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Abstract

Analyzing licensing procedures in selected Jordan municipalities revealed that a number of
problems hinder or delay the licensing process. Few of these problems are general in nature
(viz, they exist in all municipalities, and apply to the general process of issuing a
professional license), while others are specific to each process and are attributed to the pre-
approvals required.

The main issues identified were linked to issues internal to the Municipality of Greater Amman
(MoGA) (viz, lack of clear guidance for applicants and employees, improper implementation of
the customer service concept, and existence of internal approval committees) and pre-approvals.
Our recommendations to solve these problems are:

(1) Develop clear written procedures for the licensing process.

(2) Replace the currently applied pre-inspection system (required by external entities as
prerequisite for issuing the professional license) with a more flexible one that adopts
a post-inspection compliance concept, especially that most government bodies
already have the legal authority to monitor and guarantee the fulfillment of their
requirements.

3) Introduce the concept of customer service to MoGA’s municipalities.

(4) Set clear criteria for the evaluation of applications and delegate the authority of
issuing licenses for such professions to the municipalities without referring back to
MoGA.
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1 Introduction

As per the AMIR Program’s municipal licensing concept paper, Al Jidara’s scope of work,
and the subsequent high-level “As Is” mapping of municipal processes related to professional
licensing, construction permits, and health certificates, the following six processes were
selected to be examined in detail and later simplified (reengineered). The objective of this
phase was to understand each process in sufficient detail, especially the roles and
requirements of the internal and/or external parties involved in each process.

1. Issuance of professional licenses in commercial zones for sewing workshops.
2. Issuance of professional licenses in commercial zones for car mechanics.

3. Issuance of professional licenses in residential zones for bakeries.
4

Issuance of professional licenses in commercial zones for outlets for selling
mineral water.

5. Issuance of health certificates.

6. Renewal of professional licenses.

The criteria that were used and led to the selection of those processes were explained in detail
in a previous report. To reiterate, however, the pilot processes that were selected were those
that entail the requirement for pre-approval of internal committees and/or external
government entities. These approvals are common for 1,023 professions other than those six
listed above. Therefore, the solutions recommended in this report to simplify the pilot
processes will facilitate solving the common problems found in 76 percent of the total
number of professions licensed by Municipality of Greater Amman (MoGA).

Following the selection of the processes, the Al Jidara team started collecting the detailed
data for each one with a special focus on the requirements of the relevant internal committees
(e.g., Nuisance Professions Committee and Traffic Related Professions Committee) as well
as those of the relevant external entities (Civil Defense, Ministry of Health, Ministry of
Industry and Trade (MIT), Amman Chamber of Industry, and Amman Chamber of
Commerce).

Those processes were mapped out, documented and modeled on a detailed level following
several visits and meetings with officials in each organization (Wadiseer Municipality,
MoGA, and external entities) and after careful review of related documents. The detailed
documentation of each process includes a description of the steps followed, the agency
responsible for its execution, the forms used, the required attachments, the tools needed, and
important remarks. The final documents were reviewed and approved by the relevant
officials at the Municipality of Greater Amman (MoGA) and external entities.
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2 Analysis

Analyzing the processes at the high and detailed levels revealed that a number of problems
hinder or delay the licensing process. Few of these problems are general in nature (Viz, they
exist in all municipalities, and apply to the general process of issuing a professional license),
while others are specific to each process and are attributed to the pre-approvals required.

Therefore, this analysis will be divided into two parts: the first explains the general problems
encountered in issuing a professional license and recommends areas of improvement; the
second explains the problems related to each pilot process in specific and suggests possible
solutions that would then be replicated to all other similar processes. Parties responsible for
implementing the recommendations, and actions required, including follow-up, are also
indicated.

1.1 General Analysis
The general issues include:

1- “Absence of clear guidance” was identified as one of the most important
problems - as indicated by the AMIR Program’s Entrepreneur Roadmap (Phase2). Lack
of clear direction causes confusion to both the investors and municipality officials leading
to inconsistency in applying the process and a clear variance in the time and effort needed
to complete the process even for the same profession.

Much of this variance and inconsistency is caused by the different and continuous
requirements for pre-approvals from external government bodies, which use the
professional license as a tool to impose the fulfillment of their internal requirements.
Such practice does not have a legal basis while the pertinent laws for such bodies allow
them to inspect projects at any time of the year and permit them to take the necessary
legal action including closing down the operation

In order to solve this problem, it is recommended to:

a) Develop a clear written procedure for the licensing process. This procedure can
be documented at the high level for all professions at the first stage; however another
guideline specifying the requirements for each profession should be developed at a later
stage.

During the next phase (To Be), Al Jidara will coordinate with the Research and
Development Department at MoGA, which has developed similar guidelines internally.
When finalized, the guidelines should be accessible to investors at the municipalities and
on MoGA’s Web site.

The development of procedures as well as assuring their accessibility on MoGA’s site are
the responsibility of MoGA’s Licensing Department in cooperation with the Information
Technology (IT) Department, and should be completed before the second quarter of
2004. Al Jidara also encourages the involvement of the R&D Department in this effort
due to the reasons mentioned above.
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b) Arrange with the external governmental bodies to use their authority in
monitoring and guaranteeing the fulfillment of their requirements instead of depending
on MoGA. This effort should be led by MoGA in coordination with the concerned
government bodies. MoGA should explain the rationale behind this act and suggest
alternative mechanisms of coordination that do not delay the licensing process, such as
compliance inspection instead of pre-inspection. MoGA’s incentive in pursuing this
action is to reduce the time period for license issuance, which saves time for both MoGA
and the customer.

2. Another general problem is the excessive time and effort needed to obtain the
professional license. It was found that in some cases the applicant should visit the
municipality eight times before getting the license, with three times being the minimum
number of visits that the applicant is expected to make. What makes the process longer is
the need for the applicant to carry his application personally and obtain various approvals
from officers located in different offices. Much more time is required when/if the
officer(s) is/are unavailable for any reason.

The suggested solution for this problem would be to activate and enhance the role of the
newly founded “Customer Service Unit”, the current role of which is limited to
arranging the inspection visits of municipality engineers and supervisors to the
applicants’ sites. We propose that this unit becomes the only party responsible for
receiving the investor’s application and verifying the existence of the needed documents,
and after that getting the necessary approvals on the application from inside and outside
the municipality. To achieve this, the unit’s staff need to attain the necessary knowledge
of the processes to guide the applicants properly.

Activating the role of the Customer Service Unit at the municipalities in addition to
simplifying the processes inside the municipality will contribute significantly in saving
the time and effort needed by the applicant to get his professional license.

To implement this recommendation, MoGA should specify a clear role for the Customer
Service Unit by developing a detailed and clear job description with the necessary
responsibilities and authorities for its employees. MoGA should also ensure that the unit
staff employees attain the necessary training needed to perform their tasks efficiently.

1.2 Process Analysis

The next section will provide an analysis for each process in terms of the main problems found,
the causes of the problem and the suggested solution.

1.2.1 Issuing Professional Licenses for Sewing Workshops in Commercial Zones

The issuance of a professional certificate for a sewing workshop in a commercial zone requires
the approval of:

1. Amman Chamber of Industry.
2. Civil Defense Directorate
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3. Nuisance Professions’ committee of MoGA. Although the application for issuing
the license is submitted at the area municipalities, it is then transferred to the MoGA
headquarters to be evaluated by the Nuisance Professions Committee.

The problems found in this process are related to the pre-approvals needed from the above-
mentioned bodies, as described below in Box 1:

Box 1. Constraints to Obtaining Professional Licenses for Sewing Workshops in Commercial Zones

Body requesting pre-
approval

Definition of Problems

Cause(s) of Problem

Suggested Solution

Amman Chamber of
Industry (ACI)

Getting the membership
of ACI requires visiting
their headquarters in
Jabal Amman and paying
membership fees.
Although the process of
getting ACI membership
is simple and
straightforward, it
contributes to increasing
the effort and time needed
to issue the professional
license.

Having the
membership of ACI
as a prerequisite for
getting the
professional license is
compulsory by the
Law of Professional
Licenses.

Getting the membership certificate at
ACl is an easy process, however in
most of times the applicants would be
interested in becoming a member only
because it is required to have the
professional license. Therefore, it is
suggested to set a coordination
mechanism between ACI & MoGA that
allows the municipalities to collect the
membership fees directly from the
applicant and submit the membership
certificate with the license.

A coordination mechanism that takes
the requirements of MoGA & ACI into
consideration will be suggested by
Ajidara, however it is up to MoGA &
ACI to accept it or agree on another
cooperation mechanism that achieves
the same objective.

Another more controversial solution, as
suggested by the AMIR Program, would
be to abolish the prerequisite for the
professional license, following the
model set out in the Agaba Special
Economic Zone Authority (ASEZA).

Civil Defense
Directorate (CDD)

Getting the permission of
CDD is a lengthy process
and delays issuing the
license.

CDD asks MoGA not
to issue any
professional license
before having its
approval.

CDD & MoGA have agreed on a new
coordination mechanism that aims at
facilitating getting the approval of CDD.
The new mechanism depends on:

1- A new classification of
professions that exclude
certain professions from
the condition of getting the
approval of CDD. For
some other professions,
the CDD approval is
needed only for shops
larger than specific areas.

2- Communicating between
MoGA municipalities and
CDD using fax, which
would eliminate the
applicant’s need to visit
CDD and reduce the time
needed to get CDD'’s
approval.

The new mechanism was to be put into
effect as of 1/1/2004 and is expected to
improve the process. However, a lot of

AMIR Program
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Box 1. Constraints to Obtaining Professional Licenses for Sewing

Workshops in Commercial Zones

Body requesting pre-
approval

Definition of Problems

Cause(s) of Problem

Suggested Solution

professions including sewing
workshops will still need to be
inspected and approved by CDD.
Therefore, and since the Civil Defense
Law no. 18/1999 allows CDD to inspect
all shops in Jordan and closes the ones
violating the public safety requirements,
it is believed that adopting a
compliance system that allows for a
post-inspection of the new shop would
reduce the time and effort needed to
issue the license considerably.

This new system will be developed by
Al Jidara and will partially based on that
which was implemented in ASEZA,
then discussed with CDD and MoGA.
Assistance might be needed from the
AMIR Program and/or USAID at a later
stage to secure buy-in by CDD to adopt
the post-inspection compliance system.

Nuisance Professions
Committee

A sewing workshop
requires the approval of
this committee to obtain a
professional license in a
commercial area.

The Nuisance
Committee is an
internal committee in
MoGA. Applications
to get professional
licenses in a
commercial area for
148 professions are
transferred from the
municipalities to
MoGA to get the
committee’s approval.
The committee meets
once a week (every
Thursday).

According to the circulated internal
memo that established the committee in
1991, the purpose of forming the
committee was to study the status of
the nuisance professions and classify
them according to their type and level
of nuisance they cause and to
recommend a fixed criterion to solve
the issue of those professions once and
for all. These criteria were not defined
and the committee ended up
scrutinizing each application separately.
Therefore, one of two solutions is
recommended:

1- Classify each of the 148
professions either as a nuisance
profession, which are not allowed
to get a license in a commercial
area at all, or as ordinary
professions, which are allowed to
have a professional license in
such areas, then delegate the
authority of issuing the license to
the municipalities.

2- Set clear criteria for evaluating
the applications of the 148
professions and again delegate
the authority of approving the
issuance of such professions to
the municipalities.

A combination of the two solutions
might be adopted.

Implementing such a solution requires a
decision from the mayor of MoGA that
depends entirely on MoGA'’s willingness
to change its procedures and facilitate
the process of licenses issuance for
professions that require committee pre-

AMIR Program
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Box 1. Constraints to Obtaining Professional Licenses for Sewing

Workshops in Commercial Zones

Body requesting pre- Definition of Problems | Cause(s) of Problem Suggested Solution
approval
approval.
1.2.2 Issuing Professional Licenses for Car Mechanics in Commercial Zones

Issuance of a professional license for a car mechanic in a commercial zone requires the approval

of:

1- Civil Defense: The same requirements apply as for sewing workshops, thus the
suggested solution is as in the previous section.

2-

Traffic related committee: This committee was established by a MoGA internal

memo in 2001 following the issuance of a new traffic law in the same year that
assigned the responsibility of controlling the traffic flow inside Amman to
MoGA. The committee includes a representative from the Traffic Department
(Ministry of Interior) and from the Vocational Training Corporation in addition to
3 other members from MoGA.

Box 2. Constraints to Obtaining Professional Licenses for Car Mechanics in Commercial Zones

Body requesting pre-
approval

Definition of Problems

Cause(s) of Problem

Suggested Solution

Traffic related Professions
Committee

The car mechanic profession
should get the approval of
this committee to have a
professional license in any
area. This contributes to
increasing the time and
effort needed to issue the
license.

According to the internal
memo that established this
committee, 50 professions
that might affect the traffic
flow are requested to get
the committee’s approval
before issuing a
professional license.

The inspection form used by
the committee shows a
number of indicators used
by the committee to evaluate
the eligibility of the applicant
to get the license. However,
it does not give specific
values or ranges for those
indicators, thus leaving the
decision to approve/reject
the application dependant
on the personal judgment of
the committee (lacks
transparency). Itis
suggested to set specific
indicators by the committee
to evaluate the applications
and delegate the authority of
issuing the license to the
municipalities.

Exactly as in the case of the
Nuisance Professions
Committee, implementing
the suggested solution is an
internal issue at MoGA and
depends entirely on their
willingness to change their
current practices and
adopting a new procedure

that facilitates this process.

AMIR Program
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1.2.3 Issuing Professional Licenses for Bakeries in Residential Zones

The selection of this process was originally based on MoGA’s request hoping that we will be
able to simplify the complicated licensing process. Issuing a professional license for a bakery in
a residential area requires the approval of:

1. Bakeries Committee of The MIT: This committee was formed by the
MIT in January 2002 and includes representatives from the Capital
Governorate, MoGA, Civil Defense, Ministry of Health and the
Association of Bakeries’ Owners. The instructions governing the
work of this committee were also issued by the MIT.

It was found through analyzing the work of this committee that its
approval is requested at the very beginning of the process of
establishing a bakery and that a commercial registration from MIT —
which is a basic prerequisite for issuing the professional license-
cannot be issued without its approval. It was also found that the
technical requirements of the committee in terms of the minimum area
of a bakery which is 40m2 contradicts the conditions of MoGA for
licensing any profession in a residential area, which sets the maximum
area at 25m2.

Our initial impression from discussions with MIT’s representative in
the committee is that MIT (Quality & Markets Monitoring Directorate)
is not willing to improve the process or to coordinate with MoGA in
this regard.

2. The local committee at the municipality: it was found that getting the
approval of the local committee to issue any professional license in a
residential area is dictated by law and is therefore difficult to change.

3. The Civil Defense Directorate.

Given that most delays in the licensing process are due to the work of the two
mentioned committees, which were established and governed by specific laws and
instructions, it seems that little impact will be achieved by improving other steps
in the process. Nevertheless, the team will re-investigate the matter with MoGA
to determine the (i) reasoning behind MoGA’s decision to select this process to
reengineer, (ii) impact of the committees on potential investors’ decisions to start
projects in the bakery business. At the same time Al Jidara will contact MIT
again to investigate their willingness to cooperate with MoGA to simplify this
process. The final decision regarding this process will be taken based on the
results of this examination.

1.2.4 Issuing Professional Licenses for Mineral Water Selling Outlets in Commercial
Zones

Issuing a professional license for such outlets in commercial zones requires the approval of:

1. The Chamber of Commerce: The analysis applied previously for getting
the approval of Amman Chamber of Industry for sewing workshops in
commercial zones applies exactly here, so no further comments will be
made.

AMIR Program 13
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2. The Civil Defense (only for areas above 100m2): The analysis applied
previously for getting CDD approval for sewing workshops in commercial
zones also applies here, so no further comments will be made.

3. Ministry of Health: The approval of The Ministry of Health (MoH) is also a prerequisite
for having a professional license for mineral water selling outlets in commercial zones.
The following table provides an analysis for this approval.

Box 3. Constraints to Obtaining Professional Licenses for Mineral Water Selling Outlets in

Commercial Zones

Body requesting
pre-approval

Definition of
Problems

Cause(s) of Problem

Suggested Solution

Ministry of Health
(MoH)

Getting a professional
license for mineral
water selling outlets in
commercial areas is
an effort and time
consuming process.

Issuing a professional
license for a mineral
water sales outlet
requires the pre-
approval of MoH; 117
other professions need
the same pre-approval.

Almost all professions that require the
approval of MoH are usually also
inspected by the Health Department at the
municipality including the mineral water
selling outlets. Therefore, it is
recommended to set a unified standard
specifying the requirements needed for
this profession between MoGA and MoH
and assign the responsibilities of ensuring
their fulfillment to the Health Department at
the municipality. Compliance post-
inspection by MoH might also be adopted
in conjunction with this solution.

Al Jidara will arrange to hold meetings
between MoGA and MoH to discuss those
ideas and the possible ways for
implementation. Discussion would also
include any other potential means of
cooperation between MoGA and MoH to
facilitate the issuance of professional
licenses that require the pre-approval of
MoH.

1.2.5

Issuing Health Certificates

The issuance of health certificate was found to be the least complicated process, partly because it
falls totally under the control of MoGA. Moreover, the Food Monitoring and Environment
Directorate of MoGA, which is responsible for this process, adopts a post-inspection system in

the process.

However, this is not implemented by the Health Division at the Wadiseer

Municipality, which still requires fulfillment of its requirements prior to issuing the license. Box
4 highlights constraints to obtaining health certifications and offers solutions.

AMIR Program
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Box 4. Constraints to Obtaining Health Certificates

Body requesting pre- Definition of Cause(s) of Problem Suggested Solution
approval Problems
Health Department- Issuing the health The health certificate is The process of issuing a health
Municipality certificate increases the | issued in conjunction with the | certificate should run in parallel to
time needed to get a professional license and the the process of issuing the
professional license. applicant starts the process professional license especially
of its issuance after he that there isn’t a direct relation
receives the approval of the between them.
Professional Division. Al Jidara will suggest a

mechanism to facilitate the
implementation of this process;
and will then discuss it with
concerned parties (the
Professional Licenses
Department and the Food
Monitoring and Environment
Directorate).

Issuing the health certificate The compliance post inspection
for food and environment system adopted by the Food
related professions, requires Monitoring and Environment
fulfilling certain requirements. | Directorate should be activated
and implemented in the
municipalities.

This should be the responsibility
of the directorate but Aljidara will
monitor its implementation.

1.2.6 Renewing Professional Licenses

The renewal of professional license should be done annually in the first two months of the year
(January and February) and is usually extended for a one extra month (March). This time period
is as per the Law of Professional Licenses for Amman no. 20/1985. Box 5 sets out the constraints
to obtaining these licenses and possible solutions.

AMIR Program 15
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Box 5. Constraints to Renewing Professional Licenses

Definition Of Problem

Cause(s) Of Problem

Suggested Solutions

Although license renewal is a routine
process, yet in many cases it
consumes a lot of time and effort.

1- The pre-approvals
requested by different
government bodies.

2-The condition of MoGA to
inspect the site if it was not
inspected during the
previous year.

3-The bottleneck created by the
numerous applications
towards the end of the
renewal period (January-
March), especially that most
applicants submit their
applications in the last few
weeks of that period (MoGA
has 60,000 active licenses).

1- Arrange with government bodies to
use their authorities in monitoring
the professions rather than relying
on MoGA, especially when such
requirements have no legal basis.
As mentioned in section 2.1 b) this
effort should be led by MoGA in
coordination with the concerned
government bodies. MoGA should
explain the rationale behind this act
and suggest alternative
mechanisms of coordination.

2-MoGA should establish an
inspection mechanism that ensures
inspecting all professional licenses
during the year especially that the
inspection is required only once
annually.

3-Although the renewal period was
restricted by law, it is strongly
recommended to change it to allow
the renewal to take place after 1
year from the issuance date with a
limited grace period if needed.
Amending a law is a difficult
process but the benefit in this case
justifies the effort. MoGA should
suggest changing this paragraph of
the law through the official
channels.

AMIR Program
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3

Summary of Conclusions and Recommendations

The main issues identified through this analysis that were found to impede the issuance of a
professional license in MoGA’s municipalities, are:

1. Internal issues to MoGA
a) lack of clear guidance for applicants and employees
b) improper implementation of the customer service concept

c) existence of internal committees, which have to approve the
issuance of professional licenses for a number of professions.

2. Pre-approvals requested by other government bodies prior to the issuance of a
professional license.

Our recommendations to solve these problems are the following:

1-

Develop clear written procedures for the licensing process. This step should be
implemented by MoGA and the procedures should be accessible to investors at MoGA
and its municipalities and on MoGA’s Web site.

Replace the currently applied pre-inspection system (required by external entities as
prerequisite for issuing the professional license) with a more flexible one that adopts a
post-inspection compliance concept, especially that most government bodies already have
the legal authority to monitor and guarantee the fulfillment of their requirements. The
Mayor of MoGA has the authority to take such a decision, thus it is MoGA’s initiative
that is needed to implement such a recommendation.

Introduce the concept of customer service at MoGA’s municipalities, which requires
activating and enhancing the role of the “Customer Service Unit” and empowering it to
play its proposed role in facilitating customer transactions within the municipality.

Set clear criteria for the evaluation of applications - for professions that require the pre-
approvals of MoGA'’s internal committees - and delegate the authority of issuing licenses
for such professions to the municipalities (based on those criteria) without referring back
to MoGA. The implementation of this recommendation rests entirely on the decision of
the MoGA.

All the above recommendations will be discussed with MoGA during the next phase of the
project, and an action plan for their implementation will be developed jointly by MoGA and Al

Jidara.
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4  Next Steps

The reengineering process, including approximate dates and timeframe for completion, and
which will take place during the next phase of this project, will start during the first week of
January 2004. It is expected that this process will be completed within four weeks, and will be
based mainly on the solutions suggested in the above analysis.

However, a more detailed review of each step in the processes and their related forms and
resources might lead to new suggestions and solutions. The detailed analysis and suggested
solutions shall be conducted in close coordination with the responsible officials at MoGA,
Wadiseer Municipality, and the external players to ensure buy-in by the stakeholders.

It should be noted that the processes applied to the external bodies will not be changed as this
falls outside the scope of this project; however, the new processes will focus on improving the
communication and cooperation between MoGA and those bodies. We shall arrange for
coordination meetings between representative of those bodies and MoGA to set a cooperation
mechanism; however, we might need the intervention of the AMIR Program and other parties to
ensure this success.

A more detailed analysis for each process will be conducted during the next phase of the project
(To Be) and will be discussed with the officials at Wadiseer Municipality, MoGA, and the
involved parties in order to suggest the detailed improvements and the new reengineered
processes.
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Box A2
Licensing Car Mechanics in Commercial Zones
2Box A
Licensing in Commercial Zones for Car Mechanics
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Box A3
Licensing Bakeries in Residential Zones
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Box A4
Licensing Mineral Water Selling Outlets in Commercial Zones [ please check this title]
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Box A5
Issuing Health Certificates
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Traffic-Related Professions Committee
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Box A11
Civil Defense Approval
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