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1. Strategic Plan
Action steps - work plan 1999



Strategic Plan for the Municipal Development Authority
Including the 1999 Work Plan

By way of background

The Municipal Development Agency (MDA) 1s a foundation of the State Treasurv that was established
bv the Minster of Finance on December 23, 1994 It 1s an independent institution that ts controlled bv
a three member Board and a ten member Foundation Counctl Five Council members are elected from
among candidates appointed by central government representatives and the remaining members are
appotnted from candidates of the five largest local government associations Mr Olgierd R
Dziehonski 1s Chairman of MDA The headquarters are at Nowy Swiat 42 in Warsaw

The MDA supports modern management methods and municipal development through a range ot
services including extensive development and dissemination of modern management tools MDA

also seeks to leverage the benefits of its programs through active cooperation and partnership with
other institutions

Although MDA has broad authoritv under 1ts charter, its primary focus s to facilitate the abilitv of
local governments to address pressing infrastructure needs For example, MDA has sought to expand
the capital marker for municipal infrastructure projects, to increase the effectiveness of public

expenditures on municipal infrastructure, and to enhance professional skills in the management of
local self-government and infrastructure projects

MDA'’s highest priority 1s to achieve organizational and financial stabihty

MDA has set a target for 1999 to obtain less than one-third of its revenue from USAID grants

MDA'’s further target 1s to be financially self-sustainable from USAID grants by the ume of the
closing of the USAID office in Poland MDA’s goal for 1999 1s to receive approximately one-third of
its revenue from the municipal market, one-third from contract revenue, and one-third from grants

In order to further 1ts goal of organizational and financial stability, MDA conducted a strategic
planning retreat on November 4-6, 1998 1n Warsaw Thus retreat was attended by MDA’s staff and
outside consultants, and had the involvement of a cross section of the MDA Board and Council The
retreat was financed by USAID and was facilitated by James Carney, Clay Wirt and Wojciech

Szumowski, consultants for the International City/County Management Association headquartered 1n
Washington, D C

The following document 1s a direct outgrowth of the November 4 through 6 retreat

The provisions of
the Strategic Plan have been approved by the MDA board

Mr Thomaz Domanski, MDA consultant, and nominee for the new General Director position, has
prepared a multi-year development strategy for MDA  This document prepared at the request of
MDA, amplifies on MDA'’s Strategic Plan/1999 Action Plan, and carries forward over a longer time

pertod the action steps that will be needed for MDA to achieve organizational and financial security

Mr Domanski’s document 1s presented in a different format to enable the reader greater msights into
MDA’s strategic thinking
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Municipal Development Authornity
1999 Woik Plan

MDA Mission

Io be an acknowledged and credible center for modern management methods and municipal development that improves the functioming of local
go\ernments nationally and beyond, through high quality advisory consulting seivices and training

Goall To be recogmzed as a ciedible center for modern management methods

Priorities for 1999 To establish the optimal o1ganizational stiucture to cnable MDA to best accomplish 1ts nussion
To fully implement and maintain, within MDA, modern management methods

Ongoing multi year 19989 year action steps Lead person(s) Start End Date | Output
strategles Date
To serve as an advocate for |1 Creale General Director position Olgrerd Dziekonsta | 01/99 02/99 Genera!l Drrector post created
using modemn management MDA Board
methods in the operations of o
local governments 2 Create Internal Editor position (part ime) General Director 03/99 12/99 Postlion crealed
Update adminisirative policies employee job General Director 01/99 02/99 Update and documentation completed

descriptions and consultant conltracts Ahna Szklaruk

To serve as an organizalional
9 Ewa Komor Mazur

example for modern

management methods 4 Update rules of project management General Director 01/99 | 02/99 Project management rules updated
5 Continue work with an external auditor on a General Director 01/99 121199 Accounling system refined
To mamtamn a core staff of penodic basis to review and refine MDA s Ewa Komor Mazur

well trained professionals accounting system

6 Publish steps MDA has taken to implement Alma Szklaruk 03/99 |09/99 Publication issued
modern management methods

7  Provide each MDA staff at least one significant | General Director 01/99 12/99 Training sesston provided

opportunity for skills training in the primary
subject matlter of their work requirements

8 Provide at leas! two training sessions lo all staff | General Director 01/99 12/99 Training sesstons provided
and MDA consultants on topics directly relaled
to improving MDA s skills in doing market
research and in marketing its service
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f 9 Develop a pilot MDA program ( a body shop ) General Director 01/99 06/99 Program prepared
where leading professionals engaged in local Project Managers
government 1ssues can use MDA as a home
base for consulting services Develop wniten
rules that govern such a program

10 Explore affihation with comparable nstituttons in | Olgierd Dziekonski | 01/99 12199 Groundwork laid for MDA partnership with
other countries who are on the leading edge of two such institutions
modern management methods and/or mumcipal General Drector
development

Goal 2 To continue MDA’s emphasis on mceting local government infrasti uctur ¢ needs through development of high quahity tools,
products and services

Priorities for 1999  To make continued and substantial improvements in MDA’s tools and techniques, and to integrate them mnto a
comprehensive package for local government use

E)ng_o;g strategies 1999 year action steps Lead person(s) | Start End Qutput o o]
Date Date
To be the premier institubion |1 Implement the task based budget (TBB) Marzena 01/99 12/99 | Atleast 7 gminas supporled 4 TBB s
in Poland to enhance methodology Piszczek introduced
municipal development lzabela
To develop and continually = Improve tools and procedures Stobricka 01/99 01/99 Improvement of lools and methodology
improve modern Anna Kowalczyk
management tools that
enable local governments to | * Prepare traiming malerials and materials for Jan Filas 01/99 02/99 | Matenals prepared
address more effectively presentattons
infrastruclure needs
*  Prepare a Case study on TBB implementation in 09/99 12/99 | Case study prepared
To provide quality versus small & medium size municipalilies
quaniity in MDA activiies
« Improve budget planning methodology for small 01/99 12/99 | New methodology prepared for specific
& medium s1ize municipalities budgetary areas Research done
! Necessary changes mtroduced into TBB
= Refine the TBB software 01/99 7/99 First verification of the software completed
*  Ornient municipahties 0t/99 12/99 60 municipaliies onented
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*  Conduct research on the new public finance 01/99 12/99 Report done Proposals to make the new
syslem to delermine its impact on TBB public sector more efficient presented

:
‘ 2 Develop strategic plans in 3 cities Tomasz 03/99 06/00 Strategic plans for 3 cities prepared
| Domanski

Hanna Hawlk

3 Introduce capital investment programs in 3 Urszula 03/99 03/99 | Caputal investment programs introduced in 3
cities Klewinska cities

Benedykt Opalka

4  Conduct financial analysis in 2 cities in order | Grzegorz 02/99 12/99 | GFAM prepared for 2 cilies
to prepare them to 1ssue municipal bonds Galabuda

5 Municipal services program Grzegorz

- T Dziarski o —

*  Prepare standard procedures for municipalities to 01/99 12/99 Pubhcation on new approach to municipal
ensure necessary level of municipal investment Grzegorz investment and services financing prepared
on mirastructure and municipal services delivery | Galabuda
for water supply and sewage central heating
solid waste public transport Krzyszlof

- Choromanski

*  Prepare handbook on the transition of the 01/99 12/99 | Handbook prepared
ownership of municipal enterprises in ight of Dawid Zdebrak
foreign inveslors attracting to the seclor

T

*  Prepare case study based on expenence from 04/99 12/99 Case study prepared for 2 municipalities
Phare conlract

= Develop Traming module entitled New pninciples 01/99 09/99 | Trainmhg module prepared
of municipal investment financing — methods of
altracting pnivate investors to the sector of
municipal services

6 Municipal Enterprises Investment Fund Benedykt 01/99 12/99

Opatka

*  Develop business study for establishing an 01/99 05/99 [ Report on study prepared

Investment Fund
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*  Conduct round table workshop 03/99 03/99 Round table workshop held
*  Prepare report on Municipal Enterprises 04/99 07/99 Report prepared
Investment Fund (MEIF) including action steps
*  Develop training module on MEIF 05/99 06/99 Traming module prepared
*  Provide training on MEIF 06/99 12/99 Traiming executed
7 Canadhan Municipal Partnership Program for Michal Bitner 01/99 12/99
Poland
+ one person -
* Research on asset management for local employed on full | 01/99 07/99 Report in manual format
government time
= Train/coach and faciltate medium sized Polish Approximately 20 mumcipaliies assisted
municipalities to provide assel management with training and coaching in asset
management
* Faciitate the public procurement process for long 04/99 12/99 5 municipal admmmistrators trained in each
term municipal bonds within asset management municipahty in the public procurement
process (continuously)
*  Enhance development of the long term municipal 07/99 09/99 Project staff trained in financial and
financral marke! in Poland procurement advisory/support services to
municipalibes

Goal 3 To provide hugh quahty advisory consulting services, tiamning, and mformation to improve the functioming of Polish local
goyernments

Priorities for 1999 To efficiently dissemmate a comprehensive package of high quality information and scivices
To ensure transparency n the provision of MDA’s technical assistance and system of tramimng and information

Ongoing strategies 1999 year action steps Lead person(s}) Start

Date

End
Date

Output




!

i
To constantly seek more

effective ways to provide
services {raming and
information

To review best praclices from
Poland and olher countries to
gather ideas and improve
MDA consulling services and
fraining

To maintain a cadre of good
trainers and consultants
including providing the
opporiunity for a wide range
of qualified professionals
engaged n local government
to participate in MDA
activities

To have twgh quahlly systems
of logistics for consulting
services and training

To be responsive to social
and economic changes i the
country

Training conferences fairs other events

Train gminas on Task Based Budgeling (2
sessions of this training)

Train gminas on Cash and assets
management (10 sesstons of this traning)

Conduct semunars for new members of local
governments on Rules of functioning of local
governments aller putting the admimstrative
reform into effect

Participate in EUROCITY 99 fair in
Warsaw orgamize seminar and contest for gminas
and powsals

Conduct seminars on  New principles of
municipal investment financing — methods of
aftracting privale investors to the sector of
municipal services

Orgamize oul of country study tnp for gminas
wtnning the contests organized durnng

InvestCity 98 and EuroCity 99 faws

Conduct workshop for gminas and powials on CIP

Hold workshop for gmunas and powials on GFAM

Participate in INVESTCITY 99 Fairs in Poznan
organize seminars and hold contest for gminas

Conduct three regional information seminars for
non LGPP gminas on LGPP achievements
(Warsaw Poznan Krakow)

Konrad
Komornicki with
cooperation of
Project Managers

01/99

01/99

01/99

01/99

03/99

04/99

05/99

04/99

Q7/99

07/39

02/99

12/99

12/99

02/99

12/99

11/99

09/99
12/99

12/99

11/99
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25 gnunas will be trained
100 grimas will be trained '

As many gminas and poviats will be trained
as possible

MDA semunars provided

4 5 seminars are provided for local
governments municipal services public
government institutions pnivate mvestors
financing nstitutions

Study tnps completed

Workshops conducted
Workshops conducted

Semmars/contests held

Serminars held




Hold seminars on adoption of civil defense
requirements witlin municipal development
planning and operation

Techmucal assistance and support for
munictpahities and municipal enterprises

Carryout a program for 10 municipal enterprises in
the Lubin region on restrucluring and privitization

Assess and nalyze enlerprises

Facilitate restructuring privatization
program with external investors involvement

Spatial development study for 3 municipalities
Study for Goldap

Study for Biala Podlaska
Study for Suwalki

Study for Terespal (town)
Services for central government institutions

Prepare impact study regarding EU regulations
concerning self government operations

Services for banking sector

EBRD - Prepare framework contract for the
assessment of the financial viabiity of municipal
investiment

Municipal Development Data Base System
(MDDBS)

Maintain and implement MDDS n 10 gminas

Project Managers

Grzegorz
Dziarski
Grzegorz
Galabuda
Krzysziof
Choromanski

Dawid Zdebiak

Urszula
Klewinska
Olgterd Dziekonski
Krzysztof
Choromanski

External experls

Krzysztof
Choromanski
Robert Adamski
Konrad
Komornicki
External experts

Grzegorz
Gatabuda

External experls

Hanna Hawhk

Roberl Woyda +
external experts

03/89

01/99

01/99
02/99

01/99
01/99

01/99

01/99

03/99

03/99

01/99

03/99

12/99

11/99

11/99
11/99

12/99
09/99

10/99

10/99

12/99

09/00

12/99

09/99
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50 mumicipahlies represented

Reports prepared

Municipal councils decision for privatization
passed Fnal report prepared

Sludies prepared

Study approved by municipal councils

Report prepared with traiming module for
municipalihes

3 cities assessed Reports for EBRD
prepared

System operational 1nd serving as the
source of data and annlyses for other
projects




7 Update and maintain web site

= Place database on consulting companies on
nternet

* Place database on the sources of financing
municipal investments on the Internet

8 Library operation

= Acquire publications and best practices

* Mantamn hibrary including readers services
= Add content of library to MDA web site

9 Pubhcations

«  Submit summaries of MDA achievements and
highhghts of municipal development and
managementssues to municipal newspapers

= MDA information bulletin preparation

= Mumicipal books summanes publication

Katarzyna
Zelichowska

Katarzyna
Zelichowska

Editor person

Katarzyna
Zelichowska plus
writers

01/99

03/99

03/99

1/99
1/99
4/99

01/99

01/99

01/99

I 12/99

09/99

09/99

12/99
12/99
6/99

12/99

12/99

12/99
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Improved access lo the information by
interested parties

Improved access of interested parties (o |
information

Growth of the MDA library
Improved internal resource

Improved awareness of information

Continuation of series publication started
with articles on strategic management in
Wspolnota” weekly

Updaled bultetin twice a year

Promotion via Internet and municipal
newspapers

50114 To leverage the benefits of MDA programs through active cooperation and partnership with governmental, private sector and
non profit institutions that affect mumapal development

Priorities for 1999 To closely cooperate with the USAID T GPP program, and with the associations of local self government

Ongoing strategies

To seek
involvement/ownership of
local government
associations in all major
programs of MDA

To maintan strong interactive
communication with key

members of Government and
parhament

1999 year action steps

1 S(;rve as LGPP Secretariat

=  Staff the meetings of the Recommending
Committee and Advisory Team and provide the
RC and AT periodic reports

Lead person(s)

Katarzyna
Grzymala

+ 2 lemporary
hired individuals

Start
Date

0199

End
Date

12/99

Output

Meetings with RC and AT orgymized and
reporis provided



To conlinue active
participation i leading pubfic
forums and provide
leadership roles to promote
modern management
methods and good practices
w muicipal development

Matntain a ibrary of LGPP matenals in
preparation for MDA s serving as a future
repository of suc h imformation  Also review LGPP
data base matenials for portential use on the MDA
Web site

Cooperate with implementing insituhions

Coordinate training and seminars for non LGPP
gminas

Coordinate MDA s techiical assistance to non
LGPP gminas

Prepare questonnare for LGPP municipalittes on
projects implemented with the Program

Prepare and coordinate signings of cooperation
agreements between MDA and non LGPP
municipahlies

Analyze consulling needs of gminas and prepare
a data base of consulling needs for projects

Co orgamize conference for consulling companies
on gminas consulting capacily

Visit programs i1 LGPP municipalities where
opportunity allows

Actively participate in the annual assemblies
of municipal organizations, inctuding
orgamzing workshops for participants

Actively pariner with the associations when
opportumties allow

Coordinate and partner with other institutions
where it wili further MDA s mission

Continue to inform key members of
Government/parhament on the needs and
interests of local governments in municipal
development issues

Olgierd
Dziekonski

General Director
and select staff

Olgierd
Dziekonski and
all staff

Olgierd
Dziekonski and
all staff

Olgierd
Dziekonski

General Director

01/99

01/99

01/99

01/99

02/99

01/99

04/99

09/99

01/99

01/99

01/99

01/99

01/99

12199

12/99

10/99

12/99

02/99

12/99

07/99

09/99

12/99

12/99

12/99

12/99

12/99
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Matenals collected and made available to
mterested parties strengthening of MDA
through use of LGPP matenls

Enhanced services

Coordination of traiming and semmars for
non L. GPP gminas provided

Technical assistance provided

Questionnaire to LGPP

Gminas visted amd cprhlacts started

Data base on consuliing needs and projects
developed
Conlerence organized

Information exchange marketing

Enhanced ties with municipal officials <nd
local government assoctations

Better service lo local governments

A strengthened MDA

Stronger local government input nto key
laws and regulations
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Prioity for 1999  To icceive approsimately one-thid of MDA’s revenue from the municipal market, one-third from contract revenue

and one third from giants

Ongoing strategies

To develop two pnimary
sources of long term funding
that are supplemented by
several smaller sources

To increase fee based
services including developing
a loyal base of MDA
customers that will pay for
these services

To develop and mamtain a
strong marketing and public
relations program

To maximize copyright
protection for methodologies
and matenals developed

To develop a program of
international assistance to
neighboring transitioning
countries as a way of
obtaining resources to
enhance products and
services provided in Poland

1999 year action steps

Supplement the role of the MDA President by
giving a MDA Board member and/or staff member
added responsibilities for marketing

Submit a final grant apphcation to the USAID for
the March 1999 through June 2000 time period

Develop a white paper/and or business plan for
opening a commercial company to compliment
MDA s mussion and enhance MDA revenues
Explore joint ownership of such company with the
municipal associalions

Develop a white paper that outhnes a program of
enhanced services that could be used as the base
for developing a membershtp organization

Develop a policy slatement for charging for MDA
products and matenals or MDA consultant
products and malenals that are copy nghted

Lead person(s)

Olgterd
Dziekonski

MDA Board

Olgierd
Dziekonski

Robert Adamski

Thomasz
Domanski

Eva Komormazur

General Director

Olgierd Dziekonski
MDA Board

General Director
Olgterd Dziekonski
MDA Board

General Director
Olgierd Dziekonski
MDA Boad

Start
Date

01/99

01/99

02/99

01/99

01/99

End
Date

01/99

01/99

03/99

03/99

06/99

Output

More flexible day by day management

Grant application delivered to USAID office

White paper/or business plan prepared

White paper developed

Policy for charging for MDA elaboraled and
introduced
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6 Present a proposal lo for the Government to General Director [ 01/99 | 02/99 | Proposal prepared
contract with MDA to provide fraining and
technical assistance to the new Powats Olgierd Dziekonski

7 Presenl al leasl one proposal to an mteralional | General Director |01/99 | 03/99 | Proposal prepared and submitted
granlor agency for MDA to provide technical
assistance in 1 country transilioning lo a Olgierd Dziekonski
democratic system of government

8 Present a proposal to the Polish Government General Director [01/99 [ 03/99 | Proposal prepared and subnitted
and/or an international agency for MDA to have a

significant conlracting role in assisting Polish local | Olgierd Dziekonski
governments lo come into comphance wilh the
standards of the European Union

¥
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Prelirminare MDA budget for 1999

Municipal market Public Institutions Grant USAID Other Grants Total MDA
from98 new in 99 jfrom98 new in 99 |from98 new in 99 |from98 new in 99

Canadian Municipal
Partnership Program 0 0 0 0 0 0 0 70 70

MDA staff

External experts

1

Trainmg & dissenination 0 150 0 50 10 160 0 130 500
Training and seminars 0 150 0 50 10 100 0 80 390

MDA staff

External experts
Pubhcations 0 10 0 0 60 0 25 95

MDA staff

External experts
Administration 100 80 0 20 0 80 0 631 911
Ministry of Finance 0 0 0 0 Y] 4] 0 522 522
USAID 30 0 0 0 0 80 0 0 110
Municipal bonds 0 0 0 0 0 0 0 0 0
Spatial development study 30 30 0 0 0 0 0 0 60
Strategic planning 0 0 0 0 0 0 0 0 0
Task budget 0 10 0 0 0 0 0 0 10
GFAM 0 5 0 0 0 0 0 10 15
Municipal services program 0 10 0 0 0 0 0 0 10
Municipal enterprises
privatisation 40 0 0 0 0 0 0 0 40
Municipal Data Bases
System 0 0 0 0 0 0 0 0 0
CiP 0 0 0 0 0 0 0 0 0
LGPP 0 0 0 0 0 0 0 0 0
Canadian Municipal
Partnership Program 0 0 0 0 0 4] 0 84 84
Traming and seminars 0 20 0 20 0 0 0 10 50
Publications 0 5 0 0 0 0 0 5 10
Budget total 350 645 300 345 120 960 0 430 4061

11 01-99




Preliminare MDA budget for 1999

Municipal market

Public Institutions

Grant USAID

Other Grants

Total MDA

from98

new in 99

from98

new in 99

from98

new in 99

from98

new i 99

Techmical assistance

350

495

300

295

119

800

0

300

2650

Municipal bonds

0

10

0

0

10

80

0

0

100

MDA staff

External experts

Spatial development study

350

300

650

MDA staff

External experts

Strategic planning

10

90

100

MDA staff

External experts

Task budget

30

50

300

380

MDA staff

External experts

GFAM

30

240

20

50

345

MDA staff

External experts

Municipal services program

50

90

50

195

MDA staff

External experls

Municipal enterprises
privatisation

30

400

50

480

MDA staff

External experts

Mumcipal Data Bases
System

15

10

70

100

MDA staff

External experts

CiP

30

10

50

90

MDA staff

External experts

LGPP

10

100

110

MDA staff

External experts

11-01 99
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Time Period of
Source of Funds Focus for Use of funds |Amount |Current Status Funds Remarks
Grants
Canadial Municipal 1 January'99 - 31
Canadian Funds Partnership Program 294|Signed grant December'2000
Towards Institutional and 1 March 99 - 31
USAID Financial Stability 960{Plan to submit grant [March'2000
arket

Gminas Goldap, Suwatki
Biala Podlaska ,

Spatial development
Studies

403

Signed agreements

1 February'99 -
31 October 99

Spatial Development

2 February'99 -

Terespol Studies 150[{Negotiation 31 October'99
Preliminary 1January'99 -31
Gminas TBB 30|predjudice December'99
Preliminary 1Jdanuary'99 -31
Gminas Municipal Bonds 10|predjudice December'100
Preliminary 1January'99 -31
Michalowice GFAM 30]predjudice December'101
Municipal enterprises Preliminary 1January 99 -31
Municipal enterprices privatisation 30}predjudice December 102
Gminas, consulting Preliminary 1January'99 -31
company Municipal Database 15| predjudice December'103
January -
Zyrardow CiP 5|agreement signed February'99
Preliminary 1January'99 -31
Gminas CIP 30| predjudice December 103
Preliminary 1January 99 -31
Participation fees Training and seminars 170]predjudice December'99

Institutions

ZUS paymants provision

Subsidy is included in
Government Budget

1Junuary 99 - 31

Polish Treasury of office space 522|on 1999 December 99
Model municipal Framework 1Jdunuary'99 - 31
EBOR analysies 240|agreement sighed December'100
Urzgd Mieszkalnictwa i Municipal enterprises 1Junuary 99 - 31
Rozwoju Miast privatisation 50|Agreement signed December'101
Urzad Mieszkalnictwa i Urban Development TJunuary’@9 - 31
Rozwoju Miast Institution 100|Agreement signed December'102
1Junuary'99 - 31
MON PFRON Training 80|Negotiations December'99
Municipal enterprises 1Jdunuary'99 - 31
PHARE privatisation 400{Signed contract December 99
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STRATEGIC PLAN

MUNICIPAL DEVELOPMENT AGENCY in WARSAW

Warsaw 1999

SUMMARY

prepared by
Tomasz Doma ski

A



DEVELOPMENT VISION AND MAIN STRATEGIC AIMS OF ARK DEVELOPMENT

On the basis of several years of experience of ARK cooperation with gminas as well as
numerous national and foreign government and non-government stitutions, the employees

of the Foundation have defined a declaration of the vision for the Agency's further
development, 1n the following wording!

The Municipal Development Agency in Warsaw - a renowned and reliable center of modern
management methods, improves the functioming of territorial self-government both
nationally and abroad through high quality information, traiming and advisory services

The proposed formulation of the declaration of the development vision defines the following
key elements for the concentration of actues 1 the subsequent operations of the Foundation

. the need to bumld the confidence of ARK chents as to the qualiy of services
rendered by the foundation,

. the need to achieve a widespread appreciation and popularity with ARK chents,

. the need to maimntain a high level of INNOVATION of ARK,

. the need to develop further activities of ARK 1n three basic areas (1) immformation
services (2) advisory, (3) traming,

. the broadening of activities beyond the borders of Poland

The umplementation of the elements of the development vision of the Foundations
determines the necessity to achieve the following main strategic goals

mam goal A REORGANIZATION OF ARK AS A CENTER OF MODERN
MANAGEMENT METHODS

imntermediate goal A 1 Definition of the optumal legal and organizational form of the
center

intermediate goal A 2 Definition of the optimal organizational structure of ARK

mtermediate goal A 3 Organization of an effective research and implementation team
at ARK

intermediate goal A 4 Preparation of good products and constant high INNOVATION
intermediate goal A 5 Ensure the independence and financial stability of ARK

main goal B BUILD THE APPRECIATION AND CONFIDENCE OF CLIENTS

mtermediate goal B1 Work out a system of momtoring and control of services
rendered

Declaration of the vision of ARK development set torth during the workshops devoted to the ARK

development strategy organized on November 4-6, 1998 1n Warsaw

A



The strategic goal of orgamzational changes should be the creation of a group of ARK
"shareholders”, who would be directly interested 1n uts efficient operation It should be
expected, that the subject most interested m this would be the founder of ARK 1e the
State Treasury, represented by the Mmster of Finance However 1t 1s desirable to
gradually increase the direct interest of territorial self-government units, 1e the mam
recipients of ARK services The goal should be to create mechamsms for the constant
financing of ARK activities (at least partial financing) by offering permanent cooperation
with mamn ARK chients

ARK functional strategies
STRENGTHENING ARK ASSETS

STRATEGY F1 LEGAL AND ORGANIZATIONAL FORM OF ARK
January 1999 - June 2000

goal Define the optimal legal and organizational form for the fulfilment of ARK
mussion Fulfilment of the main strategic goal A 1

task analysis of Foundation's statute

task analysis of financial (tax) conditions for ARK activities

task analysis of the functioning of mstitutions sumular to ARK, both nationally and abroad
task selection of optimal legal and organizational form

task preparation of a project for the amendment of the statute or other documents as
required

task execution of procedures related to the Foundation statute amendments or change of the
legal and orgamzational form of ARK

STRATEGY F2 INTERNAL ORGANIZATIONAL STRUCTURE OF ARK
January - September 1999

goal Define the optimal legal and orgamizational structure of ARK ensuring the
effective fulfilment of 1its tasks Fulfilment of the mamn strategic goal A 2

task analysis of the Foundations Statute

task analysis of the structure and employment at ARK

task defimuion of the optimal orgamzational structure

task definition of the tasks and scopes of duty at particular work positions

task definition of rules of cooperation for outsourcing contracts iy
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STRATEGY F 5 INTEGRATION OF MANAGEMENT METHOD TOOLS
January - September 1999

goal Work out a set of mutually correlated methods and procedures within the
framework of the gmina strategic management system Fulfilment of the main
strategic goal A 4

task mventory and overview of methods applied to date
task establishment of the rules for the correlation of unit method solutions mn the system

task preparation of option method solutions designated for implementation 1in gmmas of
various sizes

task preparation of a set of mutually correlated method guidebooks

task preparation of procedures for the offering and implémentation of an 1ntegrated
package of tools

task preparation of a system for the monitoring of implementation quality
STRATEGY F 6 ARK ADVISORY SERVICES

January - September 1999

goal Work out a clear system for the offering of advisory services, ensuring a high
level of services rendered by ARK and the protection of ARK and 1ts partners' rights
Fulfilment of the main strategic goal B 1, C 2, C 3

task definition of the procedure for the offering and negotiation of agreements

task defimition of the rules for feasibility analyses of offered tasks

task defimtion of the rules for delegation of authority under the tasks taken on for
execution

task definition of the rules of representation of ARK 1n agreement relations

task defimition of the rules of securing of copyrights

task work out rules for the monitoring of agreement execution

task orgamization of traming on project management for all ARK employees

task orgamzation of tramning on the rendering of advisory services for all ARK employees

task organization of training on presentation techmques for all ARK employees
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task establishment of rules for the publication of mmformation and execution of the WWW
site

task establishment of rules for the verification of the content of publications on the WWW
site

task establishment of the rules for the permanent monitoring and updating of the WWW
site

task establishment of a system for internal communication within ARK through e-mail

task establishment of a system for external communication with ARK through e-mail

ACHIEVING OF HIGH QUALITY OF RENDERED SERVICES

STRATEGY F 10 QUALITY AND EFFICIENCY OF ARK SERVICES

January 1999 - March 2000

goal Achieve a high level of efficiency m the popularization of the ARK method papers
while maimntaiming the high quality of rendered services Fulfilment of the mamn
strategic goal C 2

task definition of the rules of free and charged popularization of ARK method papers

task defimition of the rules for the concluding of cooperation agreements with ARK

task definition of the rules for the licensing of tasks executed 1n the name of ARK

task creation of team of permanent partners of ARK

task definition of the rules for the momtoring of the quality of services rendered in the
name of ARK

task orgamization of training on project management for ARK employees
task organization of trammng on copyrights for ARK employees
ACHIEVEMENT OF A HIGH LEVEL OF INNOVATION

STRATEGY F 11 RESEARCH AND IMPLEMENTATION TEAM
September 1999 - December 2001

goal building of a permanent team of competent ARK partners, continuously
improving the method solutions offered by ARK and rendering advisory services in
cooperation with ARK  Fulfilment of the main strategic goal A 3, A 4

task definition of the research area of mterest for ARK
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task defimtion of the forms of popularization of the best experiences in the implementation
of modern gmina management methods

task organization of the operations of the LGPP secretarial office

Strategic action plans on the industry level
ARK'S MARKET ORIENTATION

STRATEGY B 1 IDENTIFICATION AND MONITORING OF ARK CLIENTS' NEEDS
June 1999 - June 2001

goal Constant momtorng of the situation on the communal market, covering the
mvestigation of the needs of territorial self-government units and obtaining of data
for statistical and analvtical research Fulfilment of the main strategic goal A 4, B 1,

B2,C1,C2

task preparation of repeatable survey researches addressed to territorial self-government
units

task preparation of repeatable survey researches addressed to government 1nstitutions

task preparation of repeatable survey researches addressed to banks and financial
1nstitutions

task preparation of a database system for the collection and analysis of information
obtammed from the survey researches

task preparation of an internal information bulletin

STRATEGY B 2 SEGMENTATION OF THE ARK CLIENT MARKET
January 2000 - December 2001

goal Systematization of mmformation on subjects utihzing ARK services m order to
better adapt the offered services to the individual needs of each client group
Increase of the effectiveness of ARK's marketing activities  Fulfilment of the mamn
strategic goal A 4,B1,B2,C1,C2

task definition of the criteria and cataloguing of ARK client groups

task preparation of a computer database and rules for 1ts constant updating

task monitoring of the prices of services rendered by ARK competitors

IMPLEMENTATION OF ARK DEVELOPMENT STRATEGY

ARK competitive environment



legal and orgamzational form This structure does not decide the final number of emplovees
nor the legal forms of cooperation between ARK and its employees (partners) The number
of persons employed and the legal grounds for their employment should vary depending on
the character of the endeavors carried out at a given tiume

The basic activity of ARK should be the operations of the research and implementation
team Methodic solutions worked out by this team should then be popularized by the
marketing and public relations team as well as the traming team The tash of the
admunistrative team should be to provide efficient admmistrative and financial service to
ARK Independent of the mutual functional relations between the key work teams, each
team should implement 1ts own assigned tasks

The fulfilment of the individual endeavors of ARK (especially of implementation projects
carried out directly in gminas) should be supported by the creation of appropriate functional
teams The members of this team should reflect the needs of the specific endeavor The
creation of permanent functional teams 1s especially necessary m the case of implementation
of advanced contracts related to the implementation of complex gmina management method
solutions

The actual separation of ARK departments outside 1ts headquarters mm Warsaw would have
to be combined with their organizational and financial separation The creation of ARK
departments at the current stage of its operations is not justified, both due to a lack of
clearly specified tasks for execution by the departments, as well as due to additional costs
of such a separation

Modern means of communication (e-mail, mobile phone, fax, WWW) enable the efficient
communication between ARK employees independent of their location The orgamization of
an efficient system of internal communication within the ARK structure is also very
important due to the character of the consultants' work Many of them spend a significant
portion of their work time outside the ARK headquarters (at clients', at other institutions,
libraries and working at home) The organization of an effective system of communication

may 1 a significant degree mfluence the lowering of the bureaucratic costs of ARK's
functioning

Delegation of authority

An 1mportant problem that needs to be addressed mmmediately 1s the distribution of duties
and responsibilities at the highest level of management At the present time the actual
management of ARK's business 1s carried out single-handedly by the president Should an
executive director be appointed, 1t will be necessary to conduct a careful division of tasks
and modes of decision making at the highest level of management Lack of precision n this
1ssue may give rise to a situation of double authority, and, as a result, render the effective
management of ARK impossible

The division of management rights at the highest level of management requires especially,
the precise definition of the rules of negotiation and signing of agreements as well as the
placing of statements of will in the name of ARK these rules should be reflected 1n
appropriate provisions in the statute of ARK Should the Executive Director of ARK be
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Total project execution costs PLN 91 000

Profit (gross) PLN 39 000

The calculation of costs according to the presented form should be carried out during the
mtial negotiation of the main agreements by ARK The costs of execution of parual
projects (budgets) constituting the main project should be calculated 1n a sumlar way

Motivating systems

The establishment of clear rules of budgeting of projects executed by ARK 1s required due
to the necessity to provide efficient management of finances, as well as due to the necessity
of creating an effective motivating system The project budgeting system should leave at the
disposal of the project managers previously set forward sums Savings made during the
execution of the project should be distributed between the members of the work team
executing the tasks within the framework of a given project The savings may be designated
for additional remuneration, awards, participation n tramng and semunars purchases of
equipment, software, etc The system of rewarding of good work should clearly single out
the individual achievements of work group members and team achievements

ARK staffing policy

The achievement of high quality services, as well as the achievement of internal efficiency
by ARK 1s not possible without the employment of an appropriately high quality staff Of
crucial importance from the point of view of success of the ARK's activiues 1s the quality
of the research and implementation team Requirements posed before the employees of this
team should be especially high Apart from an appropriate formal education they should

have a thorough practical knowledge of the rules of functioning of territorial self-
government units

The possibility of obtaimng the cooperation of highly professional persons depends
primarily on the ability to provide such persons with an adequately high remuneration and
very good work conditions A very important factor n this context 1s also the reputation
of ARK At the present time ARK 1s too weak an mstitution to provide permanent
employment to a larger number of highly qualified professionals

The opumal number of people employed at ART should also cover for the permanent
employment (on the basis of work agreements) of a president, executive director,
admmustrative director, program managers and admimnistrative, tramming, marketing and
public relations sections employees The employment of consultants 1n the program sections
of the research and implementation team should be periodical (on the basis of ndividual
non-permanent contracts) - adapted to the current program needs of ARK as well as the
number and amount of tasks carried out by the Agency The obtamming of the appropriate
persons for cooperation within the research and mmplementation team should be based on
the systematic building of a list of professionals employed for specified periods of time

within the framework of individual contracts These persons should also constitute the
permanent team of ARK tramners
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THREE YEAR ARK DEVLCLOPMENT PI AN

Yeais 1999 - 2002

1999 2000 2002
Task no [STRATEGY / TASK I | {1V T |IT 0D IV |1 fII [HI {1V
Fl Analysis of the text of ARK's statute

Analysis ot the financial (tax) conditions of ARK's activity

Work out the optimal orgamzational model for ARK
Execution of the procedure related to the change of ARK's statute

F2 Define the optimal internal organizational structure for ARK
Preparation of a set of internal procedures, regulations, agreement forms

F3 Preparation ot the scope and rules for the permanent cooperation with the government
ot Poland

F4 Inventory of aid programs and imitiation of permanent cooperation

F5 Definition ot the rules for the integration of the mcthod solutions ot ARK
Integration of the ARK method tools within the strategic management system

F6 Dcefimuion ot the rules of offering of ARK services and agreement negotiation
Definition ot the rules of securing ARK copyrights during service ¢xecution

7 Establishment of the criter1a for the evaluation of ARK publication requircments

Detimtion of the rules for the publicaion of ARK publications and copyright
protection

I8 Establishment of a system for the momitoring of traming nceds of ARK clients
Establishment of permanent rules for the offering and execution of training

F9 Lstablishment ol a concept for the functioning and rules of munten mce of the WWWw
site

Execution (reconstruction) of the ARK WWW site

Launching of ARK's activities i the Internet

F10 Preparation of a complex system for the shaping of ARK's agrcement relations
Preparation of a system for the monitoring of the quality of ARK's services




4. Organizational structure and staff
positions



Municipal Development Agency - Organizational Chart Project

Office Manager

Accounting /
Cashier

Secretanate

Legal Adviser

Board President
Board Member Board Member "
General Director
Marketing / Tramng / Program Manager Program Manager Program Manager
Found nsing Conference
organization /
Logstics Program Team Program Team Program Team
Library / Long Term Local Economical Municipal Services
Publishing Investment Planning Development
Public Relations
Murnicipal LGPP coordmation Program Manager Program Manager Program Manager
Development and Secretanate
Data Base /
Internet Program Team Program Team Program Team
Municipal Financing Municipal Bonds Task Based
Center Budgeting




-

Adnunistirator

Projekt stiuktury o1gamzacyjne) Agencyt Rozwoju Komunalnego

Piezes Zarzadu

Wiceprezes Zarzadu

Wiceptezes Zaizadu

i

Ksiggowosc
Kasa

Marketing /
Found nising

Sektetanat

Biblioteka /
Publikacje

"

FPORIPER R S O

Szkolema

Dy rektor Generalny

Logistyka

Kierownik Programu

Kierowmik Programu

Kierownik Programu

Sckretart it LGPP

Zespol Programu
Zarzqdzanie
Inwestycjanu
Komunalnym

Zespol Programu
1 okalny Roswoy
["kononuczny

Zespol Programu
Program Inwcstycp
Komunalnych

Radca prawny

Public Relations

Komunalna
Baza Danych /
Internet

Kierownik Programu

Kicrowimk Programu

Khierownik Programu

Zcuspol Programu
Program Kredytow
Komunalnych

Zespol Programu
Centrum Obhg o
Komunalmych

Zespol Programu
Budset Zadamowy




Orgamzation | Competence/Action Finance Time/Penod of Control
Reahization
President Developing and realization of the strategy | ¢ Control of the Agency | ¢ Statute defined penods
of the agency budget realization
Control of the programs realization
Authonization of the decision related to
program opening complete
General Developing plan (work plan) of the ¢ Supervisionofallthe | ¢ Monthly penods of
Director/CEO current reahization of programs n program budgets program budgets control
cooperation with President and Program | ¢ Allocation of the ¢ Weekly penods of control
Managers financial resources — of progress in program
Coordination and supervision of the 1n coordmation with realization
progress 1n realization of the programs the President, Office
and projects Manager and
Allocation of human resources between Accountant
all the programs ¢ Supervision and
Supervision of work time for all programs acceptance of the job
agreements (for full
time staff and for
consultants)
Program Elaborating detailed plan of the program | ¢ Elaborating of the ¢ Daily supervision and
Manager realization and required resources project of program control of the program
Elaborating work plans for all program budget (1n cooperation realization and tasks of
team members (also for external experts) with the General program team members
Delegating tasks to program team Durector and
members Accountant)
Daily supervision of progress of ¢+ Realization of the
program’s work plan realization program budget
Supervision of all program team members (accepting all financial
and therr tasks realization documents, bulls,
I-Iln_ng external experts mvoices etc )
Controlling time of work (ame sheet) for
all program team members
Elaborating (together with Program . .
Manager) own work plan
Realization of the program tasks
delegated by Program Manager according
to the work plan
Cooperating with other program teams
under conditions elaborated by Program
Manager and General Director
Accountant Punctual settlement of accounts with ) + Daily book —keeping
Government Institutions ( ZUS , Urzad ¢+ Monthly prepanng reports
Skarbowy) ¢ Yearly prepanng balance

Systematically, reliable book-keeping
Prepanng balance sheet , incomes
settlement, statement for Urzad
Statystyczny

Providing advice for staff regarding
financial documents focus

Prepanng evidence of assets

sheet, settlements
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Office manager

* & ¢ o @

Collections of the documents related to
Human Resources

Prepanng financial reports
Responsibility for purchasing goods
Prepaning payroll

Collecting all admimstrative polices
Describing of the financial documents

¢ Allocation of the
financial resources — 1n
coordination with CEQ,
President, Accountant

¢+ Monthly reports
¢ Daily

Secretary

* & & & ¢

Responsibility for mail

Carrying of the President’s diary
Keeping the counting — house report
Purchasing of the stationary
Responsibility for orgamizing select
meetings of President and the staff
meetings

¢ Responsibility for cash

¢ Dalv

Libranan

* > &

* ¢ @

Publication acqusition for MDA Library
Information activities and library readers
services

Coordination of MDA publishing activities
Collection of best practices

Review on mnovative books

Explore affihation with comparable
mstitubions 1n other countries, who are on
the leading edge of the modern
management methods and /or mumcipal
development

Internal audstor

Supervising of the financial policy
Supervising of the book — keeping




5. Towards sustainability - internally



Actions taken since Nov 4-6 1998 retreat and successfully completed

Strategy Task

F2

I Creation of internal pattern documents and pattern
agreements with external parties

Board's resolution on defining the competencies of General F2
Director/CEO
Grant of power of attorney to General Director/CEO F2
Agreement with the General Director F2
Employment Agreement including job descriptions F2 F24
Agreement on conflict of interest for employees F2 F25
Agreement on task performance and copynights transfer F2 F25
with one and many authors
Agreement on software creation and copyrights transfer F2 F25
agreement F2 F25
Commussion contract for persons conducting lectures F2 F25
Agreement on translation F2 F25
Framework consortium agreement F2 F25
Agreement on making data base available
II Elaboration of other documents
Strategic plan including first year action steps and primary
persons responsible
Organizational structure chart with descriptions of F2 F23
functional responsibilities
III Preparation of financial documentation
Instruction on "petty cash" handling F2 F28
Circulation of documentation 1nstruction F2 F28
Financial and accounting mstructions F2 F27
Preliminary expenditure budget for specific program F2

purposes
Adjustment of existing plan of financial accounts to the task

structure
Detail division of costs by types
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Munucipal Development Agency Customer Survey
Overview of the Research Results

Under the Project RFS 66 - Support to the Municipal Development Agency

Contents
1 Description of the research sample
2 Perception of the MDA Mission

3 Adaptation of the programs provided bv MDA to the expectations of its clients and
partners

4 Ranhing of levels of mterest in the different programs offered by the MDA
5 Service deliverv bv the MDA

6 Tramnng, publications, and Internet

7 Opmuons from the sector of financial institutions

8 Competitors

9 Commercialization of MDA services

10 The most important 1ssues for local government now

12 Conclusions

1 Description of the research sample

The research was done 1 the form of a survey questionnaire mailed from October 12 -30, 1998
The survev reached 115 umits They were mostlv umts (Gmunas) of local government Institutions from the
financial sector and other orgamzations that had cooperated with or used the services offered by the
Municipal Development Agency (MDA) n anv wav were also sent a questionnaire

There were 23 returns
- 16 from local governments from which
- 10 represent new Powiats,
- 6 represent gminas,
- 5 from financial institutions (4 national and one international bank),
- 2 from municipal compames
Given the ime frame when the survey took place - during the election period for all local
government levels - a 20% return ratio seems sufficient
The survey questionnaire contains both “open™ and categorized (““closed”) types of questions The
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majority of rcturned questionnaires contain descriptive answers for both tpes of questions

The questionnaires returned bv local governments were mostlv completed bv persons from a higher
level of local government admumstration (10) (for example gmna secretanes or department heads) Sin
respondents were elected officials

In the rest of the categones of mstitutions, returned questionnaires were complcted by higher levels
of management

The returned questionnaires came from local governments with different population sizes The
biggest gmina has a population of 180,000 and the smallest 5 000 The majoritv of the gmnas i the sample
were citv-type gmunas of middle and big size Of the responding gminas
-5 have a population of 100 000 or more
-3 have a population between 50 000 and 99,000
-6 have a population between 10 000 and 49,000
-2 have a population below 10 000

Therefore the group of returned questionnarres cannot be called representatine but according to the analvsis
of documents and interviews with MDA emplovees, it can be said that the data presented above corresponds
well with the proportion of citv-tvpe gminas 1n the middle and big size with which the MDA cooperates most
frequentls

MDA s expenience gamed while cooperating with bigger size and citv-tvpe of gmnas can be an
advantage for future collaboration with newlv established Powiats especialls those that are cits -Powiats
Thus 15 confirmed bv the number of returned questionnaires (10) that came from gmunas that are now new
Powaats

2 Perception of the MDA Mission

As described 1n the responses, the most important goals of the MDA mussion are percened as
-stimulating municipal development
-informing and implementing new methods of strategic planning and gmina management
-delivering modern methods and tools for local government
-orgamzing traming for local government employees
-providing wide-range information and advisorv activities for solving problems related to the development of
mumnicipal infrastructure

The opmions regarding the MDA’s mission most often repeat a vision of the MDA as an mnstitution
that elaborates and delrvers methods tools and patterns of practicallv useful solutions for the problems
related to managing the gnuna, 1ts finances, and the municipal economv ~ “The primarv goal of the MDA s
mission 1s to elaborate a svstem of developing and financing mumicipal infrastructure  The importance of
the MDA’s role as a center for the exchange of information about the topics mentioned above for the benefit
of local government was also underlined 1n the responses

The MDA 1s perceived as an institution that 1s founded to realize research, educational, and
advisorv functions according to the expectations of local governments The need for an organization
providing these and the aforementioned services was expressed by all of the respondents

3 Adaptation of the programs provided bv MDA to the expectations of 1ts clients and partners

The majoritv of the respondents expressed a positive opimon regarding the adaptation of the
programs offered bv the MDA to the expectations of the local governments Partcularlv to the role of the
MDA as an information center for the modern methods of municipal management “The activities of the
Agencv help to acquaint and implement modemn forms of gmina management ” - This 15 a typical opimon
expressed by the representatives of the newly established Powaats and city-type of gmmas The
nformational role of the agencv as a center for exchange of good practices and new methods of management
1s particularly recogmized “The activities of the MDA give the possibility to confront the expenence of
particular gminas i the country, the possibilitv to transfer well-checked and well-functioning solutions for
particular areas of gmina activities ”
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Two respondents are definitelv negative Thev underlme the lach of practical value of the program
offered bv the MDA 1 the context of the gminas dav-to-dav activites  The programs offered by the MDA
are not responding to the local governments expectations 1n Poland. because the programs are too
theoretical > These two separate voices come from gmunas of a small size, which (as we learned from
analvzing the answers to other questions) are using advisorv services from orgamizations other than the
MDA

4 Ranking of levels of interest m the different programs offered bv the MDA
(the number 1n brackets 15 the number of times the program was selected)

-Long term investment planmng [12]

-Conferences seminars training [11]

-Local Development Strategies [9]

-Municipal Development Program [9]
-Municipal Services Program [9]
-Financial Analvsts of Municipal Budgets [8]

-LGPP [8]
-Assistance n Using Credit Lines of the World Bank (6]
-Tash-Based Budgeting Program [6]
-Murnucipal Data Base Svstem (3]
-Municipal Bounds Center [5]
-MDA s Local Government Librarv (4]

-Center for Information on aid programs [4]

The ligh ranking of the programs connected to the modern methods of financial management and
mvestment planning lustrate the needs of local government with regard to advisorv services 1n these areas
These needs contamn both mformation about good practices in financial management of the gmuna and the
more concrete and individualized advisory services The respondents often express the need for a complex
approach to the problems of gmina management, which contam the strategy for local development
mvestment planning, task budget preparation, and the development of municipal infrastructure

Those expectations requure from the Agency the highest level of coordination among programs
offered so that thev are complementary to one another and meet the complea needs of the gmmna (Currently
separate programs are offered with no connection to one another So, 1n one gmna that mav need multiple
services, separate MDA programs conducted have no relation to other programs )

The high ranking of traiming, semunars, and conferences, 1llustrates that i the past and now thev are
the most effective and positively perceived medium for the MDA s mission In this context a preference 1s
expressed for mteractive forms of traiming 1n contrast to the lecture techmque

5 Service deliverv by the MDA

On the four pomnt scale from “high” to ¢ unsatisfactory” service deliverv by MDA was ranked
between good and sufficient

The majonitv of the responses express the need for a more individualized contact and approach to
customers problems and needs Particularlv important seem the approach to the customer that does not put
hum in the role of “pupil or student who 1s obliged to do homework” Many respondents express the need for
a real parmership between the Agency represented by 1ts emplovees and the representatives of the local
government units Thus partnership relationship with the customer requires more attention to the individual
needs of the chent, or n other words the specific local government Respondents stated that there 1s a need
for an open dialogue that responds to the needs of the specific customers because thev do not want a broad
formula response but rather individually adapted solutions This expressed need charactenizes the situation
within the advisory services market

A few respondents emphasized the fact that m the past they had given specific feedbach to the MDA
regarding the quality and orgamization of tramming, but they never received a response
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6 Trammng publications, and Internet

The respondents have a verv positive opinion about trainng for local government emplo ees that
ntroduce new methods of management for the gnuna especiallv in the area of municipal infrastructure

The majoritv of respondents prefer to participate n the hind of tramng that 1s based on the anals sis
of real examples and good practice That kand of traming, in the opiion of respondents should take place n
the form of interactive workshops, which engage the participants as much as possible Negativels rated 15
all trammng that 1s presented 1 a static form of lecture

Respondents emphasized the need of tramming for higher level emplovees first of all (All of the
people fillmg out the questionnaire belong to this group )

Among the most commonlv expressed trammng topics are
-gmina management (good practices of realization of gmina and Powzats tashs)
-gnuna financial management
-reform of the admimstration svstem (Powats, new competencies changes of the legal regulations)
-munucipal housing (forms of financing)
-long-term mvestment planning
-local economic development
-management of gmmna mumcipal infrastructure (program of municipal services)
-transformation of mumicipal compames
-environmental protection and alternative energy resources

The majoritv of collected returns emphasized a big interest m publications about modern methods of
local government management, finance and budgeting, legal procedures, and good local government
practices m Poland There 1s also interest in publications about stimulating of local economical development
There 1s lower mterest i publications illustrating good practices from abroad

The Internet 1s visiblv becoming a more recognizable medium of commumication for local
government A good example 1s the populanty of the web pages of the Wspolnota magazine The home
page of Wspolnota * 1s becoming the most important forum of exchange mformation about and for local
government on the Polish Internet

The primary users of the Internet for local government 1n Poland are representatives of middle and
big si1ze towns That 1s who visited MDA s web page of the respondents The information value of the
MDA’s home page 1s appreciated as “good introductory mformation” which 1s useful for a first contact with
the Agencv and 1t s mission But, because middle and big size towns are the primarv group of local
government Internet users, which corresponds directly to the customer group of the Agencv mtroductorv
information 1s probablv not sufficient for them According to the respondents thes expect a sigmficant
expansion of the Agency s presence on the Internet

7 Opinons from the sector of financial institutions

Collected opimons show a positive mterest in the Agencv’s activities by this categorv of the MDA s
partners and customers This group sees the Agency as a spectfic tvpe of institution that mediates between
the local governments and financial mstitutions Thus applies first of all to the MDA activities in the field of
providing information about modern methods of investment finance for local government In this area the
Agencv 1s seen as an information center for a new methods of financing for investments mn murucipal
nfrastructure Deciding factors for this lugh grade of MDA s activities are professtonaiism of the MDA s
staff, expenience 1 the field and good knowledge of local government needs

Representatives of financial institutions recogmize the MDA s achievements 1n the field of advisorv
services and in the umplementation of modern methods of management practices mn the areas of local
government financing, nvestment policies, financial analvsis of local government units and first and
foremost 1n the Agencv s proneering role 1n the field of municipal bonds In this area examples of several
semunars and traming programs for the employees of financial institutions are mentioned Examples of
sumilar tramming and workshops orgamized by other consulting compares (for example Capital Expo from
Poznan), which are verv active on the market, were also mentioned

The MDA’s achievements have built its creditability and authonty among representatives of
financial sector mstitutions Unfortunatelv all of the opimions emphasized the fact that Agencv 1s not domng
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enough to take advantage of this status and that MDA 1s relativelv mactive

In the opinion of respondents, the Agencv should cooperate closelv with the finarcial institutions
Thev would hike to see the Agency play the role of an nstitution that mediates between municipal companics
and financial mstituions Ths 1s a complementarv vision with the opiruons expressed by the representatives
of municipal compames
[One of the financial institutions mentioned the fact that m the past thev sought to cooperate with the MDA
but the MDA never answered Another one 1s currently offering a proposal for cooperation with the MDA }

8 Competitors

Among the orgamzations and compames that offer stmlar services to those of the MDA the most
recognmized bv the Agencv s customers are
- Fundacja Rozwoju Demokracyt Lokalnej (Foundation in Support of Local Democracs)
- Fundacja Inicjatvw Spoleczno-Ehonomicznych (Foundation for Socio-Economic
Imtatives)
- Lubelska Szkota Biznesu (Lublin School of Business)
- Brvtvysht Fundusz Know-How (British Know-How Found)
- Centrum Adama Smuth a (Adam Smuth Center)
- Fundacja Spoldzielczosct Mieszhamowe) (Foundation for Murnucipal Housing)
- Opolski Centrum Demokracy1 Lokalnej (Center for Local Democracv in Opole)
- Zwigzak Gmun Slasha Opolskiego (Union of Opole s Local Governments)
Among the fullv commercial consulting compames most often mentioned are
- LEM s¢ Krakow
- Invest Consulting, Poznan
- Capital Expo Pozman
- BMB Promotion

The presence of other companies 1s mentioned, but no more names are given

Comparison between the services offered bv MDA and b others there 1s without evident
esttmation Half of the respondents who have used the services of other companies prefer them over the
MDA s services The other half likes the MDAs offer better due to 1ts wide range, professional level and
high authoritv of the Agencv An mmportant factor 1s that services offered bv Agencv are free of charge The
group of opinions that rank the services of other orgamizations higher, emphasized that those orgamzations
adjust better to local expectation and more specific character These services are tramng semunars but also
particular advisorv services lihe financial analvsis of local government unts tash budgeting, anal sis of
investments These services are often offered bv local orgamizations, sometimes established to solve a
particular, local problem, which services are addressed to a predefined group of recipients

Some of the respondents underline the fact that services offered locally better fit local and particular
1ssues and the expectations of local customers

The majonty of services offered bv the MDA s competitors charge a fee Local governments paid
between 1000 PLN (300 USD) and 100 000 PLN (30 000 USD) but the most often around 10 000 PLN
(3000 USD) per unit of the service

Some of the services offered to Gmunas participating m Local Government Partnership Program
(LGPP) are sumular or the same with offered bv MDA In such cases, LGPP services are seen as competing
(especially 1n the cases when MDA was trving to introduce a fee for delivering some of the services)

Sometimes LGPP activities are seen as a part of MDA offer The relationship between LGPP and MDA 15
not clear for the local governments

9 Commercialization of MDA services

The 1dea of even a limited fee for the MDA s services 1s controversial among 1t s customers The
1dea of a fee 15 visibly clashing with the current 1mage of the MDA as a public orgamization with the mission
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of delivering information and hnow-how to all interested local governments The majonts of respondents
emphasize conflict between the MDA s mission and the 1dea of the commercialization of the Agenct s
scrvices In the opinion of representatives of local government the majonity of the MDA s services should
stav free of charge and the access to mformation provided bv the MDA should be not limited by financial
possibilities of the primarv users

On the other hand, the majontv of opimons expressed the fact that other orgamuzations est that
offer simular advisorv services, which have a fee (sometimes quite expensive) This creates a challenging
suuation for the Agencv, because bv introducing a fee for the use of 1ts services and programs 1t can loose
part of 1t s authortv as an public mstitution 1n the eves of a primarv customers group (local government) and
donors

Also potentiallv dangerous, 1s the situation when services with a fee that are offered by MDA
competitors become fullv accepted by the market Then the services offered bv the Agency m such

marhetable ’ fields will potentially be perceived as onlv theoretical information and the posttion of the

MDA as an advisor and mstitution with implementing potential can become rather marginal

10 The most important 1ssues for local government now

These are the most umportant 1ssues for local government n Poland 1dentified by the sur e
participants
- the qualitv of the mumcipal services provided bv Gmunas to the citizens
- mvestment 1 municipal mfrastructure
- integration with the European Umion
- mumcipal housing
- new tashs and competencies for Gminas, new Powats and Worvodships under a new
admimistration reform
- reform of the education and health care svstem
- technical infrastructure for village type of gminas
- strategies of local development
- stmulating local economucal development
- unemplovment

These 1ssues 1llustrate local governments mamn responsibilities for the qualitv of services delivered
to citizens which 1s connected to the responsibilitv for mncreasing the qualitv of life 1n local communities
The development of mumicipal infrastructure through effective financial and mvesting policv 1s emphasized
as a primarv wav to achieve these goals

Thus List of the current local government 1ssues represent well the mamn areas of the MDA s
activities It 1s proof of the MDA s good knowledge of the mam problems of local government m Poland
Ths also 1s a confirmation of the opnions that the programs and services offered bv Agencv meet well the
main areas of local government needs

11 The most mportant 1ssues for local government in the future (ten year perspective)

The most important 1ssues for local government 1n Poland n a longer term perspective are
- municipal housing and Gmunas housing policy,
- development of mumcipal mfrastructure
- mtegration with European Union
- environmental 1ssues
- unemployment
- strategy for local development
- pro-investment local policv
- financing of municipal investments
- developing of local government and citizens participation
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The most important i1ssues and challenges for local goverrunent 1n the future are similar to the current ones
[t s meanmngful that a stronger emphasis s given to broader 1ssues lihe the environment unemplovment and
the responsibility of local government for stumulating a local economical development

These 1ssues are also currentls present in programs elaborated by the MDA Closer identification of
these 1ssues can give a chance for prepanng a better qualin MDA s programs which can meet future needs
of local government 1n Poland

12 Conclusions

Based on the surves a strong need for the presence of an organization plaving the role of the
information and implementation center of a modern methods and tools tor all levels ot local government 1n
Poland can be 1dentifted

Analvsis of the data collected shows that the Municipal Development Agenc 1s seen by 1t s clients
and partners from local government as an institution with ment potential and public trust for carm ing out the
misston of such an mformation and implementation center for the benefit of local government in Poland

The mussion of the Agency should be (at least at this moment) carned out by the public mstitution
offering 1t s services free of charge as a non profit organization
Realizauon of the mission 1s possible onlv under the condition of constant development and improvement of
the qualite of the services offered bv the Agency

One of the most stronglv expressed needs by respondents 1s complenty of services on a
complementarv coordinated path (information-tramning-consulting) related to the issues of management of the
finance of the local government This applies to the Gmunas budgets analvsis task budgeting and long term
investment planning Advisorv services representing modern and effective methods of local government
financial management and strategy for local development with particular attention to the development of
municipal infrastructure creates a niche where the MDA s programs and services can meet needs of local
government In this field. the MDA s mussion as an organization elaborating and delivering information
about modern methods of management for the local government 1s being realized in the most effective wat

The primarv group of MDA s customers are first of all the muddle and big size citv tvpe of Gminas
and new Pownats In a long term perspective the realization of the modern and active informational and
educational policy can enlarge thus group of customers The mission of the Agency 1s also to deliver
nformation know-how and advisorv services to the smaller size local government untts which can not
afford to use fullv commercial consulting services

Another important role of the Agencv 1s being a center for the collection and exchange ot
information about modern methods of management of municipal infrastructure for the venefit of local
government In this field the MDA has a position recogrized b 1ts customers The particulars appreciated
form of the MDA s activities are conferences worhshops and traiming sessions Also the MDA s Local
Government Librarv together with a Municipal Data Base svstem creates natural orgamuzational frames for
development of informational activities The same applies to the MDA s home page and expanding of use of
the Internet as a new commurucation channel for realization of the Agencv mussion 1 the field of information
and education for local government

Success wn the reahization of the MDA s mission depends on finding the right proportion between
activities in research and development and on a field of advisorn and implementation

The Munucipal Development Agency 1s generalh positivelv perceived bv a primarsy group of it s
customers The MDA 1s a respected orgaruzation that collects and exchanges information provides rescarch
develops methods and offers services needed bv the local government in Poland
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