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ELEMENTS THAT MUST HAVE INFLUENCE ON  ADJUSTMENT PROCESSES IN SOCIAL SECURITY INSTITUTIONS:  THE CASE OF THE INS IN COSTA RICA

PART I:  ECONOMIC AND SOCIAL ENVIRONMENT

SOCIAL SECURITY AND ECONOMIC DEVELOPMENT.

Economic development is characterized by the increasing use of money in the economy, by the diffusion of manufacturing production and its growing mechanization, and by the demographic predominance from the country  to the cities.

In this process of advancement, important structural changes in the means of life and in the family organization  tend to occur; today, a family that during all of its life lived in a rural environment, all of a sudden finds itself in a urban environment where it depends entirely on retribution to efforts.

In this new economic situation, social security programs are even more essential to protect workers against the risks that determine the regularity of their income and their capacity to provide for their own needs and the needs of their families, that is, social security becomes a key factor of industrialization, economic development and progress.  

The characteristics of every planning process shall then contain a series  of elements, the relative importance of each one of them depending on the significance assigned to these elements in each country taking into consideration the level of development.  However, the following elements can be mentioned:  the economic and industrial structure, the needs of the active population, the customary structure of social and family life and their foreseeable transformations, or, generally speaking, the benefits system provided by the institution  for its members.

It is the role of social security to create the schemes necessary to have a more healthy and efficient active population, as it favors directly productivity and economic development.

As regards the topic of economic benefits, as a substitution of salary during a period of convalescence after an occupational accident or sickness, they prevent the diminishing of the standard of life, generating an important safety for each person.

However, now more than ever, financial stability acquires a key importance not only within the protection philosophy, but it must guarantee that it is not becoming an excessively heavy burden for the productive sector.  This leads to consider a concept, perhaps difficult to implement, which has to do with creating a social security system homologized at the level of the blocks of countries (Martínez, 1999), with the purpose of not contributing to  create a difference in the competitiveness of enterprises in one country with respect to the other.

SOCIAL SECURITY AND SOCIAL PROGRESS
Following with the frame of analysis, in recent years notorious changes have been observed in the approach of economic development and in the goals to be achieved.  Governments admit today that development is a process in which the reciprocal influence between social and economic factors is permanent.  Moreover, important international organizations have accepted that “the purpose of development is to make available to everyone opportunities for a better life” (World Bank, 1998);  therefore, it will be essential to attain a more equitable distribution of income and wealth to promote social justice and efficiency in production, to raise substantially the level of employment, to widen and improve the means of education, health, housing and social welfare and to safeguard the environment. 

In the developing countries, the population is less protected by social security, because a lower proportion thereof belongs to the salaried sector and has the right to receive  benefits.  However, even so, the level of evasion must be an important aspect to be taken into consideration.  This means that if in the social aspect the general effect of a social security program is the improvement of the quality of life, in the economic aspects its general effect is a redistribution of income.  Sir Winston Churchill said that social insurance is the manner “to utilize the magic of averages to provide for the masses”.

A social security scheme distributes income in two manners:  horizontally and vertically.  A horizontal redistribution of income will be inherent to any type of scheme, because it operates according to the insurance principle or to the principle of solidarity between the healthy and the sick worker, between the active and the retired worker or between the worker with children and the childless worker.  As regards vertical redistribution, or in other words, the transfer from the high income groups to the persons with more modest economic means, or from those with a higher degree of risk and those that have a lesser degree of risk by virtue of their economic activity, this objective requires a diversity of social and economic policies. 

DISTINCTION BETWEEN SOCIAL SECURITY AND SOCIAL INSURANCE

In the analysis of the aspects above mentioned, we have used the concepts of social security and social insurance.  However, in order to establish the central topic of this forum, the difference should be made clear, although it may seem obvious, because for many the terms are equal and have the same meaning.  Social insurance was the first to appear as a program oriented to protect workers and their families against the risks and misfortunes to which we are all exposed (occupational accidents and sickness, disability, old age and death, sickness and maternity).  When speaking of social security, we must interpret it as a group of programs that substantially increase the protection originally offered by social insurance (Arauz: 1993).

This distinction is not only made for conceptual or semantic purposes, but makes it possible to better identify the responsibility of the Government as the principal promoter of social policy and, therefore, this is one of the principal starting points when talking about planning schemes.
In a general manner, it must be understood that social security is a more comprehensive term which includes the forms of coverage offered by social insurance and adds other types of coverage that have as purpose a higher development of society. 

COSTA RICA:  ITS SOCIAL SECURITY STRUCTURE

Costa Rica has been a country within the continent that presents certain important variations, including the fact that since 1974 it ratified Agreement 102 of the ILO, relative to this topic.  Since 1924, 75 years ago, through the now INSTITUTO NACIONAL DE SEGUROS a differentiated scheme was created to take care of an important segment of population, the working class, understanding that this  was required due the importance of this sector  for  productive and social development.   At the level of the Political Constitution, this concept is established when article 37 stipulates “The administration and control of social insurance shall be under the charge of an autonomous institution named Caja Costarricense de Seguro Social.  It also stipulates, with respect to working risks:  “Professional risk insurance shall be for the exclusive account of the employers and shall be governed by special situations.”

In this sense, at a general level and, particularly, at the level of the concept to be discussed in the forum, this shall be analyzed from the optics of an institution in charge of administering one of the professional risks social insurance.  This, however, does not prevent, by virtue of such a particular subject, the application of the elements in general terms.

PART II:  CURRENT STATUS OF THE QUESTION.

BACKGROUND

The Instituto Nacional de Seguros, since 1926 when it was entrusted with the administration of the Professional Risks Insurance, now WORKING RISKS scheme, has searched to generate the changes that will harmonize it with the historical moment, and hence, as from 1982, it promotes  universality, creating the project that is the basis for the modification of Title IV of the Labor Code.

The I.N.S. has always sustained, through the Solidarity Insurance policies, the values of collective solidarity and responsibility.  The process of review started in this administration,  tends to create a dynamism that will permit it to harmonize with the different groups that will interact in society, to guaranty financial solidity and to harmonize with the national development objectives.

The  attention model shall be framed within a process of change and strengthening of the solidarity insurance system, considering the present and future demands of population, which require the consideration of the complex problems posed by the co-existence of diverse morbidity patterns and a concept of health in concordance with bio-psycho-social development.

The central axis is the concept of social risk and of social responsibility in a projection with the scope of the principles of universality, solidarity and substantiality of the benefits, facilitating the conditions for the full development of the target population, the salaried occupied working population, and projecting towards other groups such as the self-employed population, without neglecting a fundamental component, the promotion of health and the safety at work, through the concept of preventive action.

OPERATIONALIZATION OF PRINCIPLES

UNIVERSALITY:  To make this principle effective, the goal is to improve accessibility, coverage, opportuneness, efficiency, quality, cost and flexibility of the insurance programs, or incorporation to the system of the productive sector, both of  the formal and of the informal economy.   The concept of a product has been and shall be an important step, because, being a compulsory scheme, it must not be approached considering the differences of the various groups co-existing in the economy. 

This interpretation in terms of goals has been understood as a coverage in the horizontal sense of the working population of Costa Rica in the affiliation system, and never to the detriment of the access that under the Law, this segment of population has to the benefits of the Working Risks Scheme, because in our legislation, every salaried worker has the right to the benefits defined in the Labor Code, whether or not affiliated to the system. 

SUBSTANTIALITY:  A wider concept is integrated when adding promotion and prevention services to the chain of benefits (medical sanitary, labor rehabilitation and economic).  All of them are aimed at sufficiency, adequacy and opportuneness.  This implies strategic alliances with the different social actors of the public and private sectors.  

However, the participation of anyone of the instances is preceded by a satisfactory cost-benefit reason for the purposes of social security, and ponders  reasonably the cost,  quality,  opportuneness,  sufficiency and the sum of the efforts to the benefit of the primary objective of the scheme.

SOLIDARITY:  The development of financing mechanisms, the role of employers as intermediary payment agents, the role of the workers and of society as a whole, are key elements for success.  The strongest challenge is to minimize premeditated evasion, as it weakens the financial solidity and, hence, could produce social and economic distortions.  

UNITY.  Within a wider concept, the challenge is and will be to guarantee an integral planning process in harmony with the policies of the government with respect to development, health, economy and social matters.

INTEGRITY:  The well-being concept is characterized by a bio-psycho-social approach to the risk-employment-health-development process;  in this sense it is more important to understand the individual in his condition as worker, with the right to end his labor life enjoying an appropriate quality of life.  Therefore, the concern of the system is to try to consolidate the attention to the worker in a continuously appropriate scheme that will permit him to attain that  well-being concept established in the Labor Code.

In addition to the above, it cannot be expected to obtain appropriate results, if a quality system cannot be created that will insure the conditions under which the services and benefits are offered, that is to say,   that the group subject to attention will receive not only the maximum benefit at the lowest possible cost but that this is accomplished within adequate quality standards.

Health promotion ceases to be a cosmetic or salubrity  element, to take care of a need for continuous development and improvement of the system, bearing in mind that variables such as frequency, seriousness, average duration per case, and incidence in working risks not only affect the financial stability of the scheme, but also generate an extremely serious social and development problem for the country due to their effect on family units and enterprises. 

However, in this respect the responsibility is also shared and depends on the maturity and proactive attitude of the enterprise or employer, on the Governmental institutions responsible for the surveillance and legislation and, definitely, on the degree of preventive education and  culture of the working population, to reach true quality standards in this field. 

PART III:  THE PLANNING AND CHANGE PROCESS

SITUATIONAL LOCATION

Costa Rica is a country with a working force close to 1.4 million persons (population older than 15 years).  However, the population that the Working Risks Scheme has to attend to, is limited to the employed salaried persons, as provided in Title IV of the Labor Code.

CHART NO. 1

LABOR FORCE, POPULATION EMPLOYED AND INSURED

BY THE WORKING RISKS INSURANCE

1996 - 2000



DESCRIPTION


1996
1997
1998
1999
2000

WORKING FORCE IN THE COUNTRY
1,220,914
1,301,625
1,376,540
1,383,452
1,390,560

EMPLOYED POPULATION
1,145,021
1,227,333
1,300,005
1,300,146
1,318,625

EMPLOYED SALARIED POPULATION
   815,477
   858,094
   922,223
   922.617
   933,072

POPULATION INSURED AGAINST

  WORKING RISKS
   687,114
   706,915
   760,446
   723,976
   741,367

EMPLOYERS INSURED
     42,283
     41,513
     40,095
     36,180
     38,873

RATES (PERCENT)






NET PARTICIPATION RATE               /1
        52.2
        53.8
        55.3
        54.8
       53.4

EMPLOYMENT RATE                         /2
        49.0
        50.7
        52.2
        51.5
       50.6

OPEN UNEMPLOYMENT RATE         /3
          6.2
          5.7
          5.6
          6.0
        5.2

WORKING RISKS

  INSURANCE COVERAGE                /4  
         84.3
        82.4
        82.5
         78.5
       79.5

1/  PERCENTAGE OF LABOR FORCE WITH RESPECT TO POPULATION IN WORKING AGE.

2/  PERCENTAGE OF EMPLOYED POPULATION WITH RESPECT TO POPULATION IN WORKING AGE.

3/  PERCENTAGE OF UNEMPLOYED POPULATION WITH RESPECT TO LABOR FORCE.

4/  RELATIONSHIP OF INSURED POPULATION WITH RESPECT TO EMPLOYED SALARIED POPULATION

NOTE: INSURED WORKERS FOR THE YEAR IS THE RESULT OF AN AVERAGE OF THE FIGURES 

            EXISTING AS OF THE LAST DAY OF EACH MONTH.

SOURCE:  ANNUAL REPORT ON LABOR, WORKING RISKS AND OCCUPATIONAL HEALTH. 

                  MULTIPLE PURPOSE HOME INQUIRY  I.N.E.C. WORKING RISKS MECHANIZED SYSTEM   



In addition to the above, the behavior of accidents is important because they generate an important impact on the national economy by maintaining accident indicators with values of over 10%, as can be observed in the following chart.

CHART NO. 2

ACCIDENTS INDICATORS

1996 - 2000



DESCRIPTION
1996
1997
1998
1999
2000

POPULATION INSURED AGAINST WORKING RISKS
687,114
706,915
760,446
723,976
741,367

EMPLOYED SALARIED POPULATION
815,477
658,094
922,223
922,617
933,072

TOTAL WORK ACCIDENTS

127,691
115,344
116,501
120,279
118,646

ACCIDENTS RATE                      1/
19%
16%
15%
17%
16%

ACCIDENTS RATE                      2/
16%
13%
13%
13%
3%

PERMANENT DISABILITIES GRANTED
8,675
4,721
6,979
8,033
8,833

DEATH PAYMENTS
72
58
47
64
71

GREAT INVALIDS
7
9
6
12
8

DISABILITY DAYS PAID DURING THE YEAR
1,159,259
1,473,407
1,509,877
1,502,509
1,631,386

COST OF CLAIMS INCURRED
10,354,168,325
12,029,467,087
15,438,761,450
2.077,066,128
122,180,947,917 


1/  ACCIDENTS RATE FOR POPULATION INSURED BY THE WORKING RISKS INSURANCE.

2/  ACCIDENTS RATE FOR EMPLOYED SALARIED POPULATION IN THE COUNTRY.
Note: In 1997, was established the policy of postponing the determination of disabilities at six months, therefore, the figure relative to permanent disabilities is lower.

SOURCE:   WORKING RISKS INSURANCE MECHANIZED SYSTEM. 



The costs incurred during the year 2000, exceeded 22,000 million Colones (70 million US dollars); these are insurable costs, that is, they are disbursed by the institution to take care of cases occurring during the period described.  However, indirect costs or non insurable costs the effect of which is visualized in the economy, are estimated to amount of 220,000 million Colones (700 million of US dollars).
In like manner, the impact on production can be determined by the number of days lost, the amount of which implies that practically 6000 workers (1% of employed salaried population) were unproductive, disabled, for an entire year; all of the above   in comparative terms.

PLANNING PROCESS.
Definitely, at the present time it is not possible to think that the planning processes can remain and can be generated towards the inside of the organization, because they are affected by a series of variables that affect, feed back and condition the process in itself.

Among the principal elements that have been considered are:

1.- Inter-Institutional interaction

2.- Characteristics of the productive sector

3.- Economic development model

4.- Social impact

DEFINITION OF ENVIRONMENTAL VARIABLES

Despite the fact that particular attention corresponds to an institution in an specific manner, there is a series of situations that generate effects on the operation or that, due to the specific competence, can and must exercise surveillance, dictate policies or establish standards and specific instructions and it is in this particular case where an adequate institutional interaction has a significant role.

In the case under consideration, external agents have key importance as beneficiaries of the service(s) and the productive sector is a very important one to be taken into consideration because social security can also create distortions if not considered in an appropriate manner;  the remaining elements must be properly intermixed and considered.

In like manner, there is a series of elements that will interact and consequently exert pressure on the institutions, and therefore these elements should not only be taken into account by themselves, but also in an integrated manner.

ENVIRONMENTAL FORCES


The institutional plan permits showing the challenges faced in the sphere of the operation, that is:

1.- clarify the tasks that must be performed by the different areas of the Institution.

2.- work on the basis of results and evaluation of the performance of each one of the areas.

3.- quality of services and improvements of relationship with users.

4.- improvement of the information level and of the efficiency in the use of resources.

5.- technification of administrative activities and development of executive and operational capacities.

KEY ASPECTS OF SUCCESS


Therefore, the institutional strategic plan (PEI) must serve as a guide for the actions of the institution during the established period, which must be oriented towards overcoming the difficulties faced and the scope of the vision, according to established premises.

In this order of events,  strategies should be shaped into programs and projects, which are more specific expressions of the actions to be undertaken.  It can be said that the projects and programs are the instruments needed to implement strategies, which indicate possible and desirable means of action, so that, in accordance with the mission of the institution, by applying the doctrine and adhering to the environment, the institution can be brought to the realization of the vision.  This implies also an internal analysis with the purpose of guaranteeing adjustment to internal and external realities, an equilibrium between intentions and achievements. 

CONDITIONS FOR SUCCESS

1.-  It is important that the country implement a coherent, coordinated and harmonized national policy.
2.-  The execution of the strategic plan requires the support of those who establish institutional policies (Board of Directors, Executive President and Management); they must give guidance to the project, determine priorities and assign the resources necessary to carry out the different processes of change.

3.-  The plan must be handled under the scheme of administration of projects, which means that the largest projects are separated from the normal operation of the organization.

4.-  Priority  projects must respond to the first order objectives of the organization, that is:  modernization, finance, human resources, coverage, evasion, etc.

5.-  The entire plan poses changes or adjustments  and therefore must be handled appropriately to minimize resistance, that is, it is essential that each person integrating the organization understands its scope.

Document prepared by the Solidarity Insurance Directorate of the Instituto Nacional de Seguros, San Jose, Costa Rica, on the occasion of the VII Technical Meeting of the American Commission on Organization and Administrative Systems, June 20, 2001, Antigua, The Antilles.
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