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INTRODUCTION 

Responding to today’s dynamic and 
complex policy problems puts significant 
pressure on governments to deliver on 
their policy goals and mandates. A public 
governance system that supports effective 
policy development, strategic planning, 
and decision-making processes to address 
multifaceted challenges is critical to foster 
citizens’ trust in public institutions’ ability 
to deliver. Uniquely placed to align the 
machinery of government around strategic 
priorities, centres of government (CoG) play 
an essential role in the prioritisation of high-
level policy objectives and the co-ordination 
of the design and implementation of policy 
responses across government. They are 
increasingly asked to move beyond their 
traditional focus on preparing cabinet 
meetings and reviewing the legal conformity 
of proposals. Strengthening centre of 
government capacity has thus emerged as a 
crucial factor in meeting broader democratic 
and political commitments. 

This Centre of Government Review of Brazil 
provides an assessment of the CoG’s capacity 
to create a more reliable and favourable 
institutional environment for defining and 
implementing cross-cutting policy priorities. 
Brazil has requested the support of the 
OECD in enhancing its ability to address 
policy challenges and creating an outcomes-
oriented CoG. In doing so, it hopes to solidify 
the CoG as a lynchpin of the government, 
capable of supporting decision-making 
processes and steering government action to 
define and achieve high-level priorities.  

The review identifies some limitations linked 
to the institutional fragmentation of the CoG, 
and recommends clarifying the respective 
responsibilities of its constitutive bodies. It 
also suggests current practices at the centre 
mainly focus on processes at the expense 
of outcomes; this could be mitigated by 
clearly linking a performance management 
framework to a small number of cross-
government strategic objectives. 
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Focusing on the capacities of the CoG to 
contribute to budget strategy and the 
federal budget, the review considers how the 
CoG can ensure that medium- and long-term 
plans align with the budgetary framework 
and how the budget can support policies 
in a coherent manner. The review further 
examines the CoG’s role in monitoring 
and evaluating the performance of policy 
priorities and the use of this information 
to improve policy-making and service 
delivery. Following the recent reorganisation 
of public communication structures, the 
review also analyses how the role of public 
communication can be consolidated and 
reinforced as a strategic lever of government 
and enabler of open government. The 
recommendations contained in this review 
seek to promote an integrated forward-
looking approach to public governance, 
and, ultimately, help Brazil deliver better 
results for citizens and promote trust in 
government. 

The Centre of Government Review of Brazil 
draws on a wide range of international 
experiences and practices used to establish 
outcome-oriented, problem-solving centres 
of government. The review builds on the 
insights gathered from the OECD’s networks 
and communities of practice including the 
Network of Senior Officials from Centres 
of Government. The review also greatly 
benefited from the OECD’s peer engagement 
process which allowed practical, evidence-
based dialogue between Brazilian officials 
and their peers from centres of government 
in OECD member countries. 

The Review was approved and declassified 
by the Public Governance Committee on 13 
June 2022 and prepared for publication by 
the Secretariat.
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1. 
EXECUTIVE 
SUMMARY

The Centre of Government Review of Brazil 
assesses the capacity of Brazil’s centre of 
government (CoG) to manage the design of 
integrated strategic priorities as well as its 
to lead whole-of-government co-ordination 
to implement cross-cutting priorities. 
Recent governance and administrative 
reform programmes in Brazil have resulted 
in significant institutional changes in key 
public governance functions, including 
public policy steering, government co-
ordination, budgeting, strategic planning, 
monitoring and evaluation, and public 
communications. The review focuses on 
the capacity of the CoG to perform these 
crucial functions. Brazil’s CoG is usually 
understood to encompass the Presidency 
of the Republic – including the Personal 
Cabinet of the President, General Secretariat; 
the Institutional Security Cabinet, the Civil 
Cabinet of the Presidency (Casa Civil), the 
Special Secretariat for Strategic Affairs, the 
Secretariat of Government; and Office of the 
Attorney-General – as well as the Ministry 
of Economy, the Special Secretariat for 
Social Communication in the Ministry of 
Communications, the Ministry of Foreign 
Affairs, and the Office of the Comptroller-
General (CGU). 

The CoG’s ability to co-ordinate and steer the 
machinery of government towards common 
objectives is hindered by two main factors 

in Brazil. First, in the absence of a clear set 
of shared priority goals, government action 
tends to be disjointed and less efficient. 
The CoG in Brazil would benefit from a 
limited and well-communicated number 
of shared goals to effectively mobilise 
and challenge the public administration. 
Second, institutional fragmentation 
and frequent institutional changes have 
generated overlaps among different entities’ 
functions, limiting the CoG’s performance as 
a manager of government action. The CoG 
in Brazil could mitigate the effects of this 
fragmentation by carrying out functional 
reviews and taking measures to promote 
continuity through change, including 
reducing staff turnover. 

Mandate overlaps have also hindered the 
CoG’s ability to fulfil its strategic planning 
function. Over decades, Brazil has developed 
a well-entrenched planning system and 
highly trained and skilled staff for planning. 
However, the planning function has become 
fragmented across government, which 
has led to some gaps and overlaps in 
mandates and activities. This fragmentation 
is compounded by low levels of institutional 
collaboration in some areas, which hinders 
the government’s ability to identify clear 
policy priorities, address multidimensional 
challenges and achieve its strategic 
objectives.
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Moreover, the planning system in Brazil is 
characterised by a focus on the process, 
sometimes at the expense of the outcomes. 
For instance, while the pluriannual plan 
(PPA) is a well-developed planning 
instrument outlining objectives and goals 
for the country over a period of four years, 
it is often used as reporting tool and does 
not shape working routines and decision-
making processes at the CoG. The CoG 
could nevertheless bridge that gap between 
intent and outcomes in two ways. First, 
the planning process would benefit from 
prioritisation mechanisms to make sure 
the government is acting on the most 
important issues, in a coherent manner and 
armed with the most relevant evidence. The 
CoG’s ability to foster outcome-oriented 
strategic planning could also be improved 
through better alignment and integration 
of the different planning systems across 
government. 

The ability of the CoG to align the federal 
budget with planning instruments has    

proven difficult. The contribution by 
the planning secretariat at the CoG is 
largely limited to the preparation of the 
PPA once every four years; furthermore, 
there are other long-term plans that are 
disconnected from budgetary processes. 
The legislated allocation of expenditure can 
be a barrier to improving the effectiveness 
and efficiency of the budget. The Brazilian 
government could benefit from the Budget 
Execution Board bringing the outputs of the 
planning function into the strategic phase 
of the budget and from designing and 
implementing a spending review framework 
to assess the performance of existing 
expenditure against the relevant policy 
objectives. The rate of capital investment 
expenditure by the federal government in 
Brazil is low relative to the OECD average. 
The government should ensure that the 
fiscal risk management framework and 
reporting regime is available to the Budget 
Execution Board to inform the decision-
making process. Finally, the government 
has made some progress in enhancing its 
medium-term expenditure framework. 
Initiatives in this area should continue in 
order to support budgetary institutions, 
such as the fiscal expenditure rule, and the 
predictability of budget expenditure.

As is the case for co-ordination and strategic 
planning, the monitoring function of the 
CoG in Brazil also appears fragmented across 
several institutional actors, whose skills and 
capacities for monitoring and evaluation are 

heterogeneous.

In addition, the existing system to track 
the results of public policies and 

programmes is primarily used as 
a reporting system linked to the 

PPA but is not systematically 
and effectively fed back into 

the decision-making process 
at the CoG. Furthermore, 

the complexity of 
the planning and 

prioritisation 
system has led 
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to overlapping monitoring units. Beyond 
the PPA, the data and information being 
tracked are also subject to weaker 
assurance mechanisms and barriers to 
their interoperability. Although monitoring 
reports are created and published, the 
publication format does not support 
its use by policy makers. Developing 
and harmonising monitoring tools and 
working routines within Casa Civil, aimed 
at the implementation of cross-cutting 
government priorities, will be pivotal to 
addressing these issues. The creation of the 
Public Policy Monitoring and Evaluation 
Council (CMAP) represents a step forward 
in the creation of an evaluation system. 
However, there is no clarity on when and 
how CoG bodies can systematically use 
the evaluation information generated by 
CMAP. Developing explicit quality assurance 
and control mechanisms and promoting 
the use of evaluation results through a 
communication strategy can enhance the 
robustness of the evaluation system.

Finally, the CoG in Brazil has taken important 
steps toward establishing a strategic 

communication approach. Notably, it 
recently reorganised this function to 
establish more centralised steering 
of communications across the public 
administration. This commitment was further 
enshrined in the government’s whole-of-
government public communication strategy 
and plan under the leadership of the Special 
Secretariat for Social Communication. As 
it transitions towards a more strategic 
communication approach, the government 
should continue to institutionalise key 
processes, enhance multi-level co-ordination 
and professionalise core capabilities. In 
doing so, the government should pursue an 
evidence-driven communication approach 
as part of its whole-of-government strategy 
to better respond to the needs of different 
audiences and show its contribution and 
impact on broader policy objectives. It 
will also be important to communicate 
participation opportunities to establish 
an open and meaningful dialogue with 
the public across the distinct stages of the 
policy-making process, in particular with 
vulnerable groups.
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Create a conducive policy 
framework for the CoG

• Establish a performance framework 
oriented towards results that describes 
a set of sectoral priorities as well as joint 
goals and outcomes the CoG is working to 
accomplish.

• Set up structured working routines and 
management processes to assess progress 
on the CoG’s goals to ensure a focus on 
managing for results.

2. 
SUMMARY OF MAIN 
RECOMMENDATIONS 

Centre of 
government-led 
functions and co-
ordination
capacity

1. Centre of government-led functions and co-ordination capacity
2. Strategic planning and prioritisation
3. Budgeting in the centre of government
4. Monitoring and evaluating priorities from the centre
5. Public communication for better policies and a more open government

CHAPTER 1
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Improve performance and 
co‑ordination within the CoG

• Conduct functional reviews of the CoG’s 
different constituent bodies to further 
review the functions, responsibilities and 
activities that each CoG unit should carry 
out and determine which units need to be 
reformed, merged, created or dissolved.

• Prevent overlaps in the implementation of 
priority programmes and projects within 
centre of government institutions.

 
Strengthen the CoG’s institutional 
capacities

• Assess the availability of adequate financial 
resources, personnel, expertise and 
technical support to all CoG institutions to 
increase capacity and overcome challenges 
related to limited human resources. To 
this end, reduce the frequency of staff 
turnover, enable and encourage short- and 
medium-term mobility assignments of staff 
in different CoG institutions, and foster 
officials’ skillsets for planning, co-ordination 
and prioritisation. 

 
Improve horizontal co‑ordination 
between CoG units and across the 
government

• Ensure regular meetings of the Government 
Council’s sectoral chambers as fora for 
the definition of priorities and the co-
ordination of the government’s position 
on important policy issues to replace 
the council’s reduced frequency of 
meetings. 

• Facilitate the functioning and 
efficiency of existing permanent 
councils, committees 
and working groups by 
equipping them with 
adequate resources, 

personnel, expertise and technical support 
to co-ordinate policy-making. 

 
Enhance vertical co‑ordination 
across levels of government

• Create or strengthen institutional spaces 
with clear multi-level governance 
arrangements for the development of 
a common set of strategic objectives 
and indicators across federal, state and 
municipal levels of government.

 
Foster transition management

• Introduce guidance on policy action for 
policy makers of the outgoing government, 
after the election is held and before the 
formal government handover. 

• Ensure an appropriate balance of continuity 
and mobility of staff in CoG institutions to 
support policy and service implementation 
beyond a single 
political cycle. 

77
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Build a sound and future‑forward 
institutional system for planning 
in Brazil

• Bolster the quality of strategic planning 
across the civil service and draw on the 
breadth of expertise from across the 
administration. Invest in the development 
of knowledge brokers to support strategic 
planning, most notably through the 
National School of Public Administration 
(ENAP), the Institute of Applied Economic 
Research (IPEA) and the Brazilian Institute of 
Geography and Statistics (IBGE), and place 
strategic policy development skills at the 
core of civil service strategies. 

• Rationalise streamline and simplify the 
CoG’s strategic planning architecture by 
carrying out a functional review with a 
detailed mapping of bodies with planning 
functions to identify mandate overlap 
and gaps, adjusting the responsibilities 
of CoG bodies following this functional 
review.  Mandate an existing body as a 
central dedicated foresight unit to advocate 
for, carry out, conduct and co-ordinate 
foresight work across government. 

• Promote the creation of a community of 
practice around anticipatory governance 
and strategic foresight. 

Strategic planning 
and prioritisation 

CHAPTER 2

Link planning with outcomes 
through more effective 
prioritisation practices 

• In line with Chapter 1 recommendations 
on creating a CoG performance framework 
oriented towards results, define and 
implement a more limited number of 
results-oriented goals shared across the 
whole of government.

• Create a spending review framework to 
help align expenditures with government 
priorities. 

 
Embed the use evidence and 
stakeholder engagement in 
prioritisation, planning and 
decision‑making practices

• Systematize problem identification within 
planning and prioritisation processes at the 
sectoral and national levels and developing 
minimum standards for the use of evidence 
in problem identification.  

• Create detailed guidelines and toolkits 
to integrate stakeholder engagement and 
citizen participation within the planning 
cycle.  
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Align and integrate the planning 
system

• Eliminate superfluous whole-of-
government strategic documents and 
align objectives and programmes across 
timeframes for more effective government 
action.

• Improve the centre of government’s 
challenge function to better integrate 
sectoral and whole-of-government 

strategies by mandating a unit at the 
CoG to review and challenge Institutional 
Strategic Plans (PEIs) prior to finalisation

• Mandate a unit at the CoG to carry out a 
stocktaking exercise of sectoral strategies 
and improving intrinsic capacity for sectoral 
planning in Brazil, including the alignment 
of planning cycles and mechanisms to 
promote state participation in updates 
or revisions of the Federal Development 
Strategy. 

Enhance fiscal sustainability and 
federal budget predictability 

• Consider greater use of legislative reform 
to update and improve legislated public 
expenditures in order to support fiscal 
sustainability and other governmental 
objectives in the budget process. The CoG 
has a specialist role in the formulation of 
the federal budget because, through the 
presidency, it can advance policy initiatives 
that require legislative reform.

• Continue to strengthen the medium-
term expenditure framework to improve 
the predictability of the federal budget 

by ensuring the framework applies to 
all federal revenues and expenditures 
and supports the operation of the fiscal 
expenditure rule. Strengthening the 
coverage and application of the medium-
term expenditure framework is relevant 
to the information available to the Budget 
Execution Board (JEO) at the CoG. 

• Broaden the application of the fiscal risk 
management framework and reporting 
regime to include potential budgetary 
responses should a fiscal risk eventuate 
and ensure line ministries implement fiscal 
risk management policies that align to the 
framework in the Ministry of Economy. 

Budgeting in 
the centre of 
government 

CHAPTER 3
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Strengthen the links between 
strategic planning and the 
budgetary framework 

• Ensure that the JEO brings the outputs of 
the planning function at the CoG into the 
strategy phase of the budget process. The 
government should make further efforts 
to ensure that federal budgets express 
the content of the plans. This includes 
considering the co-ordination of budgeting 
and planning functions as a priority area 
for the CoG and the Ministry of Economy to 
address. 

Building a sound institutional 
framework for monitoring and 
evaluating policy priorities

• Adopt a comprehensive definition of 
monitoring and/or evaluation to establish 
a shared understanding of their objectives 
and modalities within the public sector, and 
the difference between them.

• Clearly define mandates and responsibilities 
for whole-of-government performance 
monitoring in Brazil. This includes assigning 
responsibilities and avoiding gaps, overlaps 

• The Ministry of Economy should design and 
implement a spending review framework 
to assess the performance of existing 
expenditure relative to the policy objectives 
of that expenditure. The CoG should have 
a role in conducting spending reviews to 
ensure that federal expenditure is aligned 
to government priorities and to identify the 
legislative implications of any prospective 
change to the existing allocation of 
expenditure. 

and improving co-ordination, concerning 
data collection, data analysis, data use, co-
ordination of the monitoring process, and 
the design of monitoring guidelines. 

 
Promoting the quality of M&E

• Strengthen the robustness of the Key 
National Indicators (KNIs) by updating and/
or validating these indicators through a 
stakeholder engagement process, clearly 
explaining how each strategic objective of 
the Federal Development Strategy 2020-
2031 (EFD) is linked with the KNIs.

Monitoring and 
evaluating
priorities from
the centre 

CHAPTER 4
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• Develop a set of robust indicators by 
explicitly linking indicators to at least one 
KNI, diversifying the type of indicators 
used to measure the achievement of each 
policy priority, developing key background 
information, assessing the robustness of 
indicators against the RACER model.

• Develop quality assurance mechanisms for 
the monitoring system in Casa Civil.

• Increase CoG centre of government 
capacities to monitor policy priorities by 
further developing monitoring skills in Casa 
Civil and dedicating specific resources to 
monitoring. 

• Develop explicit and systematic quality 
assurance and control mechanisms within 
the  Council for Monitoring and Evaluation 
of Public Policies (CMAP) to ensure the 
credibility of the evaluation process.

Strengthening the governance 
and institutionalisation of 
strategic communications in 
Brazil

• Clarify public communication processes, 
roles and responsibilities to reduce 
potential duplications, streamline working 

Enhancing the use of M&E

• Require institutions to publish monitoring 
reports in a user-friendly way. 

• Ensure that all key evaluation reports and 
findings are easily available to Casa Civil 
and other CoG bodies. 

• Develop a public dashboard to inform 
citizens and stakeholders on about the 
progress made by the government on the 
implementation of policy priorities and 
their expected outcome. 

• Produce a communication plan including a 
yearly public presentation on government 
priorities.  

• Elaborate a communication strategy to 
adapt the way in which CMAP research 
findings are presented, including further 
developing the CMAP website.

methods and align internal and external 
messaging.

• Establish a formal framework for vertical 
and horizontal collaboration among public 
communicators in key line ministries led by 
SECOM to address existing co-ordination 
gaps.

Public 
communication 
for better policies 
and a more open 
government 

CHAPTER 5
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• Establish a formal prioritisation process 
to define key communication objectives 
for SECOM’s forthcoming whole-of-
government strategy and plan. 

• Develop a comprehensive training 
programme to help professionalise the 
strategic application of core communication 
competencies. 

• Conduct a mapping of skill gaps within 
and beyond SECOM to request relevant 
training according to the needs of different 
institutions. 

• Formalise communication training curricula 
in collaboration with the Brazilian National 
School of Public Administration to enhance 
their relevance, reach and sustainability. 

• Involve SECOM, the Ministry of Economy 
and Casa Civil in the development of a 
dedicated competency framework for the 
public communication profession. 

 
Promoting the use of insights and 
evaluation for evidence‑driven 
communication

• Promote more inclusive and responsive 
communication through the strategic 
application of audience insights to 
effectively segment publics, for instance 
by creating an insights dashboard for 
key sectors to access relevant and timely 
audience data, and developing a specific 

engagement plan tailored to the needs of 
vulnerable segments of the population. 

• Develop a framework for evaluating public 
communication activities with guidance on 
potential methods, indicators and processes 
to ensure its consistent application. 

 
Communicating to promote a 
more open government

• Strengthen communication on 
participation opportunities and the use 
of two-way engagement mechanisms 
to promote open and meaningful 
dialogue with citizens by, for example, 
communicating regularly about available 
consultation and other participation 
opportunities.

• SECOM should advise and equip the 
General Secretariat and subnational 
authorities with the right tools to effectively 
communicate around participation and 
support the activities of councils. 

• More effectively tailor messages, tools 
and channels to the specific needs and 
consumption habits of specific segments of 
society to address existing communication 
inequalities and connect with and give a 
voice to vulnerable groups. To this end, 
SECOM should lead an initial mapping of 
audiences to understand the opportunities 
to engage with these vulnerable groups. 
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