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Field Trip Report 
TERNOPIL MOBILIZATION AND MANAGEMENT TRAINING 

Field Trip May 22 - June 6, 1994 

Initial visit to Ternopil: May 26-27
 

Ternopil management training in Truskevets: May 29-June I
 

Follow-up visit to Ternopil: June 1-3
 

Purposes of the trip:
 

The purposes of the trip were to participate in the
 

management training of key Ternopil city managers, to initiate
 
a working relationship with the mayor, counterpart and
 

potential advisory committee members in Ternopil, and to make
 

progress in mobilizing: establishing a project office, finding
 

staff, locating advisor housing, etc. In addition, because
 

Lviv city administration was making commitments to install a
 

computer network, a meeting would be held with city officials
 

to review the decision and its implications for future ADP
 

developments under the MFIM project.
 

Schedule of Activities:
 

May 22-23 	 Travel: Asheville to Budapest.
 

May 23-24 	 Meeting w.ith Kennedy Shaw to discuss
 
his two visits to Ternopil and his
 
insights concerning municipal
 
management issues in Eastern Europe and
 
the NIS.
 

May 24-25 	 Travel: Budapest, Warsaw, Lviv.
 

.ay 25 	 Meetings with Anatoli Kopetz, Deputy
 
Mayor, computer staff and
 
Administrative Secretary in Lviv city
 
administration concerning current
 
computerization efforts of the city.
 
Meeting with Cris and Kim Morrill re
 
logistics.
 

May 26-27 	 Meetings in Ternopil with Alexandar
 
Levchenko (project counterpart), !.ayor
 
Negoda, and other city officials
 
concerning project 	start-up.
 

May 28 	 Meeting with Matt Glasser, PADCO.
 
Workshop preparation.
 

May 29-June 1 	 Ternopil management training workshop
 
in Truskevets participant list and
 
workshop description are contained in a
 

separate report by Jerry VanSant and
 
Tom Armor).
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June 1-3 	 Meetings in Ternopil with city
 
officials to discuss primary issues to
 
be addressed during the MFM project,
 
current status of reform efforts in
 
city administration, and preparation
 
for the computer needs assessment
 
planned during July. Meetings with
 
others to address issues of locating
 
advisor housing, hiring initial office
 
staff and setting up bank accounts.
 
Survey of private sector resources for
 
computer equipment, service and
 
software development.
 

June 4 	 Meeting with LIM concerning assistance
 
with mobilization and handling
 
administrative staffing of Lviv and
 
Ternopil offices.
 

June 5-6 	 Travel: Lviv, Warsaw, Asheville.
 

Observations and Results:
 

Lviv computerization: 
 Lviv city has signed a purchase
 
agreement with a Kiev Digital Equipment representative for
 
installation of an optical 
fiber backbone and Ethernet network
 
system in the city hall. The optical fiber cable has been
 
installed. Although the cost of about $20,000 
is not major in
 
terms of what 
is likely to be the MFM project computerization
 
investment, this element will have to be integrated into the
 
design of the overall system ultimately developed. DEC has
 
provided detailed specs for an Alpha processor based server to
 
run the network which would require an additional $30,000
 
plus. A request was made that 
the city delay a decision on the
 
server until we can do an assessment and develop an information
 
system plan.
 

There has been no needs assessment - a study by the
 
Polytech appears to be a requirements analysis assuming that
 
the major task is simply installing a network. The concept of 
a
 
systematic process of information system development does not
 
appear to be familiar to either the small (2 persons) computer

department or to managers. The motivation for the current
 
equipment acquisition is partially election related pressure

from the mayor as 
well as a desire to have a common database
 
for all departments. However, no evaluation has been made of
 
what data can or should be shared, or what tasks would be
 
enhanced by a city wide information network.
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The visit was too brief to assess present use of about 20
 

PC's, but inquiries to Canadian volunteers working with the
 

city suggest that many current machines are not used
 
intensively.
 

The importance of following an orderly and well planned
 

information system implementation was emphasized in briefings
 

with the Deputy Mayor, Mr. Kopetz and with the Computer Center
 

staff. The upcoming assessment in July will provide a
 

framework for automation implementation and gather data needed
 
The city has been asked to provide
for automation planning. 


information which will be translated by LIM prior to arrival of
 

the assessment team (Annex 1). During the assessment visit, a
 

seminar will be given to top managers on computerization in
 

local government emphasizing what is required for successful
 
implementation and what has been the experience in US city
 
governments with computerization.
 

Ternopil computerization: Although not explicitly
 
planned for this trip, there was an opportunity to make an
 

initial scan of current computerization in Ternopil and the
 
Ternopil
local environment for ADP development and support. 


has an active computer department with a three person staff who
 
users
maintain and support about 21 current PC (see Annex 2).
 

the primary applications;
Bookkeeping and word processing are 

the water company isgenerating payroll on computer. However,
 

budgets and financial analysis are prepared manually. There is
 

little evidence of management information prepared on
 
computer. Computers appear to be used principally as enhanced
 

adding machines and typewriters, not as tools supporting a
 

management information system.
 

At least one group of programmers and system developers
 

is active in Ternopil as a nascent private business. A
 
hospital patient record keeping system and a regional hospital
 

communications network implemented by this group were visited.
 

Both appeared to be very competent and well developed
 
Email
applications running on PC's and clearly in active use. 


and other Internet services are available in Ternopil. Email
 
messages to the US were successfully sent and received. The
 
National Bank of Ukraine office in Ternopil is fully
 
computerized using a Novell network and is linked to regional
 
branch offices and Kiev via modems.
 

As in Lviv, the major initial MFM contribution should be
 
assistance to perform a systematic needs assessment and develop
 

an information system plan which will support overall reform of
 

the city's financial and management functions.
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Ternopil's major areas of focus: At this early stage,
 
the most active areas of interest are:
 

organizational structure of the city - reforms are
 
already underway, the reduction of the city council
 

from 127 members to 16, for example. It is
 

recognized that the current framework needs reform,
 

particularly as responsibilities change through
 
privatization and changing intergovernmental
 
relations. There is a great interest in how US
 
local government works and is organized.
 

economic development - the city now is the owner
 
and operator of a wide range of businesses (called
 
public services and including retail stores, hair
 
dressers and other services as well as water,
 

transportation, education, health, housing, etc.)
 

What should be the role of the city in the local
 
economy as privatization occurs? Establishing an
 

office of economic development to promote the
 

Ternopil region and to facilitate foreign and
 
domestic investment is of great interest. They are
 
aware that US local governments often have an
 
active role in economic development. The major
 
industries in Ternopil are now virtually shut down
 
due to the loss of what had been primarily military
 
electronics sales to Russia.
 

budget development and financial management - how
 

to plan and to manage revenues and expenditures is
 
of interest and is an area already undergoing
 
reforms. The current year's budget was generated
 

from departments upward (managed by the Economics
 
Department), then negotiated with the Finance
 

department (the source of funds) and the Oblast.
 
The complex municipal organization structure where
 

responsibilities for related functions seem
 
dispersed over several departments, makes budgeting
 
much less transparent than it could be; the lack of
 

control over the revenue side is frustrating, but
 

in Ternopil there appears to be a good working
 
relationship between the Oblast finance and city
 
finance and economics departments. The Oblast
 
finance manager attended the Truskevets training.
 

water supply and transportation are two services
 
with high priority. The water department appears
 
to be well managed, the problem is lack of adequate
 
financial resources. The large local industries
 
that traditionally have been taxed heavily to
 
support these systems are no longer able to provide
 
revenue.
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to provide better public services through
MFM goals are 

implement improved finance and management
assisting cities 


immediate primary limitation in public

practices. However, the 


water and public transportation is lack of

services such as 


funds for operation, maintenance and capital investment. While
 

the costs of
 
user fees should be increased to better cover 


have the ability to pay higher charges.
service, users need to 

incomes
The economic development required to produce higher 


will require time. However, essential public services have to
 

investments such as
be continued. Moreover, additional capital 

implement better
individual water meters will be needed both to 


improve system performance. Coupling
cost recovery and to 


sources of short-term operational and capital investment funds
 

through a donor funded project, to implementation of reformed
 

management and financial practices would benefit both MFM
 

an infrastructure improvement
project goals and those of 


project. In the absence of infrastructure maintenance and
 

that the MFM project will be

improvement funds, there is a risk 


For example, a well developed parts
perceived as irrelevant. 


inventory system for public transportation equipment
 
there are spare
not have much impact if 	 no
maintenance will 


parts to manage.
 

Next steps in Ternopil:
 

Advisory Committee: Once the election is over (June 26),
 

the advisory committee will be appointed. The expectation is
 

that the current mayor will be elected and that most of the
 

current top managers will be retained.
 

Study Tour: The mayor visited Asheville NC in November
 

1992 and Ternopil has a copy of Asheville's Strategic 
Plan to
 

the 1993 city budget. Various city
the Year 2010, as well as 


have been studying these documents as an example of
officials 

They brought them to the
how US local government 	operates. 


a lively evening discussion ensued
Truskevets training and 


around Asheville's organization and budget "pie" charts.
 

to Ternopil. Given this
Asheville is also the home of the LTA 


suggested that Asheville be considered for

background it is 


tour. Additional material
inclusion on the Ternopil study 

that when the tour
about the city will be obtained so 


be well prepared to focus on
participants arrive they will 


their specific areas of interest.
 

Work Plan: The Truskevets training was a good
 

to work plan preparation - the Ternopil group came
introduction 

a number of specific objectives and
 up with a vision statement, 


achieving these objectives. Work on

several strategies for 


documenting the current organizational structure and current
 
This information is


practices has begun and should continue. 


base line and for planning what reforms
needed to establish a 

take place under MFM.
and systems development 	work will 
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Logistics: Obtaining qualified staff, suitable housing
 
for the LTA, and establishing the MFM office will require the
 
assistance of LIM. Ternopil is a relatively small city and has
 
not hosted foreign advisors. LIM has been requested to provide
 
logistics services for Ternopil as it has for Lviv (Annex 3).
 
In addition, an agreement is being drawn up for the hiring of
 
MFM office administrative staff for both Lviv and Ternopil
 
through LIM. This will eliminate the problems of dealing with
 
Ukrainian employment law and practices for the interpreters and
 
office manager/administrative assistant positions. LIM will
 
find and screen candidates but the LTAs will make the final
 
selection. LIM will employ the selected candidates and be
 
reimbursed on a regular basis by the project.
 

ADP assessment: The ADP assessments for Ternopil, Lviv
 
and Kharkiv are scheduled for July. Lviv and Ternopil's
 
assessment will have to take place prior to the Lviv study tour
 
starting on July 17. Both cities have been asked to prepare
 
organization charts of key departments, flow or step charts for
 
major tasks in these departments, and a library of forms used.
 
These items will be translated and ready for the assessment
 
team.
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July 2, 1994
 

TO: 	Gordon Cressmen
 
RTI 

CC: 	HJR, ERIC, DG
 

FR: 	Paul Hoover
 
MFM Project, Ternopil LTA
 

RE: 	Computerization needs assessment in Ukraine
 

First off, thanks for being willing to join me on the
 
assessments in Lviv and Kharkiv. I appreciate how difficult it
 

is to go from one short-term assignment to another with little
 
recovery time. I have enclosed the trip report from my first
 
trip to Lviv and Ternopil along with some data on the status of
 
computerization in the two cities and an ad showing prices for
 
PC equipment in Lviv.
 

Our 	tasks during the assessment visits seem to me to be the
 
following - please feel free to add or adjust based on your 
experience: 

1. Identify and document current ADP/MIS resources in
 
each city: equipment, software, applications, human
 
resources.
 

2. Identify and evaluate local sources of equipment and
 
services: hardware, software, programming, systems
 
analysis, computer training.
 

3. Identify potential high priority applications
 
emphasizing financial applications, but looking broadly
 
at MIS needs and opportunities.
 

4. Assist municipal managers with setting ADP/MIS
 
priorities - we want to have one or two high priority 
application candidates for requirements analysis. 

5. Obtain a preliminary idea of the appropriate platform,
 
architecture and likely scale of the system(s) to be
 
installed and supported under MFM.
 

6. Generate a list of equipment and software to be
 
procured as the starter set for initial computer
 
training, determine where that equipment will be located,
 
and how it will be integrated into the major application
 
system.
 

7. Leave behind in each city a set of tasks to be
 
performed in preparation for the requirements analysis
 
which will follow the needs assessment.
 



Gordon Cressmen
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This is a lot of work to accomplish in the short period we
 

have, especially in Lviv. FortunatelV,, all the LTA's will be
 

in place by August and can help follow-up what we get started.
 

I'd like to leave a copy of Visio with each city to use for
 
I think the templates that come
organization and flow charts. 


with the standard system would be adequate to begin with. I'll
 

request that three copies be purchased and hopefully they will
 

be available when you get back from your vacation and you can
 

bring them with you.
 

/
 


