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2, 
oe t 0ery0of' Municipal ove rn t4 

In.1971.hthe MunIcipali ty oreGateiala City wi th 1Q,of t 
Spopiulat(Oon (806-600 contirolI edL 67, of the totaI re vene M 

t i e 
44t reeiutry 54 

. of 
-,Xoverniment, the 324 muni t 
population contro ledh ontly The pority'lofmuncalI 'S hve 

S r Whand rernal cipali ti h 8Mof th&e er4s4 
33, y m 

Incomes of less than,015,000 a year, Inclddinpq "extraordinary"! Inc4rre 
4such ?as-96verrnment-loans- eond-.suhs Idies*-G
i-riven-7tihe~e .fIia lcia 

limitations and the scarcity of skilled administrative arind technical 
manpower in the ruial areas, most runicipalities toda'ar without 
the two basic resources needed to promote their own development. 
resources as do exIsts belon al ostitexcIus Iavelny to the Centra I
Government, and what the municipalities are able to accomplish depends. 
heavlyv on what the nrc iswillinq to provide the.n. e 

However, Inspite of the country's neneraI political complexity, the 
situation of local government on balance has gradually Improved. The
legal basis for municipal autonomny (limited taxing power and free 
elections) was established by constitutional decree In1944,, and In 
1957, the extent of this autonomy and the functions of municipal
rovernment. wern more precisely defined In the Municipal Code. Further
moIre, three supportin, institutions for municipal government have
emerqed at the national level: INFOM (Institute for Hunicipal Develop
'nent) ANAM (National Association of 1lunicipal Ities) , and MiAD 
(National Institute for Devwloprment Administration). The functions 
of these three instlitions are complementary: 

INFOM, founded In 1957, provides credit, engineering and accountinq 
services to rural municipalities beinc, financed by runicipal 
tax
 
revenues collected by the central government. IlFlM ill1 administer a 
new 20-year $2.1 million AID loan (#520-017), with matching funds from 
the OC, to provide a "soft loan window" to small municlpalities to con
struct water systens, markets, slaunhterhouses, electrification systems,
',, o,.,nd other Infrastructure projects. 

ANA1t, founded in 1961, Is the representative body of the country's tnunfc
ipalitles vis-a-vis the rO(r and its anencles. Reforms In Its hv-laws In1969, 1)1 us the developrent of a small but co.'petent technical staff, have 
helped ANAM become n mre vocal and influential or.anization. 'An in,0l
cation of ANAM's growing strenqth Is the recent agreement reached with 
the President of :Gotemala to form a Joint corinission between ANAH nnd 
certain national attencles to study the possibility of providin, a fixed 
Icercentaqe of the nationnl budqet to the municipalities. This occurredIn spite of the central qovernment's view of AlIAH -,s heing controlled " . 

by/political oppnsitlon 
th

* 
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: 

. 
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INAD, established In 1965 wi,th substantial' AID assistance, has becxne a 
respected Institttion and Is considered the leader of:uthe muniici palnovement" - so ca ledbbymanv Guatema lan profess IonalIs arnd local oovern
ment officials who !favor the strenthenin of the political and eacono-IC
 power of municipal govevrnest. INAD provides traninq and.admints'ntative
en 

assistance of professional quality to bothnationa andrmunicip (love
rn.
 

11. Nature of theP Prjec t 

Civen the large public sector inputs being made uinder the 5-year Rural 
feveloptnent Plan of the roverntnent, agricultural production and relater) .

.r'wnercial activities are expected to Increase significantly. /Ind the.
populati on qrowth and "urban IzatIon" of the run icipal Ities wtIl run 

!: .inunipalIties I capacity to: provide and maintain adequate: publ ic seri~vcesapc.This simiply magnifies the already pressinoi need to develop the 
such as markets, slaughterhouses, potable water systems, and roads. AID 
is contributni; to the financing of these new services throuqh its $2.1million loan to INFOM, i7cTh w1 llhandle the design, enaineerinq and ac
counting work for up to 200 Infrastructure projects In 3rd anti 4th class 
MunicipalIties. Neither the AID loan nor INFOH's current proiram, however,
 
are providing the type of assistance needed to strengthen the financlal 
resources and administrative copetence of municlpal qove.rnrent Itself 
- to the point where,municipalitles can begin to manage their own affairs 
and prorote their own development with a maximum of local support and a 
minimum of dependence on the Central Goverrent. 

The project described In this PROP is innovative and, at the outset,

experirmental. Its operatinnal scope has 
been limited purposely to 120
 
riunicipalities, althouqh the anticipated effects should be far wider.
 
'ithin this 
tarqet area, the project Is de-Iqned to pursue, two related
 
courses of action:
 

1. Provide the administrative and technical 
trainino required by the
 
municipalities to successfully plan, execute and administer a
 
variety of runicipal Infrastructure projects (to be financed by
 

2. Qeinforce the present 
Initiative of these municinalities to strengthen 
their position vis-n-vis the central nnvernrent and increase their 
capability for self-development by formino strong regional asso 

ciations with their nin technical and financial resources.
 

Thn project Is f nnd'.,i on on Imortant assuntpifon: that through regional
organization and dovelone.nt, and 1ven a favnrable politi:alatrqosphre,
 
associa1ted inuI CIpalI ties can be raisedl within a rrlatitifly short tine tolevel fof adrItnIstratIve cand tochnicn cpatence sufficient to wet the 
nteeds cited above. As an essentiailly "Title IX1" type of activtity, theproject alsO assuires for Its success i higlh duproe of popular particU
pation mid support -especin lly Since the' increase in rmunicipoal reventS 

'IV 

... ,
 

. p 
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renulred for the project to work depends directly on the willinfness of the 

local citizens to cooperate.
 

111. Operational Strategy 

aver the next five years this project will he directed at the developnent
 
and strenqthoninq of six renlionnl Associations of Municipallties In selec
ted areas of the country, and to the estallishment of a permanent technical 
office In each staffed by 2 resident professionals (Financlal/dirnistrative
 
Specialist and Relional Planner) whio will provide the municipalities with
 
the technical competence needed to promote their own development. These
 
iegional Association offices will be able to offer technical assistance and
 
trainine in M.unicipal finances, tax collection, project planninn, and a,
rinistrative procedures for up to 120 payinq n infcipalIties Included in the
 
Associations. Durino its two years (nininum) of developrment, each Perronal
 
i'ssociation and technical office will be assisted by a 2-man tralninc:/
 
ornanIzatIonal team rrom INAD (later I IFoM) whIch w ill work to strennthen
 
the Associations orqanlzationally and to develop the effectiveness of the 
technical offices in ricallnn with rural municinalities and their problels.
 
(These training teams, already formed and workina, are sl-Illed In cot' 
('unity ornanIzation and developnent techniques).
 

- r the first year of thl , utdeveloprsent I phase, a PenionaI Assoclation 
-ill !w ,xpocted to contr ihute only a ninimuo ariount tovnard the ope rat ion 
and staff of the tech'II cal offIce, which vIll cost an estirlated S20,OlO 
anniial ly. For the s,-cond ye.ar the Assci atir i wIll contribute up to half 
n( the hudqet. In the third year the technical office shouild he finance!d 

inl re ly hy the PeqilonnI /ssoclation and thereafter rnay he expanded as the 
"SoCIition'- Incn"r, Increases. The aiddItional Incnrl needed to suinnrt 

,the ter',ihnIcal office 'hirInn tle first two year will be created I)v ad 
-
irsl r,-itiv impriver'nts In the e.xistinn tax collettion sy-,tei', a , well
 

,X; -- r wi, f roii (cr-.e.em operational erfIclency, Irl each of the asso 

clita: iurichl;,i,.. The %tidIle-,and traininq for those irlrovervnts
 
'I11 ho tid r-I.vn h-., tle ,,socintlon 's technical staff and the traininc
 
t)i' ,'1jrin,! the first evar (althounh a few can be ir.perl nted Ir ile~rlately)
 

•uid they will he put into ,'ffect in the second year so as to provide enounh 
addit ion;] Inrro to frnariro tip to half of the technical office h',dcet. 
. 1,,, dtirinfj tlii, nC(I :1 vor, work will he undertaken to reforr (throutoh 
f.atonol lnri,,latlon) the ,unicipal tax structure itself, which shou ld 
I e;(l to rj rt hr revenue, Inc reses in the th I rd ye.r - when the rul I 
t, niinicol officr hd(dl-t i, to he covered by the s'e,Ional Association. If 
th,;e I,,Ilti revenrti; yet a subslIv willi,nol ,,re noit sufficlent, tmplo)nrary 


r,,r y I hO'!., lI 'I .
 

Tiw t,.,.I ri I r l I ,Ill O'ir trair' in,/or(taniz,t iou tc am eploye(; v eacli 
vrirrm ,l " ' ,tin il I ,.;n.,e an intr'tratv(r nroqrar In -unicipal !evelnn

inut Gr - I//2 / ir, for each "'r'sc .tlfoil. foc. the .'ssocintiron anrO 
it%t tc.hnl:. I o" 4rc .,re/properly and stipportei:, coqpletelv (or larely) by 

http:cr-.e.em
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the municIpalitles therselves, the traininq teami will r-ove om to helpestablish one 
of the three other planned offices (last 2 1/2 years of
project). The project will concentrate initially on 
the three areas
where Departarental Associations already have been forred -nd are devolopinq into reaional ones -ChiquIrula/Zacapa/Fl Proqresn, Snnta Rosa/Jitialpa/ 
.1alana, and Peotalhileu/quchlitepequez/,Ouetzaltennnqno. Chiquirllla and
Zacapa are expected to forr, the first Telinnal Association with a technical
office durinm 1972, and this will 
serve as a "test case". The other two,'ssociations should sufficiently organized by early 1973 to open their

he 

technical offices, and by the end of 

to 

1974 all three should be In positionfinance the operation of the ofCices on their own or, if neede.d, with o partial subsidy froi- INF(11. By e.arly 1974, If project iriplerentation ison schedule, three addi tional Associ ations In other areas will he ftinc tionino amd will have opened techn c,il offices; project Inputs will be
concentrated on these new or anizat ions durinq the last two and a halfyears of the project. ,Ps Indicated, howevert ChiquIIlula/Zacapa will hethe 'pilot'' Association, and Its success in suipportinn a technical off Ce.t..4 11 hove to be clearly evidenced before AID wi11 corTrIt nroject Funds to- estahlshmt.nt of tho other technical offices. This -onditi on -'ii1l te
socrelli-d out In the ne%. Project A(:reement with IlAD. 

,y the end nf 197 6 , there should he six Full v-forrknd Pe(qIonal Associations.'Ith professionally staff,-d technical offices provIdinci services to sorp121 :-nicipalitls In 13 Departments of the country. This is a reasonably
conservative projection, based solely on direct project inputs. There Isa real possibility th.'t other ssocki.tions will he fred as the -unicipal-over -.nt nathers rinrenturi and the project benins to show solid results. 

I .. InstI tu onal I ; t r.)tecy 

Tbr 111, t I1,h ms of Hip prfll0ct presently IsI,!i,rirt., !,v h,,-v, Al ri undln hein, c-)rrled out by in!J.In the liast few vears, INAa has become a 
rsrecte.d ,'h, ,alan r,ttt tuton and Is recoqnized a a major catalyst To,ir 'nrIriq the ,rc-*ith (if the riuinicipal rive int. IIAD as an Institution 
hic; en ovr,, , osider,;hla continultv, e.o., little turnover In personnel,;irlnq two d,Infstratlons ,-id contInuinq influence In noverm.nt circles,
hf th natlonal and munlrcpa1. [vi dence of this Influence has been IJAP'sle-iderdiip In the rloveI pi-ent of a national syste, of civil service,
I - trur ,'ntil role In the reorani atimi of various mnistries, and e," f.,ctlvo pro,'- tinn and follow-tip of the annujal 'an ici 1lles.i . s.l lisser ernerernc arid le'der.hip In runicipal affairs corbine,1 with Its profes
siralriar, t; --1(4- I hn the n-itural choicetim For rimaoIno the ,'It inputs
to , iru, ipa] hove lopr 'ont ,urlrno th InitIal phase. 

It i",n1t lih'P';, rl,, h1(y.-ver - is Its li rector readily adr-its - to cnti,,iwas the r dliaiin' m~cncy for a noverntont-suipported prnnram' of bon(i-ter ndlration, lhmc.h this . uncilral deve loprvint project is intended tn heco.r-.Pather, it-, rol is I.rat of Innovator, planner, and- nvidsor in the fieldof pb!lic ;Jp'ini'tration -with its operational activities limited lartelyto trainint. In the case of the Ctuater,alan Civil 'ervTc,, for exarlT li
INAD d!ove loped the Idfea, lobbied for the ,r;vernr-.nt's sunport, 
 prepared 

http:noverm.nt
http:estahlshmt.nt
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the necessary studies, work plans and leqislation, trained a Civil Service 
program staff, and, after Conqresslonal approval was obtained, put the
rivil Service systeri Into operation. -Ater only a year (if INn manaoement,
Clvil qervice was detached from It and hecamr a separate qovernmn.nt nency,
which is nti functioninn ilost effectively on Its rxin. 

The sap'e procedure Is beino followed In the case of the municipal develop
r:nt project. It Is IND's task to launch the prolect effectively and then 
torn It over to INFOM, which Is here a permanent proqrarn of this n;itureheloniqs. This will also assure continued finnncial support over the lnn,
run, since ItFfrm has an autonomous hudrlet. 11hile 
 INAD appears to have
 
strooo backinq from the present Adirinistration, Its buidet (apart 
 froi
IISAIDP support) cores directly from the President and therefore Is subject

to the whips of who-hnmver may hold that office.
 

Thereforc, the Mission has fefvelopcr a project stratcly which takes advan
tane, over the short term, of INiAD's present canahillties and experience

in municipal tmirinn and administration, and In the lonr tern, of 
 l?'FOI's
financial strenoth and Institutional stability. INAD will continue to 
anaqe the pro lect Into 1973, while the institutional transition iq


completed and IFOM 
 prepares the necessary personnel and new operationi
p-rocedures. During the cortinq 12 nx)nths key lJFOM officials will receive 
technical advi,e and traininn to prepare 
then to f-anage the proje.ct.
 

In spite of certain 'ieaknesses Ohil& 
 affect It today --a ''ankIni/

enolneerinq rmentality" for one-- INFIM Is the natural choice to admriister 
a longq-term iiunicitial developrent prograr;. And hopeful Iv the proqr-!, vi 11
cntInun lcoo afte r AIl) has; terr,,inated Its Inputs. The p)roject nroposed
will1 tal.e !' years to Ifpler'ent, .assinmlnq no major del avs, and I. (lesi.'ned
to cover srxe. 120 vmnl:ipal ties. xclndlnq ruatel-iala city, that leaves 
, thvr 20l14 r-unirIpalltles w'.Ich wiI not hav" recelIvod r!irect inputs tinder 

ti is projfct. It Is evide.t, therefore, that If the project is successful a-(! Is to Ih,carried to .ll rnutilcipalities of the countr,, there rust
fir, c,'rt.i;nty of in;titutional continuity and 'Inancial support. 

IIFri-, pnssesses these nssnna) characteristics. FNrthermore, IilF( has 
,-' ft officlal nandate to provide not only credlit, erinineerinn assis taice,and ,ccotint in, servico; to the rmunicipalil ties, hut training and technical 

assistatnce as %,jet). Inrortinately, this latter function has not been 
,!eV!lope'l ade(liate ly. lIFOV;'s 
staff of financial '.nanors, ennfneers, and 
,ccctntants is hinhlv corietent, hlut they have little or no exneriet)ce in
triAonq aind ounIo',ization of people, especiallv In the are.s.rural Recently,
hn~iever, th- direct,,r,- of have to ,1imt t, he(qun exp re Interest in developinn
the staff an e)nert,:i,, to carry out this part of their iiandate. r ivenI ]fF' ''; int i tutirnma ';tbhl I ty and fInanrIal strernrth ( IncludIno an 
atitvn.( f o,; huln t) , to .1c(1IIi r. the s:'re train Inn and(aiIsory carab i lIt le5 

%s r,evA I :h I i ih.1 fin ',vII prl Irev' fl) , w th , 11I the neces ary tools to 
l;ai cIh ,on -."fect I yw "f,,un I ci pa I ' then rg ra' of devo I oprrn t In f I les t sense. 

http:proje.ct
http:qovernmn.nt
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If INrfOi can 'velop e 1es dcurinq1972-73',-therethes addItIona I caph1,n
~ ~~~~~~1 q! 	 .'l .I 

r

:.~ ~ ~ shoul ~ nopolpItasern... 	 the.alalehtlsluln.lfe...tprojectfo 2to I..tdurinq CY 1973 -nr1d 
this on 	 INFO wl1be nhlhe to 'so.
Is confident that H : IF tht 
ki ,ccessful Id IFnl ac Ires the new te hniques and attitude d!dto rianaqe 	 successful ly, proras Jthe project 	 INFOM's ud fro itjas~a, 

iole. In particular, its-Institutional rd itaeShtI d:ectivomesnorti '&'v< 
to the runicipali ties, many of which have found INFO verly "ha-ose'" 
St l b no h r ID ao r irs rtot e pa 	 nftet~nato
 

Importart in roearding 

nod PreOparaton In F73 of thecond ioAn lnnchwIs x cAt ,n 


-I 	 ehn lemnent the eission's strategy FOilsthc pla I .. 
nf 1, miJ'J7 

capitalize that institution. It will differ from thoe o.fIrsct prtI1cuIa iI-i'one 
the loan Is to be repatid by re 	 an notec 1niithe byItlZFO. 

other words, INFO wotild receive a $2 million Increase In its:' i'
 
portfolIIo. I t woulId alIso re cci ve a $11-2 miI Ion "counte rpart",9ran t from
 
the rd which All)ndould require as part of the transnction. .Inr ern for,
 
this non-repayable Input of cnp tal, INFOn wotuld anreeoto: a
 

1t. r ssure responsiility forInler ntIn the municipal devnlopront,
 
project In Oace of INADand In accord with the ojectiv of thI
 
Pnt oP,andeT
 

7. 	 Use part of the AID loan funds to sbsidize any of the Reional
 
Associations established this project whc v
under 6cmiay not hOv, 
reached a slf-finaIcinq levelAfrthe operationof thirtechnial 
offices by the time project Inputs are withdrawn (accordin to the 
Implementation schedule). 

IIFOM and OC agreemnt to these conditions, whiich Is erpcted, nt otnly

will froe All) from lany further commitments beyond those projected I n thp
 
nchicved even If additional Inputs are necessary. 

jkword on checks.-. and balances In, temrs of project anagerent. In do I in' 
with INF(Th durInq the comino year and in neqotiatini a piroject 'arercentli1
 
later on, the Mission will Insknt not only on a meaningful financial Coll 
 -

tribution, from INFOM but also on the estalishent of a special Eeitive
 
PRO .butsupverviseureth ted This of will be'corrpose'&'b
Conwviilttoee toII Ias the project.t te, rpos CommitteethIroetviIIa 

o'quailly of INFOII officials and representatives of the Nntional Associatton.Q
of Municipalities (AIJAH); Itwill not Include the Directorof INFOM1,who 
would tend to dominate It. The AID-financed contract technician for7
munlci;)al devoloprent will serve as advisor to the Committee, a-, well ")
IF!'11"I's link with the Vission. With the riunicipalties thsrepresented
 
by AIAI, nd the Mission in close touch throunh the a N ma
Iv cenocted to idninister the, projert wiith dute reejard to the sensitivi ties
 

,Fteitnepltis;nt(.totri fthe AID proec aqronmevnts 1 .A
 

C. "+' ; + ' + + + ;+ . .. + +' ' + . . . .".... ... ++:< '' ;++ + +' + ++'"+; + ++ . .	 1+; 

.. " +, ' .' "+......m + '+ + ++ :" .+,+ + + :'+ : +.+++ + ++''r...
++++" ++++' +k: ++"++ ... ...... + ' "++?++,++ ,',r++"+ m+ +"+'--.,+p+
 

- + ++ ++ + +; +++: <+: >+;+}+++;+<+ ++++k+p++, ++ +P++3	 ;;+-nv' 

+++;+1+" ...+L +++. : '+++ '+ ++++:++M.+.+ ..+ ++m++ ++ +++++
+++ ++ + >J +  '+I
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Lon IcaI FVramwo rkCIT 
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, J lli J fo '. lo n tey:IeS !nai~ 4?A:Scidri ' Cffi 9...i .... 0 ,to 

I act
Ch nheI veranIv I t lrtemal lanning capacity 'of-th pa In o d municc 

asso ye alO ual Io n'tPrnmui s....n' t1onri~cn or vhmer b 
runction with the trainint and technical adnprovided undes4FJJ hi roran,,IForn paedder'laeantvlntes rvdeel .1ilqrant project. the current and projectnd AID loans' to INFOM wil 

oasstimilus developing the Reional Associations -ind technIca 
0,fjfIes which will be able to prmote, design and submit project 

pIosals for InFOh financi on behalf of the member municipalitie.Atl related activity contributing totard the goal is thn Peace Copr 
hneraprograrf who will provide Ilpfor municipal development voplunters

f~;It professIonalI ass Istance In theIr capacity as technIcal advisors' 'to 
t C . tyors of the larger ('unIcipalties. 

teasures of G~oal Achieveitent 

I 1!nreseIn municipal revenues. 

2.jcrease in the number of adequate rntinicipal developrent plans.';
 
~ l4~ Ibcrease and efficiency of public services provided
-~3 In nu.mber 


S byv the riunicipalIties. (See helr)
 

I Increase in rciqllon,,l coordination amonq unicIpalities. 

Increase in joint planninn-and project irplerrentation betweensunIcipalItIes and centralIovernient Institut ions . rI 

V , roqm-, t 

9hr-ost itanqible evidence of attaininq project goals will bea...a5;
q rjc qaswl be an Increas(i 
F i he ibe r of small municIpalltles with adequate potable water syter 

;, slaughterhouses, and other public services. Less tannible will 
the improvertnts in driinistrat ve, fInanbial, and maInitenance procedup0%, 
tnhl I ci pnIItlies In con junction with such 'projects. 

\rater Irrortance tli, 1n these Indicator-, .ow veII wIll bi the strnnth
d role ;of eovern,'nt - throiqh the. R tilonal /'stinf , icr.asod.locnl 

~ '4-U Iactivnii cap-b I ty, ,Iand, 1n in 
4t,er-rtlnli 

t
the Qiral Ievclnr-rrent Pronra,', of the flot'urniment. This of1 IhIc 

n~crctd, orInstniicr., I i~ nrm~inn diloriue "Ien teRervintl
6yatdlc)I); ont~v flti oriall -',ovcrnmert Inst Ituticol~ epeckl ly, In tcrmn of ,V
I pannini and1 pr,P(ct 1,'T.ler'entation. It a"\Iq on t I CIt), t(,,t.1th~L", 

.':,, . : '": 'I : : i: : :!,: i} : Z :: i ., :t ;
I' I 51. 1'S*IA 
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Central Governnsnt wi I I recognize the Incrqased administratie and bovern -ing capacity of the municipalI ties and wll pprove reform In the municipal
tax structure presented by the Regional Associations through ANAN. 

Statement of Purpose
 

"Establish 6 viable Regional Municipal Associations with professionally
staffed technical offices to provide administrative, financial management
and project plannilag assistance for up to 120 member municipalities." 

Commen t: 

The technical offices, with Initial help from INAD (later INFOM) training 
teams, will provide assistnnee In: 

1. 	Training of municipal officials and employees.
 

2. 	Planning and design for municipal projects.
 

3. 	 Improving administrative procedures and Increasing tax 
revenun1 

4. 	 Coordination vwlth (,Ofl aqnncies on local and regional-level 
projects.
 

By reforming thmir administrative system (especially tax structure and

collections) throuqh operational studies, technical planning and training,
the munIcIpalitlos will be batter able to:
 

1. 	 Strengthen their Regional Associations to promote local
interests and coordinate technical and financial assistance 
moro effectively; 

TI. 	Utilize the financing and technical assistance made available
 
by INFOM;
 

IiI. 	 Develop the revenues necessary to finance the Associations' 
technical offices; and 

Iv. 	Promote active support by their communities for municipal
dovelopuent projects and for the Regional AssociationsI, 
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End-of-Project Status 

1. 	 "Regional Associations and technical offices are fully established and 

self-financed (or partially subsidized by INFOM).
 

2. 	15% Increase In additional revenues over current level. 

3. 	 Approval of new municipal tax structure by Congress and application 
by CWi and municipalities. 

41 	 Administrative, planning, and budgeting procedures In effect for 
Regional Associations. 

5-	 80 3rd and 4th. class municipalities implementing AID loan-financed
 
projects and repaying credit extended by INFOM,
 

6, 	 Moro adequate methods established in the 120 associated municipalities 
In planning, budgeting, and administration. 

7. 	 Active participation by local citizens In municipal projects.
 

8. 	 INFOM has successfully absorbed project begun by INAD and is providinn
 

full budgetary support, Including subsidies to Regional Associations
 
as needed."
 

Comment: 

The m.st important precondition to accorplislhment of the project purpose is 
a sufficiont Increase in municipal revenues. This will best be brought 
abo)ut through reform of municipal tax collection systems, establishment 
of a hotter municipal tax structure, and by Increases In financial support 
from the Centr~l Government. To obtain the desired channes in the municipal 

tnx l:s, a 4ill will bo presented to the Guatemalan Congress by ANAM and 
the Rfigional A\:,soclatlons based on studios and proposed draft legislation 
prepared %,Ith INAD's assistance. 

It Is expected that 6 Regional Municipal Associations, with their technic
nl offloes, will be In full operation and that all will have adequately 
defined administrative and budgetary procedures. (The first technical 
offices will serve as experimental models to develop and refine operating 
procedures and thus facilitate the establishment of subsequent offices in 
other A%ociations). 

As a result of administrative improvements and training provided by INAD 
and INFO1, the 3rd and 4th. class municipalities will be better prepared 
to manage the public services financed under the current AID loan to INFOM 
as well as to meet loan repayments. The Associations' tPdchnical staff will 
provide follow-up assistance to the Punicipalitles receiving IIIFOM loans. 
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The loans ther'-selves wil I offer an opportJnltv to the t'unicpnllIt es to 
I",rovw their hudqetinq and administrative practices. 

Th rnohout the prolect, rfun ci pa I1 ties vll he encnoiraod and trainerd In 
hc.t to increase citizen partictpation. nne of the conditions existnq at 
the end of the project shoild he participation hy a rmijorltv of the local 
citizenry in r'unici,,il prelects and In rrunicIpal elections. 

Critical .ssum: tlons for Fn-of-Project ,tatusl 

- 'Th-it r;O( c0nt nut's stt0porc c,; reqional f'unic inl develop,-ent. 

- That INIFOH dew lonrs technical and training capabllitli s and is 
propvrlv re.triuctuired to assumr responsihi lity for r.anainc proect. 

- That I~JFOM receives additional caprtal throuqh seccod fiD loan to
 
con tfinie Iiunicipal deve1opr)ent project and. subsidize 'eqIonal
 
,*,'soclatlons a- necessary."
 

•"hlI t Innva 1 .g'ss Innp ciIri-s, 

Tho iv, t veir ha!; wtrn,;,;re.'d ; strono ronver-c.nt tcviri reo(lonal vijn ci nal1 
;lsoc I at I o Iqll 1,1 ,(L F Il ',t,i. "'g,, h1ich tic tnarloo and the south
i!p,,te rrn reoln, Inclidilno iarts of flut zaltenanoo, Petalilleu and
 
a'll'tefll(1). The *'sti,-ptInn Is that If 
these associiatIons receive siif-

Ficient I:sitancein stidyinn rititual needs , plannilnn or(larizatlonal 
tructure, wr,,d plrlorities and rtrater es, they wll] becor. 

effectivelv In;tiltution lized. Thls Impl1 les that municlpal officials
 
can he hrntiqh t, thrownh traIrlm, ond exarple, to see the need for tax
 
ar, ,-dt inistratlve 
r fori-, and the de rability of fin;,ncinq their wnn
 
tf.chnic-1i;'; I'[; tance to accompi 
 sh tlne. refors. ;1thouaqh It Is not

n're ";nrv to .ive total s 
inport fro. the Central rovernm nt In carrvinq 
out t e' ii ) , at least Its tacit ;enirovai1 is required. 

It ik ;,Oo as;urd th!t, Ir spite oif different economic capabilities of 
"unicipal tles In an qiven renlon, It il1l he possible to Find a "'rnd,s
 

UWe r andi' 
 'nr i)ayrrlt of qpuotas anl for eqstribotIon of Association
 
servic - ',.;hlch wi1l1 !,e .icceptnble to all unicipalit ies Involved. At
 
present, for vxample , 1AH Is financed directly throuh I P1FlI 
 by the
 
lorqcr ,itiiil);elItles, 
 witt the sr-allest (/ith. class) r'unIclpalItiees
 
he.r' (,er)t ad the third class ones contrihutinn only r mlniunal ai'eunt.
 
Thl- ;',',ter has riot cused any frirtion 
 to date iftr r seve ral years of 
oric r.,t Ion . 

PefeardIn) cf tlen particI n ntlIon in r'unInipIl .lovernr-w'nt ,ctivities, it Is 
,a.tire th,!t the trallitional iHentificition of thr: citr(e!n %lith his 
ruinicipility will he .. trori(' enoticih Initially to attract civic nroups to
r,ork on ritinicipl prejects. It Is ilso assurlc that th ,;e relations can 

http:ronver-c.nt
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be maintained and strenntherned on the bsi of. utual n t . t. ... ..l tie'n 
the municipality can help ivicigrop s and acnpertics a ndubsudrces W 
by. representinn then vis-a vis qovernrient Inst tutilOns, and that civic 

uncpc rronIoectsn (Irof'm
,iOtputse 	 jor n / cle 

I. 	"ix miotivational proqrnms to es tat)IIsh P InlAscatosb er 
end. Ascain yya
 

2. 	 Fstablish six Perifonnl Associations with technical offices. 

r3. 	 Fifty 3-5 day trainingendwiorkshopscourses, seminars for 

ai t iin 

5. mirprnpsa leor rormof municipal tanti collctrions and bud oatlrwg 

rifteen studis In regional planningIfor Peruonal Associations. 

7 	 Deveoprent of six administrative manuals In !1unicipAi F-inance and 
fludqetInn Procedtures. 

Twnty five workshops for coordination of Renional Associations with 
flO( Institutions and citizen qroups. 

M.Sx proposalis Iror reforii of municipal tax structure by reiiion." 

Comment:
 

1. 	 Motivational proqrrs will1 be carried out by 2-3 man advance trainino' 
teams from lflAD (111Fol), with experience In community organization.
The proqr.,r, will consist of Individual discussions with mayors in the 
tarqet rwilons; renional reei:lngs of municipalities; and preliminary
organization of fRoginal Associations In term of their structurin 
nnd dewvloprrent of work plans. 

2. 	 Te nature of the Reqlonal Associations and technicAl offices is 
* explained Fn the section on Pperational Strateny (see P 4-5). 

3. 	 "tie training courses WI I he carried out by the IIJAP 011F01.) tnarlus 
and techntcal office professloionls. They be desirned to pre. "ilre TI 

the riuinlcIpl reiireseritativesof eanchi Pecilonal AssocIntiOn In:pl.nninr
and executIngi work plans (for explanatton of work plan content son 
ours of Action).	 1I
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(thouuh not critical) complermnt to the qrant project. IN/lris Inputs (7173), will be "in kind", representInq INAD personnel, administrative support,
and project direction. A Mr. cash contribution for the riunicipal project 
to ItlAD will not he requested, sinm I;IAD already has to cover all national
level activities with Its mqn resources beginninq In 1973. 

11F()1 Is expected to take over rnnager-nt of the project In 1973, and the
Project Aqreenent with INIFOM will specify an Initial budq(et Input of at 
least .F25,OflO, in addition to "in kind" support. flurino fullthe seecond 
year of participation, INFnm hshnild contribute close half ofto the project
bodoet; and from 1976 on It Is planned that INFOm, wi th additional 1'unds 
from the second AID loan, will provide the full aFmo)unt necessary to continte
the f,roject, Provide sjbsiles for technical offices if needed, and develo.p
:'eqiona1l Assoclatlons h other areas of the country. 

I f all noes .ccordin,; to plan, the !tunIcipalities of the established 0hniormal
•ssoclations will ccntribute to the operation of their technical offices asCcil l,,,,s : 

First Year 

A formal contract wiill be s iqed between the national hnst nqenc,/
and the Reqional ^sroclatlon In which the latter acirees to provide
secretarial assistance,office space, furniture, and eniolpi-ent (,-,p
proximnitely $2,000) to open the tediniol office, anl the national 
annncv %i] contribute the salaries of the professional staff and 
operational eXptinses.
 

ISecond Year 

The r.r"her municipalities will provide their ,ssoclation with 50 , of 
the: Incoie. qenorated In excess of the first-year level of municipal
rvelt)w',; (or (into $10,000 collectively), and the national ag.ency 
will covor tile rernalnin $10,000 of the teclnical office budnet, or 
mrore i F necessary. 

.hI rd Year 

The technical offi:e should he financed entirely by the Ienlonal
 

This is on optr l :cherhile, of coIrse, bitt It Is considered feasilhle if no
a.inrrnlers or d(Ilays occiir. The second year i7 the critical one. If 

1,v th! end of It i -,'nonal ^-soclation ha-, been unable to (oner.te at lea t
hal f t,;plannef ,I0,000 contriblatli to the technical office, then a 
do(i-.Cion wll1 IIbe ado either to drop one of the professional staff or

elili. te the ,Iffice alt,wether. If the Associatlon 
Is proqressinq satts 
factnrl iy hut is iinhl to oenerate the flll ar'nunt ,,f funds needed for thIe 
t.chnical offic,, In tili third and suhsequt~int years, then INF(?4 will subsIdize 
t0#- h.l.minc redued. 
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VI. 	 Course of Action 

The course of action outlined In the followlnq paves cjescrihbs the project
 
inputs and activities planned for the rIrst cqroup of three Ptqlnnal
 
,ssciationn over the next 30 months. flasically the sare Impleirttation
 
r'lan, rvised as exnerfence dictates, will he apnlied to the second nroup
 
of .ssoclations helInnIinq In 19711. P PCRT dtaqrar, also is Included.
 

1. 	 Motivational Proarar" and Estahlishrent of Renional Associations
 
(P, enonths)
 

The , Otivational phase of this pronran was Initiated 'Fpterher 1, 1971.
 
At that tire, personnel for 3 IN/) tralnin(/or.anizotion teams were
 
selected and trained and the first three reqilons to be covered the
b v 
vroJect were deslotnated. ?,t present three Incipient departamental level 
hsSnclations have been forrrl in Chi I r'utila, Cul1 api, in( Coatepeque. 
The 'ssoci atlons are ro',posed of representatives fro)r, 1 to 14 niunicln;li ,I , 
(kpendinqi on the of,it' the area involved. In Chiqulmul a, where the first 
i.ssoclatlon uas forrved, trrliminary work plans have been cor"leted an,4 
mayoral cot-il'i,.ons assInnedI to carry out specific activities. These 
i n CI ,d,: 

1. 	 plannin, and processing ,.f by-laws for lenl recotnition of 
the Association; 

2. 	 workshops for Irpro~inq coordination amon the r'unIcipailitics 
themrselves and wi rh Co0 atqencles; 

3. 	 deslin of a technical office; 

h. 	 trnintn for r.,ayors and auxlIlary iinvors to pror-ote citizen 
parti cipat ion; 

. study (if r,unicr, l reventi s; 

0. 	 puhlshinn of an Assoclation 4illetln; 

7. 	 prot i on of s,1 l Indti-itries and other incorv-prodticin, oro lects. 

The t , other A,,; ociatIon.; are not as far a1onq as ChiquIiula hut are 
procvetflnq on the ,;.'y- ha is with (o)ol results. 

2. 	 Instittitionaliz,-tion of Pecilonal Association (5 ronths) 

Th., 	 ,,-cond iphase of the l,,r ,ntation plan will fecus on Intensive trainiu,' 
thrornh i Cor+)I tat inn of courses and r'erkshops, aIrrd at oreparinq the 
,I, r,; of the fns.ci't ions to v' ffect1i%'':ly carry out th. ir ass ioned '!nrk 
I, an% In ortfier tr rxr,.ind the ',;';ncI;tionso nl( take then trt, ly "Pe(lona l 1I 



~ ~~7:the 1P v....... 	 .......
lQOnt 	 l+ ....tra Illin tonrs- wf I I irn v I r tIn~ ritnrIcipi litfsIu iti f ho i i tl 

ntS " d I t i i thioi ayors nnd k7ey leadners to r te t I ti tr In I i;.fian rnv 1 	 nt 

rtodmIns, incli sore cost-enefit analysis, wIIbe.le carr.led o t y INAO' 
min tochnical staff in collaboration with the municipal treasurers., 

lentinois and workshop sessitons alNo will he ortlanized by the Associations 
to hirriq totietiler. thn training teams, local rnflf agency re.presentaltives, 
a)nd Interested clittzens frol the vAriouis munIcIprilitles of thle r qion. 

3. rsttahlsh,,nti of nrolonal Association Technical Office (8 nrmiiths) 

After a eoional Assnciation has submi ttd to the r'overnment Its request 
for 	!legal reco(nition, and when it Is detenrrined that the r m hership. Is 
cortited and stron, enough and represents sufficient ecolnlI potential-
ItiAD (or INFOM) 0,il ete.r Into negotiations wlith the ilssncation to 
formulate a 2-year contract to help establish a technical office (see 
dettails In Input Section). Once. the contract is signed, IMlAD -(or INFOM) 
will assist the Association in the. selection, employrent and orientation 
of the Regional Planner and Finnncial/Adrministrative Specialist who will 
form the professional staff. Once trained, the technical staff ill! con- -4 
centrate their initial efforts on coilpletinq on-oIonn studies of municipal 
revenuos and tax collectilon procedures. Feasibility studies also will he
 
initiited to develop tnter-municipal projects (example: joint-purch aso of
 
rood. cons t ructIon equIpment). 

The IAD (INF01o) trainlnl team lIll continue to lork on expansion of the 
Avocintlonls merborship, as well as helping to orqanize citizen advisnr 
oroujs nod lncal r.r, Inter-anency plinninn coniittees to work ilth. the 
"'enlonal Associations. 

L,. Ifplerientation of Adnistratlive Peforms and Initiation of New 

him 	 c pa /Pel.oprent Prograri (9 Moths) 

Durin this phase work will be concentrated on th'e revision and -inpleln-. 
tation of budpetary procedures and revenue collection systems within each 
liunlclipality. This will Include: 

1. 	 Trainn of nunicil employees; 

2. 	 itizen education proram on the Irportance .'1nd relation of
 
mrnicipal revenues to good public seirvices; and _
 

3. 	 /Kvisory asiktnnce to avors rind municipal tresurers In the
 
npplica ton of the new Syftei, in
 

+ + . ..	 .......
 

i 

http:wIIbe.le
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1,lsn durinq this phase, small Inter-municipal projects desiqned by the 
technical offices will he Implemented by the AssoclatIons. INAD and the 
technical staffs will wor. jointly on the study and development off d.raft 
lenislation for restructurinqrithe municipal tax base. 

. Phase-out atfd hove-on (3 months) 

The final phase will see the continuation of on-cioinq Association 
activitles and reflmi.rnt of nmily introduced tax collection and ad 

,iistrative procedures based on a oloint Pro.l:ct revIevw hy th, 
Associations and Itl!\n (Iwom). 

I'arly in this period, the proposal for revision of the runicipal tax
 

structure will be presented by MIiA/i and the Rerional Assoclitions to
 
'"ORf(I rl~5 S. 

The traininq tearis, after carryino out any final work indicated by the 
Pro.,nct Review, %ill r-nve on to three other areas to heln develop the 
Incipient Re(clonal ,ssociations there on the sary patitern as the rlr.st 

three.
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!Aet iv ite. Description Activities Descriptinn 

O 1 Analysis and Selection of work ---- 4. Develop and Submit Charter 
, , Sites.
 

3 --5 Pesign and Study of Iiiia 
0 - 1 2,1 Selection and Trainin Revenues 
o: - Personnel n 

i ai3 6 Motivation of Institutional 
lotvation esCoordination and CitizenRetional Ausociations with Participation 

preliminary worl.. plans
3 ..-. 7 Pr .mot:ion of expansion o,f 

associations and- promotion of 
technical office 

13 8.~~ Trainincj of Munmicipal Officialt 
to reutonal work plan 

4 .. Obtain legal recognition 

Lb 

I'.. i ,u'il;-
; I 
a I_

.................................................................................
 

.......................................................................
 



LAtV7,7A1 QI1 CRBPTIONI 

:. No. 	 Nmber), A T E 

iGUA ~UP rflI WL ASSOCIATION flJ IPLEME4TATXiE .6;.'ADMINISTRAT'W 
WTF~f~i OF? 

'8 mon~fths 

6 

94 	 2 

, o, i . ieesemme-poedrs' 	 ,i 

4,.r 

Activities 	 De-4croption Activities DesCoiption
 

(7~ 10'sContinue expznsion of Associa- *1~....,7Implementation nlew budget
'1tiJons, L.p increase member- 'procedures
 

- sip 1_---,.14 Develop new Tax Collection 
0 9 Establish Technical Office System 

.- 10 	 Devc.lop Tc.chalical Proceiures 12 - 16 Carry out Joint Projects witl,
for Bud,'t Prograrming GOG Institutions and citizen 

, I grOUpS.
 
-91119 Study and Analysis of Municipal Imp n.
 

Tax Revenues and Collection 13-,4 15 Implement intermunicipal 
System 	 projects 

'9 .-.... 12 	 F,rinalizm: oi,,Tanization of 14 .-- 18 1Study and Development of 
in3titutional ant! civic partic- j Proposal for New Tax Structkire. 
ipation In municipal affairs 

-
--. 3 	 for inter- 14 -b1919 imeet:T×Cletn:SImplement tN'asibility studies 1 -	 Tax Collection System < 

~maicipa1 prnjecots 	 19.~ 20 Program Review 

.-..
 

.t
 

http:1_---,.14


A 11 . IA 1-7 1II (? Alrl AT IV - *I C lIr I rmI I 

N.1L'~.e:a 	 *M IU (Num~ber) DATE 

520-11-790-176.2 l{1, ,It.NAI I ,,,v,1.,,N 2/15/72 PAGE__ o ___ PAGES 

PHASE-OJT AND HOYE-ONf 

3 months
 

9 to 12 

/ " 

',, 1 

Activities 	 Description
 
....... . .... . - -.. .--- .4.- .... *. -- * . .* -.- *-----... 

20 	 . 21 Institutionalization of Prograc4i 
of Institutional Municipal 
Coordination 

20 .-.---- ,221 	 Continue refinements in Budg
etinq and Tax Collection 
Procedures 

: .. -,23 	 Develop Administrative Manuals 
for mnanagernent of Intermunicipal
Projects. 

20 	 . 24 Refine Administrative and 
Fundinq Systems of Regional 
Offices
 

20 .. .25 	 Submit tax plan to Congress for
 
Approval
 

24 	 . 26 Pull out Financial and Training 
Support and move on to establish 
work sites ii new areas. 
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