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PREFACE 

ThIS report explams the achIevements of the program to provIde computer techmcal assIstance to the 
SOCial Sector Restructurmg Project Under the USAID-supported program, programmers and technIcal 
specIalIsts have asSISted the MllllStry of Labor and SOCial Pohcy m the Improvement and ImplementatIOn 
of the Housmg SubsIdy Program and have conducted pIlot programs related to the nnprovement of 
payment systems for housmg and communal serVIces and on pensIOn reportmg 

ThIS technIcal aSSIstance has mc1uded the deSIgn, development, and mstallatIOn of software programs, 
aSSIstance with the mstallatIOn of computers and related eqUIpment, e-maIl connectIOns, and local area 
networks, undertakmg speCial analyses for the Mmistry of automatIOn needs, the creatIOn of electromc 
mall connectIOns withm the Mimstry of Labor and SOCial Pohcy, the deSIgn and development of sample 
reportmg systems, and extensIve educatIOn and trammg programs 

It IS the contentIOn of thIS report that the computenzatIOn of the housmg SUbSIdy program has radIcally 
changed the approach of the Mllllstry toward the management and admmistratIOn of programs as well as 
toward the development and evaluatIon of opportumtIes to Improve pohcles and programs It has also 
enabled the extremely rapId ImplementatIOn of an entIrely new means-tested SOCial aSSIstance program 
Far from bemg a lUXury offIce Item, computers have led to major gaIns m local office prOdUCtIVIty and 
to much more focused development of new pohcIes 

ThIS IS one of fIve final reports of the SOCial Sector Restructunng Project The other reports are 

"Future DIrectIOns for SOCial ProtectIOn Pohcy m Ukrame," Summary Report No 1, March 
1998 

"Why Ukrame Does Not Know Who Is Poor," Summary Report No 2, March 1998 

"Fmal Report of the PenSIOn Reform Program," Summary Report No 4, December 1997 

"Annotated BIbhography of the SOCIal Sector Restructurmg Project," Summary Report No 5, 
March 1997 
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INTRODUCTION 

THE NEED TO AUTOMATE SOCIAL PROTECTION PROGRAMS 

The COmmItment by the Government of Ukrame (GOU) m October 1994 to raIsmg the level of monthly 
payments for housmg and communal serVIces very rapIdly confronted the Government WIth the need to 
qUIckly develop and Implement a program to aSSIst low-mcome famIlIes durmg the pamful penod of 
econOmIC transltlon 

The fact that Ukrame - despIte deep economIC dIfficultIes - was able to mcrease payment more qUIckly 
than RUSSIa (where mcomes are hIgher) was due m large part to the fact that Ukrame was able to 
Implement, very qUIckly, a new means-tested program of housmg SubSIdIes ThIS program ensured that 
famIlIes would not have to spend more than 15 percent of theIr mcomes on monthly payments for housmg 
and communal servIces The speed wIth whIch thIS program was Implemented - enrollIng more than 
1 5 mIllIon famIhes durmg the first seven months that the offices were open - was due m large part to 
the fact that the program was the fIrst automated program admmistered by the (then) Mlmstry of SOCIal 
ProtectIOn The automatIOn was made pOSSIble by the purchase of more than 400 computers by USAID 
(matched by local purchases of a SImIlar number from local resources by the end of 1997) The 
computers were accompamed by an mtenslve program of techmcal aSSIstance funded by the Agency and 
carned out through contracts WIth Chemomcs/P ADCO and Bancroft/P ADCO 

BACKGROUND TO SOCIAL SECTOR RESTRUCTURING PROJECT 

Smce January 1995, US AID has been sponsonng a program to aSSIst the GOU m the restructunng of 
SOCIal sector programs Tills project began by concentratmg on the deSIgn and development of a housmg 
subSIdy program I and has expanded to Issues related to provIdmg targeted famIly aSSIstance and pensIOn 
reform 

Smce October 1, 1996, thIS work has contmued under a contract between USAID and The Bancroft 
Group,2 and, smce December 1, 1996, addItIonal work has been conducted under a contract between 
US AID and Chemomcs 3 PADCO has been the pnncIpal subcontractor on both contracts 

The objectIves of the SOCIal sector restructunng project were to 4 

1 contmue to Improve and refme the pohcy and regulatory framework for the housmg subSIdy program 
to reduce natIOnal budget expendItures and to enhance economIC reform, 

2 Improve natIOnal and local government capaCIty to oversee and enforce the housmg subSIdy and SImIlar 
benefit programs and thereby operate fiscally sustamable and effiCIent government programs, 

3 propose polIcy and legal reforms to create at least three new means-tested, SOCIal protectIOn programs 
that restructure government SOCial expendItures and strengthen economIC reform, 

I The most complete summary of the history of the hOUSing subSidy program IS In "Making Families Pay for HOUSing and Utilities 
The Expenence of Ukraine" PADCO Paper prepared for USAID/RTI International Seminar on Cost Recovery Washington DC 
September 1997 

2 ENIlPER Task Order Reference 03 00134-BANC 09 

3 Contract No EPE 0014-1-00 5075 00 

4 This lIst mcludes purposes defined III both Task Orders 
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4 promote fiscal and socml refonn by creatmg the poverty and SOCIal benefit need methodology and data 
collectIOn structure to restructure socIal spendmg, 

5 provIde mtensIve trammg of GOU offICIals and other approprIate mdIvIduals m skIlls needed to 
develop, Implement, and enforce socIal protectIOn programs, 

6 create the pohcy enVIronment for a multI-tIered penSIOn system, and 

7 develop a pubhc educatIOn campaIgn for the new prIncIples and polIcIes m the area of socIal 
protectIOn 

These obJectIves, and the collaboratIOn between USAID and the GOU on socIal sector restructurIng were 
formahzed m a memorandum of cooperatIOn sIgned on February 20, 1997 

OUTLINE OF TIns FINAL REpORT 

The purpose of thIs final report for these projects of technIcal aSSIstance IS to assess the achIevements of 
the program and to draw from the two-and-one-half years of experIence some lessons for future technIcal 
aSSIstance programs 

ThIS report descrIbes, m turn, the dIfferent aspects of thIS technIcal aSSIstance The followmg sectIOn 
descrIbes the work conducted by computer programmers - preparIng the core software used for database 
management m housmg SUbSIdy offIces as well as preparIng automated reportmg and notIficatIOn 
procedures 5 

The subsequent sectIOn descrIbes the technIcal aSSIstance provIded to local offices InstallIng computers, 
e-maIl, local area networks, and other aspects of dIrect technIcal aSSIstance prOVIded by the SOCIal Sector 
RestructurIng Team (SSRT) to local offIces, oblast departments, and the MInIStry of Labor and SOCIal 
PolIcy (MLSP) 

The thIrd sectIOn deSCrIbes technIcal aSSIstance proVIded m developmg and Improvmg management and 
mfonnatIOn reportmg systems wIthm the housmg subSIdy program - mcludmg the creatIon of automated 
statIstIcal bulletms and electronIC lIbrarIes 

The fourth sectIon deSCrIbes trammg actIVItIes undertaken for local office staff, for oblast staff, and for 
staff WIthIn the MLSP m KYIV TraInIng - both fonnal traInIng and on-the-Job trammg accompanIed by 
expert adVIsors - has been VItal at all stages of the technIcal aSSIstance program 

The fifth sectIOn reVIews the extent to WhICh local capaCIty IS strengthened through the type of technIcal 
aSSIstance prOVIded through the SOCIal Sector RestructurIng Project 

The fmal sectIOn summarIzes the major lessons that have been learned about the development of 
sustaInable capaCIty wIthm the GOU, wIthm oblast admInIstratIOns , and m local housmg SUbSIdy offices 
through the heavy emphaSIS on computenzatIon The fmal chapter deSCrIbes recommendatIOns on future 
techmcal aSSIstance 

5 The activity of programmers In developIng software for pension reportmg reform IS descnbed In the final report of the penSIOn 
pilot report The software development undertaken to Improve the local system of paymg for housmg and communal services IS 

descnbed In the final report of the ZHEK pilot 
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1 SOFTWARE PROGRAMMING 

1 1 INTRODUCTION 

The SOCIal Sector Restructurmg PrOject uses the serVIces of many skIlled Ukralruan programmers ThIS 
sectIOn descnbes theIr actIvItIes related to the housmg SUbSIdy program They have also been engaged 
In the development of a new system for enterpnses to prepare financIal reports to the PensIon Fund 
(descnbed In the final report of the PenSIOn Fund PIlot Reportmg Project) and to develop software to 
automate accountmg and cash recelvmg by ZHEKs (descnbed m the final report of the ZHEK pIlot 
project) 

When the hOUSIng SUbSIdy program was mtroduced m the spnng of 1995, none of Ukrame's SOCIal 
protectIOn programs was automated Records were mamtamed on paper, staff receIved no formal tralrung, 
and all reportmg was done manually There were no manuals descnbmg office procedures for local staff, 
and most offices lacked copIes of the normatIve acts that defmed the legal framework of programs and 
how programs are to be adITIlmstered 

Yet the schedule for the mcrease m housmg tarIffs called for mcreases by stages to reach 100 percent cost 
recovery by the end of 1996 - at WhICh pomt, It was predIcted that as many as 5 ITIllhon famIlIes would 
be recelvmg SubSIdIes In addItIon, many other tanff changes were scheduled - mcludmg pnces of 
electnclty and gas - WhICh would reqUIre frequent recalculatIOn of SubSIdIes Each tIme pensIons and 
other government benefits, or the mllllffiUffi wage, were changed, SubSIdIes would have to be recalculated 
The housmg SUbSIdy program was to be admmistered by new offices reqUIrmg the hmng and trammg of 
up to 8,000 staff natIOnWIde to adtmruster the program New departments were created m oblast 
departments of SOCIal protectIOn staffed by newly hIred people 

If the new staff were to face the task of processmg all subSIdy applIcatIons manually, and to calculate and 
recalculate SubSIdIes manually, It was feared that the new program would collapse Long lInes, slow 
processmg, and maccurate paperwork could eaSIly have led to the termmatIOn of both the program (the 
Supreme Rada mtroduced several measures to roll back tarIff mcreases dunng the first year of the 
program) and the abIlIty of the Government to sustam reform m other areas 

ThIs dId not happen Instead, the program was able to enroll apphcants rapIdly - albeIt WIth long hnes 
durmg the early stages - and was also able to respond to rapId changes m pnces, Incomes, and tanffs 
ThIS was ObVIOusly the result of the mstallatIon of computers m the housmg SUbSIdy offices purchased 
by USAID But a more Important Impact of the deCISIon to automate the program was that It changed the 
attItude of the newly hIred staff In many offices, they adopted a more ratIOnal approach to managmg the 
program - despIte shortages of most VItal resources They expenmented WIth ways of simplIfymg theIr 
work - supported by techmcal experts from the project penSIOn offices were lInked to housmg SUbSIdy 
offices to allow streamlIned procedures for penSIOners, SOCIal workers VISIted apartments where mvalIds 
lIved to enroll them m the program because the local offices were not subordmated to the MiruStry, It 
was pOSSIble for them to experIment WhIle some rawns were very slow to open offices, placed them m 
maccessible locatIOns, or faded to notIfy the publIc of office hours and applIcatIOn reqUIrements, others 
developed mnovative and customer-onented programs Office automatIon helped lIberate some 
bureaucratIc mmds Today, other SOCIal aSSIstance programs are begmmng to IITIltate the successful 
aspects of the housmg SUbSIdy program It has, lIterally, changed the way many government offices do 
bus mess 
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1 2 NASH DIM PLC 

Office automatIOn reqUIres software If computers are to be more than electrOnIc typewrIters When the 
housmg SUbSIdy program was first enacted, the Mmistry of SOCIal ProtectIOn prormsed that ItS computer 
department could prepare the necessary software m a matter of weeks It soon emerged that the computer 
department reqUIred a grant or a contract to develop software for the new program It also became 
apparent that the programmers workmg m the Mmistry's department lacked modern programmmg skIlls 
and the experIence of Implementmg new software programs qUIckly Therefore, USAID provIded 
P ADCO WIth the resources to hIre three programmers for a few months to develop software to mstall on 
the 355 computers ordered by USAID for the large offices The software development program began 
m AprIl 1995 and delIvered the first prototype program for testmg m August of that year 

The program, NASH DIM PLC, as the program IS known, was developed m the CLARION computer 
language It mcludes a system for enterIng all the necessary mformatIOn about all household members 
m the household applymg for a subsIdy (name, date of bIrth, employment status, and mcome durmg the 
precedmg three months) and mformatIOn concernIng the communal servIces receIved and the prIces of 
those serVIces It also calculates the SUbSIdy for WhICh the farmly IS elIgIble and prInts the notIficatIOn 
forms for the farmly and for the communal serVIces enterprIses eXplaInIng the dates and level of the 
SUbSIdy granted In addItIOn, the program mcludes modules to automatIcally recalculate SubSIdIes when 
new tarIffs for communal servIces are announced, and also to prepare monthly reports reqUIred by the 
State CommIttee for StatIstICS (GosKomStat) and the Mmistry of Fmance 

Today, NASH DIM PLC IS used m about 320 of the more than 400 computerIzed offices CopIes of 
program updates are dIstrIbuted at no cost to the users on dISk or through e-maIl A few computerIzed 
offIces have developed theIr own software (mcludmg many raIOns m KharkIv Oblast and m the 
Autonomous RepublIc of CrImea) or remam WIth locally customIzed early verSIOns of NASH DIM Most 
of these local varIants do not comply WIth the database format recommended by the MLSP and these 
offIces are slowly convertmg to the latest NASH DIM 6 The program has been Issued m more than 
40 varIants - updated when the legal baSIS for the SUbSIdy program IS changed or when new modules 
are added An extenSIve user manual has also been prepared 

The dIstnbutIOn of the program has been accompanIed by trammg semmars delIvered each month by the 
programmmg staff to classes of 20 local offIce staff m trainIng faCIlItIes m KYIV prOVIded by the MLSP 
Some regIOnal trainIng semmars have also been held - sometImes at the request of mdividual oblasts, 
sometImes at the request of the MInIstry Trammg seSSIOns and regIOnal semmars are used to prOVIde 
feedback to programmers on suggestIOns for Improvmg the program SInce the fall of 1995, over 
1,500 people have been tramed dIrectly m the use of NASH DIM PLC at these semInars In addItIOn, 
programmmg staff have conducted 25 regIOnal "roundtables" to dISCUSS program deSIgn questIons WIth 
local users 

1 3 NASH DIM II 

1 3 1 Bnef History of the Development of NASH DIM II 

In August 1996, the MLSP requested the SSRT to produce a new software platform for use In hOUSIng 
subSIdy offices that would be avaIlable In FoxPro (a more WIdely used computer programmIng language 
than CLARION) In response to thIS request, the SSRT developed a program that was gIven the name 

6 The most common "customlzatlOn" IS to omit the names and birth dates of household members other than the mdlvldual applymg 
for the subSidy ThiS makes audltmg ImpOSSible 



-
• 

) --

I 
I 
I 
I 
I 

Provldzng Computer Techmcal Assistance to the Soczal Sector Restructunng Project Page 5 

NASH DIM IT The prototype program was tested m about 10 ralOns m L'VIV, Drnpropetrovsk, Volynsk, 
and Alchevsk The program was transferred to the MLSP m May 1997, tested by MLSP computer 
experts, and was found to meet the specIfIcatIOns of the MmIstry for use m housmg SUbSIdy offices 

1 3 2 Reasons for Tenmnatmg Development of NASH DIM II 

It had ongmally been mtended that the program would be Installed m the new computers to be purchased 
wIth the proceeds of the loan from the World Bank If thIS had been possIble, the expanded traIrnng 
program necessary to accompany World Bank computers would have mcluded retraIrnng on NASH DIM 
IT But the computers were delayed, mstallatIOn IS now not scheduled to begm untIl July 1998 

Also, m the fall of 1997, the MLSP decIded to proceed wIth the expanSIon of the housmg subSIdy 
program mto a broader program of targeted famIly asSIstance that would mclude both ChIld-care assIstance 
and housmg SubsIdIes The MLSP requested SSRT assIstance m the desIgn of the legal and techrncal 
framework for thIS program - tentatIvely tItled NASHA SEMY A ThIS reqUIred SOCIal Sector 
Restructurmg Project to redesIgn the core software program to allow coordmatIOn between databases from 
the two programs NASHA SEMY A IS to be mtroduced m stages to replace NASH DIM (see below) 
A full-scale trammg program to convert all offices usmg NASH DIM I was therefore Judged mappropnate 
when new computers and another new program would begm bemg used wIthm SIX months 

Therefore, the SSRT m collaboratIOn WIth the MLSP deCIded, m November 1997, to "leapfrog" the mtro
duct !On of NASH DIM IT and proceed dIrectly to the development of the next verSIOn of the core 
software ThIS deCISIon was made for the followmg reasons 

1 In November 1997, the Cabmet of MIrnsters and the MLSP deCIded to move forward WIth plans to 
develop a more comprehensIve system of targeted aSSIstance that mcludes targeted famIly aSSIstance 
ThIS wIll reqUIre the development of a smgle database management and reportmg program that can 
be employed m all SOCial protectIOn offIces where targeted aSSIstance IS offered 

2 The lllStallatIon of NASH DIM IT m housmg SUbSIdy offices would reqUIre extensIve retrammg of staff 
already comfortable WIth NASH DIM I Because a new, more comprehensIve database management 
system IS reqUIred qUIckly - whIch WIll also neceSSItate extensIve retrammg when mstalled - It would 
have been mappropnate to mstall NASH DIM IT m late 1997 

3 Comcident WIth the development of NASH DIM II, SOCial sector restructunng project programmers 
had repeatedly updated NASH DIM I to comply WIth the evolvmg present needs of housmg SUbSIdy 
offIces for managmg caseload data and for preparmg notIficatIOn forms and reports 

4 Because NASH DIM II IS FoxPro-based, and because of certam deCISIOns made when desIgnmg the 
program archItecture, NASH DIM II reqUIres more memory and processmg capaCIty than IS present 
m many of the computers now muse m the housmg SUbSIdy system It also performs certam functIOns 
more slowly than NASH DIM I - espeCIally on less powerful computers 

1 4 DEVELOPMENT OF NASHA SEMYA 

1 4 1 OvervIew of NASHA SEMYA Program 

The NASH SEMY A program began development m December 1997 - followmg extenSIve dISCUSSIOns 
WIth the MLSP and WIth computer experts ill the selected pilot SItes m MIkolaiv Oblast It was determmed 
that NASHA SEMY A should have the followmg charactenstIcs 

• It wIll be developed lll1tIally as an amended verSIOn of NASH DIM I WIth a prototype ready for field 
testmg completed by the end of January 1998 Subsequently, It WIll also be developed m FoxPro 

• It WIll be developed m verSIOns SUItable for both Wmdows 95 and DOS 
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• It wIll be ready for wIdespread adoption when computers, avallable wIth the proceeds of the loan from 
the World Bank, are Installed begInnmg m July 1998 

• It WIll be compatIble wIth the followmg actual or proposed databases and InfOrmatIOn systems 
~ PensIOn Fund of Ukrame/oblast pensIOn departments, 
.. the system through WhICh enterpnses report to the pensIOn fund monthly or quarterly, 
~ State Tax AdmInIstratIOn (USIng Taxpayer IdentlficatIOn Numbers [TINs] as one IdentIficatIon 

system), 
~ local SOCial protectIOn offIces, and 
~ local Employment Fund OffIces 

1 4 2 Intended FunctIOns of NASHA SEMY A 

NASHA SEMY A wIll be used m local offices of the MLSP as well as m hOUSIng SUbSIdy offices Its data 
ftelds should be suffiCIent to mcorporate all data needed by penSIon, chIld-care allowances, InvalId 
benefits, and famIlIes reCeIVIng hOUSIng SubSIdIes It WIll be able to perform the follOWIng functIOns 

1 allow the SImple entry of caseload data for any MLSP SOCIal protectIOn program, thIS means that there 
should be several dIfferent sets of "key prompt" systems customIZed to each SOCIal protectIon program, 

2 allow the SImple mergIng of data to comb me caseload records accordIng to IndIVIdual, household, and 
famtly, 

3 contaIn multIple report functIOns - dependIng on program, 

4 preserve confidentIalIty of caseloads - allow the use of operator codes and passwords, 

5 be deSIgned for LANs WIth easy access from multIple workstatlons, 

6 allow arChIVIng, and 

7 allow the expansIOn of the MLSP responsIbIlIty for chIld-care allowances 

Although further development of NASH DIM II and NASH DIM I IS bemg phased out and both programs 
wIll be replaced WIth NASHA SEMY A, support for the work of all local offices IS maIntaIned In the use 
of whichever software program they currently use untIl NASHA SEMY A becomes avaIlable In all offices 

1 5 SOFTWARE DEVELOPMENT FOR MINISTRY MONTHLY REPORTING SYSTEM 

Each month, the MLSP prepares a monthly report on the housmg subSIdy program based on statIstIcal 
data reports prOVIded by oblast departments of SOCIal protectIOn These are compIled, manually, by the 
oblast departments based on monthly reports prepared by local hOUSIng SUbSIdy offices Local offices 
submIt these reports to both oblast departments of statIstIcs and oblast departments of SOCIal protectIOn 
ThIs duplIcatIOn was caused by the lllitIal unwIllmgness of the MInIStry of StatIstIcs - In 1996 and 1997 
- to share ItS monthly data reports WIth the MIlllstry of SOCIal ProtectIOn 

SurpnsIngly, although they are both based on the same ralOn statIstIcal reports, there are conSIderable 
dIfferences m the aggregate numbers for expendItures and the number of reportmg famIlIes reported m 
some oblasts by the two departments Because the mformatIOn IS compIled m each oblast department by 
hand It IS dIfficult to IdentIfy and dIagnose the reasons for these large vanations It IS suspected that the 
procedures of aggregatIOn taught to oblast staff have not been standardIzed 

At present, the MLSP enters the mformatIOn supplIed from oblasts manually Into ItS computers and 
prepares a standard set of tables each month The volume of paper that IS transferred from oblasts to the 
MLSP IS very large - much of It m very blurred faCSImIles The level of effort to compIle these monthly 
reports IS large and the accuracy dubIOUS 
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In October 1997, the MLSP requested assIstance from the SSRT to automate the procedures for prepanng 
monthly reports At about the same time, the SSRT began to work more closely wIth GosKomStat to 
change the mstructIons and reportmg forms and the desIgn of the monthly report The project has begun 
to develop a database system for the MLSP and also for each oblast ThIS WIll store monthly data (most 
of whIch IS lost under the present system) and WIll also allow the preparatIon of standardIzed reports from 
the stored data that WIll mclude hlstoncal analysIs of trends as well as reportmg on current caseloads 
When oblast departments are eqUIpped wIth more powerful computers - out of the computers acqUIred 
from the proceeds of the loan from the World Bank - the reportmg system from oblasts to the MLSP 
wIll be fully automated 

16 SOFTWARE DEVELOPMENT FOR STATISTICAL BULLETINS 

At the request of the MLSP, the SSRT began developmg a system for detaIled reportmg from sample of 
rawn housmg subSidy offices throughout Ukrame The purpose was to prepare a bImonthly statistIcal 
bulletm that would be prepared automatically and would analyze hlstoncal trends m the charactenstIcs 
of famIlIes enrollmg m the housmg SUbSIdy program as well as the fIscal costs of the program The goal 
of the project was to develop an automated reportmg system that could prOVIde detaIled reportmg WIth 
the mllllffiUffi of effort The task of compIlmg the bulletm wIll, eventually, be turned over to staff m one 
of the SOCIal ProtectIOn Momtonng Centers The SSRT began work began on the project m October 
1996 

The first task was to develop a methodology for selectmg about 36 rawn offices to be used as a basIS for 
the reportmg The sample ralOns had to be representatIve of the system as a whole m order to allow the 
sample to be used to make prOjectIOns of parameters natIOnWIde A statIstical analYSIS was performed to 
Identify a sample whose populatIOn as a whole reflected the charactenstIcs of the natIOn's populatIon 

Unfortunately, the charactenstIcs that could be used for sample selectIon were lImIted to demographIc 
data reported by the (then) MllliStry of StatIstIcs - whIch prOVIde only ralon populatIOns (not the number 
of famIlIes), per capIta mcome (not famIly per capIta mcome), the percent of populatIon recelvmg 
pensIOns, the number of chIldren, and the dIstnbutIon of the population between urban areas and rural 
areas 7 The sample also had to be lImIted to those ralon offices that were computenzed and that 
mamtamed theIr databases m a format compatible with the reportmg reqUIrements recommended by the 
MLSP - and that were wIllmg and able to partICIpate m the pIlot program Because all offices are not 
subordmated to the MLSP, partICIpatIOn of local offIces could not be guaranteed In an Iterative analYSIS 
- IdentIfymg a statIstIcally representative sample, matchmg It WIth the appropnate level of 
computenzatlOn, and garnerIng the approval of the MLSP - a sample of 36 ralon offices has been 
IdentIfied These ralon offices have been mcluded, mcrementally, m a senes of statistical bulletins By 
February 1998, 32 of these selected ralOns were participatmg - the remammg four ralOns have yet to 
complete full entry of all partICIpants m theIr caseload databases 

The second step of the project was to deSIgn a statIstIcal bulletm that would convey mformatlOn useful 
to both polIcy makers and program managers Usmg data from only a handful of ralOns, a format was 
developed m collaboratIOn WIth the MLSP that met these CrIterIa 

7 The distInction between urban and rural populations IS Important because most of the former apply for subSidies for hOUSIng and 
communal services and most of the latter apply for subSidies for liqUid gas and solid fuel However the distInctIOn accordmg to 
UkramIan statistical procedures IS not satisfactory A settlement of only 12000 people may be claSSified as urban (If there are 
apartment bUlldmgs) while a Village of 25 000 may be claSSified as rural 
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The thIrd step was to develop the necessary software to allow the procedure for the preparatIon of 
bImonthly reports as automatIcally as possIble ThIS reqUIred three programs 

1 an "extract" program to be used by the partlclpatmg raIOllS to extract the database to be sent to the 
SSRT, the general program developed by the SSRT had to be customIzed by the team to take account 
of the specIfIC charactenstIcs of each ralon's database, 

2 an aggregatIon program that allowed databases to be "cleaned" of duplIcate entnes and maccurately 
entered fields and aggregated mto a smgle database, thIS reqUIred the acqulSltIOn of a file server wIth 
a hard drIve capaCIty of 5 GB, today, the database has mformatIOn on nearly 100,000 households and 
more than 200,000 mdlVlduals and records from the participatmg pIlot raIOn offices of caseloads datmg 
back to the begmnmg of the housmg SUbSIdy program m May 1995, and 

3 a statistIcal reportmg program that would estImate vanous selected parameters and prepare tables, 
charts, and graphs, this was programmed m SPSS, WhICh reads ItS results mto Excel - allowmg easy 
entry of tables and graphIcs mto the report format, the deSIgn of these charts and tables was reVIewed 
many tImes by counterparts Wlthm the MLSP and by statIStical consultants and U S statistical experts 

The result IS a statIstIcal bulletm that IS WIdely used wlthm the Cabmet of MInIsters and the Mmistry 
The program IS now bemg adapted to mclude measures of program effectIveness and effiCIency It IS also 
bemg adapted for use at the oblast level and even for mdlvldual raIOn offices These tasks WIll be 
completed dunng 1998 

1 7 SOFTWARE DEVELOPMENT FOR ANALYSIS OF VOTING PATTERNS 

As part of ItS work, the SSRT morutors actIVIties by the Supreme Rada related to SOCIal protectIOn Issues 
Two regular reports are prepared 1) one descnbmg all changes m normatIve documents related to SOCIal 
protectIOn Issues and the dISCUSSIon m the press of these Issues and 2) a monthly report on actions by the 
Supreme Rada In addItIOn, speCIal reports are prepared to analyze changmg votmg patterns among 
polItIcal factIOns m the Rada on SOCIal protection Issues 

These latter reports necessItated the development of speCial software programs to analyze the 
computenzed reports on votmg among Rada deputIes ThIS has reqUIred the creatIOn of speCial databases, 
mcludmg the party factIOn to whIch each deputy belongs, and programs to prepare aggregate analyses 
of votmg based on groupmgs of factIons 
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2 TECHNICAL SUPPORT 

2 1 INTRODUCTION 

In March 1996, at the request of USAID and the MmIstry of SOCIal ProtectIon, the SOCIal Sector 
Restructurmg PrOject added an Office of Techrncal Support (OTS) The purpose was to aSSIst local offices 
m mstaillng 355 computers that were to be purchased by USAID for local housmg SUbSIdy offices An 
amendment to the ongmal SOCIal sector restructurmg Task Order to mclude technIcal aSSIstance was 
approved by USAID m June 1996 

The types of aSSIstance these experts workmg withm the OTS proVIde mc1ude 

• on-SIte trammg for computer staff requested by the rawn office m the use of computers and the 
software, 

• dealIng WIth problems m the hardware mstallatlOn and advIsmg of such Issues as wmng and use of 
computers, 

• mformmg the MLSP about admmistratIve or technIcal problems m local offices, 

• customIzmg software to meet unIque local condItIons, 

• creatmg network connectIons Withm the local office that wIll be part of the polIcy makmg mformatlOn 
system (see followmg sectIOn of thIS report), 

• IdentIfymg the need for addItIOnal trammg or mformatlOnal matenal by local offices, and 

• IdentIfymg ways to Improve the admmIstratlOn and operatIon of the housmg SUbSIdy offices 

In nearly two years of operatIOn, the technIcal support specIalIsts have expanded theIr actiVIties from 
assIstmg WIth the InStallatIOn of computers to provIdmg technIcal support to the MLSP m the creatIOn of 
the electrOnIc lIbrary, the mstaliatlon of LANs, lInkmg oblasts to e-maIl and trammg staff, developmg 
NASH DIM II, trammg MLSP staff m computer use, and supportmg the MLSP m technIcal analyses of 
office automatIOn Issues They have also supported the MLSP on Issues related to the deSIgn of the tender 
Issued for the purchase of computers and related eqUIpment WIth the proceeds from the loan from the 
World Bank 

2 2 INSTALLATION OF USAID COMPUTERS 

The OTS was opened and staff fully tramed wIthm four weeks of USAID requestmg the support 
Although the USAID-purchased computers were delayed from Apnl untIl August 1996, the OTS was able 
to prOVIde trammg to local offIce staff and to work WIth the MLSP to proVIde an mventory of eXIstmg 
computers and to IdentIfy and prepare the locatIOns to mstall the USAID computers 

As a result of thIs preparatIon, all 355 computers were mstalled by the technIcal support speCIalIsts m the 
SOCIal Sector Restructurmg Project by December 1996 The computers were mstalled m 355 local offices, 
m 27 oblast departments, and m the MLSP To prOVIde for systematIc mamtenance of the computers and 
to allow effiCIent troubleshootmg the technIcal support specIahsts also developed a new mventory record
keepmg system for the MLSP 

2 3 INSTALLATION OF LANs 

Most major housmg subSIdy offices - those servmg urban areas - already use more than one computer 
Most use three or more LANs (local area networks) are essentIal for housmg subSIdy offices because 
the offices serve an average of 12,000-20,000 famIly cases Data are entered on several dIfferent 
computers snnultaneously yet a smgle, mtegrated database must be mamtamed for the purpose of 
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prepanng reports, transfernng funds to connnunal serVIce enterpnses, and audltmg cases Mamtalmng 
a common database when there IS more than one computer mvolved m data entry reqUIres hnkmg 
computers Lmkmg computers through a LAN also allows greater flexlblhty m the use of computers by 
office staff, mformatton shanng, and Improved connnumcatlOns 

Therefore, USAID agreed to purchase the necessary Ethernet cards as well as the couplmgs and cables 
to lllStall LANs m 135 offIces where there were at least three computers already m use The InstallatIon 
- or the trammg of local staff m the techmques of LAN mstallatlon - WIll be undertaken by staff from 
the OTS In a reVISIon to the ongmal scope of work, the lllStallatIon of LANs was substituted for asslstmg 
the MLSP WIth the mstallatlOn of computers purchased WIth the proceeds of the loan from the World 
Bank, whIch had appeared on the ongmal scope of work of the project 

It was Judged that at least 150 local offices employed three or more computers Two LANs were mstalled 
m rawns m KYIV dunng 1996 to allow them to create smgle databases and to share then caseload data 
WIth the SSRT as the baSIS for the analysIs of charactenstlcs of partICIpants To assess the feaslblhty of 
lllStallmg LANs, the OTS carned out a pIlot program of LAN InstallatIon m 15 SItes (one of WhICh was 
the MLSP) The costs associated WIth thIS actlVlty were carefully momtored and a report prepared for 
USAID and the MLSP (reproduced m Attachment 1) The results mdlcated costs of between $500 and 
$600 per mstallatton, mcludmg labor USAID approved the project to Install LANs m 135 SItes and 
purchased the necessary Ethernet cards, cable, and connectors The mstallatlons were completed by 
January 31, 1998 (see Attachment 2) 

2 4 ELECTRONIC LmRARY OF LEGAL DOCUMENTS 

2 4 1 Need for Electromc LIbrary 

The dlstnbutIon of copIes of new decrees from KYIV to the local offices where they must be Implemented 
has, tradItIonally, been slow - when It IS done at all The MLSP sends copIes of the decrees - often 
WIth accompanymg mstructlOns - to oblasts Oblasts are responsIble for copymg the matenal and 
dlstnbutmg It to the heads of local offIces These local office managers must make further copIes and 
dlstnbute (and explam) the new documents to theIr staff Because oblasts and local offices often lack 
copymg machmes, many oblasts and local offices rely on copIes of laws and mstructIons prmted m 
newspapers as the pnmary means of dlstnbutmg mformatlOn The result, typIcally, IS that between one
quarter and one-half of all local offices are unaware of changes m SUbSIdy calculatIOn procedures three 
months after such changes have become effectIve 

2 4 2 OvervIew of Electromc LIbrary 

The Electromc LIbrary of Legal Documents IS mtended to mamtam the database of normative documents 
related to SOCIal protectIon programs m oblast and local offices These documents mclude laws of the 
Supreme Rada, decrees Issued by the PreSIdent and by the Cabmet of MmIsters, and mstructlOns Issued 
by mruvIdual mllllstnes related to the admllllstratIOn of SOCIal protectIOn programs They WIll also mclude 
newsletters and speCIal reports of mterest to oblast and local office managers 

The Electromc LIbrary software allows 

• searchmg and selectmg documents by a number of keys (by keywords, Issuer of a document, number, 
date of ISSUIng, text fragment, etc) and combmatlOns of keys, 

• vlewmg, pnntmg, and copymg documents, 

• copymg fragments of documents to a speCIal buffer WIth the purpose of prepanng answers to 
mdividual's letters, reVIew, etc, and 
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• automatIcally updatmg all lIbranes through e-maIl (when new documents are added to a basIc lIbrary 
mamtamed by the MInIStry) - thIS means that oblasts and local offices penodically receIve e-maIl 
messages wIth speCIal fIles attached, the applIcatIOn program wIll analyze these files and automatIcally 
add new documents to lIbranes as well as new entnes to the table of contents, beyond downloadmg 
the file from e-mail, no specIal actIOns are reqUIred by the user to update hIs/her electromc lIbrary 

The project was begun m June 1997 By the end of January 1998, the SSRT 

• had developed computer programs to create and use electromc lIbranes of normative documents for 
the housmg subsIdy program, chIld-care aSSIstance programs, and penSIOn programs, 

• had developed a technology to mput documents mto the electromc IIbranes m a standard format -
mcludmg scanmng, edItmg, etc, 

• had developed a technology for automatIcally updatmg electrOnIc lIbranes bye-maIl, and 

• had tramed the staff m 23 oblast departments of SOCIal protectIOn m the use of e-maIl and m the use 
of the lIbrary 

2 4 3 Remrumng Problems 

The eXIstmg verSIOn of the electrOnIc lIbrary has a strong restnction a user cannot msert a reference to 
a fragment of a document (for example, an artIcle or paragraph), only references to whole documents are 
allowed 

Much of the work of preparmg new documents for the electrOnIC lIbrary IS stIll undertaken by SSRT staff 
The Mmistry has been asked to IdentIfy staff who can be tramed to mamtam the lIbranes WIthout 
aSSIstance from the SSRT by the end of 1998 

2 5 E-MAIL ACCESS 

A major problem encountered WIth the ImplementatIOn of a new, natIOnWIde SOCIal protectIOn program 
has been the collectIOn of tImely and accurate data on fmancial flows and caseloads of the program 8 The 
postal system IS unrelIable and data transrmtted by faCSImIle or mall must be re-entered by hand by 
MmIstry staff 

To overcome these problems, the MLSP requested the SSRT to develop more effective means of 
transmIttmg mformatIOn and more effectIve means through WhICh the MLSP could commumcate new 
mstructIOns and normatrve acts to oblast offices Techmcal support speCIalIsts mstalled e-maIl connectIOns 
m 24 oblasts and m the MLSP Staff on all departments were tramed m e-maIl use ThIS has allowed the 
MLSP to Issue mstructIOns to all oblasts by the SImple expedIent of ISSUIng a smgle e-maIl It has also 
proVIded the baSIS for the electrOnIc reportmg of caseload data and monthly reports from oblasts to the 
MLSP 

The new e-mall lInks - whIch will be paid for by the MLSP after May 1, 1998 - are the baSIS for the 
electromc lIbranes (see above) as well as the momtonng systems bemg developed (see followmg 
sectIOn) 

8 See "The Numbers Game" PolIcy Report No 22 PADCO SOCIal Sector Restructurmg Project May 1997 
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3 MANAGEMENT AND REpORTING 

3 1 BACKGROUND 

The Housmg SUbSIdy Program was Implemented wIth a tmy staff m the MLSP UntIl the summer of 
1997, a total of SIX people worked m the MLSP department responsIble for desIgmng, developmg, and 
lffiplementmg the program In the summer, two people were added TheIr status, however, IS contmually 
threatened by dracoman measures to cut budget spendmg Implemented by the MInIStry of FInance Each 
oblast department of housmg SubsIdIes employs only three or four people Smce the program dIstrIbuted 
benefits worth about $750 mIllIon m 1997 through a natIOnwIde system of 756 offices staffed by 6,500 
people, the present staffIng levels are too small to prOVIde systematIc oversIght of finanCial flows, 
program effectIveness, or admInIstratIve effiCIency Therefore, It has been ImperatIve to create effiCIent 
management InfOrmatIOn reportmg systems that lIberate staff from tIme-consumIng and IneffiCIent data 
entry tasks 

At the same tIme, there IS lIttle relIable InformatIOn to pohcy makers and legIslators concermng the 
economIC status of the populatIOn of UkraIne or about how effectively the hOUSIng SUbSIdy program 
addresses the needs of very poor famIlIes It has, for example, been frequently stated by deputIes In the 
Supreme Rada that 80 percent or more of the populatIOn IS poor and elIgIble for SubSIdIes In fact, It 
appears that only about 16 percent of the populatIOn IS poor enough to enroll In the program 9 It IS also 
frequently stated that the admInIstratIve costs of the housmg subSIdy program amount to more than half 
the total expendItures by the Government In fact, admimstratIve costs are between 1 and 2 percent of 
the value of SubSIdIes allocated 10 The ease WIth whIch erroneous statements about SOCial protection needs 
and programs can CIrculate reflects the absence of regular, relIable, and comprehenSIve reports on these 
Issues 

In collaboratIOn WIth the SSRT, the MLSP has developed a program to Improve momtorIng and 
management of SOCIal protectIOn programs ThIS has Included the followmg elements 

1 The creatIon of momtorIng centers m KharkiV and KYIV subordInated to the MLSP WIth traIned staff 
to compIle and analyze statlstlcs related to SOCial protectIOn 11 USAID prOVIded eqUIpment and the 
SSRT has begun to work WIth staff - tramIng them In techmques of statIstical analYSIS, transfernng 
software, and explammg momtonng techmques The staff of these centers WIll assume the work 
presently conducted by the SSRT In collectIng data and preparmg statistical bulletIns 

2 The development of reportmg systems at the natIonal level for StatIstical BulletInS contaInIng detaIled 
data and analYSIS of the housmg subSIdy program based on data collected from 36 pIlot rawns 

3 The development of statIStIcal reportmg systems at the oblast level based on monthly reports from all 
rawn offices that measure management as well as partICIpatIOn mformatIon 

9 See "Why Ukrame Does Not Know Who Is Poor Summary Report No 2 PADCO March 1998 

10 See "Future Directions for SOCIal ProtectIOn PolIcy m Ukrame " Summary Report No 1 PADCO March 1998 

11 The concept of momtormg centers was first proposed to the MLSP m February 1996 But the MLSP was unable to act on the 
proposal for more than a year because of mtemal oppOSitIOn wlthm the Cab met to mcurrIng further expenses aSSOCiated With the 
management of SOCIal protection programs and oppOSItion from the Mmlstry of StatiStiCS to allOWIng data collection and analYSIS 
by any other agency By 1997 It had become clear that the housmg subSidy program was a permanent part of SOCial protection In 
UkraIne and the problems With the flow of timely and accurate InformatIOn had become more and more eVident In additIon the 
head of the MIU1Stry of StatistiCS was dismissed and a replacement not appOInted for more than SIX months - follOWIng the 
reorgaruzatlon of the Mmlstry mto GosKomStat These events proVided a wmdow of opportumty durmg which the MLSP was able 
to persuade the CabInet to create the mom to rIng centers 
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4 The creatIOn of an electroruc hbrary system contammg all normatIve acts related to socIal assIstance 
programs for mstallatIOn m MInIstry departments and oblast departments (see precedmg sectIon) 

5 The creatIon of the commUnICatIOns mfrastructure throughout Ukrame based on the mstallatIon of 
LANs and e-maIl connectIons m all oblast departments of SOCIal protectIon (see precedmg sectIOn) 

6 The creatIOn of pIlot programs to test management and reportmg systems m Mikoiaiv and L'VIV 
Oblasts 

Although these developments are mtended, mitIally, for the housmg SUbSIdy program, they are also 
mtended to serve as models for the development of sImIlar morutonng and management programs for 
other socIal protection programs 

Although the Mmistry of StatIstIcs mitIally proved unwIllmg to collaborate on Improvmg or expandmg 
statIstIcs reportmg systems (durmg the first nme months of thIS proJect), when It was reformed as a State 
CommIttee m September 1997, and changes m seruor admmistratIVe officIals were made, staff began a 
program of collaboration WIth the SSRT to Improve data collected and analyzed on housmg SUbSIdy 
partIcIpatIOn and famIly mdebtedness 

The SSRT prepared, pnnted, and dIstnbuted a detaIled "Office Procedures Manual" to all hOUSIng 
SUbSIdy offIces The manual descnbes procedures for dealmg WIth apphcants, office management, 
aUdItIng, the use of software, and other aspects of local office admirustratIOn The manual WIll be 
updated 

3 2 SOCIAL PROTECTION MONITORING CENTERS 

3 2 1 CreatIOn of Momtonng Program 

In the sprIng of 1997, the CabInet of Mirusters of Ukrame estabhshed two SOCIal protectIOn morutonng 
centers to mOnItor InformatIOn about the SOCIal protectIOn needs of the populatIon and the Impacts of 
SOCIal protectIOn programs The centers were gIven four broad tasks 

1 to assess the economIC and SOCIal needs of the whole populatIOn of UkraIne and of speCIal, vulnerable 
groups, 

2 to measure the effectIveness of eXIstmg SOCIal Insurance and SOCIal protectIOn programs m meetmg the 
needs of the people of Ukrame, 

3 to measure how economIC and SOCIal reforms m Ukrame are affectIng the well-beIng of the people and 
theIr needs for SOCIal protectIOn, and 

4 to aSSIst the MLSP In managmg SOCIal Insurance and SOCIal protectIon programs 

The purpose of the SOCIal ProtectIOn Morutonng Program IS to create a system that WIll gather and 
process accurate and up-to-date socIO-demographic and econOmIC profiles of the populatIon and of the 
people receIvmg benefits under the natIOn's major SOCIal msurance and SOCIal protectIOn programs 

The data and analyses prepared by the centers IS Intended to enable the Cabmet of Mmisters, the MLSP, 
and oblast and local departments of SOCIal protectIOn to generate comprehensIve reports on the econOmIC 
and SOCIal status of the populatIOn, the charactenstics of mdividuais and famIlIes receIvmg SOCIal benefits, 
cumulatIve budgetary allocatIOns for SOCIal programs, admmistratIve costs of runnmg the programs, rates 
of enrollment, renewals, and dropouts, and socio-demograpmc profiles of program beneficianes The data 
and analYSIS generated by the SOCIal ProtectIOn Morutonng Program would proVIde the foundatIon for 



I 
I 
I 
I 
I 

Provldmg Computer Techmcal Assistance to the Soczal Sector Restructunng Project Page 14 

ImproVIng the targetmg and cost-effectIveness of socIal protectIOn programs They would also provIde 
valuable InsIghts for elected and appomted officIals who desIgn new socIal programs In the future 

3 2 2 Problems WIth the Program 

The Momtormg Centers have developed slowly, and consIderable confusIon remams about theIr role and 
staffIng Part of the problem was the result of the merger of the MInIStry of SocIal ProtectIOn wIth the 
MImstry of Labor - and the appomtment of the Mmister of Labor as both the VIce Prune MIlllster for 
SOCIal protectIOn as well as the MIlllster headmg the new mIlllstry Several months were absorbed whIle 
the new mImster appomted the vanous deputy mImsters and began to clanfy theIr respectIve roles (a task 
that had not been completed by the end of January 1998) As usual, most of the conflIcts among nval 
deputy mmisters are resolved In practIce rather than through a specIfic deCISIon by the new mIlllster 

The eqUIpment purchased by USAID for mstallatIOn m the new centers, for example, was delayed m 
customs for two months whIle the regulatIOns necessary to establIsh legal operatIOns of the newly 
restructured Mlmstry were processed 

A semmar scheduled for representatIves from all oblasts and from all large local offices to descnbe 
electromc reportIng and management systems could also not be scheduled by the MLSP because no 
deputy mlmster had JunsdictIOn over electromc commumcatIon Issues 

Dunng December 1997 and January 1998, It became apparent that the subordInatIon of the new 
momtonng centers was dIsputed Wlthm the MLSP and that theIr actIVIty would have to be "coordInated" 
WIth the actIVItIes of fIve, already eXlstmg mstltutes subordmated to the former Mmlstry of Labor and 
MImstry of SOCIal ProtectIOn In mId-February, It appears (that IS, It IS by no means certaIn) that the KYIV 
momtonng "filIal" of the Kharkiv Center WIll be transferred to the KYIV Labor Research InstItute ThIS 
WIll reqUIre a formallllStructIon to be Issued by the Cabmet of Mimsters amendmg the earlIer InstructIon 
that created the centers The Labor Research InstItute may be gIven the task of coordInatmg work on the 
reVIsed procedures for estImatmg the poverty level 

3 3 OBLAST-LEVEL REpORTING 

In addItIon to the need for the MLSP to momtor what IS happenmg m the hOUSIng SUbSIdy program as 
a whole, oblast departments need to know what IS happenIng m the ralon offices that they admImster To 
prOVIde for thIs level of momtormg, the SSRT has developed a system of compIhng monthly reports from 
raIOn offices In a way that allows oblast offiCIals to measure the relatIve performance of each office In 
prOVIdIng hOUSIng SubSIdIes The SSRT has developed a reportIng program that compIles data and 
measures key mdicators ThIS IS bemg tested In L'VIV and MikolaIv, and, at the request of the MLSP, 
WIll also be tested In the CIty of KYIV 
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4 TRAINING AND EDUCATION 

4 1 INTRODUCTION 

Because all aspects of the housmg subSIdy program are new, trammg has been an Important component 
of all aspects of program Implementation Before the first housmg subSIdy offices opened m 1995, an 
mtenslve serIes of trammg sessIOns were provIded to all 5,000 oblast and local staff members by the 
SSRT m collaboratIOn wIth the (then) Mmlstry of SocIal ProtectIOn 

But trammg was not lImIted to the new field staff at the openmg of the new offices Because of frequent 
updates m the program software and m normatIve acts regulatmg admmistratIve procedures, It has been 
necessary to mamtam a contmuous trammg program It has also been Important to tram staff m the MLSP 
m the use of computers, management mformatIOn systems, and empmcal analyses to evaluate alternatIve 
polIcy optIOns ThIs chapter descnbes the trammg proVIded to Mlmstry staff and to oblast and local office 
staff It also descnbes the formal, two-week semmar provIded to 28 partIcIpants on the use of statIstical 
techmques for socIal protectIon momtormg Tralmng IS VItal If the project IS to leave the GOU WIth the 
capacIty to contmue the deSIgn and development of new and Improved SOCial protectIOn programs 

In addltlon to traImng counterparts, the SSRT has engaged m extenSIve on-the-Job tralmng and formal 
trammg of ItS own members Formal statIstIcs courses and computer users semmars have been offered 
for staff engaged m deslgmng and preparIng reports, computer staff have attended semmars and traImng 
seSSIOns lInked to LANs, e-maIl, and certam programmmg technIques, staff have partIcIpated m 
mternatIOnal and UkraIman conferences and semmars, and staff have engaged m the preparatIon of 
analytIC reports based on Western rather than SOVIet format The Ukramlan staff - WhICh now numbers 
m excess of 30 profeSSIOnals - wIll be one of the major legaCIes to Ukrame of the SOCIal Sector 
RestructurIng Project 

42 FORMAL TRAINING SEMINARS 

Formal trammg - for oblast department members and the staff of local offices - have taken two forms 
1) monthly trammg sessIOns - lastmg between one and two weeks dependmg on the level of preparatIOn 
of the partICIpants - m KYIV and MLSP trammg faCIlItIes and 2) regIOnal semmars of one or two days 
held at the mVItatIOn of the MLSP or of oblast departments SSRT members have formed the core faculty 
at both types of trammg The regIOnal semInars tend to focus on recent legIslative developments or recent 
addItIOns to the core software The monthly trammg seSSIOns proVIde partICIpants WIth a thorough 
groundmg m the legal basIS of the housmg SUbSIdy program as well as "hands-on" traImng m the use of 
computers and computer software 

Durmg the 16 months of these proJects, a total of 29 monthly semmars were held m KYIV - provIdmg 
trammg to a total of 264 oblast staff members and 630 staff members from local housmg SUbSIdy offices 

In addItion, a total of 15 regIOnal semmars were conducted by SSRT staff members - attended by a total 
of 300 oblast and local staff members from the housmg subSIdy program 

In the future, the MLSP IS commItted to provIdmg the tramers for the monthly semInars In KYIV -
although the tranSItIOn from SSRT traIners to MLSP traIners WIll be gradual to ensure the maIntenance 
of qualIty The process wIll be greatly aIded by the use of the detaIled office procedures manual that wIll 
be dIstrIbuted at the end of February 
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4 3 ON-TIlE-JOB TRAINING OF MLSP STAFF 

The permanent and cntlcal shortage of staff m the Mmlstry Department of SocIal AssIstance has 
necessItated the automatIOn of many office functIOns - from the InstallatIOn of copymg machmes, faxes, 
and e-mail eqUIpment wIth the correspondmg trammg of staff to the InstallatIOn of computers and pnnters 
and trammg staff m computer use and the use of Excel and Word At the begmmng of the collaboratIon 
between the SSRT and the MLSP Department of SOCIal AssIstance, the Department had no office 
eqUIpment or computers Today, seven of the eIght full-tIme staff members are "computer lIterate" and 
the department regularly dIstnbutes matenals to ItS 27 oblast counterparts SImultaneously bye-mail 

The SSRT prOVIded a "computer tramer" who was used by the deputy mImsters and staff of both the 
Department of SOCial ASSIstance and the Department for PensIOns Lessons were scheduled at the 
convemence of staff, and the tramer also worked alongSIde staff when they faced speCIfic tasks 
(preparatIon of monthly reports and presentation of reports to the cabmet, the Supreme Rada, and other 
entItles, etc) ThIS approach prOVIded the overworked Mmlstry departments WIth the opportumty to 
acqUIre sIgmficant SkIll levels m the use of computers and related eqUIpment 

44 ACADEMY FOR EDUCATION DEVELOPMENT-SPONSORED STATISTICAL TRAINING SEMINAR 

The Cabmet of Mmlsters and the MLSP has created, WIth USAID techmcal and matenal aSSIstance, 
SOCIal ProtectIOn Momtonng Centers To aSSIst the 28 partICIpants - mcludmg staff of these centers, 
together WIth staff from GosKomStat, the MLSP, and key oblast housmg subSIdy staff - USAID 
sponsored a two-week trammg semmar m October 1997 

The semInar was delIvered by 14 SSRT team members, 1 short-term U S MIS expert, and 3 short-term 
Ukrallllan consultants, experts m SOCIal statistICS The dIrect costs of the semmar were paId for through 
a separate contract from the Academy for EducatIOnal Development (AED), although many SSRT team 
members partICIpated under the SOCIal sector restructurmg contracts The tOPICS covered m the semmar 
mcluded 

• laws and regulations on SOCial and economIC statIStiCS, 

• baSIC statistIcal methods, 

• the use of computers and e-mail for data collectIOn and analYSIS, 

• the use of statistICS for program management, and 

• the use of statIstICS for publIc educatIOn 

PartICIpants, faculty, and AED Judged the semmar a success - achIevmg ItS overall goals and leadmg 
to closer collaboratIOn between SSRT team members and GOU staff 
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5 COMPUTER TECHNICAL ASSISTANCE AND THE DEVELOPMENT OF GOU AND 
LOCAL CAPACITY 

5 1 INTRODUCTION 

The strong emphasIs on computenzatIon m the housmg subsIdy program has ensured that the Social 
Sector Restructunng Project has contnbuted to the development of a strong local capacity that mcrease 
the chances that the activIties supported by the project wIll contmue after the endmg of technIcal support 

There are many reasons for worrymg about the long-term vIabIhty of actiVIties supported by mternatIOnal 
donors Ukrame has not moved fast toward reform m many areas, mcludmg tax reform, housmg 
pnvatIzatIOn, land pnvatIzatIOn, regulatory reform, and penSIOn reform The USAID SOCial Sector 
Restructunng Project has a total staff level that IS four times the permanent staff withm the MLSP for 
the desIgn, development, and admmistratIOn of targeted SOCial assIstance programs Were USAID to 
WIthdraw techmcal asSIstance today, the development of a full-fledged targeted assIstance program would 
cease, the use of computers as a management and admmistratIOn tool for SOCial protectIOn would be 
senously hampered, and pensIOn reform would slow and mIght even cease 

The greatest bamer to the faster development of stronger "m-house" capaCIty withm government agenCIes 
m KYIV IS StIll the pItifully low salanes to whIch the Mmistry of Fmance Inmts staff of minIstnes, state 
commIttees, oblast governments, and local governments Government employees are paId no more than 
one-quarter of what comparably qualIfied people mIght easdy earn m pnvate sectors employment m KYIV 
In oblasts and m CItIes dIstant from KYIV, pnvate sector Jobs are not readIly avaIlable As a result, 
computer staffs m oblast or CIty departments of SOCIal protectIOn are often of hIgher standard than they 
are m the Mmistry 

Nevertheless, there are SIgns - from the Mmistry's Department of SOCIal AssIstance to the more 
progreSSIve oblast departments of SOCial protectIOn and the best local housmg subSIdy offices - that 
counterparts are learmng to develop and Implement theIr own InItiatIves, to COffiffilt resources necessary 
to fulfill these InItiatives, and to conSIder efficIency and effectIveness m managmg SOCIal assIstance 
programs ThIS sectIOn descnbes some examples from the past expenence of techmcal assIstance at all 
levels of government that Illustrate thIS pomt 

5 2 THE NATIONAL GoVERNMENT 

The MLSP Department of SOCial ASSIstance, headed by Deputy MmIster M P Noshchenko, IS the 
closest GOU counterpart for the SOCIal Sector RestructurIng Project Dunng the project, the staff of thIS 
Department have shown that they can thInk for themselves about complex pohcy Issues, can develop long
term plans for new programs, and can Implement those Ideas Some examples from the areas of 
management and mOnItormg, pohcy development, and fiscal responsIbIhty are dIscussed below 

The SSRT's other major counterpart, the State Comrmttee for ArchItecture, ConstructIOn, and Housmg 
(SCACH) has also begun to apply some lessons pIcked up through collaboratIOn WIth the SSRT Fmally, 
GosKomStat, WhICh reSIsted the threat of open collaboratIOn untIl late m 1997, has begun to collaborate 
on the development of Improved statistIcal collectIOn techmques 

5 2 1 Management and Momtonng 

Support of Momtonng The MLSP now recogmzes the Importance of mformatIon management as the key 
to adffilmstermg targeted aSSIstance programs The MLSP supported the development of MOnItormg 
Centers to proVIde the Cabmet and the MInIstry with tImely and comprehensIve data on caseloads and 
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expendItures - although conflIcts withm the MLSP have slowed the start-up The MLSP has played an 
actIve role m desIgnmg and adoptmg StatIstIcal Bulletms - but acknowledges that It could not develop 
the statIstIcal and computer software WIthout help 

Support of Oblast Level MIS The MLSP has also supported the development of oblast-Ievel MIS systems 
based on automatIc data transfer from local offIces to oblast departments Noshchenko recognIzes the 
Importance of oblast departments understandmg what IS happenIng withm housmg SUbSIdy offices The 
Mlll1stry has urged the transfer of the reportmg technology to ItS MOnItonng Centers and to oblasts that 
have staff competent enough to learn to marnpulate the reportmg programs The SSRT IS already workmg 
WIth Mikoiaiv Oblast m a senes of pliot reportmg programs to tram local staff 

AudItmg The MLSP now strongly favors audItmg It was successful m persuadmg the skeptIcal Mmistry 
of Fmance that audItmg makes good fiscal sense as well as good polIcy sense The MLSP lobbIed hard 
WIth the Cab met of MInIsters for Decree 1050, eventually Issued on September 22, 1997, creatmg a 
permanent audIt program Smce the Decree was Issued, the MLSP moved qUIckly to draft the normatIve 
documents Implementmg the audItmg program, WhICh were dIstnbuted to all oblast departments on 
October 8, 1997 

5 2 2 PolIcy Development 

DeSIgn of Pohcy InItiatIves Deputy Mlll1ster Noshchenko and hIS staff have worked hard developmg and 
Improvmg the housmg SUbSIdy program and evaluatmg ways of provIdmg means-tested benefits to poor 
familIes WIth chlidren The concept of convertmg NASH DIM mto NASHA SEMY A - complete WIth 
the suggested name change - ongmated WIth Noshchenko Staff have also known when to use SSRT 
support m prepanng empmcal analyses for the evaluatIOn of alternatIve chlid-care pohcles 

Use of Empmcal AnalYSIS There IS no strong tradItIon m the GOU of usmg real numbers as the baSIS 
for evaluatmg alternatIve polICIes - pOSSIbly the result of the absence of relIable and tImely numbers 
from the Mmistry of StatistICS m the past But, durmg the long summer debate over pOSSIble mcreases 
m tanffs (to cover 100 percent of allowable costs), the MLSP repeatedly requested and used empmcal 
analyses prepared by P ADeO to evaluate the consequences of dIfferent percentages of mcome to be paId 
by dIfferent groups as well as other vanants that were proposed to the Cab met 

Refmmg StatIstIcal Gathermg TechnIques After reJectmg all efforts for collaboratIOn m the past, the 
newly demoted COMStat has at last expressed the deSIre to collaborate on data collectIOn, compIlatIOn, 
and analYSIS technIques It IS too early to have shown any concrete results, but COMStat staff recently 
approved PADCO's latest report on mdebtedness among famIlIes for housmg and communal servIces -
even though the report demonstrates severe shortcommgs m COMStat data 

AutomatIOn Deputy Mlll1ster Noshchenko had never used a computer when he was appomted by Mmister 
Yershov to head the housmg subSIdy program He IS now a convmced computer user - the first deputy 
mlll1ster, so he claImS, to commumcate WIth all hIS oblast departments VIa e-maIl He was recently gIven 
the responsIbIhty to head SOCIal protectIOn automatIOn programs by MInlster BIlablotsky 

5 2 3 FIScal ResPOnsIbIlIty 

Paymg TheIr Share RecognIzmg, explIcItly, that US AID WIll not support SOCIal sector restructunng 
programs mdeflll1tely, the MLSP has begun to support actIVIties m whIch ItS staff can collaborate dIrectly 
WIth SSRT staff ThIS fall, the MLSP finally persuaded the MInIStry of Fmance that It must develop ItS 
own software development capaCIty m Its InformatIOn Center It has had placed III the 1998 budget funds 
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to fmance the development of software programs to support targeted assIstance programs and has formally 
requested the opportumty to collaborate wIth the SSRT on software development Issues WhIle the 
MllllStry'S InformatIOn Center cannot afford to hue top-rank programmers, It has proved that ItS staff can 
handle some sophIStIcated tasks For example, It has developed a new database desIgn for pensIOn 
caseloads that IS useful, and the Center collaborated WIth the SSRT on the development of electromc 
hbraries Nevertheless, InformatIon Center management are not yet open about shanng programs or 
activitles WIth SSRT staff 

Staffmg Up The MLSP has at last expanded the staff m the Housmg SubsIdIes and Social ASSIstance 
Department from SIX to nme people and has slots for two more WhIle salary of staff remaIns a perpetual 
problem, Noshchenko's department has managed to attract dedIcated and hard-workmg people In 1998, 
a total of 40 computer techmcal experts WIll be hIred by oblast departments of hOUSIng SUbSIdieS to 
support local offices In the use of computers and software 

TraInIng The MLSP IS now runnmg two regular monthly traInIng semInars (m WhICh SSRT staff 
partiCIpate) One semmar (usually one day) IS for oblast department staff to update them on the latest 
changes m normative documents, new software developments, and other matters The second sermnar 
(usually several days) IS prOVIded for about 25 local office staff to traIn them m the admimstratIOn of the 
program and the use of the caseload management software 

5 2 4 LOgIstics 

HoldIng MeetIngs and SemInars The MLSP has learned how to hold effective meetmgs and semInars 
On October 8, 1997, for example, It held an ImpreSSIve one-day sermnar to explaIn to all oblast 
departments (and some key CIty departments) the ImplIcatIOns of the new Cabmet of Mimsters decree 
Issued on September 22 They prepared matenal to be dlstnbuted, explamed the reqUIred pohcy and 
program changes carefully, and coordmated all the lOgIStICS Two years ago, PADCO would have had 
to pay the travel expenses of partICIpants, organIze the semmar SIte, and prepare all matenal 

Management of InformatIOn Flows to Oblasts The MLSP has also learned how to dlstnbute matenal to 
ItS oblast departments USIng e-maIl or fax The result IS the more rapId ImplementatIOn of polIcy changes 
and stronger bnks between the MLSP and ItS regIOnal departments 

5 3 OBLAST DEPARTMENTS OF SOCIAL PROTECTION 

The development of local capaCIty IS proceedIng faster at the oblast and local level than at the natIOnal 
level - pOSSIbly as a result of the greater ease of hmng skIlled computer programmers and technICIans 
at the oblast level compared WIth In KYIV 

CreatIOn of Computer Centers Several oblasts, IncludIng Mlkolatv, KharkIv, Dmpepetrovsk, and 
Donetsk, have created or expanded computer support centers WIth speCIal staff to serve the department 
of SOCIal protectIon The staff of these centers make Ideal collaborators for the SSRT They appreCIate 
the value of management InfOrmatIon systems and greatly reduce the level of effort the SSRT must put 
Into local office support They also allow the testmg of new software products and are a useful source 
of new Ideas 

LAN InstallatIOn So far, fIve oblasts have volunteered for a program under whIch SSRT staff traIn 
oblast-Ievel computer staff to Install LANs ThIS process Illustrates the WIde dIfferences among oblasts 
WIth respect to computer skIlls 
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Office-to-Office Mentormg Several oblasts - MIkolaiv and KYIV, for example - have ImtIated programs 
under whIch staff from the successful housmg SUbSIdy offIces are used to advIse and mentor staffs from 
offices that expenence problems In KYIV Oblast, for example, the heads of two or three well-managed 
and successful offices make frequent VISItS at the behest of the oblast to offices expenencmg problems 
- long hnes, lack of tImely or accurate reports, etc 

Holdmg Monthly Management Meetmgs of All Housmg SUbSIdy Offices (HSOs) Several oblasts have 
Imtiated monthly meetmgs mvolvIng the heads of all local offices The meetIngs are used to dIstnbute 
new mformation as well as to reVIew operatIOns and hear about problems Mikoiaiv has ImtIated a system 
of quarterly reVIews of local office performance wIth offIce managers and the oblast head of the housmg 
SUbSIdy program The oblast benefits from havmg all raIOn offices subordmated to the MLSP 

5 4 LOCAL HOUSING SUBSIDY OFFICES 

There are 756 local offIces that receIve applIcatIons from famIlIes and Issue nOtificatIons of SubSIdIes 
granted In addItIOn, nearly 1,000 VIllages have a part-tIme representative of the housmg SUbSIdy program 
whose Job IS to collect applIcations from local reSIdents and transfer them to the nearest full-time office 
They are also responsIble for collectmg notIfications and vouchers for lIqUId gas and solId fuel 

Some of these offices are poorly managed - charactenzed by long hnes, maccurate calculatIOns of 
SubSIdIes, and failure to adapt to the newest verSIOn of the program But oblasts are, mcreasIngly, takIng 
actIOn to deal WIth "bad" offices (see mentonng program, above) In addItIon, the MLSP IS provIdmg 
more mtensive mformatIon about updates m the program and reqUIred practices - even though most 
offices are not subordInated to the MInIstry 

Still, many local offices have demonstrated consIderable mventIveness m solvmg the problems of gettmg 
a new program up and runmng The work of the SSRT m preparmg oblast- and natIonal-level 
management procedures has uncovered many examples of local ImtIatives that deserve to be part of 
standard operatmg practIces m many offIces Below IS a sample of ImtIatives that have been developed 
and Implemented locally 

StatIOnIng housmg subSIdy personnel m ZHEKs and communal serVIces entemnses to collect and process 
subSIdy applIcatIons ThIs IS already WIdely used In VatutlllSky RaIOn, KYIV, the HSO IS bemg connected 
to all ZHEKs to SImplIfy the applIcatIOn process (the HSO WIll collect detaIls of monthly housmg and 
communal serVIces payments and passportIste data automatIcally) 

Usmg one office telephone lme as a "Hot Lme " Some raIOns have dedIcated a telephone hne WIth tramed 
staff to answer questions from the publIc about the housmg SUbSIdy program and about the applIcatIOn 
process 

Lmkmg HSOs WIth communal serVIces enterpnses In some local offices (m Cherkassl Oblast, for 
example), data on famIly heatmg or gas bIlls IS transferred m machme-readable form dIrectly from the 
heatmg company or the gas company FamIlIes do not need to lme up to collect thIS spravka separately 

Sendmg HSO staff to ZHEKs, communal serVIce enterpnses, and commumty centers to publICIze the 
housmg SUbSIdy program In publIcIzmg the program, some local office managers also wnte artIcles for 
newspapers or appear on local TV shows 
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StatIOmng HSO staff at enterpnses that are cuttmg back workforces or gomg out of bus mess Moskovka 
Ralon m KYIV works closely wIth large local enterpnses to "out-statIon" staff to dlstnbute applIcatIon 
forms and even to receIve applIcatIOns 

Allowmg people to make an appomtment wIth an HSO officer by telephone Even when a person IS not 
workmg, hIS or her tIme IS valuable By recogmzmg It, the HSO offers them dlgmty and respect 

Settmg certam days of the month as speCIal days for certam classes of applIcants Tills spreads the 
workload over the whole month for those HSOs that receIve most of theIr applIcatIOns at the end of the 
month, whIle the workload at the begmmng IS very lIght In these cases, the first 10 calendar days of the 
month mIght be speCIal days Just for penSIOners 

SendIng HSO staff to call on InvalIds and bedndden clIents durmg penods of slow new enrollment ThIS 
extra serVIce has been used m several CItIes to reach mvalIds and the very elderly 

Lmkmg HSOs WIth penSIOn offIces to allow automatIc enrollment of smgle penSIOners - or, at least, 
automatic notIficatIOn of the program In L'VIV and KYIV, HSOs are dIrectly lInked to penSIon offices, 
elImmatmg the need for penSIOners to lme up for an mcome spravka m the penSIOn office 

Usmg computers for processmg HSO office operatIOns Some offices have begun to mamtam accounts 
and payroll records of theIr own staff on computers As a result, the SSRT IS mcludmg an office 
management module m the next verSIOn of the core software program 

Evaluate the performance of each HSO staff member every SIX months Some large ralon offices have 
begun a system of revlewmg staff performance and mamtammg records of the mtervlews The manager 
gIve the evaluatIOn to each person pnvately 
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6 LESSONS AND RECOMMENDATIONS 

61 SOME LESSONS FROM TECHNICAL ASSISTANCE 

The eVIdence presented m the prevIOus sections suggests there are - even m the hIghly centralIzed and 
anti-mnovative bureaucratIc tradItIon of the former SOVIet Umon - people m government who are wIllIng 
and able to take the ImtIative and use techmcal aSSIstance to expand theIr capacIty to Imtiate and to 
manage programs It also suggests that the use of computers and customIzed software has helped such 
people move ahead more qUIckly rn shaprng polIcy and adm1lllstrative procedures Several lessons suggest 
themselves 

FIrSt. the housmg SUbSIdy program benefited from bemg started de novo rather than bemg "shoe-horned" 
mto eXIstmg MLSP local offIces and programs Smce most staff were new to the system of socIal 
protectIOn, they were less settled m theIr approach to program admImstratIOn Office managers mclude 
retired mIlItary officers and managers from closed factones Srnce there were no establIshed ways of 
dorng thrngs, everythrng had to be rnvented And, rn tImes of rapId transItion, mventIon can be better way 
to develop a program than tradItIon 

Second, USAID's provISIon of computers WIth software was vItal to the success of the housmg SUbSIdy 
program ProvISIon of computers WIthout software would have been a waste - they would have been 
used as glonfied calculators for estImatmg SubsIdIes And provldmg computers and software WIthout an 
rntenslve and long-term techmcal asSIstance program would also have been a waste Computers made the 
housmg SUbSIdy program "specIal" - creatrng an ethos among the staff of computenzed offices of bemg 
up-to-date and responsIve to clIents 

ThIrd, provISIOn of computers and software also made It essentIal to prOVIde traImng - the computers 
would not have been explOIted WIthout It ThIS meant that local office staff came to VIew themselves as 
part of a new natIOnal system - they were called to KYIV for monthly bnefings and techmcal support 
staff vISIted them m theIr offices ThIs, m turn, stImulated peer pressure to come up WIth new Ideas 
Computers forced the MLSP mto long-term collaboratIOn WIth the USAID SOCIal Sector Restructurrng 
Project - and MLSP staff, eventually, became used to workmg closely WIth experts and to workmg 
collaboratively A sImIlar process IS just startmg WIth the PenSIOn Fund offices m the pIlot program 

Fourth, long-term techmcal support for trammg IS also VItal There IS no tradItIOn of trammg personnel 
m the former SOVIet Umon - at least, trarnmg m the way It IS undertaken m the West Bureaucrats have 
tradItIOnally learned theIr job by shadowmg the bureaucrat whose job they WIll be taking over Only a 
top-management elIte receIved traImng m more general and fleXIble skIlls The development of regular 
traIllillg programs for all levels of staff as has been achIeved m the housmg SUbSIdy program IS the result 
of havrng no eXlstrng offiCIals to shadow and of all levels of staff havrng to learn computers It has been 
very Important to tram the MLSP how to use and how to delIver trarnrng 

FIfth, observatIOnal tours to the U S and to Central Europe for key pohcy-makmg counterparts were 
Important m enablmg them to conceIve of alternatIve ways of domg thmgs Because they had seen 
alternatIve systems at work, counterparts were better eqUIpped to understand recommendatIOns for new 
pohcles or amendments to eXIstmg ones These tours were also Important rn bUIldrng trust between the 
SSRT and counterparts Even WIth close collaboratIOn and several foreIgn tnps, however, Ukrarnian 
government offiCIals remam SUSpICIOUS and somewhat fearful of how theIr close collaboratIOn WIth 
foreIgners wIll be VIewed by theIr nvals and enemIes wlthrn the GOU 
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SIxth, techmcal aSSIstance must be provIded for a suffiCIently long penod for new habIts and VIews to 
grow roots m counterparts The SOCIal sector restructunng program has been workmg SInce January 1995 
on the hOUSIng SUbSIdy program and smce May 1995 WIth local offices The real fruItS In terms of the 
development of local capaCIty descnbed bnefly above began to be harvested only m 1997 

Seventh, techmcal aSSIstance must be comprehensIve Techmcal aSSIstance should support polIcy 
ImplementatIOn as well as polIcy deSIgn USAID/PADCO has worked WIth the Mlmstry on almost all 
aspects of ImplementIng the housmg subSIdy program - from collaboratIng on drafts of the ongInal 
decree, desIgmng and pnntmg applIcatIon forms, prOVIdIng computers to local offices, developIng 
computer software to calculate SubSIdIes and mamtam records, teachmg local staff how to use the 
software, analyzmg the dynamICS of the program, prepanng advertIsements for the media explaInIng the 
program, and provldmg support for the MInIstry m IdentIfymg opportunItIes to Improve the program The 
MLSP would not have so readIly adapted to the Implementation of computenzed caseload software In 
regIOnal offIces unless MLSP program staff had been tramed In the use of computers and other 
eqUIpment Bemg told of the potentlallabor-savmg wonders of the computer IS not the same as beIng able 
to use the labor-savmg computer yourself Provldmg computers WIthout comprehenSIve techmcal 
aSSIstance IS largely a waste of money 

6 2 BARRIERS TO BETTER CAPACITY BUILDING 

There are many adjustments that the Western expert must make when he or she begms workIng on SOCIal 
protectIon polIcy Issues m Ukrame If the techmcal aSSIstance project IS to transfer real skills 

FIrSt. resources avaIlable for Ukrame's SOCIal protectIon programs are very lImIted The absence of 
relIable telephone lInks, copIers, computers - even file cabmets and relIable filIng systems - and other 
offIce eqUIpment that Western admlmstrators take for granted can be a major obstacle to rapId 
ImplementatIOn of program changes That IS why we have always tned to meet the ImmedIate needs of 
our counterparts m thIS area 

Second, at the natIonal and regIOnal level, there IS an acute shortage of managenal staff The hOUSIng 
SUbSIdy program allocates nearly $1 bIllIon m targeted aSSIstance Yet the MInIStry department has a staff 
of only eIght people and each oblast has a departmental staff of only four or five - at most In the US, 
there would be at least 200 people workmg In the Mmlstry department and a further 40 working wlthm 
each oblast At the same tIme, there would be far fewer program staff working In local offices because 
operatIOns would be automated 

ThIrd, reportmg, evaluatIon, and audIt procedures are underdeveloped In Ukrame compared WIth tYPICal 
Western SOCial protectIon agenCIes AudItmg the hOUSIng SUbSIdy program, for example, was Imtlally 
VIewed as a process of ensunng that the local offices had copIes of all the appropnate documents that 
should be prOVIded by an applIcant, not as a process of testIng the accuracy and completeness of the 
mformatIOn prOVIded There IS no tradItIOn of analyzmg whether a program IS meetmg ItS stated 
ObjectIves In neIther the RUSSIan nor the UkraIman language are there words dlstmgmshmg between 
"effiCIency" and "effectIveness 

6 3 RECOMMENDATIONS 

The model of comprehenSIve, practIcal, long-term techmcal asSIstance that has been employed for the 
housmg SUbSIdy program could and should be employed to the reform of other SOCial aSSIstance and SOCIal 
Insurance programs 
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The targets for such techrucal assIstance should be the extensIOn of the targeted assIstance program from 
housmg SubSIdIes to chIld-care allowances and the reform of the penSIOn system IntensIve technIcal 
assIstance should also be proVIded to GosKomStat to reform ItS system for compIlIng and reportmg SOCial 
and economIC data 
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ATTACHMENf 1. REpORT ON THE PILOT PROGRAM TO INSTALL LOCAL AREA 
NETWORKS FOR THE HOUSING SUBSIDY PROGRAM 

SUMMARY 

The conclusIOn IS that, m plannmg a natIOnwIde "roll out" of LAN mstallatIOn, average costs of 
$500-$600 per mstallatIon should be consIdered 

There are many requests for LAN mstallatIOn aSSIstance from local subSIdy offices There are also 
very few skIlled LAN mstallatIon techmcians who can meet thIS demand m Ukrame - and almost 
none outsIde KYIV There are also many SItes where LANs cannot be mstalled because the electncal 
system IS not grounded 

Recommendation Set aSIde a budget of $75,000 - If funds are avaIlable - for the mstallatIOn 
of 120-150 LANs ThIS should cover the mam SItes where there are multiple computers, large 
caseloads, and where local mfrastructure condItIOns permIt LAN mstallatIOn 

1 INTRODUCTION 

Under agreement WIth the Mmistry of SOCIal ProtectIOn of the PopulatIon of Ukrame (MSP) and the 
Umted States Agency for InternatIOnal Development (US AID) , PADCD's Office of Techmcal Support 
(DTS) to the SOCIal Sector Restructunng Project has prOVIded techmcal aSSIstance to the MSP to mstall 
LANs m offices of the housmg SUbSIdy program of Ukrame 

The MSP requested aSSIstance WIth the purchase of eqUIpment and the mstallatIOn of LANs because the 
MSP lacked the finanCIal resources to purchase LAN eqUIpment Itself and because Its computer center 
lacked skIlled personnel famIlIar WIth modern LAN eqUIpment 

LANs are essentIal for housmg SUbSIdy offices because the offices serve an average of 12,000-20,000 
famIly cases Data are entered on several dIfferent computers SImultaneously, yet a smgle, mtegrated 
database must be mamtamed for the purpose of preparmg reports, transferrmg funds to communal serVIce 
enterpnses, and audItmg cases 

2 PuRPOSE OF THE PROJECT 

InstallatIOns were to be carned out m 15 offIces by tramed staff from the DTS, WhICh IS part of 
PADCD's SOCIal Sector Restructurmg Project sponsored by US AID The SIte offices were selected by 
the MSP based on a letter survey of oblast offIces askmg WhICh sites would be most SUItable for LANs 
The Infrastructure condItIOns necessary for the mstallatIOn of LANs were speCIfied m the letter from the 
MSP - and mcluded the speCIficatIons that the premIses be secure and that the electncal CircUlt supplymg 
the computers be grounded The LAN teanI used cablIng and connectors and Ethernet cards purchased 
by the USAID and transferred to the MSP m late November 1996 

The purposes of the pIlot program were 

• to assess the costs of other resources necessary for the InStallation of LANs m housmg SUbSIdy offices, 

• to assess the problems assocIated wIth the mstallatIOn of LANs m SUbSIdy offices, 

• to assess the benefits of LANs to the work of SUbSIdy offices, and 

• to tram personnel m the SkIlls needed for the mstallatIon of LANs 
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3 DESCRIPTION OF PROJECT 

A team of four people was lured by the OTS and receIved two weeks of mtensive tralmng m the housmg 
SUbSIdy database, the reqUIrements of housmg subSIdy offices, and the Ethernet LAN system The team 
was tramed by OTS staff who have been workmg m housmg SUbSIdy offices for SIX months 

Of the 15 SItes chosen by the MSP, 4 proved unsUItable and 1 (m KYIV) already had Installed a LAN 
system The team selected the Ethernet LAN system for several reasons Fust, the earlIer systems that 
were muse m the MSP (smce replaced under thIs pIlot project) are madequate for the full sharmg of data 
and for the SImultaneous use of databases and, second, all computers presented by USAID for housmg 
subSIdy offices already have Ethernet cards mstalled 

The data collected by the OTS LAN team show the followmg average costs for each LAN SIte (WIth con
SIderable vanatlon among SItes) 

1 The average matenal cost of each LAN - m addItIon to the cost of the LAN cable and connectors 
proVIded by USAID - was about $310 Some of these purchases were non-recurnng costs assocIated 
WIth eqUIppmg the team WIth necessary tools We would project that - for a large-scale InstallatIOn 
program - the average costs would be between $250 and $300 

2 Each InstallatIon reqUIred 10 person-days of OTS staff tIme ($200 of paId tIme of staff) ThIs mcluded 
travel to and from the SIte, mstallatIOn, testmg, and traImng local staff m the use of the LAN For a 
larger-scale project, It may be pOSSIble that thIS WIll be reduced to between eIght and mne days 
(trammg seSSIOns, for example, could be presented to the staff of two or three offices at the same 
tIme) 

3 Travel and lodgmg expenses for team members averaged about $100 per mstallatIOn 

The OTS projects that, for a large-scale LAN InstallatIOn program, the average cost per LAN mstallatIOn 
(mcludmg troubleshootmg and trammg) would be between $500 and $600 

4 RESULTS 

The results of the LAN InstallatIOn met all expectatIOns With mstructIOn and troubleshootmg from team 
members, local office staffs are able to make full use of the LAN system They are able to mamtam theIr 
growmg caseloads more eaSIly and WIth fewer duplIcatIOns and errors The abIlIty to mamtam umfied 
databases IS already assIstmg the MSP and P ADCO m developmg Its monthly reportmg system from 
selected raIOns 

At the same tIme, the pIlot reveals that there are many offices that lack the necessary phYSIcal 
Infrastructure to support the mstallatIOn of LANs The most WIdespread lack IS a SUItable groundmg for 
the electrIcal system LAN team members estIIDate that, m most of the offices where groundmg IS absent, 
the cost of rectIfymg the problem would be about $500 - mcludmg materIal and labor A related 
problem IS that, m requestmg the mstaliation of aLAN, most of the offices WIthout electrIcal groundmg 
mIsrepresented the SItuatIOn, claunmg that groundmg was m fact avaIlable The team was unable to 
determme whether thIS was due to Ignorance or was delIberate 

5 RECOMMENDATIONS 

In VIew of the success of the pIlot program, the OTS recommends that USAID support addItIonal LAN 
InstallatIons m offices that are ready and that have a heavy caseload and that are prepared to make the 
necessary complementary mvestments m mfrastructure RapId mstallatIOn of LANs - espeCIally m pIlot 
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ralOns used for the reportmg system that the MSP and P ADCO are developmg - wIll be the only way 
m wlnch the reportIng system can be completed on tIme In the Judgment of the OTS, there are very few 
offices that wIll be able to afford the InStallatIOn of LANs WIthout fInancial and techmcal assIstance wIthIn 
the next year 

LANs WIll also be nnportant for the expansIOn of audIt actIvIties AudItIng WIthout a umfied database and 
WIthout the abIlIty of offIce staff to access the full database WIll be more dIfficult and less effectIve 

The InstallatIOn of LANs should be gIven a hIgh pnonty m VIew of the follOWIng 

• the need to speed up the development of the reportIng system from pIlot ralOns because of the absence 
of any useful data on the number of famIlIes reCeIVIng SubSIdIes and the cost of these SubSIdIes to the 
State Budget, 

• the need to prepare offices for the changes In tarIffs and other aspects of the hOUSIng SUbSIdy program 
scheduled for early summer 1997, and 

• the InstallatIon of up to 800 computers to be fInanced WIth the proceeds WIth the loan from the World 
Bank 


