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I, Sunmer[

Justiflcetion end necessity - In many countries recelvin:; teclnicol
eatintonce the nteote of development is such thet vholly new instituiions
must be created to cerry cut the elementery functions of governnent. Juch
15 not the ceve in Argentina. #n "old" netion by vorld-wvide stendoris, it
hes had o bosie institutionnl frewmework Yor more then o century, oni the
evidence of a heavily bureecucrctized state 1s everyuhere.

Yet mony o the forms end structures of govermment, both ucticncl i
locel, have not chonped since the turn of' the century, Vitel public orencien,
cherged with the responsibilities of revenue collection, customs elaind. tacetion,
elucation, public cefety, public health ere frequently in desperote nee: ¢
recrpoanizetion cnd reform, Decades of political Wy, burecucretic
inertic and neglect have left the notion end-its paovindted component:o wiil:
zechanirne for the nfministration of public tesks whicli:peéd often overnto e ,
unserclilled end inefiicient. If the nction is o develdpup to its oum
rotenticd, ith e citizenry besicelly confident in their om goverment' -
obility to pertform, the style end quelity of public cduinistretion nust e
woreded,

‘reiect gouls on o netionol level inelude the substanti=l adninistrotive
unp el of the mojor notionsl revenue producing ecencies -- the Customs ond
interarl Uevenue Services -- end o corresponding; increoce in the volume o
revenue ccllected, I meeessinl, this would net only Licve beneficicl eifect
upon the notioncl ceoncry, vut elso nerve o3 ¢ highly viwible nolel “or verom,
in cther ecrees: ond, perheps mont importent, 1t would Cive Immedicte evilence
to cltizens ot lerge, @dmoct o1l of whem cre directly afiected by tlece
institutions, thet the povermment is concble o: cerrying out these Sunouions
wvith ~bility ond etficiency, ~dministrotive improvements cond inerensec in
efficlency cre elso obJectives in the importent Socinl Security fdministretion,
the Cenercl .ccounting Ci{ice » end the Burecu of the Pudget. < the provincic
level, USAID plans to provide aesgistence to the largest end most influenticl
nrovinces in tex reform and peneral administration, Iiere, the obJjective i-
to strensthen lo.nl govermments to eneble them to better serve the needs o
themenuleotion, cnl feeilitete current governmentel coals of decentrelized
adninistretion,

Continued supnort of this project rill be continrent uwpon ecntiming
locel interest co evidenced by budgetory support of egencies receiving ettention,
¢ recconcble rote of neceptance of, and gignificont action on, recommendotions
offered, ond & willingness to nore orgenizetional end persoancl cdjustuenta
ihere these oxe cleorly nececcexry for the success of the progrom,
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The genercl plon of ection in each of the sub-projects which mnke up
this project, is the combinction of U.S. technicions, usually working in tecmo
of three or more, with locel counterparts end perticipent troinin tn the
US. for key furctionaries vith responsible positionc vithin the locol
otructures and hish potentiel for future contributionc to the progrem,
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II. Setting

The problems in public administreotion in Argentina were not born in a
day. They are an sccumuletion of many years end mony governments, of cssorted
levs ond decrees governinp orgenizetion, hiring proctices, budpets and functions,
and ol yeers of hobit on the part of both employees and the public et large.
In most stote egencles the came pettern of symptoms is present in verying
degrees of provity.

Personnel policies determine the kind ard quelity of staff aveilabie
to cny enterprise, public or privete, end in Argentine public service they
heve frequently been ercheic. The most pressing problems in this orea are
usuclly (1) the ebsence of & uniform clessification end selary plan (employees
are paid saleries based on Tomily size, possession of professionnl titles,
participation by some employees in fines peid by texpeyers, different pay
incentives for different sgencies, etc.), (2) saleries ere often not related
to the responsibilities om the job, end (3) present salary practices ere
often unrelated to the budget ond plenning processes., Without a position
classificotion plan, agencies must try to bulld e career corps of employees
without e meons of deciding on minimum quelifications for jobs, end thus,
appointments cen be end ere made without reference to skills » Imowledge,
experience or treining. Under these conditions, truly able employees quickly
leave the epencies for more promising careers elsewhere.

Salary levels core ucually unrealistically low, resulting in videspresad
moonlighting end port-time functioning R technically full-time employees.
Top trlent cennot be eitrected or held umless this sltuation 15 altered
cubstentially.

S5kill levels on the job cre frequently lowv, ocutdated or ineppropriate
for the requirements of the tesk. In-service training programs ere voefully
inedequete ond not oiten capeble of upgrading the level of performence of
technicians or supervisors.

Accounting and euditing procedures are frequently needlessly complex
and inefficient, with unelear lines of responsibility, duplication of effort,
and lack of internal controls. Beceuse of wealnesses in flseal moncgement
in mosct public sgencies, fiscel plenning and the budgeting process hes become
highly hypothetical and divoreed from operctionsl reclities.

Urgonizotional problems often comtribute to the problems as well. In
Internal Revenue, some functions were over-centrolized while others vere
imposcibly fregmented; end 4n the provincen, frequently ministericl res-
ponsibilities encompess too wide o range of activities while the executive
branches function with inadequote staff.
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Thesc problems end neny nore, heve resulted in ineftliclency cnl in-
cffectiveness in meny publie cgencies; end this heos contrimuvioed crertdy to o
high depree of cynielsm ebout their ability to periorn on {i:e nert of nuch
of the populction. In the cree of tex collection thia pzroblem hos teen
porticulerly weute, vith videcpread tex freud, usuelly uniletectedl ond ummuniched,
delibercte Jeloy in poyment in order to tale edventere of cn inflotionoty
ceononyy, ouw o cecli-lew cttltude on the port of a lewpe parcentege of intended
oxnoyers.  anadejuete pellcins functions end untunctioning ireul proceduren
have tendel te encourcge the dishonest eitdzen in his efforts te evele toxes.
The reculd hies been rerlously raducel collections in rll ~ectors of the CCONLCEY,

The Justoms cervice, responsible for .07 oif the nntionol revenue, i:
elro in need of eininistrotive reform. The flow of comrerce is Lon Ned in-
erficiently botl: ivom the point of view of nrotecting the notion'» eccnonde
Interests cnl the revenues belrg lost. Shimments ore incrinctely deloye in
custons, there iz o high level of irregularitiez cmony crmloyeen, conenroent
of Jutier is not neriormed cystemeticelly, and grueeling (nl {reed cre silde-
mrenl,

“he uevolution ©f 17 . haer hed s ome of its centrel millrre (e
'retTonclizntion” o) tate Giministration. In nbete-run mublic ubilities
el renedes, nd in the lecdership in provineisl povermmcnt , nterventors’
heve been opnointel by the nctionsl povernment to cudde eilmdnictrelive eodomi.
seeermizning thet tlhese ere orers in which nrorress is only noscille widh e
hels of internationsl erperience ond technicel Inouledre, the .75 hes entere’
into orreements for teclhnlerl ossictance writh USMIY {or tlhe nrovicion ¢ roe
clntence in llotioncd Tox omxd Customs reform end Provineiel e rereemy ia the
“rovince of Dvenos “ires, cnd to Jdete has given cermplete ~umacrt o ereh
there efforte. Decruse of the suspension of the electortl nroce: T rnd (e
currcn incetivity oy meny poltticel forces which hrd bloclel erylicsy cvlenmts
ot chruge, torwerd movenent hos been ropid end the outleool ior continue?
nrogrecs it optind~tic,.

g o

]

IIi. Stretercy

the strotery options evedleble would seem to be limited to /1) the one
presently in effect in three orces -- namely, the furnishing of techniecol
eoclotenee in n Lroed citoel on cll nmeojor edministrative problens throvrh
cpeciclized teoms of Null-time cdvisors end substanticl additioncl cosistonce
from YUY gspeciclivtn: or 70 cecommlishing thie objective Ly vider use of DY
advicors with o vericty of techmicel quelificetions.,

‘e cliernntive metlol of furnishing techinienl esxsistonce prineinnllyy
in the s'om of 1Y perzonnel <rould reguire one full-tine renorclint in ecel:
tern to direct the neorren cnd serve an prineipel aldvisor. [irficsicliicn
Which i 4t Le encountere! in this method would be poceible rlortirel of
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nersomnel vith the Jlesived technierl ond longuege ebilitios, or unyillingnens

on the nert of sueh persomnel to eccept reletively long periods of temporoeyy
vty cbroad, lventrries weuld inelude savings on treonsportetion end nrintenance
ox femilies ond eitects, lenn loss of time vhile welting for indispenseble co-
enerrting country roticns, ond Cirmer rrior understonding:: coneeriing the ccope
o cmecliic nroject comnonenta.

the irst clternctive Lo been chooen prineipelly Leccuse thin procelure
bt been tried cnd Jound to be mere suecessiuvl in custems on) 4o prosyore in
nony countries alrealy. o move ¢ complex burccucrecy fomsared requires ¢ total
push in several arecs cimultoneously, end thic hez been Cound 1o e posuible
only tiien ceveral smeciclists ore vorking in o continuing reletionship with top
level counternarts in esch oi' the major departments.

there 1o hich-level sunnort for this project from the Netionecl Zevelopnent
Cormitiee [CUIND 3, the Lirhect plemning acuthority in the Gt s ond irom the
Ministry of  .conemy, the Tecrotepict of © inence, the Customs ond Tow directions,
and the Province of “ueno- . ire:. There copecrs to be no signifieont oppositilon
to the project on the nort of enyone ot hich leveln.

The Interventors ore, in mo:t ceses, militery per-onnel of hirh venl
uith reletively little erperience in the crees to vhieh tiey hove teen conirsnel.
this, of rourse, con be viewed oz o nocitive or negetive fector. The negetive
aspect ic thet persons nevly rrrived in ony orec of speciclizotion are inevitobly
in necl o hecie ordentotion ~hich i time~-concuming ond Jemenling: ror both
alvizors nol the oificicin involvel. on the positive side, they enter the Yiel:l
Jith 2 frerl cutldeool, o oormitnent to chenge, ond in moct cores, little interest
in building o personol cmpire: they cig, thus, tnusuelly objective rnl recentive
to technicel cdvice tnd oosistence.

There heo been little Cirect ompositlon tu the project cad its verious
camponents on the nart of renl: ond Tile emplayees, but cpporently there ic o
belief omong meny thet technicel assistonce iz unnecessory. This 1o not UNCOLMon,
Hovever, end vhen teeras demonstrete their capeeity to rive sound profecnionsl
odvice, it hos been found that the leederchlp usuelly iic.s the confidence to
convince renl: ond Tile employees thet importent improvenents crn be mode.

This project ir reiniorced by a current US3ID project in Jducetlen end
Nenpouver, focvsed on the neel to wnerode gredunte eduestion in miblic ndninis-
trotion. A projeet roreenent hos been signed wlhich ecll: “or csnirtonce to
the j'ccwlty of cenamle Seiences of the University of Duenos “ires in Jevdloning
o graducte denertment of "ublic fdminictretion capcvle of both teecching ond
conducting recearch in this cree, it 2111 cleoo proviie olvenee! teoining for
Ligh-level mublic ofiicilcls clready on the job in “tote foentics on the netionel,
nrovineicl end municipel level.

ULICLL28I0 D
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Iv. Monned Yoaprets, Results ond Cutputs

In the creco of 7o, Cuctoms, end Provineial refort, the ceaercl ovlective
ir the develerment of modern, efficient edministrative 1icelionisms s otefied by
cametent perconmel, concble of efficlently cerrying cut their leqclly defined
functionn, in the interest of' the govermment ond the pciletion ot lorge. Speeifie
focls by cub-project ove ns follovs:

Yer fdminictrotion

in Yox Mdaninistretion cevercl initicd targets heve alreedy twen net:
A pev deta procecuins ~ywten i in effect end the necounts ore nos toloneed with
bills issuel on time; o new delinquent cccounte divisicn 1o Leen Incllitutedy ¢
sexpoyers ontistence progrom hes been dmstelled; e teor vecwd Aivicion of Ry
pecnle has Leen approved by less, end has hed ¢ months o {reinine: o treindng
cehiool o Ueen operctionel for over a year end hac treine? reversl bindre:
technicirnr; e Vlaming Divicion, eonomic ond Stetisticed livision rud o
Genogenent Vdvicion, heve been odded to the orgenizetion: the coneent of -
'police’ oivice cudit hwe been cecepted; all ponitions in tle rcervice hove leen
Jol=cloc-diied, '

2.

~uture toerrets inelule:

1.  Zentinve! zipnificent increases in revenue collecte:!,

2. fudit nlens for iield cnd office eudlte vill be phase? o corre:pon
with the vheser ol the nctional econormy. adity of cudits .71 e irmrove!l
vith ner n~trtictierl yveporting end control systenms.

ve iy collectionr, o Jlelinquent nccounts ond return: corotew, nes in oo
nilot ntege, will e ivlly irmlemented. A worl: plen ond control sycter: w111 Le
terte? end pub intc effect. In the dete processing erec o viorllosd plenning on?
produetion control sycten will be designed and instolled. flco, ceilorts wiill Le
nede o desisu rnd in~tall o computericed torpoyer moster file. o continuins
trrining progron Tor conputer systeme enelysts, procremmers cnd leympunch orerctoprr
©ill be developed.

lia In the crec oi tex Croud, renewed efforts will be mede to obtein
peocege of wrdcon nenclty stotus in tex lawv ond the prosecttilon of tecxr coren
under the renercl crirdncl cole.

-

5. i oprogrem buliecines systen will be ectobliched.

. quipment, much of whieh 15 nov incdequete en? obsolete, will e
irproved am renloced,

URLNISIIT'D
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7. In personnel, & modernized pergonal program will be mnde operationel
end the solery scele revised.

3. In treining, work will continue towards the inatitutionalization of
training with emphasis on on-the-job training in the ereas of eudit, collection
ond edministrrtion.

b. Cuztoms /dminintretion

A team clrecdy ot vork hes mede a thorough appreisel of problems of
deleys in processing imports, evasion of duties, smuggling, end the unsatisfactory
performonce of uppreisement end clessification functions. A report of findings
and recoomendetions has been cubmitted ond a plen of action developed. Specific
torgets include:

l. Significont inerecces in revenue collected.,

2. A new appreisement division staffed vith troined customs technicians
end applying the newly adovted Brucsels Velue Definition as e besis of opproisement.

3»  Unificetion of or on effective vorking reletionship between the new
valuation division cnd the clussifying officers of the Departemento de Vistsas
for the purpose of coordination of excminetion, sempling, leboratory analysis
procedures, end contects with importers end expoerters.,

Y /n overhcul of entry ppocedures, including publication of entry
requirements, provision for correction of errors made in good faith, and better
monitoring of brokers' verformance, ©ll resulting in fester hendling of all
shipments,

5. Simplification of' penalty procedures.
s«  fn (rgenization and Menogement study of the entire orgenizetion.

7. Hodernization of the orgenization ond operations of the enforcemant
division.

r 8. Treparction of operating monuals for the major divisions -- entry,
clessification, epproiscment, and enforcement. ~

-——

C. Tex ond Ficcal Mmindstration, .rovince of Luenos - ires

/i teem alrendy in country has presented recommendetions to the Province
on the administretion of their entire tex progrem. Specific tergets include:
UNCLASSIN L. D
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1. A significent increese in the volume of revenue collected.

2. A reorganizotion of the Bureau of Collections at both central ond
fleld-office level.

3. The estoblisiment of & menegement inspection steff at the Buresu level.

. The development of an in-sexvice training program for tax suditors
and operoating perconnel.

9. Increased sudit productivity through improved eudit selection besed
on cost vs. benefit,

L+ A reorgenization of the Cadastral Bureau.

T« Improvement of the system for valuation of real property.

8. Implementetion of program budgeting procedures.

9.  loplementetion of & reporting system adequate to the needs of analysis
and evaluction cetivities.

D.  Provincisl flministration

In selected provincez, essistence will be offered, with the following
terpets:

1. Streamlining of provinciel orgenization to clarify reletionships
between various public responsibilities ond facilitate efforts toward provinciel
Jevelopment within & nationnl context.

2. To incrense the eif.ectiveness of treasury menagement, through the
develonment of new collections procedures, a progrom for forecasting cash needs,
ond uppropriate policies to correct temporary cesh deficiencies.

s Decipgn end implementation of a centralized purchasing progrem.

. Reorganized records administration, including e review of lews
rertaining to retention ond destruction of documents, e study of the distribution
and control y~tem, cond development of a new records syctem.

5. Levelomuent oi o uniform personnel clessificetion syatem end salary
plan.

ULCLASSIFICD
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Ee Sociel Security Administration
The gorl of this sub-project will be the formulation ond implementation
of reccmmendetions to improve the edministration of the nationel coeial security
Progrem, end to retionalize the system of finencing end benefits to achieve:
1. TIiscel stability in the program.
2. Standardization of peyments and benefits,
3o “fficient hendling of epplications for benefits.

L, Reorgenization to permit central control and decentrelized adminig-

I Budget and fiecounting
Primary objectives include the esteblishment of:
1. A system of "progrem! op performance budgeting on the national level.

2., A unitied netional accounting system.

Ve Course of Action L \\

ProJect agreements will be {end in some cases, have been))nec;otiated end
signed with the eppropriate units of government in each of the terget areag.
Local. willingness to provide fpace and administrative support to technical teems ’
to assipgn able counterperts, and evid.nce of receptiveness to sugrestionz for

change will be considered necessary prerequisites to each w@reenent .

Teoms of specislists will be introduced in each aree, varying in size
end length of zervice dependirgz on the sige end needs of the egency under
conzideretion:

In Tex ’dministration, a chief and five specislists in audit, collections,
fraud, personnel eni treining ore already working with the Tax service,

In Customs, a chief ond three specinlists:in entry, eppreisement, clere

sification, incpection and control end enforcement ere elreedy working vith the
Arrentine Custems service,

GNCLASSIFISD
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In Tox and Fiscal administretion in the Province of Buenos /ires, a chief
end three budpet, property and seles tex specielists with experience in local
tox administrotion end fiscel mensgement ere already at work with locel counter-
parts,

1n irovineial /dministrction a two-men teem will be introduced pending
aveilability of funds end negotintion of the projeet egreement.

In National Soclel Security, o two-man team will be introiuced pending
eveilebility of funds and negotiation of the project ogreement:s.

In Netionol Budget and Accounting & TDY specislists will be provided
pending the evallecbility of funds end negotiation of a project opreement.

In addition, in cech sub-project occasionol TDY specislists will be
required for chort perlods of time to assist in arees in which specicl expertise
is needed vhich is not clready present in the resident tesm. In most sub-
projects perticipent treining in the United States will be included as ¢ port
oi' the pnrorrin for selected “rrentine officiels.

{n the Job, each tecm 111l, together with their Argentine counternorts,
(17 engege in o procest of ~tudy end cnelysis of the subject ceency in texms of
orsenicetion ond minogement oo they effect the fulfillment of the stroiutory
tasks for which the egency iz responsible; (20 melke o diernosis of vproblen
crees; () develop a plan of ection which is reslistically phese!l in lirht of
locrl resources ond ebility to bring about alteration in existing patterns of
vork: rul ‘L. after acreement regarding needed chonges and steps to be taken,
osolot in the implewentetion during the initinl phecses. -mphasic in ¢11 ceses
will be upon the institutionallzotion of training for new cnd e~tablished
lendership to insure thet the effects of this assistance will be lon:-lasting
oni continue after the terminction of the project.
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