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ABSTRACT

The U.S.—Mexico Partnership for Municipal Development is a cooperative agreement
between USAID/Mexico and the International City/County Management Association (ICMA).
The purpose of the Partnership is to promote enduring democratic institutions and practicesin
Mexico. The objectives are to increase and enhance the participation of citizensin the local
demoacratic process and to improve the capacity of municipalities to respond to the needs of their
constituents.

This quarterly report describes the activities of the eleventh quarter of the Partnership and
lists activities planned for the next quarter.
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EXECUTIVE SUMMARY

The eleventh quarter of the Partnership had a lower level of activity than usual. The main
reason for the decrease in the Program’ s activities was the lack of obligated funds for operation.

The RA visited Calvillo, Aguascalientes to continue Partnership support of the mayor’s
efforts in improving the municipality’ s management structure and operation. The RA had the
opportunity to address a group of over 20 municipal officials during his visit.

From April 26 to 28, ICMA and the Municipality of Zacatecas teamed up to bring Mr. Bill
Kirchhoff to Zacatecas. The purpose of Mr. Kirchhoff’s visit was to present his views about the
importance of citizen involvement in public safety. Mr. Kirchhoff is a member of ICMA who
has proven experience on the subject. In Zacatecas, the RA took the opportunity to meet with
the financial director, the police chief, and personnel of the public service department the day
before Mr. Kirchhoff’s arrival to Zacatecas.

The RA visited Monterrey on June 6 and 7. He met with ITESM officials to discuss how the
Partnership could collaborate with them on their distance-learning program. It was agreed that
the Partnership would work with them through Oscar Rodriguez, who will participate in the up-
coming training program for elected officials that will air late in August. Mr. Rodriguez will talk
about strategic planning and performance measurement.

The RA aso met with the executive director of Duck Unlimited de Mexico (DUMAC) to
discuss how they could help Sayula develop a wastewater treatment plan. The intention is that
DUMAC will provide technical expertise to Sayula and other municipalities, especialy after the
Partnership is no longer working in their region.

The Partnership worked with the University of Monterrey (UdeM) to present alecture on
Ethicsto over 150 high level officials of the State of Nuevo Leon. The officials were part of the
Secretaria de Gobierno (Lieutenant Governor’s office). The Secretariat and his top-level officials
were also participants at this event. Ms. Elizabeth Kellar, ICMA Deputy Executive Director and
ICMA expert on ethics, spoke at the event.

As part of Ms. Kellar' s activities in Mexico, she participated in atwo-day Ethics conference
that the State of Jalisco and the Guadalgjara Chamber of Commerce organized with the
Partnership on June 8 and 9 in Guadalgjara. Besides Ms. Kellar’s participation, the Partnership
sponsored Mr. David Mora, City Manager of Salinas California, to speak at the event. The event
featured speakers representing the public and the private sectors, speaking on the theme of Ethics
in Business and Politics. Over 200 people attended the event.

Due to funding issues, the Partnership reduced its activities. However, during this time, the
office staff used a significant portion of their time to compile information on the Mexico
experience. The objective of the project is to document the most relevant experiences that the
Partnership has participated in or encountered while working in Mexico. It is expected that by
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the end of the next quarter, the Partnership will have a report detailing and analyzing the relevant
experiences.

The Management Exchange program suffered the most delays because of the funding
limitations. The Partnership had to postpone several visits and due to summer obligations of
severa potential participants, the rescheduling has become a logistical problem. Nevertheless,
the Partnership was able to complete the exchange with two of the participant cities. The city
manager from East Palo Alto, Ms. Monica Hudson was able to visit Manzanillo, Colimathe first
week of April. The second visit under the exchange program was that of Mr. Gary Brown to
Tuxtla Gutierrez, Chiapas from June 11 to 17.

The RA participated in an international conference in Mexico City on April 7 and 8. Severa
mayors of large citiesin Latin America attended the conference. The RA presented a paper about
systems to combat corruption in local government.

The RA attended the Inter American Conference for Economic Development in Merida on
April 13 to April 15. The conference was organized by AMMAC in partnership with severa
other international organizations, among them ICMA. The event was organized in Merida since
the executive committee of IULA was meeting there from April 9 to April 13. The RA used the
opportunity of being in Meridato meet with municipal officias, including the mayor, to learn
about the excellent work the municipality has done in improving management structure and
operation.

The Partnership sponsored atrip to Phoenix by two representatives from each of the Mexican
municipal associations. The trip took place the first week of May (May 1-5). The delegation had
the opportunity to visit three cities to learn about their government structure and operations. The
delegation also visited the Maricopa Council of Government and Arizona League of Cities
offices. The delegation was originally designed to have six members, however at the very last
minute, the representatives of the FENAMM decided to cancel their participation. Only
AMMAC and AALMAC sent representatives.

Thefinal draft report on best practices that was completed by CESEM will be reviewed early
next quarter; the Partnership expects to have the copies of the report distributed by mid-
September. The Partnership will use its contacts in the state offices for municipal development,
the municipal associations, and CESEM to distribute the copies.

The RA participated in areview panel organized by the state of Guangjuato. The panel
reviewed the work done by six municipalities to develop a set of performance indicators. The
general comment was that it was an excellent first effort toward setting a good set of indicators.
It is expected that the Partnership will continue to be in contact with the officials in Guanajuato
in charge of the project to support their efforts.

The RA wasinvited to participate in an advisory committee for the State of Jalisco’s Center
for Municipa Studies. The center is part of the state government and although it was supposed to
have started years ago, the state government only recently formed the committee, after the
Partnership had begun to promote citizen advisory committees in the state’'s municipalities.



Finally, the RA also participated in two meetings dealing with border environmental issues.
In April, he attended a meeting to discuss the border environmental infrastructure needs, and in
June, he participated in a committee meeting that is responsible for the organization of the third
conference of border environmental NGOs. The RA has been part of the committee for the last

three years.



U.S.-MEXICO PARTNERSHIP FOR MUNICIPAL DEVELOPMENT
USAID QUARTERLY REPORT XI

1 PARTNERSHIPACTIVITY SUMMARY

The U.S.—Mexico Partnership for Municipal Development is a cooperative agreement
between USAID/Mexico and the International City/County Management Association (ICMA).
The purpose of the Partnership is to promote enduring democratic institutions and practicesin
Mexico. The objectives are to increase and enhance the participation of citizensin the local
demoacratic process and to improve the capacity of municipalities to respond to the needs of their
constituents.

1.1 Resour ce Cities Program

ICMA, together with citiesin Arizona and California, is providing technical assistance to
citiesin Mexico, focusing on municipal management, municipal finance, and citizen participa-
tion. ICMA and U.S. counterparts are also providing assistance in urban service delivery areas
such as water, wastewater, and solid waste management as appropriate, as well as addressing
pressing municipal concerns such as public security and economic development. Lessons learned
and best practices will be replicated in other Mexican municipalities through municipal associa-
tions and nongovernmental organizations (NGOS).

1.1.1 Activitiesand Accomplishments This Quarter
= Visit to Calvillo, Aguascalientes: Review of the Management Structure

In response to the request of the municipality of Calvillo, Aguascalientes, the RA visited them
for a second time on April 24. The purpose of the visit was to review the progress of the
municipality’s efforts to improve its management structure and processes.

During the visit to Calvillo, the RA spoke to over 20 municipal officials. The mayor and his top-
level staff were also present. The RA began the meeting with a summarized presentation on the
Jalisco experience. The main discussion was about the necessity of accountability by each
municipal employee. The importance to clearly define the procedures, to document them and to
make known to the public such procedures was mentioned.

After the meeting, the mayor, the financial director and the director for management
improvement had a long conversation with the RA. They expressed their frustration at the lack of
interest and involvement by some of the officials. The need to concentrate their efforts on afew
departments was suggested, rather than trying to involve all the departments. Asthey improve
the operation of some areas, it would become easier to gain the interest of other department
heads. They initially indicated that they would continue their efforts in the finance and public
services departments.
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= Visit to Zacatecas: Community-Oriented Public Safety

In response to a request by the municipality of Zacatecas, the Partnership arranged for a visit
by Bill Kirchhoff to talk about citizen participation in public safety. The visit was ajoint venture
with the Municipality. The Partnership paid the consultant fees and Zacatecas covered the travel
expenses. Bill Kirchhoff isan ICMA member and expert in community policing. His visit
occurred on the dates of April 26 to 28.

Mr. Kirchhoff’ s visit included meetings with the chiefs of the different police forcesin the
state: the municipal police, the traffic police and the investigative police. The last two forces are
part of the state government. In addition to speaking with the police chiefs, Mr. Kirchhoff had
the opportunity to visit severa sitesin the cities that were or are conflict areas. The purpose of
these meetings and visits was for Mr. Kirchhoff to learn about the particularities of the problem
facing Zacatecas. Thisinformation aided him in fine-tuning his lecture to over 300 people from
19 municipalities during hislast day of activitiesin Zacatecas. During Mr. Kirchhoff’ s talk, the
Mayor and his top officials were present.

Thelocal police chief indicated that Mr. Kirchhoff’s visit helped him to clarify his ideas about
the on-going restructuring program for the police force. The Municipal Secretary, who is also
responsible for the police department, indicated that the concepts presented by Mr. Kirchhoff
would help all the municipal officials to work together a more unified front. After Mr.
Kirchhoff’s presentation, the mayor met with the RA and Mr. Kirchhoff. The mayor, who
recently was named by the state, showed a lot interest in the concepts presented by Mr.
Kirchhoff, as well asthe idea of the citizen technical advisory committees. The former mayor
resigned to run for the federal congress.

The RA took advantage of his early arrival in Zacatecas to meet with the financial director, the
police Chief and severa staff in the Public service department. During these meetings, the RA
shared the recommendation developed by the Partnership in Jalisco.

= Visit to Monterrey Tech: Distance Education in Strategic Planning and Performance
Measurement

The RA visited Monterrey on June 6 and 7. On the morning of June 6, the RA met with Veronica
Sanchez, who is responsible for the distance learning programs for public officials produced by
Monterrey Tech (Instituto Tecnologico y de Estudios Superiores de Monterrey — ITESM).

During their meeting, they discussed the upcoming program for elected mayors that Monterrey
Tech will air in late August. The program was reviewed, and the Partnership agreed on having
Oscar Rodriguez, from the ICMA Latin American and Caribbean team, participate in the
program as alecturer on Strategic Planning and Performance Measurement. The Partnership will
also provide Monterrey Tech with suggestions about experiences that will be featured as video
clipsfor the course. The Partnership will invite several of the departments of the partner
municipalitiesin Jalisco for participation.

The Partnership and the distance learning program agreed on exploring the development of
training courses based on ICMA experiences and the assessed needs of Mexican municipalities.
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The program content will seek to be relevant to the experiences of municipalities in other Latin
American countries.

= Presentation on Ethics: Monterrey and Guadalgjara

One of the abjectives of the RA’s visit to Monterrey was to attend a presentation by Ms.
Elizabeth Kellar, ICMA Deputy Executive Director and ICMA expert on ethics. The University
of Monterrey and the Partnership organized the event. The 150 participants were mostly high
level officials of the state of Nuevo Leon. The officials are part of the Secretaria de Gobierno
(Lieutenant Governor office). The Secretariat and his top-level officials were a'so among the
participants.

Ms. Kellar's speech concentrated on the message of having to question everyone's actions and to
draw aclear and distinctive line in conflicts of interest. From the multiple questions at the event,

Ms. Kellar' s suggestion to judge our decisions considering “what would you mother think of it?’
was the most striking message.

Ms. Kellar’ s presence in Mexico was part of the Partnership’s program with the State of Jalisco.
In March 1999, ICMA organized an event with AMMAC in Guadalgjara. The idea of expanding
the discussion about ethics was a common theme between the Partnership and stete officials. The
discussion led to the organization of a conference about Ethics.

The conference occurred on June 8 and 9 in Guadal gjara and was well attended with over 200
participants. On arecommendation by the Partnership, business organizations were included in
the conference. The Partnership sponsored Ms. Kellar and Mr. David Mora, the City Manager of
Salinas, California, as speakers at the conference. In addition, there were speakers representing
the public and private sectors, including the Governor of Jalisco.

As part of the conference, the Partnership organized a workshop late in the afternoon of the first
day. Though the workshop was at the end of along day for the participants, over 80 of them
attended. The workshop was centered on the analysis of 8 case studies that are part of an ICMA
course on Ethics (Ethics in Action). The cases were translated and adapted by the Partnership
staff in Mexico. The discussion of the caseswas lively. Based on this experience, the
Partnership will use the material for other activities that involve ethicsin local government.

= DUMAC: Assistance to Sayula

As part of the Partnership work with Sayula, the RA has been in contact with DUMAC (Duck
Unlimited de Mexico, AC). DUMAC has expressed interest in functioning as the technical
partner to Sayulafor awastewater treatment plant. The treatment facility will be an oxidation
lagoon or wetland type. The RA met with the executive director of DUMAC in Monterrey on
June 6 to move forward with the plans for the treatment plant in Sayula. DUMAC isinterested in
Sayula because its lagoon is one of only 28 sitesin Mexico that isimportant for migratory birds.



= Report on Partnership’s Experience

The Partnership had to delay several of its activities due to funding limitations. However, during
this time, the office staff used a significant portion of their time in compiling information on the
Mexico experience. The objective of the project is to document the most relevant experiences
that the Partnership has participated in or encountered while working in Mexico.

The report is designed to provide mayors and their top-level officials with practical examples of
what they can do to improve their municipa operations. The report is organized following the
genera structure of the Jalisco experience recommendations. The report will contain experiences
outside Jalisco because the Partnership has identified other municipalities that have implemented
actions and programs similar to those recommended to the municipalitiesin Jalisco. The report’s
table of content and the listing of municipalities whose experiences are being considered for each
subject are both included in Annex A.

1.1.2 Activities Scheduled for Next Quarter

The Partnership will implement a special partnership between the water utility departments
of Chetumal, Quintano Roo and Sarasota, Florida. The purpose of the partnership isto provide
the Chetumal water utility department with technical assistance that would complement the
efforts of an ongoing AID sponsored project in the region. This effort seeks to promote greater
coordination and collaboration between AID grantees. It is expected that a delegation from
Sarasota will visit Chetumal during the next quarter to define their partnership objectives and
project goals.

The Partnership will conduct its indicator evaluation as part of the yearly plan to assess the
program’s impact. Asin 1999, the indicators evaluation is being scheduled for mid-August. The
assessment team will have the same institutions represented: the three municipal associationsin
Mexico, a state of Jalisco representative, one academic and an ICMA member. The evaluation
will use the same methodology as last year with only a few minor changes to the indicator
descriptions. Those changes were a product of the feedback from last year’s exercise.

The RA will begin anew the regular visits to the partner municipalities to follow up on their
progress as well as start the process of wrapping up the experience and assisting the collection of
documents needed for the indicator evaluation.

The partnership will respond to the request of the offices of municipal development in
several states to participate in their training programs for newly elected mayors. The Partnership
will present the Jalisco experience, as well as promote performance measurement and ethicsin
local government. Among the states that have asked the Partnership for collaboration are San
Luis Potosi, Queretaro and Guangjuato. All of these states held mayoral electionson July 2. The
partnership will also seek to support other states that are holding elections for municipal mayors
this year.
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The Partnership staff in Mexico will continue with the production of areport with a
compilation of experiences that can serve mayors and their staff to improve their municipal
management structures and operations. The objective isto have the report ready by mid-
September or earlier. The Partnership will provide the report to the municipal associations for
them to share with their members and the rest of the municipalities in Mexico. It may be possible
to place the report on the Internet to promote free access by all the municipalities.

1.2 Municipal Management Exchange Program (MEP)

ICMA will facilitate at least 20 exchangesin the first two years between elected officials and
appointed administrators in Mexico and city managers in the United States. Mexican participants
will be exposed to awide variety of citizen participation mechanisms operating in the United
States and to professional management practices, specific to the role of the professional city
manager vis-a-vis the elected mayor and city council.

1.2.1 Activities and Accomplishments This Quarter

These activities under the Partnership suffered the most because of the funding limitations. The
Partnership had to delay several visits and because of the summer obligations of several potential
participants, the rescheduling has become alogistical problem.

Nevertheless, the Partnership was able to compl ete the exchange with two of the participant
cities. The city manager from East Palo Alto, Ms. Monica Hudson was able to visit Manzanillo,
Colimathe first week of April. The Mayor of East Palo Alto and other council members
accompanied Ms. Hudson on her visit to Manzanillo. The second visit under the exchange
program was that of Mr. Gary Brown to Tuxtla Gutierrez, Chiapas from June 11 to 17.

The Partnership will continue to promote and complete as many exchanges asis possiblein
the next quarter. Several city managersin Arizona, New Mexico, Texas and California are being
invited to participate.

Status of US cities whose city managers have been invited to participate:

City State Status

Salinas Cdlifornia Assigned partner
San Antonio Texas Assigned partner
Taos New Mexico Assigned partner
Campbell Cdlifornia Accepted invitation
Hawaiian Gardens Cdlifornia Accepted invitation
Rocklin Cdlifornia Accepted invitation
Tempe Arizona Assigned partner
East Palo Alto Cdlifornia Assigned partner
Yuma Arizona Accepted invitation
Glendale Arizona Invited

Mesa Arizona Invited

Casa Grande Arizona Invited
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Fountain Hill Arizona Invited
Goodyear Arizona Invited
Peoria Arizona Invited
San Fe County New Mexico Invited
Deming New Mexico Invited
Santa Rosa New Mexico Invited
Ruidoso New Mexico Invited
Clovis New Mexico Invited
Silver City New Mexico Invited
Dallas Texas Invited
Allen Texas Invited

The Mexican municipalities involved in the management exchange are listed in the next table.

Municipality Mayor Partner City City Manager Travel Dates
TuxtlaG., Chiapas Francisco Rojas Tempe Gary Brown Oct. 10-16
Manzanillo, Colima  Martha Sosa East Palo Alto Monika Hudson Sep. 30 to Oct. 6
Xalisco, Nayarit Armando Garcia Taos, NM Gus Cordova  Feb. 7t0 13
Merida, Y ucatan Romel Uribe’ Bothell, WA  Jm Thompson March 19to 25

Maravatio, Michoacan Jose Hinojosa

SalinaCruz, Oaxaca Algandro Leon

San Cristobal, Chiapas Mariano Diaz

Tepic, Nayarit Justino Avila Sadlinas, CA  David Mora
Acapulco, Guerrero  Zeferino Torreblanca San Antonio  Alex Brisefio
Sdaltillo, Coahuila Oscar Pimentel

Monclova, Coahuila  Fernando dela

Fuente

Monterrey, NL Felipe Cantu (newly
elected)

Calvillo, Ags Francisco Flores

1.2.2 Activities Scheduled for Next Quarter

The Partnership expects that it will be possible to organize at least 10 more exchange visits
before the end of the formal contract period (September 30, 2000). The Partnership is facing
severa logistical factors that delay the completion of the two exchange visits on time. The most
recurrent problem is the matching of schedules by city managers in the US and Mexican
officials. In some cases, initia visits have been made, but the second visit needed to complete the
exchange has been postponed to accommodate one of the parties and their respective
responsibilities to their city or municipality. The result is that not all of the exchanges will
complete the return visit before the end of the contract period.

The Partnership proposes the following options for the Management Exchange Program given
the possibility of receiving an extension for the Partnership activitiesin Mexico:



1. Discontinue the Program at the end of September.

2. Continue with the Program, but use part of the remaining obligated funds that ICMA has
received under the current contract to fund the exchanges. ICMA anticipates that it will
not spend al the obligated funds through the end of September, partly due to the fact that
it will be difficult to schedule al of the exchanges during August and September.

The Partnership believes that continuing the exchanges and rolling them over into the next phase
of activitieswill help contribute to achieving the Partnership’s objectives.

In preparatl on for this, the Partnership would do the following:
Target newly elected mayors® in those states that are near other states where the
Partnership will work in the next period and that are known to be good candidates for the
program. (Guanajuato, Queretaro, Sonora, Coahuila, etc.)

Include elected mayors of important municipalities such as Monterrey, Cuernavaca,
Tepoztlan, Texcoco, €tc.

Include mayors with whom the program has been working. (Calvillo, Aguascalientes)

Make sure that those newly elected mayors can be drawn into the next period’s activities
and their actions/programs tracked to include them in the Partnership's indicators.

This strategy has the advantage that the Partnership can use the Management Exchange
Program to prepare for the next period’s activities by working with mayors who can potentially
be recipients of assistance from the Partnership during the next period.

1.3 Municipal Association Strengthening

ICMA will provide technical assistance and training to strengthen the capacity of state and
national municipal associations (1) to serve as an advocate within the political system for
increased local autonomy; (2) to promote professionalism in local government; and (3) to help
nurture and support the local level municipal management capacity required by a democratic
system.

1.3.1 Activitiesand Accomplishments This Quarter
On the recommendation of AALMAC, the RA participated in an international meeting of Latin

American Mayors. The meeting had representatives from the biggest cities in Latin America.
Among the mayors who participated are the Intendente of Montevideo, Uruguay, the mayor of

1 ICMA has decided to recruit for the MEP newly elected mayors over mayors who have already
spent a considerable time in office. The advantage of inviting newly elected mayors s that since
many of them have yet to assume their responsibilities, they are more flexible with their time.
Thisisalso away to influence a mayor's ideas before he or she takes office
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Florida, Chile (a community in the Santiago metropolitan area), the mayor of San Jose, Costa
Rica and the mayor of Mexico City, Mexico. The meeting was held on April 7 and 8, and the RA
presented a paper on Anti-corruption Systems. A copy of the paper isincluded in Annex B.

The RA also attended the Inter American Conference for Economic Development held in
Merida, Y ucatan from April 13 to 15. The conference was ajoint effort between ICMA,
AMMAC and other international organizations. The conference was well attended by municipal
representatives from Mexico and Central America.

The RA used the opportunity of being in Meridato visit with the municipal officials. Merida
has been implementing progressive management programs. The RA learned the details of several
successful management programs and efforts in Merida. Now the Partnership has enriched its
repertory of valuable experiences with those gained in Merida

On the first week of May (May 1-5) the Partnership sponsored a visit to the Phoenix area by two
representatives from each of the Mexican municipal associations. The purpose of the visit was
for the Mexican association representatives to observe how a council of governments and an
association of cities from the state of Arizona function. The delegation learned the structure and
operation of the Maricopa Council of Governments in addition to how the League of Cities in
Arizonafunctions. The delegation visited three cities during their stay in Arizona.

The trip is relevant to the associations since the revised Mexican constitutional framework for
municipalities allows the organizations to associate freely (within a state) to provide services.
The Maricopa experience should help them to see how their respective associations could
promote similar “councils,” as well as to generate other ideas for their service portfolio to their
membership.

The delegation was originally programmed to have six members, however, the representatives of
FENAMM decided to cancel their participation the day before the departure. In the end, only
AMMAC and AALMAC sent two representatives each.

1.3.1 Activities Scheduled for Next Quarter

The Partnership will continue to readily assist those associations that request support. For
instance, AMMAC is preparing a series of training courses for el ected mayors for the second part
of the year. The Partnership has been invited and will participate in al of those where time
permits. AALMAC has expressed that they may also have a specia training program for elected
mayors between August and November.

The RA has been invited to participate in the AMMAC conference for Finance Directors on
August 23 to 25. The RA will speak about performance measurement and accountability in local
government.

1.4 Innovative Practices and Municipal Information Dissemination
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The Municipal Services Center (Centro de Servicios de Municipalidades, A.C., CESEM),
through a sub grant from ICMA, will work to identify innovative practices in Mexican
municipalities that have brought their citizens into the municipal decision-making process.
CESEM will develop case studies and dissemi nate the findings through its On-line network and
through Mexican municipal associations.

1.4.1 Activitiesand Accomplishments This Quarter

The final draft report on best practices was finished and CESEM started to work on the proof for
its publication, aswell as al the logistic to produce 1,000 copies to be distributed among the
municipal associations and the state offices for municipal devel opment.

It is expected that the printed reports will be ready for distribution by the middle of August.
1.4.2 Activities Scheduled for Next Quarter

Once the proof is presented to the Partnership, a copy will be shared with the USAID/Mexico
Mission for final comments. The Partnership staff in Mexico and Washington will also review it
for the last time before the Report is sent to the printer.

The Partnership with CESEM will work out the logistic details for the distribution of the report
copies.

1.5 Support for the Municipal Reform Agenda

ICMA will support policy reforms through (1) the demonstration of the effects of local level
successes under the Partnership, and (2) the development and strengthening of national and state
municipal associations that are primarily charged with serving as advocates and catalysts for
municipal autonomy.
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1.5.1 Activitiesand Accomplishments This Quarter

The RA participated in a meeting in Guangjuato where the state office for municipal
development presented their work in municipal indicators. The meeting was held on May 24.
The main objective of the indicatorsisto help measure the performance of the municipal
government. At the event, the RA was part of a panel of municipal government experts that
commented on the work. Basically the panelists agreed that the indicators were an excellent first
(and only known) effort to measure the performance of the municipal government in Mexico.
Although the work presented too many indicators that are more related to operations than to
productivity, they are an excellent first step toward meaningful municipal indicators.

The RA will continue to be in contact with the people involved in the indicator project to support
them. Since the Partnership has initiated an effort to develop a basic framework of performance
measurement for municipalities taking Merida as an example, it is relevant that the contact with
the project in Guanajuato continues.

The Partnership was invited to be part of an advisory committee to the State of Jalisco’s Center
for Municipal Studies. Although the Committee was defined over 10 years ago, it was the
Partnership’s promotion of municipal citizen advisory committees that encouraged state official
to finally create the committee for the state-run center. The Committee includes representatives
from the public and academic sector, in addition to the Partnership. The committee members
agreed on meeting regularly every first Wednesday of the month.

15.2 Activities Scheduled for Next Quarter

The Partnership will be ready to respond to the requests of support from the team of the newly
elected President of Mexico. It is expected that the new president will have a clear policy
towards the support of better local governments in Mexico. The Partnership may be able to help
the efforts and will be ready to continue its collaborative relationship with the Mexican
municipal associations, as well as the corresponding agency or agencies at the federal
government level.
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KEY MEXICAN COUNTERPARTS

Pedro Jaime Zufiga Ocotlan (392) 2-5311/1053/1354
Presidente Municipal (392) 2-5430 fax
Francisco Javier Perez Lagos de Moreno (474) 2-0558/0035/1462
Presidente Municipal (474) 2-3994 fax
Moises Loza Garcia San Juan de los Lagos (378) 5-1456/0731
Presidente Municipal (378) 5-0001 fax

Dr. Samuel Rivas Pea Sayula (342) 2-0693/0363
Presidente Municipal (342) 2-0109 fax
Eduardo Cérdenas Jiménez Zapotlan e Grande (341) 3-5313/5311/5951
Presidente Municipal (341) 3-5694 fax

Dr. Martin Gonzélez Jiménez Zapotlango (373) 4-0896/0971/0332
Presidente Municipal (373) 4-1099 fax

Jose Cabello Gil Director de Desarrollo (3) 668-1823

Municipal, Gobierno de
Jalisco

Ext. 4489 fax

Heldi Storsberg Montes

Fundacién Konrad-
Adenauer

(5) 520-1520
(5) 520-1614
(5) 520-1488 fax

Dr. Vicente Arredondo
Director Generdl

Fundacion DEMOS

(5) 536-1023
(5) 669-0308 fax

Sergio Arredondo Olvera

Federacion de Municipios

(5) 524-3599

Director Ejecutivo de México, A.C. (5) 524-7174 fax
(FENAMM)

José Octavio Acosta Arévalo 1) Ingtituto de Desarrollo (5) 264-1122

Director Ejecutivo Municipal (5) 264-1310
2) Asociacion de (5) 264-7825
Autoridades Locales de

México, A.C. (AALMAC)

Miguel Bazdresch

ITESO

José Oscar Vega Marin
Director Ejecutivo

Asociacion de Municipios
de México, A.C.
(AMMAC)

(5) 687-3398, 9939
(5) 687-9947

AliciaZicardi

Instituto de Investigaciones
—UNAM

(5) 622-7400 ext 300

Jose Ramon Medina

Senator

(5) 140-3011
(5) 535-1413 ext 3553 fax

Lic. LeticiaPina

Depto. Juridico

Luis Eduardo Espinoza

Secretario, Asuntos
Municipales PRD

(5) 273-2389
(5) 574-1146 fax

Leticia Santin del Rio
Coordinadora Generdl,
Innovaciones en Gobiernos
Locaes

Centro de Investigacion y

Docencia Economicas, A.C.

(CIDE)

(5) 727-9800
(5) 727-9871, 73 fax
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Juan Pablo Guerrero Amparan
Director, Administracion Publica

Centro de Investigacion y
Docencia Economicas, A.C.
(CIDE)

(5) 727-9800
(5) 727-9871, 73 fax

Maria Luisa Herrasti
Director Ejecutivo

Centro de Servicios
Municipales " Heriberto
Jard’ (CESEM)

(5) 687-6758
(5) 687-6010

Lic. Alvaro Castillo
SubDirector Desarrollo
Municipal

Gobierno de Campeche

(981) 1-2746, 1-1561
(981) 6-4598 fax

Jose Gabriel Rosillo
Voca Ejecutivo

Centro de Desarrollo
Municipal, Gobierno de San
Luis Potosi

(4) 812-8398/814-7804
(4) 814-2839 fax

Araceli Cabrera
Directora General

Fortalecimiento Municipal
Gobierno de Guanajuato

(4) 731-1261/ 731-1316

Lic. Heriberto Huicohea
Coordinador General

Coordinacion Genera de
Fortalecimiento Municipal,
Gobierno de Guerrero

(747) 1-0085
(747) 1-0082

Lic. Francisco Saenz
Coordinador General

Coordinacion Estatal de
Desarrollo Municipal,
Gobierno de Queretaro

(4) 216-8108, 216-7657
(4) 216-7657 fax

Lic. Guadalupe Pabello

Centro Estatal de Desarrollo

(28) 12-2240, 12-2242

Vocal Ejecutivo Municipal, Gobierno de (28) 12-2242
Veracruz
Miguel Gomez Desarrollo Municipal, (8) 150-6953, 150-6900 ext.

Gobierno de Nuevo Leon

6943

Ing. Carlos de la Pefia
Director General

Asuntos Municipales,
Gobierno de Coahuila

(84) 11-8513
(84) 14-2662

Ing. Rusbel Arceo

Sistema Chetumal, CAPA
Quintana Roo

(983) 2-1571
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3LIST OF DELIVERABLES

ICMA, U.S.-Mexico Partnership for Municipal Development, USAID Quarterly Report 1,
October 1, 1997 - December 31, 1997.

Rodriguéz, Oscar, Octavio Chavéz, and Frank Ohnesorgen, Jalisco Cities Assessment Report:
ICMA'’ s International Resource Cities Program, February 1998.

ICMA, U.S.-Mexico Partnership for Municipal Development, USAID Quarterly Report |1,
January 1, 1998 - March 31, 1998.

ICMA, Draft Local Government Capacity Milestone Index, June 1998.

ICMA, U.S.-Mexico Partnership for Municipal Development, USAID Quarterly Report 111, April
1, 1998 — June 30, 1998.

ICMA, Resource Cities Program: Technical Assistance Needs Assessment, Arizona Cities Visit
to Jalisco, June 1 - August 7, 1998.

ICMA, Loca Government Capacity Milestone Index, September 1998.

ICMA, U.S.-Mexico Partnership for Municipal Development, USAID Quarterly Report 1V, July
1, 1998 — September 30, 1998.

CESEM, Buenas Préacticas de Gobierno Municipal, primer reporte de sistematizacion, agosto
1998.

ICMA, U.S.-Mexico Partnership for Municipal Development, USAID Quarterly Report V,
October 1, 1998 — December 31, 1998.

ICMA, U.S.-Mexico Partnership for Municipal Development, USAID Quarterly Report V1,
January 1, 1999 — March 31, 1999.

ICMA, U.S.-Mexico Partnership for Municipal Development, USAID Quarterly Report VI,
April 1, 1999 — June 30, 1999.

ICMA, U.S.-Mexico Partnership for Municipal Development, USAID Quarterly Report VI,
July 1, 1999 — September 30, 1999.

ICMA, U.S.-Mexico Partnership for Municipal Development, USAID Quarterly Report X,
October 1, 1999 — December 30, 1999.
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40THER ICMA ACTIVITIESIN MEXICO

The RA wasinvited to participate at a border environmental conference in Rio Rico, Arizona on
April 17 to 19. At the conference, the RA was asked to deliver remarks about the infrastructure
needs for the border. His remarks are presented in Annex C. The conference was a closed event
with over 30 border environmental experts.

The RA was also invited to participate in the organizing committee of the conference about the
border environment. The RA has been part of the two previous conferences that are aimed at
gathering environmental NGOs representatives who work on border issues. The conferenceis
sponsored primarily by the Ford, Mott and Hewlett foundations. The RA’ s participation is a good
opportunity to bring to the table the issue of local government’ srole, limitations, and potential to
solve environmental problems, not only on the US-Mexico border but everywhere. The
conference is being scheduled for March or April of next year.



ATTACHMENT A:

Compilation of Experiencesfor the Promotion of Good L ocal Gover nment
Reporting



Compendio de organizacion y formas operativas.
OrganizaciOn por areas especificas.
1. Finanzas*
2. Servicios Publicos (Agua, desechos sblidos, alumbrado y
mantenimiento de calles)*
3. Participacion Ciudadanay Seguridad Pablica*

*Capitulos (Finanzas, Servicios Publicos, Participacion Ciudadanay Seguridad
Publica)

Capitulo |
Estructura organizacional

Organigrama
- Meérida, Yucatan
- Tepic, Nayarit
- San Pedro Garza Garcia, Nuevo Leon

Perfiles de puestos y Responsabilidades
- Meérida, Yucatan
- Tepic, Nayarit
- San Pedro Garza Garcia, Nuevo Leon

Capitulo 1
Estructura operativa
Definicion y seguimiento del plan de desarrollo municipal/plan
estratégico
- Mérida, Yucatan
- Zapotlan el Grande, Jalisco
Definicion y operacion presupuestal
Mérida, Y ucatan
- Zapotlan e Grande, Jalisco
Politicas
- Meérida, Yucatan
- San Juan de los Lagos, Jalisco
- Sayula, Jalisco
- Zapotlango, Jalisco
Operatividad y Modernizacion administrativa
- Mérida, Yucatan

Manuales de operacién
- Calvillo, Aguascalientes
- Lagosde Moreno, Jalisco
- Ocotlén, Jalisco
- Zapotlan e Grande, Jalisco

. Diagramas
- San Nicolés, Nuevo Leon
- Sayula, Jalisco
- Zapotlan e Grande, Jalisco
- Zapotlangjo, Jal
[1. Formatos

- SanJuan delos Lagos, Jalisco
- Zapotlango, Jalisco



Coordinacion
= Diagramas de interaccion
s Formatos
- Ocotlén, Jalisco
= Reportes
- Ocotlén, Jalisco
- Lagosde Moreno, Jalisco
- Zapotlan el Grande, Jalisco
- Zapotlango, Jalisco
- Sayula, Jalisco
San Juan de los Lagos, Jalisco
Indicadores para la med|C| on del desempefio
- Estado de Guangjuato
Estructura de participacion ciudadana
s Programas (Formatos)
- Lagosde Moreno, Jalisco
- San Juan de los Lagos, Jalisco
- San Pedro Garza Garcia, Nuevo Leon
- Zapotlan e Grande, Jalisco
n  Comités (Reportes y formatos)
- Zapotlan e Grande, Jalisco



I ntroduccién

Ante los diferentes cambios que se han presentado dentro del ambito de los gobiernos
municipales y la importancia que estos han cobrado en e mundo, es inevitable que en
Meéxico las municipalidades reciban una mayor atencion debido a la fuerte competencia
politica para lograr mayores espacios de actuacion. Sin embargo, pareciera que |os vicios
de gestion en general se conservan solo con algunas variaciones, o que impide llegar a
fondo de las causas de las deficiencias estructurales que de manera interactiva afectan el
desarrollo delasinstituciones.

Las razones que se dan del porque se continlan presentando muchos de los esquemas
tradicionales de operacion en las instituciones (que definitivamente no conducen a una
buena gestion) son mdltiples y variadas. Por un lado se habla de las limitaciones de
tiempo, poca preparacion de los funcionarios, limitacion de recursos, excesiva
reglamentacion. Por otro lado no se cuenta con estructuras organizacionales y operativas
solidas y claramente definidas que permitan una operacion efectiva, €ficiente y
transparente.

La Asociacion Internacional de Administracion de Ciudades y Condados (ICMA por sus
siglas en Inglés), ha estado brindando asistencia técnica y capacitacion en € ambito
internacional a los gobiernos locales en aspectos préacticos de la administracion publica.
ICMA ha combinado la experiencia de los funcionarios de gobiernos locales con la de
consultores internacionales de larga trayectoria, para disefiar, implementar y evaluar
proyectos de desarrollo municipal y manejo urbano en todo el mundo. ICMA hallevado a
cabo mas de 300 proyectos y ha desarrollado una excelente reputacion en €l sector por su
abordaje practico y exclusivo en mas de 40 paises.

ICMA estaregistrada en los Estados Unidos como una asociacion profesiona sin fines de
lucro, comprometida con € meoramiento del gobierno local por medio del apoyo
profesional apartidista a la administracion de las ciudades en Estados Unidos y otros
paises. ICMA fue fundada en 1914, hoy en dia su membresia incluye a mas de 8,500
gerentes de ciudades y condados, asi como expertos urbanos de 3,500 gobiernos locales y
regionales, universidades y otras ingtituciones de varios paises. Las oficinas centrales de
ICMA estan localizadas en Washington D.C., teniendo oficinas regionales en Arizona,
California, México, Europa Central, Europa Orienta y los Nuevos Estados
Independientes, para apoyar |os programas en €l extranjero.

Lamision de ICMA es meorar la calidad del gobierno local, asi como apoyar y asistir a
los administradores locales en todo el mundo.

Desde Octubre de 1998 se ha llevado a cabo e "Programa Alianza México-Estados
Unidos para € Desarrollo Municipa” bajo la direccion de ICMA y con e auspicio de
USAID (United States Agency for International Development / Agencia para el
Desarrollo Internacional de los Estados Unidos).

El programa ha facilitado la asistencia técnica, capacitacion y diseminacion de
informacion de gobiernos locaes Estadounidenses a municipaes en México,
promoviendo instituciones y préacticas democraticas perdurables. Al igual que busca €l
fortalecimiento de la participacion ciudadana en e proceso democratico local y €
mejoramiento de la capacidad de las instituciones para responder a las necesidades y
demandas de sus habitantes.



El programa ha asociado a 10 Ciudades Estadounidenses con 6 Municipios de México.
Adicionamente se han incorporado al programa diversos municipios del resto de la
republica seguin las necesidades técnicas de los mismos, con €l fin de proveer asistencia
técnica en areas como finanzas, servicios publicos (agua, desechos solidos, alumbrado y
mantenimiento de calles), participacion ciudadanay seguridad publica.

El presente documento pretende difundir aquellas acciones exitosas que han realizado
algunos gobiernos locales, para lo cual € programa ICMA-México ha tomado como
gemplos los resultados de los municipios con lo que ha tenido contacto. El reporte
pretende aportar herramientas que se consideran Utiles para apoyar las actividades diarias
de los municipios y para ello se plantea un esquema pragmético de operaciones que esta
basado en situaciones cotidianas que permitan asi mejorar la estructura y operacion de
los ayuntamientos.

Dentro del contexto que se presenta en este documento, esta implicito el espiritu de los
gobiernos democraticos de la necesidad de ofrecer a la ciudadania un gobierno abierto y
transparente; donde los planes se concreten en programas y acciones claramente
definidos. Esto implica la definicion clara de fechas, recursos, tiempo vy
responsabilidades. Para los gobiernos locales es imperativo que la gestion este respaldada
con una gran apertura hacia la ciudadania y un sistema administrativo adecuado que
constituyan los cimientos y estructura de la buena gestion.

La presentacion del reporte se ha dividido en cinco capitulos. Estructura Organizacional,
Estructura Operativa, Esquemas de Coordinacion, Indicadores para la Medicion del
Desempefio y por ultimo, Estructura de la Participacion Ciudadana.

En el primer capitulo se resalta la necesidad de estructurar la organizacién a través de un
organigrama préactico que promueva la eficiencia y eficacia dentro de un medio de
transparencia. El segundo capitulo contiene aspectos generales que incluyen la necesidad
de definir los procedimientos de todos |os departamentos (documentandol os, capacitando
al personal, etc.) através de planes estratégicos gecutables, incluyendo la interaccion con
los ciudadanos. En € tercer capitulo separamos la estructura operativa y los esquemas de
coordinacion ante la diversidad de un gobierno loca con mdiltiples areas, o sea un
gobierno sea multidisciplinario. Es por ello de la necesidad de separar a la coordinacion,
pudiendo asi conjugar los esfuerzos de cada uno. El capitulo cuarto se refiere a la
necesidad de evaluar hacia adentro y hacia afuera €l desarrollo de la institucion. Y por
altimo, el capitulo quinto enfatiza la comunicacién con la ciudadania, ya que este es un
factor indispensable en toda gestion.



Capitulo 1.

Estructura Organizacional

Las ingtituciones en México se han desarrollado en un ambiente de rezago
respecto a su infraestructura y la formacién de recursos humanos capaces de
enfrentar las necesidades de la poblacién. Lo que ha dado como consecuencia
un descuido a aspectos trascendental es dentro de las instituciones como son la
planeacion a mediano y largo plazo, los cuales por lo general son poco
eficientes.

Ante la falta de esquemas administrativos adecuados en un gobierno local, la
gestion es totalmente dependiente del liderazgo de las personas, quedando
sujetos los departamentos a periodo de tiempo durante el cual los lideres
fungen como servidores publicos, 1o cual trae como consecuencia un bajo
grado de confiabilidad en la procedencia. En resumen, es importante lograr la
consolidacion en la estructura operativa, estableciendo mecanismos que
permitan la continuidad a pesar de la rotacion de los funcionarios.

En e modelo tradicional se centralizan las decisiones ya que todos los
departamentos reportan a la maxima autoridad de la institucion. En algunas
instituciones esto puede ser factible, sin embargo esto no es posible en otras
debido a su complgjidad, ya que atienden un mayor nimero de funciones,
debido a que es muy dificil que todas las actividades/decisiones descanse en
una persona. Solo sera factible, el que la coordinacion de un ayuntamiento
descanse en una persona s existe una estructura cuyos cimientos (estructura
organizacional) le permitan realizar gran parte de las actividades de la
institucion. Por lo general, la méxima autoridad debe atender cuestiones de
indole politica lo que divide su tiempo en ambas actividades. Es importante
recalcar que un organigrama debe ser disefiado para el entendimiento humano,
para poder asi comprender las relaciones con € nimero de personas con las
gue tiene lazos de interdependencia para la toma de decisiones.

Muchas veces la estructura organizacional puede estar desorganizada y €
buen actuar del lider hace que se vea organizada.

En conclusion debe existir una estructura administrativa donde se establezcan
mecanismos para que las acciones y correcciones se institucionalicen dentro
de un medio de transparenciatotal.

L os casos que se presentan a continuacion, forman parte de una amalgama de
experiencias de varios municipios, es importante reconocer las diferencias de
las condiciones culturales y regionales. Lo que se pretende es tomar estas
experiencias para que sSirvan como herramientas para orientar los cambios
necesarios para € mejoramiento de las funciones de los ayuntamientos,
entendiendo que serédn cambios graduales gque llevardn mas tiempo del que los
lideres quisieran.

Perfiles de Puestos y Responsabilidades

La operacion de un ayuntamiento normalmente se centra en las decisiones de
un individuo y no en una estructura organizacional. Por ello es necesario que



los lideres promuevan esguemas institucionales de administracion para que las
estructuras descansen en la organizaciéon y no en los lideres, permitiéndoles
mas libertad de accion para no verse afectados por detales que deben ser
resueltos institucionalmente.

Para toda estructura organizacional es esencia que las funciones, alcances,
responsabilidades y perfiles de los individuos que colaboren en ella, estén
claramente definidas y delimitadas, proporcionando asi mayor claridad y
potencialidad a las politicas de operacion.

Toda institucion en su proceso de organizacion debe definir claramente la
relacion entre las diferentes areas, es por esta razén, que € organigrama no
solamente debe ser establecido sino difundido a través de la organizacion,
tanto adentro como afuera del departamento, para asi poder llegar a
comprender larelacion entre las areas 'y a cuales de estas se tienen que dirigir
para atender determinados asuntos. Es necesario considerar que dentro de un
organigrama, las personas responsables tienen limites en cuanto a su
capacidad pragmatica de atender una diversidad de asuntos.

En la mayoria de los casos, los funcionarios se integran al equipo de trabajo
con unos cuantos dias de anticipacion a la fecha de toma de posesion, esto trae
como consecuencia que el personal no sabe sus responsabilidades, ni las del
departamento. Por esto es importante tener definidas y estructuradas tanto las
funciones como las obligaciones de cada departamento, asi como las
responsabilidades del personal para facilitar |a operacion y alavez evitar que
Se presenten confusiones.

Una vez definidas las responsabilidades de cada departamento, es importante
establecer e perfil del persona que se requerira para cada una de las éreas,
tomando en cuenta sus habilidades, conocimientos, caracteristicas especificas
para que puedan cubrir los objetivo y metas de dicha area. Y asi con personal
mas capaz y mejor preparado, el ayuntamiento serd més eficiente y eficaz ala
vez.

A continuacion presentamos el caso de San Pedro Garza Garcia, N.L, donde
se puede observar que los perfiles de puestos cumplen con los requisitos
necesarios para procurar la correcta operacion del puesto.

Otro gjemplo de ello, son los manuales operativos de el municipio de Lagos
de Moreno, Jal. donde podemos encontrar de forma breve descripcion de las
responsabilidades del cada &rea.



Capitulo 1.

Estructura Operativa

Toda organizacion este o no bien organizada, requiere de los sistemas para
operar, con el objetivo transcendental de hacer buen uso de los recursos. En
una estructura operativa es necesario definir como se va a opear,
estableciendo un plan estratégico claro que de direccion para mangjar €l
departamento, seguido por las politicas de operacion de como se va a
instrumentar €l plan estratégico y asi aterrizarlo a un presupuesto, ya que €l
presupuesto eslo que le davida alos planes.

Definicion y seguimiento del plan de desarrollo municipal/plan estratégico

Es necesario definir esquemas con planes estratégicos claros y sencillos que
sean gjecutables y llevados a la préctica con facilidad por los integrantes del
ayuntamiento, sentando las bases que permitan la medicion del desempefio.
Aunado a esto debe existir un marco legal que reflgje lo que es aceptable ala
sociedad y asi facilitar € actuar de los funcionarios basandose en directrices
gue guien sus responsabilidades y funciones de forma claray concisa.

Dentro del plan estratégico se define e marco donde se establecen los
objetivos, metas y programas.

Definicion y operacion presupuestal

La operacion presupuestal es una herramienta que facilita la operacion de un
ayuntamiento. Esta debe de elaborarse de forma programatica ordenada,
abiertay transparente.

El presupuesto general debe estructurarse en esquemas de trabajo por
departamentos y estos deben llevar ala vez una contabilidad interna de gastos.
Esto permitird mayor claridad en la instrumentacion del mismo, ademas se
logrard una relacion uno a uno (tesoreria-departamento), ya que a cada
departamento se |le dara su presupuesto y este sera responsable de su programa
y de la buena utilizacién de los recursos.

Para que & presupuesto sea una herramienta de control y no de restriccion, es
necesario tener un sistema de aperturay asi poder programar sistematicamente
las actividades principaes que se redizaran en un determinado tiempo,
especificando |os recursos necesarios.

Por ultimo es necesario disefiar e implementar un sistema de control interno
gue sea eficiente y a la vez que sirva como vehiculo para informar a los
ciudadanos del estado financiero que guarda la institucion, esto involucra una
administracion y difusion de largo alcance, asi como la creacion de un manual
de operaciones donde se establezcan fechas para la elaboracion del
presupuesto, vinculando a todas las &reas y planteando mecanismos ante
situaciones no planeadas, todo esto fundamentado dentro de un marco
juridico.

Politicas



En este apartado se define con mas exactitud y claridad los objetivos a igual
gue los planes de accion. Aunado a esto, €l ayuntamiento debe ser capas de
traducir su proyecto de gobierno y/o las necesidades de la ciudadania, no solo
en programas especificos, sino en acciones concretas e institucionalizadas que
contribuyan al desarrollo de la comunidad.

Operatividad y Modernizacion Administrativa

Es importante para un departamento documentar sus procedimientos, |levando
un control de lo que serealizay como se harealizado. Al igual que se necesita
actualizar los sistemas y tecnologia utilizados dentro de las instituciones con
el fin de mgorar € servicio que se presta a la ciudadania, cuidando siempre €l
no sistematizar el desorden para asi poder llegar a tener procesos continuos.
Es de suma importancia enfatizar que antes de automatizar es necesario
Sistematizar, con esto no solo se refiere a modernizar la tecnologia sino
también los procesos, implementando acciones como circulos de calidad,
estandares, etc. Por esta razdn, decidimos dividir este apartado en tres
subtitulos dejando claro la estrecha relacion entre ellos.



Manuales de Operacion

En algunos casos |os ayuntamientos funcionan basandose en las reglas propuestas
por los directores de areas; es comun encontrar que cuando dichos directores son

transferidos o removidos las operaciones del departamento colapsen, debido a que

no existen documentos que puedan auxiliar a los integrantes del departamento a
seguir manteniendo la correcta operacion del mismo.

A continuacién se presentan casos de municipios que han logrado institucionalizar

dichos manuales.

Diagramas

L os diagramas forman parte de los manuales de operacion, reflejan una secuencia
de acciones que deben involucrar tanto actores internos como externos. Dichos
diagramas son el minimo necesario Si no se cuentan con manuales de operacion.
Presentamos a continuacion algunos diagramas gque se han realizado en diferentes
departamentos.

Formatos

Los formatos recogen informacion de las diferentes actividades administrativas
gue se presentan dentro de un departamento y forman parte de los manuales de
operacion. Los formatos refuerzan los controles de calidad, con ellos se pretende
dar certeza y consistencia a la informacién que se recaba en ellos. Es importante
gue estos sean sencillos y entendibles, con la ventga de que cada institucion
puede disefiar y adaptar formatos segiin sus necesidades.

Presentaremos diferentes tipos de formatos a continuacion.

A. Coordinacién

La coordinacion es parte esencia dentro de la estructura administrativa,
siendo necesario disefiar desde la estructura operativa esquemas adecuados y
sencillos para que los departamentos establezcan vinculos de coordinacion y
comunicacion, promoviendo asi la continuidad.

Hemos dividido este apartado en tres puntos:
- Diagramas de interaccion (tesoreria)

- Formatos

- Reportes

B. Indicadores parala medicién del desempefio

No solo es importante estar bien organizados y estructurados sino saber s las
acciones realizadas por € ayuntamiento han sido provechosas para la
ciudadania y asi adecuarlas y apoyarlas para su continuidad. Para lo cual €l
ayuntamiento tendra que establecer mecanismos claros para realizar una
autoeval uacion objetiva.

El estado de Guanguato, a dado pasos firmes hacia la mediacion del
desempefio, los cuales se ilustran a continuacion.



C. Estructura de Participacion Ciudadana

Hasta ahora la participacion ciudadana dentro de los ayuntamientos se ha
presentado como discurso de voluntad politica y no como una herramienta
democrética que plantee espacios donde la ciudadania participe directamente
y no solo se involucre en aquellos de organizacion ciudadana.

La participaciéon ciudadana es algo mucho mas que organizar a la gente;
implica un compromiso de comunicacion continua. Esto se puede llegar a dar
S cada departamento forma parte del movimiento que favorece a la
participacion y e involucramiento. Los departamentos del ayuntamiento
deben ofrecer la opcion para que la ciudadania participe, tomando en cuenta
gue e numero de reuniones y la cantidad de participantes no es |o Unico que
se debe medir. Por ultimo hay que recordar que el ciudadano es € "duefio” del
ayuntamiento, por lo tanto tiene todo el derecho de saber de la situacion que
guarda la institucién, asi como los planes y demés informacion de la
operacion de la misma.

Las comisiones ciudadanas pueden congtituirse de manera préctica como
puente para apoyar la continuidad, esto ayudaria a que los ayuntamientos
conozcan mejor las condiciones existentes, como programas y Su
operatividad. Asi mismo, todos los documentos deben ser parte del archivo
publico del municipio y tener amplia difusion ante la ciudadania. Recordando
gque es imperiosa la necesidad de abrir la estructura operativa del
ayuntamiento a la participacion ciudadana.

Presentaremos casos de éxito de programas y comités consultivos ciudadanos
(cco).
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Border Environmental Infrastructure

Present and Future Needs
What type of infrastructure do we really need?

Border Institute |1
Rio Rico, AZ
April 17-19, 2000

Octavio E. Chavez
Resident Advisor
International City/County Management Association

First of dl, | would like to thanks SCERP and the Border Institute project for the
invitation to participate. As alwaysit is necessary to clarify that what | present to you
today is my own point of view. They do not represent those of my employee or any of the
other ingtitution | am associated with. | must also clarify that most of my remarks have to
do with the situation on the Mexican side, although some my also be valid for the US
side.

The issue of the border environmental infrastructure has been the topic of multiple
conferences and papers. It isindeed arelevant topic for aregion that has significant
deficits. Since the border become relevant to the rest of the both countries, several
proposals and figures have been proposed as those that represent the infrastructure needs
of the region to catch up with the demand. Instead of adding to those numbers of
proposals, we want to step back from the traditional approach to the issue and try to look
at the larger picture of the border and its environmental needs.

The purpose of worrying about the border environmental infrastructure is that the relation
between the human activity and its environment in the region is far from a healthy
balance. The environmental impact of human activity has presented a deficit for
centuries. However, it isuntil recently that rapid population and economic activitiesin
the region that the deficit has reached the point where the environmental impact may not
be reversible. Therefore, there is the need to improve the infrastructure that will provide
the adequate equilibrium between the environment and the human activities.

This equilibrium will facilitate assuring that we could reach the ultimate goal of having
quality of life for the region residents and their descendants. The equilibrium that is being
sought is one that involves the balance between demands and the resources available. On
the side of the demands we have the environment and the human activities. Where on the
side of the resources we have human, financial, public works and time resources.
Traditionaly, the attention has been placed on the public works infrastructure that is
required but little attention has been given to the other resources that are also required in
the region to reach the desired equilibrium with the environment.

It may seem like the only word used along the border is the “need to build, build and
build” asif the region was not aready building up with all the economic activity and



human concentration around some cities. In order to really offer awell balance approach,
the border environmental infrastructure need to be addressed in two different fronts: the
soft and the hard infrastructure. By soft infrastructure, we propose that are those aspects
dealing with policy and management of the structures operating in the region. As the hard
infrastructure, we define it as the public works infrastructure, which it is also commonly
refer asthe “infrastructure”. The distinction proposed is due to the need to look at all
aspect involved in the addressing the needs of a community and its relation with its
environment. To the extend that any part is left on the side, the possibility of ever
achieving arobust equilibrium with the region environment will be hard to reach. One
can build all the infrastructure (hard) that is claimed as needed in the region, but if the
policies and management structures are not there for the adequate operation and
maintenance, we will end up with an inefficient and ineffective [hard] infrastructure.
Resulting in an even greater gap between the desired and the actual relation with the
environment.

An additional point for the need to consider both fronts together is that sooner or later
there will be need to address the transition from quantity to quality. Right now, there
seem to be arush to just concentrate in quantity of hard infrastructure, with little attention
to the quality of short and long-term operations. To the extend that the process involves
both, soft and hard infrastructure, the transition will be natural, and it could even take less
resources, including time.

The underlying question isif in the border region its residents are looking for an orderly
relation with their environment. If the answer is Y es, then the human activity approach
toward the environment requires to be ordered as well. If we want order in our relation
with our environment, we must have order in our operations. In order to be successful in
our quest to reach equilibrium with the environment, we must bring rationality to our
approach.

Let’slooks at each of the suggested infrastructures:

Soft Infrastructure: It isthe infrastructure that deals with building the relations of the
society within and with its environment. It has to do with the rules that govern the
relationships of its members as well as how they interact with the environment. It also has
to do on how they operate those elements that they can manipulate, how they manage
their processes. In other words, the soft infrastructure can be divided in two areas, policy
and management:

Policy — This front involves working on the basic foundation that should govern how the
human activities need to operate. It has to do with the fully development of the legal
framework, institutions that assure law enforcement, an adequate financial framework
and transparency. If any of these factorsis missing or is weak, then there will the
incentives for short cuts and lack of compliance. A weak policy front will certainly
prevent the full equilibrium with the environment.



Currently, very few municipalities have the appropriate environmental regulations that
are needed. Many claim that the regulations are in progress. It is like they are aiming to
produce “ The” regulation, instead to start the process by producing a regulation that will
start building the legal framework in the right direction. Likewise, if the law and
regulation are not enforced, it islike not having them. There are little efforts to really
address the need for law enforcement in all aspects. If the legal requirements are not
followed, should the society expect that the authority would respect agreements that do
not have alaw status. Per instance as part of the BECC certification process, it is being
requested/recommended to have a citizen committee to overlook the operation of the
public works [hard] infrastructure. Now, to what extend are the institutions to follow up
with thisrequest if they are not willing or capable to follow the law? And | asked this
guestion based on my personal experience with Cd. Juarez Wastewater treatment plants,
where there was an agreement or promise to there should be a citizen committee involved
in the operation, specially looking at the finances. | am not 100 % sure if this has
changed, but until about 6 months ago, the committee was practically non-existing or at
least its operation are practically unknown.

Regarding the financial structure, there seem to be alimited emphasis on how the public
works infrastructure will be maintained. We need to realize that although it may seem
difficult, at the end it may be easier to find funds for investment in new public works than
to maintain the infrastructure. The financial analysis | have seen, and | need to confess
that | have not looked to al of them do not seem to pay interest in the maintenance of all
the resources involve: human, financial, time and physical plant. Perhaps what takes the
more part of such plansisthe physical plant but little is dedicated to the other critical
resources.

The current policy on transparency does not seem to promote the establishment of
process that will result in greater transparency in how public works infrastructure are
built and operated. If the legal framework offers any opportunity to withhold information,
we can be sure that it will be fully “enforced.” What conditions do we have on the border
region? It isavalid question that we can not answer to the full extends today. There have
been very significant efforts to reverse this condition, but our recent experience showed
us that we are not near a condition when transparency is the norm and not the exception.
We still have a number of institutions with a culture where the public information isto be
kept private. Why information that is being generated with public money is not readily
available? Why public entities keep producing valuable information that even other
government agencies can not have access to them? The border environmental
infrastructure needs a fully developed set of policies that allows information to flow to
the community providing an environment where the operations of the public work
infrastructure is fully transparent.

Management — As necessary complement to the first factor is the well fully developed
management infrastructure. One can only wander what is going to happen to the public
works infrastructure being built as part of the NAFTA side agreement wave if we see the
same management structure in place. Without missing the fact that there are new players
and efforts to address these issues, in really the approach is actually an indirect



consequence of the need to change the status quo. However, the fact is not being
confronted directly and explicitly. The building of the border environmental
infrastructure must include reworking the management structure so the structure naturally
support awell documented, financed and transparent ran operations, with long term plans
that are traduced into adequate implementation program with clearly defined owners,
goals and resources. The building of such infrastructure must recognized that unless the
citizens are directly involved, not only in the definition and “ certification” of the projects,
the overall effort may not have a chance to fully succeed. Citizen participation ought to
be an integral part. It does not matter how much money and other resources are thrown
into designing and operating a facility. Per instance, if the citizens keep producing more
and more refuse and/or placing in their garbage the wrong “ staff,” it will be very hard to
keep up with it and eventually the land fill operation will not be adequate to promote the
sought equilibrium with the environment. Likewise, the best and robust design will have
serious difficult to cope with an ill manage operation. Everything counts, for good and for
bad.

The operation of public works must include capable human resource that isinvolved in
continuos training program. If the infrastructure being built for the border does not have
addressed this area, the immediate question is how long is going to take for the system to
collapse? It is almost impossible to sustain an operation without qualified human
resource. Additionally, the operations must be ordered and coordinated. The latest
management techniques must be used. Political decisions should only guide the direction
and not necessarily the day to day operations. The management factor must be hand in
hand with the policy factor.

Hard Infrastructure— It isthe physical infrastructure that traditionally is mostly
mentioned, as the infrastructure needed in the border region. It has to do with the
treatment plants, sewer lines, landfills, paved streets, etc. It hasto do with all those
numbers and figures have been made available about the needs in the region. And there is
areason why, since the most frequent and natural approach isto look at which
communities lack public works infrastructure, physical plants, to provide potable water,
treat wastewater, to properly disposed the municipal solid waste, the hazardous waste,

etc.

Instead of adding to those figures, that in many respects are changing very rapidly with
the public works projects in many border communities let me talk about some of causes,
beside the population and economic growth to better understand the fully needs of the
hard infrastructure. It is clear that many of the most striking misbalance with the border
environment is around community that have experienced significant population and
economic growth. However, we need to look if that misbalance is due primarily to the
population and economic growth, or rather other aspect of the operation of the
communities that made the growth aggravate the conditions. If the policies and
management of the community and its institutions are not robust, there will be not public
infrastructure that will do the job. One of the critical points that make the public works
infrastructure needs more difficult to address them, it is the very poor land use policy
along the border. Economic interests and poor management (and within it we need to



recognized the little attention given to urban policies and planing) have created a greater
chaos in the border main growth regions. The approach that seem to be the norm aong
the border proposed public works infrastructure projectsis that the solution is end of the
pipe technology without fully defining all the alternatives that may include less
“technology intensive” options. Does the border have enough water? The answer may be
that it does not have, but on the other hand, are we promoting and building the type of
public works infrastructure to save that resource? What is our plan about the waste
generated, etc.? Do the projects about public work infrastructure touch land use? If not,
will it ever be possible to reach the point where the needed public works infrastructure
satisfies the demand? My guessis that it may be possible but the cost will be too high.

Any public works project must follow an urban development plan, and if it does not exist,
a serious commitment should exist that it will be developed within arelatively short time
and the mechanisms to enforce are in place. Finally, citizens must be partners. It does not
matter how many resources are thrown to keep a city clean, if the citizens do not
cooperate, the city will looks dirty.

To finalize, should not we looking at the case of the Personal Computer experience?
What at the beginning was an industry driven by the hardware development, now it is the
software development that practically isin the driver sit. Additionally, the efforts to build
the border environmental infrastructure must follow the role of a patient of modern
highest killer diseases, hart attach or diabetes. The patient must cooperate so the doctor is
ableto help. If resources, i.e. medicine, are given just because it alleviates the symptoms,
then the disease will win. We need to cover all the angles, and that means to bring order
and coordination to our approach to the relations between ourselves and with the
environment, that is good policies, good management and informed/involved users. Let's
reflex about the need to make a stop in the way and look if our building for building
approach is getting us near the solution. Are we building buildings or the needed
infrastructure? All the stakeholders should answer that question.
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Sistema Anti-Corrupcion en la Administracion Municipal

Octavio E. Chavez

Oscar Rodriguez
International City/County Management Association (ICMA)

Presentacion en el Panel sobre “Estrategias de Inversion y Administracion Eficaz” del
Seminario Internacional “Costos y Financiamiento de la Capitalidad, Eficiencia, equidad,
corresponsabilidad y transparencia en las ciudades Capitales.”

México, D.F. 7 de abril del 2000.

Lacorrupcion y su combate es parte de la historia misma del hombre. Nuestra asociacion
nace como respuesta a una creciente corrupcioén en las ciudades de Estados Unidos a
finalesdel siglo X1X y principio del siglo XX. El crecimiento acelerado de las ciudades
promovido por larevolucion industrial, rebasd la capacidad de los gobiernos locales para
proveer los servicios publicos. En un ambiente donde practicamente estaban colapsados
los servicios, y ante unatradicién de favoritismo, donde |0 més importante era estar bien
con el alcalde, la corrupcion se dedlizo sin freno. Con e tiempo llego atales niveles que
fue forzoso realizar cambios de fondo.

A raiz de estos cambios surgen nuevos esguemas gue acotan €l actuar de las instituciones
y losindividuos involucrados en los gobiernos locales. De la asociacion de algunos de
éstos actores, nace la Asociacion Internacional de Administracion de Ciudadesy
Condados (ICMA) en 1914. Desde sus inicios, la asociacion se ha distinguido por
promover el profesionalismo de sus agremiados y por ello a partir de 1924 todos €llos,
como requisito indispensable, deben gustarse a su Codigo de Etica.

La Asociacion ha participado en programas de asistencia técnicainternacional a partir de
1989 y desde entonces ha trabajado en casi 40 paises. Actualmente estamos trabajando en
15 paises, uno de ellos México donde estamos gracias a patrocinio de la Agenciade
Desarrollo Internacional de los Estados Unidos.

Una parte importante de | as actividades que realiza la Asociacion es en € apoyo del
disefio de sistemas paralalucha contrala corrupcion, y éste es el tema que ahora
trataremos. Como punto de partida ala discusion del combate a la corrupcién, es
relevante enmarcarlay reconocer que la corrupcion es complejay afecta atodos los
sectores de la sociedad.

Por lo anterior, esrelevante indicar que nuestra discusion se centra en lo que concierne a
los aspectos de los gobiernos local es, entiendol os como ciudades 6 municipios, e incluso
comarcas 0 cantones. También como parte de la discusion es importante reconocer las
manifestaciones y como se puede manejar el problema; para asi poder instrumentar los
mecanismos que permitan una lucha adecuada y efectiva ala corrupcion.



Una premisa basica que ponemos a su consideracion es que el gobierno local tiene como
finalidad pragmatica el ofrecer unamejor calidad de vida alos miembros de la
comunidad ala que sirve. Para ello busca la participacion de la ciudadania, y ello
conllevaalademocraciay autogestion.

Como todo sistema donde existe y demanda de |a participacién de los individuos, 10s
gobiernos locales enfrentan amenazas de varios tipos que afectan su funcionamiento. Una
de esas amenazas, y de las mas relevantes y significativas, esla corrupcion.

La corrupcion es algo que afecta atodosy en todo. La corrupcion existe, es parte de las
accionesy alavez es también resultado de las mismas. La corrupcion no es un mito que
solo afecta a unos cuantos, no es fuerza diabdlica, ni es asunto que tenga que ver con e
ADN de las personas. La corrupcion afecta los sistemas como consecuenciade la
coyuntura, sefiltrapor cualquier espacio que se le ofrezca. La corrupcion corroe alos
sistemas de una'y mil formas. La corrupcién no es cosa del otro mundo, es de éste mundo
y sus efectos son concretos. Por |o tanto su combate requiere de unainfraestructura de
sistemas. Programas o técnicas aisladas dificilmente podran tener éxito contrala
corrupcion.

El reconocer la naturaleza de la corrupcién como algo que esta latente y lista para surgir
ante cualquier coyuntura, es indispensable para su combate efectivo. La organizacion de
un gobierno municipal no esta excluida de las presiones que provocan que la corrupcién
aflorey corroa alos sistemas. Estas presiones se pueden catalogar como las presiones
sociaes, institucionales y coyunturales.

Estas presiones hacen que, si no se tienen los sistemas adecuados de control, facilmente
surjan actos de corrupcion como pueden ser favoritismo, desfalco, usufructo, etc.
Algunos formas de estos actos pudieran ser obvias, méas sin embargo muchas parecen 6 se
pretende hacer como que no son. Por gjemplo, hace poco tiempo un funcionario
municipal en Alaska fue reprimido y sancionado por nuestra asociacion cuando se le
comprob0 que permitio el uso de papeleria del municipio paraenviar mensajes alos
ciudadanos donde se les invitaba a votar y a mismo tiempo se lesinformaba de las
buenas accidn del gobierno en turno. Un aspecto relevante era que €l alcalde estaba
buscando su reeleccion. Por otro lado existen casos de personas que of recen descuentos a
los impuestos de personas conocidas. Sin bien en este Ultimo caso no existe un beneficio
directo para quien otorgalos “ descuentos’, s se esta atentando contrala equidad que
establ ece |os mandatos aprobados que definen los impuestos, ademas de que se esta
favoreciendo con “subsidios’ no aprobados. En ambos casos estamos ante situaciones de
corrupcion. También laomision alaaplicacion al estado de derecho, y estos puede ser
sencillos o insignificantes 6 de un mayor grado. Uno que cominmente se encuentra es €l
permitir que los concejales o regidores 6 amigos influyentes se estaciones en lugares
marcados como no permitidos. Si bien se pudiera apreciar como algo sin mayor
importancia, el mensaje que se enviaes claro, setolerael NO acatamiento alas leyesy
reglamentos. El cumplimiento a marco legal es el fundamento a cualquier sistema que
pretenda controlar y eliminar la corrupcién en un gobierno municipal.



Asi bien, los sistemas anti-corrupcion deben ser sistematicos e institucional es, desde su
conformacién hasta su mangjo y administracion. Para ello se propone que se ofrezcan tres
elementos bésicos: transparencia, gerencia u operatividad y esquemas de premiosy
sanciones. Con estos tres elementos se puede hacer frente alas presiones sociales,
institucionales y coyunturales.

Latransparencia es esencial para hacer frente alas presiones sociales. Lo que se pretende
es ofrecer lafuncion del gobierno municipal en una pecera, de tal manera que lo que
sucede dentro pueda ser visto por todos. Con esto se puede evitar las situaciones que se
manifiestan como “Asi son todos, sempreasido asi”, 6 “a cabo no pasanada’, 6 “es que
asi es, paraeso es’ 0 incluso aspectos de aplicacion de las leyes a conveniencia personal
“Eso solo aplicaal “resto” delagente’.

Dentro de los esquemas que se implementan para ofrecer una mayor transparencia en un
gobierno municipal estan los reportes periddicos claramente definidos, reuniones publicas
de todos los comités y concejos, demandas ciudadanas, politicasy planes bien definidasy
difundidas, avisosy consultas publicas, documentacion accesible y un financiamiento de
camparias abierto.

De esto ultimo se desprende una anécdota a raiz de la camparia presidencia en Estados
Unidos del Sr. George Bush, Gobernador de Texas. El Sr. Bush decidid, como estrategia,
el no recibir fondos federales para su campafa. Esto leiba a permitir evitar € informar en
detalle sobre quienes y cuanto contribuian para su camparia. Sin embargo, esta situacion
se harevertido, ya que la opinion publica ha presionado para que de cualquier formase
informe sobre las contribuciones ala camparia. Sin ser sistemas perfectos, lamoralgja
pudiera ser que ante una posibilidad de “opacar” el vidrio de la pecera, la sociedad misma
protesta.

Otro de los aspectos esenciales que se incluye en |os sistemas anti-corrupcion es e
establecimiento de procesos y esquemas administrativos y operativos que permiten que la
institucion se pueda administrar eficiente y efectivamente. Lo que se busca es la buena
gerencia del gobierno municipal. Donde lainstitucién pueda facilitar e cumplimiento de
obligacionesy €l ofrecimiento de servicios, sin trabas mayores pero con control. No se
trata ni establecer, todo tipo de requerimientos para“mayor” control, ni tampoco de pecar
por falta de control. Se busca el justo medio. Se entiende que lo contrario a hacer que no
se rindan cuentas es inundar de detall es que empafian con procedimientos engorrosos |0s
procesos, dando lugar a un sin nimero de oportunidades de corrupcién. Es o mismo que
nadie firme a que todos firmen.

Estos procesos y esquemas administrativos son de muy variadas formas, sin embargo
todas ellas deben estar bien definidas a través de procedimientos, reglas, reportesy
andlisis claros, indicadores de desempefio, protocolos, estandares y cédigos. Todo esto
debe estar bien documentado y difundido. Adicionalmente es muy importante que existan
|os mecanismos de sanciones para cuando existan incumplimientos. Los mecanismos
deben definir responsables de hacerlos valer y los limites de las responsabilidades. Asi



mismo, como parte indispensable paralavigilancia de las operaciones de lainstitucion,
se requiere de un sistema de auditorias y sondeos rutinarios.

Deseamos hacer mencion que las auditorias deben estar basadas en que la utilizacion de
los recursos (personal, equipo, fondosy tiempo) es responsabilidad de todos |os
involucrados. Obviamente de acuerdo a sus funciones y tareas. Un sistema de auditoria
gue demanda demasiadas firmas, papeles, etc., como se mencion0 anteriormente, puede
[legar a ser tan inefectivo como el no solicitar ninglin requisito. Por ggemplo en la
perforacion de un pozo, la auditoria debe incluir larevision de que lajustificacion técnica
seavaliday no solamente la autorizacion del cabildo por gemplo. Esto ante la
posibilidad de cuidar los centavos 'y dejar pasar |0s pesos.

Inclusive, esrelevante que los sistemas incluyan larevision del grado de cumplimiento de
las leyesy reglamentos. Es inaceptable el considerar un sistema anti-corrupcion donde
existe discrecionalidad en la aplicacion alaley como se ya se menciond. El marco legal
debe reflgiar o que es aceptable ala sociedad. No es posible solapar en la préacticala
cultura de no pagar 6 escudarse con los ricos 6 pobres 6 “engafiar” al sistema con tazas
calculadas para cubrir alos morosos. Esta Ultima practica es en realidad una accion
corruptora gque resulta en un subsidio paralos que no pagan y exceso de carga paralos
gue cumplen.

Dentro de los sistemas de auditorias, hay que considerar lainclusién de programas
rutinarios que involucre esquemas como [lamadas anénimas, proteccién alos delatores
(sobretodo los internos a lainstitucion) y por supuesto las auditorias externas.

Y como ultimo elemento en un sistema anti-corrupcién esta el sistema de
Premios/recompensas y Sanciones. Aungue su nombre practicamente lo explica todo,
gueremos hacer |os siguientes comentarios. Si €l sistema no esta bien definido, en cuanto
aquienes son responsables y los grados de responsabilidad, existe la coyuntura para que
se presente la “ auto compensacion”. Y al respecto se puede presentar muy distintas
manifestaciones como son “solo asi me conviene’, “si no yo, alguien mas’, “yame
tocaba’, “solo unavez”, etc. Todas estas manifestaciones pueden acotarse y eliminarse en
lamedida en que los sistemas promuevan la fiscalizacion gremial, las consecuencias alos
abusos como pudiera ser avisosy sanciones publicas, € establecimiento de metasy
niveles de desempefio minimos y esquemas donde se pueda favorecer laidentificacion de
corrupcion por entidades externas, que pueden ser personas o instituciones.

Como un ejemplo de la fiscalizacion gremial de la asociacion estd €l caso de hace 6 afios
del gerente de la ciudad de las V egas que fue expulsado de nuestra asociacion como
consecuencia de haber participado en unainversién, junto con el alcalde, de tierras que
posteriormente fueron beneficiadas con la construccion una carretera que fue aprobada
por el cabildo. Asi laasociacion, através de su Codigo de Etica, tiene su sistema de
fiscalizacion gremial donde existen sanciones claras que tienen una repercusion en la
habilidad de las personas para poder trabajar en un gobierno local donde existe la
conciencia de laintegridad con que la asociacion vigilaa su miembros. El principio es
gue los miembros tiene un interés que se le asocie con individuos respetuosos de los



principios que determinala asociacion como la base para un buen desempefio profesional
de los servidores publicos de gobiernos local es.

El sistema de remuneracion es basico que se encuentre dentro de un marco donde los
salarios sean justos y adecuados ala responsabilidad y condiciones de mercado. Dentro
del marco del sistema de remuneracion adecuada debe estar |a intolerancia hacialas
propinasy regalos. Asi mismo en agquellas situaciones donde exista incautacion, esta debe
ser parala unidad o departamento y no paralosindividuos. Deigual forma, €
procedimiento de reclutamiento debe ser basado en la capacidad de los individuosy no
sus caracteristicas sociales, fisicas, econdmicas, etc. Vale la pena hacer mencion del caso
de un funcionario, miembro de la asociacion, que laboraba en una municipalidad de
Sudéfrica durante |os Ultimos dias de |a segregacion racial. Ante lanecesidad de una
experto en planeacion, é busco al mejor calificado que resulto ser de laraza negra. Esto
origind que el alcalde lellamaray lereclamarasi €l funcionario ya estaba buscando la
integracion racial. A lo cual el funcionario contesto que las politicas eran definidas por
los funcionarios electosy que é Unicamente se habia concretado a seguir el lineamiento
de realizar una buena administracion de los recursos, o que incluia contratar ala persona
mejor capacitada. Una respuesta que evito entrar a discusiones sobre politica, un terreno
gue no le compete a funcionario.

Laasociacion en su Codigo de Etica, en su décimo segundo y ultimo apartado, indica
"No buscar favores, pensando que el engrandecimiento o el provecho personal abase de
informacion confidencial o mal uso del tiempo publico es deshonesto.” Los lineamientos
gue se desprenden de este punto son muy extensos, y tiene méas concejos que cual quier
otro, por lacomplejidad del principio. Bajo este principio se aconseja no aceptar regal os
de ninguin forma ni de nadie. Ni comprar tierras 0 empresas si parece que se compraron
con informacion privilegiaday para provecho personal. Un punto clave en estos concejos
es“s parece’, es decir la apariencia es suficiente para amerita una sancién, como fue €
caso del gente de las Vegas.

Finalmente y resumiendo, |os esfuerzos para combatir la corrupcion deben ser parte de
unainfraestructurainstitucional de sistemas, ya que la corrupcion se puede ver como un
sistemay no elementos aislados que pudieran ser combatidos con programas o acciones
aisladas. Los tres el ementos que |os sistemas anti-corrupcion deben considerar son
Transparencia, gerencia u operatividad, y esquemas de premiosy sanciones.

El proceso deinstitucionalizar los sistemas anti-corrupcion es dificil y de largo plazo, se
requiere de pacienciay sobre todo Ileva mucha practica, perseveranciay valor.

Todas las comunidades requieren de Esto. Buena suerte.
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Quarterly Travel Report



Quarterly International Exchange Trips

Quarters—1999 Quarters- 2000

Quarters—1998
8rdl 4thl Tota B 1st. 2nd. 3rd. 4th. Totd

1%. 2nd. 3rd. 4". Tota [JISE 2™

Resource Cities
USA to Mex. 12 | 2 14| (15| 3 14 | 8 40(| 9 9
Mex. to USA 919 18 17 7 24| | 22 22
Toid 31
USA to Mex. 0 0 0
Mex. to USA 0 2 2| 2 2
Total 0 2
Mex. to USA 0 5 3 8 0
= - =
Total| 0| 12 |11 | 9 321115 20 | 28 | 13 741133 O 0| 0 33
Tota U.S. to Mexico 63
Total Mexicoto U.S. 64
Total | 127

There are anumber of city and municipal officials who have traveled more than once as part of
their involvement with the RCP. The summary of individuals who have traveled to the end of the

quarter is:

Total U.S. to Mexico 45
Total Mexicoto U.S. 64
Total | 109
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