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ABSTRACT 

This report describes efforts and results based on a short consultancy to assist key officials and 
other relevant stakeholders in Armenia and Georgia to formulate a municipal development plan 
of action. The efforts involved the following activities: 

(1) short follow up workshops with officials from Armenia and Georgia who participated
in the IMMI training program conducted in Washington and Arizona, September 1994; 

(2) in-depth interviews with 30 Armenian and four Georgian local and national officials to 
determine their ideas and support for the formulation of a municipal development 
program; and, 

(3) formulation of an interim plan of action to support the development of local 
governments in the region. 

The above efforts resulted in a set of recommended actions to support the potential development
and implementation of a longer term municipal development program for the region of Armenia 
and Georgia. 



EXECUTIVE SUMMARY 

This report is based on a short term consultancy to Armenia and Georgia by Fred Fisher 
in March-April 1995. The primary purpose of the mission was to assist key officials and other 
relevant stakeholders in Armenia and Georgia formulate a municipal development plan of action 
to support local government capacity building. The recommendations resulting from this 
consultancy are stated in: (1) short term, more immediate propositions; and, (2) longer term 
strategies. The more immediate activities are candidates for possible support under the Shelter 
Sector Reform Project. The longer term strategies are potentially fundable under ICMA's global 
core contract, assuming there is commitmer.t by the Governments of Armenia and/or Georgia and 
USAID to undertake a municipal development program, and resources are available at the time to 
support implementation. 

Secondarily, the mission was an opportunity to provide follow up evaluation and support 
to the participants from Armenia and Georgia who attended an IMMI training program on 
municipal management held in Washington and Arizona, September 1994. This task is described 
first. 

A. FOLLOW UP TO IMMI TRAINING 

A total of fifteen officials from Armenia and Georgia attended a municipal management 
training program, conducted by the International Municipal Management Institute (IMMI) and 
Arizona State University, in September 1994. This consultancy provided follow up through a 
series of in-country workshops and interviews involving twelve of the fifteen participants. (The 
other three IMMI participants were not available at the time the consultant was in the region.) 

It is recommended that AED and ICMA collaborate to conduct a 5-6 day follow up 
workshop for a select group of IMMI participants, using training materials developed by UNCHS 
(Habitat) and designed to address operation and maintenance management issues at the local level 
of government. These materials are identified by the acronym TQMn. Participants would be 
IMMI participants from the four largest cities in Armenia and Georgia. Since the training is 
designed to address a specific problem area and emphasizes the importance of team work in 
solving operation and maintenance problems, each city would add two or three additional 
participants to their team from the work units directly responsible for these tasks. 

The TQMn training materials provide participants with hands-on experience in: 
(1) assessing organizational performance in an operational sector based on their identified needs; 
and, (2) developing action plans based on an analysis of the assessment data. It is recommended 
the focus of this proposed management training be housing management since this problem was 
ranked first by the Armenian officials who participated in the Q-Sort exercise and identified by 
both Georgia municipal teams as being one of their most pressing problems. 
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[The following paragraphs summarize efforts to formulate a municipal development program 
strategy] 

B. MUNICIPAL DEVELOPMENT RESEARCH DESIGN 

ICMA forwarded a copy of The Honduran Municipal Development Project document, 
Making Cities Work, to the ICMA Office in Armenia for distribution to key officials prior to the 
consultant's mission. It was intended to introduce the concept of a municipal development 
program and illustrate the range of potential activities that might be considered within a longer 
range effort to strengthen local governments. Based on the contents of the Honduran plan, the 
consultant prepared a list of municipal development components as potential factors to be 
considered in a series of interviews with local, regional and national officials involved in, or 
concerned with, local government in Armenia. [It was not possible in the short time available to 
conduct a similar set of interviews in Georgia, using the same methodology. Consequently, the 
data from which these recommendations are based is largely from the needs assessment 
conducted in Armenia. However, in the exit interview with USAID officials in Armenia, it was 
determined that a similar municipal development program is needed and may be feasible in the 
Republic of Georgia.] 

Meetings were held with a sub-committee of IMMI participants from the Yerevan area to 
discuss the components of the proposed research inquiry and review the consultant's proposed 
methodology for data collection and decision making. The members of this committee made 
valuable contributions to the final list of potential municipal development issues to be covered in 
the field interviews. 

The data collection and analysis methodology selected by the consultant for use during the 
interviews was the Q Sort. It consisted of a predetermined set of options at various levels of 
inquiry to assess individual opinions about the components that should be included in a local 
government development program. The method involved one-on-one interviews to conduct the Q-
Sort exercise (based on a structured set of forced options). This was followed by a series of open
ended inquiries based on the interviewee's responses to the Q-Sort. The options included in the Q 
Sort were agreed upon by the sub-committee of IMMI participants and the Director of the 
Department of Urban Policy. 

The Q Sort included 55 variables in ten different categories of inquiry based in large part 
on the components of the Honduran Municipal Development Project. For each of these ten 
categories the interviewee was asked to "sort" them into two categories important and not 
important, and to prioritize the important components. To facilitate this decision process, each 
potential program component and sub-component was written on an index card in Armenian. The 
cards in each category were placed on a table in front of the interviewee with the request to 
arrange them in sequence of most important to least important. Decision choices were recorded 
for later analysis. 
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The interviews were conducted in Armenian by the consultant's interpreter/ assistant. The 
consultant offered explanations and examples to clarify the meaning of individual factors being 
assessed by the interviewee. Each response to the Q sort was followed by a series of open ended 
questions, often based on the choices made by the interviewee during the Q sort. 

Thirty officials were interviewed in eight locations around Armenia using this method.
 
The individual interviews lasted from 35 minutes to more than an hour based on several factors
 
(e.g. questions for clarification, the official's level of contemplation and seriousness in completing 
the tasks). Among those interviewed were: seven mayors, seven deputy mayors, two regional 
council chairpersons, four central government officials, and ten department heads of city and 
regional organizations (often selected from the ranks of elected deputies to serve in this dual 
capacity). 

C. FOCUS OF INQUIRY 

The first set of cards (to be arranged by interviewees in order of priority) included nine 
major components (eight reflecting elements of the Honduran project and one added by the 
Armenian committee). The components were: national legislation for local autonomy;
demonstrations of local support for a municipal development program; the creation of an 
association to represent municipal government's interests; capacity building activities; the role of 
a chief administrative officer within the local government structure; the development of 
management systems and strategies; community and citizen involvement; interlocal arrangements 
for cooperation; and decision making processes impacting on municipal effectiveness. (The last 
component was added by the local ad hoc advisory committee.) 

The subsequent sets of cards, for arranging in order of importance (priority) by the 
interviewee, were based on the nine major components. They included breakdowns of: national 
legislatien; demonstrations of support; association alternatives; capacity building strategies; 
categories of training participants; training approaches; various management systems for further 
development; problems associated with the political process; and, problems based on program and 
service delivery. 

The interview data was analyzed by: (1) assigning weights to each response (the last 
choice receiving a one and the first choice receiving a weight reflecting the total number of 
choices in the category); (2) determining the total number of points assigned to each item in each 
card sort using the weight system just described; (3) calculating mean averages of cumulative 
scores and the percentage of cumulative scores based on the total possible score for each item; 
(4) determining the rank order of items in each category based on these calculations; and (5) 
recording the number of first choices by those interviewed in each of the ten component 
categories. 
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D. SUMMARY OF RESPONSES 

Because the data collected through this process of inquiry is extensive, only those 
components ranked first in each of the categories will be commented on in this summary. Two 
additional pieces of data will be included: (1) the percentage of points assigned by those 
interviewed in relation to the total [calculated by multiplying the number of interviewees (30) by
the highest weight assigned within the category]; and, (2) the number of respondents who ranked 
the component first within the category. Both pieces of data reflect the level of agreement among 
those participating in the interviews. 

I. Major Comnonents of a Potential Municipal Development Program 

The need for National Legislation Establishing Local Governments in Armenia was 
ranked first by 24 of those interviewed (from among the nine components included in the Q
Sort). It also received the highest percentage of possible points of any component in any category
in the survey (91.1%), reflecting the importance those interviewed put on this issue. The data is 
further substantiated in the inquiry about Problems Associated With the Political Process (ninth
in the series of Q Sorts). Legislative Ambiguity was listed by 18 of 30 as the most important
problem in this category and received 83.3% of the possible points within the category. When 
asked what component of a potential municipal development program should be given first 
priority among all those discussed in the interview, one third said "local government legislation". 

There is one piece of data from this table of major components that is somewhat 
disheartening. It involves the demonstration of political support for a municipal development 
program. This component ranked last in order of importance by those who were interviewed. 
This should not necessarily be construed as lack of commitment to the concept or implementation 
of a potential municipal development program but, rather, reluctance on the part of those 
interviewed to commit themselves to certain democratic processes of openness and change at this 
time (In a review of the Honduras report, it appears this component was not quickly embraced by 
mayors in that country either, requiring educational efforts to help them understand and 
appreciate the importance of such attributes of leadership as openness and participation.) 

2. Important Precepts of Local Self Government Autonomy 

Independent Elections of Local Officials was ranked number one among components to 
be incorporated into local government legislation. Twelve ranked it number one and it received 
77. 1%of the points possible. Two components (criteria) were added to this list of factors by the 
advisory committee. They were: (1) Clarification of Policy and Administrative Roles [ 2 firsts 
and 63.8%]; and, (2) Property Ownership [ranked number two; 5 firsts and 71%]. The latter 
issue concerns distinguishing between central and local authority regarding property ownership. 
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3. Demonstrations of Support for a Municipal Development Program 

In this category of strategies for demonstrating political support for a municipal
development program, there was less consensus among those interviewed about what should 
constitute a lead strategy. This may reflect the low priority given this component in the first Q-
Sort and more generally illustrate the lack of learned behavior and experience in operating with a 
more "open door" policy in conducting public business. Publishing Budgets and Other Key
Documents was ranked first [1 I firsts and 74.2%] followed closely by Participating in 
Training for Elected Officials [10 firsts and 69.2%]. 

4. Creating an Association to Represent Local Governments Interests 

Three alternatives were listed in the Q Sort (Associations of Municipalities, Mayors or 
Professional Officers). Again there was no clear consensus among those interviewed. Establishing 
an Association of Municipalities was ranked first [12 firsts and 72.2%]. Perhaps more important 
were the comments the inclusion of this component prompted. A number of officials said there 
was no need to create such an organization; others said it would be divisive; several suggested it 
is important but not now. 

5. Capacity Building Strategies 

Training was ranked one among five proposed strategies for building the capacity of local 
governments [17 firsts and 81.3%]. Elected Leaders ranked first among those to be trained [18
firsts and 80%]. When queried about approaches to training local officials, Education was 
ranked as the most preferable [19 firsts and 87.3%]. By "education" many interpreted this to 
mean a more formal approach to learning, leading to some type of credential. Distance learning 
ranked at the bottom with one of the lowest percentage of possible points [25.3%]. Out-of
country training ranked number four [with only 1 first and 52%]. 

6. The Development of Municipal Management Systems 

Participants in the interviews cited the development of Financial Management [ 9 firsts 
and 83.3%] and Personnel Management [ 17 firsts and 80% ] systems as their top priorities
within this component of municipal development. In the open ended questioning that followed the 
Q Sort exercise, five interviewees said they would like to see systems for improving local 
revenue sources given top priority in any municipal development program, three listed budgeting 
systems, and two identified personnel systems. 
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7. Problems Based on Program and Service Delivery 

The Transfer of Housing Management and Maintenance to Home Owner 
Associations was ranked first among problems to be addressed in a municipal development 
program [ 7 firsts and 71.4%]. Financing municipal infrastructure construction and 
maintenance [ 12 firsts and 64.3% ] was a close second. In the interviews with Georgian
officials, they also indicated the transfer ofhousing management is a high priority concern, and 
one they have not been able to manage effectively. 

Two issues received low priority by most of those interviewed. These were: Community 
and Citizen Involvement and Inter-local Cooperative Approaches to program and service 
decision making and delivery. Again, they may reflect the absence of experience in working in 
these modes of shared decision making and problem solving. 

E. RECOMMENDED SHORT TERM ACTIONS BASED ON SURVEY RESULTS 

The following recommendations are based on the results of thirty interviews with key
officials representing various levels of government. The Q Sort methodology, which was central 
to the interview process, produced clear indications of priority issues with respect to the 
initiation of a municipal development project. These collective statements of interest and need 
support the supposition that technical assistance and institution building endeavors are appropriate 
strategies for strengthening Armenian local governments. 

The recommendations that follow do not constitute a full-blown, long term strategy of 
sustained intervention. Their intent is to: (1) offer more immediate, short term responses to 
clearly identified needs; and, (2) establish the framework for possible future support for a more 
comprehensive program in municipal development. 

I. Support for Drafting Local Government Legislation 

The municipal development component receiving the highest collective score by those 
interviewed was the need for national legislation establishing local governments. ICMA should 
consider providing assistance to the Government in its efforts to draft legislation. Areas of focus 
should include: local government's legislative and executive powers, roles and responsibilities; 
appropriate institutional structures; and, administrative and financial resources for carrying out 
these mandates. 

2. Survey and Documentation of a Local Government's Organizational Structures and 
Operating Systems 

The development of municipal management systems and strategies was ranked third among the 
major components to be included in a municipal development program. More specifically, they 
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ranked financial and personnel systems as their highest priorities. The success of these systems is 
dependent on other ancillary systems and, ultimately, a reconfiguration of the way local services 
are planned, organized, managed and delivered. For example, Armenian local authorities are 
dependent on public service organizations (not under their direct jurisdiction) to carry out most 
local services normally associated with local self-governance (e.g. solid waste collection and 
disposal, water supply, and street maintenance). 

Any effort to help improve these local government systems, including both internal 
support and external line operations, will require a better understanding of how local 
governments interact with a variety of local service organizations and, in turn, how these 
organizations are financed, organized, staffed and managed. 

It is recommended that a comprehensive survey of a local government organization and 
the agencies delivering municipal services be undertaken to determine how they: are financed; 
make policy decisions; mobilize and allocate resources; are staffed; and, relate to each other and 
their community constituents. 

Such a survey would best be conducted in a medium sized city, representative of a larger
number of urban areas and void of externalities that skew its i'epresentative nature (e.g. 
earthquake damage and the unusual flow of external assistance).One senior municipal 
management consultant with appropriate organizational assessment skills and experience should 
be able to conduct the study in a 3-4 week field assignment with an additional three weeks for 
planning and report writing. 

3. Elected Leadership Training 

Training received the highest cumulative score among the five proposed capacity building
strategies and the training of elected officials scored highest among the four categories of 
potential training participants. There may be an opportunity to link into a Soros Foundation grant 
to IDIOM and the Fo indation for Local Development and Public Services, Romania (FLDPS) to 
conduct a training of trainers workshop (TOT) in Romania for 12 CEE country trainers. The 
TOT is designed to prepare trainers to use a 13 module set of Local Elected Leadership Training 
materials produced by UNCHS (Habitat). 

Approval would be required from the Soros Institute for Local Government and Public 
Service, Budapest and FLDPS, Bucharest. USAID/ICMA's costs would include travel and DSA 
for two participants for two weeks, and a commitment and resources to train a minimum of 40 
local elected officials in two short residential workshops of 3-5 days. 
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4. Follow Up Management Training for IMMI Participants 

Although this recommendation is listed under Sub-Heading A, it also responds to the 
number one ranking housing management received in the Q-Sort under the sub-section involving 
problems in managing public sector programs and services. 

In summary, the recommendations stated above are designed to address short term 
opportunities under ICMA's existing contract in Armenia. They are also posited to provide the 
foundation for a longer term, comprehensive program in municipal development, if the host 
country requests such a program, and it fits within the country plan of USAID. 

[Note. USAID's Regional Office also indicated interest in the possibility of a municipal
development program for Georgia. Local governments in that country have taken much more 
initiative in providing services and local leadership (apparently due to a void in central 
government leadership). Consequently, there may be a greater need and receptivity at this time 
for a long term municipal development program in Georgia. If ICMA and the Regional USAID 
Mission are interested in pursuing the potential of a municipal development program in Georgia, 
it would be useful to conduct a more thorough needs assessment similar to that conducted in 
Armenia.] 

F LONGER TERM STRATEGIES FOR MUNICIPAL DEVELOPMENT 

ICMA, under its Global Core Contract, is in a position to undertake a municipal 
development program in collaboration with the Government of Armenia (and/or Georgia) if 
several key commitments can be acquired. First, the Government of Armenia (and/or Georgia) 
must take the initiative to garner the necessary support from USAID to carry out a program in 
municipal development. Second, the local USAID Mission ismust agree that such a program 
congruent with their country plan(s) and USAID's overall commitment to democratic initiatives 
(of which effective local self-governance is an essential component). Finally, the resources for 
implementing a 2-3 y- "r municipal development program must be made available. 

If these Governments arc commited to establishing viable and responsible local 
governments and supporting lhcin ar ,'n integral function of the democratic process, then a strong 
argument can be made for undertaking a program of technical assistance to develop municipal 
institutions and their capacity to serve constituents with effective and efficient programs and 
services. 

Assuming the responses of officials interviewed are representative, there is a clear 
mandate to pursue several major components of a municipal development program. Based on the 
quantitative and qualitative results of the interview survey, ICMA could be requested to provide
technical assistance and support in the following municipal development arenas: 
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* 	 drafting and enacting national legislation to establish appropriate institutions and legal
 
mandates for local self-governance;
 

0 	 developing a variety of municipal management systems and strategies to strengthen the
 
capacity of local governments to govern effectively and efficiently (beginning with
 
financial and personnel management systems);
 

* 	 rationalizing and streamlining the institutional and organizational arrangements designed to 
serve local community needs; 

* 	 building a local capacity to provide local governments with training and other technical
 
assistance services; and,
 

0 	 providing targeted technical assistance in critical areas of housing and environmental
 
services as requested (e.g. solid waste management, pricing utility and housing services,
 
financing infrastructure constriction and maintenance).
 

Municipal development strategies receiving less support during the interview process could 
emerge as potential areas for assistance (if a program is undertaken). They are: 

(1)establishing an association to represent and service local government needs and 
concerns; 
(2) working with local officials and citizens to forge viable and productive partnerships; 
and, 
(3) formulating local economic development strategies. 

G. 	 EXIT INTERVIEW COMMENTS 

Exit interviews were held with: City of Yerevan officials; the Director and staff, 
Department of Urban Policies, Republic of Armenia; and, members of the USAID Mission staff. 
City and Central Government officials expressed unqualified support for both the short term 
activities and the possibility of a longer term project to assist local governments develop their 
policy 	and administrative capacities to serve their constituencies more effectively. 

The USAID staff expressed satisffiction with the results of the consultancy and 
commented favorably on the assessment methodology that was used to gather and analyze
information from country officials. Because their responsibilities encompass the larger region, and 
they believe Georgia could benefit more quickly from a local government capacity-building effort 
of the kind suggested for Armenia, they expressed interest in a regional appreach to municipal
development. They also suggested a multi-year budget, reflecting the cost of such a program, 
would be helpful as a follow up to this report. 

x 



1.BACKGROUND 

In June 1994, Steven Anlian, ICMA Resident Advisor in Yerevan fielded initial inquiries

from the Mayor's Office of the City of Yerevan for a technical assistance program in the areas of
 
municipal finance and municipal service delivery. The Republic of Armenia has also appeared 
 to 
recognize the importance of addressing municipal management and finance more systematically. In 
part, the formation of ICMA's counterpart agency, the Department of Urban Policy, resulted from this 
recognition. In the fall of 1994, the State Ad Hoc Committee on Construction Reform was 
established under the leadership of State Minister Marterosian, and a working group was formed, 
consisting of ICMA's lead counterparts at both the Republic and City level - Andranik Andreassian 
(Director of the Department of Urban Policy), Vahagen Khachatria (Mayor of Yerevan), and Ashut 
Avetessian (Director of the Department of Economics). In the context of these activities, Andreassian 
has requested assistance from ICMA in clarifying the agenda and options for his Department and the 
Ad Hoc Committee to pursue in this area. USAID/Yerevan subsequently requested that ICMA 
explore the formulation of a municipal development program for Armenia. 

In August 1994, ICMA sent Dan Maijanian to Yerevan to conduct initial information 
gathering and to conduct a "Preliminary Legal and Institutional Assessment" of local government in 
Armenia. That task order was the initial step in the development of a municipal development 
program in Armenia. The purpose of such a program would be to strengthen the technical, financial, 
and managerial capacity of local governments to provide for effective delivery of public services. 

In September 1994, ICMA and Arizona State University jointly held the International 
Municipal Management Institute (IMMI) which included the participation of nine mayors and city
officials from Armenia. The 1MMI training provided participants with an introduction to U.S. local 
government administrative practices, including introductions to municipal management, 
administration and organization, financial management, municipal services and delivery, strategic 
planning, urban and economic development, and citizen participation. 

It was within this historical context that this consultant was deployed to provide follow up on 
the IMMI program and to explore further the potential for developing a municipal development 
program for Armenia. Working within the support of the Shelter Sector Reform Project, it became 
evident the formulation of the municipal development plan could be facilitated by short term tasks 
that would provide a foundation for a longer term effort to support the development of municipal 
government in Armenia. 

Once in country, the consultant wa. . requested by the Regional USAID Office to spend a few 
days in Georgia in his follow up with the six IMMI participants from that country. While there, he 
had an opportunity to briefly assess the potential for expanding the municipal development program 
to include Georgia. 



II. SUMMARY OF FINDINGS, CONCLUSIONS AND RECOMMENDATIONS 

This report will build on the results of Daniel E. MaIjanian's efforts to define local 
government's legal and institutional arrangements currently in place in Armenia. (Proposed Municipal 
Management/Finance Reform Technical Assistance: Preliminary Legal and Institutional Assessment 
August 1994). As he indicated, Armenia is entering a new stage in its efforts to shed the vestiges of 
Communist rule with the enactment of a new Constitution as early as June 1995. The new 
constitution, and the subsequent laws that will be enacted to implement it, are expected to 
dramatically change the way local governments operate. At the time this report is being written, it 
appears the only legislative certainty, regarding the fate of local governments, will be the Articles of 
the new Constitution. It is expected to define in broad terms the administrative-territorial units of the 
Republic of Armenia. These and other articles are the subject of heated debate among 
parliamentarians, even as we speak. 

Given Maljanian's detailed description of how local governments are structured at this time 
and the eminent possibility of sweeping changes, this report will focus on the potential for creating a 
municipal development program that could provide valuable assistance in this critical transition. 
Hopefully, the program will provide the templates for establishing an enlightened political process 
that reflects community interests and needs, and administrative structures and management processes 
that assure quality and equity in the provision of public services. The challenge is considerable. 

[During the TDY to Armenia, the regional USAID Mission requested the consultant to spend 
a few days in Georgia, primarily to follow up with those local officials who attended the IMMI 
workshop in September 1994. It was apparent from these discussions that a municipal development 
program, similar to the one being proposed for Armenia, would be important in that country's 
development of democratic institutions and their capacity to respond more effectively and efficiently 
to local public service needs. Furthermore, the Mission believes local governments in Georgia may 
be in a state of greater readiness to take advantage of a municipal development program because they 
have been forced to assume greater responsibility in the midst of forfeited national leadership. Given 
the possibility of initiating a municipal development program in Georgia, the following comments 
should be considered by ICMA and others as useful in forging a program proposal for that country as 
well. If there is a decision to pursue such a possibility, the formulation of a program proposal would 
benefit from a dialogue and assessment process similar to that conducted in Armenia. 

The Regional USAID Office, in the exit interview, requested ICMA to consider a regional 
approach to the potential for a municipal development project. Given this, the following comments 
allude whenever possible to a project that could respond to the needs of both countries.] 
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A. FINDINGS 

The old Soviet/Communist system of local governance was a mockery of community decision 
making and involvement - a puppet show played out in a theater of smoke and mirrors. While the 
seeds of democracy have been sown in Armenia (through free elections and other perquisites of an 
open society), local officials are relegated, figuratively, to shoveling out the remaining smoke with 
pitch forks. A few statistics define the territory local officials must tread in providing responsible 
govemmevt at this point in time. 

Vanadzor is an industrial city of 172,000, located in the northern earthquake zone. It has 150 
elected officials (down from 350 under Soviet rule), five deputy mayors, an executive board 
of 11, 10 departments and 113 employees (or .753 per elected deputy). 

Goris, located in the southeastern panhandle, is a city of 29,000. It has 60 elected officials, an 
executive board of 16, 12 departments and 28 employees (on the average 2.3 employees per 
department). 

Neither city has the necessary authority to raise sufficient revenues. Consequently, they are 
dependent on central government subventions to finance essential services. If they do undertake local 
initiations in those narrow areas of revenue generation available to them, any significant success must 
be forfeited to the central government. This is hardly an incentive for raising local taxes and fees. 
Because local governments are largely empty shells with no service delivery capacity, they are 
relegated to passing on centrally shared funds to largely autonomous bodies (often referred to by the 
local officials as public enterprises) responsible for delivering various kinds of local services (e.g., 
water supply, road maintenance, refuse collection). Local elected officials and their meager staffs are 
held accountable for deficiencies in local services they have little or no control over. 

The Mayor is the legislative and executive leader of the community. In at least three of the 
eight cities visited during this mission, the leadership mantle had been passed a minimum of three 
times from one deputy to another in somewhat less than amiable terms. These transitions happened
within a period of less than five years. In the second largest city, the presidium of the national 
parliament stepped in to appoint the new Mayor after the council was unable to elect a replacement
after they had dismissed their second mayor in less than three years. Six months later the new Mayor 
was fired, this time by the national parliament. The local council took back its prerogatives and 
reelected him to be their leader. 

These short vignettes illustrate the void of authority and resources within which local 
governments currently operate in Armenia. They are saddled with remnants of a system that made no 
pretense of being either responsive or responsible to its local constituents. Local governments are 
endowed with elective bodies that, in some cities, outnumber the employees more than two to one. 
Local elected officials have little jurisdiction or control over the public enterprise organizations that 
deliver essential community services. And yet, these largely autonomous organizations are recipients
of local revenues (to the extent they exist) and most of the funds transferred from central 
government. 
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B. 	 CONCLUSIONS 

But, there is hope the new Constitution will bring to local governments more respectability,

the potential for greater resource mobilization, and opportunities to govern and manage effectively.
 
There has probably never been a better time to launch a municipal development program that can
 
respond to the needs and concerns of those who will participate in it. 

These terse conclusions are the views of 30 key officials who participated in an interview 
process 	that challenged each of them to make 55 decisions about what they think is important in the 
formulation of a municipal development program. The discussions about the potential for a municipal
development program took place in eight locations around Armenia and centered on a methodology
called the Q-Sort. It consisted of a predetermined set of options at various levels of inquiry to assess 
individual opinions about the need and priorities of various components of a municipal development 
program (based in large measure on the ICMA Honduran project of a similar nature). The options 
included in the Q-Sort were agreed upon by a planning committee of key officials who are interested 
in the assessment results for making decisions about the feasibility, direction and content of a 
potential municipal development effort for Armenia. 

Within the more general conclusion by those interviewed that a municipal development 
program is important and needed in Armenia (particularly at this critical juncture in the evolution of 
formal democratic mandates), there were many incremental decisions about the potential program's 
content. These are elaborated upon in the body of the report but briefly it was concluded that the 
drafting of local government enabling legislation is the top priority. Following closely behind would 
be: training for elected officials. the development of municipal management systems and strategies
(with an emphasis on finance and personnel management); and, technical assistance in addressing 
such thorny issues as the transfer of housing management and maintenance to home owner 
associations, and financing municipal infrastructure construction and maintenance. 

C. 	 RECOMMENDATIONS 

I. Short Term Assistance 

The current USAID/ICMA project can provide short term and modest assistance in municipal 
management and policy formulation. Based on the results of extensive interviews with 30 key 
officials at all levels of government, the following activities are recommended for consideration under 
the Shelter Sector Reform Project: 

* 	 A short term consultancy by a specialist with experience in drafting local government 
enabling legislation. 

[ Twenty-four of the 30 officials interviewed listed national legislation to establish 
local self government as the most important need in terms of municipal development.] 
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* 	 A short term consultancy by a municipal management specialist to conduct an in-depth 
assessment of a representative local government organization, its policy and operating 
systems, and its interactions with other local public agencies responsible for the delivery of 
local services (e.g., refuse collection and removal, street maintenance, water service). It would 
provide valuable information and insight into the way local governments and other operating
agencies work at the local level and develop a methodology for similar diagnostic assessments 
in other municipalities. The assessment is consistent with the interview results where those 
interviewed ranked the development of management systems as the third highest priority. 

[ The Mayor of Goris has requested such an assessment and has indicated his 
willingness to collaborate. Goris is representative of a large number of secondary cities 
and would provide a valuable laboratory for documenting the way local programs and 
services are planned, managed and delivered.] 

Follow 	up management training for IMMI participants from Yerevan and Ghumry 
Municipalities. 

[This proposed workshop would also include teams from Tbilisi and Kutiaisi, Georgia 
and focus on the management and maintenance of privatized housing with attention to 
contemporary management concepts and practices. The need for such training was 
confirmed when twenty of the thirty officials interviewed identified housing 
management and maintenance as either the first or second most critical problem 
confronting local governments at this time.] 

Participation in a Soros Foundation-sponsored workshop in Romania to prepare two local 
candidates to conduct local elected leadership training. In the interview survey, training was 
listed as the highest priority among capacity building strategies to be incorporated into a 
municipal development program, and elected officials were identified as the top priority for 
training. 

[ The implementation of this proposal will require the approval of the sponsoring and 
implementing organizations; the selection of qualified candidates with English 
language competency; and a commitment by the Government to support short, in
country workshops for local elected officials. The sponsoring agencies fully expect
those who are trained as trainers to conduct an ongoing series of short in-country 
workshops for local elected officials.] 

Each of these proposed short term activities is dependent upon Government of Armenia 
commitment and approval, the approval of USAID/ICMA, and the availability of necessary resources. 
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2. Long Term Municipal Development 

ICMA, 	under its Global Core Contract, is in a position to undertake a municipal development 
program, in collaboration with the Government of Armenia and/or Georgia, if several key
commitments can be acquired. First, the respective governments must take the initiative to garner the 
necessary support from USAID to carry out a program in municipal development. Second, the local 
USAID Mission must agree that such a program is congruent with their country plan and USAID's 
overall 	 commitment to democratic initiatives (of which effective local self-governance is an essential 
component). Finally, the resources for implementing a 2-3 year municipal development program must 
be made available. 

If these governments are committed to establishing viable and responsible local governments,
and supporting them as an integral function of the democratic process, then a strong argument can be 
made for undertaking programs of technical assistance to develop municipal institutions and their 
capacity to serve constituents with effective and efficient programs and services. 

If the responses of those officials interviewed are representative, there is a clear mandate to 
pursue several major components of a municipal development program. Based on the quantitative and 
qualitative results of the interview survey, ICMA would be requested to provide technical assistance 
and support in the following municipal development arenas: 

* 	 drafting and enacting national legislation to establish appropriate institutions and legal 
mandates for local self-governance; 

* 	 developing a variety of municipal management systems and strategies to strengthen the 
capacity of local governments to govern effectively and efficiently (beginning with financial 
and personnel management systems); 

0 	 rationalizing and streamlining the institutional and organizational arrangements designed to 
serve local community needs; 

0 	 building a local capacity to provide local governments with training and other technical 
assistance services; and, 

0 	 providing targeted technical assistance in critical areas of housing and environmental services 
as requested (e.g., solid waste management, pricing utility and housing services, financing 
infrastructure construction and maintenance). 

Municipal development strategies that received less support from those interviewed, but could 
emerge as potential areas for assistance (if a program is undertaken), are: (1) establishing an 
association to represent and service local government needs and concerns; (2) working with local 
officials and citizens to forge viable and productive partnerships; and, (3) formulating local ecor-omic 
development strategies. 
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III. FIELD WORK AND ANALYSIS 

Sometimes the assumptions about what is possible on an assignment like this one and the 
reality of carrying it out are not always congruent. Such was the case on this mission. For example, it 
was assumed there would be opportunities to conduct two workshops of at least two days duration: 
the first with the Armenia participants from the IMMI program (reviewing what was learned and how 
it was applied); and, the second to work with an Ad Hoc Committee of key stakeholders to formulate 
a municipal development program. Furthermore, it was assumed some of the IMMI participants
would be available to assist in conducting field interviews to form a data base from which the 
proposed program could be designed. Both assumptions proved to be unrealistic, forcing the 
consultant to engage in a bit of extemporaneous bridge building. The results from the consultancy 
were consistent with the scope of work. However, the process of achieving them differed 
substantially from the original design. The idea of workshops of any duration was scrapped, the field 
work was conducted entirely by the consultant, and, a quick trip to Georgia, as requested by the 
Regional USAID Mission was planned and carried out to meet with those from that country who 
participated in the IMMI seminar in the USA in September 1994. This section of the report describes 
in more detail the findings, conclusions and recommendations resulting from these endeavors. 

A. FOLLOW UP TO IMMI TRAINING 

A total of fifteen officials from Armenia and Georgia attended a municipal management
training program, conducted by the International Municipal Management Institute (IMMI) and 
Arizona State University, in September 1994. The consultant was able to meet with twelve of the 
fifteen participants in a series of in-country workshops and interviews. (The other three IMMI 
participants were not available.) The workshops and interviews focused on a review of the major 
learning from the course and a discussion of actions taken by participants to apply acquired 
knowledge and skills to their job responsibilities. 

Two afternoon sessions were held with five participants from the Yerevan, Armenia area; 
three Armenian Mayors were interviewed in their respective communities; and, two meetings were 
held in Georgia to follow up with participants from that country. The Georgia meetings were 
conducted in the cities of Tbilisi and Kutaisi. 

In each of these activities the IMMI participants were asked to assess the usefulness of the 
various subjects covered in the IMM! curriculum and to relate actions taken to implement what they
had learned during the program. To facilitate this process, the following questionnaire was translated 
into both Armenian and Georgian (since most of the IMMI graduates were not fluent in English). The 
following is a summary of the questionnaire results. Nine of the twelve interviewed completed the 
written survey. The figures in the usefulness column are mean averages of the nine responses to each 
of the major topics covered in the workshop. The numbers in the action column indicate how many
said they took specific actions to implement changes based on what they had learned. The request for 
specific information on the actions taken is a summary of all responses, whether acquired by 
questionnaire or be direct inquiry. 
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1. Results of the Follow up Survey [The following text is taken from the questionnaire.] 

AAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAA
 

(1) To what extent were the following subjects useful to you when you returnedto your job

responsibilities? Use the following scale to indicate the level of usefulness.
 

1 = Not at all
 
2 = Only to a slight extent
 
3 = To a medium extent
 
4 = To a great extent
 

(2) Didyou take specific action(s) in your organization or role to implement changes based on
 
what you learned in this subject area?
 

Y = Yes
 
N = No
 

Subject Usefulness Action 

1] Municipal organization and administration 3.2 5 (yes) 

2] Executive versus legislative responsibilities 3.2 4 

3] Financing municipal services 3.1 4 

4] Program budgeting 3.0 4 

5J Municipal services and service delivery 2.9 4 

6] Strategic and operationalplanning 3.1 6 

7] Urban planning and economic development 2.7 6 

8] Public accountability and citizen involvement 2.7 4 

AAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAAA
 

Without exception the participants expressed appreciation for the opportunity to attend the 
program and spoke positively about the knowledge they had gained through their participation. While
all participants said they were able to apply what they had learned during the IMMI program, only
about half of the participants were able to identify concrete actions they had taken to improve
individual and organization performance. In their defense, the major decisions affecting local 
government systems and operations (in both countries) are, in large part, centrally controlled and 
local self autonomy limited in scope and practice. 
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Of those participants who did take actions, based on what they had learned, the range of
 
results are impressive. Here is a summary of their responses to the final query.
 

In those areas where you took specific action(s), please indicate these actions and the results: 

In drafting documents for the constitution commission (to influence their decisions about local 
government legislation) 
Exploring different ways to provide public services 
While the city council doesn'tpass legislation, the staff has been submitting briefs to them for 
consideration 
Have asked central governmentfor authority to police illegal wiring which is causing 
numerable fires (but no response from central government) 

* 	 Urban Policy Department has written new contract bid documents 
* 	 In compiling annual budget, listedpriorities 
* 	 making budget process simplerfor public understanding 
* 	 multi-year fiscal consequences being considered in the preparationof the budget 
* 	 Established new rental rates based on affordability 
* 	 providing more heat in certain areas to improve quality of service to more citizens and 

reducing the cutting of trees forfuel 
established a coordinating committee in one of the districts to promote the application ofself 
management projects andprovisionsfor relationships between the local authority and citizens 
Discussion of multi-year development programs in relation to current socio-economic 
conditions 

* 	 initiated an excise tax on petrol 
* 	 a reorganizedfinance department and increased revenues 
* 	 merged two refuse departments under one manager 
* 	 established tax collection system 
* 	 providedfixed locationsfor street vendors and imposed fee to cover costs 

Two additional activities were conducted with the Yerevan-based participants. The first was a 
two-hour management development session using a self assessment instrument on identifying 
personal and organizational readiness for managing change. The second involved the development of 
an interview schedule for soliciting information and ideas from key officials about the possible
formulation of a municipal development program in Armenia. [More about this event in the section 
on efforts to frame the agenda for a possible municipal development program.] 

9
 



2. An Oportunity to Turn Knowledge Into Skills 

While 	the IMMI workshop was successful, its focus was on creating awareness of new 
approaches to managing municipal challenges and providing knowledge about how to carry them out. 
What was missing was an opportunity to apply many of the things they learned and to improve their 
management skills through application in an experiential learning environment. 
The Mayor of Gyumry, Misha Vardanian, made the following comment during a discussion about the 
IMMI workshop, "I learned a lot-but almost nothing, and came back thirsty for more, recognizing I 
need more knowledge to apply what I learned." He went on to say ICMA should offer management 
training in Armenia and focus it on specific operational areas. 

It was this comment and a number of coinciding circumstances that prompts the
 
recommendation to provide follow up skill training for a select number of IMMI graduates.
 

* 	 First, there are funds remaining in the AED budget to help underwrite the training.
* 	 Second, a number of IMMI graduates expressed the importance of skill training to reinforce 

the knowledge of municipal management they acquired in the IMMI program.
Third, twenty of the 30 officials interviewed in Armenia listed housing management as either 
the most important or second most important problem they face among a list of seven 
program management responsibilities. Housing management could be the focus of the IMMI 
follow up management training. 

* 	 Finally, there is a critical need to develop a municipal management training competency in 
both Armenia and Georgia. The proposed workshop would provide a modest beginning in 
response to this need. 

These 	four factors could be accommodated, to a large extent, by using materials developed by
UNCHS (Habitat). These materials are designed for use by local trainers (after co-training in their 
use with senior training specialists, thus helping to address the need to develop local training
capacity). The training materials, entitled Total Quality Maintenance (TQMn), provide participants 
with hands-on experience in: 

(1) assessing organizational performance in an operational sector based on their
 
identified needs; and,
 

(2) developing action plans based on an analysis of the assessment data. 

When applied to housing management problems, the TQMn training addresses the problem
ranked first by those officials interviewed during this assignment. 

Given these circumstances, it is recommended AED and ICMA collaborate to conduct a 5-6 
day workshop using the UNCHS TQMn materials. Participants would be IMMI participants from the 
four largest cities in Armenia and Georgia. Each city would add no more than three additional 
participants to their team (individuals who are directly concerned with improving the management of 
privatized housing in their communities). 
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When the possibility of using the unexpended training fund for this purpose was raised with 
the USAID office in Georgia, the spokesperson responded by saying housing is not a priority. The 
intent of the training would be to improve municipal management skills. The focus of the training
would be housing management. TQMn, as an approach to experiential, problem centered learning,
requires a context. It is not designed to be applied in a vacuum. Consequently, it could be argued that 
the focus is management training, not housing. 

Assuming AED can allocate its remaining funds for this purpose, these funds should cover 
most of the participant costs, the training venue, the professional fees, travel and DSA for a seasoned 
trainer from the region (who has used the materials), and modest fees and costs for four local training
apprentices (two from each country). They would be responsible for facilitating the work of city 
teams in their task work sessions. These apprentice trainers should be able to use the materials with 
little or no coaching in future workshops. (A similar approach was used in Romania with satisfactory
results.) ICMA would need to fund a senior trainer from its Shelter Sector Reform Project to direct
 
the workshop.
 

B. THE MUNICIPAL DEVELOPMENT METHODOLOGY OF INQUIRY 

ICMA had forwarded a copy of The Honduran Municipal Development Project document,
Making Cities Work, to the ICMA Office in Armenia for distribution to key officials prior to the 
consultant's mission. It was intended to introduce the concept of a municipal development program
and illustrate the range of potential activities that might be considered within a long range eff rt to 
strengthen local governments. Based on the contents of the Honduran plan, the consultant rrepared a 
list of municipal development components as potential factors to be considered in a series of 
interviews with local, regional and national officials involved in, or concerned with, local government
in Armenia. These components were further elaborated by preparing lists of sub-components that 
could be used to engage officials in a dialogue about the formulation of a municipal development 
program. 

A meeting was held with a subcommittee of IMMI participants from the Yerevan area to 
discuss the components of the proposed research inquiry and to review the consultant's proposed
methodology for data collection and decision making. The members of this committee made valuable 
contributions to the final list of potential municipal development issues to be covered in the field 
interviews. They also reviewed the consultant's proposed methodology and made suggestions about 
who should be included in the interview process. The final decision about who would be interviewed 
was made by the Director of the Government Department of Urban Policy and Earthquake Zone 
Issues, Republic of Armenia. 

The data collection and analysis methodology selected by the consultant for use during the 
interviews was the Q Sort. It consists of a predetermined set of options at various levels of inquiry to 
assess individual opinions about (in this case) the need for a local government development program
and its potential components. The method involves one on one interviews based on a structured set of 
forced options (although the process also provides freedom for additional inputs by the interviewee).
As indicated above, the options to be included in the Q Sort were agreed upon by the subcommittee 
of IMMI participants and the Director of the Department of Urban Policy. 
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The Q Sort included 55 variables in ten different categories of inquiry based in large part on 
the components of the Honduran Municipal Development Project. For each of these ten categories the 
interviewee was asked to "sort" them into two categories (important and not important) and to 
prioritize the important components. To facilitate this decision process, each potential program 
component and sub-component was written on an index card in Armenian. During each interview, the 
cards in each category were spread out on a table in front of the interviewee with the request to 
arrange them in sequence of most important to least important. The decision choices were recorded 
during the interviews for later analysis by the consultant. 

Interviews were conducted in Armenian by the consultant's interpreter/ assistant with the 
consultant offering explanations and examples to clarify the meaning of individual factors being
assessed by the interviewee. Each interview response to the Q sort was followed by a series of open
ended questions, often based on the choices made by the interviewee during the Q sort. 

There are many advantages to this information processing/decision making approach in a
 
project of this kind (particularly in a setting where the researcher is working through an interpreter).
 
For example, it:
 

(1) provides structure and uniformity to the inquiry process without being restrictive; 

(2) involves a satisfactory level of interaction between the interviewer and interviewee; 

(3) engages the interviewee in a process of defining choices that can be factored into the 
final development of a program proposal; and, 

(4) enhances the potential for "ownership" and commitment to the results, on the part of those 
interviewed. 

Thirty officials were interviewed using this method. The individual interviews lasted from 35 
minutes to more than an hour based on several factors (e.g., questions for clarification, the official's 
level of contemplation and seriousness in completing the tasks). Interviews were conducted in eight
locations around Armenia representing most major regions of the country and a mix of jurisdiction
size and category. Among those interviewed were: seven mayors, seven deputy mayors, two regional
council chairpersons, four central government officials, and ten department heads of city and regional
organizations (often selected from the ranks of elected deputies to serve in this dual capacity). 

C. THE FOCUS OF INQUIRY 

As mentioned earlier, the Q Sort focused on various components of a Municipal Development
Program, fashioned for purposes of inquiry on the successful Honduras project.
The first set of cards (to be arranged by interviewees in order of priority) included nine major 
components (eight reflecting the Ilonduran project and one added by the Armenian committee). The 
components were: national legislation for local autonomy; demonstrations of local support for the 
program; the creation of an association to represent municipal government's interests; capacity
building activities; the role of a chief administrative officer within the local government structure; the 
development of management systems and strategies; community and citizen involvement; interlocal 
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arrangements for cooperation; and decision making processes impacting on municipal effectiveness. 
(The last component was added by the local ad hoc advisory committee.) 

The subsequent sets of cards, for arranging in order of importance (priority) by the 
interviewee, were based on the nine major components. They included breakdowns of: national 
legislation; demonstrations of support; association alternatives; capacity building strategies; categories
of training participants; training approaches; various management systems for further development; 
problems associated with the political process; and, problems based on program and service delivery. 

After collecting and recording the interview data, it was analyzed by: (1) assigning weights to 
each response (the last choice receiving a one and the first choice receiving a weight reflecting the 
total number of choices in the category); (2) determining the total number of points assigned to each 
item in each card sort using the weight system just described; (3) calculating mean averages of 
cumulative scores and the percentage of cumulative scores based on the total possible score for each 
item; (4) determining the rank order of items in each category based on these calculations; and (5) 
recording the number of first choices by those interviewed in each of the ten component categories.
The following tables summarize the interview data and provide information for interpretation 
analysis. 

(Note: the mean averages are only useful for comparing responses within each category 
while the percentage scores can be used to compare relative values among the various 
components of a potential municipal development program.) 
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D. SUMMARY OF Q-SORT DATA 

The first table lists potential components of a municipal development program. They 
have been taken in part from the successful program ICMA facilitated in Honduras. A team 
of Armenia local officials reviewed the list prior to the start of the interviews, made certain 
changes in the way they were defined and added the last component, decision making. 

The full text of each component was listed on the index cards used in the Q-Sort 
interviews but abbreviated in the tables for obvious reasons. More information about the 
rationale behind the use of the Q-Sort and the meanings of each of the overall components 
and the sub-components (listed in subsequent tables) can be found in the document 
Suggested Approach to Assessing Need and Preferencesfor a Municipal Development 
Program in Armenia (found in the Annex of the report following this detailed description of 
the results of the Q-Sort). 

Additional Q-Sorts were developed for those components where it was deemed 
important to provide the interviewees with an opportunity to make choices among various 
options or, in some cases, prioritize various sub-components that might be considered as 
important to the implementation of the component. These sub-components, and the interview 
results, are presented following the results of the table listing the major components to be 
considered as part of a municipal development program for Armenia. 
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COMPONENTS total points mean % of # of rank 
[total points in 
this 

allocated by average of 
individual 

total 
possible 

component 
s allocated 

order 
based 

sub-table - 2701 interviewees scores points Ist priority on 
point % 

1.Local government 246 8.20 91.1 24 1 
enabling legislation 

2.Demonstrations 73 2.43 27.0 - 9 
of support for the 
program 

3.Organization 123 4.10 45.6 6 
representing local 
governments 

4.Capacity building 167 5.56 61.8 - 4 

5.Chief executive 210 7.0 77.8 5 2 

6.Management 195 6.50 72.2 1 3 
systems 

7.Citizen 113 3.76 41.9 - 7 
involvement 

8.Interlocal 74 2.47 27.4 - 8 
cooperation. 

9. Decision making 140 4.67 51.9 1 5 
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LEGISLATION 

[total poin's=210] 

1. Elections 162 5.40 77.1 12 1
 

2. Decentralization 146 4.87 69.5 9 3
 

3. Revenue sources 93 3.10 44.3 - 6 

4. Budget authority 98 3.27 46.7 2 5
 

5. Public services 57 1.90 27.1 - 7 

6. Policy/Admin 134 4.47 63.8 2 4
 

7. Property 149 4.97 71.0 5 2
 

SUPPORT DEM-
ONSTRATION 
[total points=120] 

1. Training 83 2.77 69.2 10 2
 

2. Open meetings 68 2.27 56.7 4 3
 

3. Publish budget 89 2.97 74.2 11 1
 

4.Mass media 60 2.0 50.0 5 4
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ORGANIZATION 

[total points=90] 

1. Municipalities 65 2.17 72.2 12 1 

2. Mayors 56 1.87 62.2 7 2 

3. Profess'l officers 53 1.77 58.9 11 3 

CAPACITY 
BUILDING 
STRATEGIES 
[total points=150] 

1. Training 122 4.06 81.3 17 1 

2. Practical 
research 

106 3.53 70.7 4 2 

3. Tech'l assistance 63 2.10 42.0 1 5 

4. Information 
mgmt 

68 2.27 45.3 2 4 

5. Org/systems 
development 

92 3.07 61.3 6 3 

TRAINING 
PARTICIPANTS 
[total points=120] 

1. Elected 96 3.20 80.0 18 1 

2. Senior managers 77 2.57 64.2 8 3 

3. Middle 
managers/ 
supervisors 

86 2.87 71.7 5 2 

4. Technical 
officers 

42 1.40 35.0 1 4 

17
 



TRAINING 
APPROACHES 

[total points=150 

1. Education 131 4.37 87.3 19 1 

2. Workshops 101 3.37 67.3 5 3 

3. External 
programs 

78 2.60 52.0 1 4 

4. Workplace 105 3.50 70.0 6 2 

5. Distance learning 38 1.27 25.3 - 5 

NEED FOR 
SYSTEMS 
DEVELOPMENT 
[total points=180 

1. Financial 
management 

150 5.0 83.3 9 

2. Personnel 
management 

144 4.80 80.0 17 2 

3. Public works 82 2.73 45.6 1 5 

4. Social services 92 3.07 51.1 3 3 

5. Work with 
citizens 

87 2.90 48.3 3 4 

6. Interlocal 
mechanisms 
cooperation 

for 
75 2.50 41.7 - 6 
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POLITICAL
 
PROBLEMS
 
[total points=150]
 

1. Legislative 125 4.17 83.3 18 1
 
ambiguity
 

2. Financial 101 3.37 67.3 9 2
 
constraints
 

3. Need for new 100 3.33 66.7 1 3
 
organizational
 
structures
 

4. New funding 70 2.33 46.7 - 4
 
sources needed
 

5. Working with 54 1.80 36.0 2 5
 
citizens
 

SERVICE/ 
MANAGEMENT
 
PROBLEMS
 
[total points= 2101
 

1. Solid waste 113 3.77 53.8 3 5 

2. Pricing utilities 131 4.37 62.4 4 3
 

3.Water 126 4.20 60.0 6 4
 

4. Waste water 110 3.67 52.4 2 6 

5. Housing 150 5.00 71.4 7 1
 
management
 

6. Heating 93 3.10 44.3 1 7 

7. Financing 135 4.50 64.3 12 2
 
infrastructure
 

[Note: Some participants listed more than one item as the first priority. This accounts for the 
difference between the number of participants responding to the queries and their first 
choices. 
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E. SUMMARY OF RESPONSES 

The data gathered through this process of inquiry and decision making is rich in its potential
for analysis and interpretation. While the overall sample of participants in this survey is small, those 
who participated reflect a variety of roles, organizational settings, regions, sizes of municipalities, and 
local conditions. For purposes of this consultancy and report, the focus is on those components and 
sub-components where a shared perspective emerged about what might constitute the initial elements 
of a municipal development program for Armenia. (The data from each interview has been included 
in the annex allowing for further interpretation if desired.) 

Because the data collected through this process of inquiry is extensive, only those components
ranked first in each of the categories will be commented on in this executive summary. Two 
additional pieces of data will be included: (1) the percentage of points assigned by those interviewedi 
in relation to the total, which has been calculated by multiplying the number of interviewees (30) by
the highest weight assigned within the category; and, (2) the number of respondents who ranked the 
component first within the category. Both pieces of data reflect the level of agreement among those 
participating in the interviews. 

I. Maior Components of a Potential Municipal Development Program 

The need for National Legislation Establishing Local Governments in Armenia was ranked 
first by 24 of those interviewed (from among the nine components included in the Q Sort). It also 
received the highest percentage of possible points of any component in any category in the survey
(91.1%), reflecting the importance those interviewed put on this issue. The data is further 
substantiated in the inquiry about Problems Associated With the Political Process (ninth in the series 
of Q Sorts). Legislative Ambiguity was listed by 18 of 30 as the most important problem in this 
category and received 83.3% of the possible points within the category. When asked what component
of a potential municipal development program should be given first priority among all those 
discussed in the interview, one third said "local government legislation." 

2. Important Precepts of Local Self Government Autonomy 

Independent Elections of Local Officials was ranked number one among components to be 
incorporated into local government legislation. Twelve ranked it number one and it received 77.1% 
of the points possible. Two components (criteria) were added to this list of factors by the advisory
committee. They were: (1) Clarification of Policy and Administrative Roles [ two firsts and 63.8%];
and, (2) Property Ownership [ranked number two; 5 firsts and 71%]. The latter issue concerns 
distinguishing between central and local authority regarding property ownership. 

3. Demonstrations of Support for a Municipal Development Program 

In this category of strategies for demonstrating political support for a municipal development 
program, there was less agreement among those interviewed about what should constitute a lead 
strategy. Publishing Budgets and Other Key Documents was ranked first 
[ 11 firsts and 74.2%] followed closely by Participation in Training by Elected Officials [10 firsts 
and 69.2%]. 
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4. Creating an Association to Represent Local Governments Interests 

Three alternatives were listed in the Q Sort (Associations of Municipalities, Mayors or 
Professional Officers). Again there was no clear consensus among those interviewed. Establishing an 
Association of Municipalities was ranked first [12 firsts and 72.2%]. Perhaps more important were the 
comments this component prompted. A number of officials said there was no need to create such an 
organization; others said it would be divisive; several suggested it is important but not now. As one 
Mayor said, "it is a question for the future, not the present." On the other hand, one Mayor was 
enthusiastic in his endorsement of the idea, said "it should be an association of mayors, headed by an 
experienced mayor and prepared to influence legislation that affects local governments." 

5. Capacity Building Strategies 

Training was ranked one among five proposed strategies for building the capacity of local 
governments [17 firsts and 81.3%]. Elected Leaders ranked first among those to be trained [18 firsts 
and 80%]. When queried about approaches to training local officials, Education was ranked as the 
most preferable [19 firsts and 87.3%]. By "education" many interpreted this to mean a more formal 
approach to learning, leading to some type of credential. Distance Learning ranked at the bottom 
with one of the lowest percentage of possible points [25.3%]. When asked for clarification, many 
said that correspondence learning had lost its credibility over the years and was no longer seen as a 
viable alternative. Out-of-country Training ranked number four [with only one first and 52%]. 

6. The Development of Municipal Management Systems 

Participants in the interviews cited the development of Financial Management [ nine firsts 
and 83.3%] and Personnel Management [ 17 firsts and 80% ] systems as their top priorities within 
this component of municipal development. In the open ended questioning that followed the Q Sort 
exercise, five interviewees said they would like to see systems for improving local revenue sources 
given top priority in any municipal development program, three listed budgeting systems, and two 
identified personnel systems. Seventeen persons who participated in the survey identified personnel 
management as the most important systems development need. It was somewhat surprising, given the 
low number of persons employed by local governments directly. When asked about this, many said 
there is a need to improve the quality of public personnel through a comprehensive strategy of 
personnel management. 

7. Problems Based on Program and Service Delivery 

The Tramfer of Housing Management and Maintenance to Home Owner Associations ranked 
first among problems to be addressed in a municipal development program [ seven firsts and 71.4%]. 
Financing Municipal Infrastructure Construction and Maintenance [ 12 firsts and 64.3% ] was a 
close second. 

Two issues from the Honduran Project received low priority by most of those interviewed. These 
were: Communitv and Citizen Involvement and Inter-local Cooperative Approaches to program and 
service decision making and delivery. Both issues were included in two of the Q Sorts: the initial 
exercise identifying the major components of a municipal development program; and, development of 
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management systems and strategies. Citizen Involvement faired slightly better in the priority process [
ranking seven of 9 as a focus and four of 6 in the systems development] than Interlocal Cooperation 
[ ranking eight of 9 as a focus and last in the systems Q Sort]. 

F. RECOMMENDED ACTIONS BASED ON SURVEY RESULTS 

The following recommendations are based on the results of thirty interviews with key officials 
representing various levels of government. The Q Sort methodology, which was central to the 
interview process, produced clear indications of priority issues with respect to the initiation of a 
municipal development project. These collective statements of interest and need support the 
supposition that technical assistance and institution building endeavors are appropriate strategies for 
strengthening Armenian local governments. 

Armenia, like many NIS countries in the region, is in the throes of momentous change. New 
economic systems are emerging. The democratic process has taken root, and the dialogue about how 
to govern in these turbulent times is currently being debated in Parliament. There are clear 
indications that a new Constitution will be adopted soon. Among other things it will lay the 
groundwork for establishing governance principles, institutional templates and administrative 
strategies at the sub-national level. Local governments are almost certain to gain new roles and 
responsibilities in the reconfiguration of political, economic and social institutions and norms. It is 
within this context of change and opportunity that municipal development, as a concept and strategy,
 
can make its contribution.
 

The recommendations that follow are based on the collective responses of thirty key 
officials to a set of propositions about municipal development. They are divided into two categories:
short term interventions, designed to be more prescriptive in nature; and, longer term, developmental 
strategies, designed to build sustainable capacity in municipal policy formulation and management. 

I. Short Term Interventions 

The objectives of the more immediate activities would be to: (I) offer short term responses 
to clearly identified needs; and, (2) establish the framework for possible future support for a more 
comprehensive program in municipal development. These recommended activities are the following: 

a. Support for Drafting Local Government Legislation: The municipal 
development component receiving the highest collective score by those interviewed was the need for 
national legislation establishing local governments. ICMA should consider providing assistance to the 
Government in its efforts to draft legislation. Areas of focus should include: local government's 
legislative and executive powers, roles and responsibilities; appropriate institutional structures; and, 
administrative and financial resources for carrying out these mandates. Since the French Government 
has provided some technical assistance in this area of concern, the appropriateness of providing 
additional expertise, based on a different model of local self governance, was raised in the exit 
interviews with both the City and the Department of Urban Policy representatives. In both cases, 
those involved in these meetings expressed their support for such assistance. Even if the Republic of 
Armenia opts for a system of sub-national government patterned after the French system in the new 
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Constitution, there will be major decisions to make in the drafting of national legislation about the 
policy making and administrative roles and responsibilities, and organizational options (if any) to be 
available for adoption by municipal governments. These discussions could benefit from a different 
perspective. 

b. Survey and Documentation of a Local Government's Organizational Structures 
and Operating Systems: The development of municipal management systems and strategies was 
ranked third among the major components to be includcd in a municipal 'ieveiopment program. More 
specifically, they ranked financial and personnel systems as their highest priorities. Developing better 
fiscal and personnel systems is only part of the dilemma. The success of these systems is dependent 
on other ancillary systems, and ultimately, a reconfiguration of the way local services are planned,
organized, managed and delivered. For example, Armenian local authorities are dependent on public
service organizations (not under their direct jurisdiction) to carry out most local services normally
associated with local self-governance (e.g., solid waste collection and disposal, water supply, and 
street maintenance). 

Any effort to help improve these local government systems, including both internal support
and external line operations, will require a better understanding of how local governments interact 
with a variety of local service organizations and, in turn, how these organizations are financed,
organized, staffed and managed. For example, a city of 28,000 in southeastern Armenia has 60 
elected deputies (councilors), an executive committee of 16, 12 departments, and 28 employees. With 
more than two deputies per employee and an average of 2.3 workers per department, it is apparent
that an understanding of how this community is serviced cannot be confined to the local 
government. (The institutional arrangement for local service delivery, just described, is the norm and 
not an exception.) 

If a municipal development project eventually evolves from this initial inquiry, it will need to 
be based on a more thorough understanding of how localities are managed and serviced. Given this 
assumption, it is r, ;ommended that a comprehensive survey of a local government organization and 
the agencies delivering municipal services be undertaken to determine how they are financed and 
staffed; make policy decisions; mobilize and allocate resources; and, relate to each other and their 
community constituents. 

Such a survey would best be conducted in a medium sized city, representative of a larger
number of urban areas and void of externalities that skew its representative nature (e.g., earthquake
damage and the responding flow of external assistance). Since the Mayor of Goris, a city of 28,000 
in the southeastern panhandle, indicated an interest in having a comprehensive assessment of his 
municipal organization, programs and relationships with local public service agencies carried out with 
external assistance, it is recommended that this be the site for such a study. Whatever local 
government is selected fbr this activity (if approved by the appropriate authorities) it should be one 
with receptive officials who are prepared to cooperate and demonstrate a dedication to openness and 
rigorous inquiry. 

One senior municipal management consultant with appropriate organizational assessment 
skills and experience should be able to conduct the study in a 3-4 week field assignment with an 
additional three weeks for planning and report writing. 
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c. Elected Leadership Training: Training received the highest cumulative score 
among the five proposed capacity building strategies and the trainingof elected officials scored 
highest among the four categories of potential training participants. There may be an opportunity to 
link into a Soros Foundation grant to IDIOM and the Foundation for Local Development and Public 
Services, Romania (FLDPS) to conduct a trainiing of trainers workshop (TOT) in Romania for 12
 
CEE country trainers. The TOT is designed to prepare trainers to use a 13-module set of Local
 
Elected Leadership Training materials produced by UNCHS (Habitat).
 

If there is interest in participating in this TOT program (scheduled for late summer) approval
would be required from the Soros Institute for Local Government and Public Service, Budapest and 
FLDPS, Bucharest. USAID/ICMA's costs would include travel and DSA for two participants for two 
weeks, and a commitment and resources to train a minimum of 40 local elected officials in two short 
residential workshops of 3-5 days. 

d. Follow Up Management Training for IMMI Participants: Twenty of the 30 
officials interviewed in Armenia listed housing management as either the most important or second
 
most important problem they face among a list of seven program management responsibilities. A
 
proposal dealing with this component of municipal development was covered previously under the
 
IMMI follow up recommendation.
 

2. Longer Term Strategies for Municipal Development 

ICMA, under its Global Core Contract, is in a position to undertake a municipal development 
program, in collaboration with the Government of Armenia and/or Georgia, if several key
commitments can be acquired. First, the potential ,:cipients must take the initiative to garner the 
necessary support from USAID to carry out a program in municipal development. Second, the local 
USAID Mission must agree that such programs are congruent with their country plans and USAID's 
overall commitment to democratic initiatives (of which effective local self-governance is an essential 
component). Finally, the resources for implementing a 2-3 year municipal development program must 
be made available. 

If these two governments in the region are committed to establishing viable and responsible
local governments, and supporting them as an integral function of the democratic process, then a 
strong argument can be made for undertaking programs of technical assistance to develop municipal
institutions and their capacity to serve constituents with effective and efficient programs and services. 

Assuming the responses of officials interviewed are representative, there is a clear mandate to 
pursue several major components of a municipal development program. Based on the quantitative and 
qualitative results of the interview survey, ICMA could be requested to provide technical assistance 
and support in the following municipal development arenas: 
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a. Legislation: Drafting and enacting national egislation to establish 
appropriate institutions and legal mandates for local self-governance should be the first step in any 
effort to implement a municipal development program. As mentioned earlier, the French Government 
has taken some steps to provide assistance in this area including a recent four day seminar under the 
sponsorship of the Ambassador of France and the State Minister. Participants included an impressive 
array of French and Armenian officials. The seminar dealt with such topics as decentralization, 
territorial management, finances, the division of power between local and regional governments and 
the specific problems of Yerevan as the capital city. This does not negate either the interest in, or the 
importance of, additional technical assistance in this important task in formulating democratic 
principles and institutions. 

b. Developing Municipal Management Systems and Strategies: From a cursory

examination, it appears that local governments are lacking many of the basic systems required 
to 
plan, manage, operate and maintain effective and efficient programs and services. While financial 
management systems and procedures are an obvious need (and ranked number one by those 
interviewed among the types of systems needed at this time in local government) personnel 
management (human resource development) ranked a close second. Seventeen of the 30 persons
involved in the ranking exercise rated it as the most important management system to develop if a 
municipal development program is undertaken. There appears to be substantial frustration with the 
manner in which public service personnel have been recruited and selected. As one Mayor stated,
"staffing with competent and dedicated personnel is a major problem for most levels of government, 
not just municipalities." 

c. Organization Design and Development: Rationalizing and streamlining the 
institutional and organizational arrangements that now characterize local governments in Armenia and 
Georgia will be a major challenge. The Soviets left behind a Byzantine and archaic system of 
operational fiefdoms at the local level of governance that defy administrative logic. It is apparent the 
provision of essential services to ordinary citizens was never a high priority. The suggested case 
study of how a typical secondary municipality is organized to provide community leadership and 
deliver programs and services should be useful in documenting the flow of decisions, resources, 
responsibilities, influence and levels of effectiveness in service delivery. 

What is unclear at this time is the level of resistance that can be expected in any effort by
municipalities to get their organizational and political act together. One can assume that reducing the 
excessive number of elected officials at the local level is accepted conventional wisdom. Or, one can 
assume the 80% of local elected officials, who should be deemed redundant in any rationalization of 
local governance systems, may not take lightly to being considered redundant in their role as 
community leaders. When asked about the efficacy of maintaining these large elected councils, most 
but not all of those interviewed were adamant in the importance of reducing their size. Admittedly,
those interviewed are probably not representative of those who would likely lose their leadership role 
in any restructuring effort. 
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d. Building Local Capacity in Training and Consultancy: Building a local 
capacity to provide local governments with training and other technical assistance services should be 
a high priority in any municipal development program. Given the dearth of modem management 
systems and trained personnel to operate them (in both Armenia and Georgia), it will be important to 
devise training and development programs and strategies that can sustain capacity building activities
 
within these countries.
 

The European Community provided a 1.5 million ECU grant to Armenia in October 1993 to 
establish a School of Public Administration. The school is independent of the government and 
operates under the direction of an administrative Board of Governors chaired by the State Minister. 
The grant runs out in June 1995 but they expect it will be extended for another 18 months at two 
thirds the level of initial funding. In addition to the focus on general public administration, it is 
charged with serving trade unions and public enterprises with educational programs. 

To date the School has depended heavily on external teachers (trainers) most coming from 
French inctitutions. There is a concern that this delivery mode has not concentrated enough on 
developing a local sustainable capacity to provide education and training, independent of the external 
experts. The establishment (personnel) plan calls for 40 employees, of which 12 are to be teaching
staff. They had, according to the Director, developed a list of courses but it was not available. Any
effort to address local capacity building in training and development should be closely coordinated 
with this fledgling effort. 

[There was no opportunitv, during this consultancy, to assess similar efforts in Georgia.] 
e. Targeted Technical Assistance: Another component of a potential municipal

development program should include targeted technical assistance in critical areas of housing and 
environmental services as requested (e.g., solid waste management, pricing utility and housing
services, financing infrastructure construction and maintenance). 

Municipal development strategies receiving less ';upport during the interview process could emerge 
as potential areas for assistance (if a program is undertaken). They are: 

Establishing an associatirn to represent and service local government needs and 
eoncerns 

[This is a component that was viewed by many with some concern. Several said the idea 
is premature, could be divisive, and one official said it has no real relevance in the 
development of municipal performance for Armenia. It may be the idea is largely foreign to 
the experience of many who were interviewed. Once explained, the resistance to the notion 
began to subside.j 
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0 Working with local officials and citizens to forge viable and productive partnerships 

[Working with citizens in decision making and problem solving relationships, and the 
concept of citizen participation, are not high priorities among local officials at this time. Dan 
Maijanian, in his institutional and legal assessment of municipal governments, had this comment] 

Armenia lacks the culture of democracy between its people and leaders that is critical 
for democratic and rational decision making. The citizens are used to a system where 
their input and ideas are not valued or respected on a national and local level. As a 
result, citizens are apathetic toward all levels of government, and lack the know how 
or interest to demand accountabilityfrom their government or its leaders. 

* Formulating local economic development strategies. 

[The dismantling of the Soviet Union dealt a severe blow to the economic viability of many 
cities, large and small. This transitional trauma has been heightened in Armenia by a major 
natural disaster and political conflicts with neighboring Azerbaidjan. Concepts and strategies 
like the business incubator and others may be useful in promoting economic development. 

Armenia and Georgia are in a state of transition, from authoritarian governance to democracy, from 
planned economies to a free market state. Strong effective local governments have never been more 
important to their continued development, nor further from its grasp. A well designed and 
implemented municipal development program could make valuable contributions in both countries to 
further their efforts to build free and democratic societies. 

27
 



ANNEXES 

1. Map of Armenia 

2. Individuals Interviewed 

3. Methodology Proposal 

4. Information Summary 

5. IMMI Field Evaluation 

6. Client Report 

7. Client Report in Armenian 

28
 



Annex 1 - Map of Armenia 
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Annex 2 - Individuals Interviewed 



Persons Interviewed During Consultancy 

ARMENIA 

Government of Armenia 

a Andrinik Andreasian, Director, Department of Urban Policy and 
Earthquake Zone Issues 

0 Gagik Khachatrian, Head of Earthquake Zone Sector, Department of 

Unban Policy and Earthquake Zone Issues 

0 Tevoc Petrussian, Deputy Director, Department of District Management 

Vazgen Adonts, Head of District Policy Section, Department of District Management* 

0 Khachatour Bezirjian, Director, School of Public Administration 

City of Yerevan 

0 Yury Bakhshian, First Deputy Mayor 

• 	 Aram Mkrtichian, Chairman, Executive Committee 

0 	 Movses Movsissian, Vice Chairman, Finance Department 

• 	 Gagik Davtian, Vice Mayor, Shahoumian District 

0 	 Artashes Arakelian, Director, Scientific Research Institute for
 

City Management Systems
 

* 	 Gulnara Shahinian, Director, International Relations 

• 	 Masiss Sarkissian, Consultant to the Mayor, Deputy to the City Council,
 

Member of the Constitutional Commission
 

Ararat Region 

* 	 Firdousy Zakarian, Chairman, Regional Council 

• 	 Gagik Gasparian, Mayor, City of Ararat 

* 	 Yury Gevorkian, Economist-Engineer, City of Ararat 



Sisian 	Region 

* 	 Kochar Davtian, Chairman, Regional Council 

* 	 Razmik Danielian, Head, Internal Affairs Department, Regional Council 

* Norayr Hakopian, Mayor, City of Sisian 

City of Goris 

* 	 Seyran Dolounts, Mayor 

• 	 Arshak Tokhounts, Deputy Mayor (Economics) 

* Ara Kyarounts, Head, Finance Department 

City of Gyumry 

* 	 Misha Vardanian, Mayor 

* Artash Movsissian, First Deputy Mayor 

a Hounan Mazmanian, Deputy Mayor in charge of Construction 

* Ara Ghandilian, Consultant to the City, State Minister's Office 

City of Vanadzor 

* 	 Hovanes Matinian, Mayor 

• 	 Ashot Manoukian, First Deputy Mayor 

* 	 Arshavir Ghoukassian, Senior Expert of the Government Working Group 
Lory Region 

City of Stepanavon 

• 	 Aram Babadjanian, Mayor 

• 	 Razmik Oloyan, First Deputy Mayor 

* 	 Aram Karapetian, Department of Public Education 

* 	 Lernik Martirossian, Head, City Maintenance Department 



* Razmik Papian, Head, Communal Services Enterprise 

City of Sevan 

* Roudik Ghougssian, Mayor 

• Edik Nersissian, First Deputy Mayor inCharge of Public Works 

GEORGIA 

City of Tbilisi 

* Malkhaz Tchatchava, Vice Mayor 

* David Lomaia, Chief Assistant, Bureau of Licensing 

City of Kutaisi 

* Anano Khvigia, Head, Municipal Press Center 

* Roman Bugadze, Head, Tax Inspection Department 

National Democratic Institute 

* Ted Jonas, Director 

* Daniel Kunin, Program Coordinator 

Academy for Educational Development 

* Phylis Greenfield, Regional Director, Caucasus 



Annex 3 - Methodology Proposal 



[Note: The following memorandum was used to describe a proposed methodology for 
gathering date and information from key local government officials and others about their 
thoughts and ideas regarding the formulation of a municipal development program for 
Armenia. The memorandum should be self-explanatory with perhaps the exception of the 

phrases and statements presented in italics.These represent the changes that were made 
inthe consultant's original lists of components and sub-components by a small sub
committee of local and central government officials who served as an advisory committee 
to the consultant.] 



MEMORANDUM 

To: Andrinik Andreasian 
Steve Anlian 

From: Fred Fisher 
Re: Proposed Assessment Methodology. Municipal Development Project 

Date: 15 March 1995 

The following is a suggested assessment methodology for determining; (1)the need for a 

municipal development program in Armenia, based on intensive interviews with key stakeholders, 

and, (2) their preferences and priorities regarding key components of such a program. 

A The proposed assessment of the level of support and preferences for a Municipal 

Development Program inArmenia isbased on the fundamental assumption there will be a political 

commitment to viable local self governance as an integral part of the democratic process in 

Armenia. 

B. The overall assessment process will include: agreement on the issues and process for 

gathering and analyzing data and information about the need for a program to promote and 

sustain the processes of local self-government within Armenia; data collection and analysis; and, 

formulation of a proposed program based on the data analysis and other key inputs. 

C.The data collection and analysis methodology would be based on something called the 

Q sort. It consists of a predetermined set of options at various levels of inquiry to assess 

individual opinions about (in this case) the need for a local government development program and 

its potential components. The method involves one on one interviews based on a structured set of 

forced options (although the process also provides freedom for additional inputs by the 

interviewee). The options would be agreed upon by a planning committee of key officials
 

interested inthe assessment results as basic data for making decisions.
 

D. Interview Sample: Those individuals to be interviewed in the assessment would include: 

(I) Key central government officials concerned with, and responsible for, the 

development of laws, processes and procedures that would promote and 

institutionalize a system of local self gove, nance within Armenia; 

(2) elected and appointed officials from a mix of local and regional government. 

taking into consideration size, location and other key variables that may be 

important to the assessment results; and, 

(3) other key stakeholders who will ultimately influence the pace and level of local 

self-government development within the country. 
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E.The Q sort would involve inquiry into the need for the following components of a 

municipal development program: (1) a legal mandate (national legislation for local autonomy); (2) 

political support for the program; (3) national organization representing municipal interests; (4) 

capacity building mechanisms, including training, research, technical assistance and information 

management; (5) the role of appointed professional administrators; (6) management systems and 

strategies (e.g. models offinancial, administrative, and service delivery systems); (7) community 

and citizen involvement; and, (8) intergovernmental cooperation strategies for optimizing 
performance and service. 

For each of these components the interviewee would be asked to "sort" them into two 

categories important and not important, and to then prioritize the important components. To 

facilitate this decision process, each suggested component of the program would be written on an 

index card. Within many of these components would be a second set of inquiries (also using the Q 
sort methodology) that would probe more specific aspects of the component. For example, ifthe 

interviewee indicates that a national organization representing municipal interests is important 

as part of a municipal development program then he or she would be asked to prioritize a 

suggested list of alternative approaches (or to suggest a different model). The alternatives might 

include: an Association of Municipalities; a Mayors Association, an Association of Municipal 
Managers; or variations of these options. 

The interviews would be conducted in Armenian by the consultant's assistant with the 
consultant prepared to offer explanations and examples to clarify the meaning of individual factors 

being assessed by the interviewee. The advantages of this approach to data gathering are: (1) it 
provides structure and uniformity to the inquiry process without being restrictive; (2) involves a 
satisfactory level of interaction between the interviewer and interviewee; (3) engages the 
interviewee ina process of defining choices that can be factored into the final development of a 
program proposal, and, (4) enhances the potential for "ownership" and commitment to the results, 
on the part of those interviewed. 

The first set of cards would represent the major components of a municipal development 
program. Individual index cards would be prepared for the following components: 

* National Legislation for Local Autonomy 
• /Politicall Support for the Program 
* [Nationall Organization Representing Municipal Governments and Their Interests 
• Capacity Building (e.g. training, technical assistance) 
* (Appointed ChiefAdministrative Officers] Chairman of the Executive Committee 
* Management Systems and Strategies (e.g. financial, personnel) 
* Community and Citizen Involvement 
* Intergovernmental Cooperation Approaches 
* Decision Making Process (added by advisory committeel 
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Most of these components either have sub-components, or alternatives, that would be 
useful to explore with interviewees to provide further guidance to those who will ultimately draft 
the municipal development proposal. These would be administered inthe same format as the 
major components for purposes of gaining individual preferences and ideas. 

Here are suggestions for further breakdowns: 

* National Legislation for Local Autonomy (criteria) 

(a) independent local elections 
(b)(politicalldecentralization
 
© local revenue collection authority
 
(d) municipal controlled and administered budget process
 
(e) locally planned and administered public services
 
(0 independentpersonrjel system [eliminated by advisory committee]
 
(g) differentiate between policy making and administration roles
 

(added by committeel 
(h) distinguish between central and local government authority regarding property 
ownership jadded] 

* [Political] Support for Program (criteria) 

(a) participation in elected leadership training 
(b)hold open meetings
 
© publish budgets and other important documents
 
(d)working with mass media fadded] 

* National Organization for Representing Municipal Governments (priority of preference) 

(a) association of municipalities 
(b)[nationall association of mayors 
C membership organizations for professional municipal officers 

* Capacity Building (priority of importance) 

(a) training 
(b) practical research
 
C technical assistance
 
(d) information dissemination 
(e) organization and systems development 
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Training Participants (priority of importance) 

(a) elected officials 
(b)senior managers
 
© middle managers and supervisors
 
(d)technical personnel 

Training Approaches (in terms of effectiveness) 

(a) formal education 
(b)short in-country workshops, seminars and conferences
 
C external programs
 
(d)workplace training 
(e)distance learning 

Development of Management Systems and Strategies (priorities) 
.-. 

(a) financial management 
(b)personnel management (human resource development)
 
C public works management
 
(d)social services management 
(e) (community development and] work with citizens 
(f) approaches to interlocal cooperation 

Problems local governments are confronted with that could benefit from technical 

assistance. (these were identifiedby the advisory committee at the request of the 

c,.tsultant/ 

(a) lack of clearly defined legislation on local government 
(b) financial constraints
 
© need for new local government organizational structures
 
(d)need for new sources of funding for specific services 
(e) working with citizens in decision making 

Difficulty in managing the following housing and environmental services 

(a) solid waste management 
(b)pricing utility and housing services
 
0 water supply management
 
(d)waste water management 
(e) transfer of housing management and maintenance to home owners association 
(f) municipal heating systems management 
(g) financing municipal infrastructure construction and maintenance 
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Annex 4 - Information Summary 



Summary of Information 

Collected in Interviews with
 

Key Armenian Officials
 

17-24 March 1995
 

Regarding
 

Their Opinions and Preferences for Various Components
 

of a Proposed
 

Municipal Development Program for Armenia
 

[Note: Thirty officials were interviewed and, inall cases, the number used incalculating 
means and other data is thirty. The principle methodology used in the interview process 
was the Q Sort (an arrangement of variables in descending order of importance). Each 
interviewee was initially requested to respond to a set of components, representing a 
"global" concept of what a municipal development program could encompass. This initial 

Q sort was followed by nine other sub- categories of components based on the initial 
characteristics. The total number of points any one idea could possibly be assigned is listed 
inthe top left hand cell of each table. This number has been determined by multiplying the 
total number of persons responding to the category by the number of items inthe 
category. (e.g. 30 responses x 9 items =270 total possible points) This sum is the base line 
ineach table for determining percentages and rankings.] 



This table lists potential components of a municipal development program. They have been taken 
inpart from the successiul program ICMA facilitated inHonduras. A team of Armenia local 
officials reviewed the list prior to the start of the interviews, made certain changes inthe way they 

were defined and added the last component, decision making. 

The full text of each component was listed on the index cards used inthe Q-Sort interviews but 

abbreviated inthe tables for obvious reasons. More information about the rationale behind the use 

of the Q-Sort and the meanings of each of the overall components and the sub-components (listed 

in subsequent tables) can be found in the document Suggested Approach to Assessing Need and 

Preferencesfor a MunicipalDevelopment Programin Armenia (found in the Annex of the report 

following this detailed description of the results of the Q-Sort). 

Additional Q-Sorts were developed for those components where it was deemed important to 
provide the interviewees with an opportunity to make choices among various options or, insome 
cases, prioritize various sub-components that might be considered as important to the 
implementation of the component. These sub-components, and the interview results, are presented 

following the results of the table listing the major components to be considered as part of a 
municipal development program for Armenia. 

COMPONENTS [total points [mean average [%of total [# of [rank
 

[total points in this allocated by of indiv'dual possible components order
 

sub-table - 2701 interviewees] scores] points] allocated Ist based on
 
priority] point %I
 

I.Local government 246 8.20 91.1 24 1
 

enabling legislation
 

2 Demonstrations of 73 2.43 27.0 9
 

support for the program
 

3.Organization 123 4.10 45.6 6
 
representing local
 
governments
 

4.Capacity building 167 5.56 61.8 - 4 

5.Chief executive 210 7.0 77.8 5 2 

6.Management 195 6.50 72.2 1 3
 
s'stems
 

7.Citizen involvement 113 3.76 41.9 7 

8.lnterlocal cooperation. 74 2.47 27.4 8 

9. Decision making 140 4.67 51.9 1 5 



LEGISLATION 
[total poInI=2IOI__ 

1. Elections 162 5.40 77.1 12 1 

2. Decentralization 146 4.87 69.5 9 3 

3. Revenue sources 93 3.10 44.3 . 6 

4. Budget authority 98 3.27 46.7 2 5 

5. Public services 57 1.90 27.1 7 

6. Policv/Admw 134 4.47 63.8 2 4 

7. Property 149 4.97 71.0 5 2 

SUPPORT DEM-
ONSTRATION 
[total points=1201 

1. Traiuing 83 2.77 69.2 10 2 

2. Open meetings 68 2.27 56.7 4 3 

3. Publish budget 89 2.97 74.2 11 1 

4.Mass media 60 2.0 50.0 5 4 

ORGANIZATION 
Itotal points--90 

1. Municipalities 65 2.17 72.2 12 1 

2. Mayors 56 1.87 62.2 7 2 

3. Profess'i officers 53 1.77 53.9 1I 3 

CAPACITY 
BUILDING 
STRATEGIES Itotal 
points=1501 

I. Training 122 4.06 ol.3 17 1 

2. Practical research 106 3.53 70.7 4 2 

3. Tech'l assistance 63 2.10 42.0 1 5 

4. Information mgmt 68 2.27 45.3 2 4 

5. Org/systcms 92 3.07 61.3 6 3 

development 



TRAINING 
PARTICIPANTS 
[total points=120 

1.Elected 96 3.20 80.0 18 1 

2. Senior managers 77 2.57 64.2 8 3 

3. Middle managers 1 86 2.87 71.7 5 2 

supervisors 

4. Technical officers 42 1.40 35.0 1 4 

TRAINING 
APPROACHES 
[total points=1I_0 

1.Education 131 4.37 87.3 19 1 

2. Workshops 101 3.37 67.3 5 3 

3. External programs 78 2.60 52.0 1 4 

4. Workplace 105 3.50 70.0 6 2 

5. Distance learning 38 1.27 25.3 5 

NEED FOR SYSTEMS 
DEVELOPMENT 
[total point=1801 

1.Financial management 150 5.0 83.3 9 1 

2. Personnel management 144 4.80 80.0 17 2 

3. Public works 82 2.73 45.6 1 5 

4. Social services 92 3.07 51.1 3 3 

5. Work with citizens 87 2.90 48.3 3 4 

6. Interlocal mechanisms 75 2.50 41.7 6 

for cooperation -------------



POLITICAL
 
PROBLEMS
 
Itotal points 50

1. Legislative ambiguity 125 4.17 83.3 18 1 

2. Financial constraints 101 3.37 67.3 9 2 

3. Need for new 100 3.33 66.7 1 3
 
organizational
 
stnrctues
 

4. New funding sources 70 2.33 46.7 - 4 

needed 

5. Working with citizens 54 1.80 36.0 2 5
 

SERVICE/
 
MANAGEMENT
 
PROBLEMS
 
[total points= 2101
 

1. Solid waste 113 3.77 53.8 3 5 

2. Pricing utilities 131 4.37 62.4 4 3
 

3.Water 126 4.20 60.0 6 4
 

4. Wa,e water 110 3.67 52.4 2 6 

5. Housing management 150 5.00 71.4 7 1 

6. Heating 93 3.10 44.3 1 7 

7. Financing infrastructure 135 4.50 64.3 12 2 

[Note: Some participants listed more than one item as the first priority. This accounts for the difference between the 
number of participants responding to the queries and their first choices. 
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Review of the
 
International Municipal Management Institute [IMMI]
 

Workshop, 22 September-7 October 1994
 
Washington-Arizona, USA
 

The following questionnaire is designed to: (1) help you recall the content of the management 

workshop you participated induring your visit to the United States last year; (2) determine what 

was most useful to you when you returned to your job responsibilities; and (3) assist in the 

development of follow-up learning opportunities. The first set of questions are in response to the 

content materials covered inthe IMiMI workshop. You are asked to indicate how useful each of 

the subject areas were (in the first column) and whether you took specific action to implement any 

of the information or ideas you heard inthese specific areas (the second column). 

(1) To what extent were the following subjects useful to you when you returned to your job 

responsibilities? Use the following scale to indicate the level of usefulness. 

a) Not at all 
b) Only to a slight extent 
C) To a medium extent 
d) To a great extent 

(2) Did you take specific action(s) in your organization or role to implement changes based on 

what you learned inthis subject area? 

Y = Yes 
N = No 

Subject 

I] Municipal organization and administration 

2] Executive versus legislative responsibilities 

3] Financing municipal services 

4] Program budgeting 

5] Municipal services and service delivery 

6] Strategic and operational planning 

7] Urban planning and economic development 

Note: Usefulness scores are based on 

the mean average of 9 responses with a 

maximum of4.0 
Action scores indicate # of "yes" responses 

Usefulness Action 

3.2 5 (yes) 

3.2 4 

3.1 4 

3.0 4 

2.9 4 

3.1 6 

2.7 6 



2.7 48] Public accountability and citizen involvement 

fNote: nine IMM! participants completed thisform andthe above figure in the 

usefulnesscolumn isthe mean average ofthe nine responses with not at all useful=I 

and to a great extent-4./ 

In those areas where you took specific action(s), please indicate the subject areas and what 

actions were taken in each, if any, in the following space. 

Indrafting documents for the constitution commission (to influence their decisions about 

local government legislation) 
* 	 Exploring different ways to provide public services 

While the city council doesn't pass legislation, the staff has been submitting briefs to them
* 

for consideration 
Have asked central government for authority to police illegal wiring which iscausing 

numerable fires (but no response from central government) 

* 	 Urban Policy Department has written new contract bid documents 

* 	 In compiling annual budget, listed priorities 
making budget process simpler for public understanding* 

• 	 multi-year fiscal consequences being considered inthe preparation of the budget 

Established new rental rates based on affordability• 
* 	 providing more heat in certain areas to improve quality of service to more citizens and 

reduce cutting of trees for fuel 
established a coordinating committee inone of the districts to promote the application of 

self management projects and provisions for relationships between the local authority and 

citizens 
discussion of multi-year development programs inrelation to current socio-economic 

programs for current year. 
* 	 initiated an excise tax on petrol 
* 	 reorganized finance department and increased revenues 
* 	 merged two refuse departments under one manager 
* 	 established tax collection system 
* 	 provided fixed locations for street vendors and imposed fee to cover costs 
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MEMORANDUM
 

to: Andranik Andreasian, Director 

from: 

Department of Urban Policy 
Republic of Armenia 
Fred Fisher: ICMA 

subject: Municipal Development 

date: April 11, 1995 

I appreciate the opportunity to visit your country and to work with so many dedicated and 

competent public officials. In my short stay I have conducted in-depth interviews with thirty local 

and regional officials, from Yerevan, the heart of Armenia, to Goris and Stepanavan. It has been a 

rewarding professional experience and a memorable sojourn. If hospitality was gold, you would 

be the richest country in the world. 

I have worked hard to understand your country's current approach to local self governance, and 

its aspirations to improve the performance of local public institutions. With the help and patience 

of those Ihave interviewed, I have come to appreciate the historical context of the challenge and 

to comprehend, in a small way, the complexities of transforming community institutions within the 

It is within this context and the guidance of 
context of momentous social and economic changes 


so many of your colleagues that I offer the following recommendations for your consideration.
 

They are presented in two distinct time frames and levels of commitment, based on your country's
 

interest in pursuing a program in municipal development and USAID's ability to respond.
 

Short Term Opportunities
 

The current USAID/ICMA project can provide short term and modest assistance in municipal 

Based on the results of my extensive interviews with 30 key
management and policy formulation 
officials at all levels of government, the following activities are recommended for consideration 

under the Shelter Sector Reform Project 

A short term consultancy by a specialist with experience in drafting local government 

enabling legislation. 

[24 of the 30 officials interviewed during my .mission listed national legislation 

to establish localselfgovernment as the most important need in terms of 

municipal development ] 

A short term consultancy by a municipal management specialist to conduct an in-depth 

assessment of a representative local government organization, its policy and operating 

I 
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systems, and its interactions with other local public agencies responsible for the delivery 

of local services (e.g. refuse collection and removal, street maintenance, water service). 

The assessment would provide valuable information and insight into the way local 

governments and other operating agencies work at the local level and develop a 

methodology for similar diagnostic assessments inother municipalities. 

The assessment isconsistent with the results of the interview data where those interviewed 

ranked the development of management systems as the third highest priority. 

[ The Mayor of Goris has requested such an assessment and has indicated his 

willingness to collaborate. Goris is representative of a large number of secondary 

cities and would provide a valuable laboratory for documenting the way local 

programs and services are planned, managed and delivered.] 

Follow up management training for IMMI participants from Yerevan and Ghumry 

Municipalities 

[This proposed workshop would also include teams from Tbilisi and Kutiaisi, 

Georgia and focus on the management and maintenance of privatized housing with 

attention to contemporary management concepts and practices. The need for such 

training was confirmed when twenty of the thirty officials interviewed identified 
as either the first or second most criticalhousing management and maintenance 

problem confronting local governments at this time.] 

Participation in a Soros Foundation sponsored workshop in Romania to prepare two local 

candidates to conduct local elected leadership training. In the interview survey, training 

was listed as the highest priority among capacity building strategies to be incorporated 

into a municipal development program, and elected officials were identified as the top 

priority for training. 

[ The implementation of this proposal will require the approval of the sponsoring 

and implementing organizations; the selection of qualified candidates with English 

language competency; and a commitment by the Government to support short, in

country workshops for local elected officials. The sponsoring agencies fully expect 

those who are trained as trainers to conduct an on-going series of short workshops 

in-country for local elected officials.] 

Each of these proposed short term activities are dependent upon your commitment and approval, 

the approval of USAID/ICMA, and the availability of necessary resources. 

2 
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Long Term Municipal Development 

ICMA, under its Global Core Contract, is in a position to undertake amunicipal development 

program, in collaboration with the Government of Armenia. if several key commitments can be 

acquired. First, the Government of Armenia must take the initiative to garner the necessary 

support from USAID to carry out a program in municipal development. Second, the local USAID 

Mission must agree that such a program iscongruent with their country plan and USAID's overall 

commitment to democratic initiatives (of which effective local self-governance is an essential 

component). Finally, the resources for implementing a 2-3 year municipal development program 

must be made available. 

With these caveats clearly defined, let me address the need for such a program. If the Government 

of Armenia iscommitted to establishing viable and responsible local governments, and supporting 

them as an integral function of the democratic process, then a strong argument can be made for 

undertaking a program of technical assistance to develop municipal institutions and their capacity 

to serve constituents with effective and efficient programs and services. 

If the responses of those officials I interviewed are representative, there is a clear mandate to 

pursue several major components of a municipal development program. Based on the quantitative 

and qualitative results of the interview survey, ICMA would be requested to provide technical 

assistance and support inthe following municipal development arenas. 

0 drafting and enacting national legislation to establish appropriate institutions and legal 

mandates for local self-governance, 

* developing a variety of municipal management systems and strategies to strengthen the 

capacity of local governments to govern effectively and efficiently (beginning with 
financial and personnel management systems), 

0 rationalizing and streamlining the institutional and organizational arrangements designed 

to serve local community needs; 

0 building a local capacity to provide local governments with training and other technical 
assistance services; and, 

* 	 providing targeted technical assistance in critical areas of housing and environmental 

services as requested (e.g, solid waste management, pricing utility and housing services, 
financing infrastructure construction and maintenance). 

Municipal development strategies that received less support from those interviewed, but could 

3 
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emerge as potential areas for assistance (if a program isundertaken), are: (1) establishing an 

association to represent and service local government needs and concerns, (2) working with local 

officials and citizens to forge viable and productive partnerships; and, (3) formulating local 

economic development strategies. 

4
 



-Annex 7 Client Report in Armenian 

/ 
4-C ~)

) 



icmal76.doc04/04/95 10:06 AM 
Memo from Fred Fisher to A. Andreasian 

ir - tr n P a -b % nix tr wGntralwG
UrjptuCi LkGqptiwlwGbG, -AwllwRw2bGntpjwG pwfjwRwA td. 
pwdGb tqtitn, wjwuwwCib 4wnwqwpntpjntG 

%wqb luw tutnpjwG G
'lp4GoPbGw4P-
fllll g. 	 IVhrl lb2tiPbg, ICMA 

-AwqwpwjbG wnwqwptlw(l qwpqwgnuJtknwp4tuG. 

Uduwp q. 4/4/95
 

bu nLpwtu UtI, np bGa 	fiGwpwqnpntT&jnt(! pGahnGqhg tulghiLt Ubp bp bpp U w2luuitntil
 

wG wGawGg flhul: btl wju wp6wtnlL
wlupwG Gtfbpqwb U pwGbtlwg tqtu2tnnGw 

nujUnpntpjwG DQpwgpnuT hu wGg4wgpbt btl tlwGpwtlwuG HwpgwqpntlgGtip 30 pwrLwptulbG 

Ghpb fitan, u4uwb bpLwGbg'4wlwutnwGbU 2p2wGwlbG 21uw(intrajwG Ghpqwjwgntgb 

uptnhlg, tlbG IL%npbu LLUtnbLhwGwqwG: btl nuj4npntp jnLGp 2wtn qGwfiwtnhlb 

tlwu(iwq tnw wG tbnp8 tp tL fib2wpdwG GwGwtqwpfinpTjntpjntG: bTab fijnipwubpnipjnLGP 

nu b tbGhp, rlntp 4t Ghbp w2luwPfib wtTbGwfiwpntuw hp pn:: 

GRGw wnwqwpLlwG
bu w2juwwhgb fiwu4wGwj!2hp hp pb dnintignitIp tnhTjw4tuG 

RwpghpbG U tntirlw4wG b2luwGnLpjnLGGUpb w2luwtnuAGRn lwqwgGhtnL dbranylaupbG: 

gwb w0w(ig oqGniTalwilp, LL 2Gnpfibq GpwGg4wpgwqpntlgbG 	dwuGw 
uhgb qGwfiwtntil rjdqwpntpjntGGhpb RwrlrawfiwpdwG I'L

fiwtTphpwwwpnLpjwG, hu u 
wGnphG, U npnGp nirLTlqwb tia

VdpnGtlwG wpnrjnLpntGp, npnGj? wnw2wght UG ujwtntTw 

ungbwjw wG LLtnGtnbuw wG pwlbqlnNnuJGhpb bpw wGwgtlwGD: 4btlGqblnq wju 

nqtlbg gntgwphpwb oqGntralwG qpw, bu 19hp
tqwwdw wG nGtnbputnb U Qhp nthqwftpb 

jpwGj? aLp w1wgqwb bG
ULT Ghp4wjwgGnul fitariLltul wnw2wp4ntpjntGGbpj2:pGGwpqLlwGG 

bp4ni dwt1wGw w1bG t ntjhpnq, LLwGfiPwdti2u' 2wGPhPb GtiPTIPdwG hp nt tlw wprjw nq,
 
IL
 

pnul pwqLupwlbG 4wnwqwptlwG qwpqwgtlwG Gtqwww4GhpD 
fiw20 wnGLInq Ubp bp 


USAID-b qnrjtl g uu4wuqnTl tqwmwuluwG pwItUpp:
 

liwpfiuAdwd4tan fiGuApuiqnpnipjntGGhp 

U wj(i 4wpGwtn4 4 fiwilbutriwjhu bpwqbpp 4wpnil t tuLqwfinqblUSAID/ICNIA+ ftip 
G 4wnwqwptlwG IL pwijwpw4wGntpjwG alLwqnptlwG pGwqwqtunnld:

oqGntpjnLG pwqwpwj 
30 u4w2wnaw wCi 

4btlGqbjnq 4wnwqwptlwG tnuupptip iTw4wpTjw4Ghp Gbp4wlwgGnTl 


nul tal pGw4wpwGwlbG nh4)npll

wG2iwGg flUin bd 	HwpgtuqpntigGhpb qpw, hu wnw2wp 


pw4wGwgGhl RhuiUlwI qnpbntGbnLrainLGP.
utufitTwGGhVnid 

" tlwp6wdwtl4htn junpfiprlwtnqntralntG tlwuGwqbtnb 4niltlbg, npU tltib tbnpa ntG
 

02w4dwG fiwpghpnul:
tnbTlw4wG 21uwGnLpjntGGLp opbGuTjpniTajwG 

g 24-p G2hgbG, nP14tupgwqpntlgbG tlwuGw4gwb 30 tyu2tnnGjwGhp 

wqqw1fiG oplfGuqpnipjwfl d2w4ntdp'wbqw4waGfiGpGw4wnwquipnzd 

,wnwqwpxlwGflwuwwin&lni dwufia HwGylbuwGnitl t pwtlwpwlbG 

4wpILnpwqnLIG JuGrlbpp I: 

nqdbg'" 	 Ljwp6wdwtjjjhjn junpfiptjwtnqntpjnLG pwtlwpwlbG 4wnwqwpdwG dwuGuiqW 


tnbtlw4wG 4LunuiqwptiwG tlwpdGb, Gpw pwqwpw!IwGnttalwG IL qnpbntGbntralwG
 

fiw1w4wpq , inwpriLip bwnwjntpjnLGGhp (op. wqpwfiwGnttl, GwGwLqwpfiGbp 

2wfiwqnpbntil, 2pwLTwtnw4wpwpnW) fiwdLup tqwwwutuwGwwnt wil 4wrLwqwptlwG 

qGwfltutnntd vjGg4wgGbjnl fitutitup:
dwpdbaGbpji fibin Gpw L njufiwpwphpntpjntGGLp 


w 4inw uAIG tlwubG, ph wbqw4,-uG
%Gw6winwilp wpdL-pwqnp bCit nptlwg 

bG t4bu b(i w1ututnnul whiltprittl IL 
LLqnpbntl bwnwjnLpjntGGbpVb2luwGntpjn6GbpU 
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4oqGb 112WOt tThTanrtnjnqbw uilt P-WrIWPWIbG b21uw(InLIalnLarAtipb fiwdwp GdWG
 

qbwqGnuxnb qGuAfituinnid wag4tugrAbInt RUILIWII:
 

Ulu qrAwfiwtnnuIp wGflpwdti2tnLnLTaIniGp pNnat t flwpguAqpntlgGtiPb WPTIInLGpGtiPbg. 

bOGhPP qGwflwtnbl LiG pUITjwRwlbG
W14 RwpgwqpntlgGhpb pGrawgpnLtI, tTUAUGW 
4ujrLtuqjupdUAG fiWdUA4wpqtipb tl2w4nLdn nptLItiu tippnpTI 4tuplinptuqnLIG NGTlbp: 

WG94wg(iht OAPPI GA24wb qGwfiuAtnnidn U
[Onpbub pwtlwpwtqbtnp Aqptil t 

Hwdwqnpbw4gnLlalwG iqwwpwutnw4wtTnLj&lntG t Rwltn(itil: %npbup 

4wlwutnwGnLtl qnlnqalnLG ntGhgnil pwqdwrabq tbnpp pwiltup6tipb 
fiwGrIbuwGwt InipopbAwq lwpnpwtnnpbtu'Ghp4wltagnLgb t LL4wpnTI t 

bpwqptipb ILbwnwlntj*lntQGtipb tqjtuGwqnpduAG, 4wnwqwptlwG 4 

wGg wgdwG dwubG tbwuwwjaTjj&bpb d2w4tlwrA Hwiltup]: 

hpNnLtT bptLwGb tL c lnidpbb
" 	 9wijwjwlbG 4wnwqtupilwG TlwupGrawgb 4wqtTw 

RUIrLUARU11 6 uiuJ2wnGlwGbipb fiuAtlwp, npnGp dwuGw4gtit LiG IMMI-b niunLgiIwGn: 

[Lknw2wp4qnq TlwunGrawgb(i 4tIwuGw4gbiG GwtL P-pbtbubb IL4)nirawbubb 

wlwgnigb Gtipn: ( wunGratugb fibtlOw4tuG jabiltuGGtip 	 tbab 

wptuGwlbG, nGyjb 4wntuqwpntiTn IL
utitbw4wGw2Gnpfiqwb pGw 

fiwin wtqbu n'2wTjpnLTalnu' -ItupaGtitntt dwITwGw4w4bg
2wfltuqnpbntxlp'
4wrLwqwptlwG 4nGqhujgbwGhpb 4 u4pw4u1b4 t1biTanTjGtipb qpw: Lhlutqbub 

np
rlwunGrawgb wGfipwdti2tninTajwG oqtnbG t NnunLd wIG *wuwn, 

fiwpgtuqpnLIgbG tlwuGw4gwb 30 tqw2tnnGlwl(itipbg 20-p pGw wpwGuAlbG 

, nGq 4wrLwqwpnLtlp U 2wfiwqnpbnLtlp qGwfiwtnhl hG nptqhu wnw2bG 4UAtI 

qnLtl UG tnhqw wG
tip4pnpTI 4wptLnpwqnLIG ujpnp.thtT, npb Ran wnG 

GtipnLtTj:b2juwGnq&lniGGLipp Gtip4w dwtIwGw 

" 	 tPwuGw4gnLTalniG Unpnub nGqb finqwGwqnpnijalwtIp fInLtTbGbwlnttT 4wqIjtU4tiptqqnTj
 

Tlwup(irawgbG, npinhrt 4u4wtnpwutnqtiG hp nL iTwuGwqhtnGtip, npnGp fititnwqwlnLtl
 
wlwgnLgb Gtipb nLuntgnLtIn:

wGg wgGUG pGtnpnqb inbiTjw wGiqwnwquyptTwG 	 Ghp 
npt4hu wntu2bG wpI.L.pwqnilG

4wpgwqpnilgGhpb pGTawgpnLil niunignidgG24tij t 
bG 	Ujtiu GwIL G24tit t, np 

npn 4PwPaPwgGb w2luwtnwGpb wprjlnLGwqbtnniTalnLGp,JuGrIbp, 
wAgGhG niunLgnid:

paLnpnVfi Lqw21nnGlwGbpn wnw2bG fibprabG tqtitnp-t 

wAwgt1wG Rwtlwp t4wfiwa2qntxT t wRtu gniT&lnLG
[Ulu wnw2utp niTalwG bpw 

tiptqniTalntGQbpbbpwqpbpb 4)bGwGuwqnptlwG LLbpw tuCwgtTwG 4wqdw 

nqdbg, wGqjtiphG ItiqqbG jwq tnbpwLqtitnnq Tbb4GwbnLGtApb nGtnpnLTblnta, 

b G tqhu GwIL 4wnwqtupniTalwG w2w4gniplnLGAp' 4WIWuinw(!nLtl pGtnpnqb 
wgGhjnt fituppid: IbAwGutuqnpnTjtqw2tnnGlwGbpb nLunigtltuG 21UPP wGg 

tquAtnpwuinntplnLQ utntugwb
4wqdw4hpNnitalntGGhpb tqwfiwG2nq, fiwuinL 

wgGtia intajw wGwGabGp LqtitnR t TlwunGPwgGhPb 2wPP wGg 

b2NwGntplntGGhp pGtnpnq Ghp4wlwgnLg jGhpb fitudwpi: 

LLnw2wp4qwb wp6wdwd4bui qnpbnLGtinLPIWG pWlthp g lntpwj2wGjlntpb bpw4uAGwgntdn 

WjUqWb t 2hp WEW4gnLplntGbg 4 fiwtIwawlGntTalntGbg, USAID/ICMA-b w2w4gnipIntabg 

IL wAflpwdi7A2tn TiIAunLPUGhpb wn wInipint0bg: 

qtupqiugduLG tip wpuidtud hin bpxuqbp
-Ru.LTjuLpuLjbG wniuqxnpiIu.LG 

ICMA-n, bp qlnpwl, nGrlflwGnip tLiwltlwGwqpb 2r'2wGw4GhpnitI, 4wlwutnw(lb
 
u ubt puArjwpuAlb(I wnwqwpdwa


4wnwqwpniTalwG fibui fiwtTwtnhTj, t4wtnpwuui t 
&hnR p-hpqb t1b ptuGb wplLnpwqntIG

qwpqwgtlwa bptuqbp, brah fiwdwawlGntralniG 
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4nqdbg pWIIWPUilbG 4wnwqwPtlwa qwpqwgdwG 
fiwpgbp' 2nip2: LknwEbGp-, USAID+ 	 iqwun w(lb 

gnLT&JMG wtqwfin4bjnt Gw iwahTiCinqajnLGU u4timp t 
bpwqpbG wGfipwdti2tn w2w 	

tnhtjw wl] ilbuubwlb qpwub(ijw p 
pnpqp, USAID+

4wlwutnwGb 4wnwqwpntTajtuGp: bp 
nrjdbg 

ullanp t fiwdwawjGqb, np wlrltqbub bpwqbpp lb fiw4wuntil USAID-b 
wGpwtnw 

4wlwutnwGnLld bpwqwGwgqnil bpwqptipbG ILGpuA illnLu rjtidn 
tu(i bGpGuA4uAnlLuqwpdtuG fiwpgp RwGilbuwGnLJ 

Gwtuw2lhnGntTajnLGGbpbG (npnGgnid tnbajw 

t 4uAptLnpwqntIG pwq4wgnv.gbj dwup): qhp2wtqhu, wGfipwdh2tn IaG nbuntpuatip 2-3 

tnwpqw tntLnqntTajwxlp pwilwpwlbG 4wnwqwptTtuCi qwpqwgdwG bpwqbp bpw4wQwgGbjnt 

Rwilwp: 

tutnwphjntg fitann, pnill inqtip bRk fiblTGwqnphj wlu bpwqpb
 
Rju Gtujuwqqnt2wgnUTGhpp utntalbUl
wnwqwpnvj&jntrAp gwG4wGnLxj t 
wGfipwdti2tnntr&jntGp: bTab 4wjwutnuAFAb 	

glaj GpwGg, nptqbu 
ILqnpbnq tntirLwl wCl b2juwGnirajwA tlwpdbGGhp ILw2w 

b(iunt(iw 
pwtnbwjb qwpqlugtiw(i qnpbn(i(ibpbg ilh4bG, wiqw w4Gfiwltn t pwtlwiwlbG 

qhtTn 
lqWnw4wpdwa lTwplTbGGtipb ILbptiGg pGtnpnqGAhpbG wprllntGwqtiunnpUG 1wntultipt GpuAGg 
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