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USAID Cooperative Agreement No. EUR-0021-A-00-4028-00 

LOCAL GOVERNMENT ASSISTANCE -- ESTONIA 
May 1994-June 1995 

SUMMARY 

Between May 1994 and June 1995, the National Democratic Institute for International Affairs 
(NDI) conducted a local government assistance program in Estonia. NDI's activities were 
primarily designed to assist local officials in three cities to implement procedures that 
encourage public participation in the local decision-making process. Following the end of 
USAID funding, NDI continued the program, extending its activities to two additional cities, 
with funds from the National Endowment for Democracy. 

BACKGROUND 

Since their independence in 199 1, the Baltic States have struggled with the task of 
decentralizing their administrative structures and building local communities capable of 
governing themselves. Estonia was the first of the three countries to take concrete steps in this 
direction. In 1993, Estonia's parliament passed legislation that established all localities, 
regardless of size, as autonomous entities with equal status vis-A-vis the center. The new 
legislation took effect following the country's first post-independence local government 
elections in October 1993. 

The National Democratic Institute for International Affairs (NDI) has been providing 
democratic assistance in the Baltic States since 1991, conducting programs on democratic 
institution-building and civic and voter education. In November 1993, the Institute sent a 
small tears ts; E&mh to exfiore the possibilities for programming to assist the newly elected 
local g o v m  The NDI team visited six of Estonia's largest-cities and met with national 
and local e1ecW officials, political and civic leaders, journalists, and academicians. The team 
found that l a d  officials outside the capital lacked the necessary expertise and resources to 
respond effectively to the needs of their communities. Moreover, the team observed that local 
governments were not making sufficient use of existing resources by reaching out to and 
involvhg constituents in solving community problems. 

Following the visit, NDI decided to establish a field office in Estonia and initiate a program 
primarily designed to assist several targeted local governments. USAID agreed to fund the 
program for one year (after which USAID funding would be used to support a similar program 



in Lithuania). NDI chose Tartu as its base of operations because the city's government was 
especially receptive to NDI's mission and because the city, home to Tartu University, offered 
valuable access to local expertise and infrastructural support. NDI decided to concentrate its 
efforts in three of the cities it had visited in November: Tartu; Narva, an industrial city in the 
northeastern corner of the country with a predominantly Russian population; and Voru, a small 
town in the Southeast of Estonia. 

In April 1994, NDI hired Wallace Rogers to be its field representative and local government 
trainer in Estonia. Before joining NDI, Rogers had served for eight years on the Eau Claire, 
Wisconsin city council, acting as chair of the council for four years. Rogers arrived in Estonia 
in May 1994. He revisited most of the contacts NDI had made during its previous visit and 
began to establish working relationships with key people in each of the three target cities. In 
early July 1994, NDI's office on Tartu's town hall square was opened. By late July, NDI's 
local government assistance program was fully developed and a work plan submitted to 
US AID. 

OBJECTIVES 

The main purpose of NDI's program was to encourage the governments of the three target 
cities to introduce procedures and mechanisms, such as public hearings, citizen task forces, 
and public commissions, that guarantee residents a voice in local decision-making beyond 
elections. In particular, NDI sought to persuade city officials to institutionalize these 
procedures so that public participation would become a regular feature of how the communities 
conducted business, well beyond the current incumbents' tenure in office. 

The program's secondary focus was on creating opportunities for local government officials in . 

the three target cities and throughout Estonia to meet and discuss common problems and to 
learn about how their international counterparts in other democracies handle similar 
responsibilities. Because the program year coincided with national parliamentary elections, 
held in March 1995, NDI also anticipated the opportunity to assist political parties in 
stimulating political participation, particularly, at the local level. Finally, since NDI's field 
representative had considerable teaching experience (he came to NDI from the faculty of the 
_political science de-Dartment at the-University of Wisconsin-Eau Claire), NDI also made plans 
to establish a cooperative relationship with the political science faculty at Tartu University. 

A. Municipal Activities 

Throughout the program year, NDI's field representative facilitated the development and 
implementation of public participation programs by working closely with local administration 
members, elected officials, and community leaders in each of the three target cities. 



In Tartu, NDI worked .in cooperation with both the city cou,ncil and the city administration to 
organize a first public hearing on the city's community development plan. NDI developed a 
close working relationship with the chairman of the city council, who became an ardent 
supporter of participation. In Narya, NDI found an ally in the city's deputy mayor, 
who expiessed interest in holding a series of public meetings prior to the development of a 
community development plan for Nma. Although NDI never worked directly with the Narva 
city council members, the administration had the full support of the city council. Both NDI 
and its &tact in the administration viewed the hearings as a way of reaching out to Narva's 
majority .popdation of ethnic Russians, who were not represented on the city council. 

In bo* cities, NDI initiated the training with a series of consultations to present the rationale 
for public participation. During these meetings, the NDI field representative explained why 
public participation should be an essential part of policy-making in a democratically oriented 

0 
Subsequent discussions focused on how to channel citizen participation to fit the 

needs of the city. After determining in each case that a community development plan was the 
best opportunity around which to organize a public participation program, NIX worked closely 
with local officials on developing an action plan and selecting and training a team responsible 
for organizing the hearings. In both cases, the decision to organize the hearings was formally 
endorsed by the city council. a 
With NDI's help, public hearings on the cities' community development plans were held in 
Tartu and Narva. Tartu's first town meeting, in May 1995, was attended by more than forty 
people and was well managed and received: The experience persuaded city officials to 
organize a follow-up hearing after thk plan was revised and to include a public participation 
component in the development of the city's 1996 budget. A revised version of the community 
development plan and the first draft of the city's 1996 budget were the subjects of a second 
large-scale hearing in December 1995. 

Narva's approach was to convene four small meetings with professionals interested in specific 
aspects of their development plan. These meetings took place throughout the winter and 
spring of 1!W. A g e n d  public hearing was held at a neighborhood community center in 
November IM. It was attended by more than 80 people. 

As part of the program in each city, NDI worked closely with local officials to help them 
develop public information brochures that included information about the structure of 
municipal government and the roles of local officials, as well as summaries of each city's 
development plan and 1995 budget, The brochures were distributed to the public at hearings 
and city council meetings. They represent an important aspect of the public participation 
initiative in each city and were eagerly rhived by people who attended the events at which 



they were made available. [An English translation of the Tartu brochure is included as an 
appendix to this report.] 

In Voru, NDI first encountered resistance from the administration to the notion of reaching out 
to residents and involving them in community affairs. (Cooperation with the Voru government 
was also hampered by the sinking of the Estonia passenger ferry in September 1994, which 
claimed the lives of the mayor of Voru and several members of his administration.) NDI 
circumvented the administration's reluctance to involve the public by working with a 
community task force to draft a "Greater Voru" strategic development plan for the city. The 
initiative to draft the plan was an outcomg of a one-day seminar which NDI conducted for 
members of the Voru government in January 1995. (See also below.) The task force, 
established with the assistance of a local Peace Corps representative, included seven members 
representing town and county government and civic and business organizations. 

During a series of meetings facilitated between May and September 1995 by the NDI field 
representative, the Voru task force produced a draft plan that describes, prioritizes and 
suggests responsibility assignments and deadlines for several projects to be undertaken and 
completed within the next five years. The projects all relate to a "community vision" 
formulated by the task force. The strategic development plan was presented to town and 
county officids in January 1996. [An English draft version of the plan is included as an 
appendix to this report.] 

B. Training Seminars 

September 30 - October 1,1994 Seminar 

* Topic: Intergovernmental Relations 

During a first round of meetings conducted by the NDI field representative in June 1994, 
officials in NDI's three target cities expressed frustration that the national government was 
generally insensitive and unsympathetic to the needs and responsibilities of local government. 
In response, NDI organized a seminar to prtyent and discuss practical ways in which the 
Narva, Voru, and ,Tartu governments could be more effective in gaining national support for 
their projects how the cities could better influence national legislation and policy making 
in areas that &kc$& them. 

Each city was invited to send a delegation to the seminar; NDI assembled a six-member team 
of trainers who had considerable experience as effective advocates for local government 
interests. The team included: Joanne Adams, a local government consultant for USXA and 
former field representative for NDI in Moscow; Eric Anderson, City Manager of Evanston, 
Illinois; Roger Appleton, Head of the Policy Unit of the Wandsworth Borough Council in 
London; Grzegorz Gnelak, a local ckuncillor from Gdansk, Poland, and Deputy Chair of the 



Polish Assembly of Local Authorities; John Krauss, former Deputy Mayor of Indianapolis, 
Indiana; and Thomas Volgy , former Mayor of Tucson, A r h m ~  The pwcday was 
held in Tartu. 

Forty-three people attended the seminar, almost all of them elected and appointed officials 
from Narva and Tartu. (The Voru delegation did not participate due to the sinking of the 
passenger ferry Estonia one day before the seminar. As previously noted, the mayor of Voru 
and several members of his administration were among the 900 victims of this disaster.) The 
sinking of the Estonia dampened the'participants' enthusiasm, but 24 of 32 attendees who 
returned evaluation sheets had very favorable impressions about the seminar and thought that 
the topics of discussion had immediate practical application. 

NDI arranged for Eric Anderson and Roger Appleton to return to Estonia in January 1995. 
On January 24, the team held a day-long version of the seminar in Voru. Twenty-three local 
government officials attended the training. During the seminar, a number of the participants 
decided that Voru's case would probably be made most effectively to the central government if 
it could be shown to be part of a well conceived and comprehensive approach to dealing with 
the challenges the community faced. An idea to develop a strategic management plan grew 
from the discussion and was accomplished six months later by the "Greater Voru" strategic . 

planning task force (see also above). 

January 12-13,1995 Seminar 
Topic: Political Party Training - Campaign Management 

Estonia's second national parliamentary election since independence was held on March 5, 
1995. Prior to the election, several of NDI's city council contacts in Narva, Tartu, and Voru 
asked if NDI could offer training for their national parties' campaign organizations. Using 
funds from the National Endowment for Democracy, NDI sent political trainer Peter O'Brien 
to Estonia in early January to advise parties and coalitions on campaign strategies. Besides 
conducting one-on-one consultations with most of the parties and coalitions, NDI organized a 
training workshop in Tartu to coincide with the beginning of the electoral campaign. The 
Institute assembled a panel of four trainers that included NDI's Estonia field representative; 
O'Brien; Kate Head, an Ameri& political organizer from NDI's Moscow office; and Hege * Hero, a Nonvegian Conservative Party activist. 

The seminu was attended by 41 people who represented twelve different parties and 
coalitions. Following the March election, three parties requested and received follow-up help 
from NDI as they began to organize for local elections in 1996. 

May 18 - 19,1995 Seminar 
Topic: Public Participation in Local Government 

Anticipating a continuation of its Estonia program beyond the end of USAID-funding, NDI 



organized a seminar with a dual purpose: to provide an overview of public participation to 
local officials from across Estonia and to persuade two or three other cities to adopt some of 
the public participation mechanisms that were now in evidence in Voru, Narva, mid Tam. 

Three trainers joined the NDI field representative for the two-day program in Tartu. They 
were: NDI local government trainer Cara Hesse, who had had considerable experience in 
neighborhood-based community organizing in the United States; Jim Nathanson, former City 
Council member for the District of Columbia; and George Farcas, a consultant to the 
Trumbull County (Ohio) Planning Commission. The program placed emphasis on presenting a 
rationale for opening the policy-making process up to ordinary citizens and how this effort 
might be organized and accomplished. The experiences of Tartu, Narva and Voru were 
highlighted by local officials from those communities who attended the seminar. 

Thirty-nine people from 14 separate local jurisdictions participated in the seminar, as did two 
members of parliament. All the program's evaluations rated the seminar's content and 
presentation as extremely useful and well-conceived. Several cities requested follow-up 
consultations, which were conducted during the fall of 1995. 

POST USAID PROGRAMMING 

Following the end of its USAID funding, NDI was able to continue its activities in Estonia on 
a grant from the National Endowment for Democracy. Wallace Rogers stayed on in T& to 
conduct NDI's programming through March 1996. Besides continuing to assist ongoing 
projects in Tartu, Narva, and Voru, NDI expanded its public participation program into two 
additional cities, Viljandi and P h u .  In Tam, Narva, Viljandi, and P h u ,  much 'of NDI's 
activity was organized in cooperation with Development Alternatives, Inc. (DAI), a USAID 
contractor. Working closely with the DAI staff, NDI also helped to enhance the capacity of 
one of its local partners, the Tartu Development Center, to provide consultative services and 
technical assistance to local governments in Estonia. NDI and DAI have assisted the Tartu 
Development Center in hiring and training an Estonian local government expert to carry on 
public administration and public participation programming after USAID'S close-out in 
September 1996. 

PROGRAM EVALUATION 

The most imgaEtutt! goal of NDI's local government assistance program has been to establish a 
democraaie initiative that long survives its on-the-ground presence in Tartu. The citizen 
participation projects in Naria, Tartu and Voru appear to have accomplished that. Permanent 
procedures for public hearings have been institutionalized for community development 
planning projects in Narva and Tartu. Public hearings will also be part of the budget process 
in Tartu. Voru's experience with citizen study committees has been a positive one and affords 
city and county officials a public management tool they will use often when developing public 
policy and making important long-range decisions. Furthermore, the experience of these cities 



provides a positive example for other communities in Estonia. The Tartu Development Center 
will employ a local government consultant trained by NDI, who will be able help local 
governments to continue and expand the practices and procedures NDI helped establish. 

NDI was not able to establish working relationships with the political science faculty at T a m  
University and the staff of the Association of Estonian Cities (the country's largest 
organization representing local government interests). Work with individual local 
governments, particularly in Tartu, proved more intensive than anticipated, making the 
cooperation with university and the Association a lower priority, given time constraints. 

Except for the shortfalls mentioned in the previous paragraph, the task NDI set for itself in its 
workplan for Estonia has been accomplished. Its successes can be objectively measured in 
reports about the three seminars NDI sponsored during its program year, official accounts and 
media reports about the public hearings it helped organize, the public participation pamphlets 
NDI and local government officials in Narva and Tartu developed, printed and widely 
distributed, and the "Greater Vorun strategic development plan. (See the Attachments for some 
of these documents. Others have already been submitted as attachments to NDI's quarterly 
reports.) 

What NDI has learned about the potential for instituting workable public participation 
programs in Estonia is transferable to other political structures in place in the former Soviet 
Union, particularly at the local government level. The Estonia experience will be shared and 
applied both throughout this region and elsewhere as part of other NDI local government 
assistance programs. 
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THE CITY OF TARTU 

Information About City Government, the City's Budget, 
and the 1995 - 1997 Tartu Development Plan 

In democracies like Estonia, the authority to govern comes from the people who are 
governed. To be sure, this is the organizational basis for city government in Tartu. No 
government is closer and more accessible to citizens than local government and no government 
affects the every day lives of average people like local government does. To do our jobs the 
best way possible, your City Council and your City Government believe it's important to find 
ways for you to tell us how we're doing and what we should be considering to do. This 
pamphlet hopefully gives you background information that will help you make those types of 
judgments best, so together we citizens and municipal leaders can all do what we do better. 

- This pamphlet contains some basic information about two important documents that city 
council members and city government officials will consult frequently. You should know 
something about both of them and your city's leaders should know what you think about them. 

' 

THE TARTU CITY DEVELOPMENT PLAN 

The City's Development Plan has three purposes: 

1. to identify and describe issues and problems that the city should address during 
the planning period (1995 - 1 997), 

2. to identify and describe ways those issues can be addressed and those problems 
can be solved, and 

3. to estimate .how much these projects and programs will cost and suggest when 
they should be scheduled to be done. 

Because there will probabiy always be more that has to be done than there are resources 
(time, people and money) available to do everything, the Development Plan, with its 
comprehensive analysis of all  the community's needs, is a good thing for city leaders to consult 
when they have.& decide what to do with the city5 money. 

The Development Plan is a long and detailed document. It includes many facts and 
statistics about Tartu. It analyzes the current condition of the city and suggests a dirqction 
toward which it should be moving during these next three years. It sets some goals and 
objectives that can be kilometer posts which measure how much progress the city's made in 
getting to where it wants to be. 



The Plan in its present form makes six major points: 

1. Tartu is not an industrial city. Large industries that were established in the city during 
Soviet times are grossly oversized, their capacities far exceeding the demand the Estonian 
economy has for what they produce. The city should develop programs that encourage 
the growth of small business that flourish because Tartu is and will always be the 
regional trade center for all of southeastern Estonia. 

2. The local economy must be diversified. Development of tourism-related business should 
be promoted, as should scientific, medical and general research centers. The city should 
better exploit its reputation as Estonia's center of culture and learning as it grows. Tartu 
University needs to be more active in promoting and enhancing these types of advantages 
for the university and the city's economic benefit. 

. 3. If Tartu is to become a major national trade center, it won't happen by challenging 
Tallinn's position. Tartu's success depends on the expansion of east-west trade . opportunities, perhaps involving Germany and Russia. The redevelopment of h d i  Air 
Base may be the way to enhance Tartu's importank as hub for east-west trade. 

4. Privatization must be accomplished as quickly as possible. Returning expropriated 
property to pre-1940 owners and privatizing municipally-owned housing and state-owned 
businesses should be one of the city's highest priorities. 

a 
-- 

5. Provision of health care and social welfare services should be decentralized. To the 
maximum extent feasible, facilities should be situated near where the people who will use 
them live. This applies to police protection services, too. 

6. In order for Tartu to realistidy exlxt any of its grand economic and community 
development plans to evolve as real projects and proqrams, the city must make a very 
significant investment in repairing, improving, and rebuilding its public works 
infrastructure. This includes major arterial and residlsntial streets, water, and sewer 
lines, and the heating plant and its distribution system. As privatization of property is 
accomplished, these kinds of projects should be the places where the city's money is 
spent. 

- 

THE 1995 ClTY BUDGET 

The city's budget is a very important document. It's a public policy stitement that 
specifically says how much of the city's time, manpower, and scarce financial resources will be 
allocated for programs and projects and the offices and agencies assigned to administer them. 

The budget is developed by the City Government. It's presented to the City Council 
which must adopt it in order for it to hecome effective. The Council not only very carefully 
examines the proposed budget, it usually makes adjustments or amendments to it before it's 



passed. The Councii is sometimes even involved in drafting the original proposal offered by the 
mayor and his staff. After the budget is passed, the Council routinely monitors how it is 
followed and how the money they approved is spent. 

In 1995 the city will collect and spend about 145 million kroons. Most if the City of 
Tartu's money comes from the nationd government in Tallinn. It is allocated to the city either 
the basis of a formula that depends on population statistics, or data about how much of the tax 
was raised in Tartu that was sent by the taxation authorities to the state treasury in Tallinn. Less 
than ten percent of the city's funds come from local sources. However, that should change 
during the next few years as property is privatized and cities begin to decide locally how much 
of its value should be taxed. 

Elsewhere in this pamphlet is information about who and how to contact people in City 
Government who can answer questions you might have about the city's business. We invite and 

- appreciate your interest in what we do. 



Appendix 2 - Voru Strategic Development Plan 



VISION STATEMENT for the Year 2000: 

Voru will be a vibrant, attractive community - a regional trade center for 
southeast Estonia -- with low unemployment and steady growth. 

ELEMENTS OF THE VORU COMMUNITY STRAlTEGIC PLAN 

1. Economic Development 

Most of the new jobs that will be created in Voru these next five years uiZ he home-grown - by the - 

expansion of businesses already operating in the community or new enterprises, created on a small scale, by 
entrepreneurs who already live here. In order for Voru to successfully attract outside business investment, 
its economic development effort must be highly organized, well-coordinated, and feature innovative 
programs. 

PROJECT 1-1: Formation of a Public-Private Partnership Whose Ultimate Purpose is to Form and 
Operate and the Greater Voru Economic Development Corporation (GVEDC) 

1. City and county governments will authorize the creation of GVEDC, whose membership will 
be appointed by concurrent resolution of each govemment and consist of an equal number 
of government officials and representatives of business and community organizations and 
private enterprises. 

Members of the Strategic Planning Task Force will draft enabling legislation and present it to 
the governing bodies. Presentation will be in September. G V E K  will be operational in late 
October. 

2. Responsibilities and tasks for GVEDC: 
-- Develop a fundiig proposal for 50,000 USD for administration and programming 

(possibly inciudiig the purchase of real estate that can be used to create 
opportunities for business develol nent). Submit proposals to the Soros Foundation 
and the World Bank. (December 1995) 

-- Sei up a one-stop shopping procedure for rep] dsentatives of the State Privatization 
Council and the potential investors they bring to Voru. (February 1996) 

PROJECT 1-2: Small Business Incubator 

1. Arrange for the purchase and rehabilitation of unused factory or manufacturing space for the 
operation of a business incubator - a place where people from Voru with good ideas for smalf 
businesses can begin to operate those businesses. (Through the GVEDC board of directors, by 
Apd 1996) 

2. Set up a procedure by which business plans from perspective tenants can be reviewed, 
evduated, and the best, accepted. (GVEDC by the end of January 1996) 

2. Housing 

Voru has made good progress privatizing its government-owned housing stock. But much of that housing 
needs immediate rehabilitation to structural elements like foundations, plumbing and electrical systems. 
Energy conservation plans that hope to convert the city's central heating system to one that is more 
consumer-controlled will necessitate major adjustments and installation of better insulation in walls and 
ceilings. The community also needs to encourage the construction of new low-density housing, has hardly 



4. Infrastructure Improvements 

Substantial work has to be done to maintain and improve the Town of Voru's public infrastructure system, 
especially in three areas: changing the heating and water distribution systems from being centrally controlled 
to being consumer controlled; building a new landfill; improving roads and streets. Good infrastructure 
systems attract new business and industry and helps persuade what's in place to stay and expand. This 
means more jobs and a growing community. 

PROJECT 4- 1 : A New Landfill 

1. Working closely with city government officials, the county governor will convene a task force 
of local experts in solid waste management that will have three responsibilities: 

-- to assess the immediate need, size and cost of a new landfill 
-- to study and evaluate alternative methods for disposing of solid waste 
-- to develop a comprehensive solid waste management plan 

The task force's report should be ready by the end of May 1996. The task force should be 
formed and begin its work in October 1995. 

2. Armed with the task force's plan and report, the governor and the task force chairman will m-te 
presentations to the World Bank and other international financial institutions for h d i n g  to ~telp 
pay for construction of a new landfill and projects suggested in the task force's plan. The team 
will also seek a private busiiess partner who might be willing to help develop such fkcilities as a 
demonstration project. (May-September 1996) 

PROJECT 4-2: A Comprehensive Street Improvement Plan 

1. The deputy mayor in charge of public works and highways will develop a five-year street 
improvement program that recognizes available funding for this work and immediate need 

and maximum benefit for making improvements to existing streets. His report should be 
ready in the time the mayor to include 1996 recommendations as part of his 1996 budget. 

PROJECT 4-3: Heating System Conversion 

1. The director of the heating plant will collect and analyze all available information about 
converting centralized municipal heating ~ystems to consumer-controlled systems. 

2. The city will hire a consultant (January 1996) who'll help the director formulate a long-range 
plan to make the conversion. The plan should include a cost estimate and the time frame it will 
take to make a complete or partial conversion. The report should be finished by July 1996. 

PLEASE NOTE: 

SEVERAL OF THE PROJECTS DESCRIBED IN THIS PLAN OF ARE STUDIES OF SPECIFIC 
ISSUES THE STRATEGIC PLANNING TASK FORCE THINKS THAT CITY AND COUNTY 
GOVERNMENT SHOULD ADDRESS. SPECIFIC PROJECTS IMPLEMENTING STUDY GROUP 
AND COMMISSION RECOMMENDATIONS SHOULD BE INCLUDED AS AMENDMENTS TO 
THIS PLAN. 



any has been built for more than ten years. Improvements and additions to the housing stock have to  be 
accomplished in an economic environment where most people can't afford to pay to do needed 
improvements or purchase their housing without government incentives and direct W i g  assistance. 

PROJECT 2-1 : New Housing Construction Demonstration Project 

1. The town government will provide suitable land to a private company that will build energy 
efficient duplex (two-family) housing on it. Perspective owners must be able to demonstrate 
that they can provide 25% of the cost of such housing and are willing to enter into a 
cooperative agreement with the housing developer in order to pool their funds so that the 
developer can get hnding for the project. 

2. The project will be set up as a "demonstration" so as to attract foreign money at favorable 
rates to do it. Voru's housing director will be in charge of developing a project proposal 
(November 1995), seeking interested builders (January 1996), and getting financing (May 
1996) and a good site (January 1996) for the project. 

PROECT 2-2: Housing Rehabilitation Fund 

1. Create a program wk :re homeowners can get no-interest loans to make structural (heating, 
electrical, foundation ' roof, plumbing, insulation) improvements to their houses. Loans 
will be forgiven if the owner continues to live in his house for seven years after the 
improvements were made. Money for the improvements will provided in equal parts by the 
homeowner, the city or county government, and the state government. Local government 
inspectors will help supervise the work. 

2. The mayor's office will develop a project propod, establish the size of the fund, get the city 
council to provisionally approve its inclusion in the 1996 budget (December 1995). and will seek 
at least a one-third match fiom the state government (March 1996). 

3. The Environment 

Voru city and county governments need to enhance existing public parks, better protect and maintain natural 
and historic areas. Doing these kinds of things d t :  the community more attractive, the people who live 
here proud, and visitors and potential residents more attracted to tke area. 

PROJECT 3-1 : The Historic and Natural Resource Protection Commission 

1. City and county government will jointly form a ten-member citizen commission that will have 
three responsibilities: 

-- do an inventory report that lists and describes the condition of historic places, public 
parks, natural and wildlife areas 

-- list structures and areas that should be designated public places and public domain 
. -- estimates the annual cost of maintaining an existing and expanded parks system 

- offers a development plan intended to specifically address environmental issues the 
commission thinks should be raised 

2. The Commission's inventory and report should be completed and presented to the mayor and 
county governor by April 1996 



Appendix 3 - NDI Brochure on How to Conduct 
Public Participation Programs 



m 
NATIONAL DEMOCRATIC INSTITUTE 
FOR INTERNATIONAL AFFAIRS r PAX 9393 146 
lgfih Placn, 1717 M ~ w a c h ~ s  Avamc. N.W. Washfrryon, C).c :. 20036 (202) 3283136 I Tcks 310601506~ mrrh 

XNVOLVWG ClTlZENS IN THE BUSMESS OF LWAC COYltRNMElYT 

This pamphlet is a handbook thnt describes ways and means to involve the public in hclping 
makc municipal gwcmmcnt pollcfcs and decisions. Il is written in a way so as to make it wfi~1.  to I d  
government advisors, elected arrtcids, cify administrators, and membcn of civic orgmkil~ons Mmated * in making the business of gmrnn~cn~ more open and accessible la the people govc~ment b 
stw. It is aimed at pbople who arc in positions 10 hutitll~i~nalrz~ public padcipation p d m .  psaptc 
who csn wrltc regulatioas and pass taws and mrl-c~ar that can make what ib d e s m i  han! bsccmw: r 
~ r s d p e r t 4 f t h e v r y s t f r i n a l a m & n c i n ~ t  

a 
t. WRY SHOULD PUBLIC PARTICIPATION BE AN ESSEhTIAJ, PART OF MAKlNC POLJCY 

IN A DEMOCRAT ICAUY ORGANIZED COVRRNM,ENI'? 



Ih is  d 1 y  cxerciscd in an indirect manner. As p-bed in a comdittaion or cham 
previously a x  by dercndum citizms chom a few fionl among thcm to reprgwt all dthcm h 
thoir gw-t. Tht went thrrr accomplishes this is an clcction. Votiq - thc proccds that dc&mis#s 
who repram& the peaple - iu ths most dnious cxamplc ofctWcn participuion in gawnmcd Some 
#fvoWss of represcntative democracy go so lat as to mainlain that the occ~sional act oivoong is tbc 
Mming mameal wbm civic responsibility is cxerciscd in democrdlic govcmancc. 

Eledions & d n l y  g o d  indicators of pwblic opinion; so arc public opinion polls, The first 
pxwtdc~ the in f i t ion  the hard way (one's job is at immediate risk in order to got it), bnd it often comes 
too late lo do any goad and enhance the p~iblic aficial's polittcal cam. Thcy seumcl way is wrpcosive 



and the infarmation nccivcd is oftcn s~~bjcct to broad intcrpxcbtian and is ncvcr absoluttiy dol=u,*blc. But 
tbsre's alao a Wrd way fo gauge public opinion firshand: 

Public ddat can invilc ciiirens to get a glirupsc of what ~ 5 0 4  on inside thck m n m c n t ,  lcaru 
about how decisions arc ma& and what is considered when those ddcisionn arc mde. OPRciatr 
can create EDms whcrc intensttd citizens (likely votcrs) can a&r their opinions abour public 
policies lhaf afkct whcrc lhcy livc, how thqr work, mid how thc k c 0  [hcy pay arc spcnt, 

A good politician will come away fiom such an cxpicnce with an enhainccd appdst ien  tor Lhc votersi 
overall rood and their anitudcs about pmjeds and problems ihc politician is dcaliog with and will have to 
makc dcdsions about (all d which becomes part of Iris perfomnce evaluatioq to bc micwcd by votcrs 
when he seeks reelection). 

There a n  at laa fmr reasons why encouraging public padciption in sovcmmcnt is good 
politics: 

I, Elected olYlcials gcc chances Lo mcd. voters face-wface and broadcn Ulcir base of support (and 
tho poopre wha will !akc the politician up on thc oppdrlunity to phcipate im Lho g o v e m h ~  

---amhd&pwpb wb-vtH@; -%yoiiiiuan inrsrantiy 'oecoarcs morc ii a namc in 
the newspaper or among the many names on a ballot on election day. 

2. Poople like to bc asked thcir opinion abwt important isms - cspccialIy isam tbat directly 
f l k u  Lhan. Even if they c h m a  not to oEcr an opinion, rhcy like to be aslad. ll maket Lhm 
feel important, and pooplc Ilkc to think t h y  maltw. That's human *-turn. 

3. Thc d-a: mdcs the public d c i a l  with an o~rportUnity fo show his boss (voters) fM 
he krows his@ and is doing it rcspnsibly - something invaluable at c l d o n  timc. Pofeotjal 
challctlgMs have no such oppomniti~5. 

4. The politician has c m c d  a forum w1K;ZIE bc can amtrol the agc~da.  thc flow dinformation, 
and the feedbeck he nccds lo makc thc best political decision he can whon (hc timc comet 
lhat dodsioas haw to be mndc. 

3. AVEIWES FOR PUBLIC PAR77CIPATION IN GOVERNMENT 

Then arc lbne things that a local gavcmmcilr jurisdi~tion rorrtincly does that captures its 



Doing a b u d g ~  is an annual d i r  - Ulc responsibility of thc governmeat's adminij(ratiuc 
branch. Thc buU@ damncut incfadcs nvcnuc pfojediorts and an itccounting dhow thm mmua will 
be s p m  (commonly organized by listing cach ridrninisbativc agency or departnu% each office's 
allocation bcing broken into atepries like petsonncl and funds acr aside Ibr -a1 prwjscts). The city 
council is d y  mpmsiblc f i r  pssing the laws that aulhariz mcolloctin~ rbe required rcvcnucs rha~ 
haw to be d!W lady and approving the budgct in Ils final fom. The budget is ver), much a pibIic 
policy inslnnntnt. It cstabllshes priorities for what the m u n i ~ i l y  will be about in rhc coming year by 
d#uminiog what gcts find.d a d  what dtmn't. and how much a f a c  city's scarct reswnccg (mow, time 
and mnpw) will be SU aside for hnded projects and clcllvitia. 



policies and prqjccu it advocates - sorncfhing useful lo havc around whcn a public oericial i s  d i n g  ta 
poplar and palitid support he mcds irnplcmc~lt them. 

Previous d o n s  have prcscnccd a rationale for public pirticipariou and suggested two things 
government docs whcrc c i t i 7 .  partidpation can be d u l l y  applied: dcvcloping budgets and commonft). 
dcnloprncnt plans. This pan d~sc71bCS how 1.0 apply public parutipahon. l'herc arc many ways to 
c k n d  citizen puclcipation, Here. vftritllions oftm are explored in somc dttail. pubUc harings, a d  
cit.iz#l committees, advisory groups and task forms. 

Thcsc am umaUy single topic meetings about a matter d public interest LO which the puM& is 
mprwsly invited to aatlcnd to hear an omcia1 pmntation abwt the nr#ring's Lopic and to comment oa the 
msttcr at hand It's a pradice ununml in Europe, but dates fkorn colonial times tn Amcrica, when 
tradition gcncraIfy requires the general public to be consulrcd. or J leasl informal, abwt afmaet cvny 
publicpoliay M e n .  

Public bearings should bc held at timcs convenient lo lhc public - nol during the day whcn lnost 
people m wsrksng. but pdcrably on a W d a y  evening. If posslblc, rllcy wgbt to be hcld at p b s  
conmicnt f;or tbc public ro get to! like a nclgl~borhood center, t-d of downhw~ at the crty 
administratim Ennlding Wds dnforcss the d o n  the4 the gwenuncnt ie coming to Lhun, to ask tbdr 
opinion about s o d n g  imgomnt that ha! lo be decided) Thc b r i n g  ought ~o be adverdpad at kwt 
tw wladcs in admmc: by wordd-rrmuth to communily lcadm, oa radio and in the n e w q q m .  by 
wrimn announcements posted in plxcs  the public wiIl likely see than. Ptess relases Lhst summark 
draR af the dcwlopmtnt plan and the budgct a d  describe the pmxss by wNch rhc plan and thc 
wiU be presented to the public sbauld bc written and bidnied. (If arc prrss dm smmd ibt#sseins 
;bc p r n m e n t  can gel its public hearings annMmCCd in news stories, saving ihc cxmsc dpald 
-u-) 

There ought la €m something simple, proparod bdkrchmd, .mi l;ivr;* g m ~ d  backgrnl~~d 
infwmarion a h l  the budge! or ihc land use plan. I1 shwfd be awilahlc b r  dimibulinn whcn the 
h&ng is first announced m pcopk can pick it up prior to thc rnedng, and il fihouM be printed in umgb 
quautity to haw plenty availabk Tor distribution i LhC heamp. That hand- aumnplisb fF1"D 
prrparcr: tbey tad  to bclp fkw an informal disFussion on rhe 611b&~i al the main& aod thy a& 
ogportnnity to get public af1RdaJs' names Wre Ctrc public one more time. (Tbs pampblo~ uludly in&& 
mmm, titles and telephoac numbers of (he policy makers who an d w h g  wirh Lhc issue.) Ifpmpk want 
the hll copics of thc drift of a devciopmmt plan or a budget. fbey should bc able to get them, but it u mt 
unrcasonabfc fbr them m haw to pay time and matcribt awts to copy i l .  

- 

I1 is b a d  to prcdid how many people will cbme to a publi: haring. Sccnkindy imlporrant 
things like the annual budgd may attract ahnost no one whilc a discussion about put of the ddagmcnt  
ptm like the l d o n  and design of a btidgc might aitrad n hundred pcoplc. Thc most impotranl thing 
about doing public bearing is rwt how many come to thcm, but lhal pcople know the1 lhc M n g s  m 
Wng held and that thcy havc been invited to anmd them - tlmt Wr qinioar arc important and arc 
wwgbt by lhdr govtrnment I 



nte chairman of thc w i n g  shocrtd q m  the meting -- on time - by intmducing himeelf, the 
people sitting with him in lhc front of the audieoce, (and any other clcctcd officials M adminimor6 
~IWCIIL. Ha should thank the pwpic prc j~z t  for taking time to wmc to the hazing. Next thoro s W d  be 
a brief presentation by the city **(no mom *an (hifiy minutes, preferably using visual aids d sum 
kind) about the topic of the public hcaring. Pubk comments will ~ d l y  focus on some aspea of the &ila 
presentation. 

Now it is  tima for Iistening to the public and mworing the questions they r;risr. 

Thc p#;c of the me&& can be controlled by gctltly reminding speakers to keep their cammcnto 
to the subject of the public hcaring. If several speakers arc rqmting rhc m e  point, the chaiqmwn 
dgbi  ask all the paogle at the mating ro s h ,  by raising thcir bands, how many supp,n the lrpeakcis 
opinion. This allows gooplc lo indic~tc thcir point of view without ' m d l y  giving the same tedirnmry 
overudoveragain. 

Most hearings bavc Ihc praciicc of  inviting p p l e  lo address themselves and thdr commcnt8 to 
the meeting's chairpcnon and rhc ofhiah sin in^ up h n t  Pwplo d y  be@ theif cmmmtb by 
invpducing themsehes. They sh~uld have a chance to speak into a rnicrqhnc in some way that 
aa. thrrt mcir comments are hard nd only by 1hc chdipcrson, but by the audim#, too. Thc 
chairperson and the pnncl rncmbcrs up front sometimes ask the sputkcr qudons about his wmnmts 
after the gpeaker Is WW,  but carc should bc lakcn Ihat these be questions ufclariPTQtiam only. Thc 
people asking thsm ahould be tmuitivo to makin8 tba prop18 wha speak not feel b d g c d  or intimidated, 
radrn LbCy agree with what they've said or not This is thc public's meting - it's a prtrlic bGaring 

Every public hcaring should bc chaired by eitber the mayor, thc chairman of- city council, or 
thc goycrnmcnt omcia1 assigned by the mayor tn managc Lhc procca of dmkping the city plan or the 
city bud*. In any casc. it is imponant that all three of them mrne to cvcry public m d n g  if possiie. 
This subtly dcmnsliales to everyom there how important Lhc pubtjc hewing proctss ad the development 
plan or tfit budget are, and i t  gives cach of thcsc three important people a firsthand idadon of' thc 
public fcacllon to the developmeat plan or the budget 

A few wolds are appropriat~ here abut thc kind of public rcaccion one should expad at public 
haingfi. Fir& they art d l y  attendad by a ~ ~ t t i o ~ W ~  sham of pcnsimerq mostly becaw their 
ci- allows them time lo go to rnc&gs snd develop an hterest ia public sfhim. Scrondly, 
tdmony will sometimes seem to indicate the public is ~~~gar ivc ly  disposed to aspects of &c budgd or 
dewlopmmt plan. T l  iu l imrw~ rwLurc rhat decision makers routineiy h a r  f h m  thc paople who are not 

hapW with &c decisions they makc; thc pwplc who hvor rhcrn an lcss apt to tdl tficm so. 7 % ~  pwplc 
con&dng rhc I h n g  should not base theit opinians about hc  dcvclqmcnl plan or the propossd bud@ 
sole& on the basis of lhc haring. Atnong other things, the hcaring i s  a safw valvc for allowing 
disapprovin~ pcmw to galn the opinion that thcy h m  h d  fhcir wy un LJw mallor dirwtly to thc pcoplc 
in charge; somaimes they cvcn a ~ c d  ilr having a proposal nwdified somcwbat Thc W g  also 
allows & d o  LO judge Lhe political climate prior to inaking Ilaisions, possibly lambg how to minimin: 
d e l e  mqnmes to wbae they tinally dccidc to do. 

Aftor everybody who wants LO has had a cbaaer to tatk, public h-ngs owdud0 with the 
chairpcrsan thanking the people who cam lo du meeting for their intern and thcir pbrticipal&m, 
amubg the pcoplc wllcl spokc that what they said will be wqsidcrcd as the devdopmnt plan ot the 
bucfgct is draitbd in Its  final form and implcmcnlcd, aad explaining wfiat happcns ncxl la Utc document 
and wbcn it is likcly tn br: ollicially before tlw city wuncil for its c;o~~ri&mtioo and adoption. 

Somcbnc from the city gwcmmcnl should be assigned respomiity to afiW rhc h d n g ,  d m  
official minutes of drt meting. a n d  within one week dtht mccting. writc and mail lcucts to cveryone 
who gave their namw baon: they 1esrMed. tilanktnl: them fbr rhcir 1arcresr in topic and aharin~ 
their cammenfs a h t  it. 



The Advim y Gmp and the Citizen Tvsk R a m  

Citizen w r n d U e = s  pnzvidc some of the samc tMng.5 for thc political as do p&,lic 
hcatiags. They Rrsf became fatured in democratic govHNncnt as informal calls tbr piPl& M m  fir 
public id- but have gradually hccomc more mslitutionalid, as aspects or drcision making in public 
administration have cvohd man and more to being one person's nsponsibiIily. Jn devclqxd dmmraric 
~ U T C I .  advisory commlrrees with specific mandalcs i i d  Individual lerms o r o f e a  arc b c ~ & ~ ~ g l y  
nplmcing b m r  elsctod or politically-appointai govcrnlng boards and commissions. 

1. They will probably providc the public ofncial with points aivicw hc or she may  no^ have 
othorrrim a n s i d e d  Their analysis will IiXdy be mom 4hrough than bis would pmbabty 
haw been. rud the result will be of better quality. 

2. Beside getting a different perspa2ive on lhe pr&lcmt the city ofIic+d, if b kIIows any o f t h ~  
cornmiltee's mmmcmdntion~, &en mates an cxpandcd team oCsuppo~cr w k t  Lhe atmpt 
lo do sornahtng bgm. 

3. If the group rsoommcnds thc poky favored by Cht pemn who has appdnhd t h  to the task 
force. the policy )Clfi been Icgitimi~d and :-:!ifid by indapcndwt urpcrir. 

4. (When the decision or policy #at. has to be rrradc I$ especirlly conmvmirl, the Pdviwry geup 
gim the public Oincial "political caucS. Thc oftidal GUI claim tha k is basing his dais1011 
on the rccommtndation or the group - his mpomibility for making it is smewbt  dd?bad 

5, Thc clffiaal h* given the very prlblic apptarans ofptacing an imponant vaIue on what the 
people who eicmd him or clccted the p p l e  wha eppointod him think. 




