Personnel ferred in part to the Section of Plans
 
Section 	 and Program of the Bureau of Local 

Social Services and in part to the 
Office of ?ersonnel of' the iinistry. 

National Insti- - to be abolished ,nd functions trans
tute of ferred to the Section of Laboratories
 
Bacteriology in the bureau of Health Conservation.
 

Bureau of - to be abolished and functions trans-

Epidemiology ferred to the Section of Epidemiology
 
and Prophylaxis in the Bureau of Health Conservation
 

National Anti- - to be abolished and functions trans-

Malaria ferred in part to the ureau of Local
 
Campaign Social Services and in part to the
 

Section of Sanitary Engeneering in
 
the Bureau of SrTiiti' on.
 

National Anti- - to be abolished and functions trans-
Pest Campaign 	 fcrred in part to the 1-urcau of Local 

Social Services and in part to the 
Scction nf Pest Control i the Bureau 
of Health Conservation.
 

National Anti- - be abolished and functions trans-
Typhus furred in part to the bureau of Local 
Campaign 	 Social Services and in part to the
 

Section of' Typhus Control in the
 
Bureau of Health Conservation.
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Anti-Leprosy -	 to be abolished and functions trans-

Service 	 ferred in part to the Bureau of Local
 
Social Services and in part to the
 

Section of Leprosy Control in the
 

Bureau of Health; Conservation.
 

Frontier Centers-	 to be aboli,:l nd functions trans
ferred to the Bureau of Local Social
 

Services.
 

Bureau of Preven-	 to be abolished and function trans

ferred to the Section of luberculosis
tive Medicine 

and National Control in the Bureau of Health Con-


Anti- Tuberculosis servation.
 
Campaign
 

Pharmaceutical - to be abolished and functions trans-


Inspection and 
 ferred to the Section of Drug Control
 

Drug Control in the Bureau of Saritation.
 

Stores Section - to be abolished and functions trans

ferred to the office of the Permanent
 

Executive Officer of Health and
 

Social Security.
 

to be abolished and 	functions trans-
Bureau of 
ferred to the Section of Nutrition
Nutrition 

in the Bureau of Maternal and Child
 

Halth.
 

to be abolished and 	functicns trans-
Districts 

ftrred to the Bureau of Local Social 

Services. 

LABOR SEBVICE
 

Office of Labor
 
Executive Office 
to be abolished and 	functions trans

ferred to the office of the Permanent
 
Executive Off cer of Health and Social
 
Security.
 

Bureau of Social- to be abolished and functions trans-


Investigations 	 ferred to the Section of Working
 
Conditions and Standards in the Bureau of
 

Labor and Housing, and to the Bureau
 

of Local Social Services.
 

mnd functions trans

of Industrial ferred to the section of Working
 

Health and Conditions and Standards in the
 

Welfare 


Technical'Sectiox 	 to be abolished 


Bureau of Labor and 	Housing.
 

Inspectorate - to be abolished and functions trans-


General of ferred in part to the Section of
 

Labor 
 Arbitration and Concil~ation in the
 

Bureau of Labor and Housing and in
 

part to the Bureau of Local Social
 
Services.
 

Labor Courts - to be abolishCd and functions trans
ferred in part to the Section of
 
Arbitration and Concilation in the
 

Bureau of Labor and Housing, in
 

part to the Bureau of Local Social
 
Services, and in. part to the Section
 

of 'Workmen'sCompensation in the
 



Bureau of Social Security.
 

Regional Labbr 
 to be abolished and 'unctions trans-

Inspectorates 
 ferred to the Bureau of Local Social
 

Servi.ces.
 

SERVICE OF SOCIAL INSURANCE
 
Ministry and Dependencies

Executive Office 
 - to be abo±iA-nea ana functions trans

ferred to the office of the Permanent 
Executive Officer of He- Lth and Social
 
Security.
 

Department of 
 to be abolished rnd functions trans-

Social Protec ferred to the Section of Orphans'

tion 
 and Mothers' .elfre in the Bureau
 

of Soc i. Security.
 

Department of 
 to be abolished and functions trans-

Social Welfare 
 ferred to the Scction of Rental 

Standards in th Bureau of Labor 
and Hou. ng 

Department of - to be abolished and functions trans-
Insurance and ferred to the appropri2te sections
Savings 
 of the Bureau of Social Security. 

Provisional Sec-
 - to be abolished and functions trans
tion of 
 ferred to the appropriate sections

Compulsory 
 of the Bureau of Social Security.

Social Security
 

Actuarial and 
 - to be abo lished and functions trans-

Statistical 
 f", to the appropriate sections
 
Section 
 of the Bureau of Social Security.
 

Section of' Statis- - to be abolis!'ed and functior.3 trans
tical Machinery 
 ferred to the appropriate sections
 
and Identifica-
 of the Bureeu of Social Security.

tion of Assureds
 

National Institute to be aboli!;hed and functic: 
trans
of Re-education 
 ferred to the Section of Vocational
 
and Readaptation Rehabilitation in the Bureau of

of Invalids Labor and Housii.g, 

Section of Train-
 to be abolishecd and functions trans
ing and Schools f~rred to the Section of Vocational 

Rehabilitation in the Bureau ef 
Labor and Housing. 

Section of Prothesis-
 to be abolished and furctions trans
and Orthopedics 
 ferred to the Section of Vocational 

Rehabilitution in the Bureau of Labor 
and Housing.
 

National Patron-
 - to be abolishi d and functions trans
age of Minors ferred to the Section of Orphans'

and War Orphans and Vothrrs' ielfarc in the Bureau
 

of Social S(curiuy. 

Invalids and 
 - to be transferred to the appropriate
Pensioners sections of the Bureau of Social 
Registers Security. 

In additlcn to thefunctional rearrangements contemplated in the above
proposals, the health and vwelfare program of the. Republic needs streng.-!-
a number of fundamentals.
 

i 
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1. 	 4 comprehensive system of social insurance and syste tic
 

benefits for the economically underpriiilaged needs to
 

be instituted. Insurance is always cheaper than the
 

awarding of charity. Moreover, in the period of intense
 

economic expansion which appears imanent, Bolivia should
 

require the population to make regular preparation for
 
The 	contribution of
the 	contingencies which lie ahead. 


large reserves for unemployment benefits, workmen's
 

compensation, old age benefits, and. sickness benefits,
 

moreover, will have an important anti-inilationary
 

effect, and will contribute materially to the stabiliza

tion of the national economy. 
This report recommends
 

the establishment of administrative machinery for such
 

a comprehensive system of benefits.
 

2. 	A substantial expansion of the public health program
 

in the direction of special services in behalf of
 

maternal and child health is urgently required. Ex

perience has clearly indicated that the most profitable
 

of any public health prograI is that which is
phase 

devoted to seeing that children and mothers receive
 

proper medical ard nutritional care in thE, prenatal,
 
The astoundingly high
post-natal and infant periods. 


rate of infant mortality in Bolivia shows be. ond
 

controversy that this problem is jot now receiving
 

even a modicun of attention. If Bolivia would pay
 

more attentice to preserving the lives of the: many
 

infants who now die because of ignorance and neglect,
 

the problem of populating the unpopulated national
 

domain, and of colonizing the rich gricultural lands
 

of the country, would be solved in'initely sooner than
 

it ever will be through the grandiose and ineffective
 

schemes for t he importation of large numbers of
 

foreigners, few of which have contributud anything
 

to the development of the nation's resources.
 

3. 	A beginning should be made in meeting the problem 
of
 

mental illness in bolivia. This is a serious and
 

preventable leak in th; social system, and one which, 

in tht : az.e i The .jr ,ti.. . of' th, country's 

standards of social consciousness, will cost millions 

of bolivianos annually in institutional care and 
fj'ectivw prcrentionaltreatment unless extensive and 


work is done. This report recommends the institution
 

of programs of psychiatric diagnosis, preventive
 

mental hygiene, and suptrvisicn of institutions afford

ing care to the mentally iLL4 'md tht establishment
 

of administrative machinery for exploring and
 

instituting elementary procedures for dealing with
 

th3 problem of mental illness.
 

4. 	An attack shoulu be imde upon the probltm of housing
 

conditions and housing standards of laboring people.
 

No factor in raising thu standards of the public
 

health, or the moral standards of the population in
 
It has direct
general, is more important than housing. 


and 	perceptible tffects on educational accomplishment
 

of the young, on de.in,,*u ncy and crime, on work habits
 
every other social
and work performance, and on almost 


characteristic. Since many r~sidential luildings will
 

be constructed during the perinod of economic expansion
 

is the time to make plans for
Olich lies ahead, now 

the more adequate housing of the population. This
 

report recommends urgently the establishieht of a
 

Section of Housing Standards and Studies in the
 

Bureau of Labor and Housing.
 

The attached chart depicts the proposed reorganization 
of the Ministry of
 

Health and Social Security.
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CONCLUSION
The President's advisers have no illusions about setting up a perfect
of organization and management for the National Government of Bolivia, 
system
 

Substantial
improvement in the administratjion of the Govertimenti's affairs will require time,hard
work, and infilite patience. 
New problems of organization and management will constantly emerge, and must be accommcdated. 
To establish a career Goverra~ent service on
solid foundations, to straighten out warped and confused lines of responsibility, to
simplify and.rationalize the unplanned cumulation 
of Government activities-
 these
are by no means simple advances.
 

viscrs 
It must be made perfectly clenr that it was not the task of the President's adto dctermine whether particular activities of the Government should or shouldnot be continued, or upon what scale of magnitude activities should be continued.
This is an important question of policy determinhtion which can properly be undertaken only by persons responsible to the people of Bolivia. 
Ours has been the task of
considering what forms of organization and managemEnt are most suitable, given policies
of public service as they exist at present.
 

No estimates of the saving 
in money which our proposals may realize have been offered. 
 In the first place, the scope of the report is limited to the roalm of organization and management, andthe realm of policy has been excluded. 
 It would have been
easy to say that Bs. 10,000,000 here and Bs. 15,000,O0terly abolishing this or that activity. 
there might be saved by ut-
But this was not our assignment. We were
charged with the duty of suggesting means of making more effective, whatever activities Lave been decided upon by the people, the Congress, and the President. 
-In the
second place, experience has amply demostrated in large-scale management, public and
private, all 
over the world, that genuine operating economies are to be achievd only
by the provision of adequate machinery of managemen' which will afford an opportunity
for central executive direction to pursue day after day and year after year 
 the task
of cutting costs, of improving the service, and of raising the standards of perforrance. 
 It cannot be accomplished by arbitrary p6rcentago ruduc'to0o 
in YIdnisterial
iudigets, by arbitrary dismissal of employees, or by arbitrary consolidation of agencies. £t 
is an operation that, in the case of Bolivia, is urgntly required, but it
- alls for the skill of a surgeon with his scalped, and 
not the crude power of the
.utcher with his meat cleaver. 

There is no magic in management alone. Management is
it is a mcian, a servant, not a masternot an end-
 it is a tool in thetion. hands and for the purposes of the Na-
Public service is the service of the common good in peace or war, and it will
judoed by the effectiveness with which it 
serves the cominon good. 
 Not merely
Jover costs, but also higher human happiness and sounder human values, are the supre-
ends of ntional life. As Aristotle has said, "The State exists for the sake of
,h- Good Life, and not for the sake of life only." By this ultimate stardard the Belivian system of Government, and every system of Government, must be ultimately tesucd. Good m-nagemant will promote in the fullest measure the conservation and utilization of Eolivia's iational resources, and will w)rk out th 
 Good Life plainly in
tLrms of social justice, security, order, liberty, prosperity, material benefits, and
in higher vlues of life.
 

'Yhutcver may be said of the National Government of Bolivia in the past, the presunt 
nd couragt 

Govurnmuat is an honest Government and a couragcuus Government. But honesty
..
 ".lone are not enough for victory, either in peace or war.
msion, Intelligency,
fair:.ss, firmness, and flexibility arc required in an assembled, competent,
-Lrong organization of democracy. 
To falter at this point is fatal.
!ration can neithcr advanco A weak adminisnor retrr.at successfully-it can only muddled.
a waiver at the Thosesight of needed po.er ar, falsc friendsrong executive of modern democracy. Sleadership issescntial to democratic*ation .ftrr nation Government today. The fall ofbefore the forces of totalitarianism duringtra(c41Alc in large part the past three years 
:y which 

to incompetency, indecisiveness, inefficiencyroachcd deep into and lethnrthe roots of the public administration..afional vitality. The choice is not 
and infected thebetween more power,apablc popular or less power, but betweenGovernment and irresponsible autocracy. 

The forward march of :olivian political, social and
'oint in conomic democracy at thisthe Nati,r. history depends more upan effectivu managemnt than upon any
,,her single factor. The times demand
Pre comptunt butter governmntal organization, staffed withpublic servants, more free to do their K.st,:1l1y equipp(ed with modiln tools 

anl directed by an Executiveof management. The President's advisers respectfully'fur this report and their recommendations designed to provide the President of the Reitlic with effective ranagrial authority ovr the Executive Brau-h of the Government com. tiarepcnslbiiit, under the National CoritaAi '
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BILL FOR 7HE CREAT1ON OF 

THE NATIONAL OFFICE OF PERSONNEJ 

for the civil service of 
cysttm of personnel administration

AN ACT, to establish a 
the Republic of Bolivia. 

r'.
 

SECTION 1. general Purpose
 

The general purposc of this act is to 
establish for the Republic of Bolivia 

a
 

system of personnel administration based 
on merit principles and scientific methods,
 

governing the appointment, promotion, transfer, 
lay-off, removal, and discipline
 

of its officers and employees, and other 
incidents of public employment. Execpt
 

as horeinafter specified, all appointments 
and promotions to p6sitions in the
 

service of the Republic of Bolivia shall bc made 
on the basis of merit andfitness,
 

examinations.
to be ascertained by competitivw 


SECION 2. Definitics 

As used in thir act, unless the conteyt 
clearly requires otherwise 

"Office" means the National Office of 
Personnel.
 

1. 


2. "Director" means the Director of Personnel.
 

of Personnel.the National.Council3. Council" mcEns 

means all offices and positions 
in
 

, Service of the Republic"
4. 

the employ of.the Repiitlic, other than the milit.ry 

service. 

5. .1Appointing authority" means an 
officer or agency having power
 

to makappointments to positions 
in the serti-' of the Republic.
 

6. "Division" or "Division of the Serjice" 
means a kinistry or any
 

division or branch thereof, or any 
agency of the Government of
 

the Republic, or branch of the service 
of the Republic, all the 

same appointing authority.positions in which are under the 


or"Clar-s of positions" means a group 
of porition in
 

7. "Class" 

the Government classified service 

sufficiently alike in duties,
 

authority, and responsibilities that 
the same qualifications may
 

same 	schedule of pay. an
 
reasonably be required for, and the 


equitably be applied to, all positio.is 
in the group.
 

test 	for positions in a particular class, 
means a8. "Entrance test" 

to which is not limited to persons employed in the 
admission 
service of the Peputlic.
 

in a 	particulara test for positions
9. "Promotion test" means 

class, admission to which is limited 
to employees in the classi

fied service who have held a position 
in another class.
 

a list of persons who have been found.,
 10. 	 ,,Emplcyment list" means 


qualified by an entrance test for 
appointmnt to a position in
 

a particular "lass.
 

11.' 	"Promotion list" means a list 
of persons who have been found
 

qualified by a promotion test for appointment 
to a position in
 

a particular class.
 

12. 	 "Reemployment list" means a list 
of persons who have been regu

lar employees in a particular class 
and who are entitled to
 

have their names certified for appointment 
to a position in that
 

class.
 

or b 	reemploy
13. 	 "List" means an employment list, a pronttion list, 

ment 	 list.
 

on a list.
 a person whose name- is 
14. 	 "Eligible" means 

http:positio.is
http:milit.ry


15. 	"Provisional appointment" means the appointment of persons who,
 
upon the effective date of this act, are holding positions
 
which this act places in the classified service, with the re
quirement that such persons shall be tested three successive
 
times to determine whether they shall retain their positions.
 

16. 	"Regular employee" means an employee who has Ien appointed to
 
a position in the classified s-rvic. in accordance vith this
 
act after completing the requirements of .*s provisional ap
pointment or probationary appointment.
 

SECTION 3. National Office of Personnel
 

(a) There shall be in the government of the lepublic of Bolivia a 
National Office of Personnel, the administrative head -f which shall be
 
a Director of Personnel.
 

(b) 	In the Office there shall be National Council of Personnel, with
 
the 	power's and duties hereinafter enumerated.
 

(c) Adequate annual appropriations shall be made to anble the Office
 
to carry out effectively the provisions of this act.
 

SECTION 4. Appointment of the Director and Permanent Secretary 

(a) The Director shall be aopointcd by the President and shall be
 
removable by the President. He shiall receive an annual salary which
 
shall be fixed in accordance with the duties and responsibilities of
 
comparable officers. He shall hold no other office..
 

(b) The Director shall be ".-ed by a Permanent Secretqry who shall
 
be appointed by the Director in accordance with thu provisions of this act
 
and 	 s-dl be i the classified service. 

SECTION 5. Organization of the National Council of Personnel
 

(a) The members of the Council shall be citizens of the Fepublic
and shall be in sympathy with the application of merit principles to 
public employment. No member of the Council shall b, a member of any
committee of a political party or an officer or member of any comaittee 
in any partisan political club or organization, or shall 10 t 
candidate for any elective public office. 

(b) The member of the Council shall be appointed by the President and
 
shall be removable by the President. The Council shall consist of seven
 
members.
 

(c) Members of the Council shall each be.paid one thousand bolivianos
 
for each day devoted to the work of the Council but not more than forty .
 
thousand bolivlanos in any one year. They shall be entitled to reimburse
ment for necessary traveling and other expehses.
 

(d) The Council shall elect one of its members 'n It shall
 
meet at such times and places as shall be specified by the chairman or
 
the President. At least four meetings shall be held each year. Notice
 
of each meeting shell be gi-en writing to each ;mm..ber by the Dilector,

who shall serve as secretary. Four members shall constitute a quorum

for 	the transaction of business.
 

SECTION 6. Duties of the Director
 

(a) The Diroctor, as executive head of' the Office, shall direct and 
supervise all its administrative and t~chnical activities. In addition 
to the duties jposed upon him elsewhere in this act, it shall be his 
duty. 

1. 	To attend all meetings of the Council and to act as its secre
tary and kcp minutes of its proceddings.
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2. 	To direct the establishment and maintenance of a roster of all
 
employees in the classified service, in which there shall be
 
set forth, as to each employee, the class title of the position
 
held; the salary or pay any change in class title , pay or
 
status; and any other nccessary data.
 

3. 	To appoint, under th& provisions nf this act, such employees of
 
the Office and such experts and special assistants as may be
 
necessary to carry out effectively the provisions of this act.
 

4. 	lo develop ard to conduct, in cooperation with appointing
 
authorities and others, training and educational programs, both
 
pre-entry and post-entry, in order to improve the quality of
 
the 	public service. 

5. 	To investigate from time to time the operation and effect of 
this act and of the rules and to report his findings and recom
mend-ions to the Council and to the Presid--t. 

6. 	To develop ind i,aintain a he 1th and welfaie program for employees 
in the pullic servi(e.& 

7. 	To make annual reports regarding the work ol the Officed, and
 
such special reports as he coniders desirable, to the Council
 
and to the President.
 

8. 	To perform any other 2-wful act which he may'consider necessary
 
or desirable to carry out the purposes and provisions of this
 
act.
 

(b) The Director may select officcrs or cmployees in the service of the Re
public of Bolivia to act as examiners in the preparation and rating of tests. An
 
appointing authority shall excuse any employee in his division from his regular
 
duties for the time required for his work as an examiner. Officers and employees
 
shall not be entitled to extra pay for their service as examiners, but shall be
 
entitled to reimbursement for necessary traveling and other expenses.
 

(c) The Director is authorized to delegate to any other officer or employee
 
of ihe Repuhlic any functions or duties vested in and imposed upon such Director
 
by law.
 

SECTION 7. Duties of the Council
 

in addition to the duties imposed upon it elsewhere in this act, it shall be
 
the duty of the Council:
 

(a) To represent the public.interest in the improvement of personnel adminis
tration in the public service.
 

(b) To advise the Fresident and Director on problems conceiD.,ng personnel
 
administration.
 

(c) To advise and assist the Director in fostering the interest of institu
tions of lezrning, ciic, professional, and employee organizations in the improve
ment of personnel standards it,the public service.
 

(d) To make any invstigation which it rmay consider desirable concerning the 
administration of personnel in the service of the Republic and to take under con
sideration any action by the National Offiea of Personnel which may apfear to be 
arbitrary, capricious, or ill;gal and maku iecommcndations to the Director or to 
the President of the Republic with rcspict thereto. 

(e) To make annual reports, and such special rcports as it considers dnsira
ble, to the President regarding personnel administration in the putlic service and 
recommendations for improvemwr t therein. 

FECTION 8. Rules
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(a) The Director shall formulate such rules as he may consider necessary, al
 
propriate, or desirable to carry out the provisions of this act and may from time
 
to time formulate amendments thereto. Such rules and amendments thtreto shall be
 
presented to the Council for its discussion at a meeting which shall be open to
 
the public. The Council shall have power to recommend changes in the rules,.in
 
whole or in part, Rules or amendments thereto presented to the Council for its
 
discussion shall within fifteen days of such presentation be submitted to the Pre.
 
sident by the Director, together with any recommendations of the Council. The PrE
 
sident shall have power to approve cr reject such submitted rules or amendments
 
thereto and such rules or amendments shall become effective when approved by toe
 
President or on the tenth day after they are submilted to him if prior thereto he
 
shall not have rejected them. The first rules hereunder shall be recommended by
 
the Director within six months after his appointment.
 

(b) Rules adopted under this section shall have the force and effect of law,
 
Among other things, such rules shall provide for the method of administering the
 
classification plan and the pay plan; the establishment, maintenance, consolidp
tion, and cancellation of lists; the application of service ratings; the hours of
 
work, attendance regulation, holidays, and leaves of absence for employees in the
 
classified service; and the order and manner in which lay- offs shall be effected.
 
Such rules may include any provisibns relating to employment in the service of thE
 
Republic, not inconsistent with the laws of the Republic, which may be necessary
 
or appropriate to give effect to the provisions and purposes of this act.
 

(c) The powers herein conferred upon the Director shall be subject only to
 
the provisions of this act and of the rules adopted hereunder, and may be exercis
 

1 by regulation or by order as the Director sees fit. lis powers and duties shal 
not be limited or re'stricted by the authorization to adopt rules, except to the 
extent that rules are adopted thereunder. 

SECTION 9. Unclassified and class & 

(a) The unclassified service shall comprise the positions of:
 

1. 	The President of the Republic.
 

2. 	Officers and employees of the Legislative Branch, including
 
the Office of the Comptroller Gcneral of the Republic.
 

3. 	Ministers and members of councils, boards, and commisions
 
appointed by the President and the Directors of the following:
 
The National Office of Budget and Efficiency, the National
 
Office of Personnel, the Office of National Lesources Planning,
 
and 	the National Office of Propaganda.
 

4. A parliamentary secretary, a private secretary, and thrue
 
stenographers for each Minister and one secretary for each
 
bcard or commission appointed by the President.
 

5. 	One Private Secretary to the President and all employees of
 
the Office of the Presidnnt.
 

6. 	All employees of the Administrative Service in the Palace of
 
th@ Government.
 

7. 	 The Commanding G -neral of I , National Police and one private secretary. 

8. 	1"p omatic Corps, consuls and consular agent,, and employees in the Diplo
matic or Lrrnular service abroad. 

9. 	All S4oraer'.pllyras ir.6'd "'hcJudicia1 Branch. 

Officers and members of the teaching staffs of universities and
 
student employees of such institutions.
 

11. 	 Pitient or inmate help in charitable, penal, and coriectional
 
institutions of the Reputlic.
 

12. 	rersons employed on a contractual basis.
 

http:rules,.in
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13. Officers and employees at Govqrnment-owned or Government
controlled 	corporations.
 

± 14. 	 Persons employed in a professional or scientific capacity to 
.iake or conduct any spec*'. inquiry, investigation or exami
nation on behalf of the Congress or a commitee thereof, or 
by authority of the President. 

(b) The classified service shall comprise all other positions now existing 
or hereafter created in the service of the Republic. 

SECTION 10. Status of present employees
 

Persons who, at the time this act takes effect, are occupying positions
 
which this act places in thL classified service shall hold provisional appoint
ments to such positions. Three non-competitive tests shall he given to such
 
persons, which tests shall be prescribed by the Director to determine the fitness
 
of personsholding provisional appointments to perform satisfactorily the duties
 
of their positions. The content, time, manner, and place of such non-competitive
 
tests shall be determined by the Director. After each non-competitiv test the
 
Direct6r shall curtify whether each employce so tested has mut a reasonable s
tandard of fitness qualifying him to retain his position. After each non- com
petitive test the provisional appointment of ach p~.rson who is certified to he
 
so qualified shall te extend~d until the results of the following non-competi
tive test have bven ctrtifitd, except that after the third non-comptitive test 
each person who is certiried to be so qualifiLd shall be deemed to be a regu
lar employee qnd shall be awarded a i gular appointment. Fursons who are cer
tified not to be qualified after either the first, second, or third non-com
petitive test shall be dismissed from their positions within sixty d:ays after 
the establishment of a list of eligibles for their respective positions in ac
cordance with the provisions of this act. The Director nay, however, after the 
first or second non-competitive test, authori!r, the provisional appointment of 
any person who has been certified as not qualified after a non-computitive test, 
in another positions of a lower rank in th, classification plan subject to his 
passing the remaining non-competitive tests to dotermine his fitness to perform 
satisfactorily the duties of his position. The Director shall not authorize the 
regular appointm6nt of any such person after a failure to qualify in thc third 
non-competitive tcst and any such person as is certified not to be qualified 
after the third ncn-c;:p titiw t,,t shill be dis.iosd within sixty d:ys after 

the cdtablishnnt of list of eligibles for his position in accordance with 
the provisions of this act. 

Provisional appointments, as defined in this act, shall cease to be valid 
srven years aftcr the effective date of this nct. 

SECTION 11. Classifications plan
 

(a) The Director shall ascrtain the duties, authority, and responsibili
ties of all positions in the classified service. After consultation with the 
appointing authorities, h, shall prepare and ri:commcnd to the President a clas
sifications plan, which shrill F:oup all positions in the classified service in 
classes, based on their duties, !,uthcr-t o, and responsibilities. The classifica
tion plan shall s, t forth, i'or each class of positions, a class title and a s
taterent of 	th. duties, authority, end reepon:iilitics thereof. Each class of
 

positions may be subdivided and clszs r.y be grouped and ranked in such manner 
as may be dm'.d appropriate. Th,_ Council nay submiL to the President any com
ments it has r .garding the classification plan at the rim,. the classification 
plan is recommended to the President. Such plan shall take efft 'when ap
proved by the President or on the sixtieth day after it has ':een recommendt-d to 
the President if prior thereto the President has not disapproved it. 

(b) The Director shrll also prLparu a statement of the minimum qualifica
tions for o ch class of positions in the classified service.
 

SECTION 12. Allocation
 

As promptly as practicable after tht adoption of the classification plan,
 
and after consultation with appointing authorities, the Director shall allocate
 
each position in the classified service to the appropriat, class therein on the
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basis of its duties, authority, and reponsibilities. Any employee affected by th
 
allocation of a position to a class shall be privilegid to'submit to the Director,
 
in writing, a request for reconsideration, supported by lis reasons therefor. Th
 
Director may make whatever investigation or inquiry he deems proper but in any
 
case his decision shall be final.
 

SECTION 13. Reallocation of positions; amncndments to classification plan.
 

(a) Before establishing a new position in the classified service or making
 
any permanent and substantial changes in the duties, authority or responsibilitiel
 
of a position in such service, an appointing authority shall notify the Director
 
in writing of his intention so to do.
 

(b) The Director may at any time, after affording to the employees affect
ed a reasonable opportunity to present their statements, allocate any new posi
tion to a class, or change the allocation of any position to a class, or recom
mend to the Council and the President changes in the classification plan. Any
 
change in the classification plan recommended by the Director shall take effect
 
when approved by the President or on the thirtieth day after it is recommended to
 
the President if prior thereto the President shall not have disapproved it. If
 
any change is made in the classification plan by which a class of positions is
 
divided, altered, or abolished, or classes are combined, the Director shall forth.
 
with reallocate the positions affected to their appropriate classes in the amen
ded classification plan.
 

SECTION 14. Use of class titles
 

Following the adoption of the classification plan and the allocation to clas
ses therein of positions in the classified service, the class titles set forlh 
therein shall be used to designate such positions in all official records, 
vouchers, and communications. No person shall be appointed tc or employed in a 
position in the classified service under a cl-ss title which has not been ap
proved by the Director as appropriate to the duties to be performed. 

SECTION 15. Pay Plan
 

After consultation ith appointing authorities and the fiscal officers of
 
the Republic, and after a public haring, the Director shall prepare and recom
mend to the President a pay plan for all eriployees in the classified service.
 
Such pay plan shall include, for each class of positions; a minimum and maxi
mum rete, and such intermediate rates as thc Dirc'ctor considers necessary or equJ
 
table. In establishing such rates, the Diitetor shall give consideration to the
 
need for obtaining competent employccs in the public Service, the prevailing 
rates of pay for the services nerformed and for comparable services in public 
and private employment, living costs in various parts of the Republic, maintenan
cc or other benefits received by employeus and the financial policy and condi
tion of the Repulic. Such pay plan shall tkc tfftct when approved by the 
President. Amendments thereto may, from time to time, be recommended by the 
Director and adopted by the President. hach cmployc in the cl scificd service 
inhli_ - pail at one of the ra-tes t forth in thu pay for the class of positions 

ne is employed.
 

SECTION 16. Methods of filling vacancies in the classified service.
 

Vacancies in the classified service'shall be filled only by: 

(a) Appointment of an eligible certified by the Director from a list; or
 

(b) TLmpor ry appointment under section 25 of this act; or
 

(c) Emergency appointment under section 26 of this act; or
 

(d) Transfer or demotion of a re~gular employee; or
 

(e) Reinstatement under section 28 of this act.
 

SECTION 17. Establishment of reemploymznt lists
 

The Director shall establish and maintain reemployment lists, which shall
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contain the names of persons who have been rugular or provisional employees and
who were scp-arated from their positions for reasons other than fault or delinquency.on their part. 
The order in which names shall be placed on a reemployment list
shall be established by the rules. 
 Ihe length of time for which a name
remain on a reemployment list shall be established by the rules and shall not exceed four years. 
shall
 

The Director may strike the name of a person from a reexploymont list or refuse to certify his name for a position if he finds, after giving
 
him notice and an opportunity to be heard, tuft such person is not qualified to
perform satisfactorily the necessary duties.
 

SECTION 18. 
Establishment of promotion lists and employment lists
 
•(a) The Director shall establish and maintain such promotion lists and employment lists for the various classes of positions in the classified service as
he deems necessary or dcsirable to meet the neds of the service. 
On each promotion list and employment list, the eligibles shall be ranked in the order of
their ratings earned in the 
test given for the purpose of establishing such list.
 
(b) The Director shall determine at the 
tim~e any promotion or employment
list is established the period during which such list shall remain in force, which
shall be not less than six months nor more 1han three years.
e 'e-d such period by order made before 

The Director may
the expiration of the list; but no list,
shall bb extended to 
a time more than threc
thereof, and a statement of the 
years from the original establishment
reasons for any uxtunsion shall be entered in the
records of the office. 
 The Director may c~nsolidate 
or cancel promotion lists
and employment lists as the needs of thu service may require and as authorized by
the rules. 
 A promotion list or employment list which has b,en in force for six
months or more shall be deemed cancelled upon the establishment of a new promotion
list or emrrployment list, as the 
case may be, for the 
wxe class of positions.
 

SECTION 19. 
Tests
 

The Director shall from time to time conducttests as such n -. and entrancehe considers necessary for the purpose of establishing promotion lists
and employment lists. 
The tests 
shall be competitive and shall be of such type
ad to determine the qualifications, fitnuss, and ability of the :;ersons tested to
p~ifcrm 
the duties of' the class of positions for which a list is to be establishcd. They may be written, oral, physical or in th< form of a demostratioh of skill,or any combination of such types. 
 ThE tests may take into consideration such
factors, including education, training, experience, aptitude, capacity, knowledge, character, physical fitness and oth.r qu'aifications, as.
of the Director, enter in the judgmentinto the determination of theplicants. No question shall b, so framed as to elicit 
relative fi1hess of the ap


information concerning
the political or r ligic-j opinions or affiliations of an applicant.
 

SECTION 20. 
Admission to tests
 

The Director shall detcrmine the qualifications for admission to any test.
Vr a promotion test, the qualifications shall include the ruquirement that un
6:plicant be employed in a position
specify, subject to the rules. 
in such len :h of time, as the Director shall
Subject to such limitations as to age
rector considers for the best interests of' the 

as the Di
strvice, admission to tests shall
be open to all persons who appe.ar to possess tht required qualifications and may
bt;lawfully appointeq to a position in the class for which a list is to ''c established. 
 The Director may, however, reject th, application of any person for
admission to a test or asy strike the name ofcertify the rame of any person on a 

any person from a list or refuse tolist for a positions if he finds that suchperson lacks any of the requir d qualific'itions,
form effectively the duties of thf ,i. 

or is physically unfit to per
in which he seeks employment,addictWd to the habitual excessiv, or is 

be-en use of drugs or intoxicating liquor, or has
convicted of a crime or guilty of any notoriously disgraceful conduct, or
has been dis-issed from the public service for delinquency, or has made a false 
statement of a material fact or practiced or attempted to practice any fraud or
deception in his application or test or in attempting to 
secure appointment.
 

3ECTION 21. 
 Public notice of tests
 

(a) The Director shall give public notice of each 
entrance test, at least
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notice thereof ona bulletin board
-weeks such test, by posting ainadvanceof 

jminti cdi o~na-th e National Officeof Personnel and by publishing a brief~ 
:'abstract of huchnotice in suh d : a 

shall give public noti,-e f'each promnotioni test,
give "proper' -public notice. He 
at east two in advanceof 'such test, by posting a notice thereof on such 

. weeks 
in such other manner as he 	 considers appropriate to furnish, ,

buletiniboard' 
eligible for admission to such test. 

information theref to 'employees who are 

testeshrdn state the duties andpay of posi
(b)ri ach 


the qualifications required
toa~iithe class for whichthe test is to be held, 

be filled, and any oth,:: Information which 
testl the- estiated vacancies to 


and useful.

,such 
hesDisestpertinent 

-mkn ap"pTelraigim esahalie	 testsin professional;and trade publi(c), The Doafie 

colleges, and; employ any.other mepost thereof incations, r notices shools and 

thods of pubiizingtestswhich he insiders appropriate 'He may publisha 

periodic bulletin containing information about tests, 

SECTION 22. Results' of tests 

The rating of each test shall be completed and- the e ulting list shall be 

established not later than ninety daysafter the date on which the test 
was held, 

shall re'ord
 
unless such time is extendedby the Director for rasons 

which he 


C 	 Each person competing in any test shall in the ffic records of 	the Office. 

if he was unsuccessful

be given written notice of 	his final earned rating and, 
hall be so notified in writing. Each per

in attaining a place on the list, he 


competing in a test shall, 	in accordance with regulations 
adopted by the Di

.son 

to inspect his ratings and 	 test papers. A manifest error in 

rector, be entitled 

if called to the attention of the shrdlDiret- rth' 
a test shall be corrected of the list, but such correctionrating one month' after the 	establishmentwithin 


not invalidate Loy appointment previously made from such list.
 

.. ertifed from lists
 
SECTION 23. Appointment to positions of persons 


(a) 	 aWhenever an appointg authority proposesto fill a position in the clauao 

to the Director a statement showing the positioii
sifi.. service, he shall submuhiy 
 qualifications,

to the filled, the duties thereof, and the necessary and desirable 


of the person to Ibe appointed thereto, and shall request the 'Director 
to certify)
 

c~pp' -:'-t to such position. The Director the-
the names of persoatc ,ir, .bl., iD: 
upon, in accordance w~ith procedures established in the rules, shell certify to 

a list of r.:'n elg-l frapitettshosithe appointing authority 
tion, accompanied by the application. and tests 

of eligibles and such other in

useful in'making a selectioh. Within five days'
the Dms
formation as 
 of thos 

certified the appointing authority shall appoint 
bne 

after such names are 

he is to fill. TheDirector may,
:',,chwhose names are certified to each vacancy 
 ias for more 

as established in the rules, extend the five day 
period but in no 


than thirty days. 

(b) The names of persons certified wbo have three times expressed 
unwilling
 

ness to accept appointment may, in the discretion 
of the Director, be removed
 

from the list.
 

SECTION 24.. Probationary Period
 

(a) Every person appointed to a position in the 
classified service after
 

certif...tion of his name from an employment list 
shall be further tested.during
 

The probationary peric oh
 
his probationary period while occup ng such position. 


conmenco 
 immediately upon appointment and continue for such time, 
not less
 

At such times during , 

than six months, as shall be established by the Director. 
 may requir-, the'qp
the probationary period and in such manner as the Director 


s 
report to the Director his 	observation'of the employee t 

pointi ig authority shall 
work, the enployee's production and performance in comparison with established 

to the employee's willingness and ability to performstandards, his judgment as 

and as to his habits and dependability. At any time 

his dutles satisfactority, 

during the probationary period of an employee, after the first two moths thereof,
 

remove an employee if, in the opinion of.,he ap
the appointing authority may 

pointing authority, the working test conducted during 
the probationarY'period
 



indicates that such employee is unable or unwilling to perform his duties satis
factorily or that his habits and dependability do not merit his continuance in
 
the service. Upon such removal, the appointing authority shall notify the Direc
tor and the employee removel of the action taken and the reasons 
therefor- No
 
mrre than three employees shall be removed successively from the same 'position

during their probationary periods without the approval of the Director. 
The Di
rector may remove an employee during his probationary period if he finds, after
 
giving him notice and an opportunity to L, n_ ard. that such employee was appoint
 
ed as a result of fraud or error.
 

(b) Ten days prior to the expiraticon of an employee's probationary period,

the appointing authority shall notify the Director in writing whether the service 3 
of the employee have been satisfactory and whether he desires to continue the em
ployee in the position. 
 A copy of vuch notice shall be given to the employee.
No employee shall be paid for work r,,rform:d after the expiration of his proba
tionary period unllss, prior to the performance of such work, the appointing au
thority has notified the Director th-t the employee will b continued in his 
position. 

(c) If any employ, is removed from hIis position during or at the end of
 
his probationar'y pe2riod, and th. Drector dteirmines that h--is suitable for ap
pointment to another pos'.tion, his name may be restorcd to the list from which
 
it was certified. If any such employe was a regular employee in another posi
tion in the classified service immdiately prior to his appointment, 'his name
 
shall be placed on th, remployment list for the cla_; of the positi.n in which i 
he was a regular eD.ployee. 

SECTION 25. Temporary appointments
 

When an appointing authority desires to fill 
a vacancy in the classified
 
service, and the Director cannot certify an appropriate list, the Director may

authorize the appointing authority to 
fill the vacancy by temporary appointment,

In making temporary appcintm.-.nts, prcfrexnce shall b, given first to persons

whosu names art- on . list and stcondly to persons who have applied for appuint
ment as 
regular employ- s and whom the. Dir.ctor bliews to be qualified, A
 
temporary appointee shall hold his position only until an apprrpriate list has
 
bhen established and the requi- cd certification can be maide, No tump,,rary ap
pointee shall hold his position for mor, than six months, except that during the
first eight months ifter the effective date of this act,teporary appintmonts
 
may be made for a longer period xpirin, ro later 1han fourteen moths after such
 
effective date, provided that the appointing authority shall maintPain a list of
 
persons so appuinted during the first eight month after eff'ective date of this
 
act, showing title of position and s'-lary, and shall furnish such list to the
 
Di 'zctor on demand. No temporairy ajppointriment shall 1c renewed and no person

shall receive more than one tu.mporary appointment in any twjv]. month1 pc'riod.
 

SECTION 26. Fmergency appointments
 

Lhen an emerigncy m iksit im-ossibl]. to fill a position in the classified 
service under any othe.r provi.sion n thi. ct, an appointing authority or an 
employee authoriz.d ly h.m, li, order to pre.v,,tnt stoppage of public business zr 
loss or serious In',IIvh11AiCe to the public, a' y appoint any qualified person
to snoh 2 ,: such shall be employcJ vrly during such emergency.n,. Any person 

and for a period not 
cxc,,, ,inf; 'hir~y days. A v.cancy of which the appointing

,-. lrity has had ruasc. ible notice, or an Lmp]oi.o~nt cond:t.tion of which he hc., 
or might with due diligence hLve had previous knowledte, shall not be condidered an
 

undo r s,_ction,,r •.... this The appolating authority shall report immediately
each emergency aprointmiert to the Dirrctor, No such appointment shall be renewed, 

SECTION 27. Tranfr and assignent in thu. public ue<rvice 

'An appointing authority may at any time assign an employee from one posi
tion to another position in the same class or rank in his divisin. Upcn making
such an assignment, the appointing authority shall ferthwith make written record
of his action. A tranfer of an cmployec from a position in one division to a po
sition in the same class or rank in another divisicn may be made with the apprnval
of the Director and of thu appointing autnoritie's of'" )th divisions. No einployee 
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shall be transferred from a position in one class to a position in another class
 
of a higher rank or for which there are substantially dissimilai requirements for
 
appointment unless he is appointed to such latter position after certification of
 
his name from a list in accordance with the provisions of this act. Any change of
 
an employee from a position in one class to a position in a class of a lower rank
 
shall be considered a demotion and shall be made only in accordance with the pro
cedure precribed by section 35 for cases of dismissal. An emIloyue thus demoted
 
shall have the right of appeal to the Dirctor under section 36 of this act.
 

SECTION'28. 	Reistatement to .ositions
 

An appointing authority, with the approval of the Director, r:ay fill a vacan
cy by reinstating any person who was a regular emoloyee and who resigned in good
 
standing to a position in the s-ne class as the position which he held as a regu
lar employee. The Director shall establish in the rules the lengh of time during
 
which such persons shall be eligible for reinstatement, but not to exceed two
 
yes s after resignation..
 

SECTION 29. 	Variation of appointing procedures for unskilled and custodial
 
positions
 

For positions involving unskilled or semi-skilled labor, or domestic, at
tendant or custodial wark, when the character or place of the work makes. it imprac
ticable to supply the needs of the service by appointments made in accordance with 
the procedure prescribed by this act, the Director, subject to the rules, may
 
authorize or adopt the use of such other procedures as he determines to he ap
propriate in order to meet the needs of the service, while assuring the selection
 
of such employees on the basis of ncerit. and fitness. Such procedures may include
 
the testing of applicants and maintenance of lists of eligibles by localities; tb
testing of applicants singly or in groups at p~riodic intcrvals, after such notic
 
as the Director considers adequate; the registration of applicants who pass- a non
 
competitive test or submit satisfactory ,avidence of their qualifications, and ap
pointment of registered applicants in thW order of their application; or any va
riation or combination of the foregoing, or other suitable method.
 

SECTION 30. 	 Service standards and ratings
 

In cooperation with appointing authoritics, the Director shall develop and
 
establish and aay from time to time am,end, standards of prcduction and perfor
mance for employets in each class of positions in the classificd service or for 
groups of classcs and a system of service ratings based upon such standards. In 
such manner and with such weight as shall bc provided in the rules, service rating.
shall be considc(red in determining sulary increases and decreases i.ithin the li
mits established by law and the pay p" -n; as a factor in promotion tests; 
 as a 
factor in determining the order of lay-off when forces must be reduced becaao, 
of lack of funds or work and the ordcr in which na.mes are to b,. placed on re
employment lists; and as a means of ciscovering :mployees Vho should be promoted, 
demoted, transferred, or dismissed. In such manner and at such times as the 
rules may require, each ape:ointing authority shall record the service ratings of 
employees in his division and furnish such information as the Director may re
quest regarding such srvice ratings. All employt-cs shall be informed of the:*
 
service ratings and it shall b the duty of supervisors to conler puriodically

with employees whose work they sup;ervise regarding the, application of the service 
rating system to th vork of each respective ,mploye. 

SECION 31. 	 Hours ot iork, holidays, attndanec .rdleave 

The rules shall provide for the hours of .ork, holidays, ittendance regula
nion and leaves of :Lhscnc(. in the various el .sss of positions in the classified 
service. They shall contain provisions for annu:l, sick, and special leaves of 
absence withor without pay or with rtued pay, and may Pllcw special extended 
leaves for employees disab.t.d through injury or Ilness arising out of their em
ployment, and the accumulation nf annual and sick ltavs. 

SECTION 32. 	 Liatility of Government office;rs 

Any sum paid contrary to any provision of this act or of any rule, regula
tion, or or6,r thcreunder may be recoverud Yy the the Government from any officer 
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4k d , r.atithorizc payment i' vou'-erapproved, ei sc 	 4 

amn 8iHwir adprratCrscsc 	 or ~sgnoa voch~ pay roll., 

rn thle'check, -)r warrant or uhe payment, or o thOtrisuretioson oCicial bond of 

e
"!A-any.;such officer.rat;ings
SECTION 33., Lay-roCfs 	 ' 

In accordance with the rules, an apnointing authority may y oCC an enle 
.. iin the ,lsiie'sri'eweoe h--doi-it-ne~e'sary -byrreasn',-CK- shortaige- o--~' 

work or funds, or the abolition oC a position or other'material. change in duties 
or organization. The seniority and service ratings oC employees shall bo consi
dered, in such manner as the rules shall, provide, among the factors in determin
ling the order of la,-offs. The name of every regular and provisional cmpl.yea 

so laid ofC shall be placed on the appropriate reemplo'yment list. 

-SECTION 34. 'Suspensbons
 

An appointing authority may, for disciplinary 	reasons, suspend without pay 

a regular or provisional' employee in his.division for such length of time as he 
in any twelve month perir.d. W4ithconsiders appropriate, not exceeding thirty days 

the approval of the Director a regiSar enployee tnmy.bo suspended for a lngers

ricd pending the investigaticnor trail of any charges against him. 

SECTION 35. Dismissoals 

An appointing authority may dismiss dny regular or provisional employee in
*-' 

his division when he considers that the good c f the. service will be servedi there

by. No dismissal of a regular or provisional emplc:ye6 shall take effect unles.i 

at least ten .days before the effective date thereof the appointing authrity gi:oo-, 

to such employee a'written statement of the reasons therofor and files a c':py of 

such statement with the Diredtor. Th6employee~shall have an opportunity to file 

with the appointing authority a written statemnut regarding the proposed dic'mis

sal, a copy of which shall. be filed withAheDirector. A -egular -r, provisi-inal 
Direct or provic.'employee who is dismissed shall have the right to appeal to the 

section 36 of this act.:JIf the Diretr determine that the obatement of
under 

reasons for a dismissal given by.an appointing authority shows that such dismir

sal does not reflect discredit-hn-the emplijyee dismissed, the name of such empl~y..
 

ee shall, if he so request, be placed. 0n the >apprcpriate reemplcyment l!,;
 

e"ployees
SECTION 36. Appeal by 


(a) Any regular or'*provisional employee who' is dismissed or demoted Y.zy ap

peal to the DIrector within'sixty days after such action is taken. Up:.n such ap

peal, both the 'appealing emplo-yee and the app.inting authority whose action is 

the right'"to be.heard and to present evidence.. At the hea'-.reviewed shall have 
ing of such appeals,'tochnical.rules of evidohee shall notapply and neither par.

ty to the hearing shall be represented .bycounsel, legal o.r'kltherwlse. If thb ; 

Direct.or finds that the acti,n complained of was taken by'the'appointing autbo 

ty fcr any political, religirus, or racial reason, th6 employee shall be reirn

tatea - his posititn without.loss of pay. In all other cases the findings and 

recommendations shall be submitted to and considered by the appointing authurit.',
 

who shall make the final decision disposing -f the appeal, which decision shall 

not be reviewableb,r any court, If such final. decision is in favor of the ampl.y

e0) the applintin. authority may reinstate him aid may approve the payment of'any 

salary cr wages lost by; him. When any regular or pruvisional. employee is dilyI.. 

aed and not reinstatd after appe"'.., the Director may place his name en an ap-

prcpriate emplo:,,rent ls.st, In the '.scr6tion ei tba D rector, he may be paid 
Vr,'uuixty days' pay in the position
the sal-,-y -)r wages lost, but nft more than 


which he was dismissed,
 

tor may alco be taken, in the manner provided 	by
(b) 	An appeal to the DirE 

visional employee who io nu'- subsection (a) nf this sacticn, by a rbgulai "r pro, 


pended of laid off and who claims that the suspensin fir lay-off was made for po

litical, religious; or racial reasons.'. If the DirectOr finds that the empl:-ye

was r ::"'. :or laid off for any suh reasn, hu shall be reinstated without l.so 

c' pay. 

SECTION 37. Retirement sys'U.em'
 

-L 
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The Director shall prepare and submit to the President recommendations concer
 

ning an actuarially sound retirement and pension system for persons holding posi

tions in the classified service.
 

SECTION 38. Oaths, testimony, and the production of records
 

The Council and the Director shall have power to administer oaths, subpoena
 
:apcrs pertinent to any inveswithnesses, and compel the production of rooks Land 


Any person who shall fail to appear in response
tigation authorized by th.s act. 

to a subpoena or to answer any question or produce any books or papers pertinent
 

to any such investigation or who shall give false testimony shall be guilty or a
 

misdemeanor.
 

S CTION 39. Refusal to testify
 

If any employee in the public service of the Republic shall wilfully 
refuse
 

judge, any lueislative committee, or any
or fail to appear before any court or 

having


officer, hoard, or body authorized to conauct any hearing or inquiry, or 


appeared shall refuse to t,:tify or answer any question relating to the iffairs
 

or government of the Fepublic or the conduct of any officer or employee in the
 

public service on the groud that his testimony or answers would tend to incrimi

nate him, or shall refuse to waive imrmunity from prosecution on account 
of any
 

asked to testify at any such hearing or investigamatter about which he may ci-

shall forfeit his position and shall not be eligible for appointment to
tion, he 


any position in the state scrvice.
 

SECTION 40. Duty to furtbh facilities
 

All officers ard employees in the service of the heputlic and of municipali

ties shall allow the Office the reasonable use of buildings under their control,
 

and furnish heat, light, und furniture for any cxamination authorized by this
 

The Office shall ray to a municipality the reasonable cost of any such faact. 

cilities furnished by it.
 

SECTION 41. Duties of offic-rs and iployees 

(a) All officcrs and employees in the public service of the Republic 
shall
 

comply vith, and aid in all proper ways in carrying out the provisions 
of this
 

act and the rules, iecgulations, and ordeis thereunder. All officers and employ

shall furnish any records or information which the Director or the 
Council ma'
 

ees 

request for any purpose of this act.
 

in the service of the [rcputlic who shall fail to
 (b) An officer or t.mloyee 


comply with any provision of this act or of any -ule, re(gulion, 
or order there

under shall be subject to all penalties and remedies now or hreafter.provided 

or employee to do an act required of
 by law for the failure of a public offic :r 

maintain such action or proceeding at law as he con
 him by law. The Director may 


siders necessary or appropriate to e ecure ccn-liance with this act and the rules,
 

regulations, and orders thereunder.
 

FECTION 42. Records of t h. Office
 

as the ruleis may require to
 The records of the Office, except such records 


be held confidential for reasons of public policy, shall L' public 
records and
 

shall be open to public inspection subject to regulations as 
to the tl..e end
 

manner of inspection which may be prescribed by the Director.
 

SECTION 43. Political activities prohibited
 

to, or demoted or dismisced
(a) No person shall be appointed or pronioted 


from, any position in the clqssified service, or in any way 
favored or discrimi

his
 
nated against with respect to employment in the classified 

service beciuse of 


or his race.or affiliationspolitical or religious opinions 

to use any political endorsement or re
(b) No pterson shall s ek or atempt 

the classifiedappointarnt to a position in
commendation in connection ,:ith any 
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service. Fersons those names are on a list and who seek or attempt to use any

political endorsement or recommendation for th, purpose of securing -an appoint
ment, upon a finding by the Director that they have bought or attempted to use
 
any political endorsement or recomendation for the purpose of' securing an ap
pointment, shall have their hanes placed last on such list.
 

(c) No person shall use or promise to use, directly or indirectly, any ef
ficial authority, whether possessed or art ii ipated, to secure or attempt to secule 
for any p,.-rson an appointment or advantage an appointment to a position in the 
classified service, or an increase in pay or other advantage in employment in 
any such poition, for the purpose of influencing the vote or political action of
 
any person or for any consideration.
 

(d) No employee in the clas:nified servicc and no member of the Council 
shall, directly or indircctly, pay or promise to pay any assessment, sut-scrip.
tion, or contribution for any political oranization or purpose, solicit
or or 
take part in soliciting any such assesmE:,ent, subscription, or contribution. No 
person shall uolicit any such assessment, subscrip'%ion, or contribution of any 
employee in the classified service. 

(e) No employee in the classified srvicu shall be a n - 1er of any comimit
tee of a political party, or an offic.r or member of i committee of a partisan
 
political club, or a candid-te for nomination or election to any pu-lic office,
 
or shall take any part in ihc mrai-umant or affairs of any political party or in
 
any political campaia, cxcept his ri:Tht .-s a citizer privately to express his
 
opinion and to cast his vote. 

(f) The Director, or any member of' thc Council, who violates any of thc for 
going provisions of this section s3h-ll forfcit his offict or position. Any of*.
ficer or employee in thu classifiod ser' ice vho violates entering salary of the 
grade to which nis position is allocat(d and th-erLaft~r for a ttrrL of five years 
shall Ye ineligible tc r civ ainy slary ioreasc. provided in the pay plan, 

(g) No p.,rson elected to pul-lic office shall, during the term for which he
 
uas elected, be apointed to any position in the classified service.
 

SECTION 44. Unlawful acts prohibited 

(a) No person shall make any false statment, certificate', mark, rating or
 
report with regard to any test, c.-rtification, or appointment made under any pro
vision of this act or in any manneor corl.it any fraud preventing the impartial
 
execution of this act and the rules,
 

(b) No personashall, directly or indirectly give, render, pay, off'er, soli
cit or accept any money, service or othcr valuable conside-ration for or on ac 
count of any appointma-nt, promotion, or proposed promotion, or any advantage in, 
a position in the clj.ssified service. 

(c) No employee of thu- Office, ( aniner, or other person shill defeat, de
ceive, or obstruct any person in his ri ht to examination, eligibility, certifi
cation or appointment under this act, or furnish to any person any special or
 
secret information for the purpos; of affectinq7 the rights ox pros~ccts of any 
person with rcspect to eumploymfnt in th.- classifid se.rvice, 

SECTION 45. Penalties 

(a) Any person who wi'fully violates any provision of this act or 7 
rules shall be suilty of -i mjsd1_meanor and shall upon conviction bc furri.shed by 
a fine of not less than 20,C00 bolivanos nor smore1 than 250,000 bolivianos, or 
by impris.nt for a teno t ,xceeing twelve months, or by both such fine and 
imprisonint.nt. 

(b) Any person who is cunvictcl of a ,isdemcanor under this act shall, for 
a period of then years, be ineligible for appcintnent to or employment i the 
service of' 'he Fepulic, and it' h; is an offic- r or emloyne of' the Tepublic, 
shall forfeit his office or position. 

SECTIO' 46. Lffective dAte 

The provisions of this ct shall b-cor.u .f iectiv upon a c, rtification -y 
the President that all necs ary b-asic studiels h v ben comfplt, d, that cpcra
ting procedures hrave been developed and instal2e:d, and that competent .::onn l 
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BILL FOR THE CREATION OF THE 
NATIONAL OFFICE OF BUDGET AND EFFICIENCY
 

AN ACT, to establish a system of bud'etary aduinistration and control for the
 

Republic of Bolivia.
 

SECTION 1. National Office of budget and 	Efficiency
 

(a) There shall be in the government of the Republic of Bolivia a National
 

Office of Budget and Efficiency, the administrative head of which shall be the
 (Iand 	Efficiency.
oudgetDirestor of the National Office of 


shall be made to anable 	 the offite tr(b) Adequat( annual appropriations 
carry out effectively the prosivions of thits act. 

SECTION 2. Appointment 	of the Director ond the Permanent Secretary
 

(a) The Director shall 	be appoint:-- '.y the President and shall be removable
 

an aniual salary which shall be fixed in ac
by the Fresident. He shall receive 

He may, if
cordance with the duties and responsibilit'es of comparable officers. 


appointed thereto by the President; also hold the office of Minister of Adminis
inister of S.tration, in which (' se hc shall receive th, salary of 

te assisted by a Permanent Secretary who shall be ap(b) The Directo: shall 
" *
 

pointed by the Director 	in accordance with the provisions of the act -.' 


"An act to establish a systcm of personal ad.inistration for t he c *. service
 

of Eolivia" cd hq shall be in the classified service.
of the Ropulic 

Duties of the Directcr
SECTION 3. 


of the Office shall 	direct andThe 	 Director shall be executive head and 

supervise all its activities. He shall:
 

(a) Prepare, for transi'ttal by the President ot Congress on the first day
 

shall set forth in summary and detailof each regular session, thc Dudget, which 

estimates of the exoenditures and appropriations
1. 

necessary in the judgyent of the Presiden', for
 

the support of -h Qovrrment fc- the ensuing
 
fiscal year;
 

2. 	 estimates ofthc r,:cipts of the Government during the
 

ensuing fiscal year under (a) levis existing at the-time
 

the Eudget is transmittcd o.nd (b) under revenue proposals,
 

if any, accom2pany~ng the budget;
 

3. 	 the expo:.ditii es and receipts of the Gover.nment during
 

the last completed fiscal year;
 

4. 	 estimates of the expenditures anC-eceipts of the fiscal
 
year in progress;
 

5. 	the amount of appropriations, including balances of
 

prior fiscal years, available for
appropriations f-om 
as ofexpenditure aurin' the fiscal year in r.ro'eass, 


August . of each ye'ir;
 

6. 	 Balanced stateicnts of (a) coniit'. f c n-l
 

Treasury at the end of t hc last comoleted fiscal year,
 

(b) 	 the est'i.ted condition of tne Nbtional Treasury at 

the 	 end of the fiscal year 4n progress. (c) the estimated 
und of the encondition of the National Treasury fit the 

suing fiscal year if the financial proposal:* accompanying 
the 	Budget are adopted;
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7. 	all essential facts regarding the bonded and other
 
indebtedness of the Government; and
 

8. 	such other financial statements and data as in the opinion
 
of the President are necessary or -- irable in order to
 
make known in all practicable dotai the fir'.ncial condition
 
of the Government.
 

(b) Require the preparation of esCi ates for the ensuing fiscal year by

each Ministry and tneir submission to him not later than March 15 of each year.

Each Minister shall require the preparation of estimates for activities under
 
his charge by the Office of Budget and Efficiency of the Ministry and their 
completion before a date to be fixed by him. In the case of the failure cause 
to be prepared such estimates and data as.are necessary to enable him to inclu
de in The Budget estimaies andstatements in respect to the work of such Mi
nistry. 

(c) Under rules and regulations prescribed by the President, a"nmble,
 
correlate, revise, reduce, increase, or otherwise change or modify the estima
tes of the several Ministries.
 

(d) W4hen directed by the President, ma : studies of any Ministry Govern
ment agency with a view to securing greater conomomy of efficiency the conduct
 
of the putlic service and submit recommendations to the President regarding
 
desirable changes in (1) the existing organization, activities, admiaistration,
 
and methods of operation of any Ninistry, Government agency, or part thereof,
 
(2) the appropriations therefor, (3) the assigment of particular activities
 
to particular service, or (4) the regrouping of services. The results of such
 
studies shall be embodied in reports to the President.
 

(e) Provide for the legql review of decree laws, Presidential orders,
 
proposed laws, and rules and regulations issued by the respective linisters,
 
and develop, and from time to time amend, an administrative code to govern

the administration and regulation of fiscal I-attcrs within the National Govern
ment.
 

(f) Allot periodically, at the direction of the President and on the
 
basis of the budget, amounts for the operation and maintenance of Government
 
agencies during the current '-scal year, which allotments shall be made on
 
the basis of reports and data supplied by the Director General of the Bureau
 
of Accounts.
 

(g) Prescribe a system of classification of accounts to be used in Govern
ment agencies and require the use of such classification of accounts.
 

(h) Require from the Director General of the Bureau )f Accounts within
 
sixty days after the end of each fiscal year, a comprehensive statement of ex
penditures made during the fiscal year, such statement to be based upon the
 
prescribed classification of accounts.
 

(i) Under such rules and regulations as the President shall prescribe,
 
obtain from any Ministry or Government agency such information as may, in the
 
discretion of the Director, be required, o Por the purpose of securing such
 
information, have accoss to, and the right to examine, any books, documents,
 
papers, r,.cords, or corresp ndence of any such Ministry or Government agency.
 

SECTION 4. Authority to appoint emplcyces
 

The Director is authorized to apnoint such classified and unclassified em
ployees as are neicessary jn the performance I) the functions of the Office or to 
require the detail to the Office of employees from other Ministries or Govern
ment agencies; provided, houever, that if any such employee is detailed for a 
period of more than one month the Director shall reimburse the appropriations
 
of the Ministry or Government agency from which such employee is detailed by
 
an amount equivalent to the salary cf such employee while so detailed.
 

SECTION 5. Authority to delegate functions
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The Director is authorized to delegate to any other 
officer or employee of
 

the Office any functions vested in and empcsed upon 
such Director by law.
 

Authority to prescribe regulations
SECTION 6. 


The Director is authorized to prescribe such 
regulations as may be neces

sary to enable the Office to exercise its 
functions under the provisions of this
 

insuance of rules and regulations for
 
act or to recommend to the Presidlnt th. 


the governance of administrative and fiscal 
matters within the purview of the
 

authority of the President.
 

SECTION 7. Construction of this Act
 

All laue, or parts of laws, or provisions 
thereof inconsistent with the
 

are hereby repealed.
provisions of this act 


SECTION 8. Effective date
 

The prosivions of this act shall become effective 
upon a certification by
 

the President that all necessary basic studies 
have been completed, that opera

ting procedures have been developed, and that 
competent personnel are available
 

to administer the provisions of this act.
 



BILL 	FOR THE CREATION OF THE
 
BUREAU OF ACCOUNTS
 

AN ACT, to establish a system of financial and property accounting and a
 

system of financial and property reporting for the Republic of Bolivia.
 

SECTION 1. Bureau of Accounts
 

There shall be in the Government of the Republic of Bolivia a Bureau of Ac

counts at the head of which shall be a Director General of Accounts with the
 

power and duties hereafter enumerated.
 

SECTION 2. Appointment of the Director General of Accounts
 

The Director General shall be appointed by the Minister under whose charge
 

the affairs of the Bureau of Accounts are placed by the Preeident: and the ap

pointment shall be made in accordance with the provisions nf the Act entitled
 

"An Act to establish a system of porsonnel administration fca the civil service
 

e Republic of Bolivia," and he shall be in the classified service. He shall
-f t 
hold 	no other office.
 

SECTION 3. Duties of the Director General of Accounts
 

The Director General shall be the executive head of the Bureau of Accounts
 

and shall direct and supervise all its activities and shall:
 

(a) 	Devise, prescribe, install, and administer a system cf financial and
 

property accounting and a system of financial and property reporting for Govern

ment agencies that will provide current financial and property information for
 

the Executive. Congress, and interested Government agencies;
 

(b) Prepare monthly for transmission to the Ministry of Finance and the
 

President;
 

1. 	A general lodger statement and balance sheet for
 
the month.
 

2. 	A complete budget statement showing appropriations,
 

allctments, and expenditures for the month; and
 

3. 	A statement of e~timated and actual receipts for
 
the month.
 

(c) Prepare annualy for prcsentation tc the Congress, the President, and 

the Ministry of Finance. 

1. 	A complete and comprehensive statistical report on
 

the financial ccndition and operhticns of the'Govern
ment for the fiscal year;
 

2. 	a complete and comprehensive statement of recip!Dts
 
and expenditures properly classified on an accrual
 

basis by sources and funds and by character object,
 

functions, activities, .nd funds, for the fiscal
 
year; and
 

3. 	a complete and comprehensive balance sheut by funds,
 

consistent with the statements of financial opera

tiins, for the fiscal year,
 

SECTION 4. Consulation with other Government agencies
 

shall confer withIn the perfornance of his functions th Director General 


the Director of the National Office of Ludget and Efficiency, the Direztoi
 

ral of Procurement and Property Control, or other officials, whenever the needs 4
 
The Diof efficient administration or uniformity will b, promoted thereby. 
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rector of tle National Office of Budget and Efficiency shall prescribe the system
 
of classification of accounts to be used and the Director General of Accounts
 
shall prescribe th, accounting methods and procedures to be followed in accordan
ce with such prescribed system of classification of accounis.
 

SECTION 5r Exemption of agencies
 

Whenever the President may find th t the application of any provisions of
 
this Act to the accounting system of any Government owned or Government control
led corporation would be detrimental to the operation of such corporation, he
 
shall exempt such corporation from the provisions of this Act to the extent he
 
deems necessary.
 

SECTION 6- Construction of this Act
 

All laws, or parts of laws, or provisions thereof inconsistent with the
 
provisions of this Act are hereby repeal..d
 

SECTION 7-Effective date
 

The provisions of this Act shall become effective upon a certification by
 
the President that all necessary basic studios have been completed, that opera
ting procedures have been developed and installed, and that competent personnel
 
are available to administer the provisions of this Act.
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BILL FOR THE CREITION OF IHE 
CONTROLBUREAU OF PROCUREMENT AND PROPERTY 

AN ACT, to establish a system of procurement and 
property control for the
 

Republic of Bolivia.
 

Bureau of Procurement and Property Control
SECTION 1. 


Gvrnmnt of the Republic of Bolivia a Bureau of
 (a) There shall be ii. G v 

Cene-


Procurement and Property Control at the head of whi..h shall be a Director 


ral of Procurement and Property Control with 
the poxers and duties hereafter e

numerated.
 

(b) In the Eure'u of Procurement and Property Control there shall be 
an 

and duties
Boi'd on F.-_,roment and Standardization, with the powers

Advisory 
hereafter ci. .meratcd.
 

(c) Adequate annual appropriations shall be made to 
enable the Bureau of
 

Procurement and Property Control to carry out effectively 
the provisions of this
 

act.
 

Appointment of the Director General of Procurement 
and
 

SECTION 2. 

Property Control.
 

The Director General shall be appointed by the 
Minister under whose charge
 

Control are placed by the
 
the affairs of the Bureau of Procurement and Property 


President, and the appointment shall be r .de 
in accordance with the pro'':....
 

of the Act entitled "An Act to establish a system 
of personnel administration for
 

the civil servicE of the Republic of Bolivia." and 
he shall be in the classified
 

He shall hold no other office.
service. 


Duties of the Director General of the Bureau of 
Procurement
 

SECTION 3. 

and Property Control.
 

', executive head of the Bureau of Procure-
The Director General shall be 


ment and Property Control and shall direct and supervise 
all its acti-ities and
 

shall:
 

(a) Solicit saled, competitive bids for the purchase 
of and contracts for
 

of and contracts for supplies, anterials, equipment, 
and contractual
 

the purchase 

services required by any Government agency, th, est'.mated 

amount of which is in
 

All bids shall be based on such standard specificaexcess of 10,000 boliviancs. 
 All bids
 
may be adopted in accordance with the provisions of this 

Act. 

tions as 


rejected.with alterations or erasures therein shall be 


Accompanying statements or comunications which a:'' not in accordance with 
The Director
 

the specific9tions snall not be considered in making the award. 

by advertising or pos-


General shall zolicit saled. competitive suppliers and 


Each bid, with th( nnn.,e of the bidder, shall be
 
ting on public bulletin boards. 


entered on n r ccd, and such record with th, successful 
bid indicated thereon
 

shall, after the award of the order or contract, be 
open to public inspection

or purchase ordrs supplies, maand award written contracts(b) Purchas; 

terials, quipm(nt, and contractual s.rvices required by any Government agency,
 

the estimated amount of which is in excess of 10,000 
bolivianos. The Director 

General is hereby authorized to purchse, at his discretion, on the open market, 
by any Govrnmnt agency or agencies costing

commodities and supplies reauired 
than 10,0CC iviaaos. All contracts, purchases, ard open market or

not more hid is 
ders made by the Director Gnral shall b- awarded to the bidder whose 

to serv, best the interest of the, Governmnt,dut.=Ir, d by the Director Gnr-l 
of the articles or services to be supplitaking into consideration the, quality 


ed, their conformity with th,_ spcifications, the price, delivwry terms, and the 
action
 

service reputation of th_ vndor; provided, that the Director Ger,'-l's 


with respect to purch ss or contracts invo? - ., th,. expenditure of more thon 

the Council of Ministers before taking
5O,000 bolivianos shall b, approved by 
as to form by the Legal Co_

ffect. The formal contracts shall t-: approvel 

ordination Section of the Ntional Offict of Budget and Efficiency.
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SECTION 4. Quantity Purchasing
 

Supplies, materials, and equipment in common use by more than one Government
 
agency or used in large quantities by one Gover..,, , , may be purchased for
 

stores, or contracted for by the Director General on the basis of th; total ad.
 

vance requisitions or est:':nates previously filed by Govc-rnment qg~ncics covering
 

thei'r. requirements for a future period, to be delivered as needed and paid for
 

out of an account provided for that purpot.. which account shall be reimbursed,
 

whenever goods are issued from stores, by t.'%nsfc:r from the appropriation of the 

Government agency receiving the same. 

SECTION 5. Appointment of the Advisory Board on Procurement and Standardization,
 

The members of the Advisory Board of Procurement and Standardization shall
 

be nominated by the Director and appointed by the President. The Advisory Board 

shall be composed of one representative from each GoVLrnmnt agency ,.ffectcdby 

the provisions of this Act. The memb.rs shall sc.rvw without additional compensa.

tion. The chairman of the Advisory 
Board shall be the Director General.
 

Duties of the Advisory Board of Procurement ,nd S'-.:.Aardization.
SECTION 6. 


:'ardization shall aid the Director
 

General in the development of procurement specifications, the standardization of
 

commodities used by Government ag.encies, and in th, formulation of rules and r*.

gulations. In the perfor..:.ce of these functions they shall:
 

The Advisory Board of Procurement and St:..

(a) Classify the requirements of Govrnrmetnt agencies for supplies, atrial", 

and equipment. 

(b) Adopt as standards the smallest numtber of qualities, sizes, and varietj

es of such supplies, materials, and equipr.nt consistent with the needs of the 

Government. 

(c) Adopt, -nd from time to time annd, written specifications describing 

such standards, which specifications shall not take effLct 

Each specification adopted for any ccomodity shall, insofar as practicable, 

satisfy the ruquirments of th.- majority of the Govrnm.nt agncivs which use tia. 

commodity. After its adoption, each standard shall, until revised or rcscin0,d, 

apply alike in t,rms and effect to every future purchase and contract for the com-

modity prescribtd in such spcification; Provided, howv.-r, that the Director Ge,.

neral may exempt any Gov.ernment agency from us- of such specification. 

SECTION 7. Rejection of ids, 

The Director Gnral may rj,ct ill Ibids for any contract or purchase under 

50,000 bolivianos, or for any on. or more commodities included in such bid when 

the public ioterest will b serv.d thereby, in which vent h, shall report such 

action to th, next i...ting of the- Council of Ministers, If all bids so rQjected 

are for the s,.mt. unit price or totrl ,'.ount or if the public interest will not 

permit the delay of soli !itinv or re dvrtisjng for bids, the Director G neral. 

shall have authority to purchase the r.-,quired supplies, mat, rir-ls, equipment, or 
the price paid in the open mar-contractual services in the ope=n market, provided 

ket shall not exceud th. !Cw1st bid pric<. 

SECTION 8. Barring r f Irresponsibl, Eiddrs,
 

Any vendor who fails to live up to th( t,-r.s of his contract for the dkeli

very of aa-trial, supp'ies, or quipu-nt, may b, declarud an irresponsible vndc-,
 

shall not, for a period of one year thereafter be a-by the Director Gen.ral 

warded aiy further order for furnishing,such supplies, mat.erials, or equip!ment t
 

any Govrnmunt agency unle-ss th.. Couneill of Ministrs sh!ll by three-fcarths voL
 

remove such disqualifiction
 

SECTION 9. Emerge.ncy Purchasing
 

In the case of th, occuronce of any breakage or loss of equicm;nt or in other
 

http:Govrnm.nt
http:equipr.nt
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circumstances which could'not reasonably be anticipated whereby any necessary re

gular service of the Government is, or is about to be, interrupted, or whereby
 

the Government will suffer any great or continuing loss, the Director Gen"ral,
 

upon the request of the head of the Government agency, may n gotiato an emergency 

purchase to restore or maintain such service or to terminate such loss, iithout
 

as may be necessary in th,_ circumstances..advertising for bids and in such amount 
of icr th:-n IO,CCC biliviu-

In case of such emergency purchaises involvng amount 


rcv, the. Dirctcr Gunr1 shell, at th; n, -.. cting of tht..,Coun'cil of Minister,
 

render a full report on th, case.
 

Property Control, Reports, and Investories
SECTION 10. 


The Director General, with the assistance of the Advisory Board of Procure
 

ment and Standardization, shall study and make recommcndations to the Director
 

General of the Bureau of Accounts with r-sp :ct to the installation and maint'

nance by the Bureau of Accounts of an effcctivc system for controlling and ac

counting for public property. The ureau of Accounts shall kep an accurate 

rccord of the fixed assets in the: custody of any Government agency and of ill
 

,rnd uquipment delivered to all Government %gencies andsupplies, commoditius, 
aguncy. At the end of each fis

on hand in store-rooms operated by any Govwrnmrnnt 
shall supply the Bureau of Accountscal year, the head of each Governmnt agency 

then on hand in any such store-room under
Uith an inventory of all such naterials 

ther information regarding public property
his diruction. Such inventories or -

shall be made available to the Bureau of Procurement and Property Control upon 

r quest.
 

SECTION 11. Rules and Regulations
 

After consultation with th, Advisory Bcrd of Procurement and Standardiza

tion, the Dirctor General shall adopt, promulgaite, and from time to time amend,
 

rules and regulations not inconsistent with law for the following purposes:
 

(a) To prescribe the manner in which supplies, materials, and equipment
 

shall be delivered, stored, and distributed.
 

(b) To prescribe the dates for submitting advance requisitions or estima

tes of future purchase requirements, the future period which they shall cover,
 

the form in which they shall be submitted, and their revision by the Director
 

General.
 

(c) To prescribe: the manner of inspecting all deliveries of supplies, ma

terials, and uquipmnt.
 

(d) 	 To require periodic reports by Government agncies of stock supplies, 
the form such reports.material, and equipmunt on hand and to prescribc 

(e) To pr,.scribe the amount of deposit or bond to be submitted with a bid 

amount of deposit or bond to be given for the afaithful
 or a contract and the 

performance of a contract. 

(f) To provide for emergency purchases in the open market for immediate
 

delivery in mergencies, and to prcscribe the manne-r in which purchases shall be
 

made.
 

(g) To provide for such other matters as may b2 neccssary to give effect
 

to the foregoing rules and provisions of this Act.
 

SECTION 12. Unlawful Purchases
 

Whenever an officer or employee of the Governmunt shall purchase or contract
 

for any supplies, materials, or equipment or contractual survices contrary 
to
 

or regulations made thereunder, such
the provisions of this Act or the rulr4 


order or contract shall be void and of no effect and such employee or officer
 

shall be subject to disciplinary action.
 

SECTION 13. Exoaption of Agencies
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Whenever the public interest requires it, the President is authorized to
 
exempt any supplies, materials, equipment, or contractual services, or any iter
 
thereof from the provisions of this Act; Provided, however, that no 
such exemp
tions shall be rated in t;rms of specific Govrnment agencies and that no such
 
exemption'shall be valid for a period of more 
than cne year unless renewed by

the Frosident. 
The Director General is authorized to submit recommendations to
 
the President regarding such exemptions - their termination.
 

SEC:'CN 14. Continuance of Contracts
 

All purchase orders or contract entered into by the Government, or for its
 
benefit, prior to the taking effect cf this ordinance, shall be continued and
 
perfected thereunder for their respective terms.
 

SECTION 15. Effective Date
 

The previsions of this Act shall become effective upon a certification by

the President that all necessary basic studies have been completed, that Uperat
ing procedures have been developed and installed, and that competent personnel
 
are available to administer the provisions of this Act.
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BILL FOR THE DEFINITION OF THE DUTIES OF THE
 
COMPTROLLER GFNERAL OF THE REPUBLIC
 

AN ACT, to establish a system of post-audit in the National Government.
 

SECTION 1. Comptroller General of the Rleepulic 

(a) There shall be in the public administration of the Nation, and indepen
dent of the control of the Executive Power, an iffice of accounting and fiscal
 
control to be designated as the Comptroller General of the Republic which shall
 
function under the direction of the Comptroller General.
 

(b) Associated with the Comptroller General of the Republic there shall be
 
a Permanent joint Committee on Public Accounts, composed of ti, o. r- r-r.-.ut.:' us
 
of each House of the National Congress appointed by tht presiding officers thereof
 
with the power and obligations enumerated in the present law.
 

(c) There shall be provided annually in the Budgvt adequate funds for the
 
said Comptroller General of the Rpublic and Permanent Joint Committee on Public
 
Accounts to carry out the previsions of the present law with efficiency.
 

SECTION 2. Appointment of the Comptroller General
 

The Comptroller General shall be appointed by the President of the Republic
 
and the Council with the consent of th_ Senate. The term of his employment shall
 
be 6 years and he may be re-elected. He shall receive an annual salary of a Mi
nister of Stitu. He ehell hold no other office. 

SECTION 3, Duties of the Comptroller General
 

(a) The Comptroller Genieral shall have made a post-audit tf all public ac
counts, which post-audit shall be conducted as nearly as practicable in the Vici
nity uf disbursing offices of thE Nat onal Government located in La Paz and else
where shall furnish daily to the accountable officers concerned, the Minitry of
 
Finance, and the Comptroller General, notice of any exceptions taken to items in
 
the accvuntable officers accounts, together with statements of the reasons there
for.
 

(b) The Minister of Finance shall furnish copies of all certificates of set
tlement issued by the Ministry of Finance, which the Comptroller General shall
 
cause to be examined thoroughly, and shall promptly notify the Minister of Finan
ne of, and report to the Congress, or to the Permanent Joint Committee on Public
 
Accounts when the Congress is not in session, all public accounts deemed by the
 
C')mptroller General to have 1 n improperly settled by the Ilinistry of Finance.
 
No report shall be made to the Congress, however, or to the Permanent Joint Com
mittee on Public Accounts, with respect to any such disagreement be; ween the Comp
troller General and the Ministry of' Finance until 30 days after the Ministry of 
Finance has been notified of such disagreme..nt.. Nor shall any report be made to 
the Congress, or to-the Permanent Joint Committee on Public Accounts, if the 
Ministry of Finance rivises his decision to Accord with the. ..... of the Comp
troller General. 

(c) The Comptroller G~reral shall rePort to the Director of the National 
Office Gf Budget and Efficiency and to the Congress, or to the Permanent Joint 
Committee on Public Accounts wha n the Congress is not in session, any expenditure 
of public monies deemd by the Comptroller Gnral to have ben an unwise expendi
ture or to have been improvidently made, which has come to the attention of the
 
Comptrtller Gneral in the ordinary course of the exercise of its post-auditing
 
functions.
 

(d) The Comptroller General shtll make such investigations an1 reports as 
shall be requested by tither House- of Congress, or ty the iermanent Joint Commit
tee on Public Account, or by any comnittee of e:ithe:r House, having jurisdiction 
over expenditures, apprapriations er revenue; %nd thu Ccmptrnller General shall 
at the request of any such committee, diruect assistats from the Office of the 
Comptroller General to furnish the committee such aid and inf.rmation as it may
 
request.
 

http:disagreme..nt
http:r-r.-.ut
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(e) The Comptroller General, or any of his assistants or employees when
 

duly authorized by him, chall, to the extent necessary to perform the functions
 

vested in and imposed upon the Comptroller General and the Office of the Comp

troller General, have acness to and the right to examine any books, documents,
 
or of any agency of the Government.
 papers, or records of the Ninistry of Finance 


This authority shall not be applicable to expend.tures not now subject to the
 

jurisdiction of the Comptroller Genei" 1.
 

(f) When so instructed'by,the Permn,nt Joint Ccmmittre on Public Accounts;
 

the Comptroller General shall instit'te FroceEdings in the ordinary courts 
against
 

offic-' and employees to be guilty of viclatins Lf law in connction with 
fi

nancial transactions involved in the performance of their offici-l duti.!e, .Ld 

when so instructed he shall have and exercise all of the powers of the Attorney 

General of the Republic. 

(g) The Comptroller General and the Office of the Comptroller General shall
 

exercise no functions other thain those vstud in and imposed upon them by this 
construed as authirizing theAct, and nothing contained in this Act shall be 


Comptroller General or the Office of the Comptroller General to revise the; settle-

ments of public accounts made by the Minister of Finara.ce, or to participate in
 

or operation of any szstem of acc-unting 	 se', up by the M[inistrythe establishment 

of Finance for current accounting control of the National Govrnmont.
 

on Public AccountsSECTION 4. Organization of the Permanent Joint Committee 

(a) The members of the Permanent Joint Committee cn -ublic Accounts shall 

elect a chairman and vice-chairman fr.m among their own number, and shall h°ive
 

the pewer to-appoint and fix the compensation vf a clerk and such experts and
 
they deer.i advisable.
clerical, stenographic, and other assistance as 


(b) The members of the Permanent Joint C.mmittee rn Public Accounts shall
 

serve without compensation in addition to that received for their services as
 

members of the Congress; but they shall be reimbursed for travel, subsistance anrd
 

other necessary expenses incurred by them in the exercise of the functirns vested'
 

in and imposed upon the Permanent Joint Committee on Public Accounts, other than
 

expenses in connection with meeting of the Permanent Joint Committee on Public
 

the Congress is in session. -
Accounts held in La Paz during such times as 


(c) 'our members of the Permanent Joint Committee on Public Accounts shall
 

constilute a quorum.
 

SECTION 5. Duties of the_ Permanent Joint C.mmittee on Public Accounts 

(a) The reports of the Comptroller General shall be referred by the Congre-"
 

to the Permanent Joint Csrmittee on 
0 ublic Accounts, and the Permanent Joint
 

Committee shall examine and study such reports and the reports of the Comptrollr'
 

General submitted to thtc Permanent Jcint Cemmittee when the Congress is not in
 

session, as prc.vided in Sucti.,.m 3, awl shall make and submit findings with Yes

pect tt, such repd.rts to the Congress as promptly as p*,ssible.
 

(b) T- aid th5 ",met Jint Committee in its c ar.ination and study of 

the 	reports of the Cmptrollcr General, the Pe.manent Jtint Committee, or rny
 
to hold oublic hearings and to .sit and
sub-ccmmittee thereof, is authorized (1) 


any place or time; (2) to request any officer oract in executive session at 

emplcyee of any agency of the GOverntmnt tc attend any such hearings or sessions
 

7 '~rs, or documents relative to any settlement or
and to produce %.:j -'ks; 

expenditure deemed by the Office of th, C,mptroller General, and reported by the
 

in accordance with Sctirn 3b, to hove been inmpr.iperly or ii.:p.Comptroller General 

improvidt.ntly made, -nd to testify with r;- -'oct thereto; (3) to require by 1,r,.
 

writ issued under signature of the chairman or vice-chairman, the at'-nd-nc o.
 

other witnesses and the production of any other hooks, papers or documents; (4)
 

to request the Ccmptroller General to sit with the iermanent Jint Cemmittfe in
 

an advisery capacity at public hearings, or in executive sessions' (5) to ad.ri

nister oths; (6) to take -ostimony; (7) to have printing don; (8) to make C

pendil ures 

npinion of the ermanent Joint Committee 	 Ln Public Acccunll-u(c) When in the 

the Executive Branch of the Government has failed to take p:roper remedial action
 

http:Finara.ce
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with respect to exceptions noted by the 
Office of the Comptroller General as 

pro

vided in Section 3 b and c, within a period 
of 90 days after the accountable of

ficer or the Minister of Finance, respectively, 
have been informed of the excep

tion, it shall, if the Congress is in session, report 
fully its findings and
 

such failure of the Executive Branch 
to the Con

recommendations with respect to 


gress, and if the Congress is not 
in session it may authorize the Comptroller
 

General to institutf proceedings in 
the rrdinary courts against the accountable
 

officer of officers involved in transactions 
to which legally remadiable excep

tions are taken by the Office of the Comptroller.
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BILL FOR THE CREAhTION OF
THE OFFICE OF NATIONAL RESOURCES PLANNING 

AN ACT, to estabiish a system cf planning for the use of the national resources of Bolivia.
 

SECTION 1. 
Office of National Resources lianning
 
(a) There shall be in the Gov(.rnment of the Republic-of Bolivia an Office of


National Resources Planning, the adinistrative head of which shall be a Director
of National Resources Planning.
 
(b) 
In the office there shall be an Advisory Council of National Resources
Planning, with the powers ,ind duties hereafter enumerated.
 

(c) Adequate annual appropriations shall be made to enable tie office to
carry Lut effvctively the provisions of this Act.
 
SECTION 2. 
Apptintment of the Director and Permanent Secretary.
 

(a) The Director shall be appointed by the Fresident, and shall be removable
by the President. 
He shall receive an annual salary which will be fi::ed in accordance with the 6,zties and responsibilities of comparable officers. 
 He shall
hold no other office,
 

(b) The Director shall be assit:d.by a ir-.ncnt , ,,.ll tccrK-..bepointed by the Director in accordance with the provisi±s .}i the Act entitled
"An Act to establish a system 
of pursonnel adrinistration for the civil service
of the Republic of Belivia."
 

SECTION 3. Organization of the Advisory Coucil.
 

(a) The members of the Advisory Council shall be citizens of the Republic
and shall have wide :nowledge of the Republicsympathy with the and its resources, and be inobject of planning for the use of those resources. 
(b) The mtmber 3 of the Advisory Council shall be appointed by the Presidentand shall be removable by the President. The Aldvisory Council shall consist of
five members.
 

(c) Members of the Advisory Council shall each be
nos for each day devoted to th-e 
paid one thousand bolivia.work of the Advisory Council but not moru than
forty thousand bolivianos in any one year. 


ment for necessary travel a-d other expcnses.

They shall be entitled to reimburse

(d) The President shall dsignate one of the members of the Advisory Council
as chairman and shall designrite aneth. r member as vice-chairman.man shall act as The vice-cha.ir.. chairman in the absence of the, chairman or in the event of a
vacancy in that office. 
 The Director shall act as 
the secretary of the Advisory
Council.
 

(e) The Advisory Council shall determine the rules of *"-, 
own proceedings
and a majority of its members shall constitute a quorum for the transaction of
business, but it may function notwithstanding vacancies.
 

SECTION 4. 
Duties of the Dir.ctor
 

The Director, subjfct to the policies established by the: Advisory Council,
shall be executive head of the office andnistrative, investigative, shall direct and supervise allard technicaul activities, its a'dmi.. 
of the Advisory Council He shall attend all meetingsand ,ct as its stcrfmtary and kelp minutes of its proceedings. In addit? :n, h. shall: 

(a) Investigte, examine, study, analyze, assemble, coordinate, and puriodically review and revise basic information and materials appropriate to plans or
planning policies for the development and utilization of the resources of the 

http:vice-cha.ir
http:assit:d.by
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Republic, both natural and human, and on the basis thereof initiate and propose

in an advisory capacity such plans and planning policies.
 

(b) Obta'.n data a: re'-srtn from, co 2e, and r rtici,-at- in tho wcr2- rand i.onsult vith ,ny a .ncx*.s of the Republic and of any department or municipaty thereof, as 
well as any public or private planning or research agencies and
institutions. 
Such cooperation and par+i-ipation in the work of any such insti.
tution. , other than those of the Govurnr..:n of the Republic, may be by grants o: 
funds or otherwise.
 

(c) Prepare and submit studies, reports, and recommendations upon metters
under this Act for pre,'ntation to the President or upon the request of the Pre
sident.
 

(d) Encourage the process of planning in all parts of the Republic by whal
ever means deemed advisable, whether by sub-councils or otherwise.
 

(e) In cooperation with the a--rncies of thu Republic devUlop uniform methc

for reporting statistics (except financial statistics), preparing mnps, and col
lecting other type s of information and data the value of which is increased by
uniform methods of preparation, and collect, and maintain facilities for the col

lection of such other information -nd data as cannot f :asibly bt collected or

maintained by 
 any other a: 1 oth;.r agency of the 'owtrnrm-nt. 

SECTION 5. Duties of the Advisory Council 

The Advisory Ccuncil shall propos. -.nd suggest to the Director desirable
planning projects 
and shal advise wi:.h hin regarding any matters related to hi. 
duties as enumerate.d in Section 4, 

SECTION 6. Authority to appoint umployus
 

The Director is autf.orizecd to appoint such cl-an 
ified and unclassified
 
r.1o~ycs ansare necessary in thu performance of his iuties. 

SECTION 7. Authcrity to deegute functions 

The Director is authoriaed to d legate to 
any other officer or employee of
the office ,rty functions vested in and imposted upon such Director by law!, 

SECTION 8, Duty of thu Director to submit renorts
 

The Director shall prepare ar.d submit annually tc tht President a report

setting forth and sumnarizing thc work of the Offi.ce of National Resources Planning, during the preceding yen -, and shallinclude thurein such information,
data, rnd recommundations as hi rr-- y deeem advisable concerning matters within 
his jurisdiction.
 

SECTION 9. Eff'ectivw 'te 

The provisions of' this Act shall become effective upon a certification bythe President tha.,t aill necessary basic studies have been completed, that operating procedures ha-:u been d.velopcd, and installed, 1nd that competent person
nel are available to atdm'nister the provisions of this Act. 



,
FOR THE CREATTOYOF THIENATIONAL OFFICE OF, PioPAOANDA 

~abih system of :[public repBolivn 

SE I,1L.~ National Office of Propagan~a. 

II*~"(a) There-shai be in the Government' of the Republic of Bolivie a National 
ficeof Propaganda ,,th adminli'rative - iad of ihich shall be a.Director of Pro 

pagsnda ' 

-Ab) 5 I th-anc-he~-~elbe~~vsr Council- of Propaganda, with tij71i 
powera and duties hereaft.e e'nitd. 

(c)' Adeouate c.nr' a appro' rlations shall be made to enable the office to
 
carry out effectively 1,.e prnvI~lons of' this' Act.
 

SCTION 2. 'Appointmnent of the Director and Permanent Secretary 

t (a).The.hall Directo... be appoiv-ed bythe Pr eid.'.; and shall,b~ rdoa.o 
bythe President. He ohsl 'receive an anniual salary which shll'be fixed in'ac

.cordanc6 and responsibilities of comparable officers. He sh'all with teduties. 

hold nioote ofic,
 

(b) The Disotor shall be acsited ,.y a Permanont:Secretary who.shell bo a: 
pointed by the: D~rector in accordan.2,e with the provisions of -the Actb entitled "An
Act to establisha :,,ysten of percnnel administration for .the civil service of the 
epublic of 2ol.±ia '.anl lhe,!oi'Jal be in the classified servic. ,. 

"SECTION 3 Orgrnizat.ion of the Advis ry Council 

(a) The membe ,of the Advieiry Council' ahall be citizens of the' Republic and : 
ishall have wide knowleedge of the Republic. and 6f it: citizens. "Members shall be 
in synpatby with the abject of p.oviding adequate, accurate, and interesting re..
 
ports to the public seGi rding the oheotives, work, and.accomplishments.of the
 
Bolivian National Lovrnment.'
 

"(b) The members of the Ad;1 sory Councl! rhalll2 be~ tppolntd by the'Priden'-and sh-J-l removable ide T1e9 Advisory Council:shall consist of"be ,--' bY tha 

eMb'of'the A11c), a' Conrcc ! paid one thousand 1oliviano3
 
, for 'each dity devbt_ to the6. o The dvisory Council, but not more than forty


thousc nd boliv anos 
 in iur c;ie year, Th e shel be entitled to relmburormrnt 'fo, 
necessary traveling; and oth'l. expr'nnes ' 

(d) The Preoidsnt snhail designate one of the members of the Advisory Council. 
as ,Chaira, anc- tle rDrectcr sfhll, actioa tho Secret0try,' ' - , 

sy(e), shall 
may function notwithstanding vacancies in its muibershio ' 

.': 'j Three members of the Advisory Co ucil constitute a quorum I , 

SECTION /4, Duties of the' Director
 

The Director sha1. -be ex:ecutiv-i, d of'tie offie and shll direct and
 
superviso.a i.,t:'activitec, W.,it.hI the Advis6ry:cn'ncil he shall.
the advice 'o' 

establish polioies for the.office and shall:. .
 

ea(a) C , assemble, anal , study. review, and coordinate in foation 
'earding the Olicles, pro"bai.s, 'accomplishmeatc, ; i.ua, and"-
progressIof the
 

SWo-k of the BolVvian Nationa, Goveri-mont.,
 
(b) .Arrange for the preparation, 5presentationi and dissemination to the 

public of such nf, .mat:onby .ha'ever means he deems desirable, whether by new ,.
papers,\periodicals, radio, cinema, oxibits, ' otherwise . 

,()' Assist the variou agencies of the C)ie;riuaent in the establishment, main
ennce, and use of an administrative System. 
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(d) Prepare and submit periodical prcgrnesreports on the work of the Bolivian 1-itional Government for presentation to the President or upon the request

of the Presidnt.
 

9ECTTOr 5. Duties of the Advisory Council
 

The Advisory Council z'ill1
 

(a) Advise and aid the President and Director in the formulation of the

Government publicity policies.
 

(b) Render to the President, when requested, assistance and advise regarding the presentation of special problems of public policy to the Nation.
 

(c) Make suggestions designed to improve the effectiveness of methods used
in providing citizens with information regarding the operation of Government
 
services.
 

(d) Advise the Director with regard to measures which wiJ.J1
insure the rc
liability and integrity of information issued by the Government.
 

SECTION 6. Authority to appoint employees
 

The Director is authorized to appoint such classified and unclassified employees as 
are necessary in the performance of the functions of the office;
 

SECTION 7. Authority to delegate functions
 

The Director is authorized to delegate to any other officer or employee of
 
the office any functions vested in and imposed upon 
u,)ch
directed by law.
 

SECTION 8. 
Authority to prescri,.e regulations
 

The Director is authorized to prescribe such regulations as may be necessary to enable the office to exercise its functions under the provisions of this
 
Act.
 

SECTION 9. Duty of the Director to submit reports
 

The Director shall prepare and submit annually 
to the President a report
3etting forth and summarizing the work of the office during the preceding yi::r
ind shall include therein such iiifor.'ations 
as he may deem advisable concerning

ratters within his jurisdiction.
 

'ECTION 10. Effective date
 

The provisions of this Act shall become effective 
r:n a certification by
,he President that all necessary basic studies have been completed, that operating
)rocedures have been do eloped and installed, and tbat competent personnel are

vailable to administer the provisions of this Act.
 



VIDING FOR THE .BIL 
ORGANIZATION OF TH'E NATIONAL GOVERNMENT 

ALAW to6 establish continuing Presidential responsiblility for the ef
fcetadministration of- the National'Government of the Republic. 

SECTION 1., Standards- of governmental i.organization 

The Presidentof the Republic shall investigate the organization of all3a-
gencies of.the Na;', 'Ona1 Govern~ment,- and- shall -determine what changes therein are 

-any. th- -ollowig- puposes -.--

(a) To improve the effectiveness of the administrative management of the
 
Government,
 

(b) To reduce expenditures to the fullest extent consistent-with the of-f 
fici.. t operation of the Goverment. 

(c) To increase the efficiency of the operations of the Government to the
 
fulles extentpracticablo within the revenues.
 

.: (d) To group, coordinate, consolidat ,,reorganize and segregate agencies
 
and functions of the Government, or any part thereof, as*nearly as may be, ac
cording to their major purpcses.
 

those) To -educe the number of such agen'ies by regrouping or consolidating
 

those having similar functions under a single head, and by abolishing such a
gencies or functions, or any part thereof, as may not be necessary for the ef
ficient conduct of the Government.
 

* (f) To eliminate overlapping and duplication of effort and expenditures.
 

SECTION2., Powers of the President.:
 

Whejever'the President, after investigation, shall find and declare that 
any transfer, retransfer, regrouping,' coordination, consolidation, regorganiza.. 
tion,. segregation, or abolition of the whole -or any part of any agency, or the 
functions thereof, is noeessary to accomplish any of the purposes set forth in 
Section 1, he may by E°:ecutive Decree. concuired in by the Minirter of Administra. 
tion: . 

(a) Transfer or retransfer the 1*hole (Zr ,y part of any agency, or the 
functions thereof, to the jurisdiction and control of any other agency. 

(b) Establish any agency to receive the whole or any part of any other 
agency, or the functions thereof, and this shall include the power to cstvi.ish 

'Government owned corporations and direct.that such action be taken as may be 
necessary to effect the transfer to any such corporation of the assets and lia 
bilities of any'existing Government owned corporatiOn or of any property under 
the control of the Government, and empower such Government owned corporation to 
exercise such-functions as may be necessary to effectuate the purposes for uhich 
such corporations were, or may be, established. 

(c) Regroup, coordinate, consolidat'i, reorganize or segregate the whole or,'
 
any part of any agency, or the functions thereof,
 

(d) Abolish the whole or any part agency, or the functions thereof, and 
this shall include the liquidation and dissolution of any Government owned cor.
poration in accordance wi"'.h the laws of the Republic. 

(e) Prescribe the name and functions of any agency transferred, retransfer
red, :stabl:%shed, xegrouped, coordinated, consolidated, or reorganized, and tho
 
titled, functions, te'-:-'7 and method of appointment of its head, or of any 

its officers of employees consistent with the provisions of the Law establish. " 
ing the National Office ofPersonnel . . 

-i 



SECTION 3. 
Number of Ministries
 

There shall be 
seven Ministries of the National Government, to which shall
be allocated all agencies and functions of the Government, except those which
 are or may be vested in Government owned corporations or allocated to the Of
fice of the President, as follows:
 

(a) Ministry of Foreign Affairs and hcJligion 

(b) Ministry of Finance
 

(c) Ministry of National Economy
 

(d) Ministry of Communications and Public Works
 

(e) Ministry of Education
 

(f) Ministry of Health and Social Security
 

(g) Ministry of National Defense
 

SECTION 4. 
Office of the President
 

There shall be an Office of the President to which agcncies and functions
or parts thereof may be allocated consistently with the purpose expressed in
Section 1, which shall be headed by a Minister of Arinistration serving under
the immediate supervision and control of the Presidt ,tof the Republic.
 


