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- .PLAN FORMULATION AND IMPLEMENTATION MACHINERY 1/ _

I. Plan formulation versus plan.implementation

Ezpeﬂlercs of the developlng nations which have resorted to planning
‘in recent yea 2 as a means for ach1ev1ng better results in social and
econonic devrl*pmert ehsws that there appears a great dlsc“epancy between
the plans anu the real acbrevements.' It is therefore felt that a shift in
emphasgis is necessary from methods and t.echnlques of plannlng to problems
,of plan implementaticn, ' -
| It shouid not be fo“gottﬂn however that though the g;Gat emphasis
put on plan implementation is furly Jjustified, increase in the efficiency
of plannlng depeads, to a veny canslderable extent on uhe procedures of
plan formulation, ' h

Conditions for efficiént planning lie both in implementation measures
and in pjanning“mmthods ahd br6ceddres. 'And, i3 should be stressed, '
1mplomentatlon problems have a strong 1mpact on plan formulatlon, and
v1ce varsa, Mbthods and procedures of plannlng should therefore be viewed
i.e. from one purtlﬂular p01nt of v1ew - that of thelr 1mpact on the
efflclency of plannlng ' ' '

The problem.of 1m~]eme;tat10n may be conceived as related to the
objectives (lmplemantat-on of the obJectlves)

© then corcerns Jhe adequacy of mezsures to obgecnlves. This

implles two elements: ' ' ’

(l) Deslgnlng measures consistent with the ob*ectlves-g/

"'(2) Compliance of real action with the anticipated action,

1/  The purpose of this paper is to present certain observations on
planning and on the planning machinery which may be relevant for
increasing the efficiency of planning in certain developing countries.,
The chservations and eonclusions are based, to an impcrtant extent,

-on the planning experience of the Bcrlallst countries of Eastern
Bureps, It is rot intended to describe this esxperience, howsver, but
rather to draw certain conclu510ns Fiom 1t which may hive a wider

" significance. - . : :

2/ - "Consistency" here means thet the measures are adequate to ‘bring
about the expected results (the objectives),

/A failure
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A failurz in implementation may be due to wrong measuree, particularly
to lack of consistency between measures and objectives, (1) to deficiencies
in real action, (2) or to bhoth,

T is also possible, howsver, to apply & more narrow concepb of
"implementaticn”. One might assume that the problem under (1) atove should
be taken cere of by planning proper, while the problem under (2) can be
understood ac “implszumenteziicn proper'. It would then foliow that defining
the poli.cy measures is a function of planning proper (performed in the
process of plan formelation). Planning would, in consequence, contain
planning of the policy measures or, in other words, planning cf implementation,
Should we assume this proposition, it would not seem necessary to argue any
further that correct planning is of first-rate importance for plan
implementation (and, by the same token, for efficient plamning). This
gtatement is undoﬁbtedly very true, and needs a strong emphasis. What
would still be left is real action, bub well planned action is a number
one condition for successful action,

Both of the above definitions may be useful conceptually. It is
worth indicating, however, that neither of them fully corresponds to the
practical use of the term "plan implementation, ‘

Depending upon the sccpe and character of planning, the policy
measures may appear in a plan in a more or less wide scope, and be
formmlated in a more or less operational way. When a plan does not
formulate all the necessary policy measures, they may be considered to be
left for “implementation®. Thus, e.g., pricing policy may be defined in
a plan or be defined and implemented in the process of execution of the
plan., There is quite a scope of the policy measures which may be included
into,planniﬁg or left outside i% to be defined in the process of implemenvation.

It is to be observed, in the discussed context, that though, as a
rule, the more the policy measures are given consideration (and are defined)
in the process of plan formulation - the better for the efficiency of
planning - it is not possible and eften not desirable that all of them zre
defined in this process., As a matter of fact, even for the type of planning
considered to be very comprehensive (in the case of socialist countries),

/one can
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one can find one part of the policy measures appeéring in théhplaqs,
while the other part, & very important one, is left to be defined in
ths phase of implementation. | ‘ | .
From the above considsrations 1t fbllows that the term “1mplementat10n"
and still more "plan implementation' may have different meanings. One
should particularly distinguishz , -
(3.) Implemertation =f obJectlves contalnlng both plannlng of the
. policy measures and lmplgmentlng,actlon,
(2) Implementation proper, referring to implementing actipﬁ only;
- (3) Plan implementation, embracing (2)_and, to a certain'degree,
designing the policy measures, o N
.. I am rather inclined to maintain ‘that 1dent1f1catlon of the cruclal
,problem of the efficiency of planning in terms of "plan formulatmon versus
plan implementation® -is not most adequate. The crucial problem for‘
. efficient planning is that .ol adequacy .of measures tc objectives. This
adequacy has to be brought about through planning and through real action.
Experience in economic development shows that ﬁhe more active the
planning, i.e., the greater changes and transformations in the existing .
set up (in income, employment, socid—economic structures, etc.) are aimed
at, the greater are the requiremgnté with respect to the policy measures.
A plan which does not go far beyond continuation of the existing tendencies
does not put special requirements in the field of policy measures (providing
no serious changes are expected in the environment), If however, a plan'
aims at speeding up the rate of growth, structural transformations, creating
more egual distriduticn of incomes and opportunities, ete., it may be
unthinkable to bring these charges about without 1ntroduc1ng the edequate
policy measures. We are principally interested in the latter case. There
iz a wide understandlng that <he developing. natlons need an active plannlng
(in the sanse described above). The’ problem then is how to make an active
planning also an efficient one, B
Capabilities to apply the policy measures adequate to actlve planning
are very much different from,nountry to country. Throughcut the historical
experience it has been demonstrated that the political and ihatitutional
set up exerts a most importaﬁﬁ influénce'cn the éapabilities to apﬁly policy

/measures corresponding
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measures corresponding to the objectives set forth by the developing
nations and, therefore, on the efficiency of planning. There is no
escape from this conclusion. No substitute for the necessary political
and institutional conditicus of efficient plamming can be found in -
perfecting the planning methods and implementation techniques. The
discrepancy between plaﬁs and real achievements observable in very many
countries is principally dus to the deficiencies in the political and
social seb up. This situation cannot be cured by turning to new planning
methods or putting & new emphasis on implementation techniques.

I would like to stress that the significance of political and social
relations and of institutionzl framewsrk for successful development and
efficient planning applies to all the countries in the world (also to the
socialist countries), The situation in this respect varies, of course,
very much in the various parts of the world, In certain counbries obstacles
of political and sccial nature may make planning almost completely impotent,
In other countries obstacles of this nature may play a greater or minor role
in inhibiting the cptimal development possiblé-within the existing economic
conditions (both internal and external),

Tt is not intended in this place to discuss the reforms in political
and social structures and institutions necessary or favourable for efficient
planning, It is my intention rather to show in what ways the methods and
procedures of planning can improve the efficiency of planning, providing
that there exists a certain minimum of politicel and institutional
conditions for efficient planning., Though this scope of considerations is
undoubtedly-limited, cervain useful, and practical conclusions can be
derived from it,

IT. Better procedures of planning for greater
efficiency of planning

Given the favourabls political and social conditions, the efficiency
of planning can be considerably increased by the folﬁbwing measures!

(1) Active participation of the policy makers in the process of
plan elaboration; :

(2) Wide participation of the various organizétions, social groups,
ete., in this process;

(3) Getting wide popular support for the plan.

' /A first
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A first thing which is necessary for application of the indicated
measures is a right understanding of the role and character of the
planning process, The process-of plan. formulation should not be conceived
as a mere analitical précess of finding the feasible and desirable
development pniterns. It should be .conceived as a true social process
involving various ingtitutions,. social and economic forces, etc. Being
a final result of this prosess a development plan is then a result of a
certain lkind of socicl mechaniem devised for the purpose of plenning.

Experience shows ths% proper organization and steering of the
planning.process may;have a great influence on planning, and pérticularly
on ﬁlaﬁ”implemsntation. It can greatly increase the efficiency of the
planning system. T

In the past not enough attention has been paid to the problems of
organization of the planning process (the socialist- countries and France
are a notable exception in this respect). Concern of many theoreticians
and praciical plavmers has been rather- orientated towards methcds of
quantitative economic analysis, A greater emphasis put on the problema
of the plannihg process (in its sociological, organizational, methodological
" aspects) seems fully justified. This seems particularly important to the
developing‘natioﬁs. , S -

Plaﬂning on the natiocnal level is essentially planning of and for
the national, sociel and economic policy. Its subject is to design the
'naﬁional policy objectives and measures, and its function is to serve the
policy on the national scale. This is, however, rather a statement of
principles than a statement of facts:. As & matter of fact, one can find
"plané“ which are anything but policy guides, which contain many things
but no cleazr formulation of policiea. It does not seem necessary to argue
that, if this is the real situation, it is not desirable and proper.

It is only a corollary of the above that the policy mzskers should be
the real planners themselves. Since, however, the planning process is &
process in which meny sides are involved, this statemsnt means that the
policy makers should participate actively in the planning process.

/The policy
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The policy makers guite often do not participate in the planning
process in a sufficient way, preferring to leave it to ths planning
experte, AB a result, the plan may become a document representing rather
the experts' opinicns thon the policy choices. Consequently, the policy
tends to develop along its own ways, not avaeiling itself of the advantages
presented by piannin-go Planning becomes inefficient and policy unplanned,

The anslytical precsss of planning is always a procsess of learning
for all taking part in it. It seems very important that the policy meakers
avail themselves of this opportunity. It is only by the active partieipation
in the planning process that they can éome to an understanding of the real
gsocial and economic problens involved in development in a way allowing
them to make correct policy choices., For that purpose it is really very
important that the planning methods and procedures‘are constructed in a
way allowing to use the method of learning via planning.

Active participavion of the policy makers in the planning process is,
in the light of the plamning experience of many countries,‘number one
condition of "correct relaticnships" between the policy makers and the
planning experts. |

Next condition of the correct dialogue between the two parts is a
common language and observing the proper places of each of them in the
process,

To make active pafticipaticn of the policy makers in the planning
process workabie and efficacious it is important and necessary that:

(1) The policy mskers understand the development interdependencies,
the escial and economic factors involved in development and
particularly the inter-relationships between the policy ohjectives
and the policy measures;

(2) They understand the methods applied in planning in their general
logic (not necessarily in all details);

(3) The process of planning suits the requirements of decision
making, and that the functions of policy decision making are
built into the planning procedure.

/It is
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It is a fact that in a number of the developing countries the
planning techniques and procedures applied are not devised with an aim
to take the indicated requiremients into ‘account. Thus e.g. the planning
techniques are often presented in a way which makes them incomprehensible
to laymen, th ex‘é'a.pnﬂa.rs a tendéncy to use in planning the models ignoring
the functlon of decision making or including it in a way which is
tnsuitable for the policy wakers. This ‘situation hampers partieipation
of the policy makeru in ths planning process and therefore weakens the
quality and effiéncy of planning. ‘

" For the correct dialogue betweeri fhe‘poliéj5maker§ and experﬁé it is
important that the two partiiss understand each other and observe their
proper rolés in the dialogue (i.e. in the planning process), Therefore, it
‘seems justified to formulate a following proposition: The planning techniques
and procedures should be so devised as to make it possible for the policy
"makers to take an active part in the planning précess, = Though this
'prop081tlon may look like & trulsm, it is very 1mportant and has serious
impllcatlons. ‘ : o '

Certain practical conclu81ons which cah be derived from the above
formilated proposition include, inter alia, the followzng: ’

(l) The methods of plan eélaboraticn should be as simple as possible
. and never unnecessarily’ sophlsilcated. Tt should be possible for the
educated people, non-experts in the field of planning techniques to follow
all the argumeniation behlnd the magor solutions of the plan.
4 Experlence shows that the most crucial problems appearing in
developnment planning can e undsrstood, by and large, without sophisticated
quantitative analysis. The lz“ter should be used; of ccures, as an
analytical instrument by experts. As such, however, it should not
necessarily be brought to the front of the planning problems.

" ‘Particular sttention should be paid to introducing the mathematical
programiing models, Mathematical models which produce the final solution
to a plan in an'ﬁnunderstandable way (éémétimes even to eiﬁerts)'should
never be taken as a basis for dialogue between experts and ths policy makers.
Their suitability as an auxiliary, analjtical instrument is another problem.
Plans should never be produced, however, like a deus ex machina but siould
be worked out in a way which is fully understandable., = |

/Mastering the
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Mastering the planning methods and techniques is a praiseworthy
tendency. One should never forget, however, that the best methods are
not necessarily the ones which are the most new and fashionable, It is
essential that planning methods be workable and efficacious in the
environment where thay ars applied. This is 2 most important criterion
for choosing the planning msthods,

(2) A principal tazx of planning experts is to define the crucial
options in the development policy. Those problems should become the
subject 6f the dialogue beiween the experts and the pelicy makers.

Planning experts should be equipped with methods and develop
approachas enabling them to selzct the problems of option and to present
all the elements necessary for making correct choices. Experience shows
that planning experts are not always best equipped to meet those requirements.
Particularly the formal, “accounting®, appfoach to planning, very popular
among the planners, most often fails in identifying the crucial policy
options. This can be only tos well urderstood, since the formal planning
models are very much similar sll over the world, and the actual social
and economic conditions very diversified.

It seems that, in order to perform the mentioned task correctly,
general planning éxperts should shif%t the emphasis from the formal,
consistency models to the socio-economic diagnosis and strategy considerations.

(3) Planning the development policy is principally planning of the
policy measures, The planning experis often forget it. . :

Consistency beiween the policy objectives and the policy measures
is a most important condition of efficient planning, This kind of
consistency of a development plan is difficult to be arrived at with the
help of formal consistency checking of the plan variables. Understanding
of the real social, political, and economic conditions, attitudes, etc.,
may be more important here than skills in programming bechniques. It is
in this field that the policy makers may be stronger in understanding and
argumentation than many of the planning experts, This may be one of the
reasons why the experts sometimes withdraw from this subject and turn
rather to formal devices,

/Llack of
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lack of a common language between the policy makers and the planning
experts occurs when the first talk the polit¢y measures and second of the
models. A common language has to be found in both fields. ' '

The policy measures should become a major subject of interest to
the planning experts, The main problens of option for the development
policy should be selzated first of all in this field, and becomeé a main
subject of dialogue betwszn the policy makers and planning experts. .

(%) It is advisable to organize the:planning process in stages,
This pirocedure known as '"planning in stages" has the following important
advantages:- ' ' ‘ ’ B :

(a) It brings the policy makers into the planning process,
requiring from them to take position with respect to the
subsequent "versions® of the plan, At the same time this
means that the function of decision making is built
into the planning procedure. ‘

{(b) Tt allows for a parallel development of the analytical

- -iplanning precess and of the process of decision makings
both proceed from more general, strategic problems to
more detailed problems. Experience shows that this way
of formulating the policy-lines is most suitable for the
policy makers and also very convenient for the analysts,
" (e) It ensures a real co-operation between the pélicy makers
and experts in the process and facilitates contacts
. between them. '

(d) It is a procedure allowing for learning via planning for
all participating in it. '

The specific solutions to the "planning in stages" procedure can and
should be so devised as to facilitdte co-operation between various ’
participants and particularly between the policy makers and experts,

“Planning limited to activities carried on by a central agency only
is bound to be deficient. Such an agency is rather poor in information,
which is needed, maybe poor?in‘initiative,-and not in a best position to
-take into account actual social and economic tendencies., That is why many
countries organize the procedure of planning in a way allowing various’

/economice organizations,
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economic organizations, agencies, etc, to take an active part in the
process of plan formulation. This is a basic prinéiple of planning in
the socialist countries. It is also applied in French planning and,
to 2 certain extent, in quite a few of the developing countries,

The following argumznts seem to be relevant, supporting the coﬁcept
of & multi-participan? planning processt

(1) It is importand for plan formulation that the economie, social,
technological, etc., knowledge accumilated in various organizatidns,
resecarch institutes, eic., is utilized. Organization of the planning
process should be locked upon as a way of intrcducing the knowledge,
experience, and c¢oncepvial effort of various organizations and individuals
into the common effort of finding the best patierns of economic and social
development of the country. This is partieularly important in countries
where the central planning agency is new and therefore often weak and not
well staffed. '

(2) Various organigations and agencies introduced into the planming
process have not only the knowledge and information useful for plan
formilation. They have also their own views, tendencies, criteria, stc.

It is very important for a central planning agency to know them, since
whether known or not in advance, they will appear in the course of plan
implementation and influence it.

The various participants introduced into the planning process reveal
their opinions about the feasible and desirable course of development,

These opinions are, of course, based on their own criteria and interests,
and on the information availzble for them, If the planning process is
organized 2s a kind of multilogue smong the various participants, and
particularly between the central planning agency on one hand and the

various sectors, regions, etc., ou the other, this has particular advantages.
The planning process becomes then a proceses of mutual influence, In it,

and through it, the central planning agency can seriously influence the
other participants of the process by way of informing them about the general
development prospects and strategies and also by convincing them about the
patterns suiting the natiocnal interests., Very often, of course, the sectoral
or regional opinions will not be influenced by central agencies. This should

/be expected
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be expected in cases when the differences of oplnlon reflect the real
divergencies of crl.,erla. and interests. To know these cases is, however,
most important for ceniral plamning. They indisate the fields where &
change in the sot up is reguired if the desired development has to come
about, This is most important for plaining the poliey measures - for ..
applying econtmic ms*muwmts, new institubticnal solu tions, ebe.

(3) Introducing various agencies and organigations into the process
of plan forﬁula i.on'should heip in gét*ing the plan accepted. This argument
does ned seem o require any further ccmuents.

(L) Collamtoraticn of ths centrsl planning egser 03' Wlth the various
participants in the process of plan formulation helps. in educating these -
participants to think in macro-ecoromic a.nd development terms and to
understand better the national interests, This is another aspect of the
learning via planning procezz. |

The above arguments show thet by organizing the planrirg process
in an appropriate way both, the quality znd efficiency of planning can
be improved, There is a vast experience confirming this proposivion.

iis requires, as indicé.tgd, that for the purpose Of planning a special
mechanism should be daﬁséd. To organize such a mechanism is a difficult
and delicats task, It involves a lot of problems of economic, social,

and politieal character. Very offen creation of new organizations may be. |

necessary for that purposs, ,""-he problems involved here are rather different - -

than the ones encountered in constructn.nt, the methods of guantitative
analysa.s for planning purposeS. ‘ ‘

" ITT. Genersl General planning machinery ¥
Experiencs shows that planning on the national scale reqﬁres an
adequate technical apparatus.. The 'function"of'plax_m:i"_n'g is carried, as a
rule, by some sort of specialized agency. The character of this agency,
its location within the set-up of the government machinery, its ‘functions
and Tules of functicﬁing,iall have sericus influence ont the quality and

3/ By the '"general planning mach:.nery" ‘the machinery for planning at
the national, or central level, as opposed to sectoral planning or other
planning in hmlted scope, is understood.

/efficiency of
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efficiency of planning. A diversified experience is available on these
matters, Particilarly the following sorts of sciuticns have been
experienced in many countries, aund are worth considering:

(1) Fntrusting the planning functions, on an ad _hog basis, to
some sort of independent bo?y of experts (¢.8. of an
int-imational civpinization);

(2) Entrusting the planning functions to one of the existing
Ministries;

(2) Crasting the ministry of develcpment, responsible for the
developmert Ludget {which is separated from the ordinary budget)
and at tha sawe time engaged in the functions of development
plannings

(%) Creating a specialized ministry of planning;

(5) Cresting a speciaiized planning agency of an advisory character,
attached tc the top exscutive avthority (the Council of Ministers,
the Prime Minister, the President).

43 in many-other cases of administrative solutions, it is not
reasonsble to state categoricully which of the alternative solutions is
the best one under all circumstances. The art of administration which
aims at achieving the best results through organization of human activities
has to assume that the human set up is the moat impoftant element of

efficlency, Taking, however, the caeteris paribus assumption with respect
to allocation of the human factor (i.e., assuming first of &ll that the
various alternatives have no influence on the availability and selection
of experts and of the leadership), the following oﬁservations may be
formulated witi: respect to the described sorts of solutions concerning the
national plamning agency. .

(a) Planning of the national development policy is the function and
the responsibility of the Government and, therefore, it is only too obvious
that it hae to be carried within the gevernment machinery - by a government
agency. Erploylng an independent body of experts for that purpose — as a
steady sciuticn « cannot bring about satisfactory results, There is quite
a sufficient empirical evidence showing that planning independent of policy

/making cannot,
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making: cannot-be efficient.: This institutional solution shows to be
particularly deficlent in arranging a sovnd and productive dialegue .
between the experts and the policy makers, which is a gcondicio sine
gua hon of efficient planning. -

Availability of independert scc¢ivw—cconcmie develcpment reqearchs
both quantitative arnd cua’itative, is of course most desirable for any

counvry. This research can and should be widely used for planning purposes.
It may te found particularly desirable that some independent research
. cantres come up with propesing the alternative dsvelopment® stratcgies. |
No independent body of experis can be, however, a gubstitute for the
gavernment plarning sgeney,  Expericnce chows also that the strenger and
the better the planning agency, the more favourable conditions for
utilization of inderendent development research for planning purposes.

(b} It hae never besn found workahle in the Ionger run to marry
the. gereral pianning functions with. certain sectoral ac:";n:il.nistrati."\re
apparstus withii: one ministry. In a marriage of such heterogenzous elements
onz side bas to suifer, and it is most often that planning being new, more
diffizult, and controversial, is the loser.

- (¢) Although arguments valid against the solution under (2) are
also eppliczile, mutatis matendis, to the case of (3), this last solution
merits scme more consideration. A

Being newly established, very often weak in personuel and influence,
it may be found advisable to endow the planning agency with some real power
and influence, In this way the role and posifion of the plamning agency
may be strengthened, and therefore also the influence of plannirig on the
eeonomic policy, Endowing the planning agency with competence in the field
- .of development. hudget works undoubtedly to this effect, This is an argument
which cannot be neglected, . )

If it is really found that, within the partn.cular circumstances
strengthening of the influence of the planning agency can best be achieved
by endowing it with competence in budgeting of the development programme,
the discussed solution may be deemed justifiable, It should not be
considered however, it .seems, to be a model and a steady institutional
solution, Experience shows that performing the technical functions connected
with financing and executing of the development budget may seriously disturb

/successful performance
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successful performence of the basic planning functions, It seems therefore
rather desirable to find a solution in which the appropriate influence of
the planning agency can be achieved by other means.

{d) Planning on the national scale is by its nature a function of
the general execubtive authority., In melation to the various government
agencien {Ministries or the other similsar sectoral agencles) it is a
function of general guidance and co-crdination of activities, Therefore,
it is not necessarily an optimal solution when the general planning
function is carried by an agency similar to those of the sectcral Ministries.
It is rather zccspted, as a rule, that the Ministers are equal partners
in the Government. Kence, it may be difficult for one of them to perform
the functions of general guidancsz, It is not that this sort of institutional
solution is unworkatle, Still, in many cases it does not prove to be the
best one, |

{e) From the above ccnsiderations it follows that the institutional
solution presented above undsr (5) may prove rather a best one, This
solution can actuzlly contribute to more efficicnt planning providing
haever, that the following conditions are also fulfilled:

The planning agency is in the position and has the leadership ecapable

to exert a real influence on the policy decisions and by that way on

the activities of the government agencies;

It is strong in expert brains, impartial, and inventive;

It develops correct relationships (the dialogue) with the policy

mokers, drawing them into the planning process.

It has been experienced that forming a high-level committee (headed
by top peliticians), working in an operational way with the technical expert
body of the plenning agency, proves very often to be a very good institutional
solution facilitating realizetion of some of the mentioned conditions,

The following functions are most often listed as the basic ones of
the central planning agency:

(1) Elaborating the development plans;

(2) Following up realization of the plans;

(3) Organizing the over-all planning process.

/The emphasis
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The emphasis put on the indicated functions varies from country to
country, While item (1) is always lisbed as a bacic task of the plarming
agency, quite often nut enough attention is paid to (2), and item (3) ‘may
be neg) Lected a.ltoget} )

Fiaboration of the medium-term development pian is U‘UBJJ-Y a fir St' o
tesk assigned to the newly created planning agoney. As howaver mentioned_
carlier, it is often being Forgotten that designing the policy msasures
is & most imp'*rtant‘mement of plenning. It should be ne\,essarll)' ln°1Uded
into ths basic dutles of the plarning agency. . _

W:tn progress in develsping the capabilities in progracming the
planning agenc: as tu m often to the more ambitious task of 1on5r-+erm
development etudies and programing., The need for long-term studies may
be more or less urgent, and alsc the conditions for carrying useful studies
of tm.s tvpe may be more or less favourable, according to clrcum%tances.

T4 merita atbaation, however, thet though conditions and po==81r)lllties

for overwall long-term programming msy not be ripe enough, it may prove
very useful and even urgent to work out partial long~term prograumes,
par‘bicula.riy for the various fislds of infrastructure. It is not necessary
to wait with those studies for a general long-term development programme,

Following up realization of the development plans is often carried '
by the planning agencies by way of elaborating periodical (ammual) progress
reports, In the reports the economic performance of the country is rev:i.ewed,‘
analysed, and measured against the plan objectives, and the policy measures
suggested aiming at assuring realization of the plan. It is qulte of‘oen,
however, that the last elem..nt is neglected or forgotten altogether,

Eti;of:“len\.e in :Lntroduclng planning has led many of the dave.:.opln'g'
countries to t'he conclusion that elaborating the medium-term plans and
following up their realization by way of anrual progress resports does not
prove sufficient to make planning really efficient. It is considered
desirable and even necessary for. that purpose to introduce the Operatlonal,
short-term (annual) plans, In the socialist countries, where annual plans '

custitiute an important elemant of the. system of pla.ns, these plans perform
the . followmg ﬁm:;t:.ons:

/(a) They
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{a) They introduce the necessary changes into the medium-term plans;

(b) Thyy design the measures of plan iwplementation,

For the purpose of making plerning more sfficient and policy more
ccherent and purposefvl it scems irgportant that the planning agencies in
the developing countries include anrual pianning i:n their basic duties,
Introducing annual planning helps to meke the planning system more elastice
(21lowing for adapting the medium-term development pian to the chenging
conditicns in a systematic way) ard allows for proper designing of the
cirrent policy measures, particularly for better co-ordination oI the
amnual gevernment budgets with the development plan. The last problem
proves in many develvping countries te be of crucial significancs for
the planning system, '

Widle elaborating the development plans is considered everywhere to
be a basic funiliwn of the planning agency, it is not always fully realized
that for performing this task in an appropriate way it is necessary that
the central planning asgency ftakes very active steps in organizing the
over-all piamning process. Since this involves many government agencies
and other organizations and, indeed, means influencing the whole institutional
set up to adapt it to the planning system, it is not without reason to
list thie function as a selected and important one of the planning agency.
A few lines of activities in performing this function seem to merit special
“ attention, , )

Availability of statistical and other information is always of crucial
importance for plamnning. Therefore, the planning agency has to care about
developing the informational basis for planning and indeed, organize it
when necessary. It is found desirable and often very necessary, that the
central planning agency exeris an effective influence on the programmes
of statistical research carried by the statistical agency. In a few cases
the central statistical office has been put under direct control of the
plenning agensy. This solution doess not seem necessary and desirable,

A practice consisting in working out annual programme of statistical
ressarch, approved in a way allowing for effective influence of the
planning agency, developed by some countries, has proved successful and
seems to merit particular attention, Statistical offices are not found

/most suitable
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most suitable for collecting technical infermation and other information
coming from external sources. If this sort of information is corsidered
important for planning, the planring agency should come with the proposals
of creating the apprepriate organizn.tions‘or other ways which might ‘help
in suprlying the informatier recuired, _

8ince, as indicated earlier, the plauning process sheuld invelve
mazny agencies and organizations, it is necessary thot the ceniral planning
agency works out the general plannlng procedure and guides the planning
process throughout all the machinery involved in it, Though egtablishing
formal mules of the plonning procedurs {defining the stages, the participants,
the fermas of draft-plans, ete,.) is guife important for organizing the
planning process, much more difficult tasks are encountered in framing the
various institutional arranzements which may be needed for pla.nnlng, Most
sften it is found necessary to establish new organl.r:tt:tonq or mst:l.tut:.ons
perterming the various functions in the planning process. Such needs
appear very often in the following fieldss -

Creating capacities for project studies (feasibility studies) in the

verious sectors;

Establishing the regional planning bodies; _

Developing research and planning capacities in the various sectoral

apsneies; ‘ | ' -

Creating institutions a_J.mmg to draw the private sector into the

planning process, o o

It is very important to stress that the central plaﬁning agency
should not limit ite functions to elaborating the plans within its own
framework only. For the sake of improving the quality of plans and f.or‘
the sake of making planning more efficient, any central plamning agency
~ should apply measures -aiming at organizing the planniné activities
throughout all institutional set up of the cowntry.

fa stressad earlier in this paper, planning on the national scale
is essentially planning of the national soclal and economic policy.’ It"
follows that the general pla.zmlng machinery should be conceived as including
two basic elements' . ‘ o

(1) The decza:.on-malcng aut}mrity,

. (2) .The technical planning apparatus,
/Identification of
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Identlification of those two elements is cbvious: the first is the
(;‘ruvernmen"c.,iv tre sceond the central plamming zgericy. This means that
the plamning agercy is a sort of technical appacatus for preparing
decisions, and not a decision-making bedy. IL is therefcre very often
enphcsized that the central nlanning egency be undersiteod as having
advisory functions and thcerefore, as a body cf adviscry character,
Arguments for this proposition are rather strong. This cheracter of the
plenning agency can be accepted, it seems, as a model instiltutional
sclution, Still, certain very important qualificeticns have to be
indicated in this context,

The advicory character of the planning agency can be defenced for
the case only when there exists really an efficient and proper co-operation
in piznning teteen the Government, on one hand, and the planning agency,
¢n the other. This requires first of all, that the Government is actually
engagad in plamiing its policies, If it is not coamitted to planning,
however, and not ready to submit the activities of its wvarious agencles
under the control of the planned policy, turning the plarning ageney into
an advisory body may bring about turning it to one or anecther sort of
intellectual, not very productive exercise.

Experience shows that, though advisory as the proper functions of
the planning agency should be, it is s*ill very important that the advice
given hy it {in form of draft plans, recommendations for rolicy measures, etc.)
carries heavy weight. It is particularly important that the planning
agency has a strong enough influence to countervail the sometimes very
powerful sectoral ferces. It is, undoubtedly, not easy to assure a strong
enough, real countervailing influence of a body having principally an
advisory character. The strength of argumentation, based on correct
information, research, etc., is certainly of great importance here. Still,
in most cases this alone may not prove sufficient., It is therefore

&/ The functions of the Parliament are not taken into account here.
ihough they may be of crucial importance for the relationships
between the Parliament and the Government they do not affect as a
Tule, the relations between the Government and the planning agency.

/considered very
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considered very important to strengthen.the planning agency politically,
what is often being achieved by putting a perscn with strong political
position at iis heads Ti is also to be meniioned that forming a high=
level committes working operationally with the technical apparatus of
planning (a.s} indicated eariier in this paper) helps in strengthening the
real influence of the central planning agency. It may be found, however,
that still other institutional solutions are necessary to assure the
required influence of the plamnning agency within the whole [ramework of the
government machinery,

Efficient perfcrmsnce of the central planning agency depends, to a
very great extent, co the quality of its staff. The difficuities in
obtaining high guality staff for the newly organized planning agency in
a developing country are only tco obvious, There is no one country in the
world, however, which would not encounter troubles in staffing the newly
created function of planning on the naticnal level,

With all the limitations and difficulties encountered, it is very
important to select the personnel which, thougn not well prepared in advance,
would be suitable to acquire the important qualities required for planning
on the national level, Experience shows that the new staff can acquire the
necessary technical skills in relatively not a very long time through
"learning via plamming®, additional training courses, etc., providing
however that it is properly selected. It is therefore very important, for
selection of the staff, to keep in mind certain qualities required from the
national planning experts, To those, most important qualities, there belong:

(1) A good knowledge of the country's economy, society, and of its

institutional set up;

(2) Connexion of dynamiem and inventive power with expertness;

(3) Ability to think in macro-economic, development terms;

(4) Acquaintance with the development experience of other countries;

(5) Ability for quantitative analysis,

It is because of those requirements that the best results are obtained
when the staff for the central planning agency is being recruited from ameng
the two groups:

/The well
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The well experienced experts from the variocus Government and other

organizations;

The young, ambitious people from the universities and the other

research institutions.,

A proper combination of thcse two sorts of people can preduce a best
composition for the plaenning agency, though each of them certainly requires
a different type of training.

For efficient performing of its functions, it is also very essential
for the planning agency that it does net adopt the routine ways and
procedures prevalling in certain agencies carrying on the traditicnal
administrative functions, It should rather develop patterns of organization
and procedurs similar, to a reascnable extent, to those of the research

institutions.



