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ANNEX
Report of the Regional Conference on the Role of Public
Administration in Promoting Economic Reform
in Bastern and Central European Countries
INTRODUCTION

1. Modernizing and reforming the administrative Syswm is an esseatizl component

of the economic and social transformation currently taking place in Castern and Central European
countrics. Public administration reform is a sine gua non for development and needed to
facililate the transition of Eastern ?nd Central European countries from a centrally plarmed to &
free-market economy, as well as their integration into the global economy. Related to this
process is the task of redefining the role of the State aod of public administration. Ttis generally
apreed that the State must change its role from one of direct involvement in production to the
functions of development, regulution and the maintenance of an enabling framework. This shift
requires considerahle. modifications in the Stite machinery and promotion of new skills as well
as the orientation of public officials to the changing demands of this new task environment. This
considerable agenda for public sa;.tor reform was the tocus of a meeting jointly sponsored by the
United Nationy Departinent for bc&c‘lupumnl Support and Management Services, the United
Nations Devclopment Programme and thc German Foundation for International Development
(DSE). The DSE agreed to host the event in Beslin trom 24 to 26 Junuary 1996.

2. The Conference was the first of tour regional meetings scheduled in preparation
for the Resumed 50th session of the General Assembly on Public Adinimistrativn and

Development, which will be held in April 1996. Its ohjcctives were defined by its organizers
ss follows:

(@)  to unalyze the administrative implications of economic reform, in transitional
economies, especially in the areas of: policy planning and management; resource
mobilization and public expenditure management, legal and jostitutional
framcworks; and civil service reform and training;

()  tocompare the progress accomplished in these countries in dealing with the above
challenges;
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facilitate the transition of Fastem' and Central European countries from a centrally planmed to a
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functions of development, regulution und the maintenance of an enabling framework. This shift
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Development, which will be held in April 1996, Its ohjcctives were defined by its organizers
as follows:
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(©@ o review the relevant expericnee of selected aspects of the developed economies
in relation to the four main topics, which are applicable to economies in
trausitivy; and

(d} to identify the major issues in administrative reform and develop practical
recommendations in this regard.

3. Seventeen Member States of Eastern and Central Europe were invited and sixieen
. participated  in (his regiomad Conference. They wee Albania, Armenia, Belarus, Bulgaria,
Estonia, Georgin, Hungury, Latviu, Lithuania, Moldova, Poland, Romania, the Russian
Federation, Slovakia, Slovenia and the Ukraine. Additionally, the following organizstions were
represented: the United Nations Secretariat, the United Natiuns Development Programme, the
World Bank, the Economic Commussion tos burape, the Programme SIGMA and the German
Foundation for Ilnternational Development (DSE). To ensure substantive inputs reflecting the
total cxpericnce of developed Western countrics, the UNDDSMS invited four consultunts from
France, the Netherlunds, the United Kingdom and the United States respectively. The DSE
contributed the services of a noted German scholar and of the Rappocteur.

4. The Conterence took place against a backdrop of rapid change. A driving force
for change is the breathtaking progress of science and technology which has paved the way for
the growth of an intormation-based post-industrial xociety, the rise of global markets and the
liheratization of the international ecomomy. These several developments have opened new
opportunities for international cooperation, and correspondingly, added to the pressures for
institutional adjustments and veforms. Other contributing factors are the lingering global
recession and, in muie recent years, the decline of a management ideology which exerted
considerable influence in large parts of the world during the early post-war decades. Key
features of that ideology and the economic systems to which it was related were tight

bureaucratic coatrols, centralized planning and sdministration and the State’s direct involvement
in the production of goods and services.

96-08762




A/50/917
Arabic
Page 5

5. The combined cffect of these trends has been visible on many Jevels. Aside [rom
labour markets, these changes are transforming the world of arganizations both in the private and
public sectors. They have called for a new emphasis on cost-consciousness, efficiency and lean
management, They are also giving rise to a new paradigm of a client-oriented and citizen-
tesponsive public service, one whose structures, procedures and culture may be substantially
different from those of previous ycars.

6. Panici;ﬁanrx were hriefed on the proﬁr&ss of reforms which covered several areas
from civil service structures, staff policies and training, t ~ administration audit, tax legislation
and privatization. Such inputs demonstrated a diversity of approaches on public adminisuation
and cwunomic teform.  As the pace of pragress differed, so did the dogree of implementation
from country to country. All national experiences; on the other haod, appeured to recommend
the need for a halancad approach, avaidance of extremes or spasmodic measures. They further
highlighted the value of clear vision, long-term holistic strategies, stability, coherence and
consistency in the pursuit of chunge. Thess, in turn, were predicated on buiiding the cagracity -

both in terms of personnel and of instilutional tools - for the complex tasks of planning and
implementing teforms.

7. New skills had to be imparted and attitudes developed to carry out new functons
and 1o displace & culwre of risk avoidance and secrecy. Beiter coordination and information
flows were also highly prizod, but it wus widely agreed that they should be the outcome of more
effective mechanisms and closer integration, not steeper hierarchies and centralized control. Bath
perticipants und speakers emphasized the merits of flexible, pragmatic and undogmatic policies
of deregulation and denationalization. They also took the view that privatization should be
conducted in such a manner that it effectively inuruduces competition in the provision of services,
and not csu‘blish private, in licu of public, monopolies.

8. The State will not wither away. Indeed, it could be argued, that their deliberation
bure weighty testimony to its enhapced significance. However, what the Meeting has
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demonstrated i that the scope and structures of government and of the State - indeed their very
nsture - are changing very capidly and will continue to evolve. The challenge that confroats us
is how to smooth this process and guide the course of change, through democratic methods,
wwards constructive eads, A stong proactive government may ot be necessarily onc that is
big. Itis ccrtainly not burcaucrutic. Rather, what is required is a government less concerned
with preemptive controls of all fucets of national life, and less direcdy involved in - let alone
monopolizing - the production of goods and services. tnstead, participants felt that the ongoing
transition from a centrally planncd to a free markel economy calls for a goverament more
concerned with creating and sustaining an environment in which such goods and scrvices can be
produced cfficicatly to thoe satisfaction of citizcas and clicnts. Such are governments of States
which not oaly mépact and protect the rights of private citizens, but also actively promote and
facilitate their fulfillment in the form of diverse individual or group activities. This is a State .
that listens and communicates, a State whose civil service is respoasive and accountadble and
whose decision-making processes are transparent and open to public participation and review,

9. More and mare in all of Burope, we live in stales where governments remain the
dominant players, hut are not alone in the ficld; and where the profiferation of ron-state actors,
tuking a prominent part in civic affairs and economic activity, already constitutes a basic fact of -
life. Civil servants must be exposed #nd sensitized to this imponaﬁt developmcﬁt. They must
be uained in the productive wse of the private sector capabilitics and promote its potential to
accomplishing public purposes in a broad participative manner. This would include recourse to
"farming® or "comtracting out", franchiscs, caompefifive hickling and the constructive use of
market mechanisms, in general. |

10.  In large parts of the globe, (;ld bumuuxliusm{cuncs aud currespunding methods
are slowly giving wiry to new, more innovative und user friendly ways of getting things done,
in which the demarcution between government and governed can often he hlurred. A State
accustomed 1o thinking for its "subjects”, telling them what to do, is now progressively learning
new ways of interacting, soliciting advice and seeking the support of those directly concerned.
The old top-down appsoaches are slowly being replaced by ncw patterns of administration, in
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which deconcentration, decentralization and debureaucratization are prominently featured as paths

which lead not only to greater efficiency and client satisfaction, but also to grass-roots
democracy.

11.  Of coursc, nunc of thosc paths arc casy or risk free. For instunce, several
participants remarked on instances of dysfunctions arising from the initial drastic dismantlement
of the old structures and setting up of new ones. Also, reference was made to measures which
promoted decentralization, devolution and deconcentration, but which did not mmcxcnﬂy take
into account the need 10 preserve proper halance between central and local government vn the
one hand, and between the several layers of government on the other,  Likewise, the gains
secured through civil service reforms had been partly offset, im some cases, by the effects of
braindrain and the rapid tumnover of staff.

12, Isthere a common ground? The Conference thought so. Its general conclusions,
the product of exchanges both in the plenary sessions and at the group dixussions, suggest that:

O What is needed is not less governmeant, but berrer and different government;

O We need to redefine the respective spheres of Stale and nou-state ucwrs, e, the
private sector and non- govcmmmtal organizations ("NGO’'s") and also build the
mechanisms for better interaction, interfsce and cooperation between them. A
‘state of the union" report (or "governance repaort ) would be helpful in
highlighting such linkages;

O We also need to ensure that interactive processes of this type and the participation
of groups from civil socicty in policy-making proccsscs arc not monopolized by
strong, well-organized interest or pressure groups. Trunsparency of those
processes is important in order to create positive reinforcement and synergy;
effective cooperation of all actors is also critical;

O We nced cnabling trameworks of laws and regulations that generate stability,
: confidence and predictability, support individual initatives and make the
enforcement of rules and decisions possible; ’

O ° We also nead to ensure the tdmely and universal dissemination of information on
laws, decrees and policies. In this connection, clarity is of the esseace. Clarity
makes it possible for legal information to be disseminated and made widely known;
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There are four major areas, where legal action is reqnired.  First, it is necessary
to cstablish property rights and to ensure their legal protection. Property rights
must be asserted clearly and without ambiguities. Secound, it is uecessary W
ensure competition; otherwise monopoly of the Stale in business activities will
simply be replaced by the monapoly of private capital. Third, special attention
should be paid to the protection of citizens’ rights against the bureaucrsey. This
includcs the development of administrative procedurcs, judicial review of the
administration, and development of the institution of the ombudsman or it
eguivalent. Fourth, the importance of tabour laws is crucial. 1LO conventions
that protect the rights of workers must be carefully reviewed and duly
" implemented. The prompt entorcement of rules is & prerequisite for a viable
democratic order.  Without it, even the best law remains without effect;

We need to understand that privatization is not a goal in itsclf. It is an instrument
to increase efficiency in society, to improve the use of available resources and to
make market-oriented reforms irreversible. Ownership restructuring must be
undertaken in accocdance with conditions and priorities in differeat societics. The
role of government is to create an ensbling environment for the process of
privatization. It requires transparency and openness of procedures. there is no
market without trunspareacy. The growth of 2 new private sector makes new
demands upon the civil service and quite often requires new skills from public
aundnistraturs. 1t is the respunsibility of public administrators to creale a system
which is conducive to economic development for both the private and communal
sectors;

We also nced o csiablish by law a clcar separation of responsibilities between the
central governmemt and the local authorities. The latter should be vested with
proper financial means, including tax powers and assets in accordance with their
responsibilities;

We noed a civil service with a strong professional cthic and oricatation, a high
level of wechnical competence and administrative skills and a culwre emphasizing
the paramount importance of service to the community. High on the list of
priorities is the need to infuse the prevailing culture in the public sector with the
conviction that service to society and the citizen is the major ruison d'etre of the
civil service and (o reinforce responsiveness, transparency, xmpamaluy. objectivity
and accountabiity as major professional values,

We need to create conditions that favour the success of civil service reform. One
such condition is support from public opinion; another underscores the need for
cooperation among institutions engaged in civil service reform. Training is rightly
viewed as an important strutegy in this connection. Reglonal training programmes
have a special role to play. International organizations (such as UN, the
Programme SIGMA, Ell) as well as bilateral programmes can reinforce the
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yuality of training by revamping and refining trainers’ skills through programmes
of training the trainery. The value of such programmes lies precisely in the fact
that they create multiplier effects and expand the scope of traiing in the region;

)

We alsao need to establish and to maintain the needed data bases for civil service
management.  Such data bases are valuable not only in the coaduct of training,
but also, in the deovelopment of civil scrvice policy, the establishment of
benchmarks, realistic stindards and norms, etc. The exchavge of infutmation
through communicating data bases as an important tool to turther integration in
Furope and heyond; and

@) Lasly, we nead 10 create 2 framework for effective resource mobilization and
public cxpenditure management. In this regard, the Conference proposed that
consideration be given to the following:

() sciting vp of official export promotion agencies, e.g. facilitating
participation al trade [xirs, waintaining commercial representation abhroad.
These agencies usually remain in the public sector,

(b) trade information centres, which compile basic information on main
overscas markets, industrial standards and trade agreements. Such
agencies, modeiled on UNCTAD Trade Points, could ultimately be
transterred into the private sector and be run by a business association; and

(¢)  encouraging private companies to provide information on
production/quality cuntrol assistance, final packaging and labelling,
. financial assistance elc.

With regards to public expenditure management thc Conference recommended:

(a)  where services can be specified, measured and monitored in a contractible
form, govarnments may consider the redefinition of relationships between
policy-makers and policy implementers in ways that would aliow closer
specification of service standards and targets, decentralization of

. appropriste managerial antonomy and performance-linked management
incentives (rewards and penalties);

(b)  preater attention to the potential, as the private sector expands, of
contracting out selected government services to private firms and in-house
agencies on a competitive hasis. Some countries have claimed significant
cost savings and quality improvements from this approach; and

(¢)  to trassfer of some revenue-raising and expenditure authority from cenaal
to lower level povernments.
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