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FINAL PROPOSAL
Improved Municipal Finance Management Traimng Needs Assessment

INTRODUCTION

Sound financial management at the municipal level 1s an essential toundation tor undettaking
the financial commuitment 1elated to the development of infrastiucture Even the best-managed
municipalities lack sutficient teserves to tinance laige-scale expansions and impiovements of
watel and sewelage systems ot the installation of wastewater tteatment facilities Few have
adequate 1esoulces to permit the development of dianage and solid waste projects of uny
signtticnt scale This situation tequues etfective stiategic plnning at the municipal level in
combination with ttaning diected at stiengthening local tinancial management capacity and
technical assistance 1elated to infrastructuie finance and development

In most local governments cuttent municlpal services could be provided and maintained moie
ethiciently with highet 1ates of cost 1ecovery 1mproved petfoimance ot billing and collection
systems and more cost-ettective iepan and maintenance progiams To devise these greatel
levels of intetnal intormation are tequued along with an ability to 1dentity and shate best
ptactices among local govetnments Cuilent accounting and financial management systems
which lack cost accounting methods and capital budgeung capacity ale inadequate to enable
local otticrals to maximize theu tesouices and to tase and manage 1evenues optimally

In this context this note proposes a it uning needs assessment and assoctated piionty training
plan to be implemented under the Utban and Envuionmental Services (LES) Project that will
lay the gioundwotk tor tutuie development ot tinancial management capacity while providing
interventions of immediate use to target municipalities The proposed activities will lead
municipal officials to design a set of achievable objectives that include provision of improved
envuonmentdl infrastiucture and municipal services and implement sound managetial and
information systems and practices which will enhance both the accomplishment ot concrete
objectives and the optimal utihization of limuted local 1esources

The mitial basis tor this taining needs assessment and ttaining plan 1s the dignostic study
conducted by Jeanine Kleimo and Mohamed Sbihi in May 1997 and tinalized in October 1997
Impioved Municipal Financial Management Cuntent Pracuces and Lessons Learned  Thus
1epott proposed a wide-tanging and extensive action plan tor implementation by the LES
Project

Specitic taining and disseminauon activities wete selected from the list proposed 1n the
Kleimo/Sbihi 1epott based on the consultant s own expetiences and hnowledge of the situation
taced by Motoccan local goveinments These selected actuvities and actions were presented to
local government and national officials duting the tecent Semunar on Mumnicipal Management
which took place in Setrou on May [4-15, 1998 The need, 1elevance and practicality of the
ptoposed activities were discussed in further detail duting the woiking gioup on municipal
planification and tesource management

Following comments to the activities included n the diatt proposal of June 1998, this final

ptoposal has priotinized the selected acuvities bed on comments fiom USAID and TSS The
action plan 1s divided 1nto thiee priotity aieas
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¢ Revenue collection
o Cost accounting
¢ Economuc development and long-tange planning

This proposed tiaining plan consists of five actvities, including ditect technical assistance,
semunars and prepatation of best practice manuals These activities will improve management
capacity 1n the target municipaliies tor both admunistiative peisonnel and elected otficials
Many of the activities can be 1eplicated and the techniques and knowledge can be disseminated
to other local governments, as models of best practice

The tollowing intormation 15 provided tor each ot the activiues pioposed below  an indication
of the need assessment a desciiption of the specific activity the expected results ot
implementation the target audience the potentidl and means of replicability and dissemuination
to a widel audience the level ot effort iequuied the estimated cost and the proposed timing

For ditect technical assistance involving close work and cooperation with municipal officials, a
proposed TSS pilot city 15 indicated tor each ot the activities depending on the specific needs
and 1interests of each of the puot municipaliies For wothshops and semunais, the taget
audience should be extended to other municipaliies that TSS and USAID have wothed with
such as those who participated in the Municipal Management Sermunar 1n Sefiou Fuithel

wotkshops to teplicate the assistance and ttaning could then be addiessed to a wider gioup ot
municipalities
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REVENUE COLLECTION

I Activity #1 Organization of a seminar for municipal revenue collection
officers

Objective

¢ To discuss the 1evenue collection cycle and tax and fee collection pioblems and mahe
ptoposals tor then impiovement

e To encoutage the exchange of expetiences 1deas and best practices among local
goveinments including experiences related to use ot the softwaie application Regie

Assessment of need

Impioved revenue collection and management 15 one ot the keys to iemforcing municipal
financial capacity In the local government oiganization, the tegie municipale 15 the hey office
which assesses 1nd collects own local tevenues, such as 1ents local taxes and local tees tor
municipal services

The 1egie municipale tace many constiaints to then etfective operation Among these aie

¢ lack of equipment, matetials and well-ttaned personnel,

e pioblems of cootdination and tianster of information with other State 1evenue
oftices ot othel State seivices

¢ dithiculues ot coordination within the local government because the iegie depend
hieraichically on the Ministry of Finance (MoF),

¢ outdated foims documents, and tegulations

In addition 1n terms of 1evenue collection the tix bases of some taxes aie ditficult to estim ue

(such as the tax on unbuilt land) and it 15 diffieult to mobilize local citizens to pay theu local
taxes

Under the UES piogtam some ot the 1egie municipale ottices of pilot local goveinments have
been computerized with the software application Regie The stiengths and weaknesses of this
softwate application should also be analyzed in the context ot the geneial oveiview of iegie
municipale operations

A torum to buing together the duectors wnd other personnel fiom the regie municipale otfices
could be the catalyst tor an exchange ot expeiiences 1deas and best practices among local
governments

Brief description

Pie-seminal piepaiation  In piepaition of the seminat, an exercise consisting ot a thoiough
diagnostic ot the revenue collection cycle for main 1evenue souices should be carried out in
Setiou, whete the 1egie municipale 15 alieady using the sottware application Regie  This
exetcise should lead to a plan tor improving the productivity of 1evenue collection and a system
for monitoring progress and perfoimance
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Semunar This semunar should biing together heads ot regie municipale fiom the UES Pioject
target cities and the other municipaliies which also participated 1n the municipal management
semunar tn Sefrou It could be organized over | to | 5 days with the piesentation of 3-4 main
issues including the shaiing of experiences with the software application Regie and the
organization of discussion o1 woik gioups on the core topics

One of the piesentations should present the tesults of the diagnostic of the 1evenue collection
cycle, as well as wnitial proposals tor impioving the productivity of tevenue collection Other
presentations should be prepaied and piesented by duectors of 1egie municipale, with overall
coordination and guidance 1o be piovided bv a Motoce in municipal 1evenue expett pieterably

someone with experience of the legie municipale o1 a tormer official in the MoF o1 the
Tieasury

Otficials of the Tiesoierie Generale (TG) and the Duection des Finances Locales (DFL) should
be closely 1involved 1n the pieparation of and paiticipate 1n the semunai

Expected results
The expected 1esults from the o1ganiz won of this senunar include

I exchanges of 1deas wnd expetiences to help the iegle municipale to opumuze theu
work and inciease municipal 1evenues

exchanges of 1deas and expetiences on the use of the software application Regle
specific recommendations tor changes and 1mpiovements to the 1evenue collection
cycle and tor other aleas whete existing 1egulations and torms no longet tespond to
the cuirent needs and evolution ot local municipal 1evenues

4 launching of an occasional dialogue among municipal tevenue collection otficels

WO

Target Audience

Regisseurs and then staft tiom the UES Pioject target municipalities and fiom the othe:
municipliiies that participated 1n the Setiou Municipal Management Seminair Otficials of the
TG and the DFL

Replicabiity and Dissemination

Dissemunation could be assuted thiough the upgrading of the Regie softwaie application
based on tecommendations ot the workshop, and the dissemination of the new veisions of the
sottwate to the ptlot cities which aie using this softwate

Based on the tesults of the fiist seminal a second woikhshop may eventually be otganized 6-12
months atter the tust one, to deepen and extend the dialogue and exchanges among the staft of
ditterent tegie and to comment on changes biought to the Regie softwaie application

Timuing and Coordination with Other Acfivities

The uming of the seminar tor municipal collection otticets does not need to be coordinated
directly with other activities proposed 1n this ttaining plan

The Mol / DGCL 1s planning a national semuinai on decentialization and deconcentiation to tahe
place 1n November 1998 In oider to conuibute to the nauonal - local dialogue the Regie
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sermna should take place 1n October 1998 This implies that pie-seminal prepaiation activities
should take place 1n mud- to late-September 1998

Level of Effort

The pie-semunar prepaiation would 1equire the seivices of one nternational municipal
finance/tevenue expert and of one Moioccan municipal finance/revenue expeit pieferably
someone with duect expetience of the subject o1 a former offictal of the MoF Thev would
caty out the diagnostic of the 1evenue collection cycle with the Regie municipale 1n Setiou

These two experts will present then findings and proposals at the sermunar In addition the
Moroccan expett would piepate the agenda, assist in choosing the other main piesenters
cootdinate and discuss theu presentation topics with them, moderate and lead the semunar and
wiite the semunal evaluation repoit At least thiee cuitent 1egie municipale officials will need to
be idenufied as presentels and cooidinators for the working groups Overall semunal
organization and cooidination should be handled by TSS

Pre-seminai pieparation

Municipal tinance/ievenue expert - Intern wonal 10 days
Municipal tinance/tevenue expert - Moroccan 5 days
Semunal
Municipal finance/tevenue expett - Inteinational 4+ days
Municipal finance/ievenue expert - Moioccan 8 days
Torul Level of Effort 27 days
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COST ACCOUNTING

IT Activity #2  Pilot project to develop cost accounting for solid waste
collection service

Objective

e Toimptove internal management and monitoling of se1vice pLovision

This activity will be conducted by building on the capaciues ot the sottwate application Fleet
management

Assessiment of need

Moroccan municipal budgets are presented accoiding to a line-1tem format wheie the emphasis
1s placed on what 15 bought and not on the setvices provided Thus local otficials have a
good vision of the amount ot money spent by the municipality n terms of salaites utlities
expenses ete But the budget format does not permut a clear vision of what wele the actual
services provided - the efficiency of solid waste collection service, the length of municipal
roads maintained ot 1ehabilitated social assistance setvices provided etc

The Vinistry of Finance and the DGCL 1ecognize that the existing accounting system 1s out ot
date and inadequate for the management needs ot local goveinments A new budget
classific won system has been developed, which includes cost accounting elements accounting
tor municipal patrimony and municipal indebtedness The new classification was tested 1n 20
local governments in the Rabat atea with posiive results However a countrv-wide
mnttoduction of this system has untortunately been held up until the intioduction ot the new
national accounting plan

Brief description

This technical assistince activity would seeh to help the municipality of Aziou (or the
municipality of Hiumiya) piepate a cost accounting for the solid waste collection seivice and
upgtade the Fleet management sottwaie application to cover cost accounung tor this service
To the extent possible, an example of the diaft accountng classification system should be
obtamned and used during this assistance o that the tesults could be duectly integrated 1nto the
new system when 1t 1s applied This may 1equue cooperation frtom the MoF and/or the DGCL
1n cartying out this activity o1 contacts with one ot the pilot municipalities 1n the Rabat aiea

Expected iesults

The expected 1esults from this technical assistance activity include

1 bettel and mote detailed management intorm wtion on the cost and etfectiveness of the actual
sohd waste collection setvices provided by the municipality ot Aziou (o1 Hamrya)
better undeistanding and clearer presentation of municipal budget information

"
3 beiter commumnicaon of local goveinment objectives and achievements to the local
population and local community o1 business 01ganizations
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Target Audience

The pilot pioject to develop cost accounting tor the solid waste collection service will be cariied
out 1n the municipality of Aziou (o1 Hamuiva) one of the taiget municipaliies of the UES
Pioject Technical assistance 1n management and investment 1n solid waste 15 being provided to
Aziou (o1 Hamuya) and the municipality 15 alieady using the Fleet Management softwate
application

In Aziou (ot Hamuya), the taget audience and direct beneticiaries ot the cost accounting
technical wsistance would be the municipal finnce and budget personnel duectly involved in
preparing the budget as well as the duectors of the solid waste collection setvice One or two
municipal councillors including the head ot the council Budget / Finance Commussion should
participate 1n the technical assistance o1 at least be actively awaie ot the results and acuvities A
teptesentative of the MoF and of the DGCL should also be kept intormed

Replicability and Dissemination

Replicability could be assuied thiough the upgrading ot the Fleet Management softwaie
application and the dissemination of the new veisions of the sottware to the other pilot ciies
which ate using this softwate

Tining and Coordination with Other Activities

This actuvity does not need to be duectly cootdinated with othet activities included in this

proposed woik plan It 15 proposed that this activity tike place between November 1998 and
January 1999

Level of Effort

The cost wcounting technical wsistance wtivity would 1equue the services ot one Morocean
cettified accountant/ wditor and one Motocean computer  specialist To woik on  the
development of cost accounting technical assistance, each consultant should mahe about 3 tips
to the target municipality each lasting about 2 days including one tiip to present the modified
sottwate application tor Fleet Management The iest of the ume would be spent updating and
adapting this sofiwaie tor cost accountng tequirements

Cerutied Accountant / Auditor - Motoccan 9 days
Computer Specialist - Moroccan 9 days

Toral Level of Efforr 18 davs
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ECONOMIC DEVELOPMENT AND LONG-RANGE MULTI-
YEAR PLANNING

I Activity #3 Organization of a workshop on strategic planning

Objective

¢ To mnoduce the objectives of long-tange economic planning and long-term stiategic
financial planning

Assessment of need

In ptepanng theu tutie development, many local goveinment officials have general 1deas
about futuie tiends for then municipality but they have not prepaied piecise goals and
stiategies to achieve theu development objectives 1n the medium- to long-term

Brief description

Thus activity 1s planned and desciibed in the 1998 Work Plan as the Intioduction of Stiategic
Planning Techmuiques (sub-acuvity A 23 ) This tash will encompass a stategic planning
workshop covering long-range econonuc planning and long-term stiategic financial planning
The woikshop will emphasize community-based planning and techniques tor nstitutionalizing
long-term plans and shielding their implementation tiom the political changes inherent to
municipalities

This wotkshop will

¢ Sensitize mayots and othel local otficials to the need tor planning

e Piovide the audience with a methodology tor prepaing social and economuc development
plans,

o Explain the relationships between the development plan, the capial budget long-term
tinancial forecasts and annual budgets
Evpected iesults

The expected 1esults from this workshop include

¢ Enable local goveinment otticials to prepate and adopt long-tange economuc development
plans

e Establish a base tor otficials to patticipate 1n more detailed technical assistance on multi-veal

budget torecasting (Activity #4) and prepaiaton of mult-year mvestment plans (Actvity
#5)

Tairget Audience

Elected ottficials, municipal finwnce and budget and technical personnel of the LES Pioject
target municipalities
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Replicability and Dissemuination

Once the presentation documents have been piepated for the tust workshop this
documentation can be used foi further dissemination seminais to a wider audience of local
governments

Timing and Coordination with Other Activities

Thus activity should take place betoie woik on budget folecasting and piepaiation of multi-yeas
investment plans

The workshop should tahe place 1n late 1998 o1 eaily 1999
Level of Effort

The prepaiation ot the semunar documentation nd cairying out the semuinai would 1equue the
se1vices of one international municipal managet (for example a tormen city managei) and one
Moroccan municipal finance expeit In prepaiing semunar documents, the consultants could
hold discussions with the municipality ot Aziou

Municipal manager - International 12 days
Municipal finance expert - Moroce \n 5 days
Toral Level of Effoit 17 days
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IV Activity #4  Technical assistance to mumapal finance and budget staff
in budget projections (revenues and expenditures)

Objective

e To cteate the shulls tor better municipal financial management and planning

Note  Thus activity will be conducted at the same ume 1 and 1n parallel with Acusity #3

Assessment of need

Budget pieparation by local goveinments 15 viewed mostly on an annual basts  Although local
governments tahe account of pist iends when prepaiing then budgets tor the next tiscal year
(the 33-month rule ) they do not prepate torwaid loohing multi-year torecasts particulaly to
estimate the impact of future changes 1n setvice needs ind opelating costs, the attordabilitv of
futuie debt pavments and of the additional costs resulung fiom the implementation of new
investment projects

As local financial 1esouices ate limuted the options tor action by municipalities ate necessatily
limuted and 1t 15 not possible o1 a local goveinment to tespond to all 1ts needs However each
funding decision which 15 made will tesuict mumicipal ability to act in other domains Use ot
budget torecasting techmques will aid local decision-makers to have a better understanding of
the implications and tiade-ofts inheient in each tunding decision and should lead to a more
etficient allocation ot scaice 1esouices

Brief description

The technical assistance will be caitied out 1 the municipality of Aziou by two municipal
finance specidists one international and one Moroccan The fitst phase will begin by collecting
and analyzing 1n close collabot wion with the target municipality local government budget dita
tor the curtent yeu wnd previous thiee (3) yeaws Intormation will be gathered on expected
futute seivice needs and the expected 1evenue and expendituie evolution esumated for
tevenues and expendituies Thiee scenatios will be integiated nto the model piobable best-
case and worst-case Results ot woik tiom the development of a capital mvestment plan
(Actuvity #5) and use of the Piogiam Authonzation / Payment Ciedit (AP/CP 1n Fiench) to
ntegtate the wnvestment plan nto the budget process will also be entered nto the budget
torecasting model

Ench phase will requite close collaboration between local officials and adnunistiative statt and
the municipal finance specialists as well as with the specialists carrying out Activitv #5 The
torecasting model and techniques intioduced can only be etfective to the extent that the
municipality teels ownership over the product and 15 comiottable 1n conunuing to use the
model 1n managing its budget and finwnce decisions and to test ditferent scenatios It 1s
expected that the pilot municipality will participate 1n dissermunation activities and mtormation
exchanges with othel local goveinments

Expected i1esults

The expected 1esults trom this technical assistance activity include

August 1998



11

FINAL PROPOSAL
Improved Municipal Finance Management Training Needs Assessment

increased accuracy 1n budget toiecasting and pieparation,

impioved management and allocation of municipal 1esources,

better undeistanding of local financial and debt 1epayment capacity, and

improved capacity to aibitiate between competing investment projects and to
integrate then futuie costs (o1 savings) nto budget plans (in conjuncuon with
Activity #3)

E-RUSI B J

Upon completion ot the technical assistance a simple budget toiecasting model on spieadsheet
softwate will be lett with the municipality

Target Audience

The budget torecasting naining and technical assistance will be provided to the municipality ot
Aziou In oider to have the gieatest impact the munwcipality should have a computer in the
budget otfice as well as a spreadsheet software

The target audience and duect beneticiaties ot the budget fotecasting technical assistance and
ttarning would be the municipal tinance and budget peisonnel duectly tnvolved in piepaiing the
budget as well as an official trom the municipal collection otfice (1egie municipale) One or
two municipal councillors 1ncluding the head ot the council Budget / Finance Commuission
should be actively awaie of the actuivites and 1esults

Replicability and Dissemination

Replicability and dissemination would be coordinated with and cariied out at the same tumne as
teplicability and dissenunation of Activity #5 (sce below)

Tuming and Coordination with Other Activities

Acuvity #4 should be linked with and proceed at the same time as Activity #5 (piepaiation ot
multi-vear investment plans) The multi-year mvestment plan and mnvestment decisions will
have a duect impact on the municipal budget and should theietore be linked to and coordinated
with the wotk on budget torecasting assistance

Thus activitv could take place between March and June, 1999, at the same time as Activity #5

Level of Effort

The budget torecasung taining activity would requue the services of two municipal financial
specialists one mternationd and one Motoccan To work on budget torecasting techncal
assistance and ttaning each consultant should make about 2 tips to the taiget municipality
each lasung about 3-4 days Additional wotk tor pieparation and setting up the model would
1equite bout 3 days tor the Moroccan spectalist and 5 days by the international specialist
Piepaiation of the manual ot best practice would 1equite 7 days tor the Motoccan specialist
including time to coordinate the manual with the municipality and 5 days for the international
specialist

Municipal Finance Specialist - International 18 days
Municipal Finance/Investment Spectalist - Motoccan 16 days
Torual Level of Effort 34 davs
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V  Activity #5 Technical assistance to muniapal finance and budget staft
to establish multi-year investment plans

Objective

e To introduce use of specific and tianspaient CLiterld {0 pLioLitize piojects
e To encourage the use of Piogram Authotization - Payment Credit mechanism (AP-CP)

Note  This activity will be conducted at the same time as and 1n parallel with Activity #4

Assessment of need

Piepaiation and implementation of municipal mvestment projects tahe place on a case by case
basis as project studies are finalized and some hind of financing becomes available Howevel
municipal investment needs are quite extensive and local governments ate unable to tinance all
potential ptojects Thus, when one project 1s financed the opportunity to 1esolve another moie
piessing need may be delayed given limited municipal financial capactty

Piepatation of a multi-veaww municipal mvestnient plan emphasizing the establishment of
ptiority projects based on clear and tanspatent crterta would enable local goveinments to
better allocate scarce 1esouices to projects which have demonstiated priotity based on
financial economuic public heth quality of life and other ciiteria In addition this plan
would enable local governments to better manage project implementation over a multi-vea
petiod A multi-year investument plan would also enable local goveinments to better mdnage and
integlate the Progiam Authouization - Pavment Ciedit (AP-CP) techniques into theu budget
pLocess

Brief description

The technical assistance will be caitied out 1n Aziou by two municipal tinance and investment
planning specialists one 1nteinational and one Moioccan The Motoccan spectalist should be
the same as used m Activity #4 to ensute coordination wmong the two activities wnd tor the
simple spieadsheet torecast model which will be developed The fust phase will begin by
collecting and analyzing information on the process tollowed tor the implementation of 1ecent
investments Information on the exisung list of cuizent proposed and wished tor investment
projects will also be collected The consultants will develop a set of clea cuitetia and a simple
scoring system to determune the list of priotity projects The municipal counterpaits with the
assistance of the consultants will apply the project scoring system to the list of investments
dentified and will tank investments 1n order of priotity From this 1anhed list a simple mulu-
year capital budget will be prepaied based on estimated costs estimated financing available
ete

The results of this woik and use of AP/CP to integiate the investment plan into the budget
ptocess will be entered into the budget torecasting model Each phase will 1equire close
collaboration between local otficials and admunstiative statt and the mumcipal investment
planning specialists as well as with the specialists cairying out Acuvity #4 The ciitetia, and
multi-year investment model and techruques intioduced can only be effective to the extent that
Aziou feels ownetship ovel the product and 1s comfortable 1n continuing to use the model to
manage the implementauon of s mvestment plan It 15 expected that Azrou will parucipate in
dissermunation activities and information exchanges with other local goveinments
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Expected results
The expected 1esults triom this technical assistance activity iclude

1 imptoved capacity to aibitiate between competing investment piojects and o
integiate then futuie costs (ot savings) wmnto budget plans (1n conjuncuon with
Activity #4)

medasui able outputs or benefits ttom the outlays of the ivestment budget

acceptance  financing and implementation of projects which maximize local
development
optimization 1n the use ot budget 1esources

(U5 S

N

Upon completion of the technical assistnce 1 simple multi-year capital impiovement plan
model on spieadsheet sottwaie will be lett with the mumcipahty This model will be integiated
with the budget toiecasting model

Target Audience

The mulu-vear nvestment plan tramming and techmcal assistance will be provided to the
municipality ot Aziou In oider to have the gieatest impact the mumcipality should have a
compuiel 1n the budget office s well as a spre wdsheet softw aie

The taiget audience and duect beneticlaies of the multu-year nvestment plan technical
assistance and ttamming would be the technical personnel duectly involved in preparing
investment projects and municipal tinance and budget personnel ditectly involved in piepaiing
the budget One o1 two municipal councillois including the heads of the local counci

Commussions which analyze investment pioposals should be actively aware of the activiues
and 1esults

Replicability and Dissenmunation

The modet and techniques which ate developed thiough the budget torecasting ttaining and the
multi-ve u investment plan taiming will be explamed and dlustiated i an investment
piepatation manual This manual should be piepated 1n collaboration with the beneticiay
municipality Once the manu 1s completed dissenunation seminas to explan the multi-veal
investment prepaiation techniques and model to other pilot municipalities of the UES progiam
and then to a wider audience ot local goveinments can be held The technical and tinance statt
that has p uticipated n the technical assistance should be actively included in the dissermunation
seminais

Timing and Coordination with Other Activities

Activity #5 should be hinked with and proceed at the same ume as Activity #4 (budget
totecasting and piojections) Once a capital impiovements plan has been piepaied, the
investment decisions will have a diect imp et on the municipal budget, and should theietore be
linked to and coordinated with the woik on budget torecasting assistance

This activity could tike place between Maich and June 1999, at the same time as Actvity #4
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Level of Effort

The piepaiation of a multi-year investment plan activity would requue the seivices ot two
municipal finance/investment planning specialists one international and one Motoccan To
work on multi-year investment budgeting technical assistance and tiaining, the intetnatonal
consultant should make about 2 tups to the taiget municipality, lasting about 2-3 days (The
Motoccan consultant could combine one tip with Actvity #4) Additional wotk tor preparation
and setting up the model would 1equue about 3 days tor the Moloccan spectalist and 3 days tol
the international specialist Prepaiation ot the minual of best practice would requuie 5 days tol
the Motoccan specialist including time to coordinate the manual with the municipality and 3
days of 1eview tor the inteinational specialist

Municipal Investment Planning Specialist - Intetnational 12 days
Municipal Investment Planning Specialist - Moioccan 12 days
Totul Level of Effort 24 days
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ACTIVITIES FOR A DISSEMINATION STRATEGY

These activities would help to 1emnforce previous assistance cartled out under the UES

program It 1s not expected that the Pioject will have sutficient LOE 10 cany out these
addittonal dissemination activities

VI Activity A Traming activities and workshops specifically for elected
officials, covering a wide range of subjects, such as budget
and finances, decision-making skills, preparation and
choice of mvestments, management of implications of
computerization, human resources

Assessment of need

Many elected offictals lack certain shills and bachgiound hnowledge to enable ettective
management and decision-makung In addition, they also appear to micro-manage all detuls ot
municipal opetations and ate 1eluctant ot do not know how to iely on then admunisti wive statt
to piovide the intormaton to foim the basis of council decisions A taigeted seiies of
wothshops to 1ddiess the tamning and intormation needs of elected otficials would be a stait o
addiessing these issues

Biief description

This activity would consist of a one-day 1etieat tfor local elected otficials and two tamning
worhshops The one-d ty tetiear would setve to tocus and 1dentity the specific 1ssues and areas
tor assistance which aie priouty concerns tor these otficials i the taiget municipalities The
results and conclusions ot the tetieat would setve as the base to piepare the specific topics for
the naining workshops Each wothshop could last about two (2) days One worhshop could
tocus on general management 1ssues, such as decision-making skills geneial o1ganization and
mangement and human tesoutces management The second wolhshop could tocus on mote
specific technical 1ssues such s budget and hinances 1nvestment planning and prepatation
economic development and establishing public-private pattnerships

Expected results
The expected 1esults from this technical assistance activity include
I impioved understanding by elected otticials ot theu 1ole and then capacity to tulfill
this 1ole 1n a more etficient and results-oriented manner,
2 undetstanding of key concepts 1n general management Issues
3 encouragement of exchanges of expeiiences among local elected officials on
management and technical 1ssues

Target Audience

Elected officials (Piesidents Vice-Piesidents and murucipal councillois) of the taget
municipalities of the UES Pioject
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Replicability and Dissemination

The tormats and subjects covered by these wotkshops and seminats could be adapted and used

for additional workshops to teplicate this ttamning tor elected officials mn a wider gioup ot local
governments

Tuning and Coordination with Other Activities

The one-day retieat and the woikshop on general o1ganization and management would not need
to be duectly cootdinated with the other activities 1n this training plan The woikshop on mote
technical 1ssues should be organized after completion ot activities telated to cost accounting
budget torecasting, and preparing a multi-year mvestment plan

Level of Effort

The one-day tetteat should be conducted with TSS and USAID statf as well as with a high
level Motoccan consultant 1ecognized as o peer by the participating elected officials who
would lead the discussions and summanze the conclusions ot the ietieat, as the base to
plepating the two seminats

Piepatation of the semunar on genetal management 1ssues would 1equue the services ot one
Motoccan Organization Specialist, one Mowoccan Human Resources Specialist and one
International Consultant (specialist aiea to be deterrmined by the agenda and topics for the
woikshop) Preparation and paitictpation 1n this woikshop may iequue 3 days toi each
specialist

Prep ution of the semunat on technicl and finance 1ssues will follow on activities carmed out
tor budget foiecasting cost weountung multi-vear mnvestment plans and municipal assets
evaluation

Rereat
Motoccan Consultant 3 days

Genelal Management Semunal

Organization Spectalist - Moioccan 5 days
Human Resouices Specialist - Motoccan 5 days
Other Specialist (tbd)- International 5 days

Technical and Finance [ssues Senuna
Municipal Finance/Investment Spectalist - Motoccan 6 days
Accountant / Auditor - Motoccan +days

Toral Level of Effort 28 days
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VII Activity B Seminar on developing the dissemination and transmission
of information to elected officials for assistance in
decision-mahing

Assessment of need

Decisions taken by elected otticials depend in part on the quality and umeliness of information
and analysis presented to them by admunisuative ottficials Tianing for elected officials 1n use
of such information (5 planned under Activity A The purpose of this activity 1s to use the
results from wotk on cost accounting  budget tortecasting and prepaiation of multi-yeat
mvestment plans to assist local administianve statt in prepaiing and presenung clear umely
and 1elevant information on the municipal budget finance and investment situation and to use
analytical tools to estimate the impact of different scenalios tor council decisions

Birief desciiption

The consultants who woihed on technical assistance activities tor cost accountinz budget
forecasting and pirepatation of multi-year investment plans would jointly piepate a workshop
on ustng and piesenting the information developed tiom these new techniques

Expected iresults
The expected 1esults from this technical assistance activity include

I iewnfolce techniques and knowledge gained tiom technical assistance activities tol
budget forecasting, cost accounting and pieparation of multi-year investment plans
emphasize analytical use ot data produced

develop analytical skills and capacitv to prepate succinct and ielevant information
buiets tor use by elected otticials

[UR18 W)

Taiget Audience

Municipal budget and tinance personnel 1egie municipal personnel and technical personnel of
the UES Project target municipalities At least one elected otficial tiom each target municipality
could also p uticipate in the senuna

Replicability and Dissemination

Once 1epoiing toimats tools and information standards have been piepaied for the fist
wotkshop this documentation can be used tor twther dissemunation seminais to o widel
audience of local govetnments As with the fist wotkshop, it should be held after the taget
audience has alieady been mnnoduced to the dissemmation workshops covenng in detal
techniques ot budget torecasting cost accounting and multi-year mvestment plans

Tunming and Coordination with Other Activities
This wothshop cannot be caiied out unul the 1esults and conclusions, as well as the fust

dissemunation wothshops of the tollowing activities have been completed budget foiecasting
cost accounting capital budgeting
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Level of Effort

A lairge pait of the etfort to cairy out this actuvity will have been achieved by cairying out the
above-mentioned actvities The consultants who would piesent this woitkshop would
consolidate the wnformation piepated and propose 1eporting formats, tools and intormation
standards which would be usetul / essential to communicate to elected otficials as aids to
decision-making This would requite about 5 days of each consultant, including piepatation
participation 1n the fust workshop and wotkshop evaluation

Municipal Finance / Investment Specialist - Moroccan 7 days
Accountant / Auditor - Moioccan 5 days

Total Level of Efforr 12 days

August 1998



19

FINAL PROPOSAL
Improved Municipal Finance Management Traming Needs Assessment

ACTIVITIES FOR DISCUSSION WITH WORLD BANK OR OTHER DONORS

The activities below would help to build on and extend the puonty activities planned fou
implementation thiough the UES Project As thete ate not sutticient funds to implement these
activities 1t 1s proposed to discuss them with other donots such as the Woild Bank

VIII  Activity C Identifv and develop revenue-generating activities and
encourage partneiships between the local authority and
other economic agents to provide such services

Assessment of need

Few activities caiiled out by local goveinments enable them to eain additonal 1evenues ot to
even cover the costs of operation of the facilities In the past decade, and 1n many countues in
the wotld many activiies pieviously carried out by public authorities have been eithel
piivatized conttacted out to piivate opelatols o1 been the target of the establishment of public-
ptivate pattnerships These new toims of management and privatization in many cases have led
to service etficiencies cost savings and improved service delivety It has only been a 1ecent
development in Motocco ol local goveinments to begin to think of contiactung out certan
municipal services such as solid waste

Biief desciiption

Thete ate two possible ways to conduct the activity on 1denttying and developing revenue-
genetating activities and encoulaging paitnerships between the local authouty and othel
economic agents to provide such services

Option 1 would involve the development of a case study of an existing partneiship tor ievenue-
generating activities This case study would idenuty the process by which the local government
determuned that a pattnership would better provide a seivice how the pattners wete contacted
the 1greements concluded and how the partnership has worhed out to date The case study
would 1denufy the elements and hevs to the success ot the partnership activity ot as the
experience may be the reasons tor fulute o1 poot pettormance of the pairtnership On the basis
of the case study a worhshop cn be presented to other municipities the worhshop would
only be successtul 1t the case study municipality takes an active part in 1ts piepatation and
piesentation

Option 2 would be to 1dentify any intelest o1 oppottunities among a mumicipality to focus on
establishing a pattnership tor a specific activity Duect technical assistance would be provided
1n helping the municipality to analyze the best opportunities to identity potential paitners and to
help the municipality analyze pioposals trom financial economuc technical standpotnts on how
thev would inciease municipal tinancial capacity and provide better services to the community
A paitnelship best practice manual would be developed from thus experience

Expected results
The expected 1esults tiom this technical assistance activity include
I a new collabolation between municipal government and other economuc agents
leading to moie etficient seivice pioduction and delivery and impioved municipal

tinancial situation
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2 anundeistanding of the key elements for establishing successtul paitnerships which
provide teal added-value to the municipality

Target Audience

It Opuon | the case study would be cattted out with a municipality with the experience ot a
partnetship tor a revenue-genetating service The wotkshop to present the 1esults ot the case
study would be targeted to other interested mumnicipalities

If Option 2 the duect technical assistance in prepaiing the giound work for a patnership
would be provided to one municipality The workshop to piesent the results of the duect

technical assistance and best practice manual would be taigeted to the other intetested
municipalities

The target audience ate municipal elected otficials and theu finance and technucal staft

Replicability and Dissemination

Under Option | the wotkshop piesenting the tesults ot the case studv and approaches to
establishing pattnerships for certain municipal activities could be replicated to a wider target
audience

Under Option 2 the best practice mnual stemnung friom the diect technical assistance would
be the basis for wothshops ieplicated to reach a wider taiget audience

Level of Effort

Opuon 1
One local Moroccan management consultant spectalized in economuc development (o cairy out

the case study and prepate the ttaining / intormation wotkshop This ettort should include 15-
18 days to prepate on the cse study, and 5-6 days to piepale and cairy out the wotkshop

Management Consultant - Moroccan 20-24 days

Opuon 2

One 1nternational management consuitant and one Moioccan management consultant specialist
in econonuc development Both would woik duectly with the target municipality Thus ettort
could involve 2-3 tips to the municipality with about 4-5 days at each tume (each consultant
should make at least two tiips) Wiinng the best practice manual would 1equue 10 davs tor the
Motoccan consultant and 3 days tor the international consultant Piepatation ot the information
/ dissemunation serminai would 1equue 3-4 days fot each consultant

Management Consultant - International 14 - 17 days
Management Consultant - Moioccan 21 - 24 days
Total Level of Efforr 35 -41 days
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IX Activity D Set up a pilot project to identify, evaluate and re-evaluate
municpal property and assets (patrimoine municipal)

Assessment of need

The notion of municipal property management and accounting has not been fully ntegrated mto
the cuirent accounting and budgeting system Valuation and recording of major fixed assets
and muntcipal propetty (patiimoine) has not been cailied out and local govelnments aie unable
to depreciate these assets to plan tot futuie 1eplacement

The new budget classification and accounting svstem will include an accounting tor municipal
patrimony For the moment thete do not ppeat to be clear policies and guidance tor evaluation
and 1e-evaluation of fixed assets and municipal piopeity

Brief description

This pilot project would seek to caity out an exeicise to tdentfy evaluate and re-evaluate
municipal propetty 1n a small- to medium-size municipality This activity should be carnied out
in close coordination with otficials from the appiopiiate Ministiies

Betore ¢ uiving out the exercise current Moitoccan law 1egarding evaluation of municipal
propeitv should be analyzed as well as the pioposed changes which would tesult from
intoduction ot the new budget classitication system A methodology and a pilot database
system should be pioposed and discussed with municipal otficials and VioF and DGCL
ofticials to come to a consensus tor a pilot test ot the evaluation methodology (Note
coordination with other services o Ministiies may 1so be needed)

Expected results
The expected 1esults tiom the pilot municipal propetty evaluation exercise include
I pilot development and test ot a simple evaluation methodology for municipal
propetty
2 1mproved knowledge by the local goveinment of its assets and theu cuient
condition

Target Audience

The pilot project to set up an evaluation ot municipal assets and property could be cartied out in
one the UES Project target cities, o1 1n another municipality which would be interested i this
exelcse

The taiget audience and duect beneficiauies of the pilot project are elected otficials municipal
tinance officets the seivice responsible for management ot municipal property Thiough
coordination and consultation, 1epiesentatives ot MoF DGCL and other Government services
will also benefit fiom this activity

Replicability and Dissemination

The evaluanion methodology and proposed database tormat which are developed thiough the
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piot municipal property evaluation exercise will be explained and illustiated 1n a municipal
propelty assessment manual This manual should be piepaied 1in collaboration with the
beneficiary municipality Once the manual 1s completed, dissermunation semnars would explain
the property assessment methodology and exeicise to other intelested mumnicipalities then
semunars tor dissemination to a widet audience of local goveinments can be held The
municipality staft that has participated in the pilot evaluation exercise should be actively
included in the dissemuination semuinais,

Level of Effort

The pilot municipal property evaluation exelcise would requite the services of a Moroccan legal
expelt, and two property assessment speclalists one international and one Moroccan The legal
expert would be tesponsible tor the 1eview of existing iegulations and the 1mpact of proposed
changes The piopetty assessment specialists would woik with the target municipality and with
MoF and DGCL to develop the methodology piopose a database format and caity out the
evaluation exeicise with local and national ofticials The methodology and database format
would tequuie 10 days for each specialist The evaluation exercise and inputting the data would
require about 5 days tor each Wutng up a practical guide would need 5-8 days trom the
Moroccan speclalist and 3 days trom the 1nternanonal specialist

Legal Expert - Motoccan 5-8 days
Pioperty Assessment Specialist - International 18 days
Propeity Assessment Specialist - Moiroccan 20-23 days
Total Level of Efforr 43-49 days
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