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Foreword

It iswith great pleasure that I have the opportunily towrite a short foreword to the IFES
Manual forCouncilors inAzerlJajjan. This comprehensive document is produced asa
result ofmuch hard work byourLocal GovemmentTeam in Baku.

IFES has been working closely with nine municipalities sinoe early 2002. Nine out fA
2667 municipalities is a small number but we believe we have made a diIference to
theway these councils function. Someofthe information contained in this manual has
been bied and tested on the IFES municipalities - citizen participation, sbalBgic
planning, budgeting and service deflV8ry fer example. The direct result has been that
citizens become more engaged and interested in the work of their municipality and
the councilors function better with much needed information being avaiJable.
sometimes fer the first time.

This experienoe has led us to produce this manual which we hope wi! be of great
value to all municipalities inAzerbaijan.

SincereJy,

Chartes Lasham
ProjectDirector
IFESAzerbaijan

.. ~.~
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1. INTRODUCTION

a. AboutIFES

Founded in 1987, IFES is a private, non-profit, non-partisan organization providing

needs-based assistance for eIeclion adminisbatioo and sustainable demoaat.y

building. IFES also serves as a clearinghouse for information and resouroes on

elections worldwide. Headquartered in Washington, DC with over 20 field ofIices

throughout the world and experience working in over 120 counbies, IFES offers vast

country-specilic experience in democratic institutional development, including election

administration, good governance, rule of law, civic society, conflict resolution. applied

research, genderissues, and public infonnation technology.

Since 1995, IFES hasassisled demoaalic reform inAzerbaijan bydoing thefollowing:

• Strengthening the electoral processes through municipal. parliamelilaly.
and presidential elections by working with legal and regulatory dlallers,
election administration structures, and thejudiciary;

• Increasing the capacity of local self-government bodies by ass· ling
municipalities to develop the necessary structures and skills to IistBn to
the needs of citizens and respond to these needs. either directly, or
throughadwcacytonational governmentbodies; and

• Enhancing the role of citizens in building a demoaalic society by giving
them resources and civic education aimed at making sure that their
voices are heard, particularly in their municipalities and through the
electoral process, and that government institutions do indeed meet
theirneeds.

b. Local Governance Program

FromApril 2002 until September2003IFES Local Government Program was provlding
consulting-style services and training to selected municipalities inAzerbaijan. The goal
ofthis cooperation was to aeate rnodeI municipalities, which undeistMd their role and
are on the path to providing adequate services to the population. Main issues to be
addressed induc:te communication within the municipality, oubwch to constiIuents;
management structure, service provision; laws affecting the wort of municipalities and
the rote of local government The project activities were designed to encourage
improved organizational management by giving municipal councils and election
officialsvaluable information abouttheir roles vis-a-vis the people they senIe. IFEShas
also been increasing the skill set and professionalism of select municipal councils and
election bodies by providing technical assistance, curriculum developmentand training.
and professional development

Sincewe believethat no level ofgovernmentcan beeffectivewithout the ul'Ideislanding
and participation of the citizens, our Local Governance and Civic Education Programs
were working together in the municipalities.IFES Civic Education ProgIamwasworking
to provide citizens with information toenable them to becomeactive citizensand playan
active role in improving their lives and to increase their awareness, as well as to provide
them with objective and accurate information about local se/f1JOV8rl18nce.
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IFES has been implementing projects and activities in four main areas:
• Training and Professional Development ofSelect Municipal Councils
• Publications to Clarify the Role ofMunicipalities
• Municipal Legal Reformation
• Networking ofthe Municipalities

c. Municipal Capacity Development

Launching its direct capacity development initiatives with municipalities in 2002, IFES
held constructive dialogue with municipal councils interested in establishing
meaningful, collaborative relationships based on mutual respect and a common
desire to promote effective local democracy. IFES conducted regular consultations
with members of municipal councils to assess the organizational and administrative
structures of municipal councils, as well as the specific needs and interests to be
addressed by IFES through its capacity-building training. Mindful of the fact that each
municipality has different needs and priorities, the IFES approach was flexible in
order to provide the most appropriate and affective assistance.
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2. fRAMEWQRKOF MUNICIPAL GOVEBNANCE INAlfBP"lIAN

8. Emergenceoflocal governance InAzerblIJln

Since independence, the primary strategic objective of the Republic ofAzerbaijan is
the establishment of a legal state and open civil society. Most major legislation
incorporates this principle from the Constitutional Act on the Independence of the
RepublicofAzerbaijan (adopted October 18, 1991)to the Constitution itself.

One of the most urgent tasks faced by the country in the ongoing process of
demoaatization is the development of a system of local self-government No
precedentfor a comprehensive system of local self-governmentcan be found inAzeri
history, although different elements have existed at various points. Under the Soviet
Union, local govemment was exercised solely through local councils of people's
deputies'executive committees as partofstate administration.

The newly adopted Constitution ofAzerbaijan, effective November 27, 1995, Is the
primary basis for the establishment of local government. Not only does the
Constitution uphold decentralization of State authority, it specifically enu"....a18s
standards of local self-govemance. The fourth section of the Constitution, also caled
the "Transitional Provisions; addresses the issue of local self-government In
particular detail.Article 6 ofthe Provisions annulled the authority ofthe local councils
of people's deputies, while article 7 stipulated that laws on local self-government be
introduced and municipal elections held within a period oftwo years.

The institution oflocal self-govemance inAzerbaijan was notestablished until the end
of 1999, rather than the 1997 deadline cited in the Constitution. The oI6ciaI
explanation for the delay stated that the population was not ready and professional
experience in local govemment was insufficient In the view of Independent experts,
however, the delay was caused by the reluctance of former local authorities to
transferfunctions and relinquish centralized systemsofcontrol.

In 1995, the Milli Majlis (the Parliament of Azerbaijan) aeated a Parlia",eillaly
Permanent Commission on Local5elfllOvernance (renamed "On RegionalAffairs" in
2000) to prepare a package of relevant laws. Since 1995, the Mill! MajIis of the
Republic of Azerbaijan has passed seventeen laws and statutes that make up the
legal basis of municipal govemment. The commission remains active dralling
legislation to regulate activities of local self-governmentbodies.

In July 1999, the Milli Majlis enacted laws on Rules for Elections to Municipalities and
on the Status of Municipalities. The first municipal elections in Azerbaijan's history
took place on December 12, 1999, and the newly elected local government oIIiciaIs
commenced activity in January2000.

b. CurrentStateofLocalGovernance

Since 1999, the Milli Majlis of the Republic ofAzerbaijan has passed municipal laws
and regulations that establish functions, responsibilities, activities, tenllooies.
property, and incomesources ofmunicipalities. Since municipalitieswere legally

IFES Azefbljian. 5epIember 2003 9



established three years ago, all municipalities adopted a Charter of Municipality
registered by the Ministry of Justice. The Charter establishes permanent and other
commissions and creates the executive apparatus of municipality. The charter also
regulates issues such as the composition and borders of the municipality as
determined by law, the formation of local municipal bodies, responsibilities of
municipal bodies and their officials, and the terms and regulations for organizing
municipal services.

The current legislation, however, is insufficient and contradictory. According to the
European Charter on Local Self-Government, municipalities should be included in
the structure of the Sate. Because local self-government is not incorporated into the
State system, the powers of municipalities are unclear. Azerbaijan's "mixed" local
government system ensures a division of powers between the State executive
authorities and municipalities. Both governing systems are assigned similar
responsibilities by the State. This situation guarantees confusion.

Unfortunately, the majority of municipalities do not have an exact map of municipal
territories. The central State sold, privatized, or contracted long term leases to the
executive authorities as well as the majority of the land intended for transfer to
municipalities. Citizens also occupied a portion of the land prior to the legal
establishment of local government. A number of municipalities are challenging the
ownership of this land in court. Thus, there is a contradiction between the map and
reality.

The status of municipal property is similar to the land situation. The majority of
municipalities have not received a list of municipal property, and many do not own a
municipal office building. Property to be transferred to municipalities was sold or
privatized, and property designated for municipalities is very limited. Another problem
is the cumbersome procedure required to transfer property to municipal ownership.
Several State institutions must approve the transfer.

Lack ofawareness by municipal councilors and citizens of the issues associated with
the "mixed" local government system causes further problems. A number of
municipalities face problems due to a lack of professional experience and knowledge.
This is especially apparent in rural and village municipalities that have very limited
access to information and are not immediately aware of new legislation. In addition,
municipalities do not know how to relate to citizens. Improper communication
ensures that citizens retain their historical doubts and distrust of local self
government, which hinders interest in participation in local self-government.

Municipalities also face limited income sources. Adopting a realistic budget is
constrained by the inability to collect municipal taxes previously approved by State
legislation. Lack of adequate funding also prevents all but a few large municipalities
from investing in profitable enterprises or businesses that can increase their financial
resources. Although State legislation mandates an annual municipal subsidy from the
State budget, local governments do not receive the subsidy allocated in the previous
year until the upcoming year. Another difficulty is that municipalities either lack the
expertise to write funding proposals to International organizations or access to
information about such organizations or grants are unavailable.
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Municipalities do implement a number of programs to clean ",eats, plant1r8es and
bushes, and render financial assistance for some public seMces to the poor and
orphans. Some municipalities have created municipal enterprises such as furniture
and tombstone workshops orInternetcafes and operate themsuccessfully.

c. Sbucture ofMunicipalities

The structure of the municipality is determined by the Charter of Municipality, which
must be registered at the MinistryofJustice. The structure ofthe municipality includes
the following:

• Chairperson or deputy chairperson(s), if necessary, are elected by
municipal councilors.

• Executiveapparatusofthe municipality reports to the council.
• Permanentorad hoccommissionsare established toassist the council to

resolve important local issuesand reports to thecouncil.
• Othermunicipal bodies and officials maybeestablished.

Municipal Council
The municipal council consists of elected municipal members, the number of which
varies from 5 to 19, depending on the population of the municipality. The municipal
council playsa central role in the local decision making process and:

• Holds monthly meetings to discuss community concems and, by
majorityvote, decideswhich issue toaddress.

• Passes municipal regulations.
• Establishes local taxes and duties.
• Adopts the local budgetand reports on itsperformance.
• Approves local programs for social protection, sociaJ and economic

developmentand environmental protection, designed by permanent
commissions.

• Electsa chairperson from the council members.

Municipal council sessions must be convened at least once per mOllU, by the
chairman or at the request of either one-third of all council members or at least ten
percent of the local population. Decisions passed in council session are valid if a
majority of council members is present and are etJective in the tel i illHy of the given
municipality.

Decisions related to local taxes must be passed by a two-Ihirds majorityofaI council
members; all other decisions are adopted by a simple majority vote. Council
meetings are open to the public, and minutes of the meeting are required and are
available toall citizens residing within the municipality.

Chairperson
The chairperson and a deputy chairperson (if councilors decide the position is
necessary) are elected by majority vote from the membership of council by open or
secret ballotdUring the firstmeeting ofnewly elected councilors.

IFES Azlri'1flll1, SepIember 2003 11



The chairperson is the head of the municipal office and manages the activities of the
municipal council. According to legislation and the charter of municipality the
chairperson:

• Manages the municipality's daily operations.
• Issues orders and instructions.
• Signs municipal resolutions.
• Appoints heads of municipal agencies based on local council

decisions.
• Manages the implementation of local council decisions.

The deputy chairperson assumes the chairperson's responsibilities when the latter is
absent. The chairperson can also assign the supervision of certain commissions to
the deputy.

Municipal Councilor
Municipal councilor is an elected member whose term of office is 5 years. He/she
regularly meets with constituents, becomes familiar with community needs, concems
and complaints, and raises these issues during council meetings. The councilor also
reports to constituents not less than once every 6 months. He/she is involved in the
development of municipal programs, the preparation of draft resolutions to be
discussed at council meetings, and the resolution of important local issues. A
municipal councilor can become a member of one or more permanent or other
commissions of the municipality, obtain information regarding municipal activities,
use local mass media, and, request information from the local executive authorities
regarding important local issues.

Pennanent and other Commissions
Municipalities establish permanent or ad hoc commissions to examine, address and
assist in the implementation of municipal decisions, and to control the functioning of
municipal enterprises and organizations. Permanent commissions of a municipality
focus on particularareas such as:

• Local budget issues
• Local social issues
• Local ecological issues
• Local economic development issues
• Legal issues

If there is an additional need (because of a natural disaster, for example), the
municipality can create other commissions as well. These commissions prepare
programs on local social protection and social development, ecology, economic
development, and local services. The programs are submitted to the municipal
council and the public for discussion. Commission members can be a mix of
municipal councilors, extemal experts, and citizens. Municipal ad hoc commissions
can also be created for a short period oftime ifsudden or unexpected events happen,
such as a flood orother natural disaster.

Municipal permanent orother commissions:
• Develop programs for social protection, local ecology, economic

development and local services.
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• DisalSS local issues and prepare inroonation, draft resolutions and
otherrnaterials fordiscussion atcouncil sessions.

• Prepare proposals forthe municipalityand itsexecutiveapparatus.
• Assist in implementing and monitoring program performance to meet

citizen needs.

All commissions must report regularfyto the municipal council.

ExecutiveApparalus oflhe Municipality
The Executive Apparatus of the Municipality is the executive bodyof the municipality.
The executive apparatus consists of the chairperson of the municipality and
representatives ofdepartments and other executive structures such as tax collection
and municipal enterprises.- The chairperson manages the activity of the executive
apparatus and appoints the heads of the executive structures. In general, the
executive apparatus is subordinate to the municipal council. Dir8ct daily
managementofthe municipality is the responsibilityofthe chairperson.

The executiveapparatusofthe municipality has the following responslbIIties:
• To prepare draft budgets, plans, programs and resolutions for

submission to the municipal council.
• To implement the mandatesand decisionsofthe municipal council.
• To manage municipal property and other property transf8rTed for

municipal use.
• To perform technical inventoriesofmunicipal property.

The structure of the executive apparatus is determined according to the size of the
municipal territory. For example, a city or town municipality has a number of
specialized departments responsible for municipal functions. VdIages, however,
operate with one or two departments for all functions. The executive oftice may be
divided into agencies, departments or other units for ditJenmt fields such as social
security, social or economic development and the environment Personnel hired to
implement these programs may include agency heads and deputies, experts,
inspectors, tax collectors and other employees. The employees of a municipality
(municipal officials) are full-time paid pro[essionaIs and are classified in the same
legal categoryas municipal councilors. Municipal officials are not direcllysubordinate
to elected municipal bodies and may not be cfl$fJlissed upon the expiration of the
council mandate. Based on local council decisions. the executive ~alusmay
establish institutions and enterprises and monitor their opeialion. These
organizations are legal and function according to legislation, municipal charter and
municipal resolutions. For example, city or town municipalities establish various
enterprisessuch asconstruction, publictransport, and cleaning.

d. Municipal Proal'lllll

Municipalities offer programs and services that are not covered by the Slate. These
programs should respond to specific local community needs and expel alioos and
may include:
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• Local social protection and social development programs to resolve
important local issues in the areas of education, health, culture, local
infrastructure and roads, celebratory events, communication services,
maintenance of cultural facilities, assistance to old, poor and sick
people, and children with no parents.

• Local economic development programs to resolve important local
economic issues in areas such as agriculture, industry,
communication and transport.

• Local ecological programs to raise awareness of and resolve
environmental issues and problems. These programs can include
maintaining the ecological balance in the local area, cleaning and
improving the territory of the municipality, collecting and recycling
waste materials, and protecting water, air and land from pollution.

• Local cultural programs.

In theory, municipalities have extensive authority to provide public services. According
to legislation, they may adopt programs and create municipal entities to implement
them. Municipalities have complete autonomy to determine the method of public
service delivery. Due to insufficient funding, municipalities, in practice, render few
public services.

e. Economic basis ofmunicipalitv

The municipality has the right of ownership of its "own" property that can be used and
managed independently. Municipalities have the right to assign municipal property and
its buildings to physical and legal entities for permanent or temporary use. The
municipality may lease these properties, privatize municipal property, and define terms
ofusage ofprivatized and utilized property in agreements and contracts.

The local budget is derived from local taxes and payments, allocations from the state
budget in the form of a subsidy, municipal properties (including land), municipal
enterprises and organizations.

f. Local budget

Municipalities independently draft, adopt, implement, and monitor local budgets. Local
budgets are separate from the state budget, but municipalities must report to the
central government statistical bodies on local budget implementation. Annually,
municipalities approve budget implementation reports and inform the local population
as required by the municipal charter.

A local budget includes:
• Local taxes and payments (for example, land and property taxes from

physical entities, mining taxes, payment for advertisement, resort and
hotel duties).

Municipalities have the authority to select the number of local
taxes and duties and decide upon their rates within the list of
taxes and duties enumerated in the Law on Municipal Finance.
Local residents may also decide to create an ad hoc local public
fund, either by local referendum or at citizens' assemblies, for the
purpose of resolution of local problems. Relevant municipal
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. .
agenciesare responsibleforooledlng municipal taxes suchascllizslls'
property tax, municipal land tax, and oIhertaxes as may be established
by municipalities for municipal citizens and organizations opeiallllg In
municipal territory.

• Grants, subsidies, transferpayments.
State bodies decide local budgets sulIiclent to implement the
normal responsibilities of the municipality byapproving payment
ofthe income resources necessary for covering the
expenses of local budgets. Income requirements for local
municipal bUdgets are deliberated annually during the adoption
ofthe State budgetofAzerbaijan.

• Funds from privatization, lease of municipal property, local 1otI8ries,
advertisements.

• profit taxes from enterprises and organizations owned by the
municipality.

• Otherfundscreated as the result ofmunicipal activity.

Municipalities have autonomy over budget expenditures as well as revenues. Local
budgetexpenditures include:

• Operating expenses.
• Maintenanceofsocial, housing, cultural and sportsestablishlll8lds.
• Maintenance ofpublicstreets, parks and squares.
• Funding municipal programs.

g. Internal procedu....

Local councils playa central role in the local declsiorHnaking process. The chairman,
commissions and heads ofmunicipal agencies are empowered to decide local issues
within the framework oftheirauthority. The local council approwlS an majordecisioi1S
and passes municipal regulations, establishes local taxesand dulles, adopts the local
budget, reports on its performance. and approves local programs for social
protection. social and economic development and environmental protection. among
others. DecIsions related to local tax issues must be passed by a two-thirds majority
ofcouncll members. All oIherdecisionsareadopted bya simple majorItyvole.

The executive branch is charged with implementing local couool decisions. In order
to fulfin its obfrgalions, the executive apparatus may adopt appropriate decisions
within its authority. Heads of municipal dMsions may issue orders, lnstructions or
otherdocuments ofan administrative nature. asdefined by municipal charter.

IFES Az&dJ1Ijan. 8eptembtIr 2003 IS



3. LEGALAND REGULATORY FRAMEWORK
Azerbaijani legislation is fairly comprehensive and often difficult to navigate.
Although basic laws are issued by the Milli Majlis of the Azerbaijan Republic and
decrees from the President of the Azerbaijan Republic, more procedural issues are
established and governed by sub-legal acts (legal-normative acts) issued by the
executive bodies, such as the Cabinet of Ministers, Ministers and State Commissions
and Departments. As a result, special legal skills are needed to locate certain
legislation and/or regulations.

This legal guideline will assist municipal councils to find basic laws and regulations
that are necessary to lawfully conduct a number of municipal activities. The guideline
does not, however, offer legal advice.

The legal guideline covers basic citations that affect municipalities and consists of
three sections:
(1) economy; (2) social; and (3) environment.

a. Economy

Civil Code
The civil code is the primary legislation governing all property, non-property and
transaction related issues. This includes:
(1) Legal entities and individuals such as status, forms, rights and obligations of

partners (founders);
(2) Property rights such as the status of movable and immovable property (sale,

purchase, lease, leasing, mortgage, pledge) and any other ownership related
transactions;

(3) Terms such as statute of limitations, terms calculation;
(4) Contractual terms such as obligations, debts, claims, and conditions;
(5) Transactions such as sale, purchase, barter, grant, lease, commissioning,

franchising, transportation, storage, construction, services, banking, insurance,
securities, tenderand gambling;

(6) Violations such as breaches of obligations, damages and their definitions,
indemnification; and

(7) Inheritance (succession) rights.

1. Corporate Issues

Law (If the Azerbaijan Republic No.850 On Joint-Stock Companies, July 12,
1994.
This law specifies the particularities of enterprises created as joint-stock companies.
While some provisions of this law are now invalidated due to provisions in the Civil
Code, it still remains one of the primary laws affecting legal entities. The law along
with the Civil Code is useful when opening and managing a joint-stock company.

Law of the Azerbaijan Republic No.605-1Q On Limited Liability Company,
December29,1998.
This law specifies particularities of the establishment and functions of limited liability
companies (LTD). Adopted recently, the law's prOVisions are in compliance with the
Civil Code. Both laws can be helpful to open and manage a limited liability company.
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LawoftheAzerbaljan Republic No. 523 Onsecurities, July14, 1998.
This law specifies issuing and transactions ofsecurities. With the Civil Code and the
Law On Joint Stock Companies, this law is helpful with dealing with securities.

Law of the Azerbaijan Republic No.858 On CooperatIng, Merging, SeparatIng
and Dissolution ofMunicipalities, October21, 2000.
This law govems the joint activity ofand cooperation between municipalities and the
procedures formerging, separation and dissolution.

Specific laws do not always regulate various types of activities. However, types of
activities do exist, such as banking and insurance that are regulated by particular
laws. As a general rule, the primary law regulating various types of activities is the
Civil Code. Additionally, the Law of the Azerbaijan Republic On Banking and the Law
of the Azerbaijan Republic On Insurance may be significant to examine when
conducting certain activities.

2. Services Rendering Issues

Regulations ofthe Cabinet ofMinisters No.SO On Trading, Consumerand Other
SortofServices (Works) In theAzerbaljan Republic, AprII1S, 1998.
These regulations specify activities of all legal entities that conduct trade and certain
services to the population regardless of their status and organizational form. The
rules also specify requirements for the certification of certain goods and services
rendered.

Rules for Placing of Municipal Orders, as approved by the~.Decree
No.S29 ofJuly2001.
The regulations specify basicbidding procedures formuniclpalities.

LawoftheAzerbaiJan Republic No.1049On UnfairCompelltlon, June2,1995.
This law denotes compulsory rules to conduct business activity in the Azerbaijan
market Provisions of this law are applicable to all organizations regardless of their
status.

Law of the Azerbaijan Republic No.S26 On AntI-IIonopoIy Activity, lI..dI 4,
1993.
This law governs State policy that prevents anti-monopoly activity in the Azerbeian
market The lawspecilies monopolycriteria and measures to prevent it

3. Land ISSUes

The Land Code
The land code is the primary law goveming land related issues and transactio;'lS. The
Code provides forthe following:

(1) Specifications and categories of all types of lands. such as urban,
inhabited areas, transport, communication, agricultural. production.
natural reserves, natural resources and other relevant
types of land plots.

IFES Az8rtJ 'sn. S6pt8mber 2003 17



(2)

(3)
(4)

(5)
(6)
(7)

Establishing reserve funds for water and forestland or land reserve
funds of the state, municipalities and private sector.
Land registration and maintenance.
Legal principles, authorities, and duties as well as restrictions or
limitations of landowners or users, such as the State, municipalities,
legal entities or individuals.
Legal basis for land related transactions.
Legal basis for land related quotations and pricing.
Dispute resolutions.

Understanding the Land Code, the Civil Code, and other relevant legislation are
crucial when dealing with land issues.

LawoftheAzerbaijan Republic No.587-1Q On Land Lease, December11, 1998.
The land lease law is the legal basis to govern transactions related to the lease of
lands plots owned by the state, municipalities and the private sector. This law, the Law
On Management of Municipal Lands, and the Land Code will be helpful when leasing
plots of land.

The Law oftheAzerbaijan Republic No.665-IQ On Land Market, May7, 1999.
The law provides rules and regulations for land transactions ofthe market.

Law of the Azerbaijan Republic No.771-IQ On Territories and Lands of
Municipalities, December7, 1999.
This primary law establishes the legal basis for municipal territories, their boundaries
and other related issues.

Law oftheAzerbaijan Republic No.160-IIQ On ManagementofMunicipal Lands,
August9,2001.
The law specifies municipal land plot issues such as sale, purchase, lease, and
protection. With the Land Code, this law is useful when dealing with land plot related
issues.

The Resolution of the Cabinet of Ministers No.226 On Minimum Amount of
Rental Fees for Lands Owned by the State and Municipalities, October21, 2000.
This regulation establishes compulsory quotations for both State and municipal
owned land plots.

Regulations On Development and Agreement of Documents On Allocation of
Municipal Lands, as approved by Law of the Azerbaijan Republic No.274-IIQ,
March 15,2002.
These regulations establish specific rules governing the transfer of ownership or
lease or anyother type ofdisposal of municipal land plots.

4. Water Issues

The WaterCode
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The Water Code is the law that governs water resources and facilities inAzerbaijan.
The Code provides the legal basis for:

(1) Specifications and categories of all types ofwater resources, such as
transport, potable water, sewage, energy production, fishing,
agricultural, production, natural reserves and other relevant types of
wateruse.

(2) Use and exploitation ofwaterfacilities.
(3) Establishing reserve funds such as water or land reserve funds of the

State, municipalities and the privatesector.
(4) Water registration and maintenance.
(5) Legal principles and authorities and duties as wen as i8SbidioilS or

limitationsofwater resource owners or users, such as the state,
municipalities,legal entitiesor individuals.

(6) Water resource transactions.
(7) Lands related quotations and pricing.
(8) Dispute resolutions and others.

The Water Code and other relevant laws are Important references when dealing with
waterreserves and facilities related issues.

Law of the Azerbaijan Republic No.159-1IQ On water Economy of
Municipalities, June29, 2001.
The law establishes the basis of and proceduI8S for the use and patection of
municipalwaterresources.

Law of the Azerbaijan Republic No.723-IQ On water SUpply -.1d SewIlge.
October28, 1999.
The law establishes the basis for water supply, specifications of drinking and
production of water resources, and the rights and obligations of business and
production units to supplydrinkingwaterand sewagesystem usage.

Regulations of the cabinet of Ministers No.197 On Det8nnlnallon of
Construction Areas of Enterprises, Buildings and Other Facilities AtIKIIng
Water Conditions, and Agreeing of ConstructIon Projects, St8I8 ExpertII I -.1d
Submission forthe ExploItatIon,Sept8mber2B,1998.
These regulations stipulate the rules and limitations applicable to oonsIruction
proceduI8S forthe approval ofpartiaJlarconstruction projecIs.

Resolution of the cabinet of Ministers No.206 On Approval of CertaIn Rules
ConcerningThewater legislation, October15, 1998.
The resolution includes Rules On Legitimating the Use and Plulection of Wa.
Facilities, the Rules On Development and Implerrl8iltalion of limitations on Wa.
Use, Rules On Development and Agreement of State Expertise, Approving and
Implementing Plans for Water Use Complexes and PloteeIiOI'l ofWalw Resources,
Rules On Approval ofPlants Intemal Economy Water Use, and the Common System
ofPlans forWater Use.

RegUlations of the Cabinet of Ministers No.216 On Use of Water Facilities for
Restand Sports, OCtober22, 1998.
These rules address the allocation and use of water facilities nee BSSsry for
entertainmentand sports.
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Regulations of the Cabinet of Ministers No.56 On Determination of Size,
Boundaries and Use of Water Protected Zones and Coastal Protected Lines,
March 24, 2000.
These rules set outthe compulsory procedures to establish water-protected zones.

Regulations of the Cabinet of Ministers No.77 On Determination of Category of
Special Protected Water Facilities, May 1,2000.
These regulations enumerate the criteria to determine the status ofwater facilities for
their protection.

Regulations of the Cabinet of Ministers No.82 On Use of Water Facilities for
Fishing and Hunting Business, May 8,2000.
These rules specify the basic issues and limitations of using water facilities for fishing
and hunting.

5. Taxes. Accounting and Financial Control

The Tax Code governs taxation and reporting issues. While the Tax Code refers
municipal tax issues to other legislation, it remains one of the main fiscal regulatory
documents.

Law of the Azerbaijan Republic NO.772·IQ On the Financial Base of
Municipalities, December7,1999.
This lawstates the fundamentals ofestablishing the financial basis of municipalities.

Law of the Azerbaijan Republic No.244-IIQ On Local (Municipal) Taxes and
Payments, December27,2001.
The law establishes and regulates taxation issues of municipal authorities.

Law oftheAzerbaijan Republic No.998 OnAccounting, March 24, 1995.
The law establishes the basic requirements to maintain proper accounting
procedures by legal entities and organizations regardless oflegal status.

Chart of Accounts as approved by the Resolution of the Ministry of Finance
No.A-94, October20, 1995.
The document enumerates the transaction codes necessary to record and maintain
data in accounting documents concerning transactions and capital movement of legal
entities and organizations regardless of their legal status.

Regulations of the Cabinet of Ministers No.3 On Registering Indicators of
Financial and Economy Activities of Municipal Owned Enterprises and
Organizations, January 12, 2000.
These rules establish the terms of compulsory reporting and the criteria for prOViding
specific information by municipal legal entities.

Law of the Azerbaijan Republic No.910 On Currency Regulation, October 21,
1994.
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The law establishes the principles of foreign currency circulation in the Republic of
Azerbaijan and is applicable to all legal entities and organizations regardless of1heir
legal status.

Rules for Regimes of Currency Accounts of Residents and Non-Resldents In
Banks of the Azerbaijan Republic, as approved by the Resolution of the
National Bank oftheAzerbaijan Republic No.05lgB-636a, July25,1997.
These rules are the primary regulations to maintain bank accounts and conduct
transactions in foreign currency. Regardless of the legal and tax status of
organizations, provisions set forth in these rules are obligatory to all organizations
operating inAzerbaijan.

LawoftheAzerbaiJan Republic No.483-1QOn Grants,AprIl 17,1998.
The law specifies the rules regarding awarding of grants as well as the status of
organizations or indMduals applying for and receMng grants.

b. Social

1. Employmentand Social5ecuri\y Issues

The Labor Code is the primary law governing labor relations in organizations. The
Code enumerates a large number of collective and indMdual employment
agreements, working and rest hours, laborsafetyand protection, laborguaranteesfor
employees such as vacations and norms of labor, proceduresfor paymentofsalaries,
labor disciplines, material damages, labor disputes and others. Knowledge of the
code is necessarywhen dealing with employment issues.

Resolution of the cabinet of Ministers No.126 On Approval of Rules for
Payments Upon calculation ofSalaries, July is, 2000.
The rules setout the compulsory procedures to calculate average salaries.

Law of the Azerbaijan Republic No.305 On Pension ProvIsions for CIIIze.1s,
September23,1992.
The law regulates conditions of pension guarantees, categories of pension subjects
and others.

Instruction of the Ministry of Labor and Social Protection of Population, _
registered with the Ministry of Justice No.37 On Rules for Payment from
Organizations and Enterprises to Employees for Illness and Work......1&d
Injuries and to Employees' Families upon Death for the above reasons. March
6,1997. These rules are obligatoryforemployers.

Rules On Procedures for calculating of Payments In Connection with
Vacations and Indexation ofAverage Salaries During Vacation, _ approved by
the Resolution ofthe cabinetofMinisters No.137,August25, 1999.
These rules are compulsory for accounting departments of organizations and
enterprises.

Law of the Azerbaijan Republic No.250-IQ On SocIal Insurance, February 18,
1997.
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This law establishes the social security to be provided by all organizations and
enterprises to their employees.

Law of the Azerbaijan Republic No.725-IQ On Medical Insurance, October 28,
1999.
This law specifies compulsory medical insurance for employees in organizations and
enterprises.

Law of the Azerbaijan Republic No.40 On Compulsory Payments to the
Employment Fund, December31,1991.
Although the obligation to contribute to the employment fund was eliminated,
reporting remains compulsory.

Resolution of the Cabinet of Ministers No.58 On List of Compensations and
Incomes Not Subject to Compulsory State Social Insurance, June 9,1997.
These are the specific regulations necessary for accounting in enterprises and
organizations.

2. Transportation

Law oftheAzerbaijan Republic No.683-Q On Transport, June 11, 1999.
The law establishes the basis for rules to organize and operate transport and
transportation activity as well as the status of legal entities and individuals engaged in
this field.

Regulations of the Cabinet of Ministers No.10 On Transportation of Hazardous
Cargos byAutomobiles, January 27, 2000.
These rules enumerate the hazardous activities of cargo transportation by
automobile.

Regulations of the Cabinet of Ministers No.75 On Transportation of Hazardous
Cargos by Shipping, April 24, 2000.
These rules enumerate the hazardous activities ofcargo transportation by shipping.

Regulations ofthe Cabinet of Ministers No.207 On Transportation ofHazardous
Cargos by Rail, November20,2000.
These rules enumerate the hazardous activities ofcargo transportation by rail.

Regulations of the Cabinet ofMinisters No.220 On Transportation ofHazardous
Cargos byAir, December13, 2000.
These rules enumerate the hazardous activities ofcargo transportation by air.

3. Construction and Urban Development

Law of the Azerbaijan Republic No.684-IQ On Urban Development, June 11,
1999.
This law establishes and specifies issues concerning the development of planning,
design, and construction as well as re-building or redevelopment of facilities and
buildings. The law also governs the development and engineering of populated areas,
such as communal, transportation and relevant infrastructure facilities as well as the
rights and obligations of bodies, organizations and legal entities regardless of their
legal status.
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LawoftheAzerbaiJan Republic No.m-IQOnAutomobIle Roads. DecemberDo
1999.
This law establishes the basis of and specifications for feasibility studies on
construction, utilization, maintenance, and development ofautomobile roads as well
as regulating the management of road infrastructure and the rights and obIigati01lS of
relevantbodiesand organizations.

Resolution of the cabinet of Ministers No.120 On Approval of list of Urblm
Construction Funding from the StaIB Budget, July13, 2000.
The resolution enumerates the State urban development and construction programs,
and planning and construction as well as issues regarding state construction
registration, the General Plan, and others.

Regulations of the Cabinet of Ministers No.158 On Approval of Doc:umenIs
Related to Urban Construction, Procedures for DeveloprnentandAgreementof
State expertise and Rules for StaIB Control on Urban Construction ActivIty
Including ActIvities of Participants In the Construction Field, seplember ....
2000.
These regulations establish necessaryrules regarding construction.

Regulations of the cabinet of Ministers No.180 On Rules of Agnement of
Documents Related to Allocation of New FacilltIeI, Re-Plannlng of Buildings.
Facilities or Changing the existing Facliltlel of Urban ConstrucIIon between
Cntators (Designers) and Relevant ExecutiveAuthorIUes, S6p1ember.... 2000.
These rules specifyprocedures to resolve issues related to nHtesigning, re-planning,
re-construction ofconstruction facilities and buildings. The rules are applicable to aI
organizations regardless oftheir legal status.

Regulations of the cabinet of Ministers No.1st On State Urblm Regist8r and
Monitoring FacilltIeI of Urban Development and Maintaining of RegIa_
service, september.... 2000.
The rules establish the unified system of urban development and State construction
registry.

Resolution of the cabinet of Ministers No.121 On Approval of list of Urben
Development Programs and Procedures for their Consldeiatlon and Approval,
July13, 2000.
These rules specifythe programs and procedures forconstrucllon ofpopulated urban
and village areas.

Law of the Azerbaijan Republic NoA70-IQ On P.otecIIon of HIsbwIcaI and
Cultural Monuments,April10, 1998
This law establishes and specifies issues of safety and security of historical and
cultural protected monuments, facilities and buildings, and rights of obligations of
organizations and bodies responsible.
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Law of the Azerbaijan Republic No.497-IQ On Architectural Activity, May 15,
1998.
The law governs the basis and specifications design and approval of architectural
activities.

Regulations of the Cabinet of Ministers No.228 On Contracting Upon
Construction Works, June 7, 1994.
These regulations establish the basis of and procedures for contracting during
construction, establishing rights and obligations of parties in construction services
contracts, and other specific issues.

Regulations of the Cabinet of Ministers No.1 On Providing the Subsoil Area
with the Status of Mining Sector for the purpose of Extraction of Minerals,
Construction and Utilization of Underground Facilities Not Connected with
Extraction ofMinerals, January 9, 1999.
These rules regulate the activities concerning subsoil and underground works.

Regulations of the Cabinet of Ministers No.16 On Examination and Testing
Required Upon Projecting, Construction and Repair of Automobile Roads,
February 7, 2000.
These rules are applicable for construction and maintenance of roads.

4. Health Care

Law of the Azerbaijan Republic No.189-IQ On Pharmaceutical Activity,
November5,1996.
This law governs issues concerning the production, circulation, trading, importation
and exportation ofpharmaceutical goods and the operation ofpharmacies.

Law of the Azerbaijan Republic No.789 On Private Medical Activity, December
30,1999.
This law governs legal entities and organizations that provide medical services to the
population and establishes certain criteria and obligations forthem.

5. Tourism

Lawofthe Azerbaijan Republic No.674-1Q On Tourism, June 4,1999.
This law governs state policy of the tourism market, the basis of activities related to
tourism, and its resources and development.

6. Energy

LawoftheAzerbaijan Republic No.541-IQOn Energy, November24, 1998.
The law governs activities concerning the production and supply of energy and its
products as well as the allocation, construction and maintenance ofenergy facilities.

Law of the Azerbaijan Republic No.94-IQ On Use of Energy Resources, May 30,
1996. ~
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This law governs the use of energy~ betWeen the Slate and public
organizations, legal entities and individuals.

7. Housina Issues

The Housing Code is the primary law that ms housing and communal facilities,
their use, and acquisition. Although the was adopted in March 1, 1983, mostof
its provisions have been amended si the independence of the Azertlllijan
Republic. Theprovisions oftheCode are, ver, still applicableand legally in fon:e.
The Code does not make particular ;:ces to the municipal housing funds.
However, most of the specified regula s are applicable and oompulsory to
municipalities as well. With other Iegislatio .' the Code will be helpful to municipalities
when dealingwith housing issues. i

c. Environment

LawoftheAzerbalJan Republic NO.I77-I On Ecological safety, June8, i •.
This law specifies the basis of and uirements for ecological safety and is
applicable to all legal entities, organizati s, and their oIIiciaIs regardless of their
legal status.

Law of the Azerbaijan RepubICj:N1-1IQ On Compulsory Ecological
Insurance,March 12,2002.
_law .......-._, ._ """'""*'II_"-
property and the environment from e 'ronmental conIamination. The law is
applicable to all legal entities regardless of irlegal status.

Law of the Azerbaijan Republic No. On Envil'CDMlltal PlcA8dIon, June
8,1••
This lawestablishes the basis ofen\liron protection, the applicatlon ofrellhalt
measures, issues of ecological balance and rational use of natural resources,
ecological expertise, and matters of minatlon as well as the relevant
responsibilities and authoritiesofStateand unicipal bodies.

Law of the Azerbaijan Republic No. 272 On ObtaIning IIIfwmaIIon On
Environment,April 18, 2002 I

This lawgoverns the basis ofand procedu~for the application for information on the
environmental situation. i

I

Law of the Azerbaijan Republic~o. On SpecIal PIul&c18d NaIunII
Territories and Facllltles,lIarch 24,
The law establishes the basis for the crea and protection ofgiven tell ilul ies and
areas in theAzerbaijan Republic and enu ting the responsibilities and authorities
ofrelevantbodies in this field. I

Regulations of the Cabinet ofMI""$0'4O On ProvIeIon of InfonuIIon and
Maintaining State StatIstics In the E nt FIeld, February22, 2001.
These specific rules regulate the basis providing environmetillal information to
citizens, organizations, State and . nicipal bodies. and other relevant
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organizations and the responsibility of recording and maintaining environmental and
ecological data.

Resolution of the Cabinet of Ministers No.26 On Classification of Restricted
Information On Environment and Classification of State Bodies Receiving
Inquires On Restricted Information On the Environment, February 15, 2003.
These rules regulate the circulation and dissemination of certain types of information
related to the environment and ecology.

Regulations of the Cabinet of Ministers No.237 On Normative-Legal Acts
Concerning Hydrometeorology and Environmental Monitoring, December 13,
1998.
These regulations include rules on the State Fund of the Azerbaijan Republic On
Hydrometeorology and Hydrometeorology Observing, rules for the use and
protection of Hydrometeorology Observance Networks, Instruction On Registering
Data ofHydrometeorology and Environmental Monitoring and Their Certifications.

Regulations of the Cabinet of Ministers No.239 On Obligatory Compensations
for Damages Incurred as a Result of Illegal Extractions of Natural Resources In
the Azerbaijan Republic, December28, 1998.
These rules specify the amount of indemnifications imposed on the illegal activity of
legal entities or individuals that damage the environment and subsoil.

Regulations of the Cabinet of Ministers On Amounts of Compensations
Payable for Use of Information of Hydrometeorology and the Environmental
Monitoring, July9, 1999.
These rules establish the amount of fees for organizations regardless of their status
forthe use of information related to the environment.

Resolution of the Cabinet of Ministers No.2 On Approval of Normative Legal
Acts Related to Special Protected Natural Territories and Facilities in the
Azerbaijan Republic, January 4, 2001.
The resolution specifies the natural territories in the Azerbaijan Republic, rules on
state natural reserves, rules for maintaining state register, and monitoring special
natural territories and facilities.
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4. CITIZEN PARTICIPATION

a, Introduction

Modem democracy requires more than free elections. Citizens' participaIion in
elections, theiractive involvement in local communityaffairs, and municipal local self
govemment authorities' willingness and capacity to reach out and strengthen
relations with citizens areeach core elementsofgood seIf-govemance.

Citizens' participation is defined as the process by which citizens assume leadership
roles along with their local govemment ofIicials to make decisions and develop
policies that direcUyaffect the qualityofdaily life in theircommunities.

The ultimate goals ofcitizen participation at the local level are:

• Involvement In local government declslon~ldngby participating
as equals in the decision-making process, voicing opinions, suggesting
ideas and alternative proposals, objecting or supporting
municipal proposals and decisions; and

• Involvement In local problem Identification and problem solving
concerning delivery ofcommunity services In such areas as education,
transportation, social assistance, health, and culture.

Participation may be formal or informal, direct or indirect; it may cover one, some, or
all of the areas of decision-making. Participation also takes place at a number of
levels. Levels are distinguished by the degree to which citizens have equal input into
the decision-making and problem solving processes with municipal authorities.
Partial participation exists when citizens can only influence decisions without equal
power to decide the ou1come. Full participation, on the other hand, occurs when
citizens have equal power with municipal authorities to determine the outcome of
decisions.

Municipal governments can encourage and support the following four levels of
participation:

• Informing citizens aboutmunicipal actions.
• Gathering and receiving information from citizens.
• Discussing municipal goals, policies, and serviceswith citizens.
• Sharing local seIf-govemmentdecision-makingwith citizens.

When the public participates in decision-making, its role is to provide input into the
process, to assist local government to improve its response to local community
needs, and to build a stronger social base for implementation. In tum, the
accountability of municipal authorities is improved when the public atteilds and
participates in open municipal meetings.

To be effective, responsible and accountable, local government should value the
Input of citizens as a resource in local decision-making processes. Long term
strategic planning, budget development, economic development, and service
deliveryare more effectiveand credible when the needs and priorities ofthe public
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are recognized and taken into account. Creating strong, two-way communication
channels will help to ensure that public decisions regarding the well being of the
municipality respectthe ideas and input of its community stakeholders the citizens.

For example, a number of local problems are often better identified and more
effectively dealt with by informal groups or NGOs. The members of the local
community can also take the initiative to identify local problems or needs and develop
effective methods of resolving them, usually with the participation of those directly
involved. Informal groups or NGOs can provide social assistance programs that are
usually administered by municipal authorities. An NGO may assume the
responsibility for an agreed-upon service delivery or performance of specific tasks.
Local government is the primary funder.

Citizen participation does not happen by itself. It must be encouraged. Lack of
citizen actions and interest or poor attendance at public meetings or forums does not
necessarily indicate the public's satisfaction with the municipality. Often, the typical
citizen refrains from expressing either praise or dissatisfaction about local
government. Nevertheless, citizens do care about the quality and cost ofgovernment
services. In fact, when concerned or provoked, they can express themselves
vociferously.

Citizen participation in local-self government has a long history and, in many
countries, it is regarded as essential to building and sustaining local self-government.
Some examples of how different countries inform and involve citizens in municipal
service delivery and policy making include:

• Public information offices.
• Public-private partnerships.
• Public hearings.
• Citizen advisory committees, boards and commissions.

Although encouraging citizen awareness of and input into local government is
important, the decision-making process is a key responsibility of municipal
authorities. Citizens are also responsible. Citizens are increasingly interested to
participate in roundtables, join adVisory committees and boards, and share the
discussion and decisions about community issues. Citizens are beginning to want to
become partners with their elected officials and work towards constructive problem
solving with a shared vision and common goals.

The primary reasons to support citizen initiatives are:
• To regard citizens as leaders who can share decision-making

processes.
• To empower citizens to initiate problem solving.
• To invite them to become partners with local government.

b. Benefits ofCitizen Participation

For municipal authorities, there are a number of benefits to encourage citizens to be
actively involved in local government. Citizen participation can:
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• Establish confidence and trust between local governments and
citizens.
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•
•

•
•

•

•

•

•

•

•

•

•

•

EnsuretransparencyinthegoverningPlOC~II"~ • "
Encourage citizens to leam about commutlity pCobIems and how they
can work with local olIiciaIs to solve them.
Promote citizen "ownershiP" and trust in the solutions.
Assist local government to identify the needs of the community mont
effectively and more rapidly.
Encourage face-to-face debates so citizens $1d!1ocaI ol6ciaIs can
hear different views directly.
Direct the community towatds a responsible dedision with political
support.
Wort toward consensus rather than conflict on (X)I1Imunily issues
and problems.
Assist in the promotion, if needed, of new Ie9aI frameworks
appropriate for new types of cooperation and paJtnership.
Share decision-making responsibilities about ~/Jf1Cpolicy, services.
and budget, economic, and strategic plan de~lopment
Encourage local government to solve the ne8ciS'of all citizens before
those with special interests.
Offer much-needed community support for Iocalgovemment. This is
especially important for emerging local~mentsthat.., not
delegated sufficient power from the central gMmment.
Integrate public input into the poIicy-making~ss and et1SUI8 that
the voices of all citizens (women, men. the eIdel!IY. youth, lOPs. the
disabled) are heard, and their views are consIdtred.
Empower citizens to more fully understand the Qomplexities of
municipal issues.

c. LevelsofCltlz8n Participation

Encouraging citizen participation requires the wiIIinghess1·capacity of municipal
authorities to reach out to the community. "also demands . commibnent to open
local government by municipal authorities. This section wll.' discuss the four key
levelsofcitizen participation:

> Infonnlng citizens aboutmunicipal issuesand5.
> Gathering information aboutcitizen needs and . . .
> Talking with citizens aboutproblems, issues, . 8OItJtions.
> Sharing decision-makingwith citizens.
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d. Level 1 -Informing Citizens

The first level is to inform citizens about municipal issues and services. If local
government wishes to encourage its citizens to participate in local self-government
decisions, authorities must share information about local problems, municipal
services and programs, and the methods used to solve problems and deliver
services. When citizens are informed, they can develop a certain sense ofpropriety or
·ownership· and can begin to assume various responsibilities for municipal actions. If
accurately informed, citizens can help create a positive image of local government, its
programs, and services.

An important first step for municipal authorities is to provide access to all public
information about local government. Information can include:

• Available municipal services.
• Schedules ofpublic services.
• Location ofservice and responsible person, departmentorauthority.
• Responsibilities and duties of local government.
• Planned meetings of the local council.
• Policy and program decisions of the local government.
• Information about projects and programs and funding.
• Local government budget.
• Opportunities for advisory board and commission membership.

Local government authorities can also help to inform citizens about their right to
participate and the responsibilities of municipal government to inform them.
Designing and distributing a citizen participation brochure, for example, can go a long
way to inform and encourage citizens who are unfamiliar with local self-government
and opportunities to participate.

The Law on the Status of Municipalities in Azerbaijan offers guidance on specific
rights to information, the right to appeal to municipal government, the right to attend
meetings, equal delivery ofservices, and the right of referenda on public issues.

Howto inform citizens: Methods for MunicipalAuthorities

1. Municipal Council Agendas

When to use:

Description:

When the municipal council has official meetings to which
the public is invited.

A written agenda and public notices of meeting dates,
time, and location ofofficial council meeting.

Steps:
1. Publish the agenda in local newspaper(s) and post on the municipal

information board atleast three days in advance of meetings. All items to
be included on the agenda must be received by the office that prepares the
agenda for public distribution at least one week before the meeting.

30 IFES Azerbaijan, September 2003



2. Number every agenda item and include aI relevant information d illt&'est to
the public and council members. This includes the specific information
needed for a decision by the council. Information includes the names d
individuals, addresses of property, and amount of money for new collbacts,
and business namesand addresses.

3. Distribute agenda to all council members, key department heads, news mecflB,
special interest groups, NGOs, libraries, public bulletin boards, citize.1
infonnation centers, and other locations where public information is
distributed.

4. Provideadditional copiesofthe agenda atcouncil meetings.

2. Municioal Council Minutes

When to use:

Description:

To record the official results of municipal council
decisions.

Agenda minutes contain the following information:

• Dateofmeeting
• Persons in attendance
• Decisions made for each numbered item,

including deferred items
• Voting record ofeach item that may include

names ofthose voting yes, no, and
abstentions

• Summary of council comments on each
item

• Summary of citizen comments on each
item

Steps:
1. Assign the job of recording the minutes to a designated municipal employee

before the meeting. If possible, record the meeting by audiotape to verify the
written record.

2. Review the minutes by a second person before releasing the "Draft Minutes.·
3. Distribute the "Draft Minutes" to council members and make them available to

the public.
4. Approve the minutes byvote at the nextmeeting ofthe council.
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3. Municipal Information: Catalogues. Fact Sheets. and Web Sites

To inform citizens about municipal services, the municipality can produce several
kinds of publications and design and maintain a web site. Each can be produced
relatively inexpensively and distributed throughout the community and/or made
available at the front desk ofthe town hall and/or at municipal departments.

When to use:

Description:

Examples:

To inform the public about policies, finances, programs,
and services.
To demonstrate that the municipality is open, helpful and
interested in citizen comments.
To dispel misinformation and rumors.

A number of documents, brochures, and pamphlets can
be produced inexpensively and made available at the
citizen information office and areas that are easily
accessible to the public.

Catalogue of Municipal Services
Frequently Asked Questions Information Sheet
Program Fact Sheet
Municipal Budget
Website
Job Openings
Annual Strategic Plan
Citizen Opinion and Customer Service Survey Results

4. Frequently Asked Questions (FAQ)

When to Use:

Description:

To provide answers to questions that citizen often ask about a
particular program or service.

A 1-3 page handout with factual information in question
and answer format to inform the public about specific
issues and concerns

Steps:
1. Find out what topics in which citizens are interested, misinformed about, and/or

are causing the most concern.
2. Consult with the key official or commission head responsible for the issue. Ask for

background information.
3. Begin the FAQ with a one-paragraph summary of the issue. Ask questions and

provide answers to the primary areas of concern expressed by citizens. Ask the
questions in the same language used by citizens so that they can recognize the
question as "one oftheirs".

4. Ensure that the key official or commission head approves the FAQ before it is
distributed.
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5. C8talogueofMunjcjpal~

When touse:

Description:

To provide comprehensive information about services
offered by the municipality to its citizens.

A catalogue of services is an alphabetical listing of aa
municipal services. Each service is desaibed in 1-3
sentences (1-2 lines of information) and includes the
name of the department providing the service. a
telephone number and, if available, email addresses
where citizens can obtain further information.

Steps:
1. Foreach service, write a 2-3 sentence desaiption about howa citizen mayobtain

the service (where, from whom, contact information).
2. Usttheservicesalphabetically. Each service should getat leastoneentry.
3. Ifnecessary, an alternativedesaiptlon ofthesame servicecan be included.
4. Conducta caraful reviewofthe information printed in the catalogue.
5. Test the information bygiving it to a group oftrusted citizens who win review for its

usefulness.
6. Printand distribute.
7. Advertise theavailabilityofthecatalogue.

Example:

CatalogueofMunIcipal services

Transportation Department
Director'sName
Location
TeJephoneNumber

Activities: Responsible foran publictransportation servicessuch as buses.
mini-vans. Includesmaintenance, schedules. and coordination with private
transportation companies.

1..........._ ........

Buses: See Transportation Department

6. PrQ9ramFactShee1s

When to use: To provide information about individual programs otre.1KI
tocitizensor information aboutkey departments thatoJrer
a variety of services. The fact sheet may provide more
detailed information than the catalogue and can be
distributed ifthere is achange in thecatalogued service.
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Description: A separate fact sheet can be developed about each basic
service for which the municipality is responsible, such as
municipal transport, waste removal, and potable water.

Steps:
1. Describe the service the department provides, including any maps, lists of fees

and charges, and locations ofdistrictoffices.
2. Include telephone numbers and emails, if possible, of key offices where citizens

can askfor additional infotmation orto complain.
3. Write a 1-2 page brochure describing the basic service offered by the department

to provide information useful to citizens.
4. Ask the departmentto review and approve the draft brochure or fact sheet.
5. Distribute the brochure widely.

7. Municipal Web Site

When to use:

Description:

When the municipality wishes to provide information
about itselfand the community over the Internet.

A web site is located on the Internet, the worldwide
system of shared electronic information. A web site
allows individuals with computer access to the Internet to
obtain electronic information about the municipality. A
web site also allows the municipality to provide access to
other information about the community such as
information about NGOs, tourism, local weather, and
cultural attractions.

steps:
1. Identify individuals who can help the municipality develop its web site. These

individuals might work in the municipality. There are also many consultants who
are developing web sites for institutions.

2. Determine what kind of information should be posted. Should the information be
restricted to municipal government or expanded to include news about the city
itself?

3. Most of the printed information discussed in this manual can be displayed on the
web site. For example, council agendas, press releases, fact sheets, FAQs, and
catalogue ofservices can all be displayed and easily accessed on the web site.

Ifthe community has limited numbers of phone lines and computers, web sites can be
accessed at internet clubs, public libraries, other government offices, and partner
NGOs. Email is a key component ofor link to and from web sites.

8. Establish an Official Communications Channel/Spokesperson and Office

When to use:
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Official communication about the municipality to the
citizens is an ongoing process. To facilitate this
process, the authorities can designate an official
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spokesperson whose responsIHIities include ilrunnation
sharing and eslabflShing as. two-way comrnmIcation
channels. .

DescriptionofPosition:

• Directs an ofIice of information or occupils a
senior administrative posilion near the chairman's
ofIice.

• Develops infonnation cflStribution plan.
• Expedites distribution ofinfonnation.
• Receives direclion from eJected leadersand key

departmentheads toprovide information to the
media and the public.

• Develops a regularworking relationshipwith aI media
institutions - TV, Radio, Press.

• Develops close working relationship with NGOs,
neighborhoodgroups, and businessorganizaIions.

• Establishes complete trust and aedibillty with the
public and membelS ofthe press by rellasing fadual
information inatimelymanner.

• Develops drafts ofall major communications tools for
approval ofdepartmentheadsand ell ct.ed leaders.

• Works to prevent the spread of rumors and
misiliromlBtion.

• Organizes training for ell cI8d and appoilted ofticis's
on howtoWOl1cetrectivelywith the media.

9. Use of the Media

The effective use of the media is a powerful tool to "Ibm citizens and encourage a
dialogue between citizens and local government Televised news POlJgiams, raeIo,
govemmentaccess cable channels and local papersare the broadlstbased tools for
reaching local audiences. Although a council may not always want or need to
advertise lis message to a broad audience. the media can help define isslles and
promotegrealerundersfanding among the general public. .

Take the following stepstodevelop an etl8ctiverelationshipwith the local media:

• Identify which broadcasts and publications wID reach youraudIenc:e. If
the community is smaN. local 8V8i'1lng news broadcasIs and the Ioc::aI
newspaper are probably the best resouratS. Do not overlook
neighborhood newsletters or local cable channels as good SOl.R8S for
reaching manycitizens.

• Identify a representative frOm each of the targeted media
organizations. such as an editor, reporterorothermedia rep! IS I II8Iive
byplacing regularphol'lecalls orbys8nding press rellasls to keep him
or her abreast of council progress. Consider appoililirlQ the olIiciaI
communication office or council spokesperson to maintain
relationships with all media representatives.
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• Use the media to report and gain support for official council positions or
to publicize meetings and call for community input. Send the news
media copies ofcouncil meeting agendas prior to each meeting.

• Establish ground rules for media cooperation.

Media Strategy
Developing a media strategy will help the council determine what it wants to
accomplish by using the media. Issues such as the most appropriate medium in
different situations and rules of cooperation between the media and municipal
govemment should be agreed upon.

Before deciding upon a media strategy, consider what message or information you
wish to convey. Answering the following questions will help to determine what your
council wishes to accomplish:

» How to best inform the public about specific issues?
» Is the purpose to try to gather support for those issues?
» How best to let the community know about the specific issues and

the council - sponsored public hearings or special activities about the
issues? A press release, press conference, interview, or
govemment written newspaper story?

» How to best inform the community about regularly scheduled council
meetings?

The next step is to decide which of the various media is the most appropriate to
distribute the information. Local television and radio stations, govemment access
cable channels, and local newspapers are the media used most widely to reach local
audiences. Use media that will reach the audience the council has targeted. If the
council's work affects youth, for example, it maybe wise to choose a pop music radio
station targeted to young people.

The strategy should also include rules of cooperation with the media and how to
cultivate relationships with media professionals. The council should develop a
general policyon who will handle and address inquiries from the media as well as who
will initiate any council contact with the media. One person should be the designated
spokesperson for the council. Ifthe business ofthe council requires constant contact
with the media, it may be appropriate to appoint the director of the communication
office ora staffperson to handle media relations. If the council has very limited contact
with the media, a council membercan be appointed as the spokesperson.

If an issue is controversial, the media may be more interested than usual in the
council's discussions and positions. If the municipality has not employed a
communications' office director, it is always best for one individual member to
represent the council's official position, even ifhe or she disagrees with it. If, however,
an official position has not yet been taken and an individual council member chooses
to comment, he or she must represent those views as his or her own. In the latter
situation, be specific about whether the council spokesperson is representing
council's views or personal views. Even if there is a designated council
spokesperson, a reporter may approach any memberofthe council.
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Ifan unofficial comment is given to the media, notify the othermembers ofthe council
and staffas soon as possible. Always distinguish between the councirs position and
yourpersonal positionthere may bea difference.

The staff person or council member assigned to coon:Iinate media relations should
work to maintain an ongoing professional relationship with media represealatit'8S.
Two of the most important features of this relationship are mutual respect and
cooperation between the council and media professionals. Showing courtesy and
providing accurate information to media professionals will help to win their respecllf.
for any reason, the council spokesperson cannot release information requested by
the media, offer an explanation. It is important to not appear to be secretive and
uncooperative. Media professionals also appreciate adherence to deadlines and
conformity to industry standards. These industry standards refer to the formats used
to present material in each medium. To use the media effectively, the council must
meetthe standardssetbyeach medium and mustworkwithin the given coostJaints.

To formulate a strategy, knowledge of advantages and disadvantages of both print
and broadcast media is important
Advantages and disadvantagesofthe printmedia include:

• Reaching a large audience through local newspapers is the pr'.mary
advantageofthe printmedia.

• Covering municipal issues on a daily basis keeps issues in the
foreground and informs citizenswho do notattend meetings.

• Misquoting what the spokesperson said and/or what happened at a
meeting.

• Interpreting the eventsdifferentlythan council.
• Choosing notto print press releases.

The advantages and disadvantagesofusing broadcastmedia include:
• Accessing a largeaudienceand free publicity.
• Representing the council's views personally.
• Getling exposure forthe council.
• Scheduling drawbacks. The mediumyourcouncil uses will have00Id101

over the scheduling and programming ofwhat is ainId. Public senrice
announcements. free speech messages. and interview shows are
often aired atodd hours, notusuallyduring primetime.

Using the PrintMediaand BroacIcIIstMedia
Daily and weekly newspapers and community newsletters are the primary types of
print media. Local television stations. cable stations. and radio stalions are the
primary types ofbroadcast media. Although each medium can usa specific message·
formats. such as broadcast interview shows orfree speech messages and/or regular
articles for the printmedia. the majorityofformats areapplicable to both.
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Formats such as public service announcements, event calendars, press packets,
press conferences, and press releases are often interchangeable

Press releases are one of the most reliable and powerful tools of municipalities. They
provide timely, useful information for the public. They should be brief and include only
essential information. All press releases should include the following standard
information:

• Who?

• What?

• When?

• Where?

• Why?

• How?

When to use:

Description:

Notification of public meetings, policy decisions, municipal
service availability and changes, events and activities.

A short (1-2 page) notification to the news media of
important events of the municipality.

Steps:
1. All releases should be typed on normalA4 size paper.
2. At the top left of the first page, type the name of the municipality and address and

phone number.
3. Type the release date in the upper right hand portion of the first page. Indicate

whether "For Immediate Release", or "To Be Released after a specified date and
time". Forexample, To Be ReleasedAfterApril4, 2003 at 10:00 a.m."

4. Begin the information half way down the first page to leave room for editor
comments. If the release extends to a second page, indicate ""More" at the bottom
ofthe first page.

5. Write the information so that the most important information Who, What, When,
Where, and Why are in the first two paragraphs.

6. At the bottom of the press release, make sure to identify the names and contact
information (telephone, fax numbers) for additional information.

7. Fax the release to all media organizations.
8. Keep a photocopy ofevery release sent out.

Urgent Press Releases

When to use:

Description:
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When municipality needs to communicate something
immediately, such as an explanation of a major
breakdown in a municipal service or item ofpublic safety.

A short (1-2 page) notification to the news media
(especially radio and TV) ofan urgent event.
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Steps:
Follow the same steps as for Press Release but type "For Immediate
Release Urgent" in the upper righthandportion ofthefirst page.

Press Release Example

New Heritage Brownfield Tax Incentive By-law Introduced by the
MunicipalityofPort Hope

FORIMMEDIATEREI EASe
Date: December13, 2002

I

. On November 12, 2002, a new by-law passed by the MunicipalityofPort Hope that
will enhance the efforts of the Municipality to preserve their Heritage Brownfield
sites by providing a new incentive for potential developers. Owners of heritage
industrial properties that have been deemed brownfields, who restore their
buildings, will be able to apply for a tax reduction grant To be eligible for the grant,
the property must be an Ontario Heritage Ad designated property ideiililied as a
brownfield property deflhed underBill 56, a plan to restore the propertywill require
approval by the municipality and the property must be fully restored, preferably to
its original architectural splendor.
Building owners who qualify can apply for a grant ofup to 40 % ofthe amount their
taxes (municipal portion) inaeased as a result of an inaease in the value of the
property that is a direct result ofa remedialionlrestOiation project. The grantforthis
portion of the taxes is capped at $10,000 per annum for a maximum period of ten
years. 40% ofthe educational tax portion is also eligible subject to approval by the
MinisterofFinance.
"When we looked at Brownfield sites in Port Hope, we realized thatallofthe sites in
need ofremediation and i'estoIatiOIl had a heritage background orweredesignated
under the Ontario HeritageAd. And when we took into account the fact that Bill 56
may not be including legislation for incentives until sometime in the future, we
examined Bill 127 and married the Brownfield aspect into the legislation to create
the new HeritageBrownfield Tax Incentive By-lawforthe MunicipalityofPortHope
states Port Hope Economic Development Officer, Rebecca Goddard-Bowman.
"Therearea coupleofsuperb properties thatweareanxious to have restored.-

For further information regarding this new tax incentive by-law, please COiilact
Rebecca Goddard-Bowman, Economic Development Officer, Municipality of Port
Hopeat9058854544 Ext.231 oremailatrbowman@town.porthope.on.ca.

Event Calendars of upcoming activities such as open meetings, public hearings,
informational meetings, and municipal cultural activiIies can be placed In local print
media once a week. The calendarshould include type ofactivity, the date and time of
the activity, wherethe activity is being held, and a telephone numberthe publiccan cal
for more information. The broadcast guidelines are the same. Be sure that the
information is clear, concise, and easyto read.

Press Packets are informational background documentsprepared for specific issues,
policies or problems. The packets provide more detailed information or
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"Background" about the topic that the press can readily use in a broadcast or story.
Municipal government officials must be sure that the data is correct and that the
positions are carefully written for media understanding and positive reporting.

Press Conferences should only be scheduled ifthe spokesperson is well prepared and
articulate about the issue or problem. Prior to the conference, ground rules must be
established, such as:

• Numberofquestions.

• Length ofthe conference.

• Right of the spokesperson to control the event and determine whether
or not certain questions are answered.

Press conferences are an important vehicle in which to discuss critical issues, but must
be carefully planned in order to ensure that the media does not selectively report or
misuse the information.

Public Service Announcements are used to disseminate important information to the
public. They are usually submitted to both print and broadcast media and printed and
aired frequently to get the public's attention.

Check the policies of individual newspapers, radio, and television stations regarding
what types of organizations may use the service, what type of copy is allowed, and the
length of time the announcement will run. Public service announcements are intended
forthe public's benefit and should be free ofcharge (especially by the broadcast media).
One potential advantage ofusing a broadcast rather than a print announcement may be
cost savings. Newspapers may charge for print announcements while broadcast
announcements are usually free.

"About municipal government" article series are submitted to a local newspaper
each week by Councilor department heads. If you choose to highlight council activities
or issues through regular features or a series of articles, the municipality will need to
work closely with a media professional. Ideally, this person should be the director of the
communications office. The council and departments will provide background
information for the media professional who will write the article. All information must be
clear and accurate to ensure fair and credible information.

Free speech TV messages can be aired during certain allotted time periods of some
television stations. Speakers are given a specified amount of time to state "editorial"
opinions on any issue. Free speech messages are cost free, and allow the speaker to
say anything about any issue without censorship. Council may benefit from using this
format to speak about issues of importance. At the same time, it should recognize that
other organizations might have the same right to air a different opinion.

InterviewTV or Radio shows allow council members to speak personally about issues
rather than relying on the interpretation of a news reporter. An interview allows more
time to clarify issues, describe activities, and answer questions from the public. The
communications director can be helpful by prOViding the interviewer with background
information and discussing with the interviewer the types of questions that may be
asked. The communications directorshould also prepare the interviewee.
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10. Information Distribution plan

When to use:

Description:

Distribution Points:

DistributionUsis:

Distribution
Techniques:

When developing a comprehensive plan for dislributing
municipal information on a regularbasis.

The operating assumption for municipal information is to
produce and distributeas much information as possible.

Identify a range of general information locations where
citizens can read municipal information at their leisure
and convenience. These may include bulletin boards in
the town hall, libraries, pUblic housing buitdings, park
buildings, and anyplacewherecitizens gatherand talk.

The communication personIoftice or other nominated
person should develop several disbibution lists to
distribute municipal information in a timely manner. For
example, a list can include all the locations where the
councit agenda issentAnothercan be a listofNGOsand
neighborhoods where FAQs are typically sent A third list
is all the media recipients forpress releases.

Information can be printed and distributed in a number of
inexpensiveways, includingnormal post, facsimile, tIyers
(three part folded sheets of paper), posters, IeaIIets and
bill stuffers (information included with billsltax
notifications).

eo LevellWo·Receiving Information from C!tlp'llS

Gathering information about citizen needs is a priority of local self-government
Deciding the most appropriate method depends on factors such as purpose, time,
budget, and size ofthe group whose opinions and attitudes are solicited. Examples of
survey methods include: individual interviews by phone or in person and mailed
surveys. Other methods are focus groups and advisory groups. Community wide
surveysofcitizenopinions are the most I8SOUrceconsuming ofall the techniquesand
should only be undertaken if the time and budget allows. They do, hoMMlr, galher
more statistiCally reliable data. Far easier to conduct, and at times more appropriate,
is a more limited surveyor focus group. The terms surveys and questionnaires oftIln
are used interchangeably. Forclarily, this section will use survey.

Useofanyofthe following methods requires careful selection ofall targetgroupswho
use public services. If the sample is random, ensure that persoIlS of different age,
sex, and disability, for example, are Included. Ifthe sample is targeted to a particular
service, makesure that the samefactors are includedwhen selecting service users.
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1. Citizen Survey

Many communities use citizen surveys to gauge public opinion on broad policy
questions, as well as on more specific issues. Frequently, these surveys are sent out
with utility bills and may include an incentive fortheir return.

When to Use:

Description:

To obtain citizen opinion about needs and priorities, and
opinion and feedback on municipal services and
proposed programs.

A citizen survey is a questionnaire that is administered to
a large portion of the general public to gather their
opinions concerning specific issues or municipal
services. The sample size is sufficiently large so that the
accuracy of the results can be proven with statistical
certainty.

Steps:
1. Detennine the purpose ofthe survey. What is itthat you wantto find out?
2. Prepare a draft survey.
3. Identify the target audience from which the municipality wants to gather

infonnation.
4. Detennine the method ofsurvey administration (mail, phone, personal interviews)

and who will be responsible for each task.
5. Ifthe survey is contracted to an outside organization, obtain competitive bids from

several finns.
6. Ifsurvey is to be completed in-house, qualified pel'$onnel must be hired to prepare

the survey, analyze the data, and prepare a report. This can be a very time
consuming task and can cause considerable delay in receiving the results.

7. Test the survey on a small subgroup of citizens to detennine problems
understanding the questions and coding and analyzing the data.

8. Notify the community that the municipality will administer a citizen survey and ask
fortheircooperation. Explain that the results will be shared with the community.

9. Conductthe survey.
10. Write or receive from the contractor a report that summarizes and analyses the

data.
11. Make the summary report available to the community.
12. Hold a community meeting to discuss the report and its implications. Do the

results indicate a change in service delivery? Dissatisfaction with governance?
13. Use the report to develop options to improve city services or revise policy.
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sample Question.... FOI"INIIs

Open-ended orClosecI Response Questions

Closed-response questions discuss a specific issue and elicit specific attitudes. but
not different interpretations. Ifyou want to knowwhether or not citizens may or may

I not be supportive of a particular decision or service, the following questions may be
asked:

1. Do you agree or disagree with the proposed xxxx decision about
municipal taxes?

Agree
Disagree
No opinion

Open- Ended Questions

Open-ended questions leave room for different inl8lpletaliUl'l by dillwent
respondents. If the council intends to survey citizen needs. a few open ended
questionsare more than acceptable. Questions such as:

1. Namethe three most importantproblemsyourcommunityfaces
2. What three services does the municipal council dothe bestjobofproviding?
3. What three servicesdoes the municipal council dotheworstjobofproviding?

Ukert Scale Questions

Ukert Scale questions inaease the variety of answers to closed questiOi'lS.

1. The municipal bus service on line A requires a start time of 6 am
rather than 7 am.

StronglyAgree Agree No Opinion Disagree Strongly Disagree

2. Umited Ci!izAn Suryey

WhenfoUse:

Description:

To obtain citizen opinions and f8edblIc;k on particular
municipal services on 8 smaller. more immediaIBsc:aIe.

Smaler surveys are usually admlrlla18red 110 cilizel1s when
they come 110 a location for 8 particular senrice. When they
arrive, the survey is handed out. and the ciliz&1 is asked 110
take 8 few minutes 110 fill it out. The survey must be short (take
less than 5 minutes) and relate 110 the speciIic senrice they
came110 receive.

Steps:
1. Determine which services require assessment from complaints, questions, and

poor use of a service.
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2. Prepare a draft survey that can be handed to citizens at sites where the service
is rendered. Survey completion should take no more than 3-5 minutes.

3. Develop a plan to summarize the data results.
4. Test the survey on a small subgroup of citizens to determine problems of

understanding the questions and/or coding the data.
5. Ensure the anonymity ofthe citizens taking the survey.
6. Conduct the survey.
7. Eitherwrite orobtain a report that summarizes and analyses the data.
8. Use the report to develop options to improve those particular municipal

services.

3. Focus Group

When to Use:

Description:

Steps:

To rapidly obtain citizen opinions on complex issues
and/or to more thoroughly understand the reasons for
their opinions. A focus group is a qualitative research tool,
not quantitative, and does not provide statistically reliable
results. It does provide insights that reflect the thinking of
a representative number of people and can be planned
and conducted quickly to gather opinions and assess a
burning issue.

Focus groups are interviews with small groups (6-12) of
people for no more than 2 hours. They are inexpensive
and a relatively efficient way to conduct customer and
opinion research.

Planning forFocus Groups
1. It is advisable to hold three focus group discussions covering the same topic. This

will ensure consistency of results. Each group should be about 6-12 persons.
2. Participants can be recruited at random or selected randomly by constituency

(such as a neighborhood, citizens who are the primary beneficiaries ofa particular
service).

3. The anonymity ofthe participants must be assured.
4. Participants need to be assured that they do not need special technical knowledge

to participate in the group discussion.
5. Recruit more participants than you will need. You can expectsome attrition.
6. Prepare a discussion guide to coverthe topics you want to explore.
7. Develop the basic questions to ask prior to the meetings. Questions should be

open-ended and politically neutral. The questions should focus on the issues
underconsideration.

8. Hold the discussions in a comfortable location where there will be no interruptions.

Conducting Focus Groups
1. Record the discussion by videotaping, audio taping, or writing on a flip chart. The

flip chart may be the most acceptable form of recording.
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2. A facilitator who is not employed by the municipality should run the focus
group. The facilitator's job is to probe the respondents, clarify the responses
and encourage participation ofthose present.

3. The processcan begin with individualswriting down answers to questions
4. Thefinal productwill bea summary reportofthe group'sdisaJssion.

4. Stakeholder Identification and Anag

When to use:

Description:

When municipality wishes to gather information about
who will supporta particularproject.

Stakehok:lers are citizens orspecificgroups ordasses of
people especially interested in a project or service.
Their different perspecllves, opinions and ideas are most
likely to affect the outcome ofa specific initiative, service
or project because of their -stake- or interest in how the
issue is addressed. If stakeholders agree that a specific
problem resolution is in their Interest, the resulting
project, policy, or service will be more eII'8ctiveIy
achieved. Examples of a municipality's stakeholders
group would indude citizens (Indude all citizen groups
living within the municipality), taxpayers, service
recipients, governing body, employees, unions, ill8rest
groups, NGOs, the financial community, businesses
and othergovemments (local, provincial).

Steps:
1. Identification of stakeholders requires an assessment of those persons who

have a vested interest in the issue or problem. Remember that stakeholders
also indude those personsaffected by the policyorproblem.

2. Brainstorm to identify potential stakeholders byasking the following questions:
• Who are the citizen stakeholders affected by a potential poley,

service, orproject?
• Who are the municipal official stakeholders alfeded by a potential

policy, service, orproject?
• Who are the business and industry stakeholders? Indusbial plants,

retail businesses, tourism industry?
3. Conductstakeholders interestanalysis:

• Ustpotential stakeholders;
• Identifytheir role and interest;
• Assess the impactofthe activityonstakeholders
• Assess the relative Influenceofthe stakeholderson the activity; and
• Determine how the stakeholders could assist desig'ning and/or

implementing the project.
4. Obtain information from the stakeholders through interviews orbrainslDrming,

focus groups and surveys so their actual Ideas and opinions can be illtegral8d
intoa planning process.

5. Analyze the information obtained and prepare the report.
6. Present the report to the council and to the stakeholders
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5. Citizen's mailbox

When to use:

Description:

When the municipality wishes to encourage citizens to
express opinions on an informal basis, it can locate
citizen mailboxes or suggestion boxes in accessible sites
throughoutthe community.

Citizens' opinions and commentaries on various issues
are collected in citizen mailboxes. A citizens' mailbox is
simply a specially marked box placed in different public
places and at the local government head office.
Anonymity is guaranteed if the citizen choses.

Steps:
1. Prepare boxes and place them in different public places.
2. Include suggestion forms or blank paper, and pencils.
3. Advertise the purpose of the mailboxes. where they are placed, and

encourage citizens to use them.
4. Collectcomments on a regular basis (at least biweekly)
5. Summarize the comments at least once a month and submit to council at a

public meeting.
6. Respond to signed suggestions
7. Evaluate the effectiveness and terminate ifuse is too sporadic.

Mailboxes for citizen comments

Background: Bochnia is a suburban municipality with 16 thousand inhabitants.
Municipal govemment officials decided to introduce a method to systematically
receive information about the needs and expectations ofcitizens.

Innovative practice: Following the recommendation of the Chairman, the
municipality placed mailboxes for citizen comments in all municipal public facilities.
By announcing the initiative by radio, television, local newspaper, and the
announcement board in city hall, citizens were encouraged to drop their comments
and opinions in the community mailboxes. Comments and opinions may refer to
important municipal documents (such as the local development strategy) and
everyday issues of concem. Despite initial skepticism by the public, citizens' use of
the opportunity to express their opinions through the mailboxes increased rapidly.

The majority of the notes are signed, although this is not a requirement. The
mailboxes are emptied twice a month, and the municipality officials admit that most
ofthe complaints orsuggestions are justified.

At a minimal cost to the municipality (each mailbox is approximately 5USD),
government officials created an important tool to "hear" opinions and comments
from the pUblice - specially vital information about the proposed local development
strategy.
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Results: At the end of the previous· year, more than 2000 messages were
received. The municipality incorporated more than a third ofthe comments in its
plans. A number of problems raised by citizens were resolved. For instance,
following citizen recommendations, the opening hours ofcommunity centers or
health centers in several villages of the municipality were extended. Waste
containers werealso moved to more convenient locations.

Summary: The local govemment of Bochnia's response to the mailbox
comments convinced the public that their opinions do matter. Mailboxes for ;
citizen recommendations proved to be a cheap and effective channel of
municipality and citizen communication. As a result, the municipal authorities
take a more "human" look at different aspects of the municipal management,
while citizens nowbelieve that theycan influence municipal decisions.

6. Citizen's HoUine

When to use:

Description:

When the municipality wishes to encourage citizens to
express theiropinionsand commentsdirectly to City Hal.

A citizen hoUine is a single phone number at the oftice of
the municipality where citizens can can and comment
eitheranonymouslyorby name. The call can be taken by
a city employee or answered by a 11lCOtder. The caBs
must be reviewed on a regular basis and responded to
quickly by the appropriate department olIiciaI. Ordinarily,
the municipal office will be given a period oftime, such as
5 days, to address the issue and inform the illrUl1l18tion
center or hoUine staff how it was resolved. The hoIIne
staff is also responsible for keeping track of the
comments such as registering the call, time, complaint,
ntrerraI, and municipality response. Commellts and
results are summariZed (monthly or quarterly), and a
report is provided to council and keydepaibnellts.

Steps:
1. Createan office (see Ieve/ fuurbelow) and1ortelephone linewh8rethe tlOlIll8

can beoperated.
2. Develop control mechanisms such as standard forms for register'Ji'1g the

comments, fur referral to deparbnents, and for depaibnelltal response to the
telephone office.

3. Develop a tracking system for referrals so reminders can be sent afler the
allotted response time hasexpired.

4. Advertise the service widely.
5. SummariZe the comments regularly and distribute to the council and the

community.
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~evelThree-Talking with citizens about problems, Issues and solutions

1. Citizen Concems at Council Meetings

When to use: Every regular meeting of municipal council.

Description: Every regular council meeting agenda should designate
a time period in which citizens can ask questions and
comment on specific proposals or problems. Comments
can be limited to a specified time period for each
comment or question or council can set a period of time
for all questions or comments. This opportunity should be
well known to citizens. Their concems should be noted,
dealt with in a timely manner and/or addressed directly at
the meeting. It may be helpful to ask citizens to sign up to
speak prior to the meeting to assist council in judging the
amount oftime needed.

3.

2.

4.

Steps:
1. Include in the rules of council that a specified agenda item be created

entitled "Citizen Concerns". This rule will allow citizens to come forward
and state their concems. Establish rules for the time length each
citizen may use to state their concern, such as 2-3 minutes, as well as
the numberof issues or problems that council wishes to entertain at any
one council meeting.
Establish protocols to control the response by council. For example, if
the citizen is simply misinformed, it may be most expeditious to correct
the misunderstanding immediately.
If the matter needs to be postponed until the information can be verified,
there should be a method established to ensure that the citizen
receives a reply. The method should apply to any reason for
postponement.
Citizen concem should be recorded in the council minutes as well as
the action taken by council.

2. Information and Service Centers

When to use: When the municipality wishes to provide a single
convenient location for citizens to obtain information
about municipal services and programs, ask questions,
register complaints, and/or discuss briefly a given issue.
The center may provide some services directly such as
forms for permits and licenses.

Description: A highly visible center that offers general information,
directions and expedited services to citizens. A center
may often have a general information desk and
accessibility to some services also available at other
locations in the municipality, such as territorial
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development and construction permits, agricuIIuraI and
economic policy decisions, and civic status. In some
centers, external conveniences may also be provided
such as bank services, cash payments, photocopying,
and a stationary and newspaper stand. The center may
be staffed by service departments, but it is p1ererable to
designate one person responsible for the center who
understands the overall information and distribution
requirements ofthe municipality. The responsible person
may also establish a good wortdng relationship with
citizensand promotea positive imageofcityservices.

3. Citizen Brochure

Municipal officials and the information centers may also find it beneficial to oeste a
'Citizen Brochure'. Often citizens are unawareoftheir rights and opportunities, and a
simple brochure or fact sheet may answer questions and promote improved
citizenship.

How You Can Participate In Your Local SeIf-GcMlmment

You can participate in local self-governmentdirecUyorthrough yourrepresenlalives.

You have the right to have access to all public information induding budgets, laws,
and municipal services.

You can:
• Run for municipal council.
• Inform municipal councilors aboutcommunity needs.
• Participate in local associations, citizen groups, and/or building

associations.
• Participate in local referendum issues.
• Vote in local elections.
• Take the initiativeorparticipate in local govemmentopinion surveys.
• Participate in the process of determining the rules and regulations to

privatize municipal property.
• Participate inadvisorycommittees, municipal commissions.
• Attend all open council meetings and public hearings to voice your

concerns.

g. Level Four -Involving crltlpns In decision:IJIIldng

Involving citizens in decision-making is the highest level of citizen patticipation.
Because citizen participation is a constant process, wortdng to develop shared
governance is a primary goal of local demoaacy. Although all attempts to include
citizens do notworkequally, it is importantfor the health oflocal delTJOClacy to involve
citizens, listen to their policy recommendations, and indude them in decision-making
committees and boards.
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Methods appropriate for involving citizens in decision-making include community
meetings, citizens' commissions and advisory groups include:

1. Open Public Meetings

When to use:

Description:

When the municipalitywishes to ask for citizen comments
prior to initiating a program or policy and expects to
include citizen ideas in the decision.

Representatives of the local govemment conduct an
official public meeting to share ideas and concerns on
general topics or specific actions that the municipality is
contemplating. No official actions are taken at the
meetings, but citizens learn about local govemment
issues, voice their concerns, and understand more
clearly the complexity of local governance. Such
interactions raise confidence and trust in local
government.

Preliminarysteps:
1. Publicize well in advance (2-3 weeks) and immediately prior to the meeting.
2. Prepare and share key information handouts in advance. Post the meeting

agenda.
3. Develop a fact sheet. Have copies ofall documents at the meeting.
4. Plan the meeting room effectively. Sit key people at front facing the audience.

Use a sound system ifthe room and the audience are large. Have extra chairs
on hand.Arrange seating so speakers and audience are close. Arrange tables
nearthe doorfor handouts and sign-up sheets for comments.

5. Develop asimple agenda.
6. Develop meeting rules: speaker time limit, sign-up sheets, and use of sound

system by citizens.
7. Distribute agenda and meeting rules in advance.
8. Assemble support team: technical persons, sign-up table, greeters, and a

public communications specialist to handle press, audiovisual and tape
recorderpersonnel.

Steps Foran orderlymeeting:
1. Offerwelcome and brief i!1troductory remarks. State meeting goals, expectations

and procedures. Hold up handouts and invite anyone to get copies at the sign-in
table.

2. Introduce participating officials and technical staff who may provide back up, any
special guests, and any otherofficials in the audience.

3. Repeat the meeting rules. Have agenda and rules displayed on flip charts for
everyone to see.

4. Make a clear presentation of topic or issue at hand. Be brief to ensure adequate
time forcitizen input.
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5. Encourage citizen comments - usually limited to 1-3 minutes per person. Ask
citizens to identifythemseJves, and speak intoamicrophone.

6. Minutes of the comments will be published and made available. Provide
infonnation on follow-up meetings and make draft plans ofaction available to
the public.

2. Public Hearing

When to use:

Description:

When the municipality wishes to provide a formal
opportunity to presentproposalsand askforcitizen input.

A hearing Is an opportunity to deliver illronnation to
citizens, but Its primary focus is to hear from citizens
conceming official proposals for new policies and
programssuch as budget. strategiceconomic, and public
land management plans. Hearings are open to aR
Interestedcitizens.

Steps:
1. Decide on date, timeand placeofthe meeting.
2. Invite participants with knowledge of and vested Interest In the topic. see

StakeholderIdentification andAnalysis.
3. . Prepareand share key information handouts in advance.
4. Plan and implementa room setup that promotesopendisaJsslon.
5. Agree on ground rules such as the amount of time for speakers, wtJ8IIl8r the

citizens are expected to sign up before or during the meeting. Agtee on
agenda: presentations from the councilors, citizens comments, questions.

6. Registerorsign-in all speakers.
7. Appointa record keeperand use the records to prepare report. Thefinal report

should be Issued within 60 days after the debate and should Include an
explanation about how municipalitywill deal with the issues raised during the
Meeting.

8. Make the reportavailable to the publicand to the media.

3. CitiZens' advjsory commission I group

When to use:

Description:

When the municipality wishes to involve citizens in an
Intensive effort to obtain their input, expertisoe and make
decisions. InvoJving citizens as commission members
often builds consensus In the community on aleS that
may be controversial. Commissionscan also buId a soJid
baseofcitizen support.

Successful commissions often sIa8 the foIowing
characteristics:
• Umited In size to 15-20 Individuals. Delennine

rotational membership period.
• Suggested membership by depalblieills, but

approved bycouncil.
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• Approved mandate or purpose bycouncil
• Limited bUdget and schedule
• Limited involvement of local govemment to

technical input
• All meetings are open to the public.

Steps:
1. Develop shared vision among members.
2. Identify opportunities and constraints.
3. Develop proposals for action among members for the community.
4. Develop plan components.
5. Develop budget.
6. Develop implementation schedule.

4. Referenda

Municipalities can hold a referendum on their own initiative or at the request of the
population. A referendum places a proposed public initiative or local law on a ballot to
be decided by popular vote.

A referendum is defined and implemented according to Article 26 of the Law on the
Status of Municipalities.

h. Summary

Citizen participation has four levels:
• Informing citizens about municipal issues and services
• Gathering information about citizen needs and priorities
• Talking with citizens about problems, issues, and solutions
• Sharing decision-making with citizens

These levels ensure that the municipality is:
• Sending and receiving information in an honest, complete and clear ,

manner.
• Encouraging citizens to make choices and influence results in an open

and straightforward manner.
• Explaining decisions and providing justifications for these decisions.
• Involving citizens in decisions regarding their qualityof life.

Local self-government includes the willingness and capacity to promote appropriate
legislative change, build awareness and develop skills, identify best practices,
enhance mechanisms for participation, develop clear and transparent procedures for
participation, strengthen the capacity to provide training, and enhance the capacity of
citizens to participate. Procedures, time-lines, and criteria for funding major local
initiatives such as land use planning decisions and budget allocations need to be
established and understood by the community.

Municipalities should always:
• Allow for community cooperation in the local govemment planning

process and promote govemment participation in citizen's initiatives.
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• Share information with the community on a regular basis. AU types of
tools should be utilized: newsletters. timety press releases, regular
public meetings, public hearings, focus groups, regular rndioJtelevision
talk shows. These are but a few of the many ways to communicate with
constituents.

• Understand the value of'1ripartite" relationships, Positive relationships
between and among the business seclor, NGO sector and the
municipality must be encouraged and considered as an "'added value"'.
Each has experience, knowledge, ability, and the potential offinandaI
support for services.

Otherconsiderations:
• Appoint a Plenipotentiary for Community Affairs to facilitate a two-way

information flow.
• Adopt municipal ordinances Of resolutions to define and encourage the

citizen partidpation process.
• Reinforce ordinances or resolutions that require outsourcing. on a

competitive basis, of local government services to local businesses
andlor community organizations. This will strengthen local economic
development. and support the sustainabiUty and the effectiveness of
the third sector. Ensure that aU competitive bid procedures are earned
outhonestlyand openly.

• Establish sector specific "Planning CommiiteesfCounclls,'" Include
community professionals who are seiected on a competitive basis.
This wiU give the municipaHty additional expertopinions.

• Attend sector specificcommunify or business association meetings on
a regular basis. Thiswm create permanent linkagesto thecommunity.

lFES Azerbaijan, September 2003 53



5. STRATEGIC PLANNING

a. Introduction

This section will introduoe counoilors to the application of strategio planning. The
teohniques presented in this section oan be applied to a diverse range of situations
requiring assessment, problem identmoation, setting goals and objeotives and
making sure the goals andobjectives are accomplished.

The approach is based on a sequence of steps in a planning oycle (see diagram) that
involve the participation of outside stakeholders. Although the strategic planning
process can be undertaken by local government alone with external experts, the
approach recommended here deliberately includes selected oommunity
stakeholders: NGOs, local media, business leaders, and citizen representatives.
The strategic planning>process is an important onizen participation tool that creates
local ownership of the process and introduces the widest range of options and
opinions. The stakeholders' process normaHy takes longer than using only a technical
expert, but the advantag:edf ownership and oommitment by the community is worth
tneextra time,
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The material presented below introduces sbategic planning. Preparing a sbalBgic
plan can take fifteen to twenty working days spread overa six to twelve mouth peliod,
depending on the complexity of issues to be addressed. Forany municipality, this is a
manageable and rewarding exercise.

b. What IsSbaleq\CPlanning?

Strategic planning is a systematic process to determine what a municipally and
community want to be in the future and the methods to achieve thatend. The process
not only develops the future vision and the mission or purpose of the municipality, but
also identifies problems, and decides what goals, objectives and actions are required
to resolve them. Strategic planning implements programs that capitalize on the
municipality's strengths and weaknesses as it recognizes the extemaI threats and
opportunities thataffect the municipality. It provides an opportunity for the municipality
to develop a vision of its desired future with the participation of all stakeholders. The
process also indudes steps to ensure that the plan remains currentand responds and
adapts toachangingenvironment

Strategic planning provides an overview of planning and development issues within a
broad context as it identifies important areas for action in the short and long 1Bnn.
Strategic planning is described by Bryson as "a disciplined etrort to produce
fundamental decisions and actions thatshape and guidewhatan organization is. what
itdoesand why itdoes it".

Quite simply, strategicplansattempt toanswerthe following questions:
> Wherearewe rightnow?
> Where dowe wantto be in the future?
> What internal and external forces are opeialing that wiI hinder or help

us toachieveour long term goals
> What objectives and action steps will we need to implement to get

there?
> Howwillwe knowweare progressing towardourgoalsand objectives?
> Howwill we knowwhenwe have achievedgoals andobjectives?

To operate properly, strategic planning requires a broad informationgalhet'-lgprocass
and the development and expIofation of strategic alternatives that emphasize future
implications of present decisions. This process can facilitate commul'Jic:aliOl'l and
participation aroong diverse groups of interests and values. Through the combined
efforts ofthese groups, it can encourage analytical decision-making and promotB the
successful Implementation ofthe plan itself. The strategicplanning process isdilfwent
from other management techniques in that it builds on the nature of the political
decision making process and encourages the inclusion of the major stakeholders in
the planning process.

c. The BenefitsofStnlbiglc Planning

Municipalities must bewilling to adapt successfully to internal and external changes in
the environment Limited resources require carefulchoicesand newdinJctions todeal
with new realities. Strategic planning is a systematic process to manage change and
create the best possible future. By examining the current allocation of scan:e
resources to identified problems, the process encourages municipalities to imrestigale
altemative resources.
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Thus, the strategic plan documents a course for the municipality that can be
particularly important to maintain direction when municipal employees change.
Finally, strategic planning can give a community a clearer picture of its own unique
identity and draw attention to previously overlooked attributes of the municipality.

Sixprimarybenefits to strategicplanningare to:

1. Promote strategic thought and action. This leads to more systematic
information gathering about the municipalities' external and internal
environment, various stakeholder interests, clarification of its future direction,
and the establishmentof priorities for action.

2. Improve decision-making. Strategic planning focuses on the crucial issues
and problems that require key decision-makers attention and problem-solving
skills. It can also help the municipality formulate and clearly communicate its
strategic intentions, assist in making today's decisions in light of future
consequences and help develop a coherent and defensible basis for these
decisions as municipal leaders continue to exercise maximum discretion
in areas under their control.

3. Strengthen the municipality's organizational responsiveness and
performance. The municipality is encouraged to clarify and address major
organizational issues and respond wisely to internal and external
demands and pressures. This permits the municipality to effectively deal with a
rapidly changing environment. However, strategic thinking and actions are
what count, notjustthinking.

4. Directly benefit policy makers and decision makers to better fulfill their roles
and meet their responsibilities. The teamwork and expertise among all
municipal staffare likely to be strengthened.

5. Open the groundwork for a municipality to develop comprehensive plans for
business or economic development, communication, transportation, service
delivery and capital investment.

6. Ensure a greater chance of organizational success when a municipal vision is
shared and commitment to its goals are agreed upon.

Although strategic planning can provide all of these benefits, there is no guarantee it
will. Strategic planning is simply a set of concepts, procedures and tools. Municipal
leaders, managers and planners need to be very careful how they use strategic
planning, because their success will depend at least in part on how they tailor the
process to their specific situation. In other words, strategic planning will only work if
enough municipal decision makers, managers and planners support it and ensure an
inclusive process.

I
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d. Whoshould be Involved Inb.i_1ePIIn",,,.,"1

The key decision makers In a municipality~~. sblll&glc plan In a
vacuum. Majorcommunitystakeholders such as:cltiizens,:in~g.,...ps. councilors.
the mayor and municipal employees m..beInd~Inl!he pnMtes$. Municipalities
need to strike an appropriate balance tcI)'linYlillve ,0:Pa~8IId llrlSure a collaborative
and Interactive processatall levels. , Ii , ;1 '

The rationaleforaeatinga~'co~m~~..~i .
» Persons consulted about lheplanlwlll takei. g..... intBntst and may

adoptallorpartofit as~lrawn. ! I!! 'I
A broaderspectrumof~nts~n<!!~~~ofresoun:eswllbe
integrated if more peopld ltia~ a~~~ 10 contributB and make
decisions. However, a municipality C$Vl()t Indude all of the Intenlsled
partiesorstakeholders.

===~these:issues.

~~:!t::are not salactBdilld1rl • The size and
of the sbal&glc plan

II
"

"j; .

The appropriate roles forthls comm Ireto:
» Decide problems and . " that
» Developgoals, 00' . iand ~lteUl
» Reviewthedraftreporls.I' I

» Assist In the identifi~=II;~a:~=r:d:EI'~~.effortand for the im
» Divide up impleme

organizations.

If there are a number of people 'iderrtlflllld
due to size limits, they can be conlskH~
number of the worI<ing committees wi.
and the issues to be resolved. I'I

! I

e. The StrategicPlanning Steps J
Preparing and implementing a strateg ," '. req

1. Organizing the process ,
2. Gathering Information

3. NeedsassessrnentIIssueorrt=~
4. Developing mission, goals, q'
5. Adopting the Plan
6. Implementation
7. Monitoring and Evaluation

The Strategic Planning Team must be!mam''.A' I.berof parlicipanls
increase the likelihood of an unwlefil., !Prqcess" S._ ~~.. _
among the participants will require ' lime tolr ch a . us. Therefore, time
and budgetconslralntlradeoffs must .' dUri~ PJocess to encourage
key participants to join the Sbategic P1frnlhg 1l ! If ' ~Inbers must be 1ImiIed.
considerwhich Individuals are in a~Ito ve ~. ,IhtUnplemeillatiCJl'l ofthe
strategy (high-ranking officials and PIt~ ma ). :. '1II1dlviduais should be
induded at the outset Generally Spe8WOQ, the , IPIaIu1lng Team should not
be more than fifteen members, but laruB erioug to' 'NItt1 ,at least two-thirds in
full attendance.
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1. Organizing the process

1.1 Fonning Strategic Planning Team

The strategic planning process begins when a municipal official(s), most likely the
council chair, consults with other officials to initiate the process. The municipal group
will identify persons, groups, and organizations that may be interested. Potential
team members can be identified by a stakeholder identification and analysis (refer to
Citizen Participation Chapter). Once the Strategic Planning Team is selected, they
will be assigned the task of setting the parameters of the study, which must be
approved by the various key decision makers of the municipality. Generally, a
strategic plan should only encompass those parts ofan organization or topics that are
under the control of or strongly influenced by the members of the Strategic Planning
Team. If not, plan implementation may become an obstacle rather than an
opportunity.

A list of possible participants for the final selection of the Strategic Planning Team
could include: elected officials, school officials, neighborhood representatives, civic
organizations, special interest groups, local media representatives. Each of the
groups involved in the process will bring their own contribution.

1.2 Organizational Framework

Delineating the studyparameters requires answers to the following:
}> What is the purpose ofa strategic plan in general?
}> Who will lead the strategic planning process?
}> What are the roles and functions of the staffand/orcoordinator?
}> Who should be involved at various stages of the process?
}> What is the geographical area ofthe plan?
}> What resources will be needed to get the job done?
}> What is the time frame ofthe process?

The first priority of the Strategic Planning Team is to ensure that members have a
common understanding of what strategic planning is and what its benefits are.
Briefing the team about strategic planning can be carried out with a general
discussion of its purpose, why to initiate it, and a review of the steps. The team may
wish to invite an outside consultant or members of teams from other communities that
have completed a plan to assist with the first few sessions.

The answers to the questions listed above will help the group organize and focus on
the community or municipality itself. The group will need to understand at the outset
that all issues will not be completely identified or resolved. Initial ideas may require
modification throughout the process. Planning, however, is an ongoing process.
During its cycle, other critical areas may be identified that will require analysis. Do not
expect major breakthroughs in the first few steps.

At this stage, the team needs to develop a work plan to guide the project participants.
A draft work plan provides a guide for the entire process and can be an invaluable tool
to detennine time frames, resources required, and work committee tasks.
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2. Gathering Infonnlltion I data

The next step is a situation aSsessmenl To acoorriplish this, the team must
understand the existing situation ofthe municipality by coIlec1ing available data from
municipal departmenls and by gathering additional data from the commoolty. These
data may include current departmental information such as available services and
their use, statistical analyses, surveys, interviews. and focus groups, and a review of
existing infrastructure.

This section explains how to prepare a comprehensive review of the physical,
economic, social, cultural and organizational environment of the municipality. This
step mayinvolve a fairamountofwork, butcan be mitigated ifmunicipalstalfcompiles
the information at the ouIset. As they organize the material to presentto the team. the
staff will also "buy-in" to the process. The Team can be divided into topical
departmental workgroups (transportation, social services) to help collect and review
the material. The level of detail of this step will be determined by the degree of
comprehensiveness ofthe process and the sizeofthe municipality.

2.1 Available Information

Physical Environment
Proper maps are critical to promote a better Understanding of the issues and the
interrelationship between various elemenlsofthe municipality.
Two seriesofmapsare necessary:

1. The limits of the area affected by the strategic plan. This series of maps will
include all of the detailed data (physical, economic, social and cultural
information) and, urban and rural planning sbalBgles; and

2. The larger area of the surrounding communities or areas that atrect the study
area and vice versa. The second series ofmaps do not need the kMII ofdeIaiI
of the strategic planning study area, but they will provide a oontext for the first
series and facilitate assessment and analytic discussions. Extra maps can
also be used asworking sheets.

The data should include information on: geographical features. land use and zoning.
natural resources, location of primary government and extemaI social services,
businesses, andwater. sewer, and road infrastructures.

Economic Environment
The economic environment data should be available from a variety ofsources. The
State Statistics Committee or the Ministry of Economic Development is a good
resource. The data should include information on: economic and resource base.
housing development, real estate development, trade area profile, employment by
employer, and unemployment.

Where detailed information is not available. the Strategic Planning Team wiI
determine the relative importance of the information and whether it is worth the time
and cost to acquire it. To facilitate discussion and clearerunderstanding, some ofthe
information should be relatively easy to transfer to someofthe base maps prepared in
the previous section.
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Social Environment
Similar to the economic environment section, the information should be available
from a variety of sources. A list of the topics to review are: population, labor force,
social services, community organizations and purpose, what population is served by
community organizations and social services, and schools.

Cultural
Identification of cultural attractions should include information about: history, historic
sites, museums, schools, theatres, and libraries.

Municipal Organization
To better understand the municipal organizational structure and how it operates, the
team should gatherthe following: -

• A list of the various municipal commissions and their reporting
structure.

• Expertise of the staff.
• Municipal resources: equipment, infrastructure, land, employees,

finance, budget, and municipal services.

By developing a greater understanding of the resources available, the team can more
easily formulate achievable plans.

Interest Groups
The Stakeholder Analysis will identify the important interest groups. KnOWledge of
how a strategic plan may affect other groups and how the groups may try to influence
the plan is critical information. It is necessary to involve others in the process.

2.2 Methods ofadditional data collection

After review and assessment of the available municipal data, it may be necessary to
gather additional data to fill identified gaps. The Strategic Planning Team should not
rely on only one method of obtaining further information. A combination of two or
more of the following methods is strongly suggested: surveys, interviews, focus
groups and public meetings from the public. Each method should include information
on the project's purpose and solicit views on the issues of importance to the
community.

All data available from the municipality and newly gathered for the strategic plan
should be disaggregated by sex, age, education, and, if possible, employment and
income. If previous municipal data is not disaggregated, this is an excellent
opportunity to begin. Without disaggregated data, it is not possible to understand
fully issues related to certain groups or to target services to the appropriate
population. When conducting a survey, interview, or focus group, random samples
must be selected from all population groups to be valid. Such data will save time and
money now and in the long run.

Further details about additional data collection methods are included in the Citizen
Participation chapter.
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Surveys
Surveys are an invaluable method of soliciting views, ooncems, issues and ideas
from various stakeholders. Furthermore, surveys provide an excellent forum to
educate and inform stakeholders of the nature and purpose of the sbalBgic plan and
to enlist their support. In many ways, this step may be key to the final success,
acceptance, and implementation ofthestrategicplan. Thescopeofthesbategicplan
and identified information gapswill determinethe necessityand extentofthe surveys.
Ifsurveys are to be conducted, the Strategic Planning Team needs to develop a listof
topics or key issues to initiate the consultative process. The team should be able to
identifyfive to ten key issues based on the information gathered to dale.

Using a random sample of the population, surveys or interviews can provide
statisticallyaccurate means ofmeasuring the opinions, attitudes, concernsand ideas
of the community or specific groups. Depending on the size of the community, a
decision can be made whether or not to conduct the survey by mail or tBIephone.
Smallerpopulations can be more easily t81ephoned. The numberofsurveys depends
on the siZe of the community. It needs to obtain some meaningful I1lSUIls within a
limited budget and should be defensible by the team. If telephone interviews 818
chosen, the team should hire people to conduct the interviews rather than to rely on
volunteers. senior high school or university students have often been suggested for
such situations.

In most cases, it is preferable to use pr8dominately-closed questions to which one
answer from a list is chosen. Umited use ofopen questions, in which the rs roo"lClent
answers in his or her own words, shortens the time requir8d to paraphrase and
analyze the answers. The order of the questions can also be important. Place the
questions that can be answered quicldy and easily at the beginning to allow the
respondent to become comfortable with the survey. The more dilllcult or complex
questionsshould be inserted in the middleand the end ofthesurvey.

More detailed information about survey methods and survey development can be
found in thecitizen participation chapter.

Asurveyshouldinclude the foIIowUIg steps:
1. Determinethe purposeofthesurvey. What isItthatyou wantto find out?
2. Preparea draftsurvey.
3. Identify the target audience from which the municipality wants to galI_

information. Whether a random sample or a specific group, the sample must
represent the population. Factors such 88 age and sex must be considered
and questions that ask about the services used by each population must be
included

4. Determine the method of survey adrninlsbatior'l (mail, phone, personal
interviews)and whowill be responsible foreach task.

5. If the survey is contracted to an outside organization, obtain competiti1/8 bids
from SB\I8I'aI firms.

6. If the survey is to be completed in-house, qualified personnel must be hired
to prepare the survey, analyze the data, and prepare a report. This can be a
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very time-consuming task and can cause considerable delay in receiving the
results.

7. Test the survey on a small subgroup of citizens to determine problems
understanding the questions, and coding the data.

8. Notify the community that the municipality will administer a citizen survey
and ask for their cooperation. Explain that the results will be shared with the
community.

9. Conduct the survey and analyze the results.

Interviews
If the team plans to conduct interviews, there should be two sets. The first group
should include the primary elected and appointed officials in the three levels of
government and may also include government representatives whose departments
or programs have a direct impact upon the strategic plan. The second group should
include key individuals in the community who have a high profile and are active in
community affairs. These individuals do not have to be limited to any particular group,
association or level of government and may include local business people, social
activists, retired politicians or anyone who is actively involved in community affairs
and local issues.

The interviews should begin with a short review ofspecific topics concerning the issue
at hand. The focus of the discussion should deal with the problems, prospects and
positive features ofthe community and solicit ideas or suggestions for the future of the
community from the interview. The interviewer should take notes throughout the
interview and summarize in point form immediately after the interview. The interview
should not last much more than one hour.

Focus Groups
A focus group is another name for a group interview or group discussion focusing on a
particular topic. A group of six to twelve persons is selected, and a facilitator gUides
the process. The individuals chosen for the focus group should represent a target
group from which you wish to solicit opinions. In order to ensure a representative
sample, three to four focus groups should be conducted. This method offers a better
understanding of the range and depth of opinions, beliefs and ideas from a target
group. To better ensure a representative sample, consider dividing groups by age or
gender. It may be the case that women prefer and can more openly discuss issues
withoutthe presence ofmen.

Focus groups are a qualitative research technique and are often used prior to a more
quantitative analysis. For example, the information gathered from a series of focus
groups may be used as a basis for the design of a survey. A trained facilitator is
required to guarantee coverage of and focus on the main points of interest. The in
person setting permits the exploration of unanticipated issues or problems that
people raise and draws out detailed responses. The meetings are either recorded on
aUdiotape for transcription and analysis or an individual is assigned to take detailed
notes.

The weakness of conducting focus groups is that they do require a facilitator who has
been trained or has experience in focus groups. The transcribing of the information
gathered and its organizing, categorizing and analysis can be a daunting task.
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Although the foaJs groups can provide detailed information and be fUdJemeIy useful,
they may not be representative samples of the population and theiel"or8 should be
interpreted cautiously.

3. NeedsAssessmentand o.velopmentofSbat8glc IssuesAnalysis

This step assesses the information collected above to identify, analyze, and prioIiIlze
strategic issues or problems. Throughout the data-gathering phase, the StJategic
Planning Team members will begin to acknowledge and formulate problems and
solutions. In this step, these initial thoughts win be discussed formally to ensure that
all issues and needs are analyzed and prioritized prior to adopting sbalegiBs to
resolve them. The primary method ofanalysis is SWOT, a technique that examines
the strengths, weaknesses, opportunities and threats of the municipality. TypicaRy,
strengths and weaknesses are assessed through an internal or organizalionallens,
and opportunities and threats look at the external or municipaUcantraI State
environment

The main point to remember in this section is to keep the analysis simple. OtherMse,
it is easy to become bogged down in too much assessment Ifthe discussions start to
lose their focus, the group may wish to examine some ofthe work already completBd
concerning the municipality's mandates, stakeholder analysis, the municipality's
values and mission statement to bring the item back into focus. Group disalSSion by
all members is importantto thesuccess ofthe plan, and in particular, to this slBp.

The identification of problems or sbalegic issues is a significant slBp in the sbategic
planning process. Once strategic issues are identified, the process is clearer and
easier to complete. This is perhaps the most exciting stage as well, because you can
expect healthy, productive discussion, especially when the team sets priorities. The
important point to remember at this stage is to focus on the identification of the
strategic issues, not on their resolution. Resolution is the next step. Many
management problems arise because a premature focus on solutions is incomplete
without full understanding of the problems and issues. Consequently thesba~
identified will not fully address or resolve the issue. Like the earlier stages, this slBp
needs a facilitatorto keep the procassmoving and on topic.

3.1 SWOT - Identification of Strengths, Weaknesses, Opoortunjties and Jhrea!s

The information gathered in the previous steps is organized, analyzed, and prioIilized
through a SWOTAnalysis (Strengths, Weaknesses, Opportunities, andThreats).The
process provides information on the municipal govemrnenrs and community's
strengths and weaknesses in relation to the opportunjties and threats it faces. The
Strengths and Weaknesses identified by the SWOT analysis generally refer to the
internal present state of the municipal organization and the convnunity while the
Opportunities and Threats are generally external and future oriented. These
distinctions are not always precise given the broad categories of municipal
governance and thecommunityat large.

The strengths andweakness' review should be conducted with as much objectivityas
possible. If the realities of the municipality and the government organization are not
reviewed honestly and openly the achievement of the plan's goals may be severely
limited.
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It is difficult to learn about ourselves if we are not willing to be critical of our own
behavior. Therefore, at this juncture of the process, the Strategic Team Members
must be willing to check their egos and concerns about protecting their "own turf' at
the door, and be willing to have very frank discussions.

Therefore, strategic planning finds the best or most advantageous fit between an
organization and its environment. The analytic exercises listed after the SWOT
analysis are used to initiate and strengthen the SWOT analysis and identify strategic
issues or problem priorities. These techniques: individual analysis; subgroup
analysis; "organizational highs, lows and themes" exercise; and the "snow card"
technique may require more than one meeting because of the amount of information
to cover.

A SWOT uses the brainstorming technique (see below) and is based on two
perspectives:

IntemaIAnalysis(StrengthsandWeaknesses): Analysis of the assets and
advantages and liabilities and problems ofthe community.

Strengths:
• What do the municipality and the community does well?
• What are the assets?
• What are you proud of?

Weaknesses
• What do the municipalityand the community does poorly?
• What are the disadvantages ofthe community/municipality?
• What decisions, events, and actions should not happen again?

ExtemalAnalysls (Threats and Opportunities): Identification and evaluation ofthe
primary opportunities and threats of the external environment that can or cannot be
influenced by the community. The external analysis examines possibilities, benefits,
dangers. and unintended consequences or positive and negative assessments of the
future.

Opportunities:
• What can be done better?
• What does the future hold in your department or field of interest?
• What changes can you influence?

Threats:
•

•

64

What are the constraintslbarriers to improved municipal performance
and a livable city?
What are areas in your municipality or community in which you have no
influence?
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SAMPLE SCHEMATIC ANALYSIS

STRENGTHS WEAKNESSES

MUNICIPAL GOVERNMENTASSETS
Poor decisions, infrastructure, poor

GOOD DECISIONS planning, lack of funds

Human resources: labor, family;

Man-made resources: roads, utilities,
schools, public services;

Natural resources: land, minerals, water,
relief, etc.

OPPORTUNmES THREATS

External factors to the community, with a Problems, obstacles, constraints that
favorable impact. Can influence hinder community development

National and local legislation, policy
ExtemaI factors to the community,

with a negative impact. Cannot
Future trends to capitalize on influence.

Global Market, economic factors at the
national/global level

In the planning process, the opportunities are turned into goals and objectives. The
identification ofweaknesses and threats is the first step to find solutions. The strengths
are the resources upon which we build the solutions.

Following the SWOT analysis, it helps to conduct a short cost-benefit analysis. To
complete, the team must very carefully calculate all the costs involved, including those
ofdestroying resources oropportunities. Forexample, in the caseofapolluting industry
located in a tourist area, the cost of the investment should be compounded by revenue
lost from tourism, landscape destruction and health impacts, plus the possible costs of
intervention in case ofaccident Will the benefits generated by the project compensate
all these costs? Is the riskworth taking?
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It is difficult to learn about ourselves if we are not willing to be critical of our own
b~havior. Therefore, at this juncture of the process, the Strategic Team Members
must be willing to check their egos and concerns about protecting their "own turf' at
the door, and be willing to have very frank discussions.

Therefore, strategic planning finds the best or most advantageous fit between an
organization and its environment. The analytic exercises listed after the SWOT
analysis are used to initiate and strengthen the SWOT analysis and identify strategic
issues or problem priorities. These techniques: individual analysis; subgroup
analysis; "organizational highs, lows and themes" exercise; and the "snow card"
technique may require more than one meeting because of the amount of information
to cover.

A SWOT uses the brainstorming technique (see below) and is based on two
perspectives:

InternalAnalysis (Strengths andWeaknesses): Analysis of the assets and
advantages and liabilities and problems of the community.

Weaknesses
• What do the municipality and the community does poorly?
• What are the disadvantages of the community/municipality?
• What decisions, events, and actions should not happen again?

Strengths:
•
•
•

What do the municipality and the community does well?
What are the assets?
What are you proud of?

.,
> ~

ExternalAnalysis (Threats and Opportunities): Identification and evaluation ofthe
primary opportunities and threats of the external environment that can or cannot be
influenced by the community. The external analysis examines possibilities, benefits,
dangers, and unintended consequences or positive and negative assessments of the
future.

Opportunities:
• What can be done better?
• What does the future hold in your departmentor field of interest?
• What changes can you influence?

Threats:
•

•

64

What are the constraints/barriers to improved municipal performance
and a livable city? .
What are areas in your municipality or community in which you have no
influence?
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The Team or sub-group brainstorms on one of the SWOT issues and lists their idees
on a worksheet Upon the completion ofthis list, the team reviews the items and picks
the best five to ten items for that round. After repeating this process fOr the four
categories, the team or subgroups will list the items for each SWOT calegoiy on
separate pieces of paper or cards. The cards are collected and attached to the wall,
dustering the cards with similar themes (snowballs).

The entire team will then name the theme or category for each duster. As the team
disa.rsses the various dusters, they should determine whether they are a good fit,
whether there are other sub-categories and if there are any linkages from one
category to another. The various snowballs should be arranged in order of priority.
This can be achieved through a group discussion of the ·snowballs.· AItemativeIy,
each of the members of the team could be given seven to ten dots and be asked to
place one dot on each item they consider to be the most Important Once the issues
have been ranked, the cards should be collected and prepared in the SWOT
categories in orderof importance.

3.3 IndividualAnalvsis ofSWOT

Another method is to ask individual team members to conduct a personal SWOT
analysis. After individually creating lists from each SWOT category, the members
meet and each member reviews his or herfindings, observations and conclusions.At
the meeting, a facilitator will be required fOr the review of the individual lists. Each of
the strengths, weaknesses. opportunities and threats should bedealtwith separatBIy.
Usually, it is quite helpful ifthe items are listedon the wall, so that they arevisible toaI
members. Ifone individual raises an item, there is no need to rep eat it The facIilatDr
should keep the discussion focused on one issue at a time and move the discllSSion
along. Upon reviewing all of the lists, a final list should be prepared with items
modified or expanded as necessary. It is common to have an item that may be listed
as both a strength and a weakness oran opportunity and a threat Forexample, if it is
determined that many people prefer to shop in anothercommunity, a threat would be
perceived. However, it could also represent an opportunity, because the purpose of
thetrip is to buywhat is notavailable locally.

The advantage of the individual method Is that individuals are less IbIy to be
constrained by comments or ideas of other team members, and it may facilitate a
greater flow of ideas. The disadvantage of this method is that the ideas ofone often
provide the spartc: needed by others in order tobuild on previous suggestioi\s.

3.4 Orqapizatinruol Highsand Lows

Used to strengthen the pi esent and future analysis of the SWOT, this 8lt8iclse
examines the past to understand what worked well and what did not. As a result, the
Strategic Planning Team should focus on what the municipality should do dilrerenlly
soas to not repeat the same mistakes.
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As in the SWOT analysis exercise, the Strategic Planning Team will need a room with
a large wall (or black board) that can be covered with large sheets of paper to make
one large sheet. This should be divided into top and bottom halves, representing the
highs and the lows. At the far right draw a vertical line to represent the date for today,
at the far left-hand side draw a similar line representing how far back in time the team
wishes to examine (usually five to ten years).

Each member of the Strategic Planning Team should list on small pieces of paper all
of the municipalities "highs' and "lows" within the time frame. The list may include the
arrival or departure of successful and not so successful leaders, successful or
unsuccessful management programs, useful or unworkable ideas and beneficial or
poor decisions. Each item should be dated, and labeled as a high or low and placed
accordingly on the wall sheet. The group then identifies common themes relating to
the highs and the lows orto both.

The themes are analyzed in terms ofthe following questions:
~ What strengths have the municipality relied on to deal with threats, to

take advantage ofopportunities? Which were ignored?
~ What weaknesses inhibit the municipality from managing threats and

opportunities? What has been done about them?
~ What opportunities has the municipality experienced? Which were

taken advantage of, which ones was the municipality unable to take
advantage ofand why? Which ones were ignored?

~ What threats did the municipality face? Which were handled
successfully, unsuccessfully and which were ignored?

The answers to these questions should identify patterns in the relationship among the
strengths, weaknesses, opportunities, threats and themes. In particular, pay close
attention to what the municipality's strategies have actually been rather than what has
been voiced in official statements. Based on previous history, the Strategic Planning
Team should project what they would like to see in the future and what new themes
the team would like to see. This step should take place no more than two weeks after
the SWOTAnalysis while it is still fresh in the Strategic Planning Team's minds.

The information gathered by each of the above exercises will complete the needs
assessment and identify the strategic issues or problems to be addressed. Answering
the following questions can identify the main problems:

~ What is the issue or problem that the municipality can take some action
about?

~ Who considers this to be an issue?
~ What makes this an issue in terms of the SWOT analysis?
~ What would the consequences be ofnot addressing this issue?

The first priority is to ensure that the problems or issues listed are those the
municipality can address. Otherwise, it is not a strategic issue for the municipality but
an issue for another organization such as the provincial or central level of
government.
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At this point, the Strategic Planning Team maywish to present the sbategic issues to
council and at a public meeting. By informing the council and the public about the
process, the relevance and the ranking of issues can be openly disa1SSed. If there
are major differences or other issues identified, the Strategic Planning Team has the
opportunity to reevaluate their issues and, ifnecessary, modifythem. In the long term,
this will also increase a greater "buy in" or acceptance of the work of the Strategic
PlanningTeam.

4. Developing goals, objectives and actions to resolve problems

The strategic issues are the identified problems to resolve. Strategic Planning Team
members must now develop a mission, overall goals, specific objectives, and action
steps that, ifachieved, will resolve the issue orproblem.

4.1 Articulating the Mission orPurpose ofthe Municipal Government

The strategic planning process clarifies why the municipality exists and helps to
prepare a clearly articulated statement of purpose. The mission or statement of
purpose should be written in a short paragraph that explains why the municipality
exists, what services are provided, and its hopes for the future.

4.2 Overall Goals

Goals are the results the municipality hopes to achieve by working to resolve the
strategic issues or problems. Goals are long term and stated in general terms about
whatwe hope to happen in the future.

To write the goals, identify the practical altematives or visions the municipally might
purse to address each strategic issue. For each strategic issue there may be more
than one altemative to resolve the issue or vision. At. this stage, the team is
encouraged to be innovative and unrestrained in their formulation of dynamic
alternatives and visions. For example, an important clusterortheme identified by the
SWOTand the snowball method is economic development and the inability to atbad
business, industry, and/or retail firms. Thus, the overaH goal may be written " to
achieve economic diversity and self-sufficiency by attracting business, industry and
retail firms."

4.3 0biectives

Identify the objectives the municipality will pursue to work toward achieving the goals.
Objectives are more specific and targeted than goals and address
the short term. Each goalwill require more than oneobjective.

For example, if a strategic issue is the inability to purchase children's clothing in the
city, the stated objective may read:

• To recruit an entrepreneur to open one children's clothing store in the
centercitydistrid by December30,2004.

The objective answers the questions: what and when. The objective must also be
SMART:
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• S specific/concrete (children's clothing)
• M measurable by numbers (one store)
• A achievable (feasible, can the community sustain the store)
• R realistic (resources of the community can make this happen)
• T - timebound (completed byacertain date December 31 ,2004)

Developing SMART objectives will help to determine whether they are realistic or
attainable and identify the barriers to the achievement of suggested goals. However
innovative and dynamic the goals may be, this step provides a "reality check." What
would prevent the achievement of these goals? Barriers could include, for example,
lack of resources (economic and expertise), physical constraints, and conflicts with
other municipal goals and objectives.

4.4 Action Steps

Action steps answer the how question. For the objectives that are achievable,
identify the action steps which existing staff must undertake to implement them. The
resulting action plan should be a self-contained worksheet for each objective.

An action plan includes:
» The tasks, in the sequence in which they will be undertaken.
» A realistic schedule ofeach task.
» Expected results ofactions or tasks.
» Who orwhat organization is responsible for each of the tasks.
» Necessaryfunds, including identification offunding sources.
» Monitoring process and benchmarks in evaluating progress.

Responsible staff from municipal departments or organizations should be included in
this step.

Throughout this step of the process, it is important to remember what resources the
municipality has and will require to achieve the objectives. To complete the process
described above, use of the snow card technique may generate innovative
responses. This method allows for relatively large groups to become involved in the
process. Second, it keeps people from immediately jumping to final solutions, without
examining all possible altematives. Third, it keeps people from over evaluating their
ideas and maintains a balance between idea creation and evaluation. Fourth, it
encourages people to focus on where they are and where they would like to be. By
using the seven-step strategic planning process, a number of potential conflicts may
be avoided. Each step provides a filtering process and can eliminate alternatives or
visions that are not feasible. In other words, there must be a balance between what
the municipality intends to do, what is needed, and what is feasible.
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Action Plan

Objective:'----------------------

Tasks Task Start Task End
Date Date

I
!
I
1

!

! I

5. Adopting the Strategic Plan Document

The work mustnowbe incorporated into a document to present to the council and the
public. To organize the document, chapters could be divided into an introduction and
onefor each oftheseven-step process.

When compiling the elements of the Strategic Plan for presenlation to council.
community. or funding source. the Strategic Planning Team has to select the proper
fonnat and content of the proposal to help assure initial suc:oess. Some of these
components should include attractive packaging, concise. easyto-ntad materials in a
logical and comprehensible form. Above all else. it should not be too technical. The
StrategicPlan should present itselfas an effective marketingproduct.

Prior to any public meeting, the team should hold a special informal meetiilg with the
council to afford them the opportunity to review the document, ensure understanding
and acceptance. and explain the planning process. Although this step is important.
the majority of council members should be included in the process itself. Again, the
Strategic Planning Team has the opportunity to modify the document to address any
issues that were overlooked. to reinvestigate any strategies if required or to address
specific concerns ofany individual orgroup ofcouncilors and stakeholdels. This final
consultation with the public and council should also encourege a greater~
of the Strategic Plan. Remember that public meetings require a two weelt notice.
Prior to any meeting, itmay be advisable to brief the members of the press to ensure
theyalso have afull Understanding ofthedocument

For the first public meeting, it is beneficial to invite repreSBulatiwes of all the local
media and national press correspondents. They may be approached as observers.
moderators, or even participants. " is a good Idea to suggest to the journalists that
media coverage ofthe plan is an imporlantfactor to itssuccess.
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6. Implementation

To successfully adopt the Strategic Plan, the Strategic Planning Team should meet
with the primary departmental directors or managers of the municipality to share the
action plans and delegation of tasks. Although many of the directors will have
participated in the process, a review to ensure acceptance is necessary. In practice,
correct implementation means meeting the objectives with the expected reSUlts, at
the appointed time and with the estimated use of resources.

The various municipal departments or other organizations should complete the final
detailed action plans where applicable. Implementation involves more than just well
prepared action plans. The key to implementation is to find an appropriate method of
coordinating the many individual action plans, while maintaining the "team" concept.
The implementation stage has flexibility built into it, because there may be some
objectives or action steps hindered by a shortage in financial or employee resources.
Therefore, it is necessary that the department or committee in charge of the program
respond quickly and effectively to resolve the issue.

The value of assuring appropriate implementation procedures is the
institutionalization of the strategic plan. It is critical to develop a firm organizational
and financial foundation of support for the strategic plan. Strong linkages need to be
made with organizational and programmatic entities designated to carry out the plan.

The implementation process should:
~ Continue to use the Strategic Planning Team in an advisory capacity.
~ Continue to lobby all departments and external organizations for

programmatic support.
~ Continue to involve the community in implementation activities.
~ Continue to identify new key actors in the community for support.

7. Monitoring and Evaluating

Once council adopts the Strategic Plan and implementation begins, the process is not
complete. Because municipalities do not exist in a static environment, strategic
planning is a process that adapts to changing local conditions. The monitoring
process encourages managers to continually identify new problems and trends, find
new solutions, measure progress and develop new objectives as necessary.
Evaluation assesses the plan in the longer term and determines whether or not it has
met its goals and objectives. Evaluation is a more detailed analytic focus that can be
conducted periodically and certainly at the projected achievement date of a project
objective. Monitoring and evaluation activities generally help to ensure that projects
are effective and on track, justify the costs involved, determine ifadjustments need to
be made, and assist in promoting the project's success throughout the community.

At this point, the Strategic Planning Team may wish to form a three to five member
Monitoring and Evaluation Team to monitor continuously and to conduct mid-term and
final evaluations of each goal and objective. Annual evaluations should be presented
to Council. The action plans for each of the objectives are the basis from which
monitoring and evaluations plans are developed.
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Has the feasibility ofprojects now been determined?
Do changes have to be made to projects as a result of the feasibility
assessment?

7.1 Monjforing

Responsibility
> Have those identified as responsible for this project participated as

expected?
> Is additional support required to coordinate the project?
> Is additional direction or help required to allow those responsible for

achieving theirobjective more effectively?
> Are changes required regarding responsibility for the project?

Feasibility
>
>

Resources
>
>
>

TImetable
>
>

Are thekeypeople participating?
Are additional key people required to participateat this time?
Are the finances sufficient?

Is the proposed schedule being followed?
Have the actions that were identified to be completed at this point in
time been completed?
Should the timetable beadjusted?

7.2 Evaluation

• Progress of objectives
• Achievement of annual objectives
• Implementation of activities
• Effectiveness

• Outcome
• Cost - Effectiveness

For example, did the community open a children's clothing store by the specified
date? Is the store attracting local business? Ifnot, why not?

eo Sum....ry

The purpose of this document is to improve understanding of the Sbal8gic Planning
Process and provide a potential model for a municipality to follow if they wish to
embark upon the process by themselves. As noted previously, the municipality may
wish to consider hiring a consultant to guide them through the process and act as a
facilitator at various stages. In this case, the document should provide the
information to better evaluate potential candidates to best suit the needs of the
municipality.
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6. MUNICIPAL BUDGETINGAND SERVICE DELIVERY

a. Budgeting and Service Delivery

This chapter discusses the important roles that budgeting and service delivery play in
the success of a municipality in serving its citizens. These are the key elements of
effective financial management and are tools that can help make the most of even
scarce resources. Ensuring proper financial management is the most important
responsibility of councilors. The primary responsibility in this regard rests with the
municipal executive staff and department heads. However, as the elected
representatives of their constituents, all councilors are ultimately responsible for
ensuring that the municipality's financial resources are allocated according to the
needs and aspirations of the electorate. Councilors also have a mandate to ensure
that these funds are not abused or wasted. In this regard, it is important to establish
proper accountability and control over municipal funds and to carefully plan for the
delivery ofservices.

1. What is Financial Management?

Financial management consists of a number of processes. In general, the following
processes relate to financial management in municipalities:

• Budgeting: Worl<ing out what revenue the municipality will get and
balancing this with planned expenditures by preparing detailed budget
and capital plans and forecasts.

• Safeguarding: Putting in place controls to ensure that the revenue,
capital and assets (such as money, motor vehicles, computer
equipment) are safeguarded against misuse, damage, loss, or theft.

• Monitoring: Monitoring the budgetary and service delivery
performance of the municipality through regular reporting, and
undertaking corrective action when needed.

• Auditing: Reporting financial results to all stakeholders by preparing
municipal financial statements at the end ofeach financial year.

The municipality's objective is to guarantee that the highest quality services are
rendered at the lowest possible cost for the benefit of all residents, taxpayers,
employees, and business owners. A good financial manager is someone who can
assist the municipality to achieve this objective of good governance. Councilors
should always have the right to discuss, ask questions and make recommendations
to the council about the best ways to generate income, to keep costs down, to prevent
corruption and to safeguard the assets of the municipality. That is good financial
management!

2.' The Importance of Effective Financial Management

Effective financial management can help the municipality to transform its local area
into a better place in which to live and worl<. Most councilors and members of the
public know what municipal services they would like to have in their area. One of a
councilor's greatest responsibilities is approving and regularly monitoring a bUdget
that provides money to implement these aspirations. When councilors formulate
policy, they set the broad framework within which decisions and actions are taken.
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Wdhout funds to implement the policies, councilors will not be able to -make a
difference· or to serve their communities well. This means that councilofs should
realize the importance ofeffective financial management, which ensures that thereare
funds available to implement council policies. This is a great responsibility as
municipalities manage large amounts of money and deliver services that atred
people's daily lives. Councilors, therefore, all have to maketough budgeting decisions.
prioritize spending, and ensure that funds are managed carefully, transparently and
honestly.

b. The Budgeting Process

1. The Municipal Budget-The Big Picture

The municipal budget is essentially a plan that states what activities the municipality
intends on undertaking in the forthcoming financial year, what each of the planned
activities will cost and what income will be necessary to pay for them. The Chief
Executive ofthe municipality (the Chainnan of the Council) and the d&pcubii8l1t heads
should prepare an annual budget with broad input from the public and the Council and
present it to the Council fortheirapproval. The executivedepartmentshould makesure
that the budget is prepared in advance ofthe new financial year so there is ample time
to review it and discuss it. The budgetshould contain the following elements and basic
infonnation, which will bediscussed in furtherdetail in sections2.2-2.5:

• An annual budget for approval by council, including ii ibmation about
operating incomeand expenditure.

• The implications for taxes, rates and service charges on this income
and the related expenditures.

• A capital program, which reflects the SOUIt:8 offunding, as well as future
operating and maintenance costs for investments into municipal
infrastructure(for example, roads, buildings, sanitation improvements).
A capital program is a longer-term strategic plan (more then one~)
showing what the municipality intends to invest in and improve in the
future.

1.1 The BudgetMustBe Balanced

A municipality is not entiUed to budget for a year-end deficit (having expendiIures
greater then revenues). Municipal officials may only incur expenditures as &gI sed
upon in the approved budget A municipality should not carry out its functions and
duties without proper budgetary procedures and an analysis of revenues and
expenditures. One individual or department in the municipality should be given the
primary responsibility for municipal financial management and reporting. Theyshould
ensure that:

• A draft budget is prepared at least four monUIS before the beginning of
the financial year.

• Allowfull accessto the budgetby thepublicand interested stakeholders.
• Provide regular financial reports on the status of the budget for the

Council and the public on a regular basis during the financial year. A
report should be done at least four times during the financial year
comparing revenues to expenditures, and pieferably lOOiiUIIy. The
municipality MUST ensure that the budget is balanced at the end ofthe
year.
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It may have to either cut expenditures andlor raise revenue during the
financial year to ensure that the municipality does not have a deficit at
the end of the year.

1.2 Finding Budget Staff

It is important to assign dedicated individuals to the budget planning and service
delivery process. Based upon the international experience of others it may be easier
to find appropriate staff than you might think. According to International Budget
Projectofthe Centeron BudgetandPolicyPriorities:

"It is common for groups to have some difficulty in finding the right individuals to
work on budget issues. If one can find individuals with specific training and
work experiences in budget issues, that is of course helpful. This could be
someone who has worked at the Ministry of Finance, or professionals like civil
servants, auditors, and accountants. But groups do not always have such
options, and they may be concerned that since budget work can be technically
difficult they will be unable to build up their staff. These concerns can be
overblown. It is a myth that the only individuals who can effectively conduct
budget work are trained economists who have worked in the Ministry of
Finance. The director of one of the more experienced budget groups, for
instance, has remarked at several international meetings how he was able to
find the best people for his organization once he learned this lesson, and that
his best budget staff includes individuals with backgrounds in areas such as
philosophy. So try to find individuals with strong analytical and communication
skills, and trust that over time they can learn about budget issues and become
effective."

2. The Financial Year

The financial year of a municipality runs from January 1 of one year to December 31
the same year. The municipality must prepare a bUdget for each financial year. The
Council must approve this budget before the new financial year begins, after proper
consultation with the public, all committees and departrnents, and other stakeholder
groups. In other words, the budget for the financial year beginning in January 2004
rnust be approved before the end of December 2003. The draft budget should be
ready several months before this deadline so that it can be reviewed and discussed
by all stakeholders. Councilors should look carefully at the parts of the bUdget that
affect the people in their area. All members of the community must have the right to
attend and observe all of the Council meetings where the budget is debated and voted
on.

3. Operating Budget and Capital Budget

Municipalities need Two Types of Budgets - Operating and Capital.

Two types ofbudgets have to be prepared an operating budget and a capital budget.
To understand the process ofbudgeting, it is important to explain these two concepts.
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The operating budgetdeals with ctay.to.dayCOIIIs,IIld spec:1IBBwhatexpendiIures
the municipality wII inaJl' .anet" ., •• ,,".~""'" InanciaI year.
Operating expendiU!fecls~coi ' .. " ".,' •• .....: 11.I""'ich ther8wi1 be

:=~~~::=,~= ."".;.~'::,., ..:;,' ,:rn=,~.:;
~~n~~:=~:~~~~,U~~:t:
fees, rental ofmuniQpaI~,!aQdS,,~~~the90vell"i181lt.

The capital bud9et.,· oft fteolhi ~nc.''! ,: ,',' ....., ; 1ft, aside, for long-term

~..~itS_i:'-~
plannedinthatbudqetyepr foreJlarp,..;u~f:: :.: .ofRJiliitsandbuildings,and
the purchaseofvehiF/es pswell,ps III~nt~~i

The capital and o~",",-b""I~I.·I"ot .,~must be
made under the~~~~I :,'..... of loans to
build a new school or to build i i'o8d. ". alllbnlq·:. intenance and
generate additional operating costs. Thtis8:oosl$ mustbe careft.11y considered when
planning projects.

Another way to pay for Cli!IpitaI iteIin~1l ~. 1 ,~11IP is tol8t allide some funds

each year until enough 1ta"S been ted,i'",',', 'the='~m••mpney is saved inacapitalreservefund. Forexam letth' qrj ., ~~afiretruck,but
cannot afford to purchase it in a single . " "ng ,., H<wIIever. it may be
able to set aside funds for a few years ",n" ','" , is $aveP .. purChase the truck
outright ., : ) ,: '

I ,; I U" ,J,';,;,:

The costs associated with the servicing QfldP~or~inga qa.,.. reI-wfund, and

=ra~~~~~"::r:n~~~,,!~'=~1t=I!~~
::n===~~C:~i'd'',', ~~~~"~t:==
than one year itshould form part~ 0 " ~fu, ~dlstindion is
that operating expenses are fina , !" " incqme;,}1ec:fpital expenses
are typically financed from loans 01' • ,I!~ " pets." I,

.1_
'

I !

The capital budget and operatir,y"~~I
together. This is important beca p~

muniQpality's capital budgetwillinl QtlllM«**
operate the muniQpaIity's assets , ~I ifa nici lily decides to
purchase a fire truck, the money,~ ! • 'i ~ I but the
money to pay for the salaries of!' !I t fil'n from the
operating budget As will the contri~ to, I nd i the years prior
to the purchase or the interest and I ! n MOre . if municipality
deQdes to borrow the money toPUrchase,i , ,.~ ,. "

I i
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Because capital expenditures impact the operating budget, it means that less money
will be available in future years to undertake additional capital projects or other
operating expenses will have to be reduced or revenue will have to be increased.

4. Main Sources ofOperating Budget Financing

The municipality derives most of its operating income from land and property taxes,
mine taxes, rental of municipal property, service charges for water, electricity and
other municipal enterprises, and subsidies from the government. When approving the
bUdget, Councilors must decide whether to increase property rates and/or service
charges. They must balance the need to incuradditional expenditure with affordability
considerations, as ratepayers and citizens may not be able to pay higher rates and
charges. Councilors should ensure that the municipality does not plan to spend more
money than it can realistically expect to receive in revenue. Conversely, Councilors
and the municipality should be constantly searching for new sources of revenues so
that the scope of municipal services and the quality of life of its citizens can be
improved. There are four main types of revenue sources that provide the foundation
to pay for expenditures.

4.1 Taxation

All local taxes that are allowed by law should be reviewed and studied by the
municipality. People and businesses that own fixed property in the municipal area
land, houses, factories, and office blocks are charged propertyand land taxes. There
are a variety oftaxes that are allowed. In general, taxes are used by the municipality to
pay for general services, which cannot easily be charged to a specific service user.
For example, the costs of roads, parks, or education are for the use of all the citizens
of the community.

4.2 Service and User Fees

Forspecific services that can be charged directly to a house or factory, the principle of
"user pays" should be adopted. In other words, where the exact usage of the service
can be measured the cost of the service is charged directly to the person who actually
uses the service. This is the case with services such as water and electricity. Also
included here would be the revenue for the rental of municipal property, which may be
a significant source of local government revenue. However prior to the long-term
rental (or sale as mentioned in paragraph 2.4.4) of any municipal asset occurring it is
very important that proper procedures FIRST be established to ensure that the
municipality receives the FULL marketvalue forthe lease (or sale) of the asset.

4.3 Intergovernmental Transfers and Donations

Presently the largest source of revenue for municipalities is the money that is
provided by the State government each year. This is considered an
intergovernmental transfer of funds from the State to the municipality. Nationally the
State government provides approximately 50% ofall local government expenditures.
Other donations and grants may also be considered part of this type of revenue
source if it can be reasonably counted on to be there on a long-term basis.
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4.4 Non-reaming BevenueSources

These are revenue sources thatonlyoccuronce, suchas the saleofmunicipal assets
like land, buildings, or mineral rights. As mentioned in paragraphs 2.4.2 it is very
important that properprocedures FIRSTbe established beforeany municipal asset is
sold or disposed of. Other types ofdonations that are one time only in nature should
also be included here. It is very important that one-time revenues not be used to
balance the annual budget It is a best practice to set aside one-time revenues to
aeate a reserve fund (or a so-called "rainy day" fund) to provide financial pnJt8ctiUil
against an unexpected expenditure such as the sudden failure of a community
artesian well, or perhaps a natural disaster. Often the proceeds from the sale of a
municipal asset are required to be set aside to be used only other municipal capital
needs. For example, the municipality may choose to sell off a parcel of land and
subsequenUyusethe proceeds for construction ofa newschool.

2.5 Main SourcesofCapital BudgetRnancing

5.1 External sources

Sources offunds for capital needs include the following:

Extemalloans: To finance capital assets, municipalities often make use of kalS
from financial institutions. However, this is a very expensive form of financing due to
the relatively high interest rates. It should only be used to finance the purchase of
major capital items such as roads, bridges, water and sewerage purilication works,
and electricity reticulation works; and only when a long-term recurrent source of
revenuehasbeen identified to payoffthe loan.

Leases: A number of financial institutions specialize in leases. These institutions
acquire assets and then lease them to municipalities. At the end of the lease period
the municipality can acquire the assets at a nominal fee should it choose to do so.
Municipalities may also use this method to raise capital by entering into a leaseback
deal, offering theirexisting uncompromised assets assecurity.

Gonmmentgrants: The advantage ofthis source offinancing is that the purchase
ofthe capital item will not be charged to the opetating budget However, this is not a
significant financing resource for municipalities as the State government itself has
limited financial resources.

Donations and publIc contI1butIons: Local and foreign donors may sometimes
donate a capital item or money to be used specifically for the purchase of a capital
item. They maywant their sponsorship to be publicly acknowledged. The advantage
to the municipality, in this case as well, is that the purchase of the capital item is not
charged to the operating budget
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Public-Private Partnerships (PPPs): Capital costs can be paid for by means of
partnerships between the private sector and the municipality. In most cases the private
sector partner will have a profit motive relating to the services being financed, so the
terms and conditions must be carefully defined in order to protect the community's
interests. For example, a corporation that wishes to mine minerals locally may be
willing to build a regional road network in order to improve access to the mine or to gain
access to municipally owned land for mining purposes. The advantage of this type of
financing is that the capital requirement and sometimes the maintenance is financed by
the partnership, and thus has no effect on the capital and operating budgets. Another
benefit is that the municipality may be assured of high-quality service and commitment
from the partnerdue to a vested interest in the success of the business enterprise.

5.2 Internal Funding Sources

capital Reserve Funds: Many municipalities have internal ·savings funds" such as a
capital reserve fund as mentioned in paragraph 2.3. Most of the surplus funds (funds
that were not expended) at the end of a financial year are usually appropriated to
specially created funds like this. The more internal funds it has, the less dependent a
municipality becomes on the capital market. As previously mentioned in paragraph
2.4.4, a capital reserve fund is a very good use of one time revenues such as the sale
ofa parcel ofmunicipally owned land.

Contributions from revenue: The total cost of a capital item can be paid for from the
operating income in the year of purchase. This financing source is known as
·contributions from revenue". In most municipalities, this source of financing is used to
pay for smaller capital items, such as one or two pieces of furniture and equipment. As
no interest is payable, this source of financing is considerably cheaper than external or
internal loans, but not many municipalities can afford to finance their total capital
bUdget from operating income. Additionally, a municipality may set aside funds for
several years from the operating income in the operating bUdget to save up the money
in a capital reserve fund until it has enough money to purchase the asset. (see
paragraph 2.3)

c. Approving the Budget

1. The Importance ofthe Budget

The approval of the budget is one of the most important tasks undertaken by
Councilors. The reason for this is that the budgetwill:

}> Display the vision by reflecting the council's policies and objectives,
which should be included in an integrated development plan;

}> Show how much it costs by specifying the taxes, fees, and service
charges that the community will be required to pay their municipality;
and
Set it in motion by authorizing municipal departments to incur the
expenditure indicated in the budget.

Therefore, it is important that councilors carefully consider the budget and its
implications before it is finally approved. Councilors have to help decide which are the
most important priorities of the municipality, how much money should be allocated to
each of these, and howto raise the necessary funds to pay for it.
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This mayseem like an overwhelming taskbecause ofthe sheervolume ofiilbmation
contained in the draft bUdget, but once it is organized in a standard format it becomes
manageable and understandable.

2. Factors to be considered

Priortoapproving the budget, councilors need to consideranumberoffactors:
• income and expenditures
• surpluses and deficits
• legal considerations
• available resources
• taxrates
• affordability
• impacton business
• the extentofClOSS subsidization
• ability to collect revenue
• comparisons with inflation
• cashflow
• comparisonswith the privatesectorand othermunicipalities
• overall expenditure
• value formoney

These factors arediscussed in moredetail below.

2.1 Incomeand Expenditure

An important part of the budget approval process is a review of the various Hoe iI8ms
of income and expenditure. Councilors should question any amounts which do not
appear reasonable or which are significantly different to the previous year's budget
However, councilors need to be careful when requesting changes to the various
items. Reductions or increases in expenditure can result in departments not being
able to fulfill their activities. Forexample, if the streetcleaning dep8i bI i8I1t's budget is
changed by reducing expenditures on brooms and refuse bags, employees may not
havesufficientequipment to undertaketheir responsibilities.

2.2 Surpluses and Deficits

Adeficit occurswhen expenditures exceed Incomeduring the financial year.AsurpIus
is the opposite ofa deficit and occurs when income exceeds expenditures. The moat
Important financial responsibility that municipal officials hava Is to avoid a
deficit at tile end of tile financial year. It is very important to make oonections
throughout the year to ensure that the municipality ends the financial year with a
balanced budget (see paragraph 5.1, "The Necessity for Corrective Action,.
Municipalities should keep records of all surpluses and deficits that have occurred
each year, from the date the municipality first began operating to the latest financial
year-end. Ifthe total ofall surpluses in previous years exceeds the total ofan deficits,
therewill be an inappropriatesurplus moneythatwasallocated butnotused.
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However, ifthe total ofall deficits in previous years exceeds surpluses, there will be an
accumulateddeficit.

2.3 Legal Considerations

The "Law of the Azerbaijan Republic on the Basis of Municipal Finance" governs the
municipal finance and budgeting practices of municipalities. Legislation presently
prohibits municipalities from budgeting for deficits. In other words, it is illegal to plan to
spend more than you plan to collect. Another legal requirement that needs to be
considered by municipalities is the budget for next year must be approved by
December 25'" ofthe current year. The municipality must also take into account all of
the budgetary guidelines required in the legislation as well as those that are issued by
the State government. These guidelines state the maximum and minimum rates of
taxation, the calculation for the amount of intergovernmental assistance (see
paragraph 4.3 above) expected from the state govemment, as well as other important
requirements. Municipal budgets must also be approved in accordance with the rules
defined by the individual municipal charter.

2.4 WhataretheAvaiiable Resources?

The first step in preparing a budget is to estimate the income that will be received.
Once this has been done, a comparison to budgeted expenditures should be
estimated. Budgeted expenditures must be equal to or less than the budgeted income
in order to avoid eventual insolvency. However, one of the starting points when a
municipality prepares its budget is a determination of how much it will cost to deliver
services and undertake planned activities. Once the municipality has determined the
budgeted expenditure, it can be compared to the revenue requirements to support it.
If councilors are either reluctant or unable to increase estimated income to prevent a
deficit, then estimated expenditures must be reduced. It is bad financial management
fo~ estimated expenditures to exceed the budgeted income. In other words,
municipalities should not plan to spend more money than they will receive in income,
norshould they rely on one-time sources of revenue.

2.5 Setting the Tax Rates

The law defines the minimum and maximum tax rates on land, property, and mining
taxes. However the municipality has broad authority to determine the rate of taxation
within that range. The Council must approve the appropriate level of taxation within
the range. It is important that the Council note that as spending increases, the
necessary rate to support it also increases. Total estimated expenditures included in
the budget have the biggest impact on the rate. If estimated expenditure is
significantly increased by the Council, then the applicable tax rates must also be
increased significantly.
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2.6 AfJprdability

Tax rates are a fonn oftaxation that is legallyenforceable. Ifa ratepayerdoes not pay
their tax, the municipality is legally entitled to collect the tax. The municipally MUST
fully and fairly enforce the collection laws. In order to avoid a siIuaIion where
taxpayers are not able to pay their taxes, it is important for councilors to ctiocse an
affordable level for rates before approving the budget. Atrordabirdy also needs to be
carefully considered in respect ofotherservice charges. Ifessential services such as
electricitY, waterand sanitation are too expensive, it is unlikelythat thecommunitywin
beinapositiontoeitherutilizeorpayforlheseservices.

2.7 Impacton Business

Tax rates and service charges can be a significant cost to a business. If rates and
services charges are very high, businesses may relocate their business to oa.
municipalities where these charges are lower. Conversely, low tax rates and senrice
charges can help attract businesses. However, most often a well-managed
communitywith good publicservices and education is the bestaltladion for business
and industry.

2.8 Cross subsidization

Cross-subsidization is the extent to which one group of ratepayers pays additional
amounts so that other groups of ratepayers can pay a lesser amount The extent of
cross-subsidization can be a difficult factor to consider when approving the budget,
but should definitely be taken into consideration in the budget process. Taxpayers
who own properties that have a high value pay more taxes than taxpayers who own
property with a lower value, even though all taxpayers receive the same level of
service from the municipality. Sometimes there can be taxpayer resistance if some
believe that their taxes are being used to provide services to other members of the
community who pay little or no taxes. Cross-subsidization is particularly difficult to
applywith basic services like electricity, waterand sanitation, especially ifa standard
rate system isused. Inan attemptto find a solution, some municipaitieshave decided
to apply a structured rate system for utilities where the fee is based on usage those
who use more ofa service will pay more perunit; those who use a smaIerquantity of
the service will pay less per unit. In other words, low consumption altlads a low,
subsidized rate. This system applies the principle that members of the community
with higher incomes will use more of these services than the community's 1ow8r
income members.

2.9 Ability to Collect Revenue

It is relatively straightforward to estimate income when preparing the budget It is
more difficult to collect that income once it has been billed to ClOOSUmeIS and
taxpayers. If revenue is not collected, municipalities will not have sulIicient cash to
undertake theirplanned activities. There are several factors that impacton the ability
to collect from debtors that need to be considered when preparing the budget
including:

• Ability to pay. Can community members atrord to pay for services
provided bythe municipality?
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• Clear policy on non-payment Does the municipality have and
implement a clear policy in respect of the non-payment of taxes?

It is bad budgeting and poor financial management to make estimates of income that
councilors know will not be collected. Councilors cannot expand and provide quality
services if the community is not willing to pay for them.

2.10 Comparisons with Inflation

It is common practice to make comparisons with the present rate of inflation when
faced with increased prices. If inflation is going up goods and services will cost more
at the end of the next financial year then this year. Taxpayers and other consumers
may assess the reasonableness of increases in rates and other service users fees by
making comparisons with the official rate of inflation.

2.11 Cash Flow Requirements

Before approving the budget, councilors should consider whether there would be
sufficient cash flow to finance the activities of the municipality on a week to week
basis. Cash revenues must be managed on a weekly and even daily basis to be
sufficient to pay for the payroll costs and bills when they become payable. Some
municipalities make contributions to a working capital reserve money set aside for
use at times when no cash will be received. Other municipalities prepare cash flow
budgets, which set out an estimate of the amount of cash needed to finance
expenses. If it appears that there will not be sufficient cash, the following options are
available:

• Increase estimated income.
• Reduce estimated operating expenditures.
• Suspend the capital budget until the cash situation improves.

2.12 Comparisons with Other Municipalities and the Private Sector

One of the important factors when approving the budget is to compare income and
expenditures with both other municipalities and the private sector. It will be easier to
make comparisons about income in the second, third, and subsequent years of
operation when the municipal govemment has both the experience of previous years
to look back, as well as the opportunity to improve revenue generation and collection.
In respect to other sources of income, a municipality's service charges can more
easily be compared to those of other municipalities than comparisons to their tax
rates, which are more dependent on the value ofthe assets oractivity being taxed. By
what percentage of total revenues (or expenditures) each resource represents is a
very valuable method of comparison between municipalities for both income and
expenditure.

It is also important to make comparisons in respect to expenditures. For example, the
calculated cost for the municipality to pick up trash at each household could be
compared to a contractor in the private sector or to other municipalities. If the
municipal cost is higher than that of a private sector contractor, the Council could ask
the relevant department to investigate the difference and eliminate inefficiencies.
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A1tematively, a decision could be made to privatize or ouIsource the trash collection
function.

2.13 Overall eXPenditure allocations

Councilors should have information on how expenditures are allocated among the
various departments. Theywill be able to use this information to ensure thatsuflicient
funds are allocated to the services they believe are important and part ofthe councirs
overall vision.

2.14 Valueformoney

Value-for-money assessments and performance measurements (see Section d.
below) relate to the extent to which an organization's manpower, materials and
equipment resources are used in an economic, efficient, and effective manner.
Councilors, department heads, and staff should strive for value for money and
performance improvements atall times by considering whetherthere are betterways
to perform services and toachievepolicyobjectives.

3. Capital Budgets:Additional Factors to Consider

A few additional factors need to be considered when approving the capiIaI budget.
These include long-range strategicplanning and maximizing useofcapital.

3.1 StrategicGrowth and DevelopmentPlanning

A capital budget should be a long-range plan not only to meet the invnecfl8te capiIaI
needs ofthe municipality, butalso to plan forthe future needsofthe community.Areas
of growth should be both addressed and planned for. Where are the population.
agricultural, orindustrial areas growing? How do we meet both their presentand their
FUTUREneeds?Wheredoweencouragegrowth? Howdoweprovideintras1ructur8
to those areas? What type of infrastructure roads, electricity, schools. water.
sewerage are needed?These questions this visioning - should beconsidered bythe
council when considering a capital budget Acapital budgetplan should bea medium
to long-term plan preferably a five-year plan - to address the communities long term
needs. Keep in mind that mostcapital improvementswill require an inaeaS8 in future
operating budgets to either maintain or to operate the new improvement. For
example, more teachers may have to be added when a new school is built or more
equipmentwould be needed to maintain morekilometersofroads. These aresomeof
the strategic planning decisions that must be considered by the municipality
executive and the council in the review and approval ofUle capital budgetplan.

3.2 Ensure the Maximum Utilization ofGapjlallnvesbl18D!s

When approving the capital budget, councilors should consider the planned
utilization of the capital items. In certain cin:umstances the council may be asked to
spend significant amounts on capital items that will not be fully utilized. Forexample.
providing a new road to a rural area may be very costJy and may not be very well
utilized. The council may decide that this project is not as important as the need to
improve sanitation services in someothermore denselypopUlated regions.
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These are the types of cost utilization decisions that the council should make in
reviewing the capital budget.

d. Monitoring Performance

The Council is responsible for more than approving the budget. Monitoring the
financial and service delivery performance of the municipality's executive
departments is very important to ensure that the bUdget plan that was approved by
the Council provides the services that were planned for. Successfully monitoring the
delivery of services really starts at the beginning of the budget process - when the
Council plans for what services that they want to provide, and plan for how much
money they will have to pay for it. Always keep in mind that the operating budget is a
plan forwhat services are going to be prOVided in one budget year and that the capital
bUdget plan is a long-range strategic plan of how the municipality is going to grow and
be maintained in future years. In planning the budget the council should be sure that
the plan systemically identifies the services that will be provided so that they can
check (monitor) the progress and performance of the municipality throughout the
bUdget year. Additionally, proper financial and accounting systems should be
established at the very beginning of the process (see paragraph 1.2 above, "Finding
Budget Staff').

To ensure accountability, transparency, and control in its financial affairs, councilors
should monitor finances by periodically reviewing the actual and planned
expenditures incurred and income received. This enables them to ensure that
departmental heads have adhered to the budget, and to assess the extent to which
the planned activities and projects have been achieved. Councilors should
investigate cases of non-adherence to the budget and shol,lld take corrective action.
They should also ask for the executive department to report on outstanding taxes and
delinquents and the percentage ofcollection rates.

Not only is financial monitoring important, the executive and council should
periodically assess and evaluate the performance of the programs and services it
delivers. Evaluating and reporting on program performance on a routine, publicized
basis keeps stakeholders apprised ofactual results compared to expectations. There
are various ways to evaluate service delivery. One option is to prepare regular reports
of key performance measures and to evaluate or review programs periodically in
comparison to the measures. Another very effective tool for evaluating a program or
the effectiveness of an organization is a SWOT (Strengths, Weaknesses,
Opportunities, Threats) analysis.

1. Financial Reporting

Accurate and timely financial reporting, readily available to both the public and the
council is very important to ensure the support of the community for the budgetary
program. An estimated comparison of actual income and expenditure against
planned budgeted income and expenditures should be available monthly, and
provided as close to the end ofthe month as possible. For simplicity the report should
be prepared in the same format as the budget. A more in-depth financial review
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should be available quarterly and a full audit of the entlrEl municipal budgetshould be
conducted annuallybyan independentoutsideauditor. ii.

,

Comparative variance reports can also be used to identifIY incoITed assumptiollS that
were made when preparing the budget. It is imPQrfant to remember that differences
between planned and actual perfonnance andexpe~res need not neeBSsarily be
a bad thing. Regardless ofthe budgeting skills ofdepar1rJtent heads and slatf.1t is not
possible to prepare exact budgets. Situations maya~ which were not anticipated.
For example. the rate of inflation may increase far f1'lOte than anticipated during a
bUdget yearso that goods and services cost farmore than planned. Regularfinancial
reports enable these incorrect assumptions to be identijied so that correctiwl action
can betaken.

Further. timely and accurate financial reports he!p I' allow councilors to beIIer
understand management decisions. For example: enanagement found that a
defective well-head pump was continually failing a~ reqUired workers to regularly
return to repair it. The pumpwas rescheduled to be rePlated in two years in thecapital
budget plan. However management determined that " was more cost effective to
replace It this year. even though It would require that ~uctions or savings be found
somewhere else in either the operating or capital~ Regular monthly rupoI1iIlg
would highlightthis change in budgetarypriorities tothe ¢<lundl toalJowthern to more
carefullymonltorthe perfonnanceofthe budget,as_IasservicedeliYery.

2. Revenue andTaxCollections

It is extremely important that revenue and taxcolltjctions be carefully monitDnld.
Clear reports relative to collection rale$. fee and retdaI delinquents. and aeditDrs
should be provided to the council and available to the public on at least a qlBterIy
basis. It is very important for the municipality to~ all collection laws fully. fairly.
and transparently. Ifmunicipalities are to be viable. then significant attention must be
given to collection and aedlt controls. Citizenswill onlY have confidence in municipal
officials if they know thatALL ofthe municipal Jaws= E11lrorced fairly toALLof
the people. Often t is very difficult to administer the. . of the various fees and
taxes. Sometimes members of the community or are temporarily unable
topay. Thereare anumberofstepsthat municipalities~ntake:

• The establishment of accurate and eljicIent billing syslems that are
basedon accurate ratesofconsurnptlorlorassBSSmenl

• The application of fair and approprtatlli aedt control procedins that
take into account unemployed or! economically disadvantaged
membersofthecommunity.

• Strict action against debtors partlculafty those who can alford to pay
butchoosenottodo so.

Remember a municipality that is not financially~ will not be able to provide
services. employorremunerate slatf. orpaysuppliensl
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3. Evaluating Service Delivery

Municipal programs and activities should be periodically reviewed to detennine
whether they are accomplishing their intended goals and making efficient use of
resources. Unlike private enterprise, there are often no simple measures such as
profit to evaluate "bottom line" perfonnance. Perfonnance measures, including
efficiency and effectiveness measures should be presented in basic budget
materials, including the operating budget document and should be available to
councilors and the public. Perfonnance measures should be reported using actual
data, where possible. At least some of these measures should document progress
toward achievement of established goals. For example, the municipality wants to
build 6 miles of new roads this year. At the beginning of the budget plan the council
established this as a measure of perfonnance for the Road Department. Half way
through the budget year, only 1 mile has been completed. Because the council
established "6 miles of new roads" as a measure of performance this year, they are
aware that there is a problem that needs to be addressed.

Monitoring perfonnance can help plan future budgets as well. Say for example, that
the Water Departmentwas to provide a new water service to 20 additional homes this
year. However, at the end of the budget year only 15 additional homes have been
serviced. This is now important management information that can help the
municipality and the council plans for next year. Did the Water Department not have
enough staff? Did it cost more per home to provide water then we had planned last
year? More fonnal reviews can be carried out as part of the overall planning,
decision-making, and budget process. Regardless of whether the service is provided
directly by municipal employees or contracted out to the private sector, the reporting
and evaluation process should be similar. Establishing clear measures of
perfonnance is essential to the budget process.

4. SWOTAnalysis

A strategic plan is necessary for every institution that wishes to achieve its goals, or
for successfully completing a specific project. A strategic plan defines the long-tenn
plan of action that the municipality will take to achieve its goals. A strategy helps to
increase the probability ofa project's success and to overcome resistance to change.

A very useful- strategic planning tool is a SWOT (Strengths, Weaknesses,
Opportunities, Threats) analysis (for more details see "Strategic planning" chapter
section NeedsAssessment and Analysis/Development ofStrategic IssuesAnalysis).

e. Taklna Correctlv.Actlons

1. The Necessity for CorrectiveAction

Monitoring the municipality's financial and service delivery perfonnance provides
councilors with crucial management infonnation about the municipality's adherence
to the approved budget plan - whether revenue collections are being followed up, if
there is sufficient cash flow, and if good financial management is being practiced and
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services are being provided as planned. Typically,~ adjusbiienls to the
budget plan have to be made during the course of the year. Remember that the
budget plan is only an estimate of what win happen with both nMlf'Iue and
expenditures for the year ahead and things can and do change. Forexample, a large
business tenant has sudden business problems and is unable to pay their rent
causing a significant revenue shortfall. Or a huge rainstorm washes out the main
municipallyowned road requiring an immediate repair that obviouslywas notplanned
for. Once sufficient information has been obtained, then appropriate action can be
taken by the council. This actioncan take various forms, including the following:

• Amending the budget;
• Addressing non-performance; and/or
• Following upon collection procedures.

Good budgetary control is essential if the municipality is to be able to fulfill its
functions. However, it is possible to amend the budget if unforeseen circumstances
do arise.

2. TypesofConectiveAction

2.1 Amending the Budget

After obtaining reasons for non-adherence to the budget, the council may decide to
approve amendmenls to the budget. The most common amendments are referred to
as a transfer. Transfer is the process whereby the unused or underused budget
amountofa departmentorprogram ofexpenditure is "transfemld" (used) to finance a
different item ofexpenditure.Atransfermakes itpossible to move moneyfrom anarea
where it is not needed to an area where it is. A transfer can be made between various
items ofexpenditure in the operating budget, or between items in the capital budget
However, it should not be used to move money between the operating budgetand the
capital budget Transfers could be used in the following situations:

Rnancing an unbudgel.ed expenditure: The council may decide to approve an
expenditure during the year that was not included in the budget The unused budget
ofan expenditure item can be used to finance this additional expenditure.

Rnandngover~,.: A deparbnent may overspend on a cer1ain item of
expenditure. The unused budget of other items of expenditure in the same
department can be used to finance this. Transfer can also be made between a
deparbnentthathas over-spentand one thathas notused itsentire budgetallocation.

Rnancing new council objectlifes: There may be a need to change council
objectives during the financial year due to unforeseen circumstances. However, the
council cannot increase expenditures without either reducing expenditures (likely
a.rtling services) somewhere else in the budget or identifying a new rellBfJUe source
to pay for the expenditure.
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The extensive use of transfers should be discouraged as it can cover up budgeting
problems or inefficient performance. Councilors need to ensure that good
authorization controls are put in place. It is suggested that the council should approve
transfers; otherwise they will lose control of the approved budget. However, often the
chief executive of the municipality (the Chairman) is given authority to transfer funds
within a department, but is still required to inform the council and the public in the
course of regular financial reporting.

2.2 Addressing Non-performance

When the Chief Executive Officer (and possibly the department heads depending on
the govemance structure) has not performed as expected in adherence to the
budgetary plan (and there do not appear to be good reasons), the matter should be
addressed by the counCil. Credit should be given to those department heads who
have delivered the level of service expected and have adhered to their budgets.

2.3 Following up on Collection Procedures

The timely follow-up of tax delinquents and debtors is paramount to ensure that a
positive cash flow is maintained. The information received from the monthly and
quarterly financial reports should provide the council with the comparative
information that will keep them advised of the current situation. If a positive cash flow
is not achieved, expenditures must be curtailed so that the municipality is able to meet
its weekly and monthly commitments.

3. Timely Management Information

Management reports both financial and monitoring - must be prepared in a timely
fashion. If councilors receive information a number of months after the reporting
period, it may be too late to take corrective action. Department heads should prepare
their reports as soon as possible after the end of the review period monthly or
quarterly. It is important that councilors receive these reports before council meetings
so thatthey have sufficienttime to study them.

f. Conclusion

Good financial management based on sound budget practices and the effective
delivery of services helps to make the municipality a better place to live and work.
Councilors have an important responsibility to their constituents and the community
to carefully manage the community's resources. It is no easy task particularly when
resources are so limited. Councilors must strive to find ways to make their
municipality more revenue independent and, further, they must communicate to the
citizens the importance of making affordable choices. It is essential to communicate
the total commitment of the municipal govemment to bUilding a financially
independent and viable system of local government that in the long-term will improve
the life ofall of its residents.

I
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7. GRANTPROPOSALWRITING

a. Introduction

Proposal writing is more than simplywriting a proposal. The proposalwriting process
requires planning, topical and donor research, assessing needs, and delleloping a
strong, credible case forwhythe particularprojectorprogram is wor1hyoffunding.

A successful grant proposal is well prepared, thoughtfully planned, and mr.cisely
written. Constructing a grant proposal requires more effort than simply expI BBsing
your ideas in written form. The needs for the proposal must be well documented and
the conceptmustbewell articulated.

The applicant must research each potential donor's program a ite.ia as well as each
particular donor's proposal writing guidelines before beginning to write. IlJrunnation
required includes:

• Areasofinterest

• Pastgrantawards (amountand type).

• Currentavailabilityoffunds.

• Reviewprocess.

• Deadlines.

• Formsand procedures required.

Requirements differ by donor, and each proposal must be written for a particular
donor. The most aitical factor is the fit. Your research must tell you whether rx not
yourprogramorprojectarea(reaeation,culture,health)notonlymak:hesthedonor's
interestareas. butyou must also know ifthe special area of interest in health (women,
men orchildren, a specificdisease. and/orprevention issue) is also thatofthe donor.

Community and NGO support for a proposal is also essential. Individuals andlrx
groups outside municipal government may be willing to support the proposal and
assist in its preparation. External organizations can also provide letters ofsupport to
attach to the proposal. A useful method of generating community support may be to
hold meetings with identified stakeholders to ask for their support. ideas. and
assistance.

b. Typesofgrants

There are many typesofgrants ofpotential interestto municipalllies:

• ProjectGrant. Supportsa specific projectrx program ofan individual rx
organization.

• Operatinggrant Fumishes operating expenses for a specific progiam
orprojectofan

• Restricted grant. Supports a particularportion ofthe projectrxprogram
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• General purpose grant. "Broad-based" support usually given to
organizations

• Start-up funds or seed-money. Underwrites an individual or
organization to establish a new project or program.

• In-kind donation or service or a "non-cash grant". Provides an
individual or organization material, equipment or services that may
be useful to the program or project.

• Technical assistance. Non-cash support, such as skills development
or other needed service awarded to the grantee. More commonly
given to organizations than individuals.

• Fellowships. Primarily educational grants awarded to graduate or
post-graduate level individuals.

• Awards and Prizes. Competitive awards to individuals that reward
"accomplishments or achievements." These are presented by the
awarding organization and are not applied for by the individual. In
some instances there is a nomination period during which an
individual may "be able to ask an appropriate" individual to nominate
him/her.

c. Proposal Writing

To obtain financial or in-kind support, writing a grant proposal is the primary method. A
grant proposal includes information about the applicant, a detailed and well
documented problem statement or needs assessment, clear objectives and well
designed methods to solve the problem or meet the need, an evaluation procedure to
know the degree of your success, and a budget that matches the objectives and
methods.

All proposals must include a cover letter signed by the municipal chairperson. The
chairperson's signature demonstrates credibility and commitment by the municipality
to the donor. The letter should include a brief (few sentences) summary of the request
and the amount of the request. Cover letters should be typed on letterhead, no more
than one page and include a contact name, phone number and address of the
organization.
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Date

ContactName
Title
Address

DearContact Person:

I am pleased to submit the attached proposal from (Name ofMunicipality) fora grant
of $150,000 from the (Name of Donor Organization) to nmovate an abandoned
industrial building fora cultural center in ourcity.

The Municipal Councilors are very hopeful that your (organization) will act favorably
toward our request. We lookforward to disalSSing ourproposaJwith you.

Sincerely,

Council Chairperson

d. eompontntsofaGrantPiUDOlal

There primarycomponents ofa grantproposal are:
1. Executivesummary
2. Organizational information
3. Needs assessment
4. Projectgoals and objectives
5. Methods
6. Evaluation
7. Budget
8. Futurefunding
9. Conclusion
10. Appendices

Discussion ofeach ofthe above items includesexarnples. PleasenoIelhatthe8XBflllliBI
may not include all ofthe information necessary for your particular project or pogiam or
about your municipality. They are illustrative only, but do emphasize the necessity for
clarityand brevity.

1. ExecutiveSummary

Every proposal, even very brief ones, should have an executive summ8ly at the
beginning of the proposal. No more than a few paragraphs, the sunvnary is wtillBn after
the proposal is completed. Providing a clear, concise overviewofthe project or pwgIMI,
a summaryshould includethefollowing information:

• Applicant information.

• Reasonfortherequest. Whatissueorproblemis&ddl SBld?

• Goal and objectivesto be achieved.
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• Activities to be accomplished to achieve objectives.

• Total budget including funds requested, funds already received and
future funding plans.

Some donors only read the summary and all donors depend on its clarity to provide an
interesting, concise overview of the project. If the grant is funded, many donors use the
abstract for reporting purposes and to disseminate information aboutsuccessful projects.

Summaries, however, are not easy to write, and good summaries require good writing skills
that are perhaps more important than the proposal itself. An example ofa summary is:

The Municipal Health Department of Y Municipality plans a community health
screening, prevention, and education program for seventy-five 18-35 year old
women in neighborhood X. Because this neighborhood has the highest rate (over
50%) of post-natal illness, the project will establish neighborhood clinical programs
to reduce the number of illnesses by 25% in one year. Participants will be carefully
selected and attend twenty educational, prevention, and health screening programs
conducted at the clinic, the local multi-cultural center and local schools. Under the
leadership ofthe municipal health director, ten community health workers will ensure
appropriate screening and selection through public awareness campaigns, outreach
activities, and childcare programs in the neighborhood during programs for mothers.
They will also folloW-Up with the participants throughout the project and at the
conclusion to determine whether or not the information supplied and clinic services
reduce the number of illnesses by 25%. The Municipality rate of success in other
neighborhood clinics and its support and cooperation with local health-related NGOs
is a strong indicator of positive results in neighborhood X. The clinic will continue its
operations after the one-year period.

The total program budget for one year is $150,000. Of this total, $130,000 is
requested. The municipality will provide in-kind donations of clinic space, clinic
supplies, and the services ofthe health department director.

2. Introduction

The proposal introduction describes the applicant's qualifications to administer the grant.
Use municipal letterhead and include:

• When the municipalitywas founded.

• Amission statement and!orcurrent long term goals.

• Pastand present majoractivities and achievements.

• Population size and characteristics.

• Funding sources.
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• Cunent and past activities in the propoeal aubjec:t 8188.

Keep this information cunent and include additional information on newproposals that
discusses why the municipality is particularly capable of administering the proposed
project. This offers aedibility in the specific program area. The introduction should not
dwell on its organizational history or problems in the introduction. It is a clear, brief
discussion ofwho you are, what you haveaccomplished, and whyyou can successfully
administer the proposed project. Do not USB such phrases as "we thin~ or "we
believe'. Offerproofthat the donorwill believe.

The following is a briefexample:

Established in 1999, Municipality Y's mission is to provide quality service to its
citizens and create a livable, healthy community. One ofour most importantgoals is
to improve the health of women by creating and enhancing the capacity of
neighborhood clinics for our growing population of 75,000 inhabitants ofwhom 30%
are women between the agesof18 35.

The Municipal Health Department has successfully launched two other
neighborhood clinics that met their target to improve the health of women. In
neighborhoodA and B, the women who attended health saeening programs and the
reduced the number of illnesses during the project's time period exceeded stated
targets. These programscontinue to operate.

We will cooperate with neighborhood NGOs and the attached letters of support
show their continued level of interest. Two of our neighboring municipalities are
interested in replicating our model with our technical assistance.

You may consider a few additional sentences about the municipality's unique
characleristics.

3. NeedsAssessment

This section is the most critical part of your proposal. Its focus is a well docunoMlted
desaiption ofthe need to beaddressed and why it is important The need must relate to
the purpose or goals of your municipality and be supported by quantifiable data that
explains why the problem or project is necessary for your citizens not your municipal
organization. The needs assessment enables the donor to learn specificallyabout the
issue and the evidence that supports the need for the project. It ensures that the
applicant understands the problems, can address them, and convinces the donor that
the need isworthyoftheirattention.

Acommon problem in the needs assessment section is the USB of"cin:ular reasoning".
Forexample:
"The problem in this community isthat Ithas no health clinic.'
The solution to the problem is too often a simple reversal ofthe problem stalementthat
states: .
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"The goal orourproject is to establish a health clinic.·

Establishing a health clinic does not, by itself, address the specific health problems
and educational needs of the citizens. There is no information about the problem or
health need that is the primary reason to establish a clinical program for citizens.

Aneeds assessment must include:

• Aclear assessment ofthe need or problem stated in terms ofcitizens.

• Statistical and qualitative (from citizens) data aboutthe problem.

• How data was collected.

• Support from experts.

• Evidence thatthe problem can be reasonably handled.

• No assumptions.

• Information that it logically follows and relates to the purpose and goals
of the municipality.

An example is:

According to survey data from the targeted population of neighborhood X, the
numberof post-natal illnesses of 18-35 year old women has increased by 20% over
the last two years. KnOWledge of the problem is also evidenced by including data
from the city's only hospital, which indicates a 40% increase in this population in the
last year alone.

Discussions with hospital and health clinic professionals and interviews with clients
.served by other neighborhood clinics show that targeted clinical programs can
dramatically decrease the number of illnesses, hospital admittances, inability to
care for children and family, incapacity to work outside the home, low productiVity
and poor level ofknowledge about health issues.

To reduce the number of ill women who currently have no choice but to go to a
hospital as a last resort, a more accessible and less expensive neighborhood
health clinic can focus on prevention and education programs and health screening
forthis population group.

4. Projectgoals and objectives

The goal of the project is the long-term solution you wish to achieve. Goals are
broader statements that are realistic, but are stated in general rather than specific
terms. For example, a goal statement might read:

"To improve the long term health ofpost-natal women in neighborhood X.·
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Project or program objectives are outcomes or results. 1lley are not the activlties or
tasks required to achieve them. 0bjecIIves are SMART or specific, measurable,
achievable, realistic, and time bound andtell the donor:

• Who is

• Doing what

• ByWhen

• By how much

• Howwill itbe measured

All proposals have more than one objective to solve the problem and are always staled
by using action oriented words that can be measured such as inaease, decrease, and
trained. One example maybe:

"At the conclusion ofthe year long project. five health care dinicalworkers wiI provide
knowledge and skills to at least twenty first trimesterpregnantwomen about the basic
requirements ofpre-natal health care including: 1)diet and environmental resbidiollS,
and 2) nutrition requirements. Pre and post assessment tests will be given at the
outsetand condusionofthe project to determine knowledge and skillsgained."

5. Methods

The methods' section details the step-by-step acIIons or tasks that, ifcompIeIBd, wiI
achieve the objectives. It is a plan ofaction ofhow the objectives will be achieved. AI
methods should be dear, understandable, jUstified and logically flow from the neeIts
and objectives. Forprojects and programs, this section begins with a description ofthe
overall approach, its relevance, effectiveness, and innovativeness. For r8sa.ch
projects, the design, population sample, instrumentation, statistics, and data anatysis
methods must be described. Also, if human or animal subjects will be used, plans for
their useand care mustbe detailed, aswell as reasons forwhytheyare needed.

TheapplicanlmustState preciselyhowandwhy the chosen acIIvitiesorlaskswlll8
the project's objectives and solve the needsfproblems elisa lSSed. A de1ai18d
desaiption ofwhat the tasks are, in the order they will occur, who will do it, when itwiR
be done, and howyou know it isdone is required. An action plan can bealtactled asan
appendix that dearly laysouteach activity, the sequence, and when itwill take place.

StaffingiAdminlstraIIon
The number of staff, their qualifications, and specific assignments shouid be also
described in the methods section. Details about individual staffmembers invoIYed in
the project can be induded either as part of this section or in the appendix depellCing
on length restrictions and donor requirements. Stafling may refer to volunteers or to
consultants, as well as to paid staff. Salary and project costs are influenced by the
qualifications ofthe staff.
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The following action plan will give you an idea of how to order the tasks to achieve
eac.... objective. These plans may be included in the appendices, but should also be
written clearly in narrative form.

Action Plan
Objective: Five health care clinical workers will provide knowledge and skills to at
least twenty first trimester pregnant women about the basic requirements of pre-natal
health care including: 1) diet and environmental restrictions, and 2) nutrition
reqUirements.

Tasks Task Start Task End Resources Person
Date Date Needed Responsible

Recruit and hire October 2003 November 2003 Salary funding Human resource
5 workers with Advertisements dept. & project
proper for radio, TV, director
knowledge and newspaper, and
skills posters

Workers to November 2003 January 2004 Resource Project director
research materials, and lead health
knowledge and I intemet access, i care worker
skills required for Interviews

!training women '
in diet and
nutrition

Prepare training January 2004
plan

February 2004 Training gUides,
reference
materials

Health care
workers, training
consultant

Identify and February 2004 March 2004
recruit 20 women
'to participate
who will commit
to training
workshop

IreqUirements

Develop pre February 2004 March 2004
and post tests

Administer pre- March 2004
Itesting

j

Advertisements
for radio, TV,
newspaper, and
posters.
Consultations in
hospitals and in
women's
community
groups
Testing
CC:!!lsultants
Testing
materials, room

Project director
and health care
workers

Lead health
care worker

Health care
workers and
testing
consultants to
evaluate

!Conduct April 2004 June 2004
iTraining

Administer post· July 2004
Itesting
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Materials, room, IHealth care
flipchart, workers
markers, training ,
!allenda
;Testing materials, Health care
'room workers and

testing
consultants to
evaluate
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6. Projectevaluation

An evaluation plan is built into the proposal and must show potential donors that the
municipality and the project are serious about evaluation. Evaluation Is also a sound
management tool. Uke strategic Planning, it helps refine and improve the project.An
evaluation is often the best means for you and others to leam from your project
experience.

There are two types of formal evaluation. One measures the producl; the other
analyzes the process. Either or both may be appropriate. The approach will depend
on the natureofthe project and its objectives. For both there is a need to describe the
manner in which evaluation information will be collected, which will collect itand how
thedatawill be analyzed.

Evaluation should include:

1. Plan forevaluatingwhetherornotobjectivesareachieved.
2. Plan forevaluating the process.

This section should discussedthefullowing questions:

• How will the applicant know whether the desired outcomes were
achieved?

• Howwill theeffectivenessofthe activitiesbe measured?

• Whowill be involved in the evaluation and howwHl the reportbe used?

• What records and information will be kept to continue to measure the·
project's progress?

IFESAzelfJlpn. 8epIember 2003 99



SAMPLE EVALUATION PLAN

women to gather
data from hospitals
and clinics
Diet journals kept by!
participants

requests/hospltal
admittance/clinic
requests
Tracking the
subject's progress
over a one year
period

Objective Data to be Specific Measure Data Collection
Gathered Procedure

Five health care Pre and Post Test Knowledge and Test administration
clinical workers will Results skills gained as a and analyses
provide knowledge result of workshop
and skills to at least
20 first trimester
pregnant women
about the basic
requirements of
pre-natal health
care including: 1)
diet and
environmental
restrictions, and 2)

i

nutrition
requirements. ,

!

,

Monthly Follow up Knowledge and Monthly follow-up
skills gained as a interview

! result of workshop questionnaire

Medical care Permission from

Hospital
admittances/ Clinic
attendance

Medical care
requests

Permission from
women to gather
data from hospitals
and clinics

Number and type of Medical care
illnesses reported requests

.Permission from
women to gather
data from hospitals
and clinics

Diet and Nutrition
changes

Diet journals kept
by participants
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7. Budget

This section desaibes the amount of financial support required for completion of the
project. It includes how and when funds will be spent in order to accomplish the
objectives. Dependent upon the donor's preferred format, this may be incorporated
within the textofthe proposal, orattached asa separate document

The proposal budget may be as simple as a one-page statement of projected
expenses or may require a more complex presentation. It should include a definitive
line-item budget for all direct costs, and administrative or indirect costs, unless
specified otherwise by the donor. The extent of individual cost items should rrl8tdi the
scope of the project, reflect real orestimated cost burdens, and not be inflated. Each
major cost item should be accompanied by a narrative explanation of the basis of
costs that avoids jargon. Cost contributions, either wirHdndw or money, may be
required to be explicitly identified bysomedonors.

Fora multiple year project, a detailed budget sheet should be provided for each year,
plus a consolidated or summary budget page totaling all cost categories and any
revenues generated bythe project.

Expense BUdget

The expenses should be divided into three categories:

Personnel expenses

Directprojectexpenses

Administrative and overhead expenses

Personnel expenses include requested funding for all project workers incItdng
employees or independentcontractors. Ifthey are employees, list the tille, theMnU8I
pay rate and, ifthe person will be working less than full-time orless than 12moulhson
the project, the portion oftime dedicated to the project. Ifthe applicant is using current
employees for the project, payroll taxes should be added and fringe benefits such as
health insurance. For independentcontractors, list a flat fee perdayorhourmultipled
bythe numberofdays orhours projected.

DinICI: project expenses are non-personnel or program expenses. They can
include: travel costs, printing, space or equipment rental, supplies, insurance, or
meeting expensessuch as food.

Admlnisballve or overhead expenses are a pen..". of non-perscr'"
expenses such as office rent, utilities and administrative costs, such as phone,
copying, postage and office supplies. Some donors do not cover administrative
expenses. Others request the applicant to charge a flat pen..". of direct
expensesoran itemization.
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Income
All income for a project fits into two categories:

> Earned income

> Contributed income

Earned income is income an organization receives in exchange for the service or
product the project generates. Not all projects generate income, and it is important to
know whatthe donor requirements are for the use of income.

Contributed income is divided into two categories: cash and in-kind. The cash
contributions should be listed first and indicate whether each item is received,
committed, pending or to be submitted. In-kind contributions are gifts of goods or
services instead of cash. They can include donated space, materials or time. In-kind
contributions are especially important because they may indicate the types and range
ofcommunity supportforthe project.

BudgetNarrative

The budget narrative explains each line item. It should list each item and explain the
purpose even if the numbers appearexplanatory.

Supplementarydocuments

Donors may ask for a number of additional financial documents. The majority of
donors require a copy of the letter declaring tax exemption status, a financial
statement for the last complete fiscal year, including a statement of income and
expenses and a balance sheet showing assets and liabilities at the end of the year
(some askforan audited statement, bUdgets for current and next fiscal year).

8. Future funding

The future funding section predicts the eventual outcome of the grant if awarded and
what will happen once the grant money runs out. Most donors do not want to support
the same type of projects again. They would prefer to help projects get started and
then move on to new issues, knowing that the projects will keep going and be
sustainable. Many donors see their niche as funding innovation: Le. supporting new
approaches to old problems or finding solutions to new problems.

It is important to give a short description of how the applicant will secure financial
sustainability of the project in the future. The donors are especially interested in the
long-term prospects for the project.

9. Conclusion

Every proposal should have a few concluding paragraphs. This includes a summary
of the main points of the project narrative and a restatement of the intended project
goals oroutcomes.
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10. Appendices

Additional attachments are usually required at the donors' disa8lion. Typical
appendicesgenerally include:

1.

2.
3.
4.
5.

6.
7.
8.

9.

Verification oftax-exemptstatus.

Listing ofollicers and Board ofDirectors.

Financial statementsfor lastcompleted fiscal year.

Currentgeneral operating budgetand special projectbudget.

Listofclients served [lfappropriate).

Listofothercurrentfunding sources and uses.

Biographiesofkeypersonnel or resumes (only ifrequested).

Support lettersorendorsements (limitednumber).

Diagrams for equipment or schematics for building requests [If
applicable).
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8. ASSOCIATION OF MUNICIPALITIES

a. Introduction

According to Azerbaijani legislation, municipalities may form associations to render
mutual assistance and to jointly solve social, economic and cultural problems.
Associations may also benefit municipalities by more effectively exercising their
rights, promoting their interests, and coordinating their activities.

The Law on the Status of Municipalities and the Provision on Municipal Coordination
Boards regulates procedures for founding and operating municipal associations.
According to item 1 ofthe Provision, coordination boards of local self-government are
forums created to:

• Discuss issues ofmunicipal competence.
• Develop methods for joint solutions to common regional, district and

urban problems.
• Analyze and disseminate best practices and experience.
• Coordinate issues ofjoint municipal and State actiVity.
• Prepare proposals to improve the local self-govemment system.

Local self-government bodies have operated in Azerbaijan since 1999. During this
time, a number of practical suggestions have been put forward to encourage the
development of municipalities. One of these proposals is to establish a coordinated
system of relations among municipalities.

According to current legislation, elected officials, municipal employees and other
individuals in the field of local government may create public associations.
Participation in coordination boards or associations is voluntary, and a given
municipality may simultaneously belong to district, regional and State coordination
boards.

At this time, interrelations among newly created local authorities in Azerbaijan are
weak. Although some municipalities undertook an initiative to create coordination
boards at the regional and city levels and in some districts where boards work
successfully, there is currently no association to include municipalities from more than
one district orto playa representative role for all municipalities atthe State level.

Some associations were established during the second year of functioning
municipalities. Created inApril 2000, the ·Coordination Centerof Baku Municipalities·
included eleven municipalities and was organized by the municipalities of Bilajari
settlement, Khatai and Rasul-zadeh districfs. The center's purpose was not only the
development of municipalities, but also lobbying to implement the legal powers of
newly established local authorities. Although this tactic worked for some
municipalities in the centerofthe country, municipalities located further away from the
center did not receive this assistance. As a result, significant differences developed
between Baku and regional municipalities at the outset. However, Baku's experience
showed that the search for a framework for inter-municipal relationship could be a
serious step forward.
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During 2001-2002, some regions welcomed the idea of uniting municipalilies as a
union. In 2001, Barda inaugurated a Coordination Center of Municipalities. The
Charterof the Center was prepared in a short period oftlma, and meetings were held
in the Barda city municipal building. Additional coordination centerswere established
in the Gazakh region and Ganja city, and theirCharters were submitted to the Ministry
of Justice of the Azerbaijan Republic. The Charters, however, were deemed
incompleteorgiven a low prioritybystateofficial bodies and rejected bythe Ministryof
Justice.

The municipalities of Binagadi, Rasulzade and Ahmadli of Baku city aeated a
"Coordination Center of Baku Municipalities". The first meeting of the Coordination
Center was held in April 2000 at the "Baku Press Club" with representatives from 19
municipalities. In 2000-2001, the Center held some meetings, and documents
describing its functions were prepared.

In the middle of 2002, Yasamal Municipality of Baku attempted to aeate a "Baku
Municipalities Association". The charter and regulations of the Association were
drafted and approved, and sent to the Ministry of Justice for oIIiciaI registration.
However, official activityofthis association has notyetbegun.

b. Municipal right to associate according to IntematIonallllClllllional....

The European Charter of Local 5eIf-Govemment and the laws of most member
countries establish the legal basis for associations. As a member of the Council of
Europe, Azerbaijan ratified and entered into force the local self-govemmentcharter in
2002.

Article 10ofthe Charteron Local authorities' right to associateslates:
1. Local authorities shall be entllled, in exercising their powers, to c0

operate and, within the frameworf( of the law, to form consortia with
other local authorities in orderto carry out tasks ofcommon i1lteresl

2. The entitlement of local authorities to belong to an association for the
protection and promotion oftheir common interests and to belong to an
international association of local authorities shall be recognized in each
State.

3. Local authorities shaH be entIIIed, under such concIIions as may be
provided for by the law, to co-operate with their COOIIIiIwparts in other
States.

Azerbaijan's law "On Status of Municipalities" reinforces these tMluue.neills. Article
10states:

"Municipalities can cteate associations with the purpose to co-oIflinate theiractMty,
and to implement their rights and intenJsts effectively. These associalioos must be
registeredaccorr1ing to the taw.•

Current legislation recognizes the right of legal subjecls to associate in Article 10 of
the Law of the Azerbaijan Republic "On the Status of Municipalities". Municipalities
have the following legal options:
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1. MunicipalAssociations
2. Congress ofLocal Self-Government Bodies
3. Municipal Coordination Centers
4. Municipal Unions
5. Associations
6. Centers for MutualAssistance
7. Clubs,etc.

Any association ofmunicipalities inAzerbaijan can cooperate by:
1. Sharing infonnation and infonnation analysis.
2. Practical exchanges among the association members.
3. Conducting research and educational programs.
4. Implementing joint ofprojects.

Cooperation can be encouraged in the following areas:

Legislation
• Country legislation.
• Legal basis of local authorities.
• Decisions adopted by associations in compliance with the country's

legislation.
• Decisions adopted by municipalities in compliance with the country's

legislation.

Economy
• Economic policy of municipalities

• Financial and tax policy
• Managementofmunicipal property

• Rightto dispose ofmunicipal lands

Social
• Social protection of population
• Fonnation ofconsumers market
• Protection ofconsumer rights

• Health and healthcare

• Education, culture, sports, recreation
• Youth policy

City Economy
• Housing-communal services
• Road economy, construction and planting
• Inter-municipality passengertransportation
• Architecture and city-planning
• Water, gas and electricity supply

Other
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•

Civil protection and protection of the population during a state of
emergency
Fire-fighting services
Environmental protection, ecology and natural resources
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• Public relations
• Problemsofdistant municipalities
• JointestabrlShmentofa media

c. International Practice

Municipal associations enjoy success throughout the globe. In most cases,
municipalities combine their efforts to solve similar problems and cany out
cooperative activities to promote their rights and powers. In developed countries,
municipal associations are long-standing. Their increasing popularity among the
states ofthe formerSovietbloc provides excellentexamples oftheirvalue.

Municipal consortia have no single organizational structure. Associations or
consortia differ in names, membership, geographic coverage, and international
relations. Although, municipal consortia in various countries may ditJer from each
other in organizational form, wortd practice shows that there are few essential
differences among them.

For illustrative purposes, examplesofconsortia are included below.

AssocIation ofSwerlJsh LOCtIIAuthorities

The Swedish Association of Local Authorities is ninety years old. Established in
1908, its membership includes all 289 primary local authorities in Sweden. The
Association's main goalsare:

• To supportand develop the local seIf-govemmentsyslBm
• To defend the interestsoflocal self-government
• To promote cooperation between municipalities
• To assist local self-govemmentthrough serviceand expertadvice

Functional spheresoftheAssociation comprise the following:
1. General municipal policy
2. Community planning
3. Fiscal and personnel parleyofmunicipalities
4. Legislation

The Swedish Association of Local Authorities' highest decisk»,.,-making body is a
congress that meets once everyfouryears. The Congress elects 21 members and an
equal numberofdeputy members who oversee the workof theAssociation fora four
year period. A managing director administers the organization and answers to the
board.

The Swedish Association of Local Authorities finances the organization through
membership fees and fees received from consulting servkles and educational
programs. In 1998, the organization earned 350 million Swedish aowns
(approximately US$45 million).

The Association's regional organization consists of23 county associations that work
with municipalities in their respective county.
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NatlonalAssociation ofPortuguese Municipalities (NAPM)

The NationalAssociation of Portuguese Municipalities represents 308 municipalities.
Established in 1984, the Association's goals are to improve local authorities, protect
their interests, and represent municipalities. According to the Charter, the objectives
of the Association are to improve local authorities, protect their interests and
represent municipalities. The main objectives are:

• To represent and defend municipalities and municipal sections before
sovereign bodies.

• To carry out studies and projects concerning the responsibilities of local
authorities.

• To create and organize consulting services and technical legal
assistance for its members.

• To provide information to Local Councils and organize training courses
foradministrative staff.

• To exchange experience and technical administrative information
among members.

• To represent its members at international and national organizations.

The structure of NAPM consists of a National Congress, National Council,
Administrative Council and Financial Council. All these bodies are elected for a four
yearperiod that concurs with Portuguese local elections.

MunicipalAssociations In the UnitedStates

In the United States, the history of co-operation among municipalities dates back to
the beginning of the 19"' century when the concept of intercommunity relations was
practiced. At that time, geography and travel distance encouraged mutual relations
with only neighboring municipalities. Currently, municipalities joint both intra-state
and inter-state associations.

Municipal associations exist in all 50 states, and nearly all-State organizations join
national associations such as the National League of Cities or the National
Association of Counties among others. An excellent example of a State league is the
League of Minnesota Cities.

The League of Minnesota Cities represents more than 800 cities and townships in the
state ofMinnesota. Its objectives focus on:

• Policy development
• Advocacy
• Information-sharing
• Education and training

Founded in 1913, its services include
• Research
• Codification and charter services
• Outreach services
• Representation of cities in State legislature
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• Publications
• Informationand advice.

The National League of CIties is the oldest and largest national organization
representing municipal govemments. The League WOIt<s with 49 state municipal
leaguesand more than 18,000 towns and cities in those stales. Itsfive objecIivesare:

• To developand advocatepoliciesthat strengthensand supportcities.
• To strengthen theabilityofcityotricials toserve theircommunities.
• To retain and expand membership by delivering innovative, effective,

and qualityservices.
• To promote the image and enhance the stabJre and inlluence of the

organization and the municipalities.
• To provide an organizational structure that is flexible, eIIicient, and

responsive.

IIunlcipaiAssochJtlons inRussia

Despite limited experience in municipal acliviIies, a numberofmunicipal councilsexist
in Russia today. The Russian Union of Local Governments, established in 1994, Is
considered the largest. Its objectives include:

• To protectofrightsand freedoms ofcitizens.
• To protect the rights and interests of local authorities at allevels of the

stategovernance.
• To participate in the legislative process and dewIop of new legal acts

conceming local governance.
• To participate in legislative and exeaJtive bodies of the Russian

Federation.
• To nominate and support of candidates to local and state government

bodiesofthe Russian Federation.
• Facilitation oftraining forhiglHevel staffofloca/authorities.

Russian Congress of lIunlt:lpallnstltutlons

Registered with the Ministry ofJustice as a norHlOIMl8f'Cia organizallon in 1998,43
municipal associations are members of the Congress. The main objectives of the
Congressare:

• To establish and develop local government as a political slruc:ture and
basisofcivil society in the Russian Federation.

• To ensure conditions for integrated socia ecoilOmic development of
municipalities.

• To coordinate inter-state relations of munlcipaIties and municipeI
associationswith federal and regional govemmeIlt bodies of the
Russian Federation to protectthe interestsoflocal seIf..governMce.

Thecongresscollaborates closelywith thefollowing structures:
• PresidentialAdministration ofthe Russian Fedeialion.
• Governmentofthe Russian Federation.
• Federation Council ofthe Russian Federation.
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• State Duma ofthe Russian Federation.

Representatives of the Congress are included in the following councils of Federal
State bodies:

• Council of the Russian Federation on Local Self-Government (chaired
by the President of Russia).

• Local Self-Govemment Bodies Council on Social-Economic Reform
Issues underthe Russian Government.

• Council of Local Self-Government Bodies under the Chairman of the
State Duma ofthe Russian Federation.

The Congress is a founder ofa number of mass-media bodies including the following:
• Congress Information Bulletin (weekly publication, distributed to

Russian municipalities via e-mail).
• "Municipality" Magazine (in cooperation with the Russian Cities Union).
• "Municipal Government" Magazine (in cooperation with the Ministry of

National and Migration Policy).
• Magazines "Local Government" and "Local Economy" are published

with support ofthe Congress.

The Congress carries out activities through its departments in the following areas:

Legal
• Developing and checking ofdrafllaws and legal (normative) acts.
• Supporting local authorities in the area of protecting human rights, and

improving their court practice.
• Providing organizational, methodical and legal assistance to local self

government bodies.

International
• Cooperating with the European Congress of Local and Regional

Authorities in respect of protection of rights and development of local
government.

• Cooperating with local government associations offoreign countries.

Information
• Creating a database on local government issues.
• Establishing a system for information exchange among the Congress,

municipal structures, media and state bodies.
• Undertaking editing and printing work.

d. Coalition Building: Principles. Rules and Elements

Municipal associations are types of coalitions that join together two or more
organizations to develop common solutions to mutual problems. Regardless of
organizational and legal forms, all institutions can, on the basis of mutual trust and
business relations, mutually agree to work together to protect common public
interests. The assets and skills of more than one organization strengthen their power
to be heard.
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• Whatare the specific interests ofthe proposed organization?
• What are the membership requirements?
• What are membership advantages to your organization?
• Whatare membership disadvantages to your organization?

Advantages and Shortcomings ofa Coalition

Advantages

Resolve issues that cannot
be resolved by one
organization
Offer opportunities to
increase your potential
Efficiency of each
organization increases
within the coalition
Provide opportunities for
identifying new leaders
Attract new resources
Extend activity arenas
Increases credibility/legitimacy

e. Forms ofmunicipal cooperation

1,(
1

Shortcomings

Limits activity in other project
Limits voices of weaker institutions
Compromises are necessary
Funds/profits are rendered to the
coalition, not to individual
members
Unfamiliarity with implementing
methods
Inequitable balance of power
between weaker and stronger
members

Mutual cooperation by local self-government can be achieved by the following:

1. Municipal units
2. Congress of local self-government bodies
3. Coordination centers ofmunicipalities
4. Municipal unions
5. Municipal associations
6. Mutual assistance centers
7. Municipal clubs and etc.

The organizational forms listed above are regulated by legislation. Municipalities can
have cooperative interrelations with each other according to geographical location by
region and territory, close community relations, their status and other factors.

Municipal associations also can be developed by geographical location, scale and type
ofco-operation. Examples include:
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Intra-rayon municipal co-operation. This is the cooperation of two or more
municipalities that hold similar positions and conduct similar actions within
the boundaries ofa region.
Inter-rayon municipal co-operation. Despite different geographical
locations, two or three municipalities can define areas of municipal
cooperation and conclude mutually satisfactory agreements.
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• Regional municipal units. This type of cooperation is among
municipalities in the same geographical regions.

• Interregional municipal co-operation. This form of co·opeullioo is
based upon relations between two regions. For instance, the western
GanjcK;azakh region establishes cooperative relations with the
northem Guba-Khachmaz region. This co-operation can be called
"West-North" club.

Municipal units are established on basisofcountrywide municipal oo-operaIion.

f. Purpose ofrnunlclpal ...oclatlons InAzerballlD

1. What is a Municipal Association?

Municipalities need reasons to join together. The reasons are typically rell111&d to
common probl~municipalities' face, professional education, inequitable resources
and differing capacities to lobby the central govemmentln pracIice, associations can
represent a specific type ofmunicipality, such as urban or rural, or support the interests
ofall municipalities within a country or region ofa country. Although geographyand size
are often primary characteristics, associations may also form due to specific problems
or issues local governments may face. These include tourism, environmental
protection, joint sports and culbJral aclivilies and festivals, and water and sewage
systems.

Thefollowing reasons to associate arecommon:

1. Weakness or lack of legal basis to ensure independent acIivily of
municipalities.

2. Neighboring municipalities with shared communication and sim'
economicstructures.

3. Restriction of responsibilities of municipalities by otIicial Slate
executive bodies.

4. Lack of logistical, financial and other resources and poor illl'om1ation
tools.

5. Exchange of pracIices, and comparison of acIiviIies, issues and
problems.

The primary purpose of municipal associations is to sbeng!hen local denlOCialic
governance. To achieve this goal, municipal associations may work to achieve the
following long-term objectives:

• To coordinate designated acIiviIiesofmunicipalilies.
• Toaeatea database on members and membernaads.
• To share informationand resourceswith members.
• To developjointpolicysta\en'.... lIsand draftproposed legislation.
• Tojointlyeducateand train municipal officials and employees.
• Towork togetheron jointly identified common projectsand problems.
• To lobby forcommon interests.

Short-term objectives may include:
• Jointapplication forprojectfunding.
• Specific lobbying initiatives.
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• Funding of a specific program, joint investment, and cooperative
construction work.

• Specificevents.

Effective associations have the following important characteristics:
• Strong and broad-based support from its members.
• Credibility with key actors including local government officials,

parliament, appropriate ministries, NGOs, the media, and citizen
groups.

• Effectively deliver services and information requested.
• Transparentgoverning system.
• Reliable, regular system ofcontacting members.

The proper legal authority to establish municipal associations exists in Azerbaijan.
The difficult economic problems of municipalities, however, encourage dependence
on the executive power of the central government. This dependence does have one
advantage: a powerful reason for municipalities to join together.

Legislation does allow each municipality to develop concrete activities within their
territories. Often these activities require joint management and include organization
ofproduction, employment, resolution of land problems, regulation ofwatereconomy,
and problems such as water pipe installation that affect more than one municipality.

2. Problems and Perspectives oflnter-municjoal Cooperation

Anumberoffactors can prevent municipal cooperation. They include:

1. Administrative territorial-division. Ifthere are no changes in the current
situation, continued municipal dependence on executive power bodies
in districts in which the latter operate and hinder development of inter
municipal cooperation will continue.

2. Funding. The majority of municipalities have no financial assets. Lack
of financial assets and regular budget shortages affect negatively the
development ofassociations.

3. Legal-normative gaps. Although there is a legal basis to establish
municipal consortia (Article on "Right to Unite" of the Law ·On Status of
Municipalities"), further knowledge is needed.

4. Lack of skills, knowledge and experience of municipal councilors and
employees.

5. Information gaps. These gaps are particularly acute between citizens
and municipal officials.

6. Low level of understanding of principles and objectives of local self
governance by citizens.

7. Disrespect of local authorities by State officials.
8. Lack of interest by a number of municipality chairpersons to create

municipal consortia.

In spite of the problems listed above, confidence in a successful future of municipal
consortia and inter-municipal cooperation remains. Effective development requires:
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1. Education, dissemination of knowledge and appIopIial8 ad8pIation of
international practice.

2. Implementation of an open and elfective association gooenB1C8
system for the benefitofall municipalities.

3. Legal and financial assistance from the StatB to aeate and develop
municipalconsortia.

g. Benef!tsofMunlclpalAssoclationslnAzerbiDan

Municipalassociations have thefollowing benefi1s:

1. Jointresolution offinancial problems

The majority of municipalities in Azerbaijan functiDn without sufficient funcIng. Thus,
many decisions adopted by local councils cannot be implemented. To change this
situation, municipalitiesrelyon threefiscal sbalegyoptions:

• Profiteamedfrom economicactivity
• Regulation oftax-collectionactivity
• Borrowing funds

Establishing municipal enterprises and tax coIlecl1on ambiguities between rnunJcipaI
government and the state discourage these options. Borrowing Is also probJemaIIc
becausethere Is:

• Nomechanism to borrowfrom the state.
• No mechanism to borrow from citizens. It is not staled in the Law on

"Financial Bases of Municipalities·. Furthermore, ciliztR1s do not trust
these mechanisms since private banks deceived citizens in the mid
19908

• Potential option of borrowing from neighboring municipeJities.
Municipalities can apply to neighboring municipalities for funds. Prior
to application. a special mechanism must be developed that may nIIy
on short-tenn credits from one municipality to another. Although this
method can be canied out by private relationships between municipal
leaders, the poor financial assets of most rural councils are
prohibitive.

Municipalassociationscan assist by:

• Creating a reserve fund. By member consent, an Association of
Municipalities can create a reserve fund, calculate the membership fee
required, and establish credit rates. The fee may be established
according to the municipal population. The money coIledBd Is
transferred to the association's bank and used only when decided at a
meetingofthe membership.

• Ensuring availability foran members.Anymembermunicipality is8iililJed
to apply.

• Offering Interest-freeor low interestcreditsorloans.

Successfully used in a number of East European countries, these options can be
implemented successfully inAzerbaijan.
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2. Inter-municipal Economic Development and Business Entrepreneurship

Economic development is impossible without diversified and multilateral economic
relations. During the four years of local self-governance in Azerbaijan, most
municipalities have, despite limited financial assets, certain economic opportunities
like creating municipal enterprises. Knowledge of how to tum these opportunities into
municipal economic development requires certain knowledge and skills obtained
through programs affording greatereconomy ofscale.

Economicdevelopment can be achieved through association activities such as:

• Gathering inter-municipal economic information. Associations need to
identify municipal economic potential to strengthen inter-municipal
economic relations.

• Analyzing strengths and weaknesses of municipalities.
• Establishing intra-association economic development and business

relationships based on identification of needs and analysis. Excellent
activities include joint development of medium and small-scale
entrepreneurship.

• Directing available financial resources to resolving identified problems.
In Azerbaijan, inter-municipal cooperation can assist weaker
municipalities.

• Developing and implementing socio-economic programs.

Cooperation among municipalities also creates conditions to extend relationships
and receive mutual assistance through business activity and entrepreneurship. They
include:

• Small and medium-sized entrepreneurship
• Agribusiness development
• Procurement, preprocessing and production
• Livestock cooperative
• Winegrowing, fruit and vegetable growing
• Formation of the agriculture market
• Investmentprojects

3. Exchange of Problem-Solving Methods

To strengthen municipalities, innovative problem solving methods are needed.
Working with others can generate synergy conducive to solving problems creatively
and afford opportunities to share and learn from other municipalities.

Associations can facilitate such exchanges by:
• Discussing positive experiences of member municipalities and leading

municipalities worldwide at meetings and other information exchanges.
• Creating an association newsletter, website, and other publications

available to all members.
• Creating a special library of municipal practice including the documents

or links on the Association's website.
• Arranging educational trips to other countries to leam new ideas and

exchange experiences.
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• Organizing and conducllng meetings, dispute ~nellts, seminars.
trainings and conferencesdedicated tomunicipal problems.

• Creating communication networks with neighboring municipalities to
establish and maintain joint infrastructure projecIs such as road
maintenance, upkeepoftelephone and radio lines, and transportation
linkages among communities.

4. Organization ofCultural events

large cultural events are often beyond the capacity of a single municipality, and
inaeased attendance is likely if neighboring municipalities sponsor the event
together. Municipalconsortia can carryoutthe following activities:

• Organizing music and friendship festivals, sports events, and art
exhibitions.

• Conducting joint meetings, discussions. dispute settlements, seminars
and conferences conceming the healthcare. environmental pnMction,
healthyeducation ofchildren.

• Creating teams ofvoluntary labor.

Local consortia can alsodisseminate listsofcultural events.

Strength by Demons'n"'ng. Common PosItIon. Because local authorities are
unable to fully realize their rights and responsibilities as specified in the law, they are
currently losing power in their relationships with local executive bocfl8S. Byorganizing
joint efforts to protect their rights, they can be IIlOI8 influential concerning decisions
made about local gbvemment

Opportunities to Reduce Corruption and BribeIy. Transparent, powerful
municipal associations can influence one another. Consistent, sysI8maIic influence
and oversight significantly reduces arbitrariness of ofticiaIs and may reduce
corruption and bribery.

Opportunities to I""UfIIICfI Public Opinion. Joint activities can also intIuence
public opinion in both local and national arenas. Dissemination of assodation
information resources such as newslettersand web sites can beetJective.

Opportunities to SlJw..,tINn ""Good- Gowmanc:e. Good gowemance exIsIs
where principles ofthe rule oflawand human rights areobserved.
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