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Introduction 

The following is a report of a consulting effort for the Lviv/RTI MFM Project which 
focused on computer hardware/software assessment of an information handling system for the 
City of Lviv, Ukraine. My consulting efforts were undertaken during the period of January - 
March 1995. From February 4,1995 until February 25, 1995, I worked on site with the Lviv/RTI 
MFM Project Team. My work prior to and following this on-site effort was undertaken through 
Internet e-mail and fax telecommunications. 

Prior to my involvement in this effort, a large amount of effort had been undertaken by 
Lviv/RTI MFM project staff and consultants that focussed on needs assessment and systems 
analysis for an information handling system(IHS). This resulted in an excellent preliminary M S  
plan that provided the foundation for my consultation which was to determine the final design and 
 technic^! specifications. These in turn would be used as the basis for a document for seeking bids 
from qualified vendors for implementation of the- of the Lviv Integrated Information 
Handling System (LIIHS.) 

Overview 

Following his summer 1995 election, Mayor Vasil Kubida identified the design and 
development of an information handling system (IHS) has a top priority for the LviviRTI 
Municipal Finance and Management Project. The M S  was viewed as: 

* a vehicle for the modernization of City operational and management processes 
* a practical means for improving the quality-responsiveness of citizen sewices 
* a way of introducing significant change into Lviv's municipal organizational processes. 

During the early IHS needs assessment process it had been determined that the initial phase for 
implementation of this system sii2uId concentrate on four priorities: Housing Information System; 
Citizen Service Response System; Decision Support System; and Office Automation. Tied to the 
Citizen Service Response System would be an effort to instail a modem telecommunication system 
for a Central Dispatch Semice and a modem electronic PBX for the City's telephone syskm. 

From the materials received prior to being on-site, it was my conclusion that the 
fundamental design and supporting data was excellent. My efforts, therefore, should concentrate 
on a number of areas that would insure it's successful ultimate implementation, namely: 

(1) conceptualization of an integrated Lviv IHS that could serve as the basis for a 
dynamic(e.g. continually evolving) master design plan during the several years that 
wollld k required for full impiemeiitauor gf an MS; 

(2) development of functional requirements and applications software specifications for 
each of the initial subsystems and areas selected for implementation during the 
initial phase of MS development; 



(3) broadening the participation and involvement of Lviv City professionals on all levels of 
the municipal organization both to secure ownership in the MS effort and to build 
the capacity of the City to implement and sustain this effort following the 
conclusion of the Lviv/RTI MFM project. 

Even before I went to Lviv, efforts were initiated on all of the above, the most important of which 
was the creation of a number of Task Groups made up of Lviv City professionals to work with the 
MFM staff and myself during the period I was on site. 

On-Site Efforts: 4 February - 25 February, 1995 

From my first day in the Lviv City Administration building, the primary effort was to meet 
on a continuous basis with several Task Groups thaf had been established to work on efforts 
related to the LIIHS. These included: 

* The LIIHS concept design Team 
* The Housing(2hek) MS Team 
* The Citizen Request MS Team 
* The Central Dispatch System(CDS) Team 
* The Decision Support Sysiem@SS) Team 

For all of these task groups, continual emphasis was placed on: development of functional 
requirements and applications software specifications; broadening the involvement of city 
operational and middle management personnel in the LIIHS effort; and building the capacity of task 
group members for their direct involvement in the IHS design, development and implementation 
effort. Team meetings were augmented with interviews, and site visits with a number of officials 
on a one-to-one basis. For example, I visited several Zhek offices and observed their operations; 
met with several different officials who administer the housing waiting list registration process; 
met with the lf.a.ler for the CDS team to more clearly identify the interface between the 
telecommunic: ' -nd computer systems being designed. 

Team meetings proved to be very productive. Not only did they fine tune the ultimate 
design of each subsystem, they resulted in: (1) a broader set of perceptions of the requirements 
that needed to be met with each subsystem and application; (2) a deeper involvement and 
commitment of larger numbers of Lviv City professionals into the LIMS process; and (3) detailed 
documentation -- narrative and graphic flow charts -- that enhance the products needed for the p b  
approval and bid process. The latter was a surprise to me since it revealed a reservoir of IHS 
systems resources currently working for the City administration. Upon further inquiq, I found 
that a number of City professionals have advanced technical training and experience in computer 
systems but given the current depressed economy, cannot find employment in their field. So they 
seek employment in a non-systems type of positiorl with the City. If this is as widespread as it 
appears, it is perhaps the greatest asset for insuring the ultimate successful implementation of the 
LIIHS. 

There is also another aspect to the task group and team meetings, which should be noted. 
One of the stated objectives of the MFM Project, and the MS effort in particular, is creating a more 
TRANSPARENT municipal government. Though this is a stated objective, there is still the 
tendency on top executives and line professionals to carry out the traditional roles of a command 
economy organization. Despite the new policy of openness in government, top executives still 
expect to make decisions, because of their position and experience, that will not be questioned by 
line professionals-- ergo operational employees have little to contribute to the process. Most of the 
team meetings started with this tendency but eventually line personnel began providing top 
management with honest feedback. The top executives were caught in a dilemma: though they 



stated they wanted honest feedback, they not only had a tendency to reject it, they showed 
impatience with subordinates taking different positions than that stated by the executive. This is 
still a problem for most municipalities in the United States; how much more so for a city with a 50 
year history of a command economy-organization. There is no guarantee that authentic 
transparency will be achieved in the City Administration of Lviv. But the LIIHS participatory 
design process is one small vehicle for working toward that objective. 

The more important expression of transparency in municipal government will be achieved if 
the Citizen Service Request MS application leads to authentic monitoring and feedback by not only 
responding to citizen requests for service, but achieving results that lead to resolution of the 
request or complaint. At this point, the process of responding to citizen requests for service is 
dominated by the current environment that lacks incentives and has unprofessional or even 
unethical incentives. This system will provide the foundation for monitoring that can 
fundamentally, and radically, change the incentive system that makes it clear to citizens that the 
new openness and responsiveness sought by the Mayor and Deputy Mayor is authentic, and not 
just rhetoric. 

Simultaneous with the task group and team efforts, I was working closely with members of 
the Lviv/RTI MFM staff, each of whom had specific assignments for the LIIHS effort. Most of 
this work concentrated on documentation of the LIMS plan and the LIMS bid specifications for: 

(1) Telecommunications requirements for a CDS (Central Dispatch System) and a PBX 
(modem digital telephone system for the City). 

(2) Phase 1 of the Lviv Integrated Information System (LIIHS) which included the 
following sore elements and subsystems: 

(a) Housing(Zhek) Information Handling System 
(b) Citizen Service Request Information Handling System 

- Emergencies (tied to the CDS) - Non emergencies 
(c) Decision Support System (DSS).. initial applications 
(d) Office Automation 

Documentation was prepared in Ukrainian and in English, and in narrative and in graphic form. 
Froin the outset, the Team sought documents that met generally accepted professional standards. 
Therefore indepth treatment of each issue was preferred rather than just superficial treatment of a 
plan or design feature. 

Results and Status 

The technology transfer inherent in the Lviv/RTI MFM project is currently underway. It 
concentrates on both modem telecommunications technology and modem computer technology. 
As a result of the combined efforts of the MFM staff, City personnel, and a number of RTI 
consultants, plans and bid specifications are in their final stage of preparation that will result in 
modernization of the organizational infrastructure of the Lviv City Administration. 

There will be two sets of documents: (1) one set will concentrate on modern 
telecommunication systems, both a modern PBX telephone system for the City and a central 
dispatch service (CDS) for more effectively responding to citizen emergency and non-emergency 
need for service; and (2) the other set which will concentrate on phase i of the implementation of 
the Lviv Integrated Information Handling System. Each set will include a plan which provides the 
basic data and design for the modernization effort and a bid document which can be used for 



soliciting proposals from vendors. Implementation plans are included in each with tasks to be 
performed, a time schedule, performance milestones and training requirements. 

The several month effort on the part of the Lviv/RTI MFM project staff to reach this point 
was focussed not only on developing documents that met generally accepted professional 
standards. It was shaped in a way to create a participatory process that involved the largest number 
of City personnel at all levels of the municipal organization for three reasons: to insure the 
broadest set of knowledge, experience and insights for a quality design; to secure ownership in the 
systemic improvements on the part of the largest possible number of City employees; and the build 
the information technology capacity of the City operational personnel, professionals and 
administrators. The rationale for this participatory process was to build from the beginning the 
ability of the City staff to maintain and sustain the M S  following its initial implementation. This 
process will continue during the bidding and implementation process during which the various 
teams and task groups currently existing will continue to participate in each stage of the 
implementation process. 

Recommendations 

There is no question that the initial phase of the LIIHS will be successfully implemented 
and maintained by the City. The knowledge, skill and energy of the City and MFM staff 
professionals working on the many facets of the LIIHS are impressive. It exceeded my 
expectations and leaves me with a very positive assessment of the probablity of implementation 
success. There are, however, a number of recommendations that would enhance the quality of the 
success of this irnplernentation: 

1. Maintaining the time schedule of document approval, issuance of bid documents, review of 
vendor proposals and award of the bid. This requires sensitivity by everyone involved in this 
effort -- both City of Lviv officials and staff, US government officials in Ukraine and in the United 
States, and the RTI staff in Lviv and in the United States -- that though the time schedule is tight it 
is definitely doable. 

2. Implementation of the initial phase of the LIIHS would be more fully secured if the Lviv/RTI 
MFM staff could be in place until the end of June 1996. For a small additional investment at this 
point in the process, the return would be many-fold since not only would the initial phase be a 
success, but the process of continued expansion of the fruits of phase one implementation would 
begin to grow geometrically. 

3. Implementation of Phase one of the LIIHS must continue to be a participatory process -- City 
personnel, MJM project staff and the vendor -- to insure continued capacity building for City 
employees and professionals upon whom the burden of systems maintenance and improvement 
will ultimately fall. 

4. There is no shortage of talent to insure the successful implementation of phase one of the LIIHS 
and the continued expansion of the system. The Lviv/RTI MFM staff is superb. Throughout the 
City there are knowledgeable and experienced systems professionals who will be readily identified. 
What is important is to create a mechanism by which all of this talent, knowledge and experience 
not only stays with the City upon the completion of the lMFfM project, but also is channeled in a 
way to insure a continued technology transfer process for the City. Modernization is a continuous, 
not a one time, effort; it relies on talented, highly committed professionals. The City of Lviv has 
the latter. They need a way of harnessing that talent. 



5. Perhaps most critical for the initial and long term success of the LIMS is a strong Information 
Resource Management (IRM) unit. This will require: 

(a) placement within the City organization such that it has continuous strong top-level 
executive leadership 

(b) strong professionaVadministration leadership of the unit 
(c) a small, professional, experience staff. The current unit can be augmented with 

professionals from the cunent MFM project staff and city professionals who clearly 
have such professional expertise and experience. 

(d) a role-perception that sees the IRM unit's primary role as education, support, technical 
assistance-expertise and a continued technology transfer planning. 

6. For a number of practical reasons, it might be better to establish the Lviv IRM unit either as an 
enterprise fund, a joint venture with the City or under a facilities management contract with 
a private vendor. 

Summary 

The Lviv/RTI MFM effort has been a very stimulating and professional experience. It 
involved working with a broad range of very dedicated and capable professionals -- at all levels of 
many organizations in the City of Lviv and RTI. The atmosphere was one that conveyed a sense 
of pioneering, of an improved quality of life for the citizens of Lviv , and of a desire that this 
effort would contribute to a stronger bond between the two cultures and countries. 


