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"Tnstitute of General Adminicstration, FBosgotd! (UNDP/SF Project COL 19 Phase I )

"Institute of General and Financial Adninisiration" (UNDP/SF Project COL 38 Phase IT)

No one to whom I spoke on the subject in Bogotd failed to apply the
word "fracaso" to Phase I of this project, lauached with such high hopes in 1965,
and one can only sincerely hope that the present move into Phase II will prove to
be a genuine "triumph of optimisr over experience’. Such o victory is possible,
but it will require the 1ron rcsolve of all concerned to overcome the basic
problems which wrecked Phase I and still threaten Phasc II. Fortunately, all
the organisations involved seen to be grinly deterriined that the success that

evaded the first attempt shall be ettained during the second.

2. ~ The fundanental difficulties are clearly rcvealed in the Agency Terminal
Revort for Phase I, dated 1 August 1969, and Professor Ivor Gowon's mid-term
report of 1966 still remains extremely pertinent. The most important points

have been recently summarized by the hew Project Manager under the following
heads:- 1) Counterparts; ii) The "fellowship drain"; iii) Uader-use of

equipment; and iv) Employrent prospects.

3. On the first point, I canuot overstress th2u the work of the UN

specialists must be primarily directed not to teaching, or independent research,
but to the formation of the Institute through the training of thiir counterparts -
by which I rean the whole Colombian teaching staff of the Institute. Quite
apart from other indicotions, I deduce from the fact that the students protested,
" by way of a strike, asainst the general quality of the UN experts provided under
Phase I that the experis werc used primarily cs leclurcrs. This may be largely
unavoidable in the early stages of new projects of this nature, which, in the
past, have usually been launched before adequately trained counterparts were
available, but in Phase II of this project I sugcest thet the prime target of
institution-forming rather than the secondary airm of student production rust

be contlinuslly borne in mind from the very begianning. Similarly it appears
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to me that detailed studies, such ac thal on the Municipal Tax System of Colombia
produced by one UN expert duriang the first phasc, should be the work of a counter-
part working on a research éssignnent under the direction of a UdJd speclalist and
not of the UN specialist himself. If the Government require work of the latter
kind, it would be morc appropriztely perforrec by a short-time consultant. I
suggest thot thc paramountey of institution-forming should be held firmly in
view by 2 requirement that the Project Manager should comment on it specifically
in his periodic reports. There aplears to be adcquate general rgélisation of
the need for the greatest care to be tsken in the selection of UN experts for

the second phsse. The field for this is cleer; of the earlicr team, only the
present Project Manazer now remsins and it is eacouraging to be able to record

that he appears to enjoy the full confidence of the Colombian authorities,

P On the second point, I should likec to mention only that, at the tire

of my visit, of tea fellows who sludied abroad under Phase I only two were still
connceted with the project. This problen is gencral, not particular, and a
satisfoctory solution is basic to the whole possibility of lesting success for
external technical co-operation in Colonmbia (and many other couatries ia similar
circumstances). Colombia has a systen of obliging returnec fellows to scrve
their parent project, after their rgburn, during 2 given multiple of the tine
spent abroad. I subnit that the necessity for such a requirement is a measure
of the extent to which existing rewards for service are out of line with the
anational labour riyrket; given competitive terms, fellows would presumably
return to their own countries inspired by the training received and eager to
devote their encrgies to the service of the state in their chosen profession.

At one reuwove, similar considerations apply to point four - Euaploynent prospects
for students of the Taistitute - a problem of cardinal inportance on which
Professor Gowon pu® his finrer as long ago as 1966 in the report mentioned in

paragraph 2 above.



5. Point three - inadequslte use of equinmeat provided - has perhaps
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been overstressed. As far as Ud-supplicd cquiorent is conccrned; the “wo

most exoensivc itlems - the Multilith offset duplicator and the project traasport
vehicle - have becn working overtiie for threc ycars. (It will, incidentally

soon becowe more economicel to replace the latter than to continue to pay
inerecasing bills for repairs and rmaintonsnce. ) Of the other items on the
property control list at the tirme of =iy visit to the projcet I found cnly two
which were not ia working order - the "Varityper" photo corposing nachine wnd
the "Mulligraph" cxposure frame awd its ancillary "Veripax" signer and offsct
adaptor. The reason for non-use of thesc items is primarily leck of under-
standing of the nachinery, in gpitec of the existence of the sppropriate manuals.
The Project Vanager is considering the best rethod of setting this equipment
iato use and I should like to cormend his idesa thnal, instead of gectting =2
technicica (or pcrhaps two -dght be required) from abroad to rectify and

der onstrate the correct use of these pireces, the new Decretary General of the
Institute, who is himself aa "Engineer', might be given a course in gen.ral use
and nmaintenarncc of sudio-visual egquipmeat, including these two particular
machines, I make this sugrcstion also in consideratior of the rmany other ’
pieces of equiprent which I was shown - projectors in particular - which werc
sinply described as out of order ond uaserviceable, I beli. ve that not only
should the Institute itself be able to maintain such cquiphent in working order,
but that 211 or rosl counterparts should be lraincd in its repair and upkeep.
Furthcriiore, at least one of the UN specialists supplicd should be able to
instruct counterparts in the use of all the equionent aveilablc, in support of
the proposed audio-visual aids Centre within the Institute. It is not enough
that this Centre should exist aad be¢ 2t tho scervice of the UN experts and thcir
couaterparts; the latter 1ust also b treined in the full exploitetion of modera
audio-vigual teaching techaiques. To naintain pressure ou this point, 1t might,
once agzin, bhe useful to require soecific periodic reports on this aspect of

the projcct.



6. After drafting the above prragraph I learned that the expert in
audio-visual ‘techniques in another Special Fund project centred in Bogotd,
to whom I had suggested informally that he could contribute some useful
crogs~-fertilization in this matter, has kindly drawn up and submitted a
report on his views to the ranager of project COL 38. These observations,
which I presume will heve been relayed to the executing agency, are clearly

more professional and more pertinent than my own.

7. I should like to close these few observations with a rapid comparison

of the plans of operations for the two phases of this project:-

COL 19 ( Phasc I ) COL 38 ( Phase II )
480 senior officials a year to In-service training courses for middle
receive in-service, subject- and top-level officials on common
oriented training. subjects and subjects specific to

individual departrnents.

Pogt-graduate courses in A regular post-gzraduate course of two
general and financial years' duration in public administration.
adninistration,
Job~oriented courses for tax Research to support post-graduate
and insurance inspectors etc. teaching and lead to reforms in

public administration.

There will bc nore stress in Phasc II on Econciiie, Financial, Social and
Municipal Administration, in line with legislative reforns in these dircctions.
This denonstrates a satisfactory spirit of adaptability to Colombia's require-
ments, but my attention is drawn to thc upward tendency in the direction of the
UN effort, as indigatod by the words in the Phase II plan of operations which

I have underlined above. I trust that independent efforts are beingz made -

on a large scale - to produce or upgrade the arry of competent civil servants
on a lower level which will be needed to match the Institute's output of staff

officers.



SUMIIARY OF RECOMMEIIDATIONS

1. That the project ranacer be insiructed to rcport periodically
on the specific institution-forring and eudlo-visual trainirg
aspects of his work ( Paras. 3 and 5 )

2. That the utmost carc be devoted to sel.ctiag the very best

specialists possible for the second vhasc of the project ( Para. 3 ).





