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required for the prolact to work depends directly on the willingness of the
local cltizens to conperate.

111, Operatlonal Strateay

Nver the next flve years this project will be directed at the development
and strenqthening of six Renlonnl Assoclations of Municipalities In selec~
ted areas of the country, and to the estaBlishment of a permanent technical
office In ecach staffed by 2 resident professionals (Financlal/Aduninistrative
Specfalist and Realonal Planner) who will provide the municipalities with
the technical competence needed to promote thelr own development. These
Pegional Assoclation offices wll) be able to offer technical asslstance and
tralninag {n municlpal flnances, tax collectlon, project plannina, and ad-
minlistrative procedures for up to 120 paylng munfcipalities fncluded In the
Associations. Durfna Its two vears (ninimum) of development, each Pealnnal
tssociation and technical offlce will be asslsted by a 2-man tralninc/
orcanizational team from INAD (later 1HFON) which will work to strennthen
the Assoclations arqanizationally and to develop the effectiveness of the
technical offlces In deallng with rural munlfcipalities and thelr problens,
(These training teams, already formad and workina, are siilled In com -
cunl ty oraanlzation and developrment techniques).

For the flrat vear of this "developrent' phase, a Pealonal Assoclation
will bo expected to contrlbute only a minlmuin anount toward the operation
and staff of the technlcal offfca, which will cost an estimated $20,000
annually,  For the second year tha Assoclation will contribute up to half
of the budget. In the third year the technical offlce should be financed
entlrely by the Reqlonal Assoclation and thereafter riay he expanded as the
ssoclationts income Increases. The additlonal Tncore needed to supnort
the technlcal office durina tha flrst two vears will be created hv ad -

fnfsrrative inproverents In the ~xlstinn tax collettion syster, as well
a5 savings froin Increased oparatlional efflclency, In each of the assa -
clated nunicloadities,  The studles and tralning for these Irproverents
i 1 be eederiaben by the fasoclatlon's technlcal staff and the tralninc
tear durine the flirst voar (althouah a few can be lmplerented Trmedlately)
and they will be put inte offect in the second year so as to preovide enounh
addlitiona] Incore to finance up to half of the technical offlice budoet.,
Sleo during thile secon:d vear, work will bhe undertaken to reforr {throuoh
natlonal lecislation) the cunlcipal tax structure Itself, which should
lead ta further revenue Increnses In the third year = when the Tull
technlcal office budeet Ia to be covered by the veclonal Assoclation. |If
these addltlonal revenuns are not yet sufficlent, a termporary subsidy will
L peavidedt hy Do,

The techinical o fice stal ond tralelne/oraanlzat lon tcam employed bv cach
ecaional Sssochation il conace an Inteqrated nroarar In cunlclpal evelon=
cant Tar 2 = 0 1/2 e, for each asociotlon,  Cnee the Mssociatlon and

its technical nflee are/nroperly and sapportead coopletelv (or Tarnely) by
functioninn
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the munlclipallties therselves, the tralning team wil) rove on to help
establish one of the three other plannad officds (last 2 1/2 years of
prolect). The project wlll concentrate inftTally on the three areas

vhere Departamental Assoclatlons already have been forred and are develop~
Ine fnto realonal ones =Chiquinula/Zacapa/E) Progresn, Santa Rosa/Jutlapa/
Jalapa, and Pntalhulcu/quchltcpequez/nuetzaltennnqn. Chiquinula and
Zacapna are expected to form the flrgt Reafonal Assoclation with a technlcal
offlce durine 1972, and this wlll serve as a '"test case'. The other two
Assoclatlons should be sufficlently ornanized hy carly 1973 to open thelr
technlcal offlices, and by the end of 1974 a1l three should be In position
to finance the operation of the of ices on thelr own or, If needad, with

a partfal subsldy fror INFOM, By early 1974, if project irmplerentation Isg
on schedule, three additional Assoclations in other areas wll) he func -
thonlna and will have opencd technical of flces; project Inputs will be
ceneentrated on these new oraanizations during the last two and A half
years of the project., s Indicated, however, Chiquimula/Zacapa will be
the '"nllot" Assoclatlon, and 1ts success In supportinn a technical offiece
will hove to be clearly evidenced before AID will cormlt project Funds

te establlishment of the other technlcal offices. This zondition will Le
snpelled out Tn the nev Prolect Agreenent wlth 1NAD,

%y tha end of 1976, there should he six Ful lv=formed Feqglonal Associations
vlth professionally staffed technleal nfflces providina services to sore
120 =vmlcipallities In 13 Departments of the country, This is , reasonably
consarvative prajection, based solely on direct project Inputs, There is
a real possibillty thot other Assoclatlions will be forred as the —unicipal
moverent aathers morentun ond the project bealns to shov solid results.

PWe Institutional Strateay

The Inltial phase of the project presently Is belne coarrled out by IMAD,
Tapnorted Ly heayy ALD Cundine In the last few vears, INAPR has hecome a
resoected Gouaresalan Institution and I« recognized a5 a major catalyst In
procoting the arevth of the munfclpal moverent,  THAD s an Institution
Fas enjove ! conslderahly continultvy, e.a., little turpover in personnel
Jurlng tuo Adedntstrations and continulng influence In aoverment circles,
both natTonal and suntcipal. [vidence of this Influence has heen 1NAD'
Teadership In the developrent of a natlonal svster of clvil service,
instrurental role In the reornanlzation of varlous ministries, and et -
foctive proration and follavup of the annual Municivol "sserhlies, Teds
evperience and leadership In runlelpal affalrs corblined with [ts profes-
stonal renutation rade [HAN the natural cholece fFor ranaclne the A0 inputs
to cumicipal developrent durfna the Initial phase,

Pt ie not 1aD's role, however = a5 [t Plrector readlly adrlts = to continue
as the ranaaine acency for a novernment-supported prorrac of lana=term
doratlon, vhich this runfcipal developrment project 1s Intended to hecoms.
Rather, Tts role is that of Innovator, planner, and advisor in the field
of public adidinistration =ulth Its operational activities 1imfted larvely
te training, In the case of the fuateralan Civid “ervice, for example,
INAD developed the fdea, lobbied for the favernrent's sunport, prepared

|
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the necessary studles, work plans and lealslation, trained a Civil Service
program staff, and, after Congressional approval was obtalned, put the
(Ivil Service syster into operation. After onlv a year of IMAD manacement,
Civil Service was detached from It and hecarc a separate qovernment anency,
which Ts now Functionfnn most effectively on (ts oun,

The saire procedure is belnog followed In the case of the munfclipal develop-
ment profect, It s INAD's task to Vaunch the nroject effectively and then
turn 1t over to INFOM, which Is where a permanent proaran of thls nature
belongs, This will also assure continued financlal support over the lon.
run, sfnce ITHFOM has an autonomous budaat. hile INAD appears to have
strong backing from the present Administration, lts budaet (apart fron-
USAID support) comas directly from the Prestdent and therefore Is subject
to the vhims of vhomever may hold that offlce.

Therefore, the Mission has developed a prolect strateay which takes advan-
tace, over the short term, of INAD's present canabillties and experience
in runicipal trainina and adminfstration, and in the lone term, of INFOM's
financial strenath and Institutfonal stabllity. INAD wl]l continue to
canaae the prolect Into 1973, while the institutlonal transition is
completed and IMFOM prepares the necessary personnel and new operating
nrocedures,  During the coning 12 months key ITHEOM officials will recelve
technical advise and tralnlno to prepare them to manane the project.

n spite of certaln veaknesses whlich affect It today =-a "hankina/
enolneering mentalfty' for one== INFOM Is the natural chnice to adminster

o long=term nunicipal dovelopment proqrari.  And hopeful lv the progrorm il
centinue lTona aftar AID has terminated [ts Inputs. The project proposed
will take 5 yoars te Implerent, assuming no major delavs, and Is desianed
to cover scre 120 munlcipallties. Cxclading Cuaterala clity, that leaves
wmother 200 cunlelpallties vihilch w1l not have recelved dlrect Inputs under
this project. 1t Is evident, tharefore, that If the project Is success=
ful and Ts to be carrled ta gl runlcipallities of the country, there rust
be sere cortainty of instlitutiona) continulty and “Inanclal support.

IAT0OM possesses these assantial characteristics., Furthermore, 1MFON has

a5 fte offlcial mandate to provide not only credit, cnaineerinu assictance,
and cccormting services to the runfcipalities, but training and technical
assistance as well. tnfortonately, this latter function has not heen
“evaloped adequately,  IHFOP's stalf of financlal manaoers, enaineers, and
acceuntants is hiahly cormetent, but thev have 1fttle or ne exnerfence in
tralolng and araanlzation of people, especlallv in the rural areas. Tfecently,
however, the directors of DIFOM have bequn to express interest in developinn
the stafl? an! exoertice tn carry out thls part of thefr nandate. fiven
THEOM S institutiona) stabi 1ty and flnanria) strenath (ITncluding an
autencnous budaet) ) ta acquire the sare tralnine and avisory canabilitles
widch THAD nov has wonld previde THEON with all the necessary tools to
Tauneh an offactive nroarar of "unlclpal developrent' In the €ullest sense.
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Central Governmant will recognize the Increased administrative and hovern -
Ing capacity of the municipalitias and will spprove reforms In the munfcipal
tax structure presented by the Reglonal Assoclations through ANAM,

Statemant of Purpose

"Establish 6 viable Reglonal Munfcipal Assoclations with professionally
staffed technical offices to provide administrative, financlal management
and project planniag assistance for up to 120 member municipalities."

Commant:

The technlcal offices, with Inltlal help from INAD {Tater INFOM) training
teams, will provide asalstanze In:

1. Tralning of municlpal officlals and employees.
2, Planning and deslgn for municipal projects.

3. Improving administrative procedures and Increasing tax
ravonuas .,

h.  Coordination with 606G naancles on local and regional=lave)
prolects,

By reforming their adninistrative system (especlally tax structure and
collections) theough operatfonal studies, technical planning and training,
the municlpolitios will ba better able to:

. Strengthen thelr Regional Assoclatlions to promote local
interosts and coordinate technical! and flnanclal assistance
more affectively:

Tt, Utfilzs the financing and technlcal assistance made avallable
by INFOM;

Ii1. Develop the revenucs necessary to finance the Assoclations'®
tachnical offices; snd

Ive Promote active support by thelr cormunities for municlipal
dovelopmant projects and for the Reglonal Assoclations,
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End-of-ijLet:t Status

1. '"Raglonal Assoclations and technical offlces are fully established and
self=financed (or partlally subsidized by INFOM),

2, 15% Increase In additional revenuas over current level,

3, Approval of new municlpal tax structure by Congress and application
by GOG and mmiclipallties,

4, Administrative, planning, and budgeting procedures In effect for
Reglonal Assoclatlons.

S, 80 3rd and Ath. class municipalities implementing AID loan~financed
proJects and repaying cradlit extended by INFOM,

6, More adoquate methods sstablishad In the 120 assoclated municlpallties
tn plenning, budgeting, end administration.

7. Activs participation by local cltizens In municlipal projects.

8, INFOM has successfully ahsorbed project begun by INAD and Is providina
full budgatary support, Including subsldies to Reglonal Associations
as nooedad,"

Commant:

The most important preconditien to accorplishment of the projJect purpose Is
a sufflclont Incroase fn munfcipal revenues, This wlll] best be brought
about through roform of municipal tax collection systems, establishment

of a botter munfclpal tax structure, and by Increases In financfal support
from tha Centrpi Governmont., To obtaln the desired chances In the municlpal
tox laws, a hil]l will bo prasented to the Guatemalan Congress by ANAM and
the Raglonal Azsoclations based on studfes and proposed draft legislation
prapared \vith INAD's assistanca,

1t Is axpnocted that 6 Reglonal Munlclpal Assoclatlons, with thefr technlc-~
al offloes, will be In full oparation and that all wili have adeaquately
deflned administrative and budyatory procedures. (The flrst technical
offfcos wlll sarwa as experimental modals to develop and refine operating
proceduras and thus facllitate the establishment of subsequent offices in
other Assoclatfons).

As a result of administrative improvemants and training provided by INAD
and INFOH#, tha 3rd and 4th. class municlpallties wil) be batter prepared
to managa the public services finenced under the current AID loan to INFOM
23 well as to meet loan repayments. The Associations! technlcal staff will
provide follow=up assistance to the municlpalities recelving INFOM loans,
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The loans thersalves will offer an opportunity to the runlicipdlities to
Improve thelr hudgeting and administrative practices.

Throushout the prolect, runiclpallties will be encouraced and trained In
heer to Incrense cltlrcn participation, One of the condltions existing at
the end of the prolect should be participation hy a milorlty of the lacal
cltizenry In runlclpal prefects and In runlclpal elections,

(ritlcal Assumptions for Fno-af-Project Status

- "That ROR contlnues suopnre ¢f realonal cunicipal deve loprent,

- That INFOM deve lons technical and training capabillties and is
properly restructured to assine responsihllity for manaalna proiect.,

- That INFOM recelves additional capltal throuah secend A1D loan ta
continue nunfcipal development prolect and subsidize Peqlenal
Msoclatlions o5 necessary, '

SddltTonal Assump el eng s

The past vear has witnessead 4 strona rnvo«pnt tovinrd realonal municingl
assocliations (e, a., hilauirula, Sta. 50, Huehuetenanao and the south-
vestern reclon, Including parts of ﬂuerzaltcnnnnn, Petalhuleu, and

Yazatenanqo) . The surption Is that If these assoclations recelve suf-
Ficient assiatance In studylng mutual needs, planning oraanizational
structures, ard v<\wh]lshlnn priorities and ftrdtenlnq they will becore
affectively Institutionalized, This Implles that munlcfpnl officlals
con he hrought, threuoh tralnine and exarple, to see the need for tax
and adiinfstrative refore and the deslrabillty of financing their own
technical assistance to accorplish thes» raforms, Mthough It is nat
necessary to have total sunport from the Central "overnent In carrvinn
out the fefore, at least Tts taclit annroval is required,

ft Is also assured that, In spite of dlfferent econoric capabilities of
runicipalities In anv aiven realon, Tt will be possible to find a "modus
operandl™ far payront of quotas and for distribution of Assoclation
services vhich will bhe acceptable to all municipalities Involved., At
nresent, for exarmle, AN Is Tinanced dlrectly throuagh 1''FOM by the
Targer tundfeipalities, wigy the srallest (hth, class) runlcipallties
belna avernt and the third class ones contributina only A ninfmal arcunt,
This systern has not consed any friction to date after several vears of
aneration,

Fecsardina citizen particInation In runfelpal government actlivities, it is
pssured that the traditional identifleation of the citizen wlith '1["
runfclpality will be strone enough inftially to attract clvic mroups to

vork on runfclpal projects, 1t Is also assumed that the we relations can
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TOTAL CASH INPUTS 1971-7F (LOANS FXCLUDED)

(s000)

1971 (6 months) 1972 1973 1974 1975 1976

P (FY) 1/ 116 102 147 160 111 15

1ap (cv) 2/ (Tn kind) (in kind)

1MFom (cv) 3/ -— --- (10) 25 50 100

Req. Assocs. of

Hunlcipallties (CV) L/ -—— 6 30 66 30 120
TOTALS 116 109 177 251 251 235

Note: These inputs based on formation af 3 Pecional “ssociation technlcal offices (includine
2=ran professional staff) In 1972-73, and 3 more n 1974-75,

1/ Larcer "1™ Inputs ip FY72 and F¥7% to help establish technical offices cof Per, ?ssccs,: ad=
ditional $12,000 fn FY74 for vehicles for 3 new eq. Assocs.; "Y75 arcunt for {lnal & onthg
contract services cf “unlclral Advisor, nlus narticlpant tralnin-,

2/ INAD provides technical hackstopring, administrative suppert, and nroject direction - all "in Ling',
P ’ » J

3/ 1f prolect transferrcd to !MFNM by rld=7%, sere contribution expected: ntherwise, INFOM i1l mahe

flrst budget Input in 1974, to be doubled in followina 2 vears, For 197b8«77 0 innuts will cevar

IHFOM trainine tears, part of the technical! nffice costs, and nart of IMFNMYe cneraticonsl surnert,

4/ <ee pace 15 for explanation of Peclonal "ssoclatinn financinr of technical officag.
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Personnel
(Contract)

Participants
Commadi ties

Cther Cecsts

AR GRANT IHPUTS - LIFE AF PROJECT

TARLE 11

FY71 Fv72 FY73 FY74 FY75 FY76
18 19 19 20 20 10
-- 10 5 10 5 5
15 3 - 14 - -
83 31 118 116 a6 -

116 103 14 160 111 15
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(thouah not critfcal) complemant to the arant prolect, INAD's [nputs (71~
73), will be *in kind", representing 1NAD personnel, administrative support,
and project direction, A 606 cash contribution for the munlclpal project

to IHAD will pot bhe requested, sine 11AD already has to cover all natlonal-
level actlvities with Its own resources healnnina In 1973,

IHFOI 15 expected to take over managersent of the project In 1973, and the
Project Aqreement with INFOM wil) speclfy an Inftial budget Input of at
least $25,000, In addition to "in kind" support. Durline the full second
year of particlipatlion, INFOM hshould contribute close to half of the project
budaet; and from 1976 on It s planned that INFOM, wii th additlonal funds
from the second AID loan, will provide the full amount hecessary to continte
the project, nrovide subsidies for technical offfces if needed, and develop
“eqlonal Assoclatlons h other arcas of the country,

IT all ooes acecordine to plan, the Munfclpalities of the established "aolonal
Asscctations will centribute to the aperation of thelr technical offices ns
follows s

Flrst Year

A Formal contract will he slaned between the natfonal host aqency
and the Reqlonal ’ssoclation In which the latter aarees to provide
secretarial asslstance,nfflice space, furniture, and equiprent (ap=
proximately $2,000) to open the technlal office, and the natlonal
acancy w1l contrlbute the salarles of the professional staff and
operational expenses,

necond Year
AR

The rerther municlipalities will provide thelr hssoclation with 50% of
the Incore qennrated In excess of the flrsteycar level of municipal
revenws (or up to $10,000 cnllectfvely), and the natlonal agency
viTl cover the remalning $10,000 of the technical office budaet, or
more IF necessary,

Third Year
RIS LN

The technical offlce shonld be flnanced entirely by the Pealonal
“ssoctation,

This Ts an optiral schedule, of course, but It Is considered feasible if no
cafer problers or delays occur,  The second year 15 the critical one, |If

Bv the end of Tt o fecfonal fssoclation has been tnable to genarate at least
hal€ Tes planned $10,000 contribution to the technical office, then a
decision will be tade elther to drop one of the professfonal staff or
elirdnate the office altacether, 1f the AMssoctation Is proqressing satfs -
factortiy hut 15 unable to oencrate the il arnunt f funds needed for the
technical offlce In the third and subsequent years, then INFOM will subsidize
the bolance needed,
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Vi. Course of Action

The course of actlon outllned In the followlng paces descrlbes the profect
Inputs and activities planned for the flrst qgroup of three Regional
*‘ssoclations over the noxt 30 months, BRaslcally the sare implemntation
rlan, ravised as exnerlence dictates, will be applied to the second aroup
of Mssoclations beqlnnlng In 1974, # PERT dlagrar also Is Included,

1. Motivational Prograr and Establishment of Renional Assoclatlons
{5 months)

The rotlvational phase of this progran was Inftiated Sapterber i, 1971,

At that tire personnel for 3 INAD tralning/orqanization teams were

selected and tralned and the flrst three reqlons to be covered by the

prolect were deslonated, At present three Inclplent departarental level
f“ssnclations hava hecen forred In Chiquimila, Cullapa, and Coatepeque.

The rssoclations are corposed of representatives from 8 to 14 municlnallties,
dependling on the size of the area Invelved., In Chilquinula, where the flrst
rssoclation was farred, prelimlinary waork plans have been cornleted and
rayoral cormlsslons asslaned to carry out speclflc actlivities. These
Include:

1. plannina and processing of by=laws for leeal recoonftlon of
the Assoclation;

?. workshops for lmproving coordination amonn the runfeipalities
themselves and with GOG agencles:

3. deslan of a technical offlce;

L, tralnlng for mayors and auxi1Tary mavors to prorote citizen
participation:

5, study of punleclpral revenvess
6., publishina of an Assoclation Belletin;
7. promction of small Industries and other Incore=producinag nrojacts,

The tuo other Nsanclatlons are not as far along as Chiqulrnula but ore
proceeding on the <o hasls with aood results,

2. Institutionalization of Peainnal Assoclation (5 ronths)

The second phase of the Toplerentation plan will fecus on Intenslve trainino,
torouch 1 corbination of courses and vorkshops, alred at oreparing the
verhers of the Asseclntions to effectively carry out their assloned vork
plans,  In order te expand the Jssnclitions and make them truly YRealonal,"
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Also during this phase, small Inter~municipal projects desianed by the
technical offlices will he implemented by the fAssoclatlions. [INAD and the
technical staffs wlll work fointly on the study and development ofl draft
lenlsiation for restructuringnthe munfclpal tax hase.

5. Phase=out and Hove=on (3 months)

The final phase will see the contlnuation of on~oolna fssoclation
actlvitlies and reflnerent of newly Introduced tax collection and ad -
minfstrative procedures based on a nloint Project Peview by the
fssoclatlons and Han (INFOM)

Farly In this period, the proposal for revision of the runfclpal tax
structure will be presented by ANAM and the Reofonal Assoclations to

Conaress,

The trainina teans, after carryine out any final worlk indicated by the
Projact Review, will rove on to three other arcas teo heln develop the
Incipfent Reolonal fssoclatlons there on the same pattern as the first

three.
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Descrlption

P R T YT N

Institutionalization of Programi
of Institutional Municipal

. Continue refinements in Budg- |

eting and Tax Collection i
Procedures ‘

Develop Administrative Manuals |,
for management of Intermunicipal

i Projects, ?

Refine Administrative and .
Funding Systems of Regional f

. Offices

Submit tax plan to Congress for
Approval

Pull out Financlal and Training
Support and move on to establish
work sites in new areas.
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