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Purpose of Trip
 

Between September 2 and September 20, 1981, 
we visited Nicaragua
 

as part of the cooperative effort between 
the 	Berkeley Project on Managing
 

Decentrali:zation (PM!)), the Instituto Centroamericano de Administraci6n
 

de Empresas ( INCAE) , and the Secretaria de AsunLos Mtiicipale,; (SAMU)
 

of the Government of Nicaragua. The specific objectives of our visit
 

were as follows: 

(1) 	 assist Charl es Downs. the resident mombe: of the Berkeley team,
in bring ing to a close the PI)'s applied research and 
cons.l! t ing act ivi t e.s for SAMU ; and 	 to gather addi tional information 
on municipal gove rnmn11ts5 to enhint, the quaiiIty of the finlal1 
report. 

(2) 	 partice i inpate a thre-dav seminar on "Decentralliz.ation and 
Lo'alI (,ovvrllint," Septnember 11-13, organi;zed by SAMU, th, 
PMD, and INCAK fo-r t ho healds of the municipal J'ntas of 
reconst ruc tion in the main imunic ipalities of Nicaragua's 
six teen depa rt ments. 

(3) 	 prepAre a ftinlnI ropr" for SAMI! and evailuaLte with INCAE And
SAM11 countcrartsthe ef fect iveness of the svtvl-month collaborative 
ef fort. 

Each of thn,,. oh vet Ivi:, w, ro oii,,vd in the vourns of ,ur vi;it. In 

add it on, we a lso met with lhoma. McKee, I.AC/I)R, lIS.\II) lSa:Ihington, who 

stoplped off in NiirIagui a, Su'p llctmlrI 16, to revi w t lie PM's). assistianc2
 

to SAXU.
 

NAt=re of the Final Pl.at' of t he Collaborat ive Effort 

The 1 al weeks of the e-llaborai le f betweei PHD, INC.E.effort the 

and SAMtI wre deioted prl irily to finuualIzing time reisearchliundrtakin 

tlh, cour,, o! tlie pieci-din)-. s;lx r i m , I'r',.'*mlt I iu' it,. ,i
over 

or f i ingti 

a , ofn , In olui, tisi rvo''.i' ,'rh i :.\.oM , ,alnm.ian! .pra i.e t. vP.­i

f'rom thm, MtAI" rul , 	 i, ut t,.ihll M'*illt q thlim v c tie An ! ti,, v.mln iWi 

Lh,' ,v.'r., il 'l'lf ri iii! lit,. .ill M .l'''1l'W1t,,imi i, oflall i i p,OI KuIno .'ort 
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and Downs 'divided their till between all of thse cviiswhile ~ 

<~;- H
jarris and Castel8 were primarilyinvolved intheseminar and in the
 

aovaluition of the overall .ffort.~ Numrrous meetings were held with
 

Sthe minister and vice m~inister of SAM'U, cthr'SAMNU officials,-with members
 
of INCA1~s staff, municipal officials inLeon and Masaya, and with staff
 

~memnbers of tho USAID miarion 4inManagua, ;
~ :~- -- * 

Since neither H~arris nor Cantelis were involved in33the field work 

~ i'adtheir arival was delayad until the'da)' before the seminar, preparation 

of -the final report orSAMU was undertaken'y Downis and kuenet'zoff, -;:3 

.leaving Castalls and Harris to-concentrate their efforts on the seminar
 

and on formal and informal evaluation meetings with the various parties
 

involved in the collaborative effort. Castello also met with the Minister3
 

and staff of the Ministry of- Housing and Human Settlements, as well
 

333 fas with the Minister and staff of the Ministry for Reconstruction of
 
Maaga. 
tpsntzof 
 an/o Downs patciae in many of these meetings 

A as Well.
 

Observations on 
Final Phase of Collaborative Efforti
 

- The final weeks of the collaborativ, effort ware quite successfu,
 

- both In terms of productivity and human relations. Not only was a grat
 
deal accomplished, but the ra,)port between all,those Involved inthe
 

effort wns very high and a
grant deal of mutual understanding Was achieved
 

From the beginning of the effort In Nicaragua, the Berkeley team 
- placed 4 great deal of emphauis on establishing good rapport with the 

staff of SAW$nnd the municipal off icials with whom we had contact. 
This was cunsidered extremely Important both for Its- own sake and in 
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order t.o eastablish the conditions necessary for 4carrying out reeac
 

Son 
 the important adminiistrative and poli.tical questions haigto do
 
.44.44..4. with unricipal developmuent in Nicaragua. General spaig 
ti
 

dificult to persuade government of ficals of the value of such research$>
 

as opposed to more direct form~s of technical assistance, particularly
 

4as concerns questions of a poetalosniieor cnrvsilnature, 

4444 However, in this case, the erkeley ~team was ver successful and the 4 

>4.4 44 possibilities fo~r continued research, both in the area otmiuihicipal-
44 

die1&pmeinas waft a97i reae ~es, are quite go'-~oteeclet--44~> 
-ini t area -goo due o e xlep 

rapport and favorable impression left by'.th4 ,erkeloy team. -

The seminar was an unqualified success and proved to be a very --. 44 

appropriate means for winding up our, research and consulting effort 4 ,4 

in Nicaragua. Entitled "National Seminar on Decentralization and Local 

Governmuent," it was inaugurated by a 
nationally televised "face-the--44
 
nation" (cars al pueblo) meeting between the three members of Nicaragua's
 

4 national executive council, assisted by members of their cabinets and.
 

the roprosentatiVON Of the main municipalities throughout Nicaragua.4
 

This Initial three-hour long question-and-answer session gave a groat
 
1--*deal 
 of Importance to the seminar and also,proved to be 4 fascinating 

forum Inwhich the Interests and concerns of the 1oca1 level were force- 7 
fully commuunicated to the country's national leadership In a remarkably 4 

open and frank fashion. With this meeting as the opening session of. 

the seminar, the stag* was mat for the presentations and lively discussions 
that followed. 

Castells provided thci opening presentation on the "General Context 
of M~unicipal Development" and draw heavily upon the experience of recent 
municipal reform amoments In Western Europe, particularly his own 
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involveme~nt in the recent reforms aimed at democratizing local government

inSpain. This presentation stimulated a lively discUssion which went
 

- ' beyond the allocated time period, The participants-were quick-to make,
 

comparisons and contrasts with the Nicaraguan slituatior, 'and indicated
 

that they found the presentation to be directly relevant to their own 
 -

Conditions and concerns, 
 .. 

Harris followed with a broadly comparative presentation on local, 
 -

-,- . government and local government reforms indifferent parts of the world,, 
-witharticula'aphao~~i~e0ieatt o~moay~crga"
 

Again. a great deal of discussion was astimnulated and itwas decided
 
to continue the discussion later in the day. An -additional session
 

Was therefore added to the program~ that evening inorder to continue
 

the discussion on the relevance of experiences elsewhere to the Nicaraguan
 

case. Due to the requests of the participants, this discussion save
 

particular attention to the decen~tralization efforts of socialist and
 

social democratic regimes, their local government systems, and the mechanisms
 

developed by other-countries for effectively incorporating popular participa­

tion into the governmental process at the local level.
 

Thu final day of the seminar was opened with a presentation by
 

Downs and Kusnetzoff on Nicaraguals system of municipal government. 
-

This presentation provided a forum for Downs and Kusnetuoff to present 

the major findings, observations# and recomendations arising out of 

the field research and organizational analyses which they had carried 

out over the preceding months. Probably no better forum could have 

been chosen to present the results of their research, since both the 

staif of BW as Well as a good croax-sectlion of the country's municipal 

wee
offiial peset ad primed by the previous discussions -for a 
global assessment of their own system and their on-going efforts to 
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strengthen and improve this system. The presuntation waa very well
 

received and the discussion~ that followed revealed that the participants
 

felt that itprovided an accurateland-helpful analysis o ther rality.
 

Inparticular, the municipal of ficals felt that itsupported many of
 

their own idoasand concerns.. Moreovero the minister ofSAMU',Rogolio 
 -

RamIirez, 
remarked at the end of this session that U~owns and Kusnetzoff
 

had provided an "x-'ray" of the municipal'system and 'Municipaldevelopment.
 

in Nicaragua. The seminar.wasl closed'with a r qtnboe f
 
the top Officials from the Ministry of Planning who spoke oni the governmendt'a
 

efforts to decentraliZe planning.
 

-Ingeneral, the seminar helped 
 to clarify the main problems, issues, 
 -

and alternatives of municipai development in Nicaragua. The extensive 

and, Intensive nature of the discussions on such questions as the devolution 
 -

of financial resotirces from the central government to the municipal 


governments* IEa fecentralizatoin 
 of central government activities t 
the departmental level and their coordination with the-actions and interests 

of the municipal governments through departmental coordinating bodies, 

the strengthening of inter-municipal cooperation and coordination* the 
effective incorporation of popular organisatiOns at the local level -

(such as the unions, Sandinista Comuittees for Defense, the lOCal branches 
of the national women'm federation* youth groups, atc. Into the planning,
 

control, and Implementation of government polCIes and programs, etc.-­

provided the participants With an upporunity to systematixe their thinking
 

on thao quostinns and dovelop-their- ideas on what coursos of action 

should be follow~ad Indealing with these questions. 

Btumng from tho close interaction we had with many of the municipal -

officials at the seminar, we wore Invited to visit the municipal governments
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of L~on and Mnsniya (two of the most important mnicipalities in Nicaragua)
 

to continue the discussion of the issues raised at the seminar with
 

of ficials in these municipalities, Since this offered an opportunity
 

to obtain foed-'back from some of the participants on the effectiveness
 

of the seminar, the lar&er research and consulting effort, and the relevance
 

'.of 
 both to their pnrticular conditions, we accepted the invitations
 

and spent a half day in each of these municipalities talking with 'their
 

officials. In each case, we found that the seminar and the larger research
 

effort was perceived as being directly relevant to the interests and
 

concerns of the municipalities we visited.
 

Evaluation of the Collaborative Effort
 

A considerable portion of our visit was devoted to evaluating the
 

seven-month :olleboratiVO effort between Berkeley, INCAE, and SAMU.
 

The tripartite nature of the undertaking required separate evaluation
 

sessions with eaChI Of the other parties as well as joint sessions. In
 

addition, we met with Tom McKee of LAC/DR, USAID Washington, and members 
of the UMAID mission inManagua for the purposes of evaluating Berkeley's 

assistance to SAHU and its relations with It4CAE. 

It should be noted that the tripartite nature of this undertaking 

was complicated by the fact that the funding source, USAID, was not 

directly Involved either In the actual negotiations which defined the 

scope of work agreed upon by the three parties Involved or itithe implemeanta­

tion of the agreed upon combination of applied reuearch and technical 

assistance carried out by the PID and INCAE. This meant that the joint 

tUarkoley/?MNCAE teaM acted under conditions of considerablo outonomy 

and without a direct relationship to the USAID mission In Managua. 
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From the mission's point of view, this was desirable~and even necessary, .:i. 

given the larger political context and the deeirtn eaion betwee 

the U.S. and Nicaragua. Moreover,,becau~e of these conditions, we sought -

at every turn to assure ouriNicaraguan counterparts that we wera'."sere 

to provide assistance to themn strictly according to their needs and 

interests. Thus we tried to maintain a flexible, open, and supportive 

relationship at all times with the Nicaraguan officials with whom we 

worked. Although there were minor misunderstandings and differences 

of opinion, ingeneral itisclear from all indications that we succeeded>
 

ingaining the respect and confidence of our Nicaraguan counterparts.
 

Thin was revealed ovev and over again inour final meetings and inthe
 

evaluation 6essions held during the laot week 
 of our visit. This was
 

no small accomplishment inview of the general background' conditions
 

of Increasing hostility between the U.S. and Nicaragua.
 

Inaddition, We appear to have gained acceptance for the value
 

of applied research as an instrument for the diagnosis, evaluation#
 

and planning of municipal development and administrative reform. This 

is Important, because the prevailing conditions and perceived needs 

of SAMU tended to dictate that priority be given to more classic technical 

assistance activities such as staff developments organizational 0031gn. 

the analysis of adminstrative methods and procedures, etc. In view 

of such circumstances, itwas difficult to muixo the came for macro analyses 

and studies which were noL directly related to specific adainistrativi 

problems of a more micro and Immediate nature. The tomtation to devote 

411 our energy to tho ltter kinds of problems had to be resisted constantly 

In order to carry ouat the type of global, diagnostic, and long-range 

analysis which we knew was needed, but could only be appreciated once 
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it wa aCC'QuplJishod. 'Not until thea nd of our, sven-muonth, 1 ort was 

it thereore possible to demonstrate the real value of ovir analysis 

~--of more macro questions of long-raneimrtane 

The more Classical tochniCAl assiiitanco which was provided. especially 

th gi3ven by Andres Perez (the Nicaraguan consultant whom the PMD hired, -

through It4CAiE) and Charles Downs, was readily appreciated and served 

to satisfy immediate needs on the part of SAMU. However, this to some 
~~~ ~degree made itmore difficult to-Jus-tify~h1~.okar.~t 

at the municipal level, since the latter tended: to be directed at questions 

of a more global and long-range nature. 

INCAE~ had hoped that this research would produce material for municipal 

management C4se studies which they could then use In their management 

training programs, However, they wore unable to comuit the human resources 

In time that woule have been necessary to produce the type of managemant 

deciuion-miaking case studies desired. The Berkeley participants had 

no training in the production of this type of instructional case studies, 

since their skills and professional competence were in the areas of 

planning, organizationial. and social analysis. Thus, the research data 

which they produced did not easily land itself to the U8CAE type of 

case studies. When this was realized andi IN4CH mado An effort to put 

someone into tho fiold to generate this typo of Information# SAMU decided 

that It would rather not have any new faces involvod In the field research. 

Thus, the municipal management case studios ware d~ropped as part~of 

the collaborativoeoffort. This disappointed our INCAR countorpirts and 

led to soma disonchantment on their part with the Collaborative efftort. 
Nevrtholoss, by the and of the effort, IXCAR was ablo to Incorporate 

members of SAMU's staff Into some management training courses they were 
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offerngfor other government officials, and the participante came away J~Y~ 

with a favorable inpression of flNCAE's training capabilities,: something 

which INC.X had hoped from the beginning would result from their collabora­

tion with us inproviding assistance to SAHU.
 

Both INCAE and ourselves caet he conclusion during the last
 

weeks of the collaborative effort that wa have distinct capabilities
 

.. . .(Berkeley in the area of applied research and planning; andINCAE in 

manabement training and consulting), and that we should not have tried 

to combine our collaborative effort as closely as we did. INCAE realized, 
that thcoy were really not interested inga~.ing,involved inapplied,* 

research, and Berkeley realized that we ware not really interested in 

management training. Some tensions developed between usn during the* 

course of the collaborative effort as we both began to realize this. 
However, our discussions during the last weeks helped to overcomeus 

these tensions and we mutually agreed that if the opportunity presented 

itself again inthe future, we would like to work together, but this 

time each in their own area of competence and without attempting to 

form a joint team responsible for undertaking a wide range of activities 

Involving close coordination between our different skills. Thus# we 

could envisage a loosar association In which Berkeley undertook applied 

research and ICAE provided management training to SAW, but without 

there being any diretat linkage between our research and the content, 
or design of ICAR's management training. 

Berkeley's association with the UMAID mssion in Managua hans 

remained quito congenial since flarris and Kusntxoff first went to NIicaragua 
InOctober, 1980. The former mission director, Larry Harrison, was 

quite helpful and supportive of the undertaking, as were Jerry Vein 
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~Downs and Ku6Is~neQZ~ at the municipal.level.hAQv Miade it possible for 

us to be participant ob~servers :in a
fascinating process of both adminiatrative
 

and political docentralization,, The present revolutionary government
 

of Nicaragua isclearly committed to a
far-reaching tranuformationof
 

the nature of the Nicaraguan State, Thin tranhformation involves both
 

,*he territorial decentraligation of the central ministries plus the
 
devolution at authority and resources to the itunliCPa1le~vel. Thus, 
contemporaryNicaragua offers an excellent case study man forms____
 

of governmental decentrl,uation. 
ImportAnt questions concerning the
 

appropriate division of responsibilities bqtveen the central andlc.
 
governments, the linkages between these different levels of goocriument.
 

how to strengthen the administrative and financial capabilities of the
 

municipal governments, how to incorporate popular non-governmental organiza­
tions into the planning-and Implementation of government activities 

at the local level. how to inatitutionalixe direct citixen participation 
in the governmental process, the promotion of Inter-municipal cooperation 
and coordination, etc., a major issues in con temporary tNicaragua. 
Our res64rch In Nicaragua over the lost seven months has given us an 

Invaluable opportunity to study these quossIons, not In the abstract, 
but in rolation to the concrete realitics ot a deve~loping country whose 
government and people are making an historic effort to build a more., 
humni~o. aquitable, and democratic social order. lbe final research 
report now being iritten by Downh and Kusnecxott, based upon the research 
carried uut during the collaborraiva Wfort In Nicaragua over the last 
sovan months, will elucidate both the unique aspects of docontrallsation 
and municipal dovelopment in Nicaragua as well as thon* aspects which 
have relevance to the PHD's on-going effort to advance our general 
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understand nd t Lecnici knowludge of the determnLnts, allt: rnit ive 

str.ut ros, tvch,I cc i ., r offovt. , and dynamics; of gove rnmentaLaqLuILavu 

ducenma 1 ,: t I . 


