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INTRODUCTION

This study will highlight major findings of the institutional assessment conducted for the
Karak and Irbid Regional Municipalities over the period covering February-August 2008. The
assessment comes as a result of the technical support provided by the USAID Jordan
Economic Development Program (SABEQ) to Municipalities recognizing them as the steering
and implementing arm for local economic development process in Jordan.

SABEQ has identified that there was a need to build the capacities of the regional
Municipalities through development units to enable them to play their role in accelerating
economic growth. Building and enhancing capacities of Municipalities entails developing an
organizational structure and a strategic plan aiming at achieving economic sustainability by
best mobilizing the available resources into projects that, in turn, would enhance the living
conditions and develop the priority sectors in the governorates. The institutional assessment
is also in line with the vision outlined by the Ministry of Municipalities Affairs (MMA) in
Jordan.

SABEQ consulting team conducted many field visits and meetings in the targeted areas to
accomplish the assessment of Mu'ath Bin Jabal Municipality and Greater Irbid Municipality
(Irbid Governorate); the Al-Aghwar Al-Janoubiyeh Municipality and Greater Karak
Municipalities (Karak Governorate). This report will present main objectives of the
institutional assessment, methodology, findings and recommendations for each Municipality.
An Action Plan/Next Steps table will highlight main steps to be taken at each
Municipality, including steps that have been accomplished.
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MAIN OBJECTIVES OF THE
INSTITUTIONAL ASSESSMENT

The key objective of this assignment is to conduct a thorough institutional assessment of the
Municipalities identified. Assessment Tools will:

1.

Assess their structures, systems, procedures and resources in relevance to their
strategic plans and membership goals.

Propose a three year strategic plan to enhance economic growth, job creation, and
income generation in rural, urban and known socio-economically disadvantaged
areas with focus on youth and unemployed income community members.

Recommend specific changes and potential technical assistance that would enhance
the Municipality’s relevancy to its members and regions.

Assessment will cover the current situation of the Municipalities in terms of:

Institutional structure;

Management and staff roles and responsibilities, special focus on the development
unites in each municipality;

Financial resources;

Current and future economic projects in the governorate that Municipalities could
support, partner or invest in;

Key economic and development priorities;

Main challenges and requirements;

Interaction and coordination channels with the regional and national stakeholders;
Availability of archiving systems.

The team of experts will consider the following areas in their assessment that will assist in
designing the tailored capacity building program for the municipalities’ teams in the future:

Generating business opportunities based on the available resources;

Developing pre feasibility studies, scopes of work to sub contract technical expertise
to support the municipality work;

Project management;

Financial analysis and management ;

Human Resources;

Monitoring and Evaluation;

ICT integration;

Linkages and legal considerations with the private sectors and civil societies;
Promoting investment;

Utilizing the media to accelerate the economic development process;
Presentation and negotiation skills;

Advocacy sKills;

Women and youth participation;
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e Attracting investment activities;

e Environment and recourses management.

METHODOLOGY

In order to study the status of the Municipalities identified in terms of the institutional
framework and its strengths and weaknesses, and to come up with recommendations that
would contribute to improving the performance of Municipalities, SABEQ has formed a
specialized team to achieve the objectives of this study.

Recommendations suggested would assist in achieving the intended goals of upgrading the
capacity of the Municipality Council, Development Unit and Staff thus enabling them to be
key players in the process of achieving sustainable local economic development programs
and growth.

The following comprises the methodology used:
e Preparing the assessment tools and mechanisms which include the following criteria:

e |eadership Criterion, which includes:

o Strategic Planning.

o Promoting democratic culture and values which contribute to achieving
the Municipality’s mission and strategic goals.

o Follow-up and evaluation mechanisms.

¢ Human Resources Management Criterion

o Recruitment policies.

Job descriptions and classifications.
Capacity building and training.
Compensations and staff incentives.
Administrative development.

o Relations with workers.

O O O O

e Processes and Procedures Criterion
o Managing and streamlining processes.

o Municipality’s relationship with local community and stakeholders.
o Building relationships with partners.

o Continuous improvement and development.

o Advocacy and Lobbying.

e Knowledge Management Criterion
¢ Financial Management Criterion
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(Appendix 1: Evaluation Tools)

e Reviewing and assessing all the available documents related to the Municipality's work,
such as the laws, regulations, instructions, local development plan, strategic plans and
action plan produced by the Municipality (if any), in order to learn about the goals, tasks
and services offered by the Municipality and its role in serving the interests of its affiliates
and networking between different institutions

(Appendix 2: Municipalities Law # 14, 2007).

o Holding meetings with the Municipality’s Mayor, some members of the Board of
Directors, members of the Development Unit, Financial and Administrative
Directors, a number of Municipality employees, heads of Committees of the
Board, the Sectors Committees and a random sample of the General Assembly,

e Analysis of available Municipality’s 2005-2008 Budget.

DESCRIPTION OF THE
MUNICIPALITIES STATE

MUNICIPALITY LAW

According to the Municipalities Law number 14 for the year 2007, the Municipality is a civil
governing institute that manages all services and utilities offered to the civil society with the
stated purpose of improving the effectiveness of local government. Main features of the law
incldue a 20% quota for women in the council seats and that the mayors of the larger
municipalities are required to hold bachelors degrees at a minimum, while the mayors of the
smaller cities will be required to hold the high school certifications (Tawjihi).

Municipalities are classified into four main categories:

o First category: applies to Municipalities that are considered a Governorate center and
with over than 100,000 inhabitants;

e Second category: applies to Municipalities that are considered as district centers with
more than 15,000 and less than 100,00 inhabitants;

e Third category: applies to Municipalities that are considered as sub-district centers
with more than 5,000 and less than 15,000 inhabitants;

e Fourth category: applies to Municipalities that do not belong to the above categories.
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NORTHERN VALLEY: MU'ATH BIN
JABAL MUNICIPALITY (MBJ)

Mu'ath Bin Jabal Municipality (MBJ), established in 1955, is located in the Northern Aghwar
District and it covers four main areas: Shoune Shamaleya, Al-Addassiya, Al-Manshiyya and
Waqgqgas. The main location of the MBJ is at Shoune Shamaleya and was known in earlier
times as the Municipality of Shoune Shamaleya; however the name was changed into MBJ
due to the presence of the gravesite of Mouath bin Jabal, companion of Prophet Mohamed
(PBUH).

MBJ's competitive advantage is in its Agriculture and Tourism sectors. The agricultural land
at MBJ covers more than 76 thousand dunem and is famous for its citrus and vegetable
produce which accounts for 42% of the Kingdom's production. MBJ is also famous for the
Wadi Arab dam; its mineral water and Albagoura area which is frequented by tourists mainly
during the winter and spring seasons.

A descriptive study of the status of the Municipality was conducted, using the above
mentioned methodology adopted by the consulting team. The’ Municipality's current status
was analyzed in order to attain the needed information. Proposals and recommendations that
aim to assist the Municipality achieve its goals, serve its stakeholders and contribute in local
economic development were presented.

To this end, the Municipality was studied in terms of the following:

THE MUNICIPALITY COMPOSITION

THE MUNICIPALITY’S COUNCIL

The Council consists of 10 members, including the Municipality’s Chairman. Members are
elected according to the guidelines set forth in the Municipalities Law of 2007. The Council is
represented by two women, i.e. 20% of the Council's representation. The Mayor holds a
Bachelor Degree; two council members hold a diploma while the others have secondary
certificate or less. They meet once a week to discuss various issues related to the
Municipality and the local community.

THE COUNCIL’S MAIN COMMITTEES

The council has six committees:
e Procurement Committee.
e District Regulatory Committee.
e Local Regulatory Committee.
e Purchase Committee.
e Receivables Committee.
e Health and Public Safety Committee.
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THE MUNICIPALITY STAFF

The Municipality's total staff is 264 employees comprising 99% of Jordanian and 1% non-
Jordanian. Percentage of women employees is 2.6%. Only 3% out of the total number of
employees has a university degree. Table 1 details the employee's educational background:

Table 1: Employees Educational Background

_ Total Number Male Female
PhD - - -
Master - - -
B.A. 7 7
Diploma 21 18 3
High School Certificate 31
(Tawjihi) 35 4
Middle School and less 201 - -

The Municipality's staff enjoys the following benefits:

1. Social Security.
2. Medical Insurance.

The staff has access to capacity building and training programs; however these programs
are offered by the Ministry of Municipalities (MMA) and other entities and not according to the
actual needs of staff. The Municipality produced a document highlighting staff training needs
which requires to be matched with training organizations and experts.

THE MUNICIPALITY SERVICES

The Municipality offers several services according to the Law of the Municipalities such as
issuing certificates and licenses for various products; participating in serving the local
community; supporting local initiatives that targets social and cultural activities; participating
in public activities and events, in addition to local and national events; providing aid and
donations to charities and cultural organizations. Moreover; the Municipality offers finding
jobs for the workers of the Municipality Districts in the factories operating in Al-Hassan
Industrial city, by circulating information about available job opportunities in coordination with
Irbid Directorate of Labor.

The Municipality encourages young people to work in sectors and professions previously not
considered as a result of the culture of shame, such as bakeries, restaurants, construction
and agriculture.

KNOWLEDGE MANAGEMENT AND DISSEMINATION

Knowledge management represents the processes which help the Municipality generate,
acquire, organize, use and disseminate knowledge; in addition to transferring important
information and expertise of the Municipality which are necessary to carry out various
administrative activities, such as decision-making, problem solving, learning and strategic
planning. Knowledge is classified into two basic categories:
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e Tacit knowledge is the skill which people carry in their minds and is, therefore, difficult to
transfer to others. This knowledge may be technical or cognitive.

e Explicit knowledge is the available information stored in the Municipality’s archive,
including booklets on policies, procedures, documents and processes and operation
standards.

The study of the current status of the Municipality revealed that the Municipality runs a weak
archiving system of the correspondence which requires a huge amount of time to locate
needed paperwork. Ultimately, this weak system will shed a negative impact on the follow-
up. As for publications such as informational bulletins, advertisements and periodicals, the
Municipality does not have the capability neither the knowledge to produce such material.

THE MUNICIPALITY’S FINANCIAL PERFORMANCE
THE MUNICIPALITY'S REVENUES

The Municipality’s total revenues grew by 84 % to JD1, 035,450 in 2006 compared to JD562,
940 in 2005. The following comprises the Municipality’s main revenue sources of the total
revenues:

1. Taxes and fees that amount to 71%
2. Investment Revenues (capital revenues) amount to 16% and increased by 92% in
2006

THE MUNICPLAITY'S EXPENDITURES

Total expenditures in 2005 amounted to JD558, 661 and increased to JD1, 159,961 in 2006.
Salaries of employees were the main source of expenditures, amounting to 61% of the total
expenditures while capital expenditures amounted to 25%. It is worth noting that the MBJ
recorded a deficit of JD124, 511 in 2006 compared to a surplus of JD 4,280 in 2005.

1. Revenues/Expenditures: Total revenues in 2006 covered only 89% of the total
expenditures compared to 101% in 2005 which reflects the Municipality's ineffective
mechanism of collecting revenues.

RESULTS

The analytical study of the current status of Mu'ath bin Jabal Municipality examined a number
of criteria which were addressed in detail to measure the Municipality's performance in
achieving the goals for which it was established and in fulfilling its functions as stipulated in
the Law. These criteria are:
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LEADERSHIP CRITERION

Leadership criterion is one of the most important criteria which indicate the Municipality’s
ability to mobilize resources and contribute to achieving results and goals. It measures the
existence of a realistic strategic plan and executive work programs that maximize the
Municipality’s contribution in achieving its goals. Moreover; it reflects on the Municipality’s
role in promoting a democratic culture that supports good governance with an optimal use of
the Municipality’s resources. This is all coupled with the existence of a system to evaluate
the Municipality's performance, its cooperation with other institutions and how it deals with
risks.

STRATEGIC PLANNING

STRATEGIC PLAN, DEVELOPMENT AND ACTION PLAN

The Municipality's strategic planning process was studied in terms of whether a
comprehensive strategic plan with a vision, mission and strategic goals existed.

From the interviews that were conducted and the documents that were obtained, it was found
that the Municipality, through the Development Unit, has developed an excellent three year
strategic plan for 2008-2010 which covers the mission, objectives and programs to be
implemented.

Upon close review of the strategic plan and supportive documents, it was evident that the
plan was constructed in a comprehensive participatory approach among the Municipality
Development Unit, Cities and villages, Development Bank, Ministry of Municipalities Affairs
and members of the local community which reflect a democratic culture and values. The
overall effort was sponsored by the EU poverty alleviation and local economic development.

The document reflects a pioneering and a successful effort taken by the Municipality to
improve the organizational structure and to enhance opportunities to local economic
development. Although the strategic plan has been approved and adopted by the Municipal
Council; however, the plan was not circulated or published. The Municipality did not take any
measure to inform its staff and community members of such a plan.

The three year strategic plan came with supporting documents including a one year strategy,
programs matrix and an approved 2008 developmental programs which highlighted the
Municipality's priority areas such as:

Good Governance programs

Capacity building and training for economic development
Social and Cultural activities programs

Environmental programs.

FOLLOW-UP AND EVALUATION MECHANISMS

It is clear that the Municipality does not have a clear and approved follow-up and evaluation
mechanism, nor a system to monitor, measure, analyze and prepare the report on the actual
performance of all key outputs, as a result of:

e A weak institutional planning process.
e Absence of the job descriptions that define functions and duties of workers.

¢ Absence of specific functions of the Council’s Committees.
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However; the Municipality's Development Unit took a bold step in producing quarterly reports
that highlight actual achievements.

HUMAN RESOURCES MANAGEMENT CRITERION

Human resources are the basis and instrument of the production process. The interviews
that were conducted were aimed at identifying the Municipality's efforts in building human
capital and creating a supportive environment that encourages excellent performance by
workers, in addition to measuring the Municipality's effectiveness in terms of:

Identifying the needed human resources.

Developing training and development programs for employees to meet the
Municipality's needs.

Implementing fair and transparent policies on recruitment, rewards and
compensations, in addition to the plans to motivate employees.

Designing and implementing programs to increase employees’ satisfaction and help
in staff retention.

RECRUITMENT POLICIES

The meetings revealed that:

The Municipality does not have clear recruitment policies which ensure and
guarantee that the needs of the institution are met in a timely manner in terms of
competent employees with the skills necessary to fulfill the requirements of the job.
Moreover; job responsibilities references are not given upon employment, making it
difficult for the employee to understand what is expected of him/her, and for the
immediate supervisor to monitor and evaluate. Inflation in employees with no re-
distribution to match needs is very clear.

There is a Ministry of Municipalities salary scale/grade system which is adopted by
MBJ. This is to ensure fairness and credibility in determining the salaries of workers.

A brief description of the main departments and responsibilities was available
although it did not reflect the organizational structure attached to the Strategic plan,
neither did it include a detailed TOR for key employees and their staff. This brief
description was sent to the Ministry during 2006 but so far not implemented.’

All the decisions related to recruiting, salaries, and terminating services, bonuses
and rewards are documented in the minutes of the Board meeting. Final approvals
are needed from the MMA.

There was no sense of job security among the Municipality's employees in the sense
that advancements are not adopted or encouraged.

! Municipality Organizational structure and job description 2006 document
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JOB DESCRIPTIONS AND CLASSIFICATIONS

The absence of written and detailed Job Descriptions and classifications to select and
appoint employees and define their duties and references indicates a certain lack of
professionalism. It should be noted here that the Financial Director is the immediate
supervisor in charge of running the administrative and financial affairs, which represents a
kind of delegation of powers, without being concentrated in the hands of the Mayor.

TRAINING WORKERS AND IMPROVING THEIR EFFICIENCY

There is no approved mechanism to train the workers and improve their efficiency.
Employees reported that they are not offered training programs according to their actual
needs; but are offered to attend seminars that are not related to their work responsibilities or
that are repetitive in nature. It is also worth mentioning that the Municipality's budget does
include allocations for training. (Source: Municipality's 2007 Budget).

COMPENSATIONS AND STAFF INCENTIVES

There are no transparent and effective policies for the compensations and incentives that
help to increase workers’ productivity and raise the quality of performance by motivating the
employees to seek excellence in achieving the Municipality's strategic goals.

RELATIONS WITH WORKERS

Workers in the Municipality have friendly relationships with the Mayor, which helps in
unrestricted channels of communication and creates a comfortable working environment.
The Development Unit is the focal department at the Municipality and is quite active in
charting out needs and requirements. Despite this, there is no smooth mechanism by the
Administrative Director to analyze employees’ needs, deal seriously with complaints and
regularly measure the employees’ satisfaction. It seems that there is a generation gap
between the Administrative Director and the Mayor which was reflected in perceptions and
work mechanisms.

PROCESSES AND PROCEDURES CRITERION

MANAGING AND STREAMLINING PROCESSES

The Municipality offers many services and activities in an easy and accessible manner such
as an information board that posts vacancies and jobs available. But the Municipality’s
employees do not have processes maps that show the inputs, requirements and procedural
steps of each operation that the Municipality undertakes. They rely on their expertise and
memory in this area. There is no mechanism to regularly monitor the implementation of these
processes in order to ensure the optimal use of human resources in offering services in a
timely and cost-effective manner.
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BUILDING RELATIONSHIPS WITH PARTNERS

The Municipality has positive relations with all the official and civil institutions in the
Governorate. The Municipality is represented in several councils and committees established
by these institutions, in addition to the Municipality's relations with the local community,
through supporting several official and civil society institutions, based on its belief in social
responsibility towards society; and through hosting several community events. However, the
Municipality needs to institutionalize and use this relationship to reflect its role.

It is worth mentioning that the Municipality works in coordination with other institutions, such
as the local civil societies, particularly in the area of promoting public policies and defending
the interests of the community.

KNOWLEDGE MANAGEMENT CRITERION

Implementing a sound strategy to manage knowledge, develop knowledge resources,
disseminate relevant information in a timely manner and provide them to the concerned
members and institutions, helps in utilizing the Municipality's information and expertise in the
different administrative activities, such as decision-making, problem solving, learning and
strategic planning.

Yet, interviews showed that the Municipality has no strategy for managing knowledge, and
that it keeps its documents and records by regular archiving. The Mayor has indicated that
the archiving system goes back to 1950 and indicated that such a system is useless and in-
effective.

FINANCIAL MANAGEMENT CRITERION

This criterion aims to:
e Identify financial management.
e |ook at budget preparation.

e Allocate the necessary funds to achieve the goals of the strategic plan as well as
design and implement accounting systems to ensure financial accountability and
transparency.

e Enable the Municipality to optimize the use of the available resources and analyze
the financial performance to upgrade and improve budget preparing and financial
management.

The interviews and the documents available showed that the Municipality does prepare an
annual budget that contains the expected expenditures and revenues and the programs and
projects that will be implemented during the coming year at least. This implies:

e Presence of financial planning.

e The Municipality's ability and effectiveness in preparing the budget and allocating the
necessary funds to achieve its goals.

Expenditure and Revenues are allocated in accordance with the financial regulations.

CONCLUSION
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Mu'ath Bin Jabal Municipality provides its services to strengthen the capacity of the local
community to achieve sustainable economic development taking into consideration the social
and environment issues facing the population. The Municipality is active in its participatory
approach with the local community; however, it faces many financial and administrative
obstacles that make this relationship a bit uneasy when it comes to services offered.

In addition, the development unit at the Municipality is very active in identifying long and
short term development objectives in the four areas that the Municipality covers. These
objectives highlighted the importance of enhancing the capacity if the Municipality's
employees; increasing the Municipality revenues; empowering women's role in the economic
development and decision making processes; attracting investment and networking.

The Municipality has a role in expressing opinion and presenting perceptions on the various
local regulations and laws, and strengthening relations and cooperation with local, regional
and international entities to benefit from exchanging expertise and information.

The results of the institutional evaluation implemented by SABEQ’s team of experts revealed
that the Municipality seeks to achieve its goals and serves the interests of its affiliates and
those of the local community members, as well as seeks to harness its potentials and the
expertise of its managers.

The evaluation results indicate the following:

v' The Municipality enjoys positive relations with all the official and civil institutions in the
Governorate. The Municipality is represented in several councils and committees
established by these institutions, which helps it to play a key role in the economic
decision-making process at the governorate level.

v' The Municipality has good relations with the local community, through supporting
several official and civil society institutions, based on its belief in social responsibility
towards society.

v In order to maximize the Municipality's role in achieving its institutional and national
goals and serve the interests of its affiliates and the commercial sector in the
Governorate, it is essential to highlight the most important challenges facing the
Municipality in achieving its goals, which emerged during the evaluation process, and
the need to address them.

These challenges include:

o Weakness of the institutional structure, and the absence of organizational
structure that should clarify the chain of commands, the relations between the
different units and job descriptions and classifications.

o Weak performance in the collection of revenues due to an obsolete system of
financial documentation and reporting.

o Absence of planned and continuous training programs for its affiliates that
keep pace with the latest developments in business environment.

PROPOSALS TO IMPROVE THE
MUNICIPALITY OF MU'ATH BIN
JABAL
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In light of the outputs of the evaluation study, the following pillars are suggested for the
process of development and improvement that should be adopted to assist the Municipality
in developing and institutionalizing its work. The Municipality would be better equipped in
serving its affiliates and playing a key role in developing the economic sector in the
Governorate in general. These pillars are:

FIRST: DEVELOPING THE MUNICIPALITY’S INSTITUTIONAL
STRUCTURE BY:

Re-enforcing the organizational structure which clarifies the chain of command, the
relations among the different units, tasks at various levels and job descriptions, so as
to guarantee role distribution and authority delegation and decrease centralization.

Developing the Municipality's financial viability, its capacity to establish effective
quality controls, its ability to measure program performance, its skill in creating
partnerships and mobilizing volunteers and resources for its activities, and its ability
to provide various forms of administrative support. This would be possible through a
grant request from MBJ to SABEQ.

Activating the Development Unit to adopt the programs reflected in the Strategic Plan
which reflects the Municipality's future vision, strategic orientations and role in
achieving the national and local goals, and preparing annual implementation work
plans. A suggested list of proposed activities to be detailed in the Action Plan table.

Establishing a Resource Center at the Municipality that build organizational and local
capacity, and has the full involvement of community volunteers. It will engage the
community’s citizens to meet the needs of the community, through providing sources
of support.

This will include:

e A main PC terminal that will list the Municipality policies and
procedures electronically. This is deemed useful to the Municipality's
affiliates, investors, researchers and those working in the fields of
trade, industry and production. In turn, they would be able to prepare
periodic reports and studies on various economic issues at the macro-
economic level and economic sectors, and at the Governorate level, in
collaboration with the universities, scientific institutions and research
centers, and also benefiting from the university students trainees.

e Assist in job descriptions and a variety of documents and information
relevant to local government.

e Brochures and information
e Community services and volunteers support for outreach strategies

e A Communication network to hold events, prepare materials, fact
sheets and post press releases

e Training and Seminars information, training of staff, members, and
volunteers in skills and techniques

SECOND: STRENGTHENING INSTITUTIONAL CAPACITY BY:

Offering the necessary grant to implement an immediate program that would aim to
install and operate a computerized financial system. This system will enable the
Municipality to effectively monitor their available and potential resources; empower
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the staff to forecast programs and allocate budgets; enhance the internal system
whereby the Mayor would be able to retrieve financial information in an organized
manner quicker; and will help in serving needs of the community better.

e Providing excellent training services to the Municipality's staff to improve their
efficiency and productivity since training, rehabilitation and development activities are
among the most important services that demonstrate the Municipality's ability to
support and encourage economic sector enterprises. (refer to the Action Plan table)

GREATER IRBID MUNICIPALITY (GIM)

Two visits were conducted with the GIM Mayor, Development Unit staff and other employees
to introduce the main objectives of the institutional assessment and an overview of the
analysis to take place at GIM. From the onset, it was very clear there was a very solid
resistance from the Mayor to cooperate with the consulting team before signing an
MOU with SABEQ. The Mayor took the initial steps of meeting with and listening to the
team; and even allocating three employees from the Development Unit to act as liaison
officers and contact points with the consultants through the duration of the project however,
there was no cooperation or actual internal documents provided. Taking this into
consideration, the team made another effort in visiting and detailing the assessment tools
with the GIM staff; however; the staff informed the member of the consulting team that they
are unable to move forward without a formal letter from the Mayor. This position has eased
a bit after the MOU signature with SABEQ whereby the Municipality has agreed to the
recommendation of conducting a strategic plan workshop; however, the timing of
such a workshop has not been identified yet.

Upon initial study, it was clear to the team that the GIM has an inflated organizational
structure with a centralization of decision making processes. The Development Unit has
been established; however, the Director is not fully dedicated to the advancement of this unit
since he has other responsibilities that deal with the management of one of the districts in
Irbid.

The GIM have a 2002 and 2004 copy of the "Organizational Structure and Job Description”
year book that was produced by formers Mayor. This document highlights the names of all
previous Mayors; members of the Local Council; committees of the GCouncil; an
organizational structure map; main GIM projects and departmental job description. This
document does not have any section that highlights a strategic plan; neither on the short or
long-term basis. A vision and a mission placed as a blurb highlighted the following points in
each section:
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MISSION
e Creating a regulated, healthy and green environment;
e Enabling laws to protect the population on a whole and not the individual;
e Enabling deeper commitment by the inhabitants to safeguard the cultural and
architectural identity.
VISION
e Reflecting a democratic environment and a participatory approach;
e Enhancing its capabilities to address local community problems;
e Abolishing bureaucracy.

The GIM Municipality is 127 years old and Irbid has a promising chance to be 2nd largest
after Amman. The Municipality is in urgent need of active work on the Strategic Plan to be
able to achieve its mission. The Mayor has indicated that he is aiming to provide citizens and
the community with best services at the minimal expense; enhance the local economic and
social platform; create an administrative and financial structure that empowers staff and
enhance their capacity; and a need to de-centralize management structure to eradicate the
routine among the different areas of Irbid.

Irbid will be the future venue for the first Islamic University in the region that will provide
Islamic Economics study to foreign students. This is a JD 200-300 million and has already
addressed the Minister of Municipal Affairs via an official letter which would be presented to
the PM.

Urgent areas that needs to be addressed if GIM is cooperative:

e A workable administrative and financial structure;

e Enhance the Development Unit and its employees by allocating full time staff with the
ability to draft tangible results;

e An efficient control system of revenues and expenditures;
e A master plan to protect the rich agricultural land of Irbid.

It is worth to note that SABEQ has been diligently working on enhancing the capacity of the
Development Unit employees. In this regard, the head of the Unit attended a 3 day
conference focusing on Local Economic Development, which was held in Amman during
April 28-30, 2008.

Most recently, SABEQ has signed an MOU with the Municipality and accordingly the
consulting team re-visited the Municipality and met with the Administrative Assistant to the
Mayor, Mr. Mohamed Dalgamouni. Main discussion covered the efforts to conduct a
workshop on strategic plan and future next steps since this directly falls into the requirements
of the MMA. The following was agreed upon:

e Mr. Dalgamouni will consult with the Mayor and staff on the timing of the workshop
and list of participants.

e He further asked for the assistance in conducting feasibility studies for the non-core
activities of the Municipality to be presented to the private sector. The consulting
team advised him to directly request this assistance from SABEQ.
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The consulting team presented minutes of meetings to SABEQ headquarters and its regional
office. As of the date of writing this report (Sept 22), no response was received from
the Municipality in regards to the timing of the workshop; neither the participants.

SOUTHERN VALLEY: AL-AGHWAR AL-
JANOUBIYEH MUNICIPALITY (AJM)

Al-Aghwar Al-Janoubiyeh (AJM) is 465 km2 covering the area between "Massab EI-Muijib" in
the north to "Al-Ghweibey" in the south. AJM is 93km in length, 5km in width and is 58km
away from the center of the Karak Governorate. AJM is highly irrigated lands within the
valley, supporting vegetable and fruit crops; and is home to several industries such as the
Arab Potash Company and the Bromine Project. The Dead Sea area is rich in its touristic
features such as "Lout Cave".

AJM is divided in to two areas:
e Ghor EI-Safi area covering EI-Safi, Nug'u , Fifa, Al Ghweibey and Ma'moura.

e Ghor El-Mazra'a and Haditha areas covering Assal, EI-Mazra'a, Al-Haditha, Al-Thira'
and El-Hinawa.

THE MUNICIPALITY COMPOSITION
THE MUNICIPALITY’S COUNCIL

The Council consists of 8 members, including the Municipality’s Chairman. Members are
elected according to the guidelines set forth in the Municipalities Law of 2007. They meet
once a week to discuss various issues related to the Municipality and the local community.
The relationship with the members is amicable as this is a small community with many social
activities that all participates in.

THE COUNCIL’S MAIN COMMITTEES

The council has six committees:
e Procurement Committee.
e District Regulatory Committee.
e Local Regulatory Committee.
e Purchase Committee.
e Receivables Committee.
e Health and Public Safety Committee.
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THE MUNICIPALITY STAFF

The Municipality's and that of the Court's are 134 employees. The Court's staff is comprised
of 2 holding university degree, 4 holding diploma, 1 holding Tawjihi (high school general
certificate) and 1 under high school. Women employees comprise around 2% of the total
employee's number.

The Municipality's staff enjoys the following benefits:

1. Social Security.
2. Medical Insurance.

The staff has access to capacity building and training programs; however these programs
are offered by the Ministry of Municipalities and other entities and not according to the actual
needs of staff which are not identified by the AJM since there was no document stating the
staff training needs.

THE MUNICIPALITY SERVICES

The Municipality offers several services according to the Law of the Municipalities such as
issuing certificates and licenses for various products; participating in serving the local
community; supporting local initiatives that targets social and cultural activities; participating
in public activities and events, in addition to local and national events; providing aid and
donations to charities and cultural organizations.

The Municipality encourages young people to work in sectors and professions previously not
considered as a result of the culture of shame, such as bakeries, restaurants, construction
and agriculture.

KNOWLEDGE MANAGEMENT AND DISSEMINATION

The study of the current status of the Municipality revealed that the Municipality runs a weak
archiving system of the correspondence which requires a huge amount of time to locate
needed paperwork. Ultimately, this weak system will shed a negative impact on the follow-
up.

As for publications such as informational bulletins, advertisements and periodicals, the
Municipality does not have the capability neither the knowledge to produce such material.

THE MUNICIPALITY’S FINANCIAL PERFORMANCE
THE MUNICIPALITY'S REVENUES AND EXPENDITURES

The Municipality’s total revenue in 2007 was JD 1,676,423 which covered 100% of the total
expenditures according to the available balance budget. Salaries of employees amounted to
37% of the total expenditures which was the lowest among the Municipalities examined for
this report.

A detailed budget was available at AJM; however, the Mayor was against a close
examination by the consulting team.
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RESULTS

The analytical study of the current status of Al-Aghwar Al-danoubiyeh Municipality (AJM)
examined a number of criteria which were addressed in detail to measure the Municipality's
performance in achieving the goals for which it was established and in fulfilling its functions
as stipulated in the Law. These criteria are:

LEADERSHIP CRITERION

STRATEGIC PLANNING

STRATEGIC PLAN, DEVELOPMENT AND ACTION PLAN

The Municipality's strategic planning process was studied in terms of whether a
comprehensive strategic plan with a vision, mission and strategic goals existed. From the
interviews that were conducted and the documents that were obtained, it was found that the
Municipality does not have a strategic plan but a four page document covering:

e THE MISSION AND VISION that states that AJM is a civil society organization with
administrative and financial independency aiming at improving the level of services
and enhancing a participatory approach.

e PROJECTED PROGRAMS FOR 2008: such as buying of heavy duty machines;
paving streets; and working on improving the environment.

e RESPONSIBILITIES AND ACTIVITIES as per the Municipality Law.

e DIFFICULTIES AND OBSTACLES THAT HINDER ACHIEVEMENTS: such as the
lack of trained technical staff and the poor financial revenues.

The MMA has communicated with the Municipality to produce a three year strategic plan;
however the AJM did not take an action to do that since the staff is unaware of steps to be
taken. Therefore, the consulting team first steps in this regards was to conduct a two day
workshop on strategic planning and SWOT analysis to familiarize the Mayor, the employees
and representatives from the local community and the private sector.

A draft strategic plan document has been prepared and presented to the Mayor for approval;
whereby the Mayor has indicated his overall endorsement of the plan.

(Appendix 3: Strategic Plan 2009-2013 including the action plan for the first year)
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FOLLOW-UP AND EVALUATION MECHANISMS

It is clear that the Municipality does not have a clear and approved follow-up and evaluation
mechanism, nor a system to monitor, measure, analyze and prepare the report on the actual
performance of all key outputs, as a result of:

A weak institutional planning process.
Absence of the job descriptions that define functions and duties of workers.
Absence of specific functions of the Council’'s Committees.

HUMAN RESOURCES MANAGEMENT CRITERION

RECRUITMENT POLICIES

The meetings revealed that:

The Municipality does not have clear recruitment policies which would ensure and
guarantee that the needs of the institution are met in a timely manner in terms of
competent employees with the skills necessary to fulfill the requirements of the job.
Moreover; job responsibilities references are not given upon employment, making it
difficult for the employee to understand what is expected of him/her, and for the
immediate supervisor to monitor and evaluate. Inflation in employees with no re-
distribution to match needs is very clear.

There is a Ministry of Municipalities salary scale/grade system which is adopted by
AJM. This is to ensure fairness and credibility in determining the salaries of workers.

A brief description of the main departments reflected through an organizational
structure. This did not include any detailed TOR for key employees and their staff.

All the decisions related to recruiting, salaries, and terminating services, bonuses
and rewards are documented in the minutes of the Board meeting. Final approvals
are needed from the MMA.

There was no sense of job security among the Municipality's employees in the sense
that advancements are not adopted or encouraged. The head of the Development
Unit was seeking to quit his post since he felt that there was no need for him.

JOB DESCRIPTIONS AND CLASSIFICATIONS

The absence of written and detailed Job Descriptions and classifications to select and
appoint employees and define their duties and references indicates a certain lack of
professionalism. It should be noted here that the Financial Director is the immediate
supervisor in charge of running the administrative and financial affairs, which represents a
kind of delegation of powers, without being concentrated in the hands of the Mayor.
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TRAINING WORKERS AND IMPROVING THEIR EFFICIENCY

There is no approved mechanism to train the workers and improve their efficiency.
Employees reported that they are not offered training programs according to their actual
needs; but are offered to attend seminars that are not related to their work responsibilities or
that are repetitive in nature. It is also worth mentioning that the Municipality's budget does
not include allocations for training.

COMPENSATIONS AND STAFF INCENTIVES

There are no transparent and effective policies for the compensations and incentives that
help to increase workers’ productivity and raise the quality of performance by motivating the
employees to seek excellence in achieving the Municipality's strategic goals.

RELATIONS WITH WORKERS

Workers in the Municipality have friendly relationships with the Mayor, which helps in
unrestricted channels of communication and creates a comfortable working environment.
The Development Unit is the focal department at the Municipality and is not active in charting
out needs and requirements although there were several employees available.

PROCESSES AND PROCEDURES CRITERION

MANAGING AND STREAMLINING PROCESSES

The Municipality offers many services and activities in an easy and accessible manner such
as an information board that posts vacancies and jobs available. But the Municipality’s
employees do not have processes maps that show the inputs, requirements and procedural
steps of each operation that the Municipality undertakes. They rely on their expertise and
memory in this area. There is no mechanism to regularly monitor the implementation of these
processes in order to ensure the optimal use of human resources in offering services in a
timely and cost-effective manner.

BUILDING RELATIONSHIPS WITH PARTNERS

The Municipality does not have proper relations with partners or companies stationed in the
AJM. The Mayor complained about the fact that the companies do not share information
neither do they pay any fees to the Municipality. One example to note here is that the Mayor
had no clue with the sale of the Tomato factory stationed in the AJM area although it
employed a large segment of the population.

The Municipality believes in social responsibility towards society and has positive relations
with local civil institutions such as Jordan Hashemite Fund (JOHUD); "We are all Jordan"
(Jordanian Youth Commission) and other NGO's funded by the donor community; however,
not much coordination on projects was noted.

The Municipality is represented in several councils and committees established by these
institutions However, the Municipality needs to institutionalize and use this relationship to
reflect its role.
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It is worth mentioning that the Municipality works in coordination with other institutions, such
as the local civil societies, particularly in the area of promoting public policies and defending
the interests of the community.

KNOWLEDGE MANAGEMENT CRITERION

Interviews showed that the Municipality has no strategy for managing knowledge, and that it
keeps its documents and records by regular archiving.

FINANCIAL MANAGEMENT CRITERION

The interviews and the documents available showed that the Municipality does prepare an
annual budget that contains the expected expenditures and revenues and the programs and
projects that will be implemented during the coming year at least. This implies:

e Presence of financial planning.

e The Municipality's ability and effectiveness in preparing the budget and allocating the
necessary funds to achieve its goals.

Expenditure and Revenues are allocated in accordance with the financial regulations.

CONCLUSION

As with the Mu'ath Bin Jabal Municipality, the Al-Aghwar Al-Janoubiyeh Municipality provides
its services to strengthen the capacity of the local community to achieve sustainable
economic development taking into consideration the social and environment issues facing
the population. The Municipality is active in its participatory approach with the local
community; however, it faces many financial and administrative obstacles that make this
relationship a bit uneasy when it comes to services offered.

In addition, the development unit at the Municipality is not active in identifying long and short
term development objectives in the ten areas that the Municipality covers. The head of the
Unit is an agricultural engineer who has a good knowledge of needed projects but believes
that all his recommendations to the MMA went unanswered due the limited financial means
allocated to AJM.

The Municipality has a role in expressing opinion and presenting perceptions on the various
local regulations and laws, and strengthening relations and cooperation with local, regional
and international entities to benefit from exchanging expertise and information.

The results of the institutional evaluation implemented by SABEQ’s team of experts revealed
that the Municipality seeks to achieve its goals and serves the interests of its affiliates and
those of the local community members, as well as seeks to harness its potentials and the
expertise of its managers.
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The evaluation results indicate the following:

v

v

The Municipality does not enjoy a smooth relationship with the MMA which reflects
negatively on relations with all the official and civil institutions in the Governorate.

The Municipality is represented in several councils and committees established by
these institutions, which helps it to play a key role in the economic decision-making
process at the governorate level.

The Municipality has good relations with the local community, through supporting
several official and civil society institutions, based on its belief in social responsibility
towards society.

In order to maximize the Municipality's role in achieving its institutional and national
goals and serve the interests of its affiliates and the commercial sector in the
Governorate, it is essential to highlight the most important challenges facing the
Municipality in achieving its goals, which emerged during the evaluation process, and
the need to address them.

These challenges include:

o Weakness of the institutional structure, and the absence of organizational
structure that should clarify the chain of commands, the relations between the
different units and job descriptions and classifications.

o Weak performance in the collection of revenues due to an obsolete system of
financial documentation and reporting.

o Absence of planned and continuous training programs for its affiliates that
keep pace with the latest developments in business environment.

PROPOSALS TO IMPROVE THE
MUNICIPALITY OF AJM

In light of the outputs of the evaluation study, the following pillars are suggested for the
process of development and improvement that should be adopted to assist the Municipality
in developing and institutionalizing its work. The Municipality would be better equipped in
serving its affiliates and playing a key role in developing the economic sector in the
Governorate in general. These pillars are:

FIRST: STRATEGIC PLAN DEVELOPMENT

Adopt a participatory approach with the Municipality’s staff in preparing the 2009
budget linking it with the strategic directions and proposed programs/projects of the
AJM.

Provide technical assistance and targeted training on Results Oriented Budgeting.

Assist the Municipality in the preparation of their development plan.
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SECOND: DEVELOPING THE MUNICIPALITY’S INSTITUTIONAL
STRUCTURE BY:

Updating the organizational structure available at the AJM according to the new
vision and role that the Municipalities should reflect.

Creating Human Resource systems that clarifies the chain of command, the relations
among the different units, tasks at various levels and job descriptions, so as to
guarantee role distribution and authority delegation and decrease centralization.

Developing the Municipality's financial viability, its capacity to establish effective
quality controls and its ability to measure program performance.

Offering the necessary grant to implement an immediate program that would aim to
install and operate a computerized financial system. This system will enable the
Municipality to effectively monitor their available and potential resources; empower
the staff to forecast programs and allocate budgets and enhance the internal system.
AJM has in its possession 20 PC's but is unable to operate them efficiently.

Empowering the Development Unit to take on its responsibilities thus enabling the
AJM to play an active role in local economic development.

Internal archiving system to enable proper administration of procedures

Computerized procedures to enable the Municipality to conduct its procedures in an
efficient and prompt way.

THIRD: STRENGTHENING INSTITUTIONAL CAPACITY BY:

Providing excellent training services to the Municipality's staff to improve their
efficiency and productivity since training, rehabilitation and development activities are
among the most important services that demonstrate the Municipality's ability to
support and encourage economic sector enterprises. (refer to Action Plan table)

Administrative development and capacity building: Training and Seminars information
Orient and train staff, members, and volunteers in skills and techniques

Capacity building of the health monitoring department. Current employees are not
educated for this field.

Build on the role of the "Information Center" at Ghour El-Mazra'a established and run
by the National Information Center. The Center trains individuals from the local
community free for two months, besides offering training programs for the
Municipality staff free of charge. The Center has 28 computer terminals, a children's
library and a garden. This center could be utilized to train staff and network with the
local community.
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GREATER KARAK MUNICIPALITY
(GKM)

SABEQ team held two preliminary meetings at GKM’s Al Hassan Cultural Center, with Mayor
Eng. Ahmad Al-Dumour in presence of Eng. Mohamed Al-Mahameed, Director of the Center.
The team presented the main scheme for the Institutional Assessment and Strategic
Planning strategy. The mayor discussed with the team his priorities and the dire financial
situation that GKM is under due to inflation of prices across the board.

The history of the Municipal Council dates back to its establishment in Karak during 1893,
and in 1913 the fist election for the Karak Municipality was conducted.

The city of Karak is 4000 years old and sits on a 1 km? mountain that was frequented by
many business people crossing between Egypt, Syria and Hijaz (Saudi Arabia).

THE MUNICIPALITY COMPOSITION

THE MUNICIPALITY’S COUNCIL

The Council consists of 25 members, including the Municipality’s Mayor. Members are
elected according to the guidelines set forth in the Municipalities Law of 2007. They meet
once a week to discuss various issues related to the Municipality and the local community.
The relationship with the members is amicable as this is a small community with many social
activities that all participates in.

THE COUNCIL’S MAIN COMMITTEES

The council has six committees:
e Procurement Committee.
e District Regulatory Committee.
e Local Regulatory Committee.
e Purchase Committee.
e Receivables Committee.
e Health and Public Safety Committee.

THE MUNICIPALITY STAFF
The Municipality's employees in total are 810, out of which 700 have an administrative role.

The Municipality's staff enjoys the following benefits:

1. Social Security.
2. Medical Insurance.

The staff has no access to capacity building and training programs; and the programs offered
by the Ministry of Municipalities and other entities are not according to needs of staff.
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THE MUNICIPALITY SERVICES

The Municipality offers several services according to the Law of the Municipalities such as
issuing certificates and licenses for various products; participating in serving the local
community; supporting local initiatives that targets social and cultural activities; participating
in public activities and events, in addition to local and national events; providing aid and
donations to charities and cultural organizations.

The Municipality encourages young people to work in sectors and professions previously not
considered as a result of the culture of shame, such as bakeries, restaurants, construction
and agriculture.

KNOWLEDGE MANAGEMENT AND DISSEMINATION

The study of the current status of the Municipality revealed that the Municipality runs a weak
archiving system of the correspondence which requires a huge amount of time to locate
needed paperwork. Ultimately, this weak system will shed a negative impact on the follow-
up.

As for publications such as informational bulletins, advertisements and periodicals, the
Municipality does not have the capability neither the knowledge to produce such material.

THE MUNICIPALITY’S FINANCIAL PERFORMANCE
THE MUNICIPALITY'S REVENUES AND EXPENDITURES

The Municipality’s total revenue in 2004 was JD 3,561,320 which covered 112% of the total
expenditures according to the available balance budget. Salaries of employees from the total
expenditures in 2004 amounted to 44%, up to 55-60% in 2006-2007, with a rise to 75% in
2008 due to the hike in the salaries by 50JD.

RESULTS

The analytical study of the current status of GKM’'s examined a number of criteria which were
addressed in detail to measure the Municipality's performance in achieving the goals for
which it was established and in fulfilling its functions as stipulated in the Law.

These criteria are:
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LEADERSHIP CRITERION
STRATEGIC PLANNING

STRATEGIC PLAN, DEVELOPMENT AND ACTION PLAN

The Municipality's strategic planning process was studied in terms of whether a
comprehensive strategic plan with a vision, mission and strategic goals existed. From the
interviews that were conducted and the documents that were obtained, it was found that the
Municipality does not have a strategic plan but an annual report dated 2004 that included:

e THE VISION: to make Karak a clean and distinguished in its services connecting the
past with the present in order to attract investment and tourism.

e THE MISSION: dedicated to exceptional services for all inhabitants while adhering to
rich architectural designs for a future modern Karak.

e ORGANIZATIONAL STRUCTURE INCLUDING RESPONSIBILITIES AND
ACTIVITIES SHEET as per the Municipality Law.

e PROJECTED PROGRAMS: such as buying of heavy duty machines; paving streets;
and working on improving the environment.

The MMA has communicated with the Municipality to produce a three year strategic plan;
however the GKM did not take an action to do that since the staff is unaware of steps to be
taken. Therefore, the consulting team first steps in this regards is to conduct a two-three
days workshop on strategic planning and SWOT analysis to introduce the concepts to the
Mayor, the employees and representatives from the local community and the private sector.

The strategic planning workshop was followed with the presentation of a draft copy of the
strategic plan to the Mayor and his team (workshop participants). The Mayor reviewed and
endorsed the plan.

(Appendix 4: Strategic Plan 2009-2013 including the action plan for the first year)

FOLLOW-UP AND EVALUATION MECHANISMS

It is clear that the Municipality does not have a clear and approved follow-up and evaluation
mechanism, nor a system to monitor, measure, analyze and prepare the report on the actual
performance of all key outputs, as a result of:

e A weak institutional planning process.
e Job descriptions that poorly define functions and duties of workers.

e Absence of specific functions of the Council’s Committees.
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HUMAN RESOURCES MANAGEMENT CRITERION

RECRUITMENT POLICIES

The meetings revealed that:

e The Municipality does not have clear recruitment policies which would ensure and
guarantee that the needs of the institution are met in a timely manner in terms of
competent employees with the skills necessary to fulfill the requirements of the job.
Moreover; job responsibilities references are not given upon employment, making it
difficult for the employee to understand what is expected of him/her, and for the
immediate supervisor to monitor and evaluate. Inflation in employees with no re-
distribution to match needs is very clear.

e There is a Ministry of Municipalities salary scale/grade system which is adopted by
GKM. This is to ensure fairness and credibility in determining the salaries of workers.

e A brief description of the main departments reflected through an organizational
structure. This did not include any detailed TOR for key employees and their staff.

e All the decisions related to recruiting, salaries, and terminating services, bonuses
and rewards are documented in the minutes of the Board meeting. Final approvals
are needed from the MMA.

e There was no sense of job security among the Municipality's employees in the sense
that advancements are not adopted or encouraged.

JOB DESCRIPTIONS AND CLASSIFICATIONS

A set of documents were given to the team to be examined. These documents, dated 2004,
included the organizational chart; the GKM responsibilities including those of the Mayor and
the council members; and the tasks of the different directorates and divisions.

The absence of written and detailed Job Descriptions and classifications to select and
appoint employees and define their duties and references indicates a certain lack of
professionalism.

TRAINING WORKERS AND IMPROVING THEIR EFFICIENCY

There is no approved mechanism to train the workers and improve their efficiency.
Employees reported that they are not offered training programs according to their actual
needs; but are offered to attend seminars that are not related to their work responsibilities or
that are repetitive in nature. It is also worth mentioning that the Municipality's budget does
not include allocations for training or capacity building programs.

COMPENSATIONS AND STAFF INCENTIVES

There are no transparent and effective policies for the compensations and incentives that
help to increase workers’ productivity and raise the quality of performance by motivating the
employees to seek excellence in achieving the Municipality's strategic goals.

RELATIONS WITH WORKERS
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Workers in the Municipality have normal relationships with the Mayor, and do not enjoy a free
flow of exchange of ideas. The Development Unit is weak and is not considered the focal
department at the Municipality. It was introduced pursuant to MMA directive.

PROCESSES AND PROCEDURES CRITERION

MANAGING AND STREAMLINING PROCESSES

The Municipality offers many services and activities; however, the Municipality’s employees
do not have processes maps that show the inputs, requirements and procedural steps of
each operation that the Municipality undertakes. They rely on their expertise and memory in
this area. There is no mechanism to regularly monitor the implementation of these processes
in order to ensure the optimal use of human resources in offering services in a timely and
cost-effective manner.

BUILDING RELATIONSHIPS WITH PARTNERS

The Municipality does not have proper relations with partners or companies stationed in the
GKM. The Mayor is aware of private sector initiatives in Karak; however, cooperation with
this sector is weak.

The Municipality is represented in several councils and committees established by these
institutions However, the Municipality needs to institutionalize and use this relationship to
reflect its role.

It is worth mentioning that the Municipality works in coordination with other institutions, such
as the local civil societies, particularly in the area of promoting public policies and defending
the interests of the community.

KNOWLEDGE MANAGEMENT CRITERION

Interviews showed that the Municipality has no strategy for managing knowledge, and that it
keeps its documents and records by regular and electronic archiving.

FINANCIAL MANAGEMENT CRITERION

The interviews and the documents available showed that the Municipality does prepare an
annual budget that contains the expected expenditures and revenues and the programs and
projects that will be implemented during the coming year at least. This implies:

e Presence of financial planning.

e The Municipality's ability and effectiveness in preparing the budget and allocating the
necessary funds to achieve its goals.

Expenditure and Revenues are allocated in accordance with the financial regulations. A
budget for 2008 was not given to the team.

DEVELOPMENT PLAN
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Development plans are essential to clarify the economic and investment opportunities
available for the Municipality to attract businesses and to contribute to local economic
development and job creation. Although the Municipality has been established for some
time, its services are minimal and it does not provide data and information on the local
economic growth strategies.

Moreover; the Municipality lacks studies and researches in general such as economic
feasibility studies. The Municipality's personnel lack specialists in the field of conducting
specialized researches and studies which has a negative effect on the development of the
social and economic sectors in the Governorate.

CONCLUSION

As with all Municipalities examined, the GKM provides its services to strengthen the capacity
of the local community to achieve sustainable economic development taking into
consideration the social and environment issues facing the population. The Municipality is
keen on its participatory approach with the local community; however, it faces many financial
and administrative obstacles that make this relationship a bit uneasy when it comes to
services offered. The Municipality has been facing technical and financial obstacles where it
will be unable to maintain the needed services when inflation is so high giving an example of
the recent 67% rise of oil prices which has affected negatively on the GKM budget.

In addition, the development unit at the Municipality is not active in identifying long and short
term development objectives in the areas that the Municipality covers. The unit has 6
employees, half of which are high school graduates.

The Municipality has a role in expressing opinion and presenting perceptions on the various
local regulations and laws, and strengthening relations and cooperation with local, regional
and international entities to benefit from exchanging expertise and information.

The results of the institutional evaluation implemented by SABEQ’s team of experts revealed
that the Municipality seeks to achieve its goals and serves the interests of its affiliates and
those of the local community members, as well as seeks to harness its potentials and the
expertise of its managers.

The evaluation results indicate the following:

v In order to maximize the Municipality's role in achieving its institutional and national
goals and serve the interests of its affiliates and the commercial sector in the
Governorate, it is essential to highlight the most important challenges facing the
Municipality in achieving its goals, which emerged during the evaluation process, and
the need to address them. These challenges include:

o Weakness of the institutional and organizational structures that should clarify
the chain of commands, the relations between the different units and job
descriptions and classifications.

Inflation of the GKM staff with no clear capabilities and weak performance.
Absence of planned and continuous training programs for its employees.

PROPOSALS TO IMPROVE THE
MUNICIPALITY OF GKM
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In light of the outputs of the evaluation study, the following pillars are suggested for the
process of development and improvement that should be adopted to assist the Municipality
in developing and institutionalizing its work. The Municipality would be better equipped in
serving its affiliates and playing a key role in developing the economic sector in the
Governorate in general. These pillars are:

FIRST: STRATEGIC PLAN DEVELOPMENT

e Adopt a participatory approach with the Municipality’s staff in preparing the 2009
budget linking it with the strategic directions and proposed programs/projects of the
GKM.

e Provide technical assistance and targeted training on Results Oriented Budgeting.

e Assist the Municipality in the preparation of their development plan.

SECOND: DEVELOPING THE MUNICIPALITY’S INSTITUTIONAL
STRUCTURE BY:

e Activating the participatory approach of the GKM by involving the local community in
the planning stages and decision making processes.

e Empowering the employees of the Development Unit to take on its responsibilities to
enable the GKM to play an active role in local economic development. A recent
positive step was taken in inviting the head of the unit to the Local Economic
Development conference held in Amman during the last week of April 2008. Such
steps are clearly a positive encouragement.

e Updating the organizational structure available at the GKM according to the new
vision and role that the Municipalities should reflect.

e Creating Human Resource systems that clarifies the chain of command, the relations
among the different units, tasks at various levels and job descriptions, so as to
guarantee role distribution and authority delegation and decrease centralization.

e Developing the Municipality's financial viability, its capacity to establish effective
quality controls and its ability to measure program performance.

e Re-activating the existing computerized procedures to enable the Municipality to
conduct its work in an efficient and prompt way.
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ACTION PLAN/ NEXT STEPS

Mu'ath Bin Al-Aghwar Greater Greater
Municipalit Jabal Al- Karak Irbid
pality Municipality | Janoubiyeh | Municipality | Municipality
(MBJ) (AJM) (GKM) (GIM)
Institutional v v v v
Assessment
Strategic Plan - v v 0O
Pending
(timing of
the
workshop)
Institutional Strengthening
1-Computerization of v v v @)
financial systems
y Grantrequest | Grantrequest | Assessment Assessment
and needed
maintenance
2-Human Resources O O O @)
Management
Job Descriptions and
classifications,
Managing and
Streamlining
Processes
3-Local Economic O O @) @)
Development Plans L L - .
velop Assist in the Assist in Assist in Assist in
review and Drafting local Drafting local Drafting local
evaluation of | economic plan | economic plan economic
the local plan
economic plan
with special
focus on the
Touristic
Village initiative
4- @) @) - -
Resource/Information . .
Establish a Establish a
Center
resource center | resource
and link it with | center.
the National
Information
USAID Jordan Economic Development Program 34




Center

(knowledge
stations)
5-Participatory O O
approach programs
PP Prog Setup Set up Advisory
Advisory local | local
committees committees
6- Capacity building and training needs
Leadership & O O @) O
Management Skills
training
Health Monitoring @) O
Training and Training and
linking with linking with
Amman Amman
Municipality Municipality
relevant relevant
Department Department
Feasibility and O O O O
technical studies
Monitoring & @) ©) @) O
Evaluation and
Reporting: Result
Oriented budgeting,
Result Based
Management
Contracts and @) @) O [e)
Terms of Reference
7- Conduct studies
Projection of @) O - -
Revenues and Contract Contract
missed financial fi:;nrc?;l ) fir?;n::eilzl °
opportunities consultant/ consultant/
SABEQ SABEQ
Marketing and O @) @) @)
ti trat
promotion strategy Contract a Contract a Assist in Assist in
marketing & marketing & conducting feasibility
Promotion Promotion feasibility studies
consultant/ consultant/ studies addressing
SABEQ SABEQ non-core
activities
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aiming to

privatize or
partner with
the private
sector
v’ : accomplished
O : Action needed
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APPENDICES

APPENDIX 1- EVALUATION TOOLS
APPENDIX 2- MUNICIPALITIES LAW NO. (70) OF 2007

APPENDIX 3 & 4- STRATEGIC PLAN 2009-2013 INCLUDING THE
ACTION PLAN FOR THE FIRST YEAR
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APPENDIX 1- EVALUATION TOOLS
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Persons to Contact

Chief Elected Volunteer, usually the Chair of the Board or the President
Chief Staff Officer, usually called the President, CEO, or Executive Director
Members of the Board of Directors of the association

Committee Chairs of the association

Random selection of paid staff at different levels of the association
Random selection of dues-paying members of the association

Key leaders in other associations and strategic partners

Other stakeholders
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Persons to Contact

Chief Staff Officer (CSO)

Personnel Manager

Financial Manager

A random selection of staff at different management levels
A random selection of volunteers
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Persons to Contact

. Chief Staff Officer
. Chief Elected Volunteer Officer
. Staff Managers
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Persons to Contact

Chief Elected Volunteer (Chair of the Board or President of the Association)
Chief Staff Officer

Knowledge manager for the association

IT Manager

Communications Manager

Communications staff

Random selection of association employee
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Persons to Contact

Chief Elected Volunteer Financial Officer, usually Treasurer or Chair of the Finance Committee
Chief Staff Officer

Financial Manager or Chief Accountant

A random selection of staff at different management levels
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APPENDIX 2- MUNICIPALITIES LAW NO. (70) OF 2007
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APPENDIX 3 & 4- STRATEGIC PLAN 2009-2013 INCLUDING THE
ACTION PLAN FOR THE FIRST YEAR

daa) i) ddadl)

Ay giadl ) &Y 4ald
2013-2009

2008 _L
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USAID Jordan Economic Development Program
Salem Center, Sequleyah Street
Al Rabieh, Amman
Phone: +962 6 550 3050

Fax: +962 6 550 3069
Web address: http://www.sabeg-jordan.org




