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Jucti-Ication and necessity - In many countries receiving.: teclarnicvszsi'tJ2ae the rtote of develorment 
must 

is such thLat wholly new inrAtitution­be created to cerry cut the elementary functions of Covernwnt.io not the cr,-e in Argentina. &3ch 
n.n"old' nation by world-wide ntendor.., it1P:., hc, a b..ic inztitutionnl ..rcaWorlt for more then e century, und theevi lence of a heavily burecucratized state is everyuhere.
 

Yet many oi. 
 the formi and structures of governuent, bath tionl.l n.locel, have not changed since the turn of the century. Vitol public ri'o.-e,charzed -with the responsibilities of revenue collection, curtoms ......... 
' e cuvotion, public sif'ety, public health are frequently in desperate neeC1recrt;rtniztntion and reform, Decodes of political iar 
c-; 

inertit and nelect $ty, bureaucrttichave left the nation enr-Uq ft. component .iil­mechanisms for the alinistration of public tanks milet , often overrti:- e.",undern:Tilled and inef'icient. if the nation in to de lrpotenticl, 4p to its OiMwith a citizenry bcaically confident in their owm government' .sbility to perform, the style nnd quality of public administration rauit Ue 

're ,lectgolc on a nctionl level include the ,;ubstnnt1-a adminid-trvtiveup:r:K-'Li: or the mjoir netiona.l revenue producing etencien -- the Custorm.-nllter,'n-1 ':cveue Services -- vnd n correSpondin(; increase in the volme c_
curl 

r.ve.uo collected . ........ , thi woulI not 
only have beneficial e ­the nationrl eo0c0t, c tbut al:o serve acs c i.rj!y ,icible mcelorin re 'orr;other cas and, p1erhrn. inot iiMortant, it .oul<] give ev'2ence-Cedi-teto citizens at large, rmozt .21 oC t,'bora nre directly afectcdinstitutionn, that the 1,overnment 
by the;e

is capable o- Carr-irW out these -ncUonvzith ability and efficiency. i.dmini-trntive imnrovements end increases inefficiency re also objectives in the important Social Security ,.ninistretion,the Ceneral .ccountip - ice, end the
level, USAiD 

Bureau of the Eudf.et. (n the provincir.lpans to proviOe assistance to the lergest vnd most influentia2nrovinces in tev. reform and general adrministration, Here, the objective isto :t.enrthen lo.,vl governments to enable them to better serve the needs of"thepcnulation, c-l facilitate current governmental goals of decentrelized
admini tration. 

f.'ontinued sumoort of this project will be contirTent unon ccntinin­locl interest cs evidenced by budGettrj support of v(gencien receiving attentin,o recconable rate of ncceptance of, nd significant action on, recommendationsoffere,1, end a willngne to ricIe orConizational vnd personnel cdjustmentswbere these nre cleorly necescary for the success of the program, 

UT~i'J SI'T'!:D 
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The eneral plan of action in eah of the sub-projects ubich make up
this project, Is the combination of U.S. technicians, usually worting in tem 
of three or more, with local counterparts nd participmt trolnik; tn the 
U.S. for Iey fuctionaries with responcble positions within the 1om-a
 
structures and hi:?b potentirl for future contributionc to the proram.
 



-- 

-- 

VONCAPITAL PROJCT FUbNDIM, 1c3LIGATIONB Ili $(,C) 

Page 1 of 2 Table 1PROP 
Rev. DAME !S/Day/yrO iginal x

No.COMM, ARGFBI INA Project Title. Pablic f-niniotration Project No.510l175ci4 
Fiscal Ai, L/G Total Cont2/ Personne! Serv. P'-CcziodCtiesYe a rs Cther CostsYersAID .I T u.VRAS- c'II U.SO cc ~ i CCAT Dir 8&I CCJU 

U.S. U.S. 

Prior
 

Act. FE CAG G 89 215 84 526 214 45 - 9 ­ 2J 1 

FuL8 Ar. G 90w 273 - 417 273 200 - 10 

FY.. AG G 1,100 393 - 457 393 240 ­ - - 10 -

B+ 1 

FYB4 22 AG G 1200 400 - 45o 4oo 25o­
Fy_72 AG G 1,000 4oo - 300 IMo 300 

- -

E-4 Oubc. 

TotalLife G 4,9 1,.31 84 2,150 1/80 1,035 - 9 - 33 1 

Memorandum (nonedd) column 
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II. Setting 

The problems in public administration in Argentina were not born in aday. They are an accumulation of maWy years and many governments, of ussorted
lais and decrees governir, organization, hiring practices, andbudgets functions,and of yeers of habit on the part of both employees and the public at large.
In moot state vgencies the snme pattern of symptoms is present in varying
degrees of gravity. 

Personnel policies determine the kind and quality of staff available
to or enterprise, public or private, 
 and in Argentine public service theyhave frequently been archaic. The most pressing problems in this area areusually (1) the absence of a uniform classification and salary plan (employees
are paid salaries based on family size, possession of professional titles,participation by some employees in fines paid by taxpayers, different pay
incentives for different agencies, etc.), (2) salaries are oiten not related
to the responsibilities on the job, and (3) present salary practices are
often unrelated to the budget and planning processes. Without a position

classification plan, agencies try to buildmust a career corps of employeeswithout a means of deciding on minimum qualifications for sobs, and thus,appointments cvn be and are made without reference to skills, kmoledge,
experience or training. Under these conditions, truly able employees quickly
leave the agencies for more promising careers elsewhere. 

Salarj levels cre usually unrealistically low, resulting in widespread

moonlighting cnd part-time functioning *P 
 technically full-time employees.Top talent cannot be attracted or held unless this situation is altered 
substantiallyo 

Shill levels on the job are frequently lou, outdated or inappropriate
for the requirements of the tesk. In-service training programs 'oe1ully
inadequate 

are

and not often capable of upgrading the level of performance of
 

technicians or supervisors,
 

Accounting and auditing procedures are frequently needlessly complex

and inefficient, with unclear lines of responsibility, duplication of effort,

and lack of internal controls. Because 
 of weanesses in fiscal manogement
in most public agencies, fiscal planning and the budgeting process hru become
highly bypothetical and divorced from operational realities. 

Organizational problems often contribute to the problems as %'ell. InInternal Revenue, some functions were over-centralized wile others vere

imposslbly fragmented; end in the provinces, 
 frequently ministerial res­
ponsibilities encompass too .ide a range of activities TAile the executive
 
branches function with inadequate staff.
 

UNCLASSIM2D 



Lheso problerav in(! ncny morep have resulted in inefi 2.ciency ryJ 1in-

ciTectivene-s in mcny public v~encies; cnd this hcz coixtrib'tc&1 CrxOr'tly to

MI"~ de~ree of cynici.m ebout their tbility to peri'orm 
on the T)rt ofi iiuch
of the nopulction. In the rev. of tox collection thii problemi h,,-, been

Pc'.rticulc.r'2y Lkeute, 
 with iJdae2Preaa tex frnucl unuelly un;:!etectedl ond irnumi!.Ae..",uielilx~tzte .7'elvq~in pyrnent in order to trdce edventetge of' cn ini'letionvity 

rdV ~c i-rattitude on the part of a lvx'fe Txrcenttr-e of intende1ed 
tr r127eJ.nao~utepolicinr f'unctions nd un1iunctionin( rcu proeGuref.


have 'Ceade'2- to enccurr. e the diolhonest citizen in his efrortS to evole ttvxec.

The rocul'. hrz been r'eriousJly reduced collections in W.- ;-.ec.torz, of the Cn1.
 

T:he Cih-tow.i -ervicc, rezrnoncible for o-; the nationol revenu~e, i:t

aJ.-o in need! o' v.227dlAirtrftive reform. Thle flow of conzrco-
 ic hon i-et in­
o)Uc'iiently both 13ran the point of view of TprotectinC. the i:ton ccnoonic
interas'ts, rnd, the revenue3 be:i , 1opt. Shipnentr, are LiorldhoteJ17 -Ielt'ycl ,­

*-ito,,tere i-s ,- hioh level of Irea~ularitiec anonr - -ye .e;ccn

o:, .1utie not perf'ied -yten,ticellyp and u).i inc n . irt 1ud Crc .
 

&eoko cK' la hcdThe-i 11) ao one of' its centrol1 rzt:cVi-

on'! rcrw.ic:,e in1 t'L-e lccrerchip in provincical coverni.'cnt,

31"ve lbeen aprnointe.2 *Oy the nct2.on,2. (:overnimcnt to Cuidc ciitv~ e r~


U~e~crn~zritht te:: or arasin
2 .;ich proCre-. is only 'no--;ible ;Wt' e
helnh of internoationtJ. e--merience cml technical 1-nowilec.~, th hc.! en-Cere:

lato q-'reemrent:7 '-*or --,si!7tmce with LTJXi" 'or ' 

.
 

technical > the c-io
sidr~tcnee in ictoy' v nrk Cu:tonis reform. mnlrvniLku:ecr 

OK, 

L
1'vovine of BeXnos res anfA to Jate hns Given completc m1nort LotQz s


the fle'orts-. 3cv:eo'. the surpenoion oi' the elec'torzil oe.

cui'rorP;, iuc-tivity o-) r-.ay poltticalI forces wbieb hr,! blocl-e.' oarlio-'r2t~
 

.or;:(t ~ii ii r-..l Loven:ent hr-n been rapid and the outlooch i or ''niu2
 
iirorz sotxi'tc
 

Qae --;trcateC7y optionn rvailaible viould seem to be limited to (1:: the
pre.-ently in e:A-fect 

one 
in three vxras -- nrwelyp the iurninbinC of techical2 

... j cttuuei:wQitac in~ Ij.UULU onl J.J. Lor adminAistUrativey probla.W3 thIrouL1,

ceciolized teensm ai full-time odvisors and mibstantial aWditionnJ. ritancefrom ~~snecicli-t.- or 2cccomaisbinaZ'Y thin objective y;ierueo2Y
alvicoro withi ,i vriet- of technicaol quelifications. 

21:e r.ternntive r.'etl.to.i o". Ai'rni ibino technical1 assoistance ri i In: 1.l
in the ,L'o:Tn ofi.Y por-ornl -.'oUJ requnire one ful-in enor-t i,,t inec
tot." to direct the rmo:erj -lid s-ervo v.- principail avisor.. hui

'~;hch~i t encountcre.1 1in this, rethod would 1b0 porncible ~'wso . 
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ncrsoxnel with the le:1re'd technicol and lanmute nbilitio-t, or umiillinrne.so
 on the port of such. rernomel to accept relatively lonG periods 
of terorari!:ty ,dLroml. ,Jvvnt,-,es would include savings on transportation. nd mintenonceo.. -. iies cndm e ct2, le:"i loss ox time Thile waiting for indisrensmblernort:tin ecuntrj -cticr, 
co­und £irer prior underotmidirun: conceriznc the ceope

o:' zmeci-_c nroject co::;)onentV. 

'The 'irst c:iternmtive ?:r:been ebosen priacipafly bceuwe thi" proelture
hna:- been tried and 
 ond to be MOre Ouccezs'f l in cuotcmn vn2 to. pro rcm inrc.a countries alreoV.. 7o iiove a comT)le7r bureaucrozy fo-wv:d requires -. tota.lpush in several arez -irmultaneously and this ha': been foud to ,e po:_:ibleonly ,Aen neveral r'eccili.tri vre workinC in e continuing, relationsuhip :ith topleve counterpots in ecAch oi the major departments. 

-'.Tere i. hiaC-level -. 'viort for this project froa the Nlational Developi-entCoraittee :Cthe hihe.. lcnnin. authority in the CC!, and irom theNlini:-try of :conovay, the .ee-rctcrint of ' inence, the Customs ond Tmz, direction:,and thc Province of Dueno- ire There. aypears to be no siCnificnnt oppositionto the project on the part of atcnone hiCI) leveln. 

The Interventors are, in moat cczes, milittry perronnel of'high rnl.
"ith relvti-ely little e,.7erience in the aress to which they have 
 Leen .....e,.!ihi.p, of' 2oure, cm be "viewel.a:, n poCitive or negative factor. r-The ne.ctiveasect i-mthat pcri,'on newly ri-r~ve- in any area of sqei lization are inevitablyin nec 1 o:. ,.'Csie orientat-oc ,-?ich is.time-consumnn m lecn.Unr.: for botha1vi.or: the oificia_; involved. .n the positive sie, enter thethey fielVwith a fr'o. cuttlooh, L ixmiit.ent to chmane, and in mst .'s, little interestin buildinG -er-'ons- emr ire; they Cm thus, muually objective rn,! recetive 
to technicl advice nd ai~tance. 

There has been little direct onnozition tu the pro,-ect and its variou.canponents on the part of rcai end file em!joee-, but vppvrently there if: abelief among many that teclnical assistance is unnecesscxir. This is not lulcoimon,However, rnI when ter=, 2erwnstrate their canecity give -oundto profession-lrlvice, it has been found that the leadership uuall £in.s the confidenceconvince ranh and -file employees that important improenments c'n be nde,. 
to 

This project is reinforced by a current US),iD proJect in .!ucttiCn and-manpower, foctzed on the need to upgkrade (;radunte educttion in nublic bmmlis­trntiono .' project .Careement has 
been signed which callf, or as,7i.tmce tothe IlactOity of ccnwnie lcience., of the University of ueno -uiresin lel@lornra gro:2u-te deportmont of 'Vblic [dmini!tration capable of both teCCIAinC andconducting r-eserc in thin crea. 1t -ill rlco -nrovi2e a,.en:-e" taining forhih-leve! nublic o'iical: lready Job- In ::'tats "c.:con the 1 i- th 4 n t.I~e nrtionnl,
Trovincic ond municipcl level. 

UUCL '.ZS~t'3 D 
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f.l, ned Tmj,,xet ,m 2esfulto and Cutputn 

theh cxreco o. =, CutamspG end Provincial reforr,, the r-enervl o.jectiveis, the ':-evelcr..ent of rxxlern, efficient administrative n.chcnlismo, tri".ed by
ca:metent nerconnel, cpnable of efficiently caing c<x. their ler'Jy idefinedPunction-, In the interest oi the Government ond the mc7mlrtion nt forge. S.ecific 
coc.lJ lj .ub-project are az follows: 

.'. c "dnintration 

;[ 2e,: fCilin!2itration ceveral initial t liZet- hN-ve alreodrl 1een net'
,' ne, data procez2:;n- "y'tei i in ciTect and the accoun'. .:re na.,.no-. "AAThbills issueil on time; a new-. delinquent account. divaicin , been in,:l;ev. c
t-nnyern mmjistance projrrl ha been installed; a tc: &.;,u,-! i i=iicn oz .
people hao. been approved bj iaw, and hac had ( months o-, trciunic a irl'ildblr

iioO1 ho "been operational tfor over a year and hac trvine. :!everaj. lId
teclmicicinv-; a T'lvimiiK: i)ivision, conamic rind Statistic., :icion vnd
.rna.~oer~nt ivia ion, have been added to the organization! the concont o'

olie' oi',icc audit i:ta been accepted; all ponitions in U!e r.ervice Ihcve been 

.uturoE t ret.- -- include: 

1. Ccntinue,. ::i,'ni 'icant increases in revenue collecteJ. 

2. !u'-it plcno ior -.ield and office aulits 7ill be bha::e& to corre:pon..::itli the rhuier o:U the national econocvn. Qualitj of audits -. i' be Irrprove,!
.Aith net: fitcti,:tic.1 reporting rnl control systemc. 

...n l3otion:-, a account. vnd return.: 'y:teu, no,: in u,ro lelinquent
ilot rntzye, .il ,c il y irmTleylnted. A worl: pln n control :7,1ten ll be 

te.:'ter! and nut into eff'ect. Xn the data procecsing area a worhllo' -npixnnin, on-1 
pi'oduction control systen 'will be desioned and installed. flzo, cl!Sort' will be
maode to dezirnC in- tall a canputeried tcrpter mnster file. ," continuinrg
trr,~i~r prqrvm Vor com.puter systems analysts, programers nd Veypunch oreratorr­-.ill be fleveloped. 

. in the vrea o2 tcz: fraud, renewed efforto will be made to obtain

'pa at of p.rion nencIty :;tatus in tax lm-7 and the prosecUlion of tcz: cveat

under the Cenerr'! crinrl co1e.
 

5. A procrcn L' c.n -­cyctem vill be entoblished. 

. quirtnt, much of _;hich ic no, inc~Zequate un2. obsolete, 1il be
 
irirove,. = renlaced.
 

UI MLOS flt r D 
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7. Inpersonnel, a modernized personal program will be made operational 
and the salary scale revised. 

8. In training, work will continue towards the institutionalization oftraining with emphasis on on-the-Job training in the areas of audit, collection 
cnd cdmini5,trntion. 

B. Cu:'tom'; tdministration 

A team already at work has made a thorough appraisal of problems of
delays in processing imports, evasion of duties, smuggling, and the unsatisfactoryperformance of appraisement end classification ibnctions. 
A report of findings
and recommendations has been ,ubmitted and a plan of action developed. Specific

targets include:
 

1. Significant increanes in revenue collected.
 

2. A new apprcizement division staffed with trained customs technicians 
and applying the newly adopted Brussels Vlue Definition as a basis of appraisement. 

;. Unification of or on effective working relationship between the new
valuation division and the classifying officers o' the Departamento de Vistas
for the purpose of coordination of examination, sarpling, laboratory amalysis
procedures, and contacts 
ith importers nd exporters.
 

1. 
!n overhaul of entry poocedures, incluling-publication of entry
requirements, provision for correction of errors made in good faith, and bettermonitoring of brokers' nerPormonce, all resulting in fester handling of all 
shipmento.
 

5. Simplification of penalty procedures.
 

'. 
/inCrganization and Management study of the entire organization.
 

7. Modernization of the organization and operations of the enforceiant
 
division.
 

. Preparation of operating manuals for the mjor divisions 
-- ent y,1
Classification, appraisement, and enforcement.
 

C. Tex end Fiscal Pdministration, 'rovince of fuenoz -ires 
A team already in country has presented recommendations to the Province
 on the administration of their entire tax progrnm. 
Specific targets include:
 

UNCLASSII, .LD 
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1. A significant increase in the volume of revenue collected. 
2. A reorganizntion of the Bureau of Collections at both central and 

field-office level.
 

3. The establishment of a managemnt inspection staff at the Bureau level. 

4. The development of an An-serwice training proram for tax auditors
 
mid operating personnel.
 

5. Increa-ed sudit productivity through improved eudit selection based 
on cost vs. benefit.
 

. * A reorganization of the Cadastrel Bureau. 

7. Improvement of the system for valuation of real property. 

8. Implementation of program budgeting procedures. 

9. Implementation of a reporting system adequate to the needs of analysis4 
and evaluntion activities. 

D. £rovincihl 1!Jainistration 

In selected provincez, assistance will be offered, with the folloing
 
tcrget :
 

1. Streamlining of provincial organization to clarify relationships
between vvriouo public responsibilities and facilitate efforts toward provincial

Oevelopment within a national context.
 

2. To increna!e the ef'ectiveness of treasury management, through the
development of 
new collections procedures, a program for foracasting cash needs,
and aTpropriate policies to correct temporary cosh deficiencies. 

Design end implementation of a centralized purchasing progrva. 

;. ReorgcanzeJ. records administration, including v review of lew 
nertnininr, to retention rn:: destruction of documents, a study of the distribution
and control -ytet, ron! development of a new records system. 

5. Deof.rent i uniform personnel elassification system endnalary
plan. 

bDLAIFLIPD 
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. Social Security Administration
 

of recomnendations to improve the asdmIstratim of the national social security
 

The 	Cool of this sub-project will be the formulation and Implementation
 
progrem, and to rationalize the system Of financing and benefits to achieve:
 

1. Piscal stability in the program.
 

2- Standardization of payments 
 and 	benefits. 

o 
'-fticienthendling of applications for benefits.
 
4. Ieorganization to permit central control end decentralized adminis­tration.
 

F. 	Budget and Accounting
 

Primary objectives include the establishment of:
 
1. 
 A system of "program' or performance budgeting on the national level.
 
2. 	 P unified national accounting system. 

V. 	Course of Action
 

Project acreements will be (_nndin 
 same 	 cases, have been))neGotintedsigned with the appropriate units of government in each of the target areas. 
end 

7oca. wirllingness to provide space and administrative support to technical teams, 
to assign able counterprts, and evid.nce of receptiveness to suggestions forchenge will be considered necessary prerequisites to each iweement. 

Teams 	of' specialists will be introduced in each area, varyingan.1 	length of service depending on the size size
and 	needs of the agency under
consideration
 

In Tax dministration, a chief and five specialists in audit, collections,
fraud, personnel endi training are already working with the Tax service.
 
In Customs, a chief and three speciallists Ain entry,sification, inspection nd 	 aPprelsement, clec­control end enforcement are lreedy wor-ing with theArgentine Custom ser;ice. 

UNCLSSIFIi.D 
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in Tax and Fiscal administration in the Province of Buenos .'irez:, a chief 
and three budeet, property and sales tax specialists with experience in local 
trx ndmhnistrotion and fiscal management are already at vork with locaPl counter­
part. 

in 'rovinoial dministrntion a two-man team will be introduced pending 
availability of funrds tnd negotiation of the project agreement. 

In National Social Security, a two-man team will be introduced pending 
tvailbility of funds and negotiation of the project cC-reementr. 

In Utioncl Budget end Accounting 4 TDY specialists will be provided
pending the availability of funds and negotiation of a project agreement. 

in adlition, in each sub-project occasional TDY specialists will be 
required for -,hort periods of time to assist in areas in which special expertise
is needed which is, not nlready present in the resident team. In most -ub­
projects prrticipcint training in the United States will be included ns a pxrt 
o, the proL:rrn for selected Prgentine officials. 

Cn the Job, e-Ji terrm -ill, together with their Argentine counterorrts, 
() engage in n procer! of ntuy and ainalysis of the subject ajencj in ter-is of 
or.7,nnizftion anxr is.fl4,mcnt ex they effect the fulfillment of the *-trtutory 
tasI: Por which the agency io responsible; (2' man:e a digonios!i of problem 
rrevc; ( ' develop a plan of action which is replisticaly phbFe'i in light of 
loct1 re:3ources and ability to bring about alteration in existing patterns o? 
worl;: rn, after alreement regarding needed chanaes and ftep," to be taken, 
assist in the implementation during the initial phv.aes. .mnhnsit in i1 casen 
will be unon the institutionalization of training for new and e'.tablished 
lendership to insure that the effects of this assistance will be lon:-lstinc 
nna'continue actcr the termination of the project. 

UNCLASSIUIFD
 




