


Department of Economic and Social Affairs

New York, 2007

ST/ESA/PAD/SER.E/93

Innovations in Governance
in the Middle East, North Africa,
and Western Balkans

Making Governments Work Better
in the Mediterranean Region



DESA

The Department of Economic and Social Affairs of the United Nations Secretariat
is a vital interface between global policies in the economic, social, and environ-
mental spheres and national action. The Department works in three main inter-
linked areas: (i) it compiles, generates and analyses a wide range of economic,
social and environmental data and information on which Member States of the
United Nations draw to review common problems and to take stock of policy op-
tions; (ii) it facilitates the negotiations of Member States in many intergovernmen-
tal bodies on joint courses of action to address ongoing or emerging global
challenges; and (iii) it advises interested Governments on the ways and means of
translating policy frameworks developed in United Nations conferences and sum-
mits into programmes at the country level and, through technical assistance, helps
build national capacities.

NOTES

The designations employed and the presentation of the material in this publica-
tion do not imply the expression of any opinion whatsoever on the part of the
Secretariat of the United Nations concerning the legal status of any country, ter-
ritory, city, or area, or of its authorities, or concerning the delimitation of its fron-
tiers or boundaries.

The designations “developed” and “developing” economies are intended for statis-
tical convenience and do not necessarily imply a judgment about the stage reached
by a particular country or area in the development process. The term “country” as
used in the text of this publication also refers, as appropriate, to territories or areas.
The term dollar normally refers to the United States “dollar” ($).

The views expressed are those of the individual authors and do not imply any ex-
pression of opinion on the part of the United Nations.

ST/ESA/PAD/SER.E/93

United Nations publication

Sales No.: E.07.II.A.2

ISBN: 978-92-1-104565-9

Copyright © United Nations, February 2007

All rights reserved

Printed by the United Nations, New York



Foreword

Encompassing Northern Africa, parts of Western Asia and Southern Europe – including
the Balkans – the Mediterranean region is a diverse region containing countries with
many similarities yet each having its own unique social, political, and economic systems.
The very diversity of this region provides excellent opportunities for the countries to ex-
change experiences and learn from each other about how government can work better
for the benefit of all citizens. Furthermore, because the countries in the Mediterranean
region are so close geographically to one another, they all share a common interest in
the continued development and prosperity of the region. That prosperity depends largely
on each country’s ability to make the public sector more efficient and responsive to a
changing world.

In line with the above, in 2003 the United Nations Department of Economic and Social
Affairs (UNDESA), through its Division for Public Administration and Development
Management (DPADM), established a Programme for Innovation in Public Administra-
tion in the Mediterranean region – InnovMed, which promotes the dissemination and
transfer of innovations in public administration. Its ultimate goal is to contribute to the
improvement of governance systems in the countries of the Euro-Mediterranean area in-
cluding the Middle East, North Africa, and the Western Balkans. In June 2006, UN-
DESA launched the first Network of Innovators in Governance in the Mediterranean
region to further promote knowledge-sharing among the countries of the Arab region and
Western Balkans.

The objective of this book, which is one of the substantive outputs of the InnovMed, is
to describe and analyse some of the innovations that are taking place in the public sec-
tor both at the local and national levels in the countries of the Mediterranean region to
disseminate lessons learned on innovation in government. This publication is intended
for academics, practitioners and policy-makers interested in managing change and pro-
moting public sector innovations that can increase the quality of life of citizens.

All the innovations we discuss in this book are significant, whether the innovation is
large or small, in one government institution or across the board, a successful transfor-
mation or merely a small first step on the way to reform. They indicate each country’s
willingness to change, to be open to new ways of thinking and running the government.
It is that spirit of openness to change that is the key not only to survival but also to fu-
ture prosperity, for all of us, in the Mediterranean region and around the globe.

We hope the innovations in governance that we examine throughout this book will pro-
vide helpful answers to public administration challenges – and will inspire other na-
tions to consider adapting these innovations to their needs and vision for the future.

Guido Bertucci, Director
Division for Public Administration and Development Management
Department of Economic and Social Affairs, United Nations
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Methodological Note

The cases presented in Part One of this book are based on a review of the nomina-
tions and supporting documentation submitted for the United Nations Public Serv-
ice Awards (UNPSA) between 2003 and 2006 by public sector agencies, academia,
Non-Government Organizations (NGOs) and other organizations from the Mediter-
ranean region.

The innovations analysed in Part Two of the book were prepared by national ex-
perts in consultation with relevant government officials (innovators). These cases
were presented and discussed at the previously mentioned Meeting organized by
UNDESA,within the framework of InnovMed, and under the auspices of the Min-
istry of Civil Service and Administrative Development, Office of the Prime Min-
ister of the Government of Tunisia. In preparing the case studies, the experts were
invited to respond to the following questions:

1. What was the problem the innovation tried to solve?

2. What are the main characteristics of the innovation?

3. Who were the stakeholders involved in designing, implementing and
assessing the innovation?

4. What are the tangible results of the innovation and which groups did it
benefit the most?

5. What challenges were encountered in designing and implementing the
innovation and how were they overcome?

6. What were the main steps of the process of design and implementation
of the innovation?

7. Is the innovation an isolated reform effort or has it created a positive
environment for reforms in other areas leading to the attainment of national
long-term development goals?

8. What makes this innovation adaptable to other countries?
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Executive Summary

Change is never easy, for individuals and nations alike. Forging innovations in the
way a country governs itself is especially difficult and often painstaking, but when
it takes place – and when it works to make life better for citizens and communi-
ties – it is a great achievement. When innovation works – when a government can
take a good idea through all the necessary and difficult steps that implementation
requires, all benefit.

This book leads us through the journey of innovation by analyzing the challenges
and opportunities that countries in the Mediterranean region have faced to improve
their governance systems. Accordingly, the book is divided into three parts. Part
One provides an overview of successful practices from across the Mediterranean re-
gion nominated for the UNPSA between 2003 and 2006. Part Two of the book ex-
amines innovations that have taken place in eleven countries, namely, Albania,
Bosnia and Herzegovina, Croatia, Egypt, Jordan, Lebanon, Morocco, Syria, Tunisia,
Turkey, and The former Yugoslav Republic of Macedonia through case studies. It
also includes a contribution on the Dubai Awards Programme and its significance
on the degree of innovation that has occurred in the city since its inception. Part
Three distills lessons learned and key policy recommendations.

At the outset, this publication provides a conceptual framework on innovation in
governance and tackles key questions, including why governments need to innovate;
what are the emerging principles and strategies in governance and public adminis-
tration innovation for achieving the Millennium Development Goals (MDGs); and
what is innovation in governance. The authors underscore that governments face
both external and internal pressures to innovate and manage change. At the interna-
tional level, countries have to grapple with emerging global issues such as cross-bor-
der terrorism, migration, and health epidemics, while readjusting their policies to
integrate into the world economy. At the domestic level, countries are faced with
three main challenges: they must provide higher-quality services with reduced re-
sources; they must make public institutions more accountable and responsive, and
they must respond adequately to the demands from citizens for greater participation.

Chapter 2 gives a brief synopsis of innovations in governance and public adminis-
tration from the Mediterranean region nominated for the UNPSA between 2003
and 2006. The aim of all of these innovations was to improve citizens’ lives.
Whether the country was providing water to the rural populations (Morocco), or
enhancing the efficiency of customs (Jordan), or modernizing public employment
service (Spain), they all had one thing in common: they came up with solutions to
enhance public sector performance and ultimately benefit their citizens, their busi-
nesses, and their country’s future stability and prosperity.

Part Two of the book takes a look at twelve countries in the Middle East, North
Africa, and Western Balkans that made government work better through specific
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innovations. The case studies presented in this book follow one of four broad types
of innovation: conceptual innovation with a particular focus on engaged governance;
organizational and management innovation in traditional bureaucracies; process in-
novation to improve service delivery (including use of Information and Communi-
cation Technologies – ICTs in government operations); and institutional innovation
in post-conflict countries. The case studies are therefore grouped and presented by
type of innovation in government rather than in alphabetical order.

Albania and Turkey undertook innovations to engage citizens and encourage local
participation in governance. In 2003, Albania launched a pilot project, rating the
maintenance of schools in seven municipalities according to a new technique called
the Trained Observed Rating (TOR), to make a transition from a previously central-
ized system to one in which local entities became responsible for maintaining and
operating primary and secondary schools. TOR set up uniform standards to judge
the condition of schools. This innovation was later replicated in nine schools in
Pogradec and in six other cities and communes in Albania.

Turkey initiated the Local Agenda 21 (LA-21) to engage and give voice to local
communities in public affairs to achieve sustainable development and improved
service delivery. Turkey is paving the way for a new local governance model by en-
couraging local stakeholders to get involved in decision-making processes that were
once centralized. Under the framework of LA-21, local communities in Turkey
strengthened the participation of women and disadvantaged groups in social, eco-
nomic, and political spheres and sustained historical and cultural heritage by engag-
ing citizens.

The innovative cases of Egypt, Jordan, Lebanon, Morocco and Tunisia involve man-
agement change in traditional bureaucracies, with a particular focus on human re-
sources. Whether turning around an underperforming state-owned enterprise in
Egypt, professionalizing systems managing human resources in Jordan, changing
to functional differentiation in organizational setups in Lebanon, right-sizing the
public sector through attractive severance arrangements in Morocco, or supervising
the quality of public service delivery in Tunisia, the public sector came with inno-
vative ways to manage staff and organize human resources to become more efficient
and responsive to its citizens.

In Egypt, recent reforms in Telecom Egypt (TE) provide valuable lessons in turn-
ing around a state-owned enterprise, one characterized by a centralized, hierar-
chical structure with a lethargic culture, no marketing department, very little
sensitivity to customer service, and overstaffed with unskilled and unmotivated
employees. In 2003, TE embarked on an extensive and innovative management
reform that also included strategic alliances to hedge the company against uncer-
tainty. TE began by downsizing staff through reviewing the number of employees
and building a detailed cost structure model to allow the company to position it-
self in future tariff negotiations with the National Telecommunication Regulatory
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Authority (NTRA). The Company also implemented highly effective and efficient
human resources reforms through intense and effective training programs and im-
proved financial reporting systems, while attempting to address market competi-
tion locally through a strategic planning unit and internationally through studying
overseas trends.

In Jordan, the Jordan Institute for Standards and Metrology (JISM) recently set
out to professionalize the management of human resources. JISM is a center of
excellence in the area of standardization and related fields, playing a leading and
proactive role in protecting the interests, health, and safety of the Kingdom’s cit-
izenry and environment and enhancing the competitiveness of Jordanian products
in the national, regional, and international markets, all in keeping with national
goals. JISM has adopted a strategic approach to human resources management by
linking all processes starting from recruitment and placement, through training,
promotion, and succession. The Department uses both quantitative and qualitative
indicators to increase the efficiency of its services. It gathers daily statistics, con-
ducts inspections, and issues reports on whether deals and transactions have been
handled in a timely fashion.

In Lebanon, the Ministry of Finance (MOF) introduced new tax policies along with
organizational change in several offices. Launched in 2002 as part of wider tax pol-
icy reforms, the value-added Tax (vAT) was implemented to widen the tax base,
modernize the taxation system, develop the economy, and satisfy international and
regional trade obligations, some of which require eliminating customs on imported
products. By customizing internationally proven systems to the local requirements
and circumstances and by initiating training for the staff of the newly established Di-
rectorate, the MOF could implement these reforms.

Morocco’s innovation to reinvigorate the public sector involved the implementation
of a voluntary retirement programme. Suffering from constantly increasing wage ex-
penses in a bloated public sector, the Ministry of Public Sector Modernization
(MMSP) was handed the task of right-sizing the public sector through voluntary de-
parture. Completed in June 2005, some 38,000 civil servants, or close to 7.5 per cent
of the employees, took part in the voluntary departure programme. As a consequence,
Morocco expects to save 5 billion Moroccan Dirham in 2006, and the same amount
in 2007. Successful right-sizing, however, is only one part of a successful, compre-
hensive human resources management reform. MMSP is also implementing addi-
tional reforms, including limiting recruitment, redeploying existing staff, revising
salary-grid and promotion systems, and simplifying personnel statutes.

In Croatia, the collaboration among judges, law professors, lawyers, and law stu-
dents, through an NGO, has created a web-based legal information infrastructure,
called the Judges’ Web, to improve the transparency and efficiency of Croatia’s ju-
dicial system, as well as to increase citizens’ access to justice. Initially established in
1999, an on-line searchable database of judicial rulings was launched in May 2001.
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In Syria, recent reform efforts to modernize public administration involved comput-
erizing the civil records system, which became fully operational in 2004. This in-
novation provides insights into the challenges of managing the transition from paper
to paperless record keeping.

In Bosnia and Herzegovina, the adoption of the Civil Service Law in 2002 marked
the launch of a process establishing a professional, merit-based civil service, aimed
at providing unbiased expertise and professional continuity in the state-level insti-
tutions. Adopting the law paved the way to the establishment of the Civil Service
Agency, which is now considered a very successful innovation.

Concluding Part Two is the exemplary case of innovation in public administration
in Dubai. Although the United Arab Emirates was not part of InnovMed, the case
is included because it is a model for success that other countries can replicate. Dubai
has grown at an exponential speed. This continued growth and systematic expansion
of Dubai could not have happened without the support of a public administration
that is efficient, effective, people centered, and service oriented. This kind of sup-
port did not happen overnight. Like any developing environment, Dubai’s public
administration struggled to cope with the fast-changing environment. The solution
was to set up a competitive system to inspire change from within. In 1997, Sheikh
Mohamed Bin Rashid announced the Government Excellence Award program,
which was conceived as an incentive to accelerate the pace of change and drive all
administrations toward innovations that would bring increased efficiency and ef-
fectiveness. This competitive tool aimed at rewarding performance. The Award Pro-
gram has stimulated many innovative changes in Dubai’s government – new
thinking prevails and the process of transformation continues.

Part Three of this publication looks at the key lessons drawn from the successful in-
novations presented in the course of this book and also maps out strategies for in-
novation in governance. The authors underline that the design of an innovation is
as important as its implementation and that great detail should be given to planning
and involving all stakeholders in the innovative project. Innovative strategies that
build a sense of ownership, empower citizens, and encourage active participation
have a greater chance of success.
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Chapter 1

Innovation in Governance and Public
Administration: Key Issues and Perspectives1

By Adriana Alberti and Guido Bertucci

Several countries are making progress in achieving the MDGs, but much remains to
be done. According to the 2005 Millennium Development Goals Report, “some re-
gions have made little progress or even experienced reversals in several areas. Many
countries have seen economic growth while others have experienced stagnation.”2

“We cannot win overnight,” says United Nations Secretary-General Kofi Annan.
"We will have time to reach the Millennium Development Goals… but only if we
break with business as usual. Success will require sustained action across the entire
decade between now and the deadline. It takes time to train the teachers, nurses,
and engineers; to build the roads, schools, and hospitals; to grow the small and large
businesses able to create the jobs and income needed. So we must start now. …
Nothing less will help to achieve the Goals.”3

To achieve the MDGs, countries must strive toward “efficient, accountable, ef-
fective, and transparent public administration, at both the national and interna-
tional levels.”4 Participatory processes of government also need to be deepened
to ensure citizens’ engagement to achieve the MDGs, according to the United
Nations Economic and Social Council in its resolution E/RES/55 dated 21 Oc-
tober 2005.

1. Where Should Countries Begin the Path to Innovation?

Although there is wide consensus at the international level on what should be done
to accelerate development and prosperity, there seems to be less shared knowledge
and capacity on how to do so. Knowledge on how to achieve the MDGs exists, but
it is often fragmented and spread among several countries. In fact, it is not unusual
that a government has been able to address challenges in one development area but
not in others.

To capitalize on existing knowledge, the United Nations General Assembly recom-
mended in Resolution 57/277 that the exchange of experiences related to the role
of public administration in the implementation of internationally agreed goals, in-
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cluding those contained in the Millennium Declaration, be encouraged.5 Further-
more, in its draft resolution A/60/L.24, the General Assembly “agreed that the
United Nations should promote innovation in government and public administration
and stressed the importance of making more effective use of United Nations Pub-
lic Service Day and the UNPSA in the process of revitalizing public administration
by building a culture of innovation, partnership, and responsiveness”.6 The Coun-
cil further recognized that all Member States, particularly those from the develop-
ing countries, can greatly benefit from peer learning and the sharing of experiences
about innovation and initiatives in the public sector.7

1.1 Sharing Knowledge is the First Step

These are challenging times for governments around the world because they must re-
spond to increasingly complex demands from their citizens and significant changes
in their global environments. Governments are grappling with several difficult social
and economic issues, including poverty eradication, unemployment, poor education
systems, health epidemics (including HIv/AIDS and the avian influenza), and envi-
ronmental degradation. At the same time, they are attempting to readjust their poli-
cies and skills to integrate effectively into world economy. All of these challenges put
a strain on the capacity of any state to accomplish its mission effectively.

Within a framework of extreme diversity in local conditions and situations, it is
possible to identify four major trends worldwide of State and public administra-
tion transformation:

• The construction or reconstruction of a State that operates according to
the rule of law;

• The revitalization of the State and public administration;

• The reconfiguration of the role of the State; and

• A growing demand to make democracy more meaningful and to allow
for more opportunities of participation in policy making.8

Overall, governments are faced with three main domestic challenges. First, they
must operate and provide more far-reaching and higher-quality services with re-
duced resources and limited operational capacities. That is to say, governments must
use their resources and build capacities not only more effectively but also more cre-
atively by, for example, enlisting the support of the private sector and civil society
in service delivery.

Second, they must make public institutions more accountable, responsive, and ef-
fective by promoting a more citizen-oriented public administration. Third, and

5 United Nations (2005). Official Records of the General Assembly, Draft Resolution, Sixtieth Session, A/60/L.24.
6 (UN, 2005, A/60/L.24, para. 7).
7 United Nations (2005). Official Records of the Economic and Social Council, E/RES/55.
8 For a more extensive analysis of these four trends, see the 2005 UNDESA publication on “Human Resources for

Effective Public Administration in a Globalized World”.
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most important, they must respond more adequately to citizens’ demands for
greater participation.

Although government is still central to society, it is now widely recognized that
civil society and the private sector also have an important role to play in this sphere.
Citizens no longer perceive themselves as passive “consumers” of government serv-
ices but as part of the solution to handle emerging issues more effectively. Deepen-
ing democracy to provide opportunities not only for improved representation but
also for more active participation and engagement in public affairs requires inno-
vative institutional mechanisms, processes, and policies.

As a consequence, several countries around the world are attempting to revitalize
their public administration and make it more proactive, more efficient, more ac-
countable, and especially more service oriented. To accomplish this transformation,
governments are introducing innovations in their organizational structure, practices,
capacities, and how they mobilize, deploy, and utilize the human, material, infor-
mation, technological, and financial resources for service delivery to remote, disad-
vantaged, and challenged people.

2. Positive Effects of Innovation

Experience has shown that introducing innovations in governance has many posi-
tive results. First, innovations can help maximize the utilization of resources and ca-
pacities to create public value as well as encourage a more open/participatory culture
in government, therefore improving good governance in general.

Second, by improving the image and services of the public sector, innovations can
help governments regain people’s trust and restore legitimacy.

Third, innovation in governance can boost the pride of civil servants working in the
public sector, as well as encourage a culture of continuous improvement. Innova-
tions can have an inspirational capacity, which builds a sense of the possible among
public officials.

Fourth, although innovations are limited governance interventions or micro-level
initiatives, they can produce a domino effect, in that a successful innovation in one
sector can open the door to innovations in other areas.

Each innovation can create the opportunity for a series of innovations, all leading
to a favorable environment for positive change. Innovations can lead to building a
new block of an institution and change the relationship between levels of govern-
ment and within government departments.

3. Innovation is Not a Passing Trend

Innovations in governance and public administration should not be regarded as a fash-
ion or trend of the moment. Governments that have effectively handled increasingly
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complex national, regional, and international challenges have introduced innovative
ideas and practices in governance and public administration systems and processes.

Remember that innovation is not an end in itself, but a means to improve public ad-
ministration to enhance the quality of life for all citizens. In addition, innovations
should be seen as complementary mechanisms to reinforce democratic governance
but not as a substitute for existing institutions, including Parliament, public admin-
istration, and other entities.

Furthermore, each organization in the public sector must consider how much inno-
vation it needs and can handle. It is important to balance stability and continuity, on
the one hand, with change on the other. Not everything in the public sector can be
about innovation. Moreover, innovations in government are relative to the context
in which they take place. Thus, an innovation in one country may be perceived as
something ordinary in another one.

Innovations are not a “special benefit” of countries with developed administrative
systems. As evidenced by the increasing number of applications submitted to the
United Nations Public Service Awards, successful practices have been initiated both
in developed and developing countries and have been transferred from the latter to
developed countries (e.g., the integrated public services system launched by the
State of Bahia in Brazil was adopted by Portugal and others).

4. What is Innovation – and Best Practice – in Governance and
Public Administration?

Documenting and sharing innovations in public administration is a very important
tool in fostering innovation in government and promoting development. Not every
innovative practice works out to be a successful long-term experience that can be
disseminated to other countries. To assist United Nations Member States who are
interested in replicating innovations, it is necessary to define what is meant by in-
novation and by best practice.

Best practices have the following three characteristics, according to the “Report
of the Preparatory Committee for the United Nations Conference on Human Set-
tlements,” presented to the General Assembly: (1) they have a demonstrable and
tangible impact on improving people’s quality of life; (2) they are the result of ef-
fective partnerships between the public, private, and civil society sectors; and (3)
they are socially, economically, and environmentally sustainable.9

The concept of best or successful practices is widely used to distinguish exemplary
or improved performance in organizations. It can be defined as an activity or pro-
cedure that has produced outstanding results and could be adapted to improve ef-
fectiveness and efficiency in another situation.

9 United Nations (1995). Report of the Preparatory Committee for the United Nations Conference on Human
Settlements, A/50/37.
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The General Assembly, based on the UN-Habitat Agenda, further recommends that
best practices be used as one of the two key instruments for assessing progress in
achieving its twin goals of shelter for all and sustainable urbanization.10 For UN-
AIDS, focusing on best practice means analysing success stories to discover what
works and what does not work in different situations and contexts. It is both the
lessons learned and the continuing process of learning, feedback, reflection, and
analysis (i.e., what works, how and why, etc).

The conceptual distinction between innovations and best/successful practices is
contested, however. Some believe that if innovations are sustainable, they become
successful practices. From this perspective, the difference between the two con-
cepts lies in the time frame. Others maintain that one of the defining criteria of an
innovation is sustainability.

Because the field of innovation in governance is not as well developed as that of in-
novations in the private sector, there are different definitions of what constitutes an
innovation in governance and public administration. For example, one of the crite-
ria to select winners for the UNPSA is “the introduction of a new concept,” that is,
government introduces a unique idea or distinctively new approach to a problem or
a unique policy or implementation design, in the context of a given country or re-
gion, for transparency, accountability, and responsiveness of public service.11

In general terms, innovation is a creative idea which is implemented to solve a press-
ing problem. It is the act of conceiving and implementing a new way of achieving
a result and/or performing work. An innovation can involve the incorporation of
new elements, a new combination of existing elements, or a significant change or
departure from the traditional way of doing things. Innovation can refer to new
products, new policies and programs, new approaches, and new processes.

Public sector management innovation also can be defined as the development of
new policy designs and new standard operating procedures by public organizations
to address public policy problems. Thus, an innovation in public administration is
an effective, creative, and unique answer to new problems or a new answer to old
problems. Furthermore, an innovation is not a closed and complete solution, but an
open solution that can be transformed by those who adopt it.

5. Types of Innovation

There are several different types of innovations in public administration and differ-
ent ways of grouping them in the literature on innovations in government. A useful
typology for our purposes is the following:

• Institutional innovations, which focus on the renewal of established
institutions and/or the establishment of new institutions;

• Organizational innovation, including the introduction of new working

10A/RES/S25/2
11See: http://www.unpan.org/dpepa_psaward.asp
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procedures or management techniques in public administration;

• Process innovation, which focuses on the improvement of the quality of
public service delivery; and

• Conceptual innovation, which focuses on the introduction of new forms of
governance (e.g., interactive policy making, engaged governance, people’s
budget reforms, horizontal networks).

Areas of innovation also vary, including human resources development and manage-
ment, public service delivery, ICT applications in government operations, decentral-
ization, and others.

Several innovative and successful solutions are being applied to governance and
public administration challenges, including the MDGs. If one examines innovative
cases of government services selected by the UNPSA12 and other internationally
renowned awards several key principles and strategies for innovation in governance
emerge: integrating services, decentralizing service delivery, utilizing partnerships,
engaging citizens, and taking advantage of ICTs.

6. Strategies in Innovation in Government

The innovations and successful practices analysed in this book show that there are
five main strategies in innovation in government:

1. Integrating services;

2. Decentralizing service delivery and monitoring;

3. Utilizing partnerships;

4. Engaging citizens; and

5. Taking advantage of information and communication technologies.

6.1 Integrating Services

With public sectors offering an increased number of services, citizens have come to
expect not simply that services are provided but that they are provided conveniently.
Public authorities often use integration of products and services to meet these needs
and expectations.

The 1502 Call Centre in Greece, for instance, acts as an entry point for the citizen
when obtaining government certificates. The Call Centre takes care of the contact
with the respective authorities, procures the requested documentation, and forwards
the document to the citizen by mail. Similarly, the Local Council of Alcobendas of-
fers a single, full-service Citizen’s Card that integrates services that previously re-
quired several different cards – and it serves as a debit card, too. The E-government
program of Egypt successfully integrated various government ministries through
the Egyptian Government Services Portal that is a citizen – centric service delivery
vehicle that provides 24/7 access to 53 online government services.

12A more detailed account of these trends is provided in Chapter Two of this publication.
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6.2 Decentralizing Service Delivery and Monitoring

Bringing services closer to people usually ensures a higher level of customization
and thus increased satisfaction on the part of citizens and businesses. Decentraliz-
ing services encourages new economic development beyond urban centers. Decen-
tralization increases citizens’ participation and increases trust in government. The
restructuring process in Turkey to decentralize the highly hierarchical public ad-
ministration not only increases transparency, by enabling greater access to deci-
sion-making at a local level but also builds a more pluralist public administration
that is responsive to citizens’ needs and demands.

As the case of modernizing the Public Service Employment in Castille and Leon,
Spain shows, bringing services closer to people (for example, from the national to
the regional level) usually ensures a higher level of customization and thus increased
satisfaction on the part of citizens and businesses. In this case, efficiently matching
job seekers and local business was an important accomplishment.

Decentralizing services has another advantage: it encourages new economic devel-
opment beyond the urban centers. So citizens in rural as well as urban areas bene-
fit. For example, on the supply side, Morocco’s PAGER project, bringing water to
the rural population, would not be feasible were it not for the devolvement of the
operation and maintenance of water facilities in the local communities. Conversely,
on the demand side, it was not until Morocco established regional (instead of cen-
tralized) control facilities for inspecting fresh exports of fruits and vegetables, that
their businesses stopped wasting time and money transporting their produce to far-
away inspection facilities and were finally able to compete successfully in the in-
ternational market.

6.3 Utilizing Partnerships

As governments innovate to meet the public’s increasing demand for more efficient
delivery of services, more inter-agency collaboration as well as public-private part-
nerships are occurring. For instance, collaboration with major business organiza-
tions to outsource services promotes efficiency and quality in public administration
and encourages different levels of government to work together by establishing re-
search functions. In Italy, the government has initiated collaboration with major
business organizations to outsource services in their efforts to promote efficiency
and quality in public administration. In addition, Italy has encouraged different lev-
els of government to work together by establishing research functions that document
best practices throughout government. The Local Council of Alcobendas, Spain,
enhanced the functionality of the Citizen’s card and the integrated information serv-
ice by establishing public-private partnerships with a major telecommunication
company as well as a large financial enterprise.
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6.4 Engaging Citizens

Innovative government authorities have also come to realize the vital role that citi-
zens play when encouraged to participate in proposed changes. When government
provides forums for the public to express their views and engages them in all stages
of the process, the resulting innovations are more likely to succeed and spread.

A participatory approach that allows people to express their needs and opinions on
technical proposals is more likely to facilitate the implementation of a given proj-
ect and ensure the continued success of an innovative change.

As seen with PAGER in Morocco, a participatory approach which allows people to
express their needs and opinions on technical proposals has facilitated the imple-
mentation of the project. Furthermore, turning over the operation and maintenance
of facilities to rural communes and users of the service contributes to the continued
success of an innovative change.

6.5 Taking Advantage of Information and Communication Technologies

As the United Nations World Public Sector Report13 2003 points out, the use of in-
ternet-based services to cut red tape is spreading rapidly throughout the public sec-
tor. The internet contributes to simplifying and improving the way that citizens
obtain information and communicate with public entities. The internet can also be
useful as a means of improving transparency and integrity in public administration.

The Customs Department in Jordan has embraced advanced technology to enhance
the quality of the functions they perform. A program for modernization of customs
administrations and procedures has been implemented as well as a v-SAT commu-
nications network that facilitates communication between Headquarters and the
local centers, and among the centers.

In Spain, the local council of Alcobendas initiated the ITACA project, which relies
heavily on the use of Information and Communication Technology to simplify and,
therefore, improve the way citizens obtain information and communicate with pub-
lic entities. In Croatia, the creation of the Judge’s Web NGO; an internet-based legal
information tool with databases of thousands of published cases and search engines
is an effective use of ICT to disseminate information in a transparent manner. The
judge’s web also provides key legal information to the citizens in a plain non-legal
language as to their rights and how to exercise their remedies. Syria also used ICT
to create an on-line database of civil records.

7. Concluding Remarks

Innovation in government has become an imperative for countries that wish to keep
up with the many challenges of complex societies. Countries in the Mediterranean
region are increasingly embarking on innovative ways of doing things in the pub-

13See: http://www.unpan.org/dpepa_worldpareport.asp
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lic sector. In fact, a number of very interesting innovations in governance have been
promoted in the Mediterranean countries over the past few years and some of them
have been awarded the UNPSA. The many cases that are presented in this publica-
tion attest to the vitality of the Arab and Western Balkans countries in terms of their
commitment and engagement in reinventing government. Countries in the Arab re-
gion as well as those in the Western Balkans have an impressive heritage in terms
of capacity to acquire and produce knowledge, to creatively adapt and interact with
other cultures, and to integrate sources of knowledge. Revitalizing this heritage and
capitalizing on their existing knowledge by creating knowledge networks and pro-
moting innovation and entrepreneurship can certainly help the countries of the re-
gion to prosper and promote greater social and economic development.

In order to reinforce these positive trends, it is crucial to further encourage the ex-
change of knowledge on innovations in governance and public administration and
to raise awareness about what governments in the Mediterranean region are doing
to improve the quality of life of their citizens.

In the following chapters over twenty cases from the region are highlighted with
the aim of sharing knowledge about successful practices in this part of the world
(see Map 1.2). Sharing information and innovative experiences on governance and
public administration can be a very powerful tool in inspiring governments in their
reform process and in creating a body of “new knowledge” which can be accessed
by public administrations all over the world. The potential of knowledge sharing
on innovations is tremendous since governments can be greatly “inspired by the
success stories of other countries, save time, and in some cases leapfrog stages of
development.” Moreover, knowledge sharing is the best way to support the devel-
opment process as no one institution has all the knowledge and capacity to ac-
complish its mission on its own. For that reason, it is not sufficient any longer to
rely on one’s own local expertise, but knowledge may be acquired through ex-
change of information on successful practices, or even failures, and experiences
in general that may facilitate reform in other countries.
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Chapter 2

Selected Innovations in the Mediterranean
Region Nominated for the United Nations
Public Service Awards
Vilhelm Klareskov and Sarah Waheed Sher

This chapter provides an overview of some of the most successful innovations and
best practices in the public sector from the Mediterranean region. We have selected
eleven outstanding cases that were nominated for the UNPSA between 2003 and
2006, and either won or were short-listed for an award. In all of these cases, the
concerned public sector institutions made significant efforts to improve and en-
hance their service delivery, tailoring it more toward citizens’ needs.

These innovations make interesting reading about how the government departments
in the selected countries devised new strategies to improve public service delivery.
In some cases, decentralization was used as an effective mechanism of increasing
accountability and citizen participation. In others, ICT potential was harnessed to
open one-stop shops. Organizational and process innovation was employed to re-
structure existing public departments and design new ones to respond more effi-
ciently to citizens’ increasing demands. In still other cases, human resources
management and training played an important role in enabling the public sector to
better meet a growing number of domestic and global challenges.

1. United Nations Public Service Awards: Genesis

The UNPSA is the most prestigious international recognition of excellence in pub-
lic service, rewarding the creative achievements and contributions of public service
institutions to development in countries worldwide. Through an annual competition,
the UNPSA promotes the role, professionalism, and visibility of public service.

The Awards aim to:

• Discover innovations in governance;

• Reward excellence in the public sector;

• Motivate public servants to further promote innovation;

• Enhance professionalism in the public service;

• Raise the image of public service;

• Enhance trust in government; and

• Collect and disseminate successful practices for possible replication.

13
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Winners of the UNPSA are celebrated every year at United Nations Headquarters
in New York1 on 23 June, designated by the UN General Assembly as Public Serv-
ice Day.2 The United Nations Public Service Day celebrates the value and virtue of
public service to the community, highlights the contribution of public service in the
development process, recognizes the work of public servants, and encourages young
people to pursue careers in the public sector. The awards ceremony is also webcast
live through the United Nations website3.

Since the first Awards Ceremony in 2003, the United Nations has received an in-
creasing number of submissions from all around the world. The awards are cur-
rently bestowed in three categories:

• Improving transparency, accountability, and responsiveness in public service;

• Improving the delivery of services; and

• Fostering participation in policy-making decisions through innovative
mechanisms.

In addition to these three categories, the awards take into consideration an even
geographical distribution among five regions:

• Africa;

• Asia and the Pacific;

• Europe and North America;

• Latin America and the Caribbean; and

• Western Asia.

Source: United Nations Public Administration Network – UNPAN

Box 2.1 United Nations Public Service Awards

Who is eligible? All public organizations/agencies at national and subnational levels,
as well as public/private partnerships and organizations performing outsourced public
service functions, are eligible for nomination. Self-nominations are not accepted.

How to apply? An application form must be completed online at
www.unpan.org/dpepa_Psaward.asp, and only online nominations are accepted.
Nominations are due in the fall of each year in one of the six United Nations official
languages, namely, Arabic, Chinese, English, French, Russian, or Spanish.

How are winners selected? On receipt of the applications, the Division for Public Ad-
ministration and Development Management pre-selects nominations and shortlists candidates,
who are asked to submit additional information, including a cover letter, letters of reference,
and supporting documents (e.g., evaluation and audit reports, results of client surveys). Short-
listed candidates are subsequently considered by the United Nations Committee of Experts in
Public Administration (http://www.unpan.org/cepa.asp). The Committee advises the United
Nations Secretary-General concerning the winners of the Award.

1 Exceptionally, the 2007 UN Public Service Awards will be celebrated at the UN Office in vienna during the Seventh
Global Forum on Reinventing Government, taking place from 26 to 29 June 2007.

2 United Nations (2003), Official Records of the General Assembly, Fifty-seventh Session, A/RES/57/277.
3 See: www.un.org
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Box 2.2 United Nations Public Service Awards’ Winners and Nominees
from the Mediterranean Region

Country Institution Initiative Output Impact Category Result Year

Egypt Ministry of
State for
Administrative
Development

Egyptian
Information
Society
Initiative

The citizen-
centric service
delivery
through one-
stop shop; 24/7
access to
government
services

Increased
efficiency in
governmental
entities,
reduced
expenditures

Improving the
delivery of
services

Nominee 2006

Turkey Revenue
Administration
-Tax Office
Automation
Project

Tax Office
Automation
Project

The Revenue
Administration
Call Center

Enabled
citizens to
access better
quality and
more efficient
services in a
short time

Application of
Information &
Communication
Technology
(ICT) in
Government:
e-Government

Nominee

Morocco Autonomous
Establishment
for the Control
and
Coordination of
Exports

Decentraliza-
tion and
expansion of
the quality
monitoring
process of
fruits and
vegetables for
exports

18 new
regional
centers; staff
recalibration

Enhanced
competitiveness
of exports

Improving the
delivery of
services

Winner 2005

Spain Community of
Castile and
Leon

Public
employment
service
modernization

Local
employment
service

Increased job
placement in
local area

Improving the
delivery of
services

Winner

Jordan Customs
Department (I)

Re-engineering
operations

Computerized
customs
system;
communication
s network

Smoothed
border traffic,
increased
revenue

Improvement
of the quality
of the public
service process

Nominee 2004

Jordan University of
Jordan

Serving local
communities

Mandatory
volunteer work
by students

Provided
assistance to
marginalized
groups

Improvement
of public
service results

Nominee

Morocco Secrétariat
d’Etat Chargé
de l’Eau

Providing
potable Water
to the Rural
Population

Facilities for
water;
Community-
based
maintenance

Supplied
potable water
to rural areas

Improvement
of public
service results

Winner

2. A Look at the UNPSA Winners and Nominees from the
Mediterranean Region

The table below outlines each innovation by providing a summary of the winning
institution, the initiative, the output, and the impact. Furthermore, it provides infor-
mation about the submission category and the year of participation.

Source: Klareskov and Sher, 2007



Box 2.2 United Nations Public Service Awards’ Winners and Nominees
from the Mediterranean Region (continued)

Country Institution Initiative Output Impact Category Result Year

Egypt Ministry of
State for
Administrative
Development

Improvement
of adminis-
trative
machinery

voice mail
system, auto-
mated fax
requests, inter-
net for services

Saved time for
citizens,
delivered
services more
uniformly

Improvement
of the quality
of the public
service process

Winner 2003

Greece Ministry of the
Interior, Public
Administration
and Decentra-
lization

Integrating
services into a
“one-call shop”

Call center,
partnerships
with state
entities

Saved time for
citizens while
reducing costs

Improvement
of public
service results

Winner

Italy Public
Administration
Department for
Efficiency in
the Administ-
rations

Creating an
enabling
environment
for
collaboration
among different
institutions

Partnerships
with business
and other levels
of government

Promoted best
practices in
administration.
Created net-
works between
public and
private organi-
zations for the
improvement
of public
administration

Improving
transparency,
accountability,
and responsive-
ness in the
Public Service

Winner

Spain Municipal
Government of
Alcobendas

Bundling
information,
transaction, and
citizen’s inputs

Integrated info
service;
citizen’s card;
web portal

Brought
services closer
to citizens.
Facilitated and
improved the
relationship
between
citizens and the
municipal
government

Improvement
of the quality
of the public
service process

Winner

The table below summarizes how each of the cases is presented. The first section
briefly summarizes the case. The second section describes the background, the ini-
tiative, and its immediate consequences. The third section examines the implemen-
tation of the initiative by looking at the strategies employed or the service or
products delivered. The fourth section focuses on the possibilities of sustaining the
innovation and to which extent it would be possible to replicate the initiative. Fi-
nally, the fifth section provides contact information.

Box 2.3 How are the UNPSA Nominees Described?

Section Question

1. Brief summary Briefly describe the innovation

2. Background What did the innovation accomplish?

3. Strategies employed How was the innovation put into effect?

4.
Sustainability and
transferability

How is the innovation being sustained,
replicated, or disseminated?

5. Contact information Who to contact for more information
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Source: Klareskov and Sher, 2007

Source: Klareskov and Sher, 2007
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3. Brief Description of UNPSA initiatives from the Mediterranean Region

Establishing a One-stop Shop in Egypt
Egypt (2006)

Summary

The E-government program carried out by the Ministry of State for Administration
focuses on government-to-government transactions. By integrating nearly fifty gov-
ernment services through a one-stop shop, Egypt has reduced red-tape, increased ef-
ficiency, and reduced government expenditure.

Background

The E-government program started in 2000 as part of the National ICT plan to inte-
grate government services to facilitate public service delivery. Before this programme,
the level of automation was scattered among different government organizations and
depended on the support of the head of the organization. Moreover, the concept of
new service delivery channels for the government services did not exist. The legisla-
tive environment was not ready for handling the electronic data format.

All of these challenges were kept in mind while the E-government program was
drafted. The program draft focused on changing government employees’ culture
about the use of new technology and preparing the needed infrastructure to imple-
ment the E-government program, as well as ensuring support by involving the local
community in formulating the E-government strategy.

During the past four years, a series of ICT initiatives were begun to facilitate gov-
ernment interaction with citizens. The first version of the Egyptian Government
Services Portal “BAWABA” (citizen-centric service delivery through a one-stop
shop) was launched, making 53 online governmental services available. The portal
is considered the first step toward establishing an Egyptian E-government system
that provides 24/7 access to government services. The portal offers a variety of serv-
ices to citizens and businesses and responds to international queries ranging from
simple queries and submission of forms to full-transaction services that require
service provider integration. Another widely successful project was the design, im-
plementation, and deployment of a full Enterprise Resource Planning (ERP) system
in various ministries and government agencies. The system introduced for the first
time the concept of workflow and increased efficiency in government offices.

The application of ICT in government operations also enhanced the development of
local government. The project included the simplification and documentation of
procedures at the local government level, workflow automation and monitoring,
and training of local government employees, as well as a complete remodeling of
the municipalities to increase transparency.
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Innovative Strategies Employed

Public-Private Partnerships

Strategic E-government projects were funded by public-private partnerships either
through cost sharing or complete outsourcing. In the local development program
in Alexandria, municipalities have been completely remodeled by the private sec-
tor while the government supplied the required hardware, software, and training.

Government Commitment to Collaboration

The new E-government program has allowed for greater coordination among pub-
lic offices because the government network connects all government offices in a
way that allows for a secure and efficient exchange of documents/messages be-
tween different entities.

Sustainability and Transferability

To sustain existing services and ensure proper implementation of new integrated
services, an E-Government Consultation Center (EGCC) will be established to pro-
vide technical support to different entities as well as information regarding process
modeling, re-engineering, and service automation.

Revenue Administration – Tax Office Automation Project
Turkey (2006)

Summary

The Tax Office Automation Project (vEDOP) is an E-government project that en-
ables citizens to have fast and easy access to services of better quality. Citizens
can submit their tax declarations via the internet. The Revenue Administration Call
Center allows taxpayers to access the Administration anytime from any location
and obtain answers to their tax queries, which in turn enhances citizens’ participa-
tion in the project.

Background

The Turkish tax system includes a variety of different tax types with different peri-
ods of collection, causing taxpayers to submit tax declarations in person almost
three times a month. This results in long waits, crowded offices, and employment
of a considerable number of personnel. The Tax Office Automation project was de-
signed to broaden the tax base and bring the informal economy under control to
create a more efficient tax system. Moreover, with increased transparency, taxpay-
ers’ trust in the fiscal system has improved.
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Innovative Strategies Employed

The vEDOP implementation used the following strategies:

Use of ICT

Electronic tax collection by banks and financial institutions is enabled by
e-Tax collection application; this eliminates any possible error caused by
paper-based accrual sheets. In this regard, internet tax offices have also
been established:

• Data Warehouse. The data warehouse contains tax-related records,
mainly from e-Tax returns. Through this data warehouse, the revenue
administration can improve the efficiency and effectiveness of the
auditing process;

• Call Center. Taxpayers can access the revenue administration anytime from
any location without dialing an area code to obtain answers to tax questions
and provide feedback on tax-related applications;

• Through e-VDO, a central tax office has been created to enable taxpayers
to retrieve services from any tax office; and

• Approximately 6,600 tons of paper used for printing tax returns will be
saved per year, which ecologically equals approximately 117,000 trees.

Sustainability and Transferability

To ensure sustainability, a modular structure is used to integrate external systems
and new applications. The system has a flexible architecture instead of a hard-coded
one, which allows rapid adaptation to new legislation and customization. The func-
tions are updated almost monthly according to the feedback and demands both by
administration personnel and taxpayers.

Training of key personnel is provided regularly according to changes and techno-
logical developments. The revenue administration has an ISO 17799 compliant se-
curity policy that is shared at every level of the institution.

Boosting Business by Decentralizing the Quality Control of Fruits and
Vegetables for Export
Etablissement autonome de controle et de coordination des exportations (EACCE)
(2005)

Summary

Decentralizing the quality control of fruits and vegetables for export in Morocco
shows that abandoning a previously centralized control system can have a signifi-
cant impact on the international competitiveness of domestic enterprises.
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Background

Back in 1986, with the creation of the Autonomous Authority for the Control and
Coordination of Exports or Etablissement autonome de contrôle et de coordination
des exportations (EACCE) the quality control of fruit and vegetables intended for
export was confined to three regional centers in the port cities of Casablanca, Agadir,
and Nador.

About 500 processing plants would forward 800,000 to 900,000 tons of perishable
products to these three centers. Products that did not meet the quality standards
were either returned for re-processing or were simply rejected, with the rate of re-
jection ranging between 10 per cent and 50 per cent. Large amounts of food were
wasted during the process.

By 2002, however, the number of regional centers had increased to 21. Inspections
of the quality of the fruits and vegetables took place at the processing plants, elim-
inating the previous high costs of transporting the goods and reducing the rejection
rate to zero.

With scientific support from a high-tech network of laboratories, the decentralized
quality control system has managed to reduce costs and delays of supplies, thus en-
hancing the competitiveness of domestic corporations.

Recently, the European Union (EU) acknowledged that conformity with marketing
standards applicable to fresh fruits and vegetables had been attained, and the
EACCE was granted the authority to perform checking operations of fruits and veg-
etables prior to their export to Europe.

Innovative Strategies Employed

The EACCE revitalized its staff by improving skill levels and streamlining
processes. First, they confined new recruitment to highly skilled employees such as
engineers and specialized graduates. They also offered training to existing staff and
the possibility of early retirement to those who were eligible. The number of spe-
cialized staff increased from 9 in 1986 to 46 in 2003, while the number of admin-
istrative staff decreased from 110 to 60 over the same period.

Decentralization and Enhancement of Control Facilities

Between 1988 and 2002, EACCE opened eighteen new regional centers, bringing
critical government services closer to the businesses. In addition to these centers, the
EACCE opened laboratories conducting chemical and microbiological analysis and
controlling packaging in each primary district of processing. These new control fa-
cilities strongly contributed to the improvement of hygiene and working conditions
at the plants.
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Public-Private Partnerships

Only through a sustained effort by EACCE, in collaboration with the industry, was
it possible for fruit and vegetable producers to gain a stronger position internation-
ally. The EACCE employed a gradual approach to innovation, focusing first on re-
frigerated products because those would bring the greatest return on the investment.
The next stage of decentralization and collaboration between public and private sec-
tors will focus on further innovations to improve quality control and traceability
during the processing phase.

Sustainability and Transferability

The innovations brought about with the efforts of EACCE have spurred other sec-
tions of government to do the same. Draft amendments to current legislation, now
pending, focus on continuing the decentralization process and encouraging cooper-
ation between private enterprises and the public sector.

Source: Klareskov and Sher, 2007

Improving Employment by Decentralizing Public Employment Services
Community of Castile and Leon
Spain (2005)

Summary

Decentralizing employment services from the National Institute of Employment to
the Autonomous Community of Castile and Leon engaged the community to strive
for better opportunities. A modernization programme introduced new services, re-
vising the organizational fabric.

Background

In 2003, competencies were transferred from the National Institute of Employment
(INEM), an agency under the Ministry of Labour and Social Affairs, to the Au-
tonomous Community of Castile and Leon. Designed with an initial budget of €2.6
million, paid by the State, the modernization programme was launched in 2004 to
assist the regional Public Employment Service (ECYL) in achieving full employ-
ment while at the same time providing an opportunity for Castilians and Leonese
to live and work in the region.

BOX 2.4 CONTACT INFORMATION FOR THE INNOVATION FROM MOROCCO

Name: Etablissement Autonome de Contrôle et de Coordination des Exportations
(Att: Directeur général Benchakroune Saâd)

Address: 72, angle boulevard Mohamed smiha et rue mohamed Baâmrani

Web site: www.eacce.org.ma



The Autonomous Community of Castile and Leon, the largest geographical region
in Europe, with almost 2.5 million inhabitants, is now serviced by ECYL, which
promotes employment and training while providing orientation and mediation in
the job market.

Taking into account the European Employment Strategy and the Third Regional
Plan of Employment 2004-2006, the local government designed a new concept of
public service delivery in which human resources would be the principal engine for
involving citizens.

The new vision of ECYL established a holistic approach to service delivery, in
which the Service Life Cycle (SLC) became paramount. The SLC comprises seven
key actions, including job market research in collaboration with private enterprises,
public organizations (and various other entities) in 34 of the employment offices in
the region, and integration of smaller employment offices in rural areas.

ECYL’s Modernization Program of 2004 has succeeded in providing new commu-
nication tools and technologies, increasing user satisfaction, and improving results
in employment.

Innovative Strategies Employed

The management team used a methodology called RADAR3 to develop the design,
deployment, and assessment of the modernization programme. This method facil-
itated the analysis and continuous monitoring of SCL’s action plan. As part of the
RADAR methodology, extensive assessments and reviews were conducted, thus
documenting achievements and developing a body of best practices to be used as a
foundation for the planned reform in 2005.

Paying careful attention to the individual needs of each job seeker was considered
key. Groups that had been out of the job market for a long time were given special
attention, and those job seekers were provided with more detailed information about
available job opportunities.

Sustainability and Transferability

Because of the careful documentation of the methodologies used to implement
ECYL, other employment offices can replicate and adapt the innovations of the
modernization programme.

The modernization Programme was extended until the end of 2005, incorporating
identified improvements in the actions from 2004 and continuing with the princi-
pal vehicle, the modernization team. A budget of almost €4 million was approved
to continue this project.

INNOvATIONS IN GOvERNANCE AND PUBLIC ADMINISTRATION ACROSS THE MEDITERRANEAN REGION
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3 From the Excellence Model developed by the European Foundation for Quality Management (EFQM).
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In an effort to improve the regional Public Employment Service even further, ECYL
uses benchmarking tools to identify best practices and also maintains contact with
other Spanish Public Employment Services to share experiences.

Source: Klareskov and Sher, 2007

Improving Business by Re-engineering Customer Operations
Customs Department
Jordan (2004)

Summary

Through comprehensive re-engineering of processes, application of ICTs, and part-
nerships with the private sector, the Customs Department has contributed signifi-
cantly to the improved business and investment climate in Jordan, and the reduction
of customs fraud.

Background

The rapid growth of international trade in the last decade has made the Customs
Department in Jordan increasingly important, shifting its role from that of a simple
tax collector to a service provider for the related communities. It was therefore nec-
essary to adopt several technical innovations to handle how goods cross the border
and to implement new customs rules and international agreements.

One major achievement has been the implementation of the Automated System
for Customs Data (ASYCUDA), developed by United Nations Conference for Trade
and Development (UNCTAD) in Geneva, to modernize customs administration and
procedures. Jordan’s customization of the original system into what came to be
called JARASH – Jordan’s ASYCUDA for Reform, Automation, Simplification,
and Harmonization – is considered the most comprehensive adaptation of ASY-
CUDA worldwide.

The national team of technical specialists in the fields of customs and information
technology customized JARASH by arabizing the system, programming duties and
taxes, and loading the reference files with local and international codes. This com-
puterized customs system made it easier for compliant importers and low-risk con-
signments to move quickly through the system.

BOX 2.5 CONTACT INFORMATION FOR THE INNOVATION FROM SPAIN

Name: Servicio Público de Empleo de Castilla y León
(Att: Carlos Teresa Heredia)

Address: C. Pió del Rió Hortega, 8 - 47014 valladolid - Spain

Web site: www.empleocastillayleon.com
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The v-SAT communications network 4 was another important initiative of the Cus-
toms Department. This network connected 36 customs centers with the customs
headquarters through 78 telephone lines, enabling officials at individual centers to
keep in touch with officials at headquarters without using the national telephone
system. The v-SAT also provided 25 computer communication lines at a speed of
64 Kbps, with the quantity being scalable, thus facilitating future interconnectivity
(e.g., between individual centers).

A central control room located at headquarters in Amman handles all monitoring.
Cameras installed at custom houses control the inspection yards, examination
areas, entry and exit gates, and warehouses where goods are stored. The enhanced
monitoring has increased revenue between 10 per cent and 30 per cent at certain
customs centers. It also is now possible for an official at headquarters or the di-
rector of one center to control and guide officials at other centers. The system,
which is the first of its kind introduced in the Middle East and only the second in
the world, has contributed substantially to reducing smuggling operations and
customs fraud.

Strategies Employed

In an effort to create a partnership between the public and private sectors, the Cus-
toms Department set up a Partnership Council with the concerned private sector’s
organizations, which holds monthly meetings to analyse issues of concern. The joint
Council has fostered close ties and favorable interaction between the public and
private sectors.

The process brought together three different government entities: the Ministry of Fi-
nance as the Principal, the Customs Department as the head organization, and the
Customs Houses as local entities. To work together effectively, all three understood
the importance of information sharing. The three entities were transformed into a
cooperative team having common goals and a shared vision.

More than 250 training rounds were conducted initially for the ASYCUDA Proj-
ect. The purpose of the training was to familiarize the participants with the use of
computers in general and that of the system in particular. The training included
specialized courses for the project team as well as the administrative, financial,
and technical support teams to ensure sustainable operation and maintenance of
the system.

At the beginning of 1998, a Customs Training Centre was established. The training
programmes were divided into five main fields, including computer training and
English language programmes. In 2002, 1,923 employees were trained for service,
representing 92 per cent of all customs employees.

4 Short for very small aperture terminal, an earthbound station used in satellite communications of data, voice and
video signals.
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Sustainability and Transferability

The continuing interaction with the private sector through the Partnership Council
is one strategy to ensure the sustainability of the efforts. Considering the increased
internationalization of the Jordanian economy, constant feedback from businesses
is critical.

Furthermore, continuing to decentralize power by delegating authority to the direc-
tors of directorates and customs centers will simplify and speed up decision-mak-
ing and the clearance process. Training of staff, as already mentioned, will ensure
the viability and sustainability of the system.

Finally, the involvement of the United Nations Development Programme (UNDP)
and their partnership with the Customs Department, in collaboration with UNC-
TAD as a cooperating agency, is considered a model that could be replicated by
other national authorities.

Source: Klareskov and Sher, 2007

Teaching Students a Valuable Lesson: Requiring Community Service
before Graduation
University of Jordan
Jordan (2004)

Summary

By instituting a graduation requirement of 10 hours of community services for each
student, the University of Jordan, which is a public institution, has succeeded in
sensitizing students to the needs of different communities and providing assistance
to a variety of marginalized groups.

Background

Since its inception in 1962, the University of Jordan has paid close attention to com-
munity service in both the capital city Amman and other cities throughout the King-
dom. In its mission statement, the University places emphasis on “community
service to Jordan and the region” as well as “interaction among students with the
local community.”

BOX 2.6 CONTACT INFORMATION FOR THE INNOVATION FROM JORDAN

Name: Customs Department
(Att: Director General Ala`a A. Bataineh)

Address: P.O. Box 90 – Amman - Jordan

Web site: www.customs.gov.jo
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In 1999, the University established a Community Service Office (CSO) to operate
in accordance with this philosophy by fostering a sense of teamwork, cooperation,
and collaboration among the students.

The University has introduced community service as a mandatory graduation re-
quirement for all undergraduates. Students must complete at least ten hours of serv-
ice under the supervision of the CSO. The aim is for the students to become
integrated into the community, learning about its needs and cooperating with its
members to find and implement solutions to public problems. Students benefit by
becoming more involved and caring citizens, and the community benefits as well
from the students’ services.

CSO has served communities in many ways: through anti-smoking campaigns, a
cancer walk, an anti-drug campaign, tree plantings, “clean-athons,” and many dif-
ferent health-related workshops, on osteoporosis, AIDS, and domestic violence. In
addition, students have helped throughout Jordan in public hospitals, schools, places
of worship, orphanages, and NGOs.

In recent years, the University has also devoted attention to students with special
needs. A permanent database of those students needing special assistance has been
established, and volunteers have been assigned to provide them with better service.

Strategies Employed

The CSO offers a wide range of voluntary services provided through several ongo-
ing projects. The following projects represent only a part of the full scope of the
strategies that the CSO employs:

• In the Smiles planters project, students visit orphans, the elderly, and disabled
people weekly to provide psychological, social, and educational assistance.
During the month of Ramadan, children in orphanages were taken on field
trips and given presents donated by institutions in the community;

• During 2002/2003, the AIDS Awareness and Protection Project trained
approximately 100 students on how to raise awareness about AIDS
prevention. In addition, 5,000 pamphlets on AIDS prevention were
distributed to first-year university students; and

• In 2003, four workshops were conducted under the aegis of the Friend
Project to train 113 student volunteers to assist with economically and
socially challenged children through “friendship relations.” The project is
carried out through the cooperation between CSO and the Questscope
foundation, a Jordanian non-profit organization.

Sustainability and Transferability

Community service has become one of the prerequisites for graduation. Even more
important, however, senior students are responsible and accountable for training
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new and junior students to work in different projects, ensuring that the good work
of older students will be carried on by each successive class of students. In addition,
the university draws attention to this program by honoring students who provide
excellent community service.

Several institutions in the community have made requests to the university to coop-
erate in some of their activities (e.g., ICT, caring for orphans and the elderly). In ad-
dition, several students continue to volunteer to work after graduation, and some
have started up their own projects to serve the community.

Source: Klareskov and Sher, 2007

Increasing School Enrollment and Reducing Disease by Providing Clean
Water to the Rural Population
Secretariat of State in Charge of Water
Morocco (2004)

Summary

Through a participatory and decentralized approach, new water-supply facilities
have been constructed throughout the countryside of Morocco, establishing access
to clean water for more than 4 million people in rural areas.

Background

In 1995, the Programme for Providing Water to the Rural Population or Programme
d’Approvisionnement en Eau Potable des Populations Rurales (PAGER) was ini-
tiated. Implemented by the Secretariat of State in Charge of Water, the aim is to
provide drinking water to 90 per cent of the rural population, which translates to
31,000 villages consisting of twelve million people, by 2007. The cost of the in-
vestment is estimated at US$1 billion, of which the government funds 80 per cent
through various means5.

Rural communes are responsible for the operation and maintenance of the water
equipment, while implementation is undertaken by the Directorate General for
Water and the Office National de l’Eau Potable (ONEP)6. Teams at the provincial

BOX 2.7 CONTACT INFORMATION FOR THE INNOVATION FROM JORDAN

Name: University of Jordan
(Att: Taghrid Bitar)

Address: Amman 11942 – Jordan

Web site: www.ju.edu.jo

5 Rural communes pay 15 per cent and users contribute 5 per cent.
6 The National Office of Drinking Water.



level, consisting of three to four technicians, including one liaison, provided tech-
nical capability and assistance as well as education in setting up associations and
managing the installations.

The implementation of the PAGER has produced dramatic results. The rural popu-
lation with access to drinking water has increased from 14 per cent in 1994 to 55
per cent at the end of 2003. Apart from the obvious benefits of clean water and ad-
equate sanitation, such as rapidly declining water-related diseases, PAGER has also
had a huge impact on primary school enrollment in rural areas – especially for girls7.
Similarly, women in rural areas are no longer limited by tasks related to procuring
water. Also, 500,000 workdays have so far been created each year because of the
proliferation of PAGER projects.

Innovative Strategies Employed

A financial partnership was forged among the State, the rural communes, and the
users to implement PAGER. Of the 80 per cent contributed by the State, 25 per cent
originated from the general budget, 45 per cent was foreign capital in the form of
loans or grants, and 10 per cent was paid by a national fund financed by surtaxes
levied on the use of water by urban populations. The 5 per cent contribution by the
users might not seem significant, but it was crucial to create ownership among the
users and guarantee sustainability of the initiative.

PAGER engaged rural communities by getting them to participate, thus conferring
the responsibility of operation and maintenance to the rural communes as primary
users of the services. Community members were actively involved throughout the
process of establishing installations, by allowing them to express their needs and
opinions on the technical proposals. These proposals were the result of a dialogue
taking into consideration the circumstances, resources, and organizational capaci-
ties of the rural communities.

The process gave the local community a sense of ownership and at the same time
prepared them to operate and maintain the installations autonomously. The latter is
stipulated in the contract agreed on between the community and the people on one
side, and the provider of the services and the State on the other.

Sustainability and Transferability

To secure the sustainability of PAGER and ensure the successful continuation of
this initiative, responsibility for operation and maintenance was given to local com-
munities. The contract also defines the prerequisites that must be fulfilled, such as
the establishment of an association of users and the collection and mobilization of
financial resources before the actual implementation of the project.

INNOvATIONS IN GOvERNANCE AND PUBLIC ADMINISTRATION ACROSS THE MEDITERRANEAN REGION
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7 The attendance for girls has surged from thirty per cent to 51 per cent because young children, particularly girls, used to
have to stay at home to supply their families with water.



SELECTED INNOvATIONS IN THE MEDITERRANEAN REGION NOMINATED FOR THE UN PUBLIC SERvICE AWARDS

29

8 ONEP is maintaining the system in both rural and urban areas. It charges three Dirhams per cubic meter: however, the
poorest families are provided with water free of charge.

To ensure the sustainability and maintenance of the infrastructure, the government
has decided to involve the National Authority of Potable Water (Office national de
l’eau potable – ONEP8) in managing the project.

Source: Klareskov and Sher, 2007

Providing Faster Service by Automating Service Request Procedures
Ministry of State for Administrative Development
Egypt (2003)

Summary

Continuous efforts by the Ministry of State for Administrative Development (MSAD)
have improved service delivery and, in particular, enabled citizens to obtain services
more efficiently through the use of ICTs.

Background

The objective of the MSAD, established in 1976, is to enhance and increase the
efficiency of government by adopting new techniques and mechanisms to better
serve citizens.

The Egyptian government continually faces the challenge of delivering services ef-
ficiently: citizens often experience the frustration of waiting in lines for hours at
government offices to pay taxes and fines or to obtain documents such as drivers’
licenses or birth certificates. Information on how and where to find rules and regu-
lations has often been hard to obtain.

The government took the first steps to modernize government services in 1998, with
the aim of simplifying how it delivers services to customers by introducing new
technologies, such as voice mail service, automated fax services, and the use of the
internet for requests.

Depending on whether one is within or outside greater Cairo, or even an expatriate,
three different service numbers can be used to request services or make inquiries.
This system also applies when requesting various application forms, which citizens
can then have sent directly to them by an automated fax service.

BOX 2.8 CONTACT INFORMATION FOR THE INNOVATION FROM MOROCCO

Name: Secretariat d’Etat Charge de l’Eau
(Att: Secrétaire d’Etat Abdelkbir Zahoud)

Address: Rue Hassan Ben Chekroun – Agdal Rabat – Morocco

Web site: www.matee.gov.ma
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Citizens can also use the Ministry’s website to obtain a variety of government serv-
ices. This efficient way to obtain information and services has since been greatly ex-
tended by the government E-government portal.

Strategies Employed

Improving services depended on three basic approaches:

• Integrating required papers and documents from citizens and
eliminating duplication;

• Specifying the required fees according to laws and regulations, thereby
requesting only the minimum rate and ensuring that this fee scale is
uniform throughout the country; and

• Indicating the timeframe for obtaining any service.

To achieve these steps, it was necessary to unify rules and requirements by prepar-
ing forms for each service. Consequently, any citizen seeking a service receives a
receipt listing all the procedures and steps required, the agencies to direct com-
plaints to, and the time necessary for completion.

Sustainability and Transferability

The Ministry continues to develop E-government services, thus demonstrating a
sustained commitment to innovation and improvement of public services. In Janu-
ary 2004, the Ministry launched the country’s integrated E-Government Portal for
online services.

The bilingual portal (Arabic/English) enables all stakeholders to browse govern-
ment announcements, search for information related to particular services, and ac-
cess online services all at a single user-friendly “one-stop shop.” The objective is to
have most government services available online by June 2007.

The financial rewards of this innovation are one of the best guarantees for sustain-
ability. This initiative, which was developed in collaboration with the Ministry of
Communication and Information Technology, is expected to save up to 900,000
working hours a year.9

Source: Klareskov and Sher, 2007

BOX 2.9 CONTACT INFORMATION FOR THE INNOVATION FROM EGYPT

Name: Ministry of State for Administrative Development

Address: Salah Salem Street – Nasr City, Cairo – Egypt

Web site: www.edara.gov.eg

9 According to the Suez Canal University.
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Obtaining Official Documents Made Easy by Integrating Services into a
“One-Call Shop”
Ministry of the Interior, Public Administration and Decentralization
Greece (2003)

Summary

By establishing the 1502 Call Centre, Greece integrated services into a “one-call
shop” and made it easier for citizens to obtain common official documents without
having to leave home or the office. By giving citizens the opportunity to submit
their applications over the phone, the disabled, the elderly, and other physically
challenged groups are no longer disadvantaged in obtaining certificates.

Background

The 1502 Call Centre was first launched in February 1998. Initiated by the Direc-
torate of State-Citizen’s Relationship of the Greek Ministry of Interior, Public Ad-
ministration, and Decentralization, the service provides citizens with certificates
and other administrative documents through a “one-call shop.”

Initially, the service provided only the four most frequently requested certificates.10

That number has since increased to 21, however.

By the end of 2001, citizens submitted more than 870,000 applications, and as of
September 2003, the Call Centre had received more than 2,860,000 calls, while the
total number of applications rose to 1,430,000.

Strategies Employed

In integrating services by consolidating operations into a single point of entry, the
1502 Call Centre has significantly enhanced public service delivery. It is much
faster, cheaper, and more convenient to move forms around electronically and by fax
rather than moving citizens around from office to office.

The process begins as soon as a telephone request is received by a special service
of the National Telecommunication Agency (OTE), where operators provide infor-
mation about available services and current procedures. Standardized electronic
forms are used to fill in the applicant’s data, which is immediately transmitted on-
line and by fax to the appropriate agency. The agency then issues the document and
sends it to the citizen’s postal address by registered mail.11

The agencies are required to take swift action within a specific timeframe. If the
stipulated deadline is not met, users may appeal to a special commission of the

10Criminal/police records (30 per cent); recruitment status (fifteen per cent); birth, death, marriage, and family status
(10 per cent); and passports (5-8 per cent).

11There are some exceptions: In the case of passports, certain documents still must be provided in person.
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relevant region or to the Ministry of Interior, Public Administration, and Decentral-
ization for compensation.

The Ministry has made special arrangements with OTE and the Postal Services to
keep the prices of the services affordable for the public. Through OTE and the
Postal Services partnerships with state agencies, and using simple and existing
telephone and telecommunications technology, the 1502 Call Centre has made
government services accessible to nearly everyone. The only barrier is access to
a telephone.

Sustainability and Transferability

Since its launch in 1998, the 1502 Call Centre has experienced a tremendous growth
in scope and scale, from four to more than 20 different documents. The number of
applications submitted has been steadily growing over the years. An evaluation
made by the National Center of Public Administration assessed user satisfaction
and found that:

• 82 per cent said they were satisfied with the delivery time;

• 94 per cent received the requested documents in a timely fashion;

• 88 per cent expressed an overall satisfaction with the operation of the system;

• 95 per cent agreed that the initiative was very useful; and

• 98 per cent said they would use the system again.

In 2004, a new law (Law 3242/04) was introduced to simplify administrative pro-
cedures. The law provides that several official documents within public agencies
would be issued automatically, without citizens needing to take action at all. For ex-
ample, a citizen hired in the public sector will no longer have to procure a criminal
record to document his or her status. Instead, the employers would have to conduct
these inquiries on their own.

So far, the new law applies to 26 certificates, which could gradually diminish
the necessity for the public to use the 1502 Call Centre. Whenever citizens do
need documents, however, the call centre still makes the process simpler, faster,
and easier.

Source: Klareskov and Sher, 2007

BOX 2.10 CONTACT INFORMATION FOR THE INNOVATION FROM GREECE

Name: Ministry of the Interior, Public Administration, and Decentralization
(Att: Marina Saraki)

Address: vas. Sofias 15 – 106 74 Athens – Greece

Web site: www.ypes.gr
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Creating a Department Open to Innovation in
Public Administration
Public Administration Department for Efficiency in the Administration
Italy (2003)

Summary

Undergoing a transition from “regulator” to that of “facilitator,” the Public Admin-
istration Department for Efficiency in the Administration (PADEA) has reinvented
itself as a facilitator for cooperation and understanding between administrative in-
stitutions, as well as a “coordination centre” (cabina di regia) for innovation in ad-
ministration directly involving citizens and businesses.

Background

In 1983, the Department for Public Administration (PAD) was set up as part of the
Prime Minister’s Office in response to the modernization needs of the Italian pub-
lic administration. Renamed the PADEA in 2001, the Department has traditionally
been a central authority within the State, governing public administration through
unilateral acts such as laws, regulations, and circulars.

Although there have been reforms in the past decade, changes in the institutional and
administrative system increased the demand for further reform. For example, the EU
has assumed several important functions, and others have been transferred from the
State to the regions and local bodies. At the same time, the call for improving the
conditions of the private sector and the market has been growing.

In response to this call for reform, PADEA has gradually been transformed into a fa-
cilitator for cooperation and understanding between administrative institutions, as
well as a coordination centre for administrative innovation for citizens and businesses.

Today, PADEA is committed to modernizing its functions through consensual meth-
ods, encouraging various government agencies to work together to reach agreement.
The objective is for all the stakeholders of any innovation to share goals rather than
perceive them as rules imposed on them.

Strategies Employed

PADEA has sponsored three different projects aimed at creating a network of op-
erators who actively collaborate for the improvement of public administration and
services. The operators compare and exchange good practices and are encouraged
to adopt the latest management techniques used in the private sector. PADEA has
created a knowledge management and diffusion system through websites dedicated
to the three main projects, where the interested parties obtain information and ex-
change experiences:
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• The Quality and Efficiency Project is a plan of collaboration with major
business organizations for the establishment of working groups to promote
efficiency and quality in public administration. One working group, for
example, is involved with analyzing outsourcing functions and services;

• The Governance Project is aimed at initiating agreements among
ministries, regions, and local bodies to plan and implement systems that
facilitate effective public administration. An observatory has been
established to collect examples of systems of governance already in use
throughout the different administrations, as well as a laboratory identifying
general models and methodologies for governance systems to be used for
select experimentation; and

• The Cantieri Project provides coordinated central government support for
innovation in the public sector. It encourages and assists innovation in public
administration at the regional level, in local bodies, and in other public
organizations. For instance, a self- assessment tool12 has been developed to
help local administrations analyse conditions and evaluate processes.

Sustainability and Transferability

Two innovations serve as support structures for transferability to other administra-
tions. First, technical desks were established for support of working groups to im-
plement agreements and understandings, and second, guidebooks and guidelines
have been drafted by learning laboratories.

Local authorities have begun to share know-how and experiences or to communi-
cate expertise in specific fields. Among the first examples are agreements signed be-
tween the regions of Puglia and Lombardy, as well as the provinces of Milan and
Lucca, the latter being specific to the implementation of management control.

Training through seminars, distance learning, and professional communities is also
central to the spread and transferability of the initiatives. In the this regard, PADEA
has initiated an important programme for strengthening two of its principal train-
ing institutes, School of Public Administration, and Formez, both of which are di-
rectly involved in the implementation of the three projects.

Source: Klareskov and Sher, 2007

BOX 2.11 CONTACT INFORMATION FOR THE INNOVATION FROM ITALY

Name: Dipartimento della Funzione Pubblica per l’efficienza della amministrazioni13

(Att: Stefano Pizzicannella)

Address: C.so vittorio Emanuele, 116 – 00186 Roma – Italy

Web site: www.funzionepubblica.it

12Integrated Evaluation of Change (vIC).
13Now called Ministry for Reform and Innovation in Public Administration

(Ministero per le Riforme e le Innovazioni nella Pubblica Amministrazione)
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Bundling Information, Transactions, and Citizens’ Inputs
Local Council of Alcobendas
Spain (2003)

Summary

The Información, Tramitación y Atención Ciudadana en Alcobendas (ITACA) Proj-
ect was launched to facilitate and improve the relationship between citizens and the
municipality. The project is a customer-oriented approach to integrated local serv-
ice delivery, based on the application of ICTs, including a new integrated ID card,
a website, and 24-hour telephone service.

Background

In 1995, the local council began work on a strategic plan for the modernization
of the municipality of Alcobendas, a part of the autonomous community of
Madrid, Spain, with about 100,000 inhabitants and almost 1,200 employees in
the public service.

In 1997, the initial stages of ITACA were drawn up, and in 1999 the project was for-
mally launched. In 2003, the second stage of the ITACA followed shortly after as
part of the Municipal Action Plan (PAM).

The project’s aim is to facilitate and improve the relationship between citizens and the
municipality by simplifying the tools that citizens use to obtain information and com-
municate with public institutions. The first stage of the project focused on three basic
services for citizens: the Alcobendas Card, an expanded website, and an integrated 24-
hour telephone information service, called Servicio de Atencion Ciudadana (SAC).

The Card, marketed as the “the local Council in your pocket,” has drawn the most
attention. It provides a free-of-charge form of personalized identification and al-
lows for interaction and the exchange of information with other cardholders. The
card will gradually eliminate the need for different local ID cards by bringing all
services together, cutting waiting time for citizens down to an average of less than
four minutes when personal attention is required. Furthermore, the card provides
universal access to ICTs at the recently established self-service points. In 2004,
more than 16,000 Alcobendas Cards were handed out, and 16 self-service and ad-
ministration points were established.

The expanded website has seen the number of visitors increase almost tenfold, from
about 27,000 in 2000 to approximately 267,000 in 2003. As a result, in the same pe-
riod, the government was able to handle many more citizens’ problems: 125,000
cases in 2002 compared with only about 85,000 in 2000.

Furthermore, the introduction of the 24-hour telephone service resulted in a tripling
of phone calls to the Alcobendas government – from about 24,500 in 2000 to almost
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88,000 in 2003, with a high customer satisfaction rate. A study conducted in that re-
spect in 2003 by the Research Department revealed that the overall rating of the
municipality scored close to 8.7 out of 10, with the behavior of the staff scoring
well above the overall rating.

Innovative Strategies Employed

The Alcobendas card used new technology to integrate several other cards into
one and improve access to services through a secure system guaranteeing the citi-
zen’s privacy.

The improved web portal took advantage of internet technology, which 34 per cent
of the municipality’s population, excluding students, already accessed regularly,
to extend delivery of information and services to a major part of the population.
The interactive portal offers services such as a guide to living in the municipality,
customer service, information on services offered, and proceedings of the munici-
pality, as well as information on local media sources and associations – all in real
time (INFOCIUDAD).

By providing a 24-hour telephone information, integrating information and services
for citizens, enlarging and decentralizing existing offices (where possible), and ex-
panding office hours to afternoons, evenings, and Saturdays, the municipality was
able to integrate services and offices, increase accessibility, enhance the quality of
service, and reduce waiting times.

Sustainability and Transferability

Other local councils and regional administrations have already adapted elements of
the approach employed by the municipality of Alcobendas. Further expanding these
initiatives within the framework of ITACA, the municipality has enhanced func-
tions of the Alcobendas Card, extending services to professionals and companies
and instituting new systems of payment, text messaging to mobile phones, telecon-
sultation, and participation, as well as developing a new multi-portal platform.

Source: Klareskov and Sher, 2007

BOX 2.12 CONTACT INFORMATION FOR THE INNOVATION FROM SPAIN

Name: Ayuntamiento de Alcobendas
(Att: Eloy Cuellar Martín)

Address: Plaza Mayor no. 1 – 28100 Alcobendas Madrid – Spain

Web site: www.alcobendas.org
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Part Two

Case Studies on Innovation in Public
Administration from the Middle East,
North Africa, and Western Balkans
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1. Conceptual 
innovation with a
particular focus on 
engaged governance

• Albania
• Turkey

2. Organizational and 
management innova-
tions in traditional 
bureaucracies

• Jordan
• Egypt
• Lebanon
• Morocco
• Tunisia

3. Process innovation 
to improve service 
delivery with a 
particular focus on ICT

• Croatia
• Syria

4. Institutional 
innovation in post-
conflict countries

• Bosnia and Herzogevina
• The former Yugoslav Republic of Macedonia

Map 3.1 Selected Types of Innovation in Governance in the Middle East,
North Africa, and Western Balkans



Chapter 3

Eleven Innovations in Governance in the
Middle East, North Africa, and Western
Balkans: A Synopsis
By Vilhelm Klareskov and Dimce Nikolov

1. Introduction

Innovation in the public sector for most of the Mediterranean countries is a relatively
new challenge but, as shown throughout this book, change in public administration
is taking place at a growing rate and is contributing to improving the lives of peo-
ple across the region.

Important governmental change can take years, even decades, but even the biggest,
most ambitious projects must begin with a first step. The first step toward positive
change in governance is to share those innovative experiences that have succeeded
and made a difference in one country already. This chapter provides a brief
overview of eleven case studies, which are presented in more detail in the follow-
ing chapters. Our aim is not simply to praise those who have carried out success-
ful innovations in the way they govern, although they certainly deserve that. It is
also to reveal how they did it so that others can pick up ideas and perhaps follow
in their tracks.

2. Four Types of Innovation

In analyzing these successful case studies, we have observed that they fall under one
of four broad types of innovation. The case studies are therefore presented accord-
ing to those four types:

1. Conceptual innovation, with a particular focus on engaged governance;

2. Organizational and management innovation in traditional bureaucracies;

3. Process innovation to improve service delivery with a particular focus
on ICT; and

4. Institutional innovation in post-conflict countries.

2.1 Conceptual Innovation with a Particular Focus on Engaged Governance

For a government to be responsive to its citizens, it must be able not only to com-
municate what it expects of its citizens, but also to listen to what citizens want and
need. The public sector must stay in touch with the views of its people; equally im-
portant, it must be willing to share information with the public.

41



The challenge of engaging citizens and encouraging local participation can be
approached in a variety of ways. For example, Albania started on a small scale,
using local stakeholders to rate the maintenance of the schools. Turkey took an-
other innovative approach, encouraging sustainable and inclusive development
on a local level.

Albania

In 2003, Albania launched a pilot project, rating the maintenance of schools in seven
municipalities according to a new technique called Trained Observed Rating (TOR).
The transition from a previously centralized system to one in which local entities
took on the responsibility of maintaining and operating primary and secondary pub-
lic schools left municipalities and communes with a challenge. Municipalities had
to ascertain how best to allocate a block grant from the state budget to its various
schools to maintain standards of health and safety. To meet the standards stipulated
by the Ministry of Education, while at the same time setting priorities for the lim-
ited education budget, the municipality of Pogradec, in a pioneering endeavor, des-
ignated a project team to evaluate and rate schools by applying commonly agreed-on
standards on the conditions of roofs, walls, doors, windows, etc.

TOR set up uniform standards by which to judge the condition of any school, which
enabled local governments to quantify their evaluation of school conditions. Com-
parisons can be made among conditions in different neighbourhoods at any given
time or among school conditions in the same neighbourhood or the whole commu-
nity at different times, to measure changes. The rating system is set out clearly with
photographic guidelines: several pre-selected photographs show typical conditions
(from poor to excellent) of different school elements.

These photographic guidelines make training observers easier and also ensure that
the ratings of any trained observer will be objective. When trained observers go out
to evaluate a school, they can compare the actual conditions under observation to
the photographic or written guidelines, to determine which rating to assign. Use of
the guidelines increases the likelihood that anyone using them will come up with
comparable ratings. Other team members or interested stakeholders can therefore
readily understand and agree on these ratings, particularly when shown the objec-
tive guidelines used for making them.

Once these observers rated the conditions at the various schools and cost calculations
were made on making improvements, the city then organized an open meeting with
teachers, parents, and pupils, as well as other interested members of the community.
They openly discussed the state of different schools and the rating of priorities. Ul-
timately, several improvements were identified and funds were allocated. The opin-
ion of the participating stakeholders generally matched that of the TOR. After the
open meetings, working groups representing each stakeholder group reviewed the re-
sults and allocated the available funds from the municipality and the ministry.

CASE STUDIES ON INNOvATION IN PUBLIC ADMINISTRATION
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The pilot project was later extended to nine schools in Pogradec and to six other
cities and communes in Albania. Stakeholders prioritized the problems and allo-
cated the available funds to those who needed it most, as was done in the pilot proj-
ect. Citizen participation helped make the optimal use of the funds available.
Ultimately, each pilot city reviewed and analysed the experience. A joint working
group from all cities involved then produced a Guidance Document for the Ministry
of Education and Science, which in November 2004 led to the establishment of a
national working group.

Turkey

Spurred on by the United Nations Conference on Environment and Development
(the Earth Summit) held in Rio de Janeiro in 1992, Turkey launched innovations in
local government to bring global concerns to the local level. With a program called
Local Agenda 21 (LA-21), which encourages local stakeholders to get involved in
decision-making processes that were once centralized, Turkey is paving the way
for a new local governance model.

Building on the achievements of the project called Promotion and Development of
LA-21 in Turkey, encompassing several pilot cities of varying sizes from all over the
country, Turkey embarked on a follow-up project in January 2000 entitled Imple-
menting LA-21 in Turkey. Basically, the aims of LA-21 processes are to engage
and give voice to local communities to achieve sustainable development and im-
proved service delivery. Partnership in the LA-21 Program (launched and coordi-
nated by the United Cities and Local Governments, Middle East and West Asia) is
open to all local authorities in Turkey.

Because most of the local stakeholders in Turkey had few opportunities to partici-
pate in government or discuss global agendas, the first step was to raise awareness
about LA-21 processes through symposia at the city/province level. The partnering
local authorities were encouraged to invite all potential constituents of the City
Council and interested citizens so that local stakeholders would receive first-hand
information on the concept and practical implementation of LA-21. Other partner
cities are also invited to present their LA-21 activities to the host city.

Next, a facilitation team was set up to coordinate the establishment of the City
Council, working groups, and other platforms. Each platform develops its own
means of functioning, drawing on the relevant experience of other partner cities.

Under the guidance of LA-21, local communities in Turkey achieved several goals:
to strengthen the participation of women in social, economic, and political spheres
through a participatory approach; to provide services to minority groups by the es-
tablishment of neighbourhood service chambers; to offer training and health serv-
ices to disadvantaged women; and to sustain historical and cultural heritages by
engaging citizens. Thus, based on community participation, involvement of local

ELEvEN INNOvATIONS IN GOvERNANCE IN THE MIDDLE EAST, NORTH AFRICA, AND WESTERN BALKANS
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stakeholders, establishment of local partnerships, and decentralization of local de-
cision-making processes, the LA-21 Program is paving the way for a new local gov-
ernance model in Turkey.

2.2 Organizational and Management Innovations in Traditional Bureaucracies

Traditional bureaucracies – once thought of as solutions to problems such as nepo-
tism, patronage, and cronyism – have now come to be viewed as problems them-
selves. In an increasingly complex and fast-changing world, bureaucracies move
too slowly and sometimes cost too much. The challenge today is to preserve the
fundamental principles of public administration in the Weberian sense while intro-
ducing some flexibility and innovative ways of organizing work in the public sec-
tor. More and more, countries recognize that to improve delivery of services –
innovations in human resource management must occur.

Whether this involves turning around an underperforming state-owned enterprise
in Egypt, professionalizing systems to manage human resources in Jordan, chang-
ing to functional differentiation in organizational setups in Lebanon, or rightsizing
the public sector through attractive severance arrangements in Morocco, the com-
mon denominator is that the public sector must search for innovative ways to man-
age staff and organize human resources to become more efficient and responsive
to its citizens.

Egypt

In Egypt, recent reforms in Telecom Egypt (TE) provide valuable lessons in turn-
ing around a state-owned enterprise. Previously, the telecommunications infrastruc-
ture in Egypt was considered unusually substandard. Millions of customers were on
waiting lists for landlines, and others were not even considered for service because
they were out of reach of the telecommunications network. The obstacles to an ef-
fective system were easy to identify: a centralized, hierarchical structure for ap-
provals, a lethargic culture, no marketing department, very little sensitivity to
customer service, and overstaffing with unskilled and unmotivated employees hav-
ing poor managerial skills.

The obstacles might have been easy to identify, but the solutions would take more
work. In 2003, TE embarked on an extensive and innovative management reform
that also included strategic alliances to hedge the company against uncertainty. TE
began by downsizing staff through reviewing the number of employees, building a
detailed cost structure model to allow the company to position itself in future tariff
renegotiations with the National Telecommunication Regulatory Authority (NTRA),
implementing highly effective and efficient human resources through intense and ef-
fective training programs, establishing better financial reporting systems, and ad-
dressing market competition locally through a strategic planning unit and
internationally through studying overseas incumbents.

CASE STUDIES ON INNOvATION IN PUBLIC ADMINISTRATION
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Recognizing the significant role played by human resources in the success of TE, the
company set up several specially designed training programs to develop the capacity
of its management team and motivate its workforce. For instance, in 2003 a full-time
Leadership Development Program was initiated for 25 of the key managers with iden-
tified leadership potential. The company also provided over 200 skill-based training
sessions delivered by widely acclaimed international corporations to more than 7,000
of TE’s specialists and service-based employees. In 2003, a new salary structure was
introduced to enhance the motivation of existing staff and to attract the best new tal-
ent. Non-monetary benefits were offered as well, such as social and cultural programs.

In 2004, the number of subscribers to TE grew to 9.2 million, which was an in-
crease of 9.5 per cent from the previous year. Similarly, revenue was up 15 per cent.
Overall, productivity improved from 2000 to 2005, going from 105 lines per em-
ployee to 220, and waiting lists were eliminated.

Jordan

In Jordan, the Jordan Institute for Standards and Metrology (JISM) won the King
Abdullah II Award for Excellence in Public Performance and Transparency in 2003.
Established as an independent entity from the Ministry of Industry and Trade in
1994, JISM recently set out to professionalize the management of the human re-
sources in the Institute.

JISM has adapted a strategic approach to human resources management by linking
all processes, starting with recruitment and placement to training, promotion, and
succession. Each employee in every job is provided with career planning, job de-
velopment, and training. In creating an annual training plan, nominating staff to
participate in either individual or group training, and implementing in-house train-
ing programs, the Institute ensures successful succession planning as well as the
retention and transfer of knowledge among staff.

Each employee enters into an annual performance agreement in which both the ap-
praiser and appraisee both agree on the objectives and results to be achieved. Such
an agreement is subject to periodical review to ensure commitment and provide as-
sistance. Based on this performance management system, JISM offers the payment
of an incentive equal to one month’s salary for staff graded with the top mark. Fur-
thermore, the company uses competitive tests to select the best talent for different
position categories ranging from management and professional to administrative
and support positions.

For the 2003 Awards, the Drivers and vehicles Licensing Department (DvLD) fin-
ished as runner-up. The Department, with a unit in each of the 12 Governorates,
was established as an independent entity in 1968.

The DvLD worked to eliminate any duplication of services in all its centers through
close application of the issued legislation already distributed to all sections. No em-
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ployee may exceed or override the stated articles. In addition, the Department pre-
pares a procedural manual and unified forms that is circulated to all sections in-
volved in service delivery. The DvLD also trained employees to carry out services
promptly and accurately, and computerized all transactions, including the fees sys-
tem. All of these innovative activities are subject to close monitoring, follow-up,
evaluation, and accountability to ensure the best quality of service.

Private sector organizations (e.g., driving training centers, insurance companies,
car dealers, and bank representatives), contribute directly and indirectly by coordi-
nating with the DvLD. Local communities, including universities, schools, and the
private sector, also contribute to the enhancement of service provision through var-
ious methods, such as traffic awareness lectures, studies, and research.

The Department also exchanges success stories with other organizations. Some of
the most noteworthy are the E-government license tracking system with Ministry of
Communications and Information, the violations project with Greater Amman Gov-
ernorate, and the environment-cleaning project with Ministry of Environment.

The DvLD has also expanded its hours of operation to meet the needs of all citi-
zens. Services are available not only on weekdays but also on Saturdays, which for-
merly had been considered a formal holiday.

The Department uses both quantitative and qualitative indicators to increase the ef-
ficiency of services, gathering daily statistics, conducting inspections, and issuing
reports on whether deals and transactions have been handled quickly and accurately.
It also evaluates letters of appreciation, newspaper articles, and other more qualita-
tive measures to gauge citizens’ satisfaction.

Lebanon

In Lebanon, the Ministry of Finance (MOF) has introduced new tax-policies
along with organizational change in several offices. Launched in 2002 as part of
wider tax-policy reforms, the value Added Tax (vAT) was implemented to widen
the tax base, modernize the taxation system, develop the economy, and satisfy in-
ternational and regional trade obligations, some of which require eliminating cus-
toms on imported products.

Because many taxpayers and consumers were not convinced of the benefits of the
vAT, the MOF used hotlines, websites, and bulletins to provide information and
answer queries. By further customizing internationally proved systems to the
local requirements and circumstances and by setting up training for the staff of
the newly established Directorate, MOF was able to implement the new policy.
As a result, vAT collection rose almost 60%, from approximately LL 289,000
billion in the first quarter of 2003 to over LL 457, 000 billion in the third quar-
ter of 2004.



To improve efficiency even further, reforms also included reorganizing the Direc-
torate of Revenues (DOR) by establishing the Large Taxpayer Office (LTO) and
the Tax Roll Unit (TRU). Previously, DOR, according to decree, was organized by
tax type. With the reorganization, this was changed to a function-based set-up, in
which single administrative units perform functions common to different tax types.
With these organizational changes, a new integrated tax administration system was
established, called the Standard Integrated Government Tax Administration System
(SIGTAS). In addition, the Custom Administration and the Directorate of Land Reg-
istration implemented organizational changes that are presented in greater detail in
the chapter on Lebanon.

Morocco

Morocco’s innovation to reinvigorate the public sector involved implementation of
a voluntary retirement scheme. Suffering from constantly increasing wage expenses
in a bloated public sector, the Ministry of Public Sector Modernization (MMSP)
was handed the task of rightsizing the public sector through voluntary departure.

The program, called Intilaka (departure), was the second attempt at balancing
staffing needs in the public sector. The first attempt in 2004 was far from success-
ful. MMSP was too limited and under funded in launching an awareness campaign,
and it fell noticeably short of the projected targets of 60,000 voluntary departures.
In fact, fewer than 1,000 civil servants signed up to leave.

Morocco did not repeat these earlier mistakes. The Intilaka program widened the
scope, offered more attractive retirement packages, and employed an extensive
public relations campaign to raise awareness of the initiative through advertise-
ments in the press and television spots. The program presented the options posi-
tively, as an opportunity for civil servants to enter the private sector. Help also was
provided to early retirees to move into the private sector: agreements were signed
with commercial banks to offer financing of business projects at discounted rates;
the Ministry of Industry, Commerce, and Handicraft helped retirees develop busi-
ness plans and proposals.

The retirement packages also were made more appealing. Selected candidates were
offered a tax-free indemnity equal to 45 days (one and half month’s) salary for each
year of service, up to a maximum of 36 months. The indemnity could not exceed
50 per cent of what an employee would have received until retirement.

In addition to the indemnity, early retirees (who met certain criteria) would benefit
from a monthly pension equal to 2 per cent of the salary until the age of 60, and 2.5
per cent after age 60. A prerequisite for the pension was to have contributed for a
given period to the pension plan: 15 years for women, and 21 years for men. Those
who did not meet those criteria would get to retrieve all their contributions into the
pension plan with CMR, the public sector pension fund.
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Completed in June 2005, some 38,000 civil servants, or close to 7.5 per cent of the
employees, took part in the voluntary departure program. One half of these worked
in Rabat and Casablanca, two of the largest cities in Morocco, which previously
were characterized by excessive numbers of public administration employees. As a
consequence, Morocco expects to save MAD 2.2 billion in 2005, 5 billion in 2006,
and 5 billion in 2007.

Successful rightsizing, however, is only one part of a successful, comprehensive re-
form of Human Resources Management (HRM). MMSP also is implementing ad-
ditional plans, including limiting recruitment, redeploying existing staff, revising
salary-grid and promotion systems, and simplifying personnel statutes.

2.3 Process Innovation to Improve Service Delivery with a Particular Focus on ICT

As the United Nations World Public Sector Report 2003 points out,1 the use of in-
ternet-based services as a way to cut red tape has spread rapidly throughout public
sectors in recent years. A further benefit is that the Internet can also provide a means
of advancing and consolidating transparency and democracy in the overall practice
of public administration.

Croatia

In Croatia, the collaboration among judges, law professors, lawyers, and law stu-
dents has created a web-based legal information infrastructure, called the Judges’
Web, to improve the transparency and efficiency of Croatia’s judicial system. Ini-
tially established in 1999, an on-line searchable database of judicial rulings was
launched in May 2001.

The Judges’ Web offers a comprehensive database that allows judges (and other in-
terested parties) to access rulings quickly, thereby allowing judges to take into ac-
count legal precedents when making their own decisions. The website also offers
practical information on court operations (e.g., telephone numbers, hours, offices
in courts) as well as a search engine to locate courts by village, city, municipality,
or country.

Judges are asked to submit their rulings to the Judges’ Web, where a team of legal
experts analyses the information and categorizes the data by criminal, civil, and
commercial cases; they then edit the decisions, removing all names and other per-
sonal information from the files. Each ruling is then archived according to the law
or ordinance under which the decision applies. If a decision changes after an appeal,
the updated information is added to the database.

The Judges’ Web database has expanded in both quantity and quality. Some of the
most well-known and respected judges in Croatia have contributed their delibera-
tions and opinions to the database system. The program continues to grow, and the
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Judges’ Web has now introduced a new feature to the website that allows legal pro-
fessionals to comment on case law.

The project had to overcome several obstacles to achieve its present success. First,
the lack of cooperation and understanding from state officials during the develop-
ment and implementation posed a challenge. Second, there was little support in ob-
taining data needed to make the database comprehensive. Third, some judges and
other members of the judiciary were not willing to publish their work.

Despite these challenges, in 2004 the Judges’ Web increased the number of court
decisions entered into its database and extended its services to 95% of all munici-
pal and county level courts in Croatia. By the end of 2004, the database had grown
to include over 4,200 verdicts from courts throughout the country.

The program has helped increase the transparency and accountability of Croatia’s
judicial system, as well as citizens’ confidence in the country’s judicial process.
The Judges’ Web, a non-governmental initiative, is considered one of the most ef-
fective innovations in the judicial system in Croatia. Its efforts have been praised by
the Ministry of Justice and regarded as so successful that the project has been in-
corporated into the overall legal reform strategy.

Syria

In Syria, one successful recent reform was modernizing the administration by com-
puterizing the civil records system. The project finished ahead of schedule in 2004
and also provides insights into the challenges of managing the transition from paper
to paperless record keeping.

Syria’s undertaking, to transform public records into digital form to provide fast,
easy access to demographical and statistical information for both private and
pubic institutions as well as individual citizens, was no small matter. This proj-
ect had to handle civil records dating back to 1920 (the year of the first census)
that were kept in local archives distributed throughout 286 centres scattered
around the country.

The project included digitizing and maintaining the civil records of the Administra-
tion of Civil Records Administration and those of the Immigration and Naturaliza-
tion Administration. The Ministry of Interior maintains all immigration, passport,
and police records as well as issuing identification cards, family records, drivers’ li-
censes, and passports.

The key strategy for providing access to civil and legal records was to give each
citizen a National Number as an indexed key for all civil and legal records. Once the
number is provided, it is available for use by all official entities to verify civil and
legal records without the need for obtaining the record from the Administration of
Civil Records. The ability to link other records (e.g., driver’s license, passport, mil-
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itary service records) makes it easier for individual citizens and official organiza-
tions to verify and authenticate personal information.

It has also reduced redundancies that previously resulted from, for instance, regis-
tering the wife’s record in the husband’s centre records without removing the wife’s
record from her family centre. The new streamlined system has 15 million records
compared with the 26 million dating from the 1920s.

Utilizing PDN technology2, the national network connecting all the centres became
fully operational by the end of 2004. The whole system was designed as web en-
abled and although it is now operating as an intranet, it is easy to upload the serv-
ices over the Internet. Another benefit of this design is to increase security and
decrease chances of losing data as it is distributed over the centres’ servers. In ad-
dition, backup measures were designed to maintain fully operational up-to-date
records in case of natural disasters and system failures. Finally, interactive (mirror)
servers were installed in some municipalities for backup and services purposes.

To take further advantage of the efficiency of each citizen’s having a national num-
ber, the Ministry of Interior is issuing a new identification card with the National
Number on it, in written and bar code formats. In addition to civil records being dig-
itized, legal (criminal) records were also fully automated and put into active serv-
ice in June 2004. Through the new system, all police records can be obtained from
any centre, without the need to travel.

2.4 Institutional Innovation in Post-conflict Countries

An important issue and concern for societies emerging from war and civil strife is
how to avoid slipping back into the patterns that led to conflict in the first place. One
element in this precarious path away from tension and mistrust is to develop and
strengthen sustainable state institutions that guarantee basic human and civil rights
and contain clauses with sufficient teeth to be invoked successfully.

The introduction of the Civil Service Law in Bosnia and Herzegovina, and in par-
ticular the establishment of a civil service agency, created to regulate the recruit-
ment, promotion, and remuneration of civil servants in government institutions, is
one example of a crucial measure taken to acknowledge and accommodate the di-
verse ethnic composition of the population. Similarly, in The former Yugoslav Re-
public of Macedonia, the introduction of the Ohrid Agreement has been a successful
attempt to reconcile ethnic tensions through an equal representation of ethnic mi-
norities in the public sector.

Bosnia and Herzegovina

In Bosnia and Herzegovina, the adoption of the Civil Service Law in 2002 an-
nounced the beginning of a process to establish a professional, merit-based civil
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service aimed at providing unbiased expertise and professional continuity in the
state-level institutions. In particular, the adoption of the law paved the way for the
establishment of the Civil Service Agency.

These innovations were critical to help stabilize the nation, which was still divided
after the war. The country was still divided into two entities (the Republic of Srp-
ska and the Federation of Bosnia and Herzegovina, which is further divided into
ten Cantons), with exclusive rights being granted to each constitutive ethnic group
to dominate and govern the territories under their control.

In the post-war period, the human resource management system in the state-level in-
stitutions of Bosnia and Herzegovina was supposed to be governed by the Law on
Public Administration of the Republic of Bosnia and Herzegovina, passed in 1993.
This Law was applied only among those forces in common institutions that recognized
the Republic during the war, however. Thus, the division based on ethnic background
and existing political conditions proved an obstacle for the functioning of the State.

The establishment of the Civil Service Agency has marked a new beginning. The
agency was conceived as the backbone of the civil service and the guarantor of the
implementation of the new Civil Service Law. The agency, which became opera-
tional in February 2003, reports directly to the Council of Ministers and enjoys sup-
port from the Office of the High Representative in Bosnia and Herzegovina, thus
enabling the agency to avoid the influence and pressures of government ministries
and special interest groups. The agency is entrusted with numerous tasks and re-
sponsibilities, such as the recruitment process, establishment of the Personnel Cen-
tral Registry, training and development of civil servants, disciplinary proceedings,
and support to institutions in developing human resource policies.

The new agency’s beginning was not quite welcomed among employees of the state-
level institutions, however, in particular, the process of reviewing all posts in the
civil service has caused some resentment among state employees. For instance, 54
employees were found to be employed in violation of existing legislation and hence
subject to dismissal; roughly 20 per cent of personnel files were incomplete be-
cause of, for example, missing documentation on requirements for employment. In
addition, the new staff in the Civil Service Agency is facing a huge challenge sim-
ply keeping up with the demands of running daily operations, such as reviewing
and amending legal documents prepared by the EU Support Team, preparing miss-
ing by-laws, filling data into the Central Registry, updating the agency’s’ website,
and handling recruitment or training.

The former Yugoslav Republic of Macedonia

In The former Yugoslav Republic of Macedonia, the implementation of the Ohrid
Agreement has led to an improved and sustained effort in achieving equal represen-
tation of ethnic minorities in the public sector. One key principle stipulated in this
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agreement – that of equitable and just representation of citizens belonging to all
communities, and especially to the members of the non-majority communities –
has guided structural changes being made in the public administration.

The signing of the Ohrid Agreement in 2001 was a first step to reducing the ethnic
tensions that had been running high between the Albanian minority and the Mace-
donian majority. The agreement’s aim is to accommodate the grievances of the Al-
banian community, while preserving the unitary character of the state, thus
addressing the concerns of the Macedonian majority who feared a federalization of
the country and its eventual disintegration.

The accord envisioned a series of political and constitutional reforms designed to
address ethnic Albanian demands for equal standing. Consequently, the amend-
ments to the 1991 Constitution based on this agreement clearly outlined the rights
of national minorities and especially ethnic Albanians. The major provisions in-
clude amending the preamble to the Constitution, instituting double-majority vot-
ing in Parliament, increasing the representation of ethnic Albanians in the police
force, and stipulating the use of the Albanian language in official proceedings. Other
provisions from the Ohrid Agreement stipulate fulfillment of many of the demands
raised by the Macedonian Albanians throughout the 1990s and introduced some
features of power sharing, such as a system of double majorities requiring consent
from minorities represented in Parliament to key decisions of the Parliament, a sub-
stantial degree of municipal decentralization, equitable representation in the public
administration of the non-majority communities, and confidence-building meas-
ures to overcome the immediate consequences of the 2001 conflict.

A key concern addressed in the Ohrid Agreement was the under-representation of
Macedonian Albanians in public administration (and public enterprises). The mem-
bers of the non-majority groups, and especially Macedonian Albanians, were under-
represented in the public sector. According to available data, Albanians filled only
7 per cent of positions in the public, mixed, and cooperative employment sector
(compared with representing 23 per cent of the population according to a 1994 cen-
sus). Similarly, most other minorities, particularly Turks and Roma, have also been
underrepresented in this sector.

The Ohrid Agreement determined the timetable and the forms for accelerated train-
ing and recruitment of members of the ethnic communities in the state administra-
tion. In the first period the main focus was on improving the equitable representation
in the police and the army. With approximately 2.5 per cent Macedonian Albanians
in the Ministry of Interior in 2001, the increase by mid-2003 to 10.5 per cent is con-
sidered a substantial success. Since 2001 the recruitment of Albanians has extended
beyond the direct requirements stipulated in the Framework Agreement. For exam-
ple, although excluded from any equitable representation requirements the army
has begun to include Albanians to a greater degree than prior to the conflict, an ex-
ample of change worth noting.
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Chapter 4

Upgrading Health and Safety in Schools
through Participatory Planning and Budgeting
in the Municipality of Pogradec, Albania
By Zana Vokopola

In 2003, Albania launched a pilot project rating the maintenance of schools in
seven municipalities according to a new technique called Trained Observed Rat-
ing (TOR). The transition from a previously centralized system, to one in which
local entities took on the responsibility of maintaining and operating primary
and secondary schools, left municipalities and communes with the challenge of
how best to allocate a block grant from the state budget to its various schools to
maintain standards of health and safety. To meet the standards stipulated by the
Ministry of Education while setting priorities for the limited education budget,
the municipality of Pogradec, in a pioneering endeavour, designated a project
team to evaluate and rate schools by applying commonly agreed-on standards
on the conditions of roofs, walls, doors, windows, and other features of the
school buildings.

1. Background

Education is a top priority in Albania. The government has recognized that improv-
ing education plays a key role in increasing opportunities for the poor and expand-
ing development in the nation. Developing an open, flexible educational system
that meets contemporary standards for quality is also critical to achieving the coun-
try’s larger goal of integrating itself into the European family.

Albania’s innovation in the educational system aims to improve attendance, teach-
ing quality, the quality of vocational education, and the efficiency of management.
The initiative began with a program to rate the condition of local schools accurately
and objectively, so that all officials and stakeholders involved could agree on which
schools needed attention first, and how to improve the physical conditions effi-
ciently so quality education could take place.

Albania has made important strides in the creation of democratic institutions.
Today, Albania has a democratic system based on the division of power, an active
Parliament, and a free press. Progress is also being made with respect to human
rights. Although slower than initially anticipated, the growth of a vibrant civil so-
ciety is under way.
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Despite these achievements, change has been difficult and fraught with conflict.
Albania, a largely rural country, continues to have a relatively fragile economy. In-
come per capita continues to be among the lowest in Europe. Poverty is relatively
high, and economic inequality has been steadily growing. Poverty is most prevalent
in the remote rural areas. Education indicators have worsened, such as enrolment in
primary education and, especially, in secondary education.

Efforts are being made to educate Albanian citizens about community issues,
however, so they can make sound decisions and exercise their democratic right
to participate in the governance process. In addition, progress is being made in
having elected officials provide information about municipal services, the ad-
ministration of public funds, their plans for improvements in the future, and
other information on how local government works, all of which are crucial to
a democracy.

1.1 Decentralization and Reform

Before the 1990s, Albania had a centralized government. Local ministries and other
government agencies operating at the local level had very limited decision-making
power. In 1992, local bodies became more politically autonomous, but it was not
until the adoption of a new Constitution in 1997 that decentralized governance was
properly defined.

Implementing decentralization has been a top priority of the government since 1997.
The legal framework and government support for decentralization are based on the
Constitution, the European Charter for Local Self-Government (ECLSG), and the
National Decentralization Strategy (NDS).

Albania is working toward decentralization and is committed to the idea that be-
cause local governments are closer to citizens, they are likely to be better informed
about citizens’ needs and demands. Consequently, local governments are expected
to be able to provide services more efficiently and effectively than the central gov-
ernment, and with greater accountability as well.

The plans for modifying the legal framework outlined in the NDS have undergone
significant changes since 2000. The most important new piece of legislation is the
Law on the Organization and Functioning of Local Government (No. 8652) of 31
July 2000, which sanctions the rights and authorities of local government units in
conformity with the Constitution and the European Charter for Local Self-Govern-
ment. Albanian officials have employed the same participatory and consensus-build-
ing approach used successfully during the drafting of the strategy. The process is
based on a detailed action plan attached to the main document of the NDS, which
is regularly updated to identify changing needs and priorities.

The country is divided into 12 regions. There are currently 368 communes and
65 municipalities: the elected heads of communes are called chiefs; in munici-
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palities, they are called mayors. For each region there is a prefecture with staff
qualified to check on both technical and economic aspects of local government
decision-making.

1.2 New Functions and Authority of the Local Government

The new Law on the Organization and Functioning of Local Government clearly de-
fines the exclusive functions of local governments. For the first time, municipalities
and communes in Albania are clearly entitled to substantial autonomy over a large
array of functions, specifically in the following areas:

• Local infrastructure and public services;

• Urban planning and land management;

• Economic development;

• Social and cultural activities;

• Public order for the purpose of guaranteeing the implementation of local
government administrative acts; and

• Civil protection.

The communes and municipalities possess full administrative, service, investment,
and regulatory authority. They can adopt a variety of management alternatives, de-
cide between private and public delivery, and make choices on how to improve serv-
ices. For example, with regard to cleaning services, they can decide whether to
require more pick-ups more frequently or to extend coverage of this service to places
not now covered in areas of the city. This issue is especially important because serv-
ice delivery in Albania is still weak.

1.3 Education Is a Top Priority

Education is a top priority in the Albania General Poverty Reduction Strategy
(GPRS) because of the considerable decline of education indicators during the last
10 years and the slow pace of reforms in this sector. Improving education plays a
key role in increasing opportunities for the poor and expanding development in the
nation. The GPRS’s specific education objectives, which are in harmony with the
long-term objectives of the National Education Strategy, are:

• Increased attendance in the eight-year education, focusing on poor groups
and the remote areas of the country, and increased attendance in secondary,
mainly vocational education;

• Improvement of teaching quality;

• Expansion and improvement of vocational education so that it adjusts better
to market demands; and

• Increased management effectiveness and financial efficiency of the
educational system.
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2. Education: Goals and Developments

Albania recognizes that to fulfil its larger goal of quickly integrating itself into the
European family, the country needs an open, flexible educational system that meets
contemporary standards for quality in its schools and overall educational system.

That is why education and training is now and will continue to be one of the most
important national priorities. State institutions, civil society, specialists, and deci-
sion-makers at all levels of society are actively involved in the process of making
positive changes within the educational system.

Prior to 1991, the administration of education at all levels was centralized, pre-
scribed nationally in conjunction with economic planning. Although education re-
mains largely centralized, strides are being taken to liberalize the system. At present,
the staffing, management, financing, building, and upkeep of schools remain to a
large extent the domain of central authorities or their district-level branches. The
Government and Parliament determine all educational policy and the Ministry of
Education and Science is responsible for the administration of the education system
at the national level. Albania has a national and centrally developed curriculum and
programs for basic education, which is designed by the Ministry of Education. Local
governments have recently been granted more rights in school governance issues.

Source: vokopola, 2007

Box 4.1 Statistics on Education in Albania

SIZE There are 4,700 public educational institutions: 2,670 at a pre-el-
ementary level and 1,782 (handling 560,000 students) at an ele-
mentary level. About 90,000 students are at the secondary level
and 35,000 at the tertiary level.

STRUCTURE Pre-elementary education is available for children aged three to
six years; it is not compulsory. School directors are responsible
for the supervision of teaching staff, facilities, and personnel. At
the higher education level, the Council of Ministers, made up of
the heads of other government ministries, has the authority to
open and close institutions. In addition, the Council of Ministers
determines the fields of study and specialties offered at higher
educational institutions. The Ministry of Education and Science
oversees academic departments and faculties and is responsible
for the fiscal administration of all institutions.

PRIVATE AND
PUBLIC
EDUCATION

Private education has recently been introduced. At the pre-ele-
mentary, elementary, and vocational secondary levels, there are
several private institutions, which are self-supporting establish-
ments. Private schools use official curricula.
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2.1 Background of Decentralization in the Education Field

In 2003, for the first time, local communes and municipalities were responsible for
the maintenance and operation of pre-university education facilities in their commu-
nity, by delegation from the Ministry of Science and Education (MoES) according
to Law No. 8983, dated 12.12.2002.

The law states that communes and municipalities have full authority to ensure the
proper maintenance and operation of all [education] facilities in their community.
The funds for the operation and maintenance and the repairs of [these] facilities are
included in the unconditional grant provided to the communes and municipalities
from the State Budget. Each commune and municipality will decide the level of
funding that it will allocate to this function from the unconditional grant from the
State Budget and any other resources available in their budget.

Even though this law does not include clear strategies or standards for maintain-
ing and operating education facilities, the State Budget Law for 2003 is consid-
ered to be an important step forward in the process of decentralization for at least
two reasons.

First, it reinforces the key principle that the relations between central and local gov-
ernments must be consistent with existing local government legislation.

Second, it provides, for the first time, that the relations between central and local
governments must be based on formal rules established by law and/or regulation that
apply equally to both sides.

Funding, however, remains an obstacle. In the year 2002, 12 per cent of the state
budget was allocated to education. Funds for investment in new schools, and for
rehabilitation or maintenance of education institutions, are still far below what is
needed to make the necessary improvements in education. Even if the money were
available, there remain other obstacles to using it wisely, including:

• Lack of efficient criteria and methods for planning and distributing the
available funds properly;

• Strong need for identification of investment and maintenance categories;

• Lack of coordination of the donors’ activity that weakens the efficiency of
funds allocated to the education system;

• Lack of capacities at both local government (municipality or commune)
and school level for the direct administration of funds;

• Lack of a legal basis enabling the transparent delegation of the
responsibilities and competencies on funds administration; and

• Lack of necessary information to set up a transparent and fair process for
allocating funds among all the system levels, schools, and pupils.
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3. The Pogradec Initiative

In 2003, the Urban Institute started a pilot project supported by the USAID with
seven municipalities in Albania that would help them to rate the education facilities
according to a new technique, the aforementioned TOR.

Pogradec, a city in southeast Albania, with approximately 37,000 inhabitants, on the
side of the Ohrid Lake, was one of ten cities selected to try this new educational ex-
periment. The Pogradec municipality was able to decide by itself the level of fund-
ing to allocate to the pre-university school facilities. Local governments today have
primary responsibility for the health and safety of school buildings.

3.1 What is Trained Observer Rating?

Local education budgets are very limited. Parents, children, and teachers often have
different opinions on how to improve school facilities. TOR enables local govern-
ments to quantify school conditions so that everyone can agree on which action to
take. In fact, TOR stresses objective standards on school conditions. It trains ob-
servers, so that different people acting at different times but using the same photo-
graphic and/or written guidelines and rating procedures are able to produce
comparable ratings.

Photographic guidelines consist of several pre-selected photographs showing typi-
cal conditions that define a rating value for different school elements. The ratings
are made by the trained observers after they receive the appropriate training. After
that, observers compare the actual condition under observation to the photographic
or written guidelines to determine which rating to assign to different school ele-
ments, such as doors, windows, corridors, roofs, or rooms. Other members of the
team or interested stakeholders can readily understand these ratings, particularly if
shown the guidelines used for making them.

The Finance Department at the local government commune or municipality pre-
pares the cost estimates for the prioritized needs. Consequently, the Budget is pro-
posed to the Council to decide what is to be fixed and when.

Pogradec adopted TOR to get trained observers to rate all schools in its region. The
idea is that after the project team rates a pre-education facility, the local govern-
ment, which has authority over maintenance and operational cost, will make the
best decision in terms of funds to be added or reallocated.

TOR has many advantages. It provides reliable, reasonable accurate ratings that
help those in charge to allocate resources so that those in greatest need get attention
first. The only disadvantages that this method has is that it is labour intensive: it re-
quires trained personnel who can devote time to making repeated ratings, because
frequent, updated ratings as progress is made make the system work better.
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3.2 The Innovation Begins

Training in TOR by the Urban Institute began on June 2003. City staff members
were very committed to trying the new initiative. Nine facilities needed attention re-
garding maintenance funds; the pilot project started with the elementary school of
Gjok Shqiptari. This school was chosen because it is located in the City Centre, it
has quite a large number of pupils, and it was in need of rehabilitation.

The first step was to establish a working group. In the Pogradec case, the group
consisted of ten members taken from:

• City education sector (3 persons);

• Education office at the central level (2 persons);

• School administration (1 director); and

• Teachers, parents, and students (4 persons).

3.3 Training Phase: Evaluating the Physical Conditions

In the first meeting, the group divided tasks among themselves, set deadlines, and
assumed roles and responsibilities within the team. The next step was training on
the rating system. The heart of the TOR system is a set of written and photographic
guidelines that enable observers to assign a grade or numerical rating to each con-
dition being evaluated. The guidelines cover the entire range of conditions likely to
be encountered, from very bad, bad, average, good, to very good and consist of
written descriptions of the conditions and several photographs of typical scenes of
whichever conditions are being rated:

• Roof and terrace reconstruction;

• Pavement, outside and inside walls; and

• Doors and windows.

3.4 Documentation of the Condition of the Schools

Three observers took as many as 100 photographs of the inside and the outside of
the schools to document the problem areas of the schools and to back up their de-
scriptions of the following conditions: concrete layers, walls/roof repair, door and
window repair, facade painting, sewage system repair.

3.5 Setting Up the Rating Criteria and Guidelines

A group of nine people reviewed and classified each photograph as representing
each of the different conditions. They agreed that the rating system would have four
grades, running from excellent to poor. Three to five photographs were picked as
representative of each grade. This rating was translated into a point-based system,
that is, the biggest problems had the highest number of points.

The photographs and tentative measurement guidelines were tested to make sure
that they produced consistent ratings, so that they all would agree that this group
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of photos represent the bad situation, whereas the other photos represent a good sit-
uation. Because the extreme ratings are easiest to make, particular attention was
paid to the middle categories. Through repeated discussions and revisions, they
came up with a system that would provide a consistent rating for every situation
that could arise.

Once the scale was developed, the written and photographic guidelines were incor-
porated into a manual entitled the Trained Observer Ratings Manual for Pogradec
Municipality. Copies were distributed to each trained observer and to all other per-
sons concerned with the system, such as parents, teachers, students, and staff from
the municipality at the local level and in the central government education depart-
ment in Pogradec.

3.6 Trained Observers Selected

Teachers and parents were chosen for training because they tended to be reliable, ca-
pable of sustained motivation, and able to work alone for long periods when necessary.
Once trained in the rating system, they would visit the school to be assessed twice.

All evaluations were documented carefully to ensure that identical or compatible
procedures would be used in the future. This allowed everyone to track the progress
in improvements being made at each school and also enabled all concerned to make
meaningful and objective comparisons among schools in different areas.

3.7 Processing the Data

Schools were examined to assess the type and nature of problems and how they af-
fected students. Five elements were examined in each building: rooms, halls, stairs,
bathrooms, and outside doors.

The most hazardous area of the school was the roof. The working group members
decided to consider this a top priority because it impedes the normal teaching
process and is dangerous for children’s health, but the group did not have final say.
School staff, teachers, parents, and pupils, other agencies, and local government
and the central education department had to meet again to make the final decision.

3.8 Identify the Funds and the Volunteer Labour Needed to Make
the Improvements

In open meetings organized by city staff, the teachers, parents, pupils, and other in-
terested members of the community gathered together to set priorities for making
the necessary repairs. They also had to decide how much to spend on the various re-
pairs and improvements.

The city staff calculated the costs and put together the information about rating,
working group members, problems, and the cost for solving them. The funds at
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their disposal came from three sources: municipal funds, directorate funds, and par-
ent funds/volunteer labour.

At the end of the discussions, everyone agreed that there were 53 hazardous prob-
lems requiring 2,200,000 Leke to be fixed. After open meetings, the working group
(representing the four stakeholder groups) reviewed the ratings and costs to come
to an agreement on final priorities. Two lists were developed: improvements to be
made with municipal/parent funds and improvements to be made with ministry
funds. Municipality staff had prepared cost estimates for each problem.

In 2004, the municipality of Pogradec had planned to spend 1,442,843 Leke for
school maintenance out of their own revenues, including both unconditional trans-
fer and revenues generated by their local resources. The regionally based education
department of the ministry had allocated 2,046,852 Leke to address other priori-
ties, so that when the request for funding was presented to the Mayor/Council, the
request was approved.

4 The Pilot Program is Sustainable: Replicated in Seven Cities

The pilot program was extended to nine other schools in Pogradec, and to six other
cities and communes in Albania (for a total of ten schools in seven cities). Stake-
holder groups followed the same procedures, using TOR to rate and rank the prob-
lems and decide where the available funds should go, thus ensuring the best use of
funds and the greatest agreement and satisfaction among the participants.

The success of the pilot program and the expansion and replication of that program
a few months later in other schools and cities helped the government of Albania to
see the importance of decentralization and participatory governance in the educa-
tion sector and to consider legislation to further encourage decentralization.

Local governments today have primary responsibility for the health and safety of
school buildings, but there is no clear division between investments for schools, which
are subject to the Ministry, and maintenance, for which local governments are respon-
sible. The Ministry of Education, by law, sets “minimum standards of safety and health
applicable to pre-university education facilities.” The local government is account-
able for the “proper maintenance and operation of all pre-university education facil-
ities in their community…. [and deciding] the level of funding that it will allocate to
this function.” Parents and teachers depend on the decisions made by the government
to provide an environment in which teachers can teach and students can learn.

The TOR process initiated a new dialogue between the MoES and local govern-
ments for setting standards of maintenance and investments, at least for health and
safety in the schools. Some of the questions discussed during the pilot project im-
plementation included:

• To which extent should standards include priorities (e.g., address extreme
safety problems before aesthetic issues)?;
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• Should there be one uniform standard for healthy and safe schools
established nationally, locally, or a combination?; and

• How specific should the standards be (e.g., “have safe schools” vs. “have no
unsafe conditions such as broken windows, holes in the floor, etc.” vs. “no
holes over 6 inches, no broken glass within reach of a child”)?

Each pilot city reviewed and analysed its experience in relation to these questions.
A joint working group from all seven cities summarized what they had learned from
their collective experience. The working group produced a document to present to
MoES and other interested partners, called the Guidance Document, to assist in the
development of health and safety standards in schools.

In November 2004, under the initiative of MoES and the support of the Urban In-
stitute (UI) and USAID a national Working Group was established with the aim of
developing standards for maintenance and operation of school facilities of pre-uni-
versity education. The Working Group met in six consecutive meetings during No-
vember-December 2004, and their discussion was based on the questions that arose
from the TOR in seven cities, as concluded in the Guidance Document.

In over 30 hours of discussions, the national Working Group covered the following
important issues:

• Defining maintenance of school buildings by determining its nature
and scope;

• Defining implementation mechanisms, including development, monitoring,
and assessment of standard implementation; and

• Defining the role and responsibilities of the stakeholders, including the
MoES and local government units for each one of the aspects of the cycle,
from development to the assessment of standard implementation.

In addition, the Working Group proposed an ambitious schedule to implement other
pilot programs and standards for maintenance and operation of pre-university school
facilities countrywide. The schedule of activities includes:

• 2005-2006: standard development and piloting;

• 2006: application of standards countrywide;

• 2007: local governments collect data;

• 2008: introduction of sanction/reward system; and

• 2009: application of sanction/reward system countrywide.

To achieve the desired results, the Working Group recommended that the process for
developing standards and procedures for the maintenance of school facilities should
be developed initially through the implementation of a pilot project under the lead-
ing role and management of the MoES and regional as well as district education de-
partments, with an intensive involvement of local government units. All parties must
therefore agree on the principles and responsibilities for the pilot project.
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Another important aspect of the management role of the ministry will be the selec-
tion of the pilot area as well as the review and approval of different aspects of the
work such as:

• Assessment procedures and rating tools;

• Training programs for both MoES and local government units involved in
the pilot effort;

• Reporting tools, formats, and procedures; and

• On-going monitoring and overall evaluation of the program.

5. Could this Innovation be Replicated in Other Countries?

This project, using the new TOR technique, could be of great interest and applica-
bility to other countries in the region, because most of them are facing similar is-
sues of how to decentralize and use local governments to help improve schools and
other important services. Offering local government authorities an objective sys-
tem for evaluating schools and improving conditions, as well as information on how
to obtain the needed funds to repair and maintain school buildings, could be useful
and transferable not only to the Balkan subregion, but also to other countries in the
Euro-Mediterranean region.
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Chapter 5

Promoting Participatory Service Delivery
through the Implementation of Local
Agenda 21 in Turkey
By Korel Goymen

Turkey’s innovation focuses on a specific program to improve planning and serv-
ice delivery in a participatory and transparent manner, based on the Agenda 21, the
document that was produced by the United Nations Conference on Environment
and Development, held in Rio de Janeiro in 1992. The first phase of the program,
entitled Promotion and Development of Local Agenda 21 in Turkey, was launched
in 1997. The second phase, started in January 2000, was called Implementation LA-
21 in Turkey and aimed at mobilizing local government and local stakeholders to
seek control of the future of their settlements for sustainable development, and im-
proved service delivery.

Although relatively new, the LA-21 program has developed into an effective tool for
stakeholders’ collaboration and an important instrument of improved service deliv-
ery and democratization. Furthermore, community groups have been empowered to
express their needs and participate in making decisions to address those needs.

1. The Main Features of this Innovation

The strength of the LA-21 program is its methodology and approach in getting
stakeholders to collaborate to improve service delivery and increase democratiza-
tion. Here is how LA-21 achieves those goals:

• The program encourages the building of a consensus on a “sustainable
community” vision in partner cities, encompassing long-term, mid-term,
and short-term goals, and the subsequent preparation of local action plans;

• It encourages decentralization by getting local networks to communicate
and work together, with the support of national and international partners,
as equal partners instead of being managed from a central office;

• It is well coordinated by various institutions and mechanisms at the
national level;

• The program is being supported by a number of regional unions of
municipalities in the country; and

• LA-21 processes are launched through awareness-raising meetings (during
these meetings, the participants are presented with the global aspect of the
program, its goals and outputs, and the experiences of several partner cities).

65
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2. Organizational Structure of the Program

Coordination and Steering Committee of the Local Agenda-21 Program

The LA-21 Program is coordinated by the IULA-EMME1, which has been the ex-
ecuting agency of the Program since 1997. IULA-EMME is responsible for the
overall coordination of the Program.

As a coordination mechanism at the national level, the LA-21 Program Steering
Committee (PSC) continues to function since the commencement of the LA-21
Program in Turkey. The PSC meets at least once annually, with more frequent
meetings being held as deemed necessary. The PSC currently includes the repre-
sentatives of the Undersecretariat of the Prime Ministry, the State Planning Or-
ganization, Ministry of Interior, Ministry of Foreign Affairs, Ministry of Forestry
and Environment, General Secretariat of the European Union, the Directorate Gen-
eral on the Status and Problems of Women, partner supporting organizations,
IULA-EMME, and UNDP.

2.1 Local Agenda-21 General Secretariats

In all partner cities, LA-21 General Secretariats were established to coordinate the re-
spective activities and also serve as the counterparts to the coordinating agencies of
the LA-21 Program. The LA-21 Secretary Generals continue to play a key role in
the overall performance and success of the Program. In the majority of partner cities,
the LA-21 Secretary Generals are elected to the post by the respective City Councils.
In others, particularly in relatively small cities, they are designated by respective may-
ors, often from among municipal assembly members or senior municipal officials.

2.2 Participatory Platforms and Mechanisms

City Councils Bring Stakeholders Together

City-wide participatory mechanisms (City Councils and other platforms), consist
of the representatives of a wide spectrum of local partners, including ex officio
members such as the Governor, Mayor, and Parliamentarians of the respective
province; elected local councillors and neighbourhood heads; and the designated
representatives of foundations and associations, professional chambers, private
sector organizations, trade unions, and academic institutions, as well as the
representatives of working groups and platforms for women, youth, elderly
and children.

LA-21 City Councils, which are unique to the Turkish context, constitute an effec-
tive example of governance that manages to bring together central government,
local government, and civil society within a collaborative framework of partner-
ships. In general, the central government and municipal representation constitute
about one third of the city councils, while NGOs constitute the remaining two thirds.

1 Currently United Cities and Local Governments – Middle East and West Asia (UCLG-MEWA),
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Depending on the size of the cities, membership to such councils range from 100
to 600 organizations. City Councils prepare and endorse their own working princi-
ples or statutes and function accordingly. City Councils currently function in around
50 partner cities. In virtually all cases, the local authorities support the activities
and decisions of the City Councils by including these decisions in their respective
agendas to accommodate the council’s demands.

The establishment of City Councils in new partner cities is built on the existing
models and modus operandi of councils in partner cities that display outstanding
achievements in their respective contexts.

2.3 Working Groups Focus on Priorities

In conjunction with citywide participatory platforms, working groups, focusing on
priority issues of the respective LA-21 processes, function with the active partici-
pation of a wide range of volunteers from different sectors and backgrounds.

In general, working groups tend to be organized around relatively broad topics,
splitting into smaller sub-groups on more specific issues. The general working
group topics seem similar across the country, although the priorities for action sig-
nificantly differ depending on the geographical locations, size, and characteristics
of partner cities.

Currently all partner cities conduct their pertinent activities through working groups.
The number of working groups range from a minimum of 3 to over 20, wherein
most partner cities have between 10 to 15 priority topics for their LA-21 and the cor-
responding working groups. Each group generally consists of between 40 to 80 per-
sons in relatively large partner cities.

The establishment of working groups in new partner cities is facilitated by, and
drawn on the relevant experiences of, partner cities that have already institutional-
ized such groups as part of their LA- 21 processes.

2.4 Involvement of Women

Pursuant to the heavy emphasis of the LA-21 Program on the involvement of women
in local decision-making processes and mechanisms, the women not only partici-
pate in city councils and working groups but also establish their own participatory
platforms, which subsequently develop into women councils. Such platforms and
councils, established in over 35 partner cities, continue to function effectively. The
women councils also prepare and endorse their own working principles or statutes,
and function accordingly.

Furthermore, multi-purpose women centres, serving as venues for training, in-
creasing employment opportunities, arts and handicrafts, social events, mother
and children care, as well as sheltering of women sufferers, have been estab-
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lished to date in more than 20 partner cities. The effective operation of these
centres encourages other partners to launch similar initiatives. The centres help
establish new standards for improved service delivery and experiment with inno-
vative methods. In conjunction with their active involvement in LA-21 Secretari-
ats and working groups, the women act as the driving force behind all successfully
conducted LA-21 processes.

2.5 Importance of Youth Activities

Under the coordination of theYouth for Habitat International Network, youth activ-
ities have been launched effectively in all partner cities, paving the way for the es-
tablishment of Youth Councils and Youth Centres. The Youth Councils bring
together the youth organizations, as well as students and employed and unemployed
youth in partner cities. They conduct training programs to make the unemployed ’re-
employable,’ help find jobs for them, and collaborate with local authorities to ex-
pand the range and improve the quality of services provided.

2.6 Groups Requiring Special Attention: the Socially and
Economically Disadvantaged

The special focus of the LA-21 Program on groups requiring special attention, in-
cluding the children, the elderly (senior citizens), and the disabled, has started to be-
come an indispensable aspect of respective LA-21 processes. In a significant number
of partner cities, special platforms for the children, the elderly, and the disabled
were established.

Children are given due importance in all partner cities, particularly in providing
training on sustainable development as part of formal curricula, as well as getting
them to train their own parents. The establishment of LA-21 Children Councils
started to become a common practice. Special programs for street children and other
vulnerable children groups continue to be conducted.

The platforms for the elderly, established in a significant number of partner cities,
allow senior citizens to highlight their specific problems and take part in solving
them. Several partner cities have allocated special premises to serve as the centres
for the elderly, in a similar manner as LA-21 Houses.

The platforms for the disabled also actively participate in the respective LA-21
processes, which breaks up their isolation and conveys their problems and mes-
sages to other stakeholders.

3. How the Process Works

Although each city has a particular means of conducting its own LA-21 process, the
launch of the respective processes in partner cities basically follows a similar path.
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3.1 First Steps: Public Awareness and Facilitation Teams

In the majority of partner cities, where global agendas are virtually unknown by
the local stakeholders and local mechanisms of participation are feeble, the respec-
tive LA-21 processes are being launched by means of awareness-raising symposia
at the city/province level. The partner local authorities are encouraged to invite all
potential constituents of the City Council, as well as interested citizens, so that local
stakeholders receive first-hand information on the concept and practical implemen-
tation of LA-21.

Such meetings generally commence with introductory remarks of local leaders to
convey their commitment to the process to the audience, followed by an informa-
tive session, including the film on the LA-21 Program. A selected number of other
partner cities that provide relevant examples for the host city are also invited to
present their LA-21 activities. The experience to date has shown that the participants
of these symposia constitute the core group and dedicated initiators of the LA-21
process in their contexts.

As the next step, a “facilitation team” is constituted to coordinate the establishment
of the City Council, working groups, and other platforms. Each platform starts to
develop its own means of functioning, drawing on the relevant experience of other
partner cities. As the process gradually develops, the LA-21 General Secretariat and
other coordinating bodies are firmly put into place by local partners.

3.2 Constituents of the Local Agenda-21 Network

The broad spectrum of public agencies, local authorities, and civil society organ-
izations constituting the City Councils and other participatory platforms at the
local level, as well as the LA-21 Program coordinating agencies, steering commit-
tee members, and supporting organizations, form the basic constituents of the LA-
21 Network.

The LA-21 Secretary Generals constitute the focal points of the LA-21 Governance
Network. The LA-21 Secretary Generals of partner cities regularly come together
on a regional or national basis to exchange views and experiences, overview the
implementation of the LA-21 Program, and discuss future actions.

In terms of the venue, one of the major achievements has been the allocation of
buildings (generally with unique historical-cultural characteristics) by partner local
authorities to serve as Local Agenda 21 Houses, which continue to serve the pub-
lic at large in these cities. Currently, over 25 partner cities have special premises
utilized as LA-21 Houses, which also serve as local pillars of the LA-21 Gover-
nance Network.
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3.3 Local Agenda-21 Governance Network Website

The website, providing essential and detailed information in Turkish and English on
the LA-21 Program, constitutes the main pillar of dissemination and sharing of in-
formation on LA-21 activities and outputs at the local, national, and international
levels. An experienced group of designers engaged for this purpose updated the ex-
isting website to become more interactive and user friendly. The website address is:
http://www.la21turkey.net

3.4 Action Plan Development

The LA-21 Program encourages the building of consensus on a sustainable commu-
nity vision in partner cities, encompassing long-term, mid-term, and short-term
goals, and the subsequent preparation of local action plans. Then, these plans are
translated into specific programs for efficient service delivery.

As the first step, all partners are encouraged to prepare a report called Description
of the Existing Situation before developing their action plans. These reports contain
a diagnosis of the existing situation; data collection and analysis of environmental,
socioeconomic, and cultural factors; and the identification of main challenges and
problems, as well as priorities and policy options for addressing them. In virtually
all cases, the overall action plans incorporate action plans and priority projects de-
veloped by the respective working groups.

The action plans are prepared with a long-term perspective, including a definition
of the goals and objectives of the local community to guide the actions that must be
taken, as well as implementation arrangements. Priority projects are also identified.
In fact, a significant number of partner cities have started to implement their prior-
ity projects. Each project is constantly monitored to ensure that it is cost effective,
efficient, and uses the most appropriate technology. Thus, improved service deliv-
ery is at the heart of the approach.

4. Partners of the Local Agenda 21 Program

Partnership to the LA-21 Program is open to all local authorities in Turkey, except
village administrations, since they require a different setup. New applications to join
the Program are reviewed by the National LA-21 Program Steering Committee.

The partnership structure, discussed and revised by the National LA-21 Program
Steering Committee in its meeting held on 19 November 2004, encompasses the
following 61 local authorities as “partners”.

The program is being supported by several regional unions of municipalities in Turkey,
as well as the Union of Historical Cities. In addition, several organizations provide
multifaceted support to the Program, including the Youth Association for Habitat and
Agenda 21 (the coordinating agency of the youth component of the LA-21).
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5. Seven Exemplary Local Agenda-21 Practices

Seven exemplary practices that have taken place within the framework of LA-21 in
Turkey are described below.

5.1 Participation of Women in Aliaga and its Surroundings in the Process of
Raising Life Standards

The development of sustainable human settlements was proposed in the declara-
tion adopted during the Earth Summit, which brought together the world leaders in
Rio in 1992. This document emphasized the concept of sustainable human devel-
opment as a priority.

With these ideas in mind, a project was launched with the contributions of the Mu-
nicipality of Aliaga (a medium-sized town in Western Turkey) and with the partner-
ship of the Agenda 21, Aegean University Agricultural Applied Research Centre,
Aegean University Women’s Issues Applied Research Centre, Sub-Governor of
Aliaga, People’s Education Centre, and Aliaga Agricultural Directorate.

The project, entitled Participation of Women in Aliaga and its Surroundings in the
Process of Raising Life Standards, covers a two-year period. The pilot regions were
defined as Aliaga Kültür and Kurtulu neighbourhoods and Çakmaklı village. The
plan is to implement the project in other villages of Aliaga in the future.

The ultimate aim of this project is to promote and strengthen the participation of
women in social, economic, and political life. The project addresses both rural and
urban issues and it is implemented with the participation of volunteer women with
different qualifications.

Within the framework of the rural component, women living in rural areas are as-
sisted in defining their problems, developing proposals for their solution, seeking
institutional support, and establishing partnerships for realizing these proposals.

Within the framework of the urban component, women with economic and social
disadvantages who migrated to Aliaga are assisted in strengthening their status
within the family and society, and urged to take part in solving their own problems.

The expected results of the project are as follows:

• The data acquired as a result of the urban and rural components of the project
will reveal the diversity among women’s groups living in different conditions;

• Skills and capacities of women participating in the project will have
been increased;

• Disparities between urban and rural areas will have been reduced;

• Rural settlements will have started to benefit from services that are known
to be provided only in urban areas. The rural population will have become
urbanized without having to migrate and will have become stronger without
being displaced from their land; and
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• An infrastructure will have been established to adopt a flow of change in
the rural areas that is open to progress.

Outcomes: Participation of Women in Aliaga

The project activities commenced in March 2003 and basic training of 130 women
volunteers has been completed. At the moment, activities are being carried out with
the contributions of volunteer women to define problems and needs of women by
using a participatory rural evaluation method.

During the forthcoming stages of the project, the necessary planning and support serv-
ices will be identified, social activities will be organized to promote and support the
participation of women, and training programs will be planned. The data acquired
during the needs assessment activities will act as a starting point to measure progress.

5.2 Neighbourhood Service Chambers

The project is rooted in the Advisory Centres established by the Metropolitan Mu-
nicipality of Bursa (a large metropolis in North-western Turkey) in 1994, where the
aim was to achieve efficiency and effectiveness in services and to implement the
principle of local self-governance.

After the year 2000, the Centres were restructured under the title Neighbourhood
Service Chambers within the framework of the Healthy City Project. Through the
Neighbourhood Service Chambers, children, youth, and women committees have
developed such projects as research on the socioeconomic situation of families,
their attitudes, education levels, problems and needs, and projects geared toward
1) improving the status of women in the society, 2) raising awareness among chil-
dren and youth, 3) integrating the disabled in society, 4) changing consumption
habits, and 5) establishing search and rescue teams.

In addition, legal and health advice are provided in the Neighbourhood Service
Chambers. Bursa has been divided into 17 regions for providing efficient services.

Neighbourhood Service Chambers have been established in nine regions. The aim
is to establish Neighbourhood Service Chambers in every region. The personnel
and maintenance expenses of the Neighbourhood Service Chambers are provided
by the municipal budget, and support from the private sector is received for se-
lected activities.

Outcomes: Neighbourhood Service Chambers

Citizens have increased their participation in decision-making processes and their
sense of social responsibility. Instead of passively waiting for solutions, they know
they can take collective action.

The people in neighbourhoods now can communicate their complaints, proposals,
and contributions to the officers of the Neighbourhood Service Chambers. The of-
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ficers in turn communicate the issue to the service desk on the same day and pro-
vide feedback to the people.

Children, youth, and women committees within the Neighbourhood Service
Chambers have developed the concept of partnership among the local commu-
nity and have significantly contributed to the adoption of democratic life at the
local level.

Thanks to the Neighbourhood Service Chambers, previously nonaccessible groups
have been reached. An increase in the participation of people and in the programs
geared toward education, training, and awareness have been observed.

5.3 Sustaining the Historical Heritage in Suriçi

There are nearly 90,000 people living in Suriçi, a district of Diyarbakır, a metrop-
olis in South-eastern Turkey. The aim of the project is to maintain sustainable de-
velopment and a healthy environment, and to ensure the safety of historical
attractions in this area.

For 5,000 years, Suriçi has been the symbol of the historical background of the city
and cultural identity of the people. The goal is therefore to improve the conditions
in this area to contribute to the development of tourism as well.

The main strategies that have been used for the project are:

• voluntary efforts of people;

• Partnership of NGOs, public and private sectors;

• Raising awareness about the sense of ownership of the city and about its
own history; and

• Utilizing the efforts of all persons and institutions that have participated
in the process.

The partnership dimension of the project is coordinated by the Conservation of
Historical Heritage working group secretariat and the relevant units of Diyarbakır
LA-21. The main partners are the Directorate of Museums, relevant units of Turk-
ish Engineers and Architects Union, representatives of the Foundation for the Pro-
tection and Promotion of the Environmental and Cultural Heritage in Diyarbakır,
the Historical and Cultural Foundation of Diyarbakır, individual contributions
from scholars, and the Dicle University Engineering Department and Art Centre
Co. in Diyarbakır.

The project has been designed by taking into consideration the civil architecture
remnants in Suriçi and the streets that connect those remnants to one another.

Within the framework of the project in Sümerpark, an area of 80,000 m2, which
used to be a carpet factory, is to be converted to an art exhibition. Moreover,
three hangar rooms are to be art studios, and other rooms will be converted for
similar purposes.
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Outcomes: Sustaining the Historical Heritage in Suriçi:

• Streets full of mud and puddles have been identified and restructured
to ensure easier transportation and access for tourists to historical and
cultural places;

• Fixing the streets also reduced the previously existing danger of bringing
diseases from the streets into the houses;

• The problem of mud and potholes in the street, making the traffic flow
difficult especially in rainy weather, has been fixed; and

• Old city walls, close to 5 km in length, have been restored, lighted, and
opened to tourism.

5.4 Municipality of Dogubeyazıt Local Agenda 21 Women and Children’s Health
Training Centre

The Project was initiated on a visit of the mayor of Dogubeyazıt (a medium-sized
town in South-eastern Turkey) to the Metropolitan Municipality of Ancona, which
is located in Italy. The Metropolitan Municipality of Ancona funds the project.

The aim of the project is to provide training and health services to women, who are
disadvantaged because of lack of education, serious economic problems, and inef-
ficient health institutions.

Dogubeyazıt Women and Children’s Health Training Centre is operated under the
framework of the Local Agenda 21 project. In the Centre, examination rooms, a doc-
tors’ room, a nurses’ room, a maternity room, an injection room, a meeting room, an
exhibition room, a computer room, a library, and a guesthouse are present.

Outcomes: Women and Children’s Health Training Centre

Dogubeyazıt Women and Children’s Health Training Centre has been established
to respond to the health, education, and culture-related needs of all women in the
district. The following has been achieved:

• Health problems of women and children in the city have been assessed, and
necessary equipment and staff have been provided;

• Services such as examination, injection, and blood pressure measurement
for women have been provided;

• Awareness-raising activities have been carried out by the staff on women’s
health, pre-pregnancy, pregnancy, post-pregnancy, infant nutrition,
childcare, hygiene and women-related diseases;

• Educational needs of women and children have been determined. Courses
have been provided to illiterate women;

• Exhibitions have been organized to sell the handicrafts of these women; and

• The Centre also accommodated a guesthouse for women coming from other
cities and towns.
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5.5 Izmir Local Agenda 21 Integrated Coastal Zone Management

The multiple problems related to pollution and the obstruction of the balance of
use-protection in the basin of the Izmir Gulf (the third most populous metropolis in
Turkey) began to emerge in the 1960s. Partial solutions have been implemented so
far. Although most of the issues have been defined in the academic environment,
very few could be resolved.

Since the 1990s, the necessity of an Integrated Coastal Zone Management
(ICZM) has been under discussion by the academic, civil, and public organiza-
tions of Izmir. In the meeting held on November 20, 2001 a working group called
Izmir Zone Management has been created and transferred to local partners in the
LA- 21 City Council in February 2002 with relevant work, participation, and con-
tributions. It aims to develop long-term projects in cooperation with relevant in-
terest groups.

To this end, interest groups have organized a series of meetings. Following exchange
of opinions and discussions in these meetings, a consensus has been reached to de-
velop an action plan to render the issue more concrete. An invitation has been sent
to all relevant institutions and organizations such as central and local public insti-
tutions, relevant faculties and departments of the University, and professional cham-
bers, to set up this action plan.

A working group formed by professionals has started to work on an implemen-
tation procedure of the ICZM in cooperation with Izmir LA-21, which facilitated
the organization of such an event for the first time. Limits and institutional struc-
tures have been discussed at the first action plan preparation meeting on
the ICZM.

The necessity of creating an information system for Izmir was the result of that
meeting. Four strategy meetings have been organized with the contribution of pub-
lic, private, and civil sectors working in the city of Izmir. Moreover, sub-working
groups have been created.

During the meetings, the Intergovernmental Oceanographic Commission,
Methodological Approach of Integrated Coastal Region Management (UNESCO,
1997) have been presented to the participants and activities continued in
this framework.

The Methodological Approach of ICZM has 6 phases: 1) analysis of problems, 2)
definition of management units, 3) quality of coasts, 4) indicators and indexes, 5) in-
formation systems, and 6) propositions and guidelines for aims/objectives.

Outcomes: Integrated Coastal Zone Management

The LA-21 objectives of bringing together the organizations to discuss the ICZM
program has been achieved in the first and second phases, although the participation
level was low. The phase of creating information systems has been discussed.
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This work has been presented as a paper during the sixth national conference, en-
titled Coasts and Seas of Turkey, and in the City Council. The ICZM project was
published and distributed as a lobbying tool.

The City Council has supported the activities that ensured further participation in
the Coast Group. The renovated Coast Group is developing strategies on the follow-
ing issues:

• Harbour Management Model and Search and Rescue;

• Coastal security in the Izmir Gulf;

• Sectoral harmonization plan in EU integration; and

• Signing of a contract between the interest groups in the coastal zone and
fostering cooperation.

5.6 Neighbourhood Disaster Support Project

Izmit is a city of almost a million, close to Istanbul, which experienced a devastat-
ing earthquake in August 1999. The City Council, established in 1998, launched
the Neighbourhood Disaster Support Project. It developed a post-earthquake action
plan with a priority of public education on disaster preparedness.

An action plan was developed to solve this problem in cooperation with the Swiss
Agency for Development and Cooperation (SDC). A secretariat was established to
carry out the activities. The secretariat is composed of the representatives of the
Council and the SDC, and has organized various meetings with numerous institu-
tions in Izmit. Representatives of NGOs, state agencies, and local authorities par-
ticipated in these meetings. In July 2000, an International Disaster Management
Conference and an International Workshop on Disaster Management were held.
Turkey’s current state of disaster preparedness and management was evaluated
during these two meetings.

The education of the public was deemed crucial in reducing the cost of disasters.
There was no applicable model, however, so meetings were held and a new action
plan was prepared: the Neighbourhood Disaster Support Project.

The project is being implemented by an executive board comprising of representa-
tives of the Izmit City Council, the Governorship, the Provincial Civil Defence Di-
rectorate, the Metropolitan Municipality Department of Fire Brigade, Kocaeli
University, and SDC. Initiated in 2000, the project is still going on. Fifty volunteers
in every neighbourhood have been trained for nine months on disaster preparedness,
first aid, basic fire extinction, basic search and rescue, and disaster psychology.

A container with equipment for these volunteers has been installed in every neigh-
bourhood. To carry out these activities appropriately, neighbourhood disaster boards
have been established. These boards focus on means to increase pre- and post-dis-
aster preparedness capacities of neighbourhoods.
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These activities include defining industrial risks that the city might face during dis-
asters, logistical support during and after a disaster, and evaluation of building and
road status. The boards also ensure the sustainability of training of the volunteers
as well as safety and maintenance of the equipment in the containers.

Outcomes: Neighbourhood Disaster Support Project:

• Under the project, Neighbourhood Disaster boards have been established
in 15 neighbourhoods, and 570 volunteers have been trained and granted
certificates of completion. Containers have been installed in these
neighbourhoods, and the equipment has been distributed;

• The project, initiated with the contributions of hundreds of people and
institutions, is still going on;

• The project is a model for disaster preparedness for Turkey. Istanbul and
Yalova used the project as a model;

• Members of the neighbourhoods where the project has been carried out feel
safer and believe that they are prepared for possible disasters;

• The project has developed a permanent spirit of cooperation among
many institutions; and

• So far, approximately 70 institutions and over 1,000 people have taken part
in and contributed to the project.

5.7 Conservation of Cultural Heritage

Merdinar Project (Mardin Participatory Urban Rehabilitation Project), which aims
at preserving the historical and cultural values of Mardin (a provincial
centre in South-eastern Turkey) and introducing them to the world, has been started
with the financial support of the government of Switzerland through UNDP. The
project was executed under the coordination of the Istanbul Technical University.
Mardin City Council had a critical role during the implementation of this project.
The City Council has provided advice and the project team regularly informed the
City Council about the progress of the project. The restoration area of the project,
the historical Tellallar Market, was chosen by the City Council and was executed by
the Construction Committee established under the City Council.

One of the outcomes of the Merdinar project has been the Social Development and
Cultural Heritage Project, which is being implemented by the Ministry of Culture
and funded by the World Bank. This is a critical project for Mardin LA-21 because
it encompasses large-scale restoration activities. Therefore, Mardin LA-21 and the
City Council have exerted considerable efforts to realize this project. Officials from
the World Bank and the Ministry of Culture organized meetings with the City Coun-
cil and shaped the project.

The preliminary application by the Ministry of Culture to UNESCO to recognize
Mardin as a city of world heritage was approved. In the aftermath of the approval,
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the Mardin LA-21 General Secretariat has taken part in related meetings, and mem-
bers of the City Council have regularly been updated about developments. This ac-
tivity has been executed in coordination with Mardin Local Agenda 21, the
Governorship of Mardin, and the Municipality of Mardin.

After the approval of the preliminary application, a UNESCO expert visited
Mardin, participated in the City Council meeting, and was impressed by the high-
level interest of the people in the city. The Mardin City Council has significantly
contributed to the preparation of necessary additional documents for the above-
mentioned application.

The City Council also carries out activities for the promotion of the cultural heritage
of Mardin. The working group on tourism established within the framework of the
Mardin LA-21 has found out that there was a lack of promotional materials in many
of the tourist attractions and steps have been taken to publish pamphlets.

As a result of this, funds have been provided by the Mardin Education and Mutual
Support Foundation to publish 2,500 pamphlets. Moreover, important steps have
been taken to declare Mardin a site for tourism, as a result of the support and fol-
low-up activities of Mardin LA-21.

Outcomes: Conservation of Cultural Heritage:

• The Mardin LA-21 City Council has been actively involved in the above-
mentioned projects, which has developed a spirit of collective action
in Mardin;

• The City Council has gained experience thanks to its status and activities
in the Merdinar Project, which can be used for future similar projects;

• As a result of these activities, important steps have been taken to raise
awareness on conservation among people in the city; and

• These activities have contributed to private restorations in Mardin.

6. Key Elements for Success of the Implementation of LA-21

The success of the initiative depends on the degree to which citizens are aware of
the need for change (which can be initiated or augmented through sensitivity pro-
grams) and willing to participate (incentives can help). Public officials and local
politicians who are committed to fostering local governance are also key factors.
The greater the involvement of both of these stakeholders, the greater the likeli-
hood of success of any innovative plan.

The LA-21 Program has gathered 61 local authorities as partners from different
metropolitan municipalities and provincial administrations. In addition, private sec-
tor organizations (including businesses, small, and medium-sized industries), and
tourism, including NGOs and others, are stakeholder partners in this program. New
applications for partners to join the program have been submitted.
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7. Challenges and Obstacles:

• Not all stakeholders had been made fully aware of the LA-21 processes
and thus were not committed to the goals for achieving and sustaining
the innovations;

• Despite the active involvement of NGOs and other relatively organized
groups in society, LA-21 processes in partner cities manifested a
widespread difficulty in reaching unorganized groups in local communities,
particularly the urban poor (these groups were not receptive in general to
the slogans of global agendas);

• During the first phase, it was very difficult to actively involve the private
sector in the LA-21 process. Private sector organizations, including
businesses, small and medium-sized industries, and tourism, were often
involved but not committed; and

• Funding for the projects in this program was not readily available, from local,
national, or international sources; this quickly emerged as a major problem.

The experience of the program’s first phase was valuable not only for its numerous
achievements but also for identifying crucial bottlenecks and problems that needed
to be corrected to attain the program’s objectives and goals.

Public surveys conducted in several cities revealed that very few people were aware
of ongoing LA-21 processes, with notably low levels of ownership for their commu-
nity and even less concern for the goal of sustainability. Effective change cannot
occur in those circumstances. To develop the necessary awareness, particular em-
phasis was placed on increasing visibility at all levels, to ensure that LA-21 receives
long-term sustained support and can expand to cover the whole country in subse-
quent phases.

A degree of success was attained through the organization of neighbourhood fo-
rums, particularly in poorer districts of partner cities, during which a large number
of residents had the opportunity to discuss their particular concerns and problems
with other local stakeholders. It was necessary in subsequent phases to develop spe-
cial programs to reach the unorganized community groups, particularly in close col-
laboration with neighbourhood authorities, and to launch effective publicity
campaigns to increase public participation.

During the first phase, there was widespread difficulty in actively involving the pri-
vate sector in the LA-21 process. The private sector’s reluctance to participate in
LA-21 was aggravated by the widespread concept held by other local stakeholders
that the private sector was purely a financial source and not a full-fledged partner.
As a result, in the subsequent phase, priority was given to promoting and develop-
ing innovative partnerships to increase the level of private-sector involvement.

Funding for the implementation of high-priority projects was a major problem;
it was not readily available, either from local, national, or international sources.
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It became apparent that, if appropriate funds could not be secured in a reason-
able timeframe, local stakeholders might lose interest in sustaining LA-21 activ-
ities. The second phase therefore emphasized mobilization of appropriate
mechanisms to provide financial support to projects developed under the um-
brella of LA-21.

Developing ways to measure the impact of the LA-21 program was critical but not
easy. In the first phase, it became clear that one method would not work for all part-
ners because they differed in so many ways. Size ranged from over 2.4 million
(Izmir) to fewer than 6,000 (Harran); there were highly developed metropolitan
centres of industry and tourism (Bursa, Izmit, Antalya, Adana) as well as cities in
the provinces with the lowest GNP in the country (Agri, Dogubeyazit, Hakkari);
and there were different levels of progress and achievements in partner cities. Pri-
ority was given to the development of performance indicators for the assessment of
LA-21 program impacts.

The second phase of the program was prepared and launched within this context,
with the aim of contributing to the development of more democratic and participa-
tory forms of local governance in Turkey.

8. Strengths and Weaknesses of LA-21

8.1 Methodology and Approach

The basic strength of Turkey’s LA-21 program is its methodology and approach,
which has repercussions for the management and conduct of the program. The pro-
gram reflects a decentralized and enabling approach, based on networking and col-
laboration among equal partners instead of management from a central office. The
primary decision-making and implementation mechanisms are the local networks,
supported by national and international partners. The primary linkage between the
participatory platforms in partner cities and the co-coordinating agencies is sus-
tained by LA-21 general secretaries, who are also authorized to make expenditures
from the local budgets.

The functioning of city councils and working groups reflects the same democratic,
facilitating approach. The widespread tendency in Turkey to work with hierarchi-
cal structures has been significantly eroded during the course of the functioning of
local participatory platforms, being gradually replaced by more horizontal and col-
laborative working relationships among local stakeholders.

8.2 Levels and Scope of Participation

Recent evaluations of the progress in partner cities indicate considerable differences
in the levels and scope of participation. In about one half of partner cities, local
stakeholders are very active, and thousands of volunteers take part in local partici-
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patory platforms. In these cities, civil society organizations, including associations,
foundations, professional chambers, academic institutions, and other organized local
stakeholders, as well as women, youth, vulnerable groups, and unorganized seg-
ments of the society, are notably-sometimes remarkably active.

In the remaining group of partner cities, there are limited numbers of committed
local stakeholders and volunteers, and most local stakeholders appear disinterested,
often including respective local authorities and public agencies. In these cities, LA-
21 processes continue because of the commitment of the limited group of partici-
pating organizations and volunteers, albeit with a slower pace of progress. Such
less-active partner cities are scattered all over the country and often located next to
more active partners; thus, geographical locations, sizes, and levels of development
do not account for the differences in the levels and scope of participation among
partner cities.

In nearly all cases, the level of private sector involvement continues to be far from
satisfactory. The apparent reluctance of the private sector to participate in LA-21
stems mainly from the relatively low level of local allegiance or sense of local re-
sponsibility of the business community. The lack of experience in establishing a
working relationship and a mutual trust between local authorities and NGOs on the
one side, and the private sector on the other, magnifies this problem.

8.3 Ownership and Support

Implementation to date manifests varying degrees of interest and commitment on
the part of local authorities participating in the program. About one half of partner
cities are fully committed to LA-21, with relatively active local stakeholders. The
local authorities in these cities have facilitated the functioning of the participatory
mechanisms. About one quarter of partner local authorities are committed to a lesser
extent. The remaining one quarter of partner local authorities have been unable to
manifest a commitment or progress in their representative processes, mainly be-
cause of local politics.

The central government has exhibited only limited ownership and support of the pro-
gram. A major achievement was the (second) Decree in Local Agenda 21, issued by
the Ministry of Interior on 7 November 2000. The decree, circulated to all gover-
norates and relevant public institutions, underlines the commitment of the ministry to
support the program. The decree also addresses the pressing problem of municipal ex-
penditures in relation to LA-21, making reference to specific budget items to guide and
encourage the local authorities to allocate and realize relevant expenditures.

The Project Steering Committee (PSC), established for the purpose of ensuring an
effective management and supervision mechanism, constitutes the basic mecha-
nism to increase ownership and support of the central government. Each PSC mem-
ber, including the representatives of the Environmental Commission of the Turkish
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Grand National Assembly, the State Planning Organization, and the Ministries of
Environment, the Interior, and Tourism, is expected to act as a focal point of the
program in her or his respective organizations. Despite several encouraging initia-
tives, however, the PSC’s role has remained limited.

The difficulties encountered in encouraging ownership and support of the LA-21
program, at both the local and national levels, is closely related to its low visibility.
Despite the outstanding performance of the program in general, LA-21 continues to
be little known, particularly at the national level. This weakness continues to se-
verely restrict the overall performance and progress of the program.

9. Tangible Results:

• Legislative changes, in the form of two decrees issued by the Ministry of
Interior to support LA-21, have been introduced;

• More citizen-centred service delivery enhanced the legitimacy of the public
administration and increased opportunities for civic engagement;

• The involvement of local stakeholders and the community at large as
partners in this process is leading to more open, participatory, transparent
governance at the local level;

• The initiative has helped other cities at the beginning stages of their LA-21
processes to establish local participatory platforms and action plans; and

• The program highlighted the importance of ensuring the broadest possible
community participation.

9.1 Impact of the Local Agenda-21 Program

The LA-21 program – based on community participation, involvement of local
stakeholders, establishment of local partnerships, and decentralization of local de-
cision-making processes – has provided a unique opportunity for the enhancement
of local democracy and for practical implementations of the concept of good gov-
ernance in Turkey.

Local stakeholders have built the structures and mechanisms suitable for this col-
lective undertaking. various active local stakeholder groups, including profes-
sional chambers and NGOs that had been networking among themselves in a
rather closed circuit, have found the opportunity for collaboration and dialogue
with the “other side.”

Women’s organizations have joined forces through platforms and councils, which
has helped raise awareness of gender issues. This collaboration has also had a sig-
nificant impact on getting increasing numbers of women to actively participate, par-
ticularly disadvantaged women.

The program has also had a visible impact on the youth. The international dimen-
sion and central government support provided a framework for youth activities, par-
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ticularly in the partner cities located in less-developed regions of the country as
well as in cities affected by the earthquake. The establishment of youth councils
and youth centres in partner cities has encouraged the launching of new youth pro-
grams in the Southeast Anatolia region.

LA-21 program has paved the way for the development of a new local governance
model in Turkey, whereby public institutions, local authorities, and civil society or-
ganizations are forming the triangle of local decision-making processes. The emerg-
ing model of city councils and other participatory platforms has already started to
influence local and municipal policies and decisions.

The impact of the program has begun to be reflected at the national level. In Sep-
tember 2000, during the National Habitat Forum organized in Ankara, general eval-
uations pertaining to Istanbul+5 acknowledged that the LA-21 program has been the
outstanding achievement at the country level since the Habitat II conference in re-
lation to localizing global UN agendas in Turkey.

The LA-21 program in Turkey is emerging not only as a municipal movement but
also and essentially as a civil society movement that coincides with the expecta-
tions and needs of the people. It is gradually gaining ground in penetrating the
concept of sustainable development in the everyday lives of local communities
and has demonstrated its potential to trigger societal transformation that acceler-
ates the decentralization and democratization process in the country, as well as the
process of integration.

10. How to Sustain the Innovation

Partners of the LA-21 Program have been devoting considerable time and effort to
ensure the sustainability of the LA-21 process at the local and national levels. In
this respect, the priorities identified for the subsequent periods of implementation
of the LA-21 program include the following:

• Maintenance and further development of the LA-21 Governance Network
to augment the sharing of experience and information amongst partners at
all levels;

• Advocating for a suitable legislative framework for the institutional set-up to
pave the way for the “institutionalization” of LA-21, particularly by means of
developing a commonly endorsed model for institutionalizing the participa-
tory platforms and other mechanisms and processes. A major success in this
direction was registered when city councils were formally incorporated into
local government structure with the new reform legislation;

• Promoting the ownership of the LA-21 by the Turkish Grand National
Assembly and central government organizations;

• Promoting a better understanding and appreciation at the national and local
levels of the crucial role of LA-21 in the European Union (EU) accession
process. In line with the EU’s strong emphasis on LA-21, using this
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enormous and unprecedented opportunity to promote the LA-21 movement
is a basic strategic tool in realizing the national vision of EU accession;

• Involving the national press/media to publicize the program and become
essential partners in the process;

• Promoting the establishment of concrete linkages between the LA-21
action plans and the programs and budgets of concerned municipalities and
public agencies;

• Developing improved channels for increasing the involvement of the private
sector by promoting its social responsibility;

• Capacity building and training activities with LA-21 for local partners,
including the municipal staff, as well as representatives of local
participatory platforms;

• Enhancing the capacity of regional unions of partner municipalities to
foster inter-municipal cooperation and effectively promote and guide the
implementation of good governance practices in their member
municipalities, with particular emphasis on LA-21 processes; and

• Expanding the Program to other local authorities in Turkey, and adjusting
the coordination mechanism to accommodate the enlarged program.

11. Lessons Learned

The process itself is valuable: The most important lesson to be drawn from the ex-
perience to date is the immeasurable value gained from the involvement of local
stakeholders and the community at large as partners in the LA-21 process, with a
view toward integrating social, economic, and environmental policies and concerns,
and leading to a more open, participatory, transparent governance at the local level.

Learning from each other is key: Progress of cities that are at the early stages of
their LA-21 processes is facilitated by the experiences of other cities that have al-
ready made significant advances. Sharing of experiences in awareness-raising meet-
ings, establishing sister-city relationships between partner cities in different
geographical locations, and organizing information-exchange programs and mutual
site visits have all proved to be effective ways of learning from each other.

Community participation is crucial: Ensuring the broadest possible community par-
ticipation is critical. The participation of organized sections of the society was essen-
tial but not sufficient. Appealing to the unorganized masses through global agenda
slogans had limited impact. Thus, a special focus was given to developing the local
capacity at the neighbourhood level, coupled with programs aiming at poverty alle-
viation, public health, and other social programs addressing the urban poor. Rela-
tively advanced partner cities began to provide voluntary technical-assistance support
to disadvantaged cities, particularly to improve the relative weakness of local capac-
ity in the cities from the east and Southeast Anatolia regions.
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Small, targeted demonstration projects spark commitment: Demonstration proj-
ects not only served to address priority local issues but also, to a surprising degree, in-
creased the commitment of local stakeholders to the process, binding them together
around concrete areas of joint action. This effect was also observed in the cities from
the earthquake region, where small-scale projects encouraged partnership and mobi-
lized new local stakeholders. Pilot projects have also constituted a basic means of es-
tablishing partnerships with the private sector in the LA-21 process.

Decentralized management works better: One of the essential lessons about the
program’s success has been the momentum and motivation triggered by the pro-
gram’s decentralized management at the national and local levels. The experience
to date supports the conviction that a network of non-hierarchical equal partners
jointly co-coordinating the program is more effective than a centralized program-
management approach.

12. Could this Innovation be Replicated in Other Countries?

Although relatively new, the LA-21 program in Turkey has developed into an effec-
tive area of stakeholders’ collaboration and an important instrument of improved
service delivery and democratization. The program has empowered community
groups to participate and resulted in more citizen-centred service delivery and has en-
hanced the legitimacy of public administration. Success depends on making citizens
aware of what the program can achieve and getting all stakeholders, citizens, politi-
cians, and public officials, involved and committed to enhancing local governance.

The program could be of interest to other countries in the region, because Chapter
28 of LA-21 called on local authorities in every country, including the Euro-
Mediterranean states, to undertake a consultative process with their population and
achieve a consensus on LA-21 for their communities. Nevertheless, conditions in
different countries with regard to local administration vary. Successful implemen-
tation depends on making citizens and public officials as well as politicians aware
of the goals and getting them all actively involved.
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Chapter 6

Turning around a State-owned Enterprise:
The Case of Telecom Egypt
By Tarek Hatem

“Telecom Egypt has undergone one of the most drastic changes that we have seen
any public sector company undergo, probably in the history of Egypt,” Realizing the
significant role that ICT play in sustaining socioeconomic growth, the Egyptian
government has focused on advancing the sector’s development by providing a
state-of-the-art national telecommunications network, promoting information-based
platforms, and upgrading human resources.

1. Background

The 150-year old state-owned company, TE, has monopoly over the operation and
services of international and national fixed-line connectivity in Egypt. During the
1980s and 1990s, however, TE’s infrastructure was the worst in the region. Mil-
lions were on the waiting lists for telephone lines; others could not obtain phones
because they lived outside the reach of the telecommunications network. Over the
last 20 years, the company has undergone radical changes to reduce customer dis-
satisfaction and better meet the challenges of ever-changing demands through en-
hanced use of technologies and innovation in governance.

1.1 Characteristics of Telecommunication before 1998

TEs history dates back to 1854, when the National Organization for Telecommuni-
cations, the oldest company in Egypt, inaugurated the first telegraph line, connect-
ing Cairo and Alexandria. In 1881, the first telephone line was installed between the
two cities. In 1918, the Egyptian Government acquired the Eastern Telephone Com-
pany for 755,000 EGP (US$ 132,456.14) and developed the Telephone & Telegraph
Authority, a predecessor of TE.

This highly regulated government organization was dominated by the Arab Republic
of Egypt National Telecommunication Organization (ARENTO) and was overstaffed
with unskilled and unmotivated civil servants, with poor managerial skills and low
productivity levels. The company played the role of both the service provider and reg-
ulator and did neither well. The centralized hierarchical structure and the bureaucratic
government culture led to long waiting lines, poor quality service, and a very weak
telecommunication infrastructure, all of which caused great customer dissatisfaction.

87
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1.2 Telecom Egypt after 1998

In accordance with Egypt’s 1990s reforms and liberalization of the telecommuni-
cation sector, TE was established in 1998, according to Law 19 of 1998, as a joint
stock company to replace the former ARENTO. Furthermore, the NTRA has been
entrusted with the implementation of government policy to develop and spread com-
munication services throughout Egypt and encourage investment in the telecom-
munications sector.

The year 1999 marked a new period in TE’s activities, with the presidential an-
nouncement of the “era of knowledge and information society,” and the establish-
ment of the Ministry of Communication and Information Technology. In May 2000,
a successful business manager from the private sector was appointed as the new
chairman of TE. In 2003, on February 4th, Law 10 was passed and enacted by the
President of Egypt to regulate the telecommunications sector.

2. Innovative Initiatives

TE’s aim was to incorporate into the public sector the best practices being used by
the private sector and to move toward privatization of state-owned enterprises by in-
creasing investments and attracting foreign capital, enhancing accessibility to new
technologies and markets, and boosting economic growth in general. The best prac-
tices and innovation in governance and public administration have been broken out
into four categories: regulatory change, good management, utilization of technol-
ogy, and human resources management practices.

2.1 Company Overview

In 2004, TE was the leading provider of telecommunications in the Middle East.

Source: Hatem, 2007

FIGURE 6.1 TE MARKET INFORMATION

Market information 1998 1999 2000 2001 2002 2003 2004 2005

Population (000)s 62,700 64,500 65,700 66,900 68,230 69,460 70,7000 71,950

No. of housholds(000)s 12,950 13,200 13,410 13,800 14,100 14,380 14,670 14,950

Household size 4.84 4.88 4.90 4.85 4.84 4.83 4.82 4.81

Total number of lines 3,971 4,686 5,586 6,688 7,736 8,830 9,650 10,550

New lines installed (000)s 646 801 838 928 1,115 1,120 820 900

Growth rate (%) 16.3 17.1 15.0 13.9 14.4 12.7 8.5 8.5

Waiting list 1,349 1,313 1,215 1,008 583 206 127 —

Tele density (%) 6.3 7.3 8.3 9.8 11.4 12.8 13.6 15.4
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To meet its goals and objectives, the state-owned company invested in developing
skills and competitive capacities of its mid-management levels, introduced several
human resources best practices, and improved the quality and capacity of its na-
tional network (see Fig. 1). In 2004 the company had 9.2 million subscribers, which
amounted to an increase of 9.5% over June 2003. Revenues (see Figure 2 for TE’s
breakdown of revenue) went up 15% over June 2003 to L.E 3.8 billion (TE’s web-
site) with a reduction in long-distance revenues more than offset by an increase in
mobile telephone services throughout Egypt. The number of subscribers differs sub-
stantially between governorates, with Cairo taking the lead with approximately 25%
of all subscribers. From 1998 to 2004, average annual population growth was 2.0%,
whereas average annual household growth was 2.1% and average total line growth
was 16% (approximately 950,000 lines per year).

Source: Hatem, 2007

TE has dramatically increased its subscriber base and its tele-density. Tele-density
varies widely among governorates, with Port Said having the highest, at around 25%,
compared with more rural areas, where rates can be as low as 5% or less. There is
still a waiting list for new subscribers, so that connection rates have remained at EGP
800 (US$ 140.35) for domestic and EGP 1500 (US$ 263.15) for commercial.

3 Telecom Egypt’s Mission Statement

TE’s mission statement emphasizes the important role that the company plays in the
development of a telecommunications services in Egypt. TE is committed to im-
proving its services to customers and creating a better future for its employees and
the community through responsive services, honest business practices, and the im-
plementation of the latest technological advances at a reasonable price.

FIGURE 6.2 TE’S REVENUE BREAKDOWN
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3.1 Major Goals

TE’s goals include the following:

• Be reachable everywhere in Egypt throughout its 26 governorates and build
existing customer value by providing broadband solutions for both the retail
and wholesale markets;

• Improve the internal environment of the organization by enhancing
managerial planning skills and techniques to be proactive, developing core
competencies, enhancing operational efficiency, and placing information
technology at the centre of all business decisions; and

• Increase revenues by increasing domestic subscription and the proportion
of subscription-based services such as ADSL by turning the company to
value-added products.

3.2 Financial Goals:

• Ensure that the majority of debt raised to fund infrastructure expansion be
carried out in local currency;

• Explore regional expansion opportunities to generate hard currency;

• Employ cost-efficient liquidity management; and

• Investment goals: Invest in the telecommunication industry and IT sectors.

3.3 Concrete Objectives:

• Increase revenues by more than EGP 600 million (US$ 105.26 million)
over a three-year period through increases in subscription fees; and

• Add approximately 1 million new lines annually and achieve a tele-
density of 17% by 2006, which depends on the connection of an extra
3.2 million customers.

3.4 Financial Objectives:

• Improve the debt position by making sure that debt-to-equity ratio does not
exceed 40 per cent over the next 5 years; and

• Achieve target revenues of EGP 10 billion (US$ 1.754 billion) in the
financial year 2008.

3.5 Investment objectives:

• Target rates of return greater than 15 per cent.

3.6 Key Strengths:

• TE holds monopoly over fixed-line telephony in Egypt and is well
positioned as a regional telecommunication hub;
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• TE strategically invests in IT and telecommunications enterprises, for
example vodafone Egypt, which have strong growth potential and are of
strategic significance to either Telecom Egypt or the telecommunication
market in general;

• The company has a high-quality network that uses modern technologies,
a modem, and fully digitalized national backbone based on proven
technologies and excess installed capacity to meet future growth in demand.
Its fixed wireless CDMA network will provide extra operating flexibility
and can serve as a platform for a potential future 3G network;

• There is strong growth potential through the roll-out of value-added
products; and

• It has established a highly skilled workforce with a strong focus on
technical disciplines.

4. Challenges to Implementing the Innovation

One of the biggest problems TE faced as it transformed itself into a service-ori-
ented enterprise centred on human resources problems, specifically overstaffing and
poor managerial skills. The centralized hierarchy for approvals led to excessive pa-
perwork and low productivity levels. Furthermore, the salary structure did not pro-
vide any incentives for employees to provide quality service. Workers had complete
job protection, as stipulated by labour laws (137/1981 and 91/1959) that governed
human resource management before the issuance of the New Unified Law of 2003.
In addition, recruitment, hiring, and promotion of employees of the public sector de-
pended on seniority and not productivity.

Central and local government authorities’ influences and considerations inter-
fered with efficient decision-making. The bureaucratic governmental culture, an-
tiquated regulations governing the civil service job market, redundancy in roles
and responsibilities among government entities, centralized decision-making, and
lack of function-based specialized entities were some of the challenges facing the
public sector.

TE was exposed to exchange rate movements from its foreign currency debt and
capital expenditure. TE tariffs in Egypt are distorted owing to the cross-subsi-
dization of services because high international tariffs and connection fees are
used to support low local tariffs, monthly subscription charges, and long-dis-
tance tariffs.

Egypt’s large size requires significant capital expenditure to roll out a network that
can reach the demanding targets set by the government. TE is currently engaged in
negotiation with the Egyptian government regarding the existence of EGP 4.4 bil-
lion potential tax liability.1

1 (US$ 0.77 billion)
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4.1 Further Obstacles to Success:

• The devaluation of the Egyptian pound makes infrastructure investments
relatively more expensive given that they are made in foreign currency;

• Falling GDP per capita might lead to a reduction in telecommunications
spending;

• The liberalization of Egypt’s telecommunications market in December
2005 entailed substantial business risk;

• Tariffs must be re-balanced. The current tariff system is effectively
subsidizing local calls from international call revenues. Ongoing
liberalization and a potential future tariff rebalancing are expected to increase
demand rapidly for voice, data, and higher-margin value-added services;

• The emergence of low-cost, mobile-to-mobile calling has reduced TE
revenues, especially the long-distance ones;

• A small portion of customers is responsible for a large portion of TE’s
international revenues. When the market opens up, new operators might try
to capture these valuable customers; and

• Capacity imbalances – too much capacity in towns and insufficient line
capacity in rural areas – are hard to overcome. For example, the tele-density
of Port Said is 25 per cent compared with more rural areas, where rates can
be as low as 5 per cent or less.

4.2 Plans to Overcome Obstacles

To deal with currency volatility, TE needs to re-balance its debt portfolio with a
greater proportion of debt denominated in Egyptian pounds. Future funding should
be met by using TE facilities. To handle the drop in revenue that will come with los-
ing its monopolistic position in 2006, TE is working with vodafone Egypt and
MobiNil, which will guarantee to channel calls through TE’s gateway. To address
imbalances in its charging policy and capacity, NTRA is setting up the Universal
Fund to compensate TE for nonprofitable network expansion to meet target pene-
tration rates. Anticipating the emergence of low-cost mobile-to-mobile calls, TE
has purchased a stake in vodafone Egypt that enables TE to access the fast-grow-
ing and competitive mobile market at an attractive price. TE’s long-standing strong
relationship with the regulatory agency will give TE an advantage as that agency
makes rulings on an optimal pricing formula.

5. Factors that Point to Continued Success and Sustainability:

1. Egypt’s population is growing, and citizens will want telecommunications
connection. The current population of 77,505,756 as of July 2005 is
expected to grow to 100 million by 2020 (Egypt’s Fact Book 2005);

2. Egypt benefits from a young and technologically advanced population,
which provides considerable scope for TE to increase its product offerings
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to incorporate a range of value-added services. TE enjoys a supportive
regulatory environment. In fact, expanding telecommunication access forms
an integral part of the Egyptian government’s policy; and

3. Partial privatization of TE could lead to increased future investment in
the company.

TE has entered the bidding process for several international tendering contracts,
which will be the source of additional hard currency benefits if they are won.

6. Best Practices That Transformed Telecom Egypt

To transform TE from an inefficient public-sector organization to an efficient one,
TE management introduced several best practices concerning quality of service,
pricing strategies, orientation toward servicing the public, identifying customers’
needs, customizing services for different customers, and improving accessibility.
“They adopted the approach that you would employ if you were a private sector
company in the sense of prioritizing customer service and satisfaction.

Some examples of improvements in TE’s primary activities include speedy deliv-
ery, providing prepaid phone cards, pay phone, quality telephone lines, reduced
waiting lines, mobile services, allowing Internet usage, and offering affordable
prices. Other examples of improvements in the behind-the-scenes operations in-
cluded better management, planning, and budgeting practices; emphasizing ICT
application and development; utilizing better functional and organizational struc-
tures; and investing in human resources management and development.

7. The Path Towards Success

7.1 Government Passes Favourable Laws

TE enjoyed a supportive regulatory environment. The Egyptian government helped TE
expand and improve in several areas by passing the following laws and regulations:

• Law No. 19 of 1998 was inaugurated to change the status of the
telecommunication authority, TE, to a commercial shareholding company,
with the government as majority shareholder;

• Law 10 was the most recent telecommunications law passed and enacted
by the President of Egypt on February 4, 2003, to provide TE with one
license at no charge for each activity or service provided directly by TE or
through companies it establishes with others so long as it owns a majority
of the capital. This was extend until the end of 2005 for services provided
before or on that date. Excluded are frequency licenses and charges and
mobile licenses;

• Companies Law: The Egyptian Peoples Assembly approved Law No. 3
(1998), amending the Egyptian Companies Law, whereby the procedures
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for establishing an Egyptian company were streamlined, in efforts to reduce
bureaucracy and encourage investments, thereby allowing companies to
start operating as soon as the requisite corporate documents are submitted
to the Egyptian Ministry of Economy; and

• Government Procurement: The Egyptian government enacted a new tender
law, Law No. 89 (1998), which governs government procurement of goods
and services by all Egyptian ministries, departments, local government
units, and public and general organizations, in an effort to improve
transparency and predictability in the Egyptian government tender process.

7.2 Government Creates a Favourable Regulatory Environment:

• The National Telecommunication Regulatory Authority (NTRA) has been
entrusted with the implementation of government policy with the objective
of developing and spreading communication services throughout Egypt and
encouraging investment in the telecommunications sector;

• The government encouraged increased phone proliferation in Egypt by
declaring it the right of every citizen to have access to a phone;

• Both the NTRA and TE have worked together to expand the national
network of service and increase competition through the liberalization of
the market;

• NTRA is funding the establishment of the Universal Service Fund by 2005
to subsidize the cost of providing coverage in less economically attractive
locations, which are not otherwise economically viable (some areas have
tele-density below 5 per cent);

• Potential future tariff rebalancing is likely to lead to increased domestic
subscriptions and call revenues; and

• TE is exempted from paying for any licenses in its existing services
before 2006.

7.3 Leadership Is Committed to Changing Management Planning Practices

TE’s leadership introduced new management planning practices such as goal set-
ting, financial reviews, stakeholder examination, environmental scanning, compet-
itive analysis, operation plans, and observing outcomes, which proved to be related
to different organizational performance indicators, examples of which are the ratio
of total revenues to total operating profits and growth in sales, as well as to organi-
zational effectiveness indicators such as the presence of mission statements, meas-
urements of service satisfaction, employees’ job evaluations, and financial audits
(Herman & Renz 2004).

7.4 Planning Practices Bring Growth: Investments, Acquisitions, and Liaisons

In planning for growth, TE implemented a market diversification strategy through
providing additional wholesale services, maintaining presence in most of its serv-
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ice provisions through subsidiaries, revenue-sharing agreements, acquiring shares,
or through corporate liaisons.

To provide additional sources of revenue streams to compensate for slower growth
or in some cases the decreases in traditional retail services, TE provided wholesale
services in Egypt to cellular operators and Internet service providers.

TE invests in IT and telecommunication enterprises that have strong growth po-
tential and are of strategic significance either to TE or the communication mar-
ket in general. By December 2003, the company had made investments in 18
companies at an initial cost of EGP 283.4 million (US$ 49.7 million) excluding
vodafone Egypt.

Telecom Egypt penetrated the Internet services market, which is a rapidly growing
segment of the telecommunications market, at a compound annual rate of 31.4 per
cent, through TE Data, its 92.5per cent subsidiary, and keeps a market share of more
than 30 per cent in such a market. Examples of some other subsidiaries are TE In-
formation Technology, Middle East Radio Comm., Nile Online, and Egynet, in which
Telecom Egypt maintains investment stakes of 92.5, 51.21, 27.27, and 19.51per cent,
respectively. TE Invested in Internet service providers and arranged with them to re-
tain 30per cent of revenues. In addition, TE has minimal investment stakes of 2.0%
in each of the public payphone operators MenaTal and Nile Telecom.

Telecom Egypt has also a strong indirect presence in most of its services since it
maintains revenue-sharing agreements with mobile operators for interconnection,
internet service providers, and other service providers, such as AudioText, pay
phones, and pre-paid calling cards. The company made an agreement with both
MobiNil and vodafone Egypt whereby it received 40 per cent of billed interconnec-
tion revenues.

TE entered the mobile market by acquiring shares in vodafone Egypt from mi-
nority shareholders. TE realized that it would be more cost effective to acquire
stakes in vodafone, being a partner to vodafone International. “We entered into
negotiations with vodafone Egypt, and after almost one year, we reached an
agreement that would allow us to buy 25.5 per cent of the shares of vodafone for
roughly half the amount it would have cost us to build a network. At the same
time, we have achieved our goal of entering the mobile market,” says TE Chair-
man Beshir.

TE’s investments in vodafone Egypt generate substantial income from mobile in-
terconnection fees. Demand for mobile services has increased rapidly in Egypt in
recent years and hence so have TE’s revenues.

TE is actively seeking further international presence through corporate liaisons to
provide a steadily increasing revenue stream. International connectivity is an impor-
tant source of hard currency earnings. For example, TE generates some 58.9 per
cent of its incoming and 54.4 per cent of its outgoing revenues from the Middle
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East region. The single largest market by volume of incoming and outgoing calls is
Saudi Arabia, which accounts for 30.3 per cent of incoming calls and 21.9 per cent
of outgoings. TE also achieved a partnership with Orascom to build, own, and op-
erate a second fixed network in Algeria.

Since the development of the telecommunications market, both incoming and out-
going international call traffic has grown 108 per cent and 119 per cent respectively
from 1998 to 2003. From 1999 to 2003, revenue earning international capacity has
increased by more than 5000 per cent, which is equivalent to an average annual
growth rate of almost 175 per cent. It is anticipated that the demand will continue
to grow for the next few years.

7.5 Leadership

The company achieved a cost leadership strategy by downsizing through reviewing
the number of employees, building a detailed cost structure model to allow the com-
pany to position itself in future tariff renegotiations with the NTRA, implementing
highly effective and efficient human resources through intense and effective train-
ing programs, financial reporting systems, and addressing market competition both
locally through a strategic planning unit and internationally through studying over-
seas incumbents.

TE used some planning practices such as operation plans to expand its coverage
and enhance profitability by achieving higher call volumes through additional lines
and increasing tele-density. Both incoming and outgoing call volumes have in-
creased rapidly in excess of 100 per cent since 1998 with combined average growth
rates standing at around 13 to 14 per cent over the period, despite the fact that in-
ternational call traffic is heavily biased toward incoming calls partly because of
more affluent expatriate/foreign communities.

TE international calling tariffs remain relatively high when compared with those
of other international operators. Outgoing tariffs have been selectively reduced in
an attempt to increase outgoing call volumes and fend off illegal traffic. Declining
accounting rates have had an impact on incoming call revenues in recent years, with
the trend expected to continue. TE established three geographical charging bands:
one for all Arab countries and the United States, another to Canada, another for Eu-
rope and Caribbean, and the third to Africa, Asia, South America, Australia, and
the Pacific.

7.6 Improvement through a Differentiation Strategy: Product Diversification

TE implemented a growth marketing strategy using product diversification to im-
prove service to its customers. Strategies included:

• Delivering high-margin services, such as broadband, which will allow
bundling of high-value content such as Tv/IP streaming, music, and access
to government business services; and
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• Development of new services such as fixed line SMS and enterprise vOIP
to generate incremental revenues.

7.7 Marketing Department Creates Brand Awareness

“To face liberalization [in 2006],” says Sanaa Soliman, marketing director
for TE, “the telecommunication market is going to have to tell people about what
we do. This was our problem – we are good in our services but we don’t give peo-
ple awareness about what we are doing, what are we offering as services”. To over-
come poor brand awareness among consumers, the company created a marketing
department to be able to re-brand itself and face new competitors.

In 2001 and after a new management joined Telecom Egypt, the company started
repositioning itself through new strategies, for example, product development ini-
tiatives aimed at increasing national and international fixed-line access. TE im-
proved the margin on services and customer value through the implementation of a
new account-based billing system that will allow for proper billing of advanced In-
ternet services at premium prices.

7.8 New Practices Encourage Wise Financial and Investment Strategies

Investments are subject to rigorous scrutiny and approval by the Board of Directors.
Broad-based asset allocation shows that telecommunications represents 95.2 per
cent, whereas IT represents 4.6 per cent of TE’s investment portfolio. The com-
pany’s international investments portfolio is concentrated in the field of satellite
telecommunication. Its strategy for international investments involves dispensing
with those investments in which the company’s influence is minimal. For example,
TE sold its shares in Inmarsat ventures for US$ 5.47 million in December 2003,
achieving a profit of about EGP 21 million (US$ 3.68 million), representing over
three times its initial investment.

TE’s financial policy plays a vital role in achieving maximal shareholders’ value.
The company’s funding profile has changed greatly starting in 2000, thereby re-
flecting the change in policy as a result of the devaluation of the Egyptian pound.
Local loans have increased from 5 per cent in 2000 to 58 per cent in 2004. The
company’s debt profile includes local loans and facilities of 31 per cent, supply
agreements of 21 per cent, government loans of 19 per cent, and foreign loans of
29per cent. The company has further restructured its funding profile so that debt is
dominated in Egyptian pounds.

7.9 To achieve a cost-efficient liquidity management, TE did the following:

• Maintained non-earning cash balances at minimal levels;

• Used excess cash balances in reducing interest payments through temporary
repayment of short-term debts;
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• Invested cash balances to generate additional revenues;

• Deposited cash balances with well-respected local and international banks;

• Shortened the cash cycle by billing and collecting receivables over
shorter periods; and

• Optimized cash allocation and strengthened relationships with banks.

The annual budgeting process follows strict procedures. The process starts in June
at the department level. A budget committee drawn from all departments is then
created. In July, sector budgets are prepared, and then budget office sits with sector
heads until September. In September, an integrated budget is created. In October, the
budgetary committee submits the budget to the chairman, the seven vice chairman,
and sector chiefs. Finally, in November, the budget is approved by the budgetary
committee and the Board of Directors. The budget in use is audited on a quarterly
basis. Actual budgetary figures have always surpassed the budget, except for year
2003, when expended figures were below the approved budget owing to the impact
of currency devaluations.

7.10 Utilization of Technology and ICT Applications

Telecommunications policy emphasized ICT development. In achieving the target
penetration rate of 17 per cent by 2006, TE sought to provide service by using sev-
eral advanced practices in planning and budgeting that leading companies used,
among which were making good investments in IT and innovative solutions, exe-
cuting good competitive strategies, managing future results, and focusing on the
external environment.

New technologies are being viewed as a cost-effective means of expanding the back-
bone to meet government tele-density targets. Some technology examples follow:

1) The company’s expansion was achieved by investing extensively in its by
using the latest available technologies, which resulted in both additional
capacity and cost savings. TE was one of the first countries in the MENA
region to operate a 100 per cent digitalized network.

2) The company holds a monopoly over the provision of international
connectivity in Egypt, encompassing all voice traffic (fixed and mobile) and
leased lines. In 1998, the company installed the mobile GSM service
throughout Egypt and introduced the Intelligent Network and the Integrated
Services Digital Network in Cairo. Some of TE’s efforts to embrace new
technologies in 1999 were introducing the Transport Network SDH 3 Rings
and the Frame Relay/ATM Network for high-speed access, and the use of
fiberoptic cables by adding equipment and increasing the data rate through
the upgrade of multiplexers. TE strategy is to leverage the only nation-wide
backbone (the only fiberoptic network in the region).

The second millennium started with accomplishing the Egypt 2000 project,
initiating the new billing system in 2001, introducing free internet services,
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and implementing ADSL services to obtain speedy access to the Internet in
2002, and introducing a call centre at the Intelligent village. The backbone
and connectivity that have been developed by TE have acted as a strong
barrier to any potential new entrant.

3) TE initiated a mix of both commercial and public service projects that
maximize the usage of the latest technology to achieve maximal cost
advantage when expanding network capacity:

• Product development initiatives aimed at increasing national and
international fixed-line access;

• Build on IP core network to facilitate ADSL network expansion and
commercialization;

• PSTN (copper local loop) line purification program using automated software
with updated inventory management, enabling the faster connection of new
lines and identification of suitable copper lines for ADSL services;

• Build clean customer profiles using PIN codes and third parties in
preparation for implementing an account-based billing system; and

• TE recognized value-added services as a key driver for future revenues. TE
is able to make available value-added services to approximately 30 per cent
of its installed capacity. Additional value-added services such as Caller ID,
Call Waiting, Call Baring, Follow Me, Conference Calling, Wake Up, Don’t
Disturb, and Hotline are available through current technologies, but their
usage is minimal.

7.11 TE strategy: voice-centric services and building core revenue streams using
proven technologies:

In service development:

• Home and office budget control services that provide password-protected
access and a credit limits to win back core revenues from the pre-paid and
mobile markets;

• Intelligent pay phone services that use a smart card that can be topped up
using Marhaba pre-paid card to promote core revenues in locations with
low line penetration;

• Economy international off-peak services using voice Over Internet Protocol
(voiP) technologies;

• voice information and text-assisted value-added services: high-value
information services and bill payment and booking applications that combine
voice assistance and confirmation of content by using Interactive voice
Response (IvR)/Short Message Service (SMS) technologies; and

• Messaging services: provide simple messaging services for residential and
unified messaging services for enterprise customers.



100

CASE STUDIES ON INNOvATION IN PUBLIC ADMINISTRATION

8. Changes in Human Resources Management Practices

TE has made several changes in its human resources management to improve the
company’s ability to lure and retain the best people. Through job analysis, employee
training and development, performance appraisals, and by involving employees in
the process, TE has developed the skills of its mid-management levels and improved
the quality and capacity of its national network, to become a leading provider of
telecommunications in the Middle East.

8.1 Plans to Enhance Management Capacity and Motivate Staff

The company provided several specially designed training programs to develop its
management team’s capabilities and motivate its workforce.

Motivation through better Compensation: In 2003, the company introduced a new
salary restructuring program to lure new people of high calibre and to keep them,
as well as a bonus scheme to reward excellent performance and attractive early re-
tirement programs to streamline the work force.

The Leadership Development Program: In 2003, TE initiated a full-time training
program, the Leadership Development Program, for 25 of its key managers who
showed leadership potential. The training program focused on issues like leadership
and career development, management and financial skills, and change management.

Skill-based training: TE provided 200 training sessions, delivered by top organiza-
tions such as Alcatel, for over 7000 of its specialists and service-based employees,
thereby covering issues like technical advancements and service improvements.

Management Restructuring: TE management restructured the company by employ-
ing a relatively flat organizational structure, with seven vice-chairmen, thereby
eliminating unnecessary layers. The new management also introduced the depart-
ments of marketing, internal auditing, investment, treasury, key account manage-
ment, and revenue assurance.

9. Looking to the Future: Key Objectives by 2007

TE plans to continue the progress it has made so far. By 2007, TE has the follow-
ing goals:

• Increase national tele-density to 18 per cent by construction and connection
of approximately 1 million new lines per annum;

• Build a nation-wide fixed wireless/CDMA network to achieve 100 per cent
telephone coverage of Egypt;

• Achieve the targeted universal obligation to provide access to tele-
communication services and achieve the 18 per cent tele-density target.
This can be cost effectively addressed only through use of wireless
technology CDMA; and
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• Continue to develop the DSL services across Egypt for high-speed Internet
services for businesses, government agencies, and educational institutions.

10. Could this Innovation be Replicated by Other Countries?

The case study of the transformation of TE from a state-owned highly regulated
company to a customer services-oriented one provides an overall framework for
change in public sector enterprises. The case provides important lessons for other
countries’ authorities who are interested in transforming their public sector organ-
izations by identifying those best practices and the actions that brought about such
transformation.

To implement these best practices effectively, however, the objectives of the tar-
geted transformation, stakeholders involved, and the nature of the market involved
must be understood. In the case of TE, the need to respond to customers’ demands
initiated the innovation; however, without a supportive regulatory change, manage-
ment commitment, and advanced practices in management planning and human re-
source management, such transformation could not have happened.

In other words, to obtain the anticipated results, those officials who seek to repli-
cate these experiences in their countries should not simply pick and choose a few
of the innovative elements; they should go for the whole package. For example,
replicating TE’s experience in other countries would depend greatly on whether
these countries’ legal and regulatory frameworks or overall conditions would
equally and effectively provide the right conditions for such transformation. Only
then will implementation of best practices produce the desired outcomes.
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Chapter 7

Innovations in Human Resources Management:
The Experience of the Jordan Institute for
Standards and Metrology
By Zuhair Al Kayed

Jordan has received recognition for two innovations in the public sector. The first took
place within the Jordan Institute for Standards and Metrology (JISM) involving re-
forms in human resources to improve the delivery of services that affect the health, en-
vironment, and safety of citizens. The second occurred within the Drivers and vehicles
Licensing Department (DvLD) to modernize and improve the transparency and effi-
ciency in delivering services related to the licensing of drivers and vehicles.

The establishment of the King Abdullah II Award for Government Performance and
Transparency provides a valuable incentive to spur public sector reform. Without
this strong national mandate for sustainable, globally competitive public sector in-
stitutions, reform efforts would have little chance for success.

1. The King Awards for Excellence

In 2000 and 2003, respectively, Jordan launched the King Award for Excellent Per-
formance in the Private Sector Institutions, and the King Award for Excellent Per-
formance and Transparency in the Public Sector. To reflect the level of committment
in this context, His Majesty formed a board and appointed his brother Prince Faisal
to chair the Board of Trustees for Excellence and Transparency and submit pro-
gressive reports about the ongoing status of the efforts made. It is strongly believed
that an institutional excellence and governance program is not beneficial unless it
is based on collaborative efforts.

2. Benefits of the King Award for Excellence

By adopting a governance programme that emphasizes excellence and transparency,
Jordan witnessed several benefits and tangible results. Here is what Jordan was able
to achieve:

2.1 At the macro level:

1. Accelerate the rapid pace of multi-faceted reforms;

2. Enhance the country’s reputation in terms of transparency;

3. Encourage local, regional, and foreign investments;
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4. Enhance citizens’ trust in the quality of public services;

5. Establish a climate of open dialogue among all levels of authority;

6. Create an atmosphere of continuous learning and creativity; and

7. Institutionalize efforts for further modernization and development.

2.2 At the micro level:

1. Create opportunities for employee’s participation in the decision-
making process;

2. Enhance the quality of service delivery;

3. Adopt an approach that focuses on results rather than merely on processes;

4. Create an atmosphere, which encourages creativity and promotes recognition;

5. Institutionalize the concept of accountability towards reaching results and
achieving nationally set goals;

6. Focus on citizens and various beneficiaries as the main players in the
modernization process;

7. Upgrade the level of awareness concerning quality of performance;

8. Promote a sense of ownership amongst employees to enhance loyalty
at work;

9. Encourage collaboration and coordination strategies between public
sector organizations;

10. Encourage partnerships with the private sector entities and
local communities;

11. Establish the need to move forward in adopting and applying
E-government and knowledge systems; and

12. Change the culture of work that is currently based on fear and isolation.

3. Characteristics of the Innovations

Democratic governance is based on three pillars: it is a citizen centred, results based,
and transparent. In line with this, Jordan launched reforms in the administrative,
economic areas reform.

These reforms are considered best practices because they involve the following:

• Support from the highest level leadership, His Majesty the King;

• Collaboration between all public institutions;

• Integration of visions and missions;

• Transparency and openness with the public;

• Participation of all employees from the bottom to the top in the process
of excellence in performance;

• Institutionalization of efforts and continuity of implementation;

• Dedication to make change happen regardless of the expected resistance;
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• Excellence in performance at the national, personal, and organizational level;

• Accountability of performance at all levels;

• Review of achievements based on strategic planning;

• Monitoring of performance by different bodies; and

• Sharing of results with all beneficiaries, stakeholders, and citizens.

4. The Path toward Innovation in Governance in Jordan

To implement change, the government took steps to:

• Design a communication strategy;

• Conduct educational workshops;

• Establish a Board of Trustees for the Excellence Award;

• Request all public sector organizations to form teams or committees to
handle the change in mindset and performance;

• Meet with the citizens through field visits, media and dialogue;

• Encourage opinions at all levels;

• Adapt the notion of Accountability towards achieving results;

• Incorporate innovation as a day-to-day matter in implementation; and

• Consider employees to be the country’s human capital.

To implement such successful practices effectively, the following conditions had to
be met:

• Acquire support from the top level towards the transformation and
reform processes;

• Involve all stakeholders such as private sector entities, non-governmental
organizations, local communities, and citizens in the change process;

• Open channels with Parliament to ensure that such efforts would be
sustained by encouraging innovative legislation;

• Identify the national and organizational goals conducive to innovation
and excellence;

• Prepare a communication strategy to spread awareness about why, what, and
how successful practices can assist in satisfying all stakeholders at all levels;

• Adopt a participatory approach whereby all civil servants can share in the
transformation process;

• Institutionalize the notion of successful practice as a road to reach the
targets and needs of all parties;

• Let the public know there will be accountability and transparency; and

• Coordinate all aspects of the reforms to ensure the linkage of inputs,
processes, and outputs and eventually the positive impact of all transactions.

All reforms were geared toward meeting national goals as well as the public’s needs
and expectations.
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5. Jordan’s Best Practice in Human Resources

To build and maintain a supportive work environment that encourages excellent
performance at both the personal and organizational levels, the public sector must:

• Apply fair and transparent employment policies and implement reward/
compensation programme to motivate employees;

• Plan workforce supply to meet current and anticipated demand;

• Implement employee training and development programs that meet
organizational needs; and

• Design and implement programs that promote employee satisfaction
and retention.

Clearly written job descriptions are essential tools for recruiting and selecting em-
ployees, conducting fair and accurate performance appraisals, and identifying train-
ing needs. A fair, transparent, and accurate job classification system that grades
positions according to an overall scale is crucial to effective human capital planning,
transparent salary grading, and fair recruitment and promotion.

Excellent employment policies ensure that the organization’s staffing needs are met
in a timely manner by applicants whose talents, competencies, and skills match the
job requirements, and that the process is in compliance with organizational goals
and objectives as well as applicable legislation.

An accurate and transparent appraisal system that measures employee performance
against reasonable, tangible objectives is essential to meeting those objectives. Reg-
ular, results-based performance appraisals provide feedback that the organization
can use to improve organizational performance and employee satisfaction and also
helps identify opportunities for rewarding excellent performance. Transparent, eq-
uitable, and effective compensation and incentive policies improve employee pro-
ductivity and boost performance quality by motivating employees to strive for
excellence in achieving the organization’s goals.

Forecasting helps the organization to anticipate its future workforce needs by track-
ing developments that might lead to the creation of new positions or vacancies in
established positions. These developments include promotions, retirement, and res-
ignation among current staff, as well as changes or additions to the strategic plan that
call for new skills or a different distribution of staff.

Succession planning is a method of identifying and cultivating leaders from within
the organization to fill future vacancies among middle and senior management.
By preparing employees to assume leadership roles before the positions become
available, succession planning programs ensure the availability of a competent
workforce at the management level, ease the transition process, and minimize gaps
in productivity.
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Well-designed and implemented employee training programs enhance overall orga-
nizational and individual performance, optimize employee productivity, and help en-
sure continuous employee satisfaction and performance improvement.

Well-designed and implemented management development programs enhance over-
all and individual performance, promote improved relations between management
and staff, and help managers fill current roles as well as prepare them to meet the
organization’s future needs.

Tailored programs and open communication channels improve employee welfare
and maintain a healthy work environment, contributing to employee satisfaction,
well-being, and motivation.

Maintaining a positive and supportive work environment that contributes to the
well-being, satisfaction, and motivation of all staff is essential for reducing em-
ployee turnover. Retaining high-performing employees is critical to the organiza-
tion’s continual improvement.

6. Best Practice in Service Delivery

To deliver key products and service, organizations must manage processes to meet
organizational goals; identify customer needs and expectations and design processes
to meet or exceed them; gather customer feedback and incorporate this informa-
tion into process design to improve customer satisfaction; and manage relationships
with suppliers and service providers to ensure efficient delivery of products and
services that the organization needs.

By designing processes logically, testing them, and constantly monitoring their im-
plementation, the organization can enhance its ability to deliver products and serv-
ices in a timely, cost-effective way. Planning end-to-end processes comprehensively
can ensure that related processes interact smoothly and without any delays across
both departmental and organizational lines.

Streamlining procedures reduces the time, effort, and costs that go into the delivery
of products and services by combining or merging steps and eliminating red tape.
Effective streamlining maintains customer satisfaction by facilitating process deliv-
ery and helping the organization to achieve targeted results and meet customer needs
more efficiently.

To provide customers with excellent services, the organization needs an accurate un-
derstanding of customer requirements, expectations, and preferences. Empowering
staff to respond promptly and thoroughly to customer inquiries and concerns is es-
sential to customer satisfaction. Maintaining open channels of communication with
customers ensures that their concerns are heard and understood, and helps the or-
ganization to improve the level of service it provides.
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7. Case I: Innovation in Human Resources

7.1 The Jordan Institute for Standards and Metrology (JISM)

JISM was awarded Number One in the Award for Excellence in Public Perform-
ance and Transparency. Before becoming an independent entity in 1994, it was
a department of the Ministry of Industry and Trade. The total workforce is
240 employees.

7.2 Objectives

The main objectives of the JISM are:

• To adapt a national system for Standards and Metrology according to
international practices;

• To keep abreast of scientific developments in the subject area and
accreditation of laboratories;

• To provide health, environment, and safety protection to citizens through
ensuring that all products comply with the technical rules it issues; and

• Ensure the quality of national products by accrediting Jordanian
standards to enable such products to compete in both local and
international markets.

7.3 The Vision and the Mission Statement

JISM aims at becoming a centre for excellence at the national, regional, and inter-
national levels in the field of metrology and related areas by ensuring that the serv-
ices and products it provides in response to the beneficiaries’ needs and expectations
are of high quality.

Its goal is to protect the interests, concerns, health, and safety of citizens and the en-
vironment, and to enhance the competitive capacity of Jordanian products in inter-
national markets.

To achieve the above, JISM had to establish modern systems in the field of stan-
dards, inspection, testing, monitoring, and accreditation through available informa-
tion and knowledge and developing and rewarding its human resources.

JISM renders services to its main partners and customers such as trade, industry, and
services sector, general institutions and scientific research centres, citizens, and
other customers.

7.4 Values:

• Creative and supportive leadership;

• Transparency;

• Teamwork spirit;
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• An organizational culture of excellence;

• Cooperation and coordination;

• Development of a skilled work force that is empowered with the informa-
tion and knowledge required to deliver services quickly and accurately;

• Continuous learning that leads to modernization and sustainable
development; and

• Adoption of a process-based and result-oriented approach.

7.5 Case Analysis

JISM identified training needs for all job titles based on the organization structure
and level of the job importance, managerial and technical skills, job nature, and
tasks of each position.

JISM prepared an annual training plan and nominated employees to participate in
either individual training or group training. Employees attended workshops to trans-
fer knowledge and managers participated in such learning events. Employees were
selected to share and acquire knowledge by attending various local, regional, and
international conferences.

JISM planned and implemented in-house training programs to qualify the second level
of employees, aimed at empowering and upgrading their skills and competencies. Such
training courses were aimed at bridging any possible gap in supervisory positions and
to ensure the retention, transfer, and deployment of knowledge amongst all employees.

An annual performance agreement was implemented. Both the appraiser and ap-
praisee had to agree on the objectives and results they needed to achieve. Such an
agreement continues to be subject to periodical review to ensure commitment and
provide any assistance the employee might need.

JISM also adopted a modern human resources system that links all HR processes
starting from employment, placement, training, promotion, advancement, and suc-
cession. Training included orientation of new employees, preparing future leaders,
incentives, and termination of services. All processes were transparent and objec-
tive to ensure fairness and quality, and employees were well aware of their rights and
obligations according to procedures and instructions.

In that regard, JISM provides opportunities to acquire higher university education
to obtain a Master’s or Ph.D. degree. In addition, JISM provides opportunities for
employees to enhance their competence in the English language and IT skills based
on an E-government program.

JISM adopted a career-planning path, job development path, and training path for
each job. All employees participated in the Training of Trainers (TOT) program to
carry out the in-house training and prepare them to be assessors in quality and en-
vironment systems both locally and internationally.
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JISM offered tangible incentives to employees whose performance is graded Excel-
lent, that is, payment equal to one month’s salary, as well as annual increments
based on their level of performance. JISM also rewarded employees with honorary
incentives, conducting competitive tests to select the best employee in leadership,
professional, administrative, and supporting jobs.

JISM encouraged the concept of teamwork as an incentive for learning and par-
ticipation in the decision-making process, preparing instructions, and conveying
feedback on further needed improvements. It also encouraged some employees to
work for other institutions to increase their personal and professional compe-
tences. In addition, JISM provided a supportive work environment to increase
employee job satisfaction.

In March 2003, JISM adopted a new personnel by-law. The characteristics of the
salary structure are fair and logical in the sense that it took into consideration the
cost of living and market price of similar jobs. Nevertheless, JISM revisited the
salary grading system based on modifications to the organization chart, job func-
tions, and level of importance and complexity of jobs.

Employees who committed a violation were subject to disciplinary sanctions as
stated in the personnel by-law. JISM management communicated with employees
who violated or committed any unethical actions to correct and adjust their behav-
iour before applying disciplinary sanctions.

7.6 Results and Impact:

• Equality and objectivity in dealing with the beneficiaries;

• Better services;

• Quick and accurate transactions;

• Better customer satisfaction;

• High positive reputation in Jordanian standards, metrology, and
accreditation;

• Highly motivated human resources;

• Exchange, deployment, and inventory of knowledge within the organization
and outside;

• Cutting red tape in rendering services;

• Enhancement of channels of cooperation and coordination with external
environment systems; and

• Application of IT and E-government initiatives.
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8. Case II: Best Practice in Service Delivery

Drivers and Vehicles Licensing Department (DVLD)

The DvLD was awarded Number Two in the Award for Excellence in Public Per-
formance and Transparency. Formerly part of the Traffic Department, the DvLD
was established as an independent entity in 1968. DvLD has 12 sectional units in
the 12 governorates, which cover the northern, middle, and southern parts of the
kingdom, with a total staff of 857.

8.1 The Objectives

The DvLD’s national goals were to protect citizens’ lives and assets by licensing
drivers as well as ensuring technical safety of vehicles, securing a clean and quiet en-
vironment by focusing on allowed percentages of gases and level of noise produced
by vehicles, and economic development through streamlining of processes and pro-
cedures rendered to citizens and investors.

The DvLD seeks to achieve the following departmental objectives:

• Deepen the awareness of the community about traffic culture;

• Enhance the cooperation and partnership with public, private, and local
community sectors;

• Develop theoretical and practical procedures of driving tests;

• Develop the technical testing procedures of vehicles;

• Institutionalize knowledge management of employees;

• Upgrade and qualify the performance of employees; and

• Invest in human and financial resources.

8.2 The Vision and the Mission Statement

The DvLD seeks to render excellent services in the area of licensing drivers and ve-
hicles by modernizing systems and techniques and increasing transparency in pro-
viding services.

8.3 Values:

• Creative and supportive leadership;

• Teamwork spirit;

• A culture of excellence;

• Equality, respect, and fairness in rendering services to all;

• High ethical standards in dealing with others;

• Quick and accurate delivery of services; and

• Integrity and professionalism.
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8.4 Beneficiaries

The beneficiaries of this service are the Ministry of Health, Greater Amman, Mu-
nicipalities, General Union of Insurance Companies, driving training centres, Min-
istry of Justice, Public Transport Regulatory Commission, Drivers’ Trade Union,
Income Tax Department, Crime Information Department, Jordanian Traffic Insti-
tute,Central Traffic Department, and all citizens.

8.5 Case Analysis

The DvLD ensured the absence of duplication in providing services in all its cen-
tres by closely applying the issued regulations, which had already been distributed
to all sections. Additionally, the DvLD prepared a procedural manual and unified
forms, circulating them to all involved in service delivery. The DvLD also trained
employees so that they could deliver services promptly and accurately, and it com-
puterized transactions, including the fees system. All these efforts were subject to
close monitoring, follow-up, evaluation, and accountability to ensure the best qual-
ity service.

Private sector organizations (driving training centres, insurance companies, car deal-
ers, and bank representatives) contribute directly or indirectly through coordina-
tion. The DvLD adapts a partnership plan with related bodies to provide the services
to the citizens, who are also considered partners in presenting suggestions and opin-
ions to develop working procedures.

Local communities (e.g., universities, schools, societies) work with the DvLD to en-
hance service through traffic awareness lectures, studies, and research, whereby the
ideas and recommendations presented are seriously considered, and there are stu-
dent-organized visits and celebrations of international events and occasions.

8.6 Strategies to Improve Services

The DvLD prepared a strategic plan reflecting its vision, mission, and national and
departmental goals, which it sought to achieve through implementing work pro-
grams in the short, mid-, and long term. The most important strategies to improve
services included

Train and qualify human resources through various plans, such as manpower plan,
succession plan, incentives program, employee welfare plan, and training plan in ad-
dition to implementing surveys to measure employee satisfaction levels; modernize
and develop systems and equipment, establish licensing sections in all zones and
construct necessary buildings to handle modern developments, simplify procedures
and provide electronic licensing service through the E-government project; comput-
erize the theoretical driving tests; conduct surveys to measure the citizens’ satis-
faction; Increase the cooperation with related organizations aiming at facilitating
services; prepare a knowledge management strategy clarifying the procedures and
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transactions and deploy it among all employees through seminars, meetings, and
workshops; prepare communication strategy aiming at building cooperative rela-
tionships and bridges of trust with citizens and enhance the societal role; prepare a
financial plan for guaranteeing the investment in the available financial resources;
prepare a risk management plan to anticipate any possible risk that might affect
achieving goal; and prepare a follow-up plan to ensure that servicing is up to the
standard and take corrective actions or further improvements

In addition, the DvLD exchanged success stories with other organizations working
on other projects, such as the E-government license tracking system with Ministry
of Communications and Information, the violations project with Greater Amman
Governorate, and the environment-cleaning project with Ministry of Environment.

Some of the innovative features of DvLD are that it expanded its service hours for
citizens to all weekdays, including Saturdays, which are a formal holiday, to make
it convenient for civil and military employees who cannot obtain services during of-
ficial working hours.

The DvLD increased the awareness of beneficiaries about services through the
distribution of brochures and pamphlets, meetings with the media, direct contacts,
and the website. It learned about the needs and expectations of beneficiaries through
distributing questionnaires, analyzing them and taking the necessary actions, form-
ing a follow-up committee to trace complaints and submitted recommendations to
solve any problems, followed the open-door policy to listen and talk to citizens,
and observed feedback through media channels.

The DvLD ensured efficiency and effectiveness of both the timeliness and accuracy
of services through empowering and motivating employees; computerizing all trans-
actions; simplifying procedures, follow-up and evaluations, reporting systems, and
field surveys. It streamlined the procedures and activities by forming a special com-
mittee for simplifying procedures, decreasing forms and signatures, and preparing
flow charts for each process.

The DvLD used a complaint system by applying a mechanism characterized as
open, transparent, and sound according to the following perspectives:

• It adopted an open-door policy to receive any verbal or written notes,
suggestions, or complains;

• Complaint boxes and front desk office were available;

• The public could also contact the various media channels to express their
concerns about any difficulty they face in receiving or finalizing their needs;

• It documented the complaint so that the person could be contacted later on;

• Concerned officials studied the complaint and responded;

• The legal advisor at DvLD provided a legal opinion; and

• The complaint was transferred to the Complaints and Suggestions
Committee for a solution.
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The person with a complaint was informed of any action taken. Thus, the DvLD
spent considerable efforts to decrease the volume of complains by taking the follow-
ing actions:

• Technical committees studied the reasons behind the complaints;

• A committee monitored the quality of service;

• A higher committee followed up and evaluated;

• It conducted studies and field surveys to learn about the most pressing
problems and complaints to take the action needed to improve service
and decrease complaints;

• It computerized procedures and issued a clear manual for employees
in addition to distributing brochures and pamphlets to increase
public awareness;

• It empowered employees to solve the problems promptly; and

• It increased the coordination with DvLD partners so that all parties could
eliminate any obstacles to the smooth delivery of services.

The DvLD set indicators to increase the efficiency of providing services by apply-
ing both the quantitative and qualitative indicators such as:

Quantitative Indicators: increase of citizens to finalize their deals on time, increase
of transactions finalized on time and according to identified time schedules, in-
crease of staffing, and expansion of organization units at the governorates. The ex-
amination of indicators is done through daily statistics, reports, and inspection.

Qualitative indicators: Facilitation of procedures, adopt the concept of a “one-win-
dow stop,” quick finalization of transactions, computerized all transactions, citi-
zens’ satisfaction, and availability of electronic service. These indicators are
examined through studies, field visits, thank-you letters, newspaper articles,, and
agreements between the DvLD and concerned bodies.

The DvLD made tremendous improvements at the level of its functions and activ-
ities and at the national level.

8.7 At the Functional Level:

• Simplifying procedures;

• Commencing the implementation of E-government project;

• Automating the theoretical tests;

• Computerizing most procedures;

• Instilling a culture of excellence among employees in the course of
providing services; and

• Privatizing the vehicle testing stations.
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8.8 At the National Level:

• Implementing the recommendations and decisions of the Higher Council
for Traffic Safety;

• Contributing in the awareness campaigns to citizens and students through
the media;

• Contributing in conservation of a clean environment;

• Contributing in the economic development through facilitating procedures
for investors, and reinvesting collected fees in the general budget; and

• Contributing in improving and developing traffic legislation.

DvLD adapted concepts and ideas that assisted in solving problems or improving
service performance such as:

• Considering the needs and expectations of beneficiaries in the course of
process design;

• Simplifying the procedures;

• Efficiency, transparency, and equality in improving services;

• Building bridges of trust between the DvLD and beneficiaries;

• Continuous review of processes through specialized committees;

• Deploying information regarding the department’s achievements; and

• Follow-up, evaluating employees’ performances and achieved results.

9. Lessons Learned:

The lessons learned from all such activities in providing services are:

• Strategic planning is crucial to achieve goals and reach results;

• Institutionalization of work and efforts is essential;

• Empowerment of employees is crucial because they represent a major
asset of the department;

• Systems, techniques, and IT are of paramount importance to
developing services;

• Coordination between public and private organizations is a critical factor
for the success of any institution;

• Transparent procedures are an essential pre-requisite to excellence
in performance; and

• Monitoring, follow-up, and evaluation play major roles in achieving
national and organizational goals.

10. Results and Impact:

• Qualified and competent workforce to provide efficient services and
achieve results;
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• Better quality of service;

• Better traffic culture among people and societal entities;

• Achievement of shared national goals;

• Simplified procedures;

• A decline in traffic accidents, and financial and human-life losses;

• Improved driver behaviour;

• Good technical vehicles;

• Decreased percentage of contamination; and

• Greater awareness of and commitment to the exchange and deployment
of knowledge across employees and citizens.

11. Could these Innovations be Replicated in Other Countries?

These innovations are not isolated reform efforts. They are part of a broader effort
at reform throughout Jordan’s government. Both of these instances of best prac-
tices are easily adaptable to other organizations in other countries. The employee
training and development program at JISM and the improvements in service deliv-
ery at the DvLD could meet the needs of many other organizations who want to im-
prove employee satisfaction and retention and deliver a higher quality of service.
Both programs are relatively easy to implement. With the proper support, the results
can be achieved and be beneficial for all.
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1 This chapter has been written prior to the 2006 hostilities in Lebanon and does not reflect its impact on the Lebanese
public administration.

Chapter 8

Innovating the Organizational Structure of the
Ministry of Finance in Lebanon1

By Randa Antoun

The Ministry of Finance (MOF) has embraced several modernization initiatives to
create a modern, streamlined administration that is responsive to the needs of the
public and committed to improved public service.

1. Background

Lebanon is over 6,000 years old and dates back to the Phoenician era. Subsequent
civilizations passed through Lebanon, turning the country into a melting pot with a
diverse cultural and political heritage.

For approximately four centuries (1516–1918), Lebanon was ruled by the Ottoman
Empire, with a relative degree of autonomy. The administrative and political foun-
dations of the state of Lebanon were laid during that period. To date, certain cultural
and administrative practices still endure. There are even certain laws and regula-
tions that were issued by the Ottomans that have never been changed or amended
(the Associations’ Law of 1909 is an outstanding example).

The year 1920 was the turning point in the history of Lebanon, however. General
Gouraud, the head of the French troops in the Levant, put Greater Lebanon under
French mandate. This introduced reforms to the old Ottoman system that governed
Lebanon, along the lines of the French Third Republic. In 1926, Lebanon adopted
its first Constitution, leading to the establishment of the country’s modern admin-
istration, with many Western features.

After the Independence of 1943, Lebanon went through three phases, during which
progress was made. The country’s economic and administrative infrastructures were
constructed between 1952 and 1964. President Fouad Chehab adopted a comprehen-
sive reform program. Supported by several international organizations, including the
French IRFED consulting team, several administrative institutions and agencies were
established, including the Civil Service Board, the Central Inspection Administra-
tion, and the Central Bank of Lebanon, and major laws and regulations were prom-
ulgated, including the Code of Money and Credit and the Public Employees’ Law.

The outbreak of the civil war in 1975, however, marked the beginning of unrest and
deterioration on all fronts that lasted until 1990. Loss of human life was great, em-
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igration of the youth and educated people was alarming, and the damage to the
country’s infrastructure was widespread. The government barely functioned. The
conflicting militia authorities ruled the ground, providing governmental services to
their respective constituents in return for fines they imposed. The Civil Society Or-
ganizations (CSOs) became active in providing social services and conducting de-
velopment projects.

The Israeli military invasions in 1978 and 1982 made matters worse for Lebanon.
The occupation of southern Lebanon for approximately 22 years undermined eco-
nomic growth.

The Taef Agreement of 1989 marked a new era. Military hostilities came to an end,
and the political reform process began. Amendments introduced to the Lebanese
Constitution in 1991 brought political changes that led to a stronger modern state,
emphasizing parliamentary democracy, respect for freedom of speech and belief, co-
existence, private ownership, free market economy, and balanced regional devel-
opment. The first parliamentary elections in 20 years were held in 1992, and in
1998 the municipal elections for more than 700 municipal councils took place for
the first time in 35 years.

The major obstacle to building a modern state is an inept and corrupt public admin-
istration. The long years of civil war left Lebanon vulnerable to both incompetence
and corruption. The Lebanese administration became highly politicized. Positions
were assigned to militia members, and nepotism determined who would get jobs,
not merit and capabilities. The administration became overstaffed, with more than
180,000 employees.

Since 1992, however, all cabinets have made the issue of administrative reform in
their ministerial statements a priority. At that time there was no clear consensus on
the strategy, and not everyone was convinced that the political will to implement
change was there.

Nevertheless, reform efforts were launched and supported by the first government
of Prime Minister Rafic Hariri, a Minister devoted to administrative reform. After
less than a year in office, the government undertook a national campaign to reform
the state administration to inaugurate a fresh post-war start, streamline the bureau-
cracy, eliminate corruption, reform the laws, increase transparency, and stimulate in-
vestments in the economy. Within this framework, the efforts at the MOF are
outstanding initiatives.

1.1 Ministry of Finance’s Central Role

The MOF plays a decisive role in governing any state’s financial affairs. The MOF
is the central government body responsible for the state budget; it prepares the an-
nual budget proposal and close of accounts statements for the consideration and
ratification by the parliament. In addition to being the State’s treasury, the MOF
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controls financial markets, taxes, customs duties and fees, the financial economy,
financial supervision, accounting, audit and tax consultancy, foreign-exchange pol-
icy (including bills payable to and claims on foreign countries and the protection of
foreign investment), regulation of lotteries and similar games, and activities with
state property. It cooperates with the Central Bank of Lebanon to decide on and
apply monetary policy. On another level, through its membership, the Ministry rep-
resents Lebanon in various international financial institutions and bodies, including
the International Monetary Fund (IMF) and the World Bank (WB).

The MOF operates in the legal context of a body of well-established laws, many
of which date back to the era of the French mandate or the early years of inde-
pendence. These laws guarantee the private ownership of property, the free flow
of funds and currencies in and out of the country, and the freedom of contract be-
tween parties.

Source: Antoun, 2007

Box 8.1 Organizational Structure of the Ministry of Finance in Lebanon

There is no citizen or resident in Lebanon who is not affected by some decision
or activity of the Ministry. The Ministry has administrative departments at-
tached directly to the Minister, in addition to the government representative at
the Central Bank. These departments are:

DIRECTORATE GENERAL (DG) OF FINANCE

The DG is responsible for preparing the national budget proposal and state-
ment, imposing and collecting taxes, authorizing and dispersing expenditures
for different ministries, supervising and controlling spending in different min-
istries and public institutions, and exercising the tutelage authority over several
public corporations.

HIGHER COUNCIL OF CUSTOMS/DG OF CUSTOMS

The Higher Council sets the policies and studies related to customs regulations and
treaties. The DG collects customs imposed on imported and exported good and
products and is responsible for monitoring the borders to control smuggling.

Directorate of Land Registration and Cadastre (DLRC) The DLRC manages
real estate properties; keeps updated and secured records of title deeds, regis-
ters, and land maps; and administers the public properties of the government,
including its investment, lease, or rehabilitation.

DIRECTORATE OF NATIONAL LOTTERY

The Directorate has the sole task of administering and investing all different
types of lottery.
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1.2 Problems after the Civil War

After 15 years of war and military occupation, Lebanon was in ruins. The economy
collapsed, the infrastructure was destroyed, there was tragic loss of life, and thou-
sands of people were disabled. Many professional and skilled workers had emi-
grated, leaving the public administration and the MOF in very bad shape. The
financing of Lebanon’s reconstruction imposed additional pressure.

Here are just a few of the problems and obstacles that the MOF faced:

• Physical damage to the ministry’s facilities;

• Scattered departments between west and east Beirut and in different locations;

• Limited office space;

• Lack of maintenance;

• Destruction or misplacement of public records and files;

• Outdated administrative system and process;

• Over-centralized and complicated basic administrative procedures;

• Inability to provide adequate services;

• Obsolete office equipment;

• Insufficient numbers of trained and professional staff;

• Excessive numbers of unqualified daily workers and contractors;

• An aging civil service;

• Halted recruitment;

• Inadequate compensation system; and

• No in-service training or even any training.

The MOF could not keep up with the challenge of rebuilding the economy; it
could not deliver the necessary services. There was an urgent need for the
Lebanese government to launch a reform program at the MOF that was supported
by major donors.

1.3 Changing to a Lean, Efficient, Service-driven Organization

The administrative innovation aimed to gradually transform traditional institutions
into more effective service delivery and policy-making organizations. This shift en-
tailed upgrading of services, mobilization of capacities, classification of adminis-
trative posts, restructuring of the administration, simplification of procedures,
avoidance of overlapping of authorities, motivation of human resources, and prepa-
ration of training programs.

The Ministry of Finance, with the support of Prime Minister Hariri, launched its re-
form efforts to build a very lean and efficient administration that is service driven,
offering the best possible services to their customers – Lebanese citizens, and the
predominant private sector and international investors as economic agents. The ef-
fort started in 1993, and it transformed MOF from an antiquated turn-of-the-century
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operation, atrophied by years of neglect during the civil war, to a state-of-the-art or-
ganization, seen as a benchmark by other countries of the region.

1.4 Factors That Influence Reform

A variety of other factors influenced reform initiatives, beyond the legal framework
that receives much of the attention. Political, institutional, social, cultural, and eco-
nomic concerns all play a role in the success of implementing innovations and suc-
cessful practices.

1.5 Political Environment

The political environment defines the overall backdrop and establishes important pa-
rameters for any development activities or reform initiatives. The efficacy of any ini-
tiative flows largely from strong political will.

The consecutive cabinets of Prime Minister Hariri since 1992 emphasized admin-
istrative reform as a priority. The government prepared an administrative strategy
to improve the public sector and promote good governance. The MOF programs
received the full support of different politicians; the parliament facilitated the Min-
istry’s efforts and the cabinets were responsive.

Prime Minister Hariri selected Minister Fouad Siniora to head the MOF in all the
cabinets over which he presided. He believed in the central role of the Ministry in
implementing his vision for Lebanon’s future. The support of Minister Siniora, who
held this position for ten of the last fifteen years, was important to the success of new
programs. When he assumed office in 1992, Minister Siniora prepared need assess-
ments and studies, as a first step toward developing a comprehensive reform pro-
gram that has been backed by international organizations. The MOF innovations
described here would not have been achieved without the Minister’s personal en-
dorsement and involvement, which was demonstrated in his frequent site visits,
close follow-up, and continuous feedback.

1.6 Economic Conditions

If reform were to go forward, it would be necessary to repair the economic and fi-
nancial damage that long years of civil war had brought. The focus was on revital-
izing the economy and gaining back confidence in the Lebanese currency. The
government of Lebanon (GOL) had to take the initiative to reform its Finance min-
istry as an inevitable step toward a broad reform movement.

The MOF could not delay. These were some of the first steps outlined for the MOF
to take:

• Maintain financial and monetary stability;

• Cut down on public spending which principally covers public personnel
costs and debt service;
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• Reduce the budget deficit;

• Achieve economic growth;

• Enhance revenue collection;

• Develop the private sector, which was considered to be one of most
developed private sectors but had been influenced by the malfunction of
the administration and the consequences of the war;

• Foster privatization as a solution for several economic and financial problems;

• Create new opportunities for employment;

• Encourage foreign investments;

• Attract effective foreign assistance;

• Benefit from globalization opportunities; and

• Liberalize the economy.

1.7 International Pressure

Lebanon’s international relations and membership in international organizations of-
fered the country considerable opportunities; new horizons for investments, devel-
opment, assistance, modern technology and others could be wide open. The
international community had made its assistance conditional on the implementa-
tion of specific projects or policies, however, especially in the field of reform. Being
the direct liaison with international donors, the MOF had to respond immediately.

To start with, the WB and the IMF warned the GOL of the need to take necessary
measures toward reform at all levels. WB has been urging GOL to adopt an ambi-
tious privatization program, including sales of shares to the public and the intro-
duction of Build-Operate-Transfer (BOT) and other concession-type schemes for
infrastructure projects. As for IMF, it has been actively engaged with the Lebanese
authorities to provide advice on dealing with fiscal and other issues.

Lebanon has applied for membership in the World Trade Organization (WTO) and
was granted observer status in April 1999. Preparations for negotiations leading to
WTO membership are under way, with the support from USAID. At the same time,
USAID is working with CSOs and other government institutions to push for better
reform and more transparent and accountable administration.

In 2002, Lebanon initiated its association agreement with the EU, as part of the
EU’s Euro-Mediterranean partnership initiative; the importance of this agreement
lies in the fact that EU is one of the country’s major trading partners. With the ulti-
mate goal being the setup of a Mediterranean free-trade area, the agreement re-
quires a progressive liberalization of trade, a gradual lift of tariff and non-tariff
barriers, and other economic and financial aspects related to cooperation.

Further, the EU announced the European Neighbourhood Policy (ENP). ENP sets
ambitious objectives for partnership with EU neighbouring countries based on com-
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mitments to shared values and political, economic, and institutional reforms. As
partner countries are invited to enter into closer political, economic, and cultural
relations with the EU, the commitment and capability of each partner country will
decide its engagement in this broad agenda.

In addition, the GOL has ratified or signed several treaties for the promotion and
protection of investments and the avoidance of double taxation with several for-
eign countries, and free trade agreements with several Arab countries are also
being implemented.

The structural reforms adopted by the GOL were taken on the demand of Lebanon’s
international partners, including the WB, IMF, UNDP, USAID, Canadian Interna-
tional Development Agency (CIDA), and others. The foreign assistance to Lebanon
provided loans and grants to selected governmental ministries and agencies in a de-
mand-driven process that allowed earmarking of available funds to the best suit-
able projects, rendering tangible and effective impact. The MOF received the bulk
of such funding, supporting the ministry’s reform initiatives to turn into one of
Lebanon’s successful practices in governance innovations.

1.8 A Comprehensive Reform Package

Because it is impossible to single out one modernization effort as the most remark-
able example of organizational innovation, the focus here is on the reform package.

The MOF’s comprehensive reform program is multi-faceted and it rests on a long-
term vision of innovation. The program is to strengthen policy reform and fiscal
management, build MOF internal capacity, develop MOF human resources, and
promote transparency and dissemination of information.

It is widely believed that such reform follows the standards defined by the major in-
ternational institutions such as the IMF and World Bank. Funded by the UNDP, the
Economic and Technical Support Unit (ETSU) was established at the MOF to op-
erate as an advisory unit on policy reform and implementation. Policy reform en-
sures macroeconomic stability and fiscal consolidation; it paves the way to enhance
revenues and strengthen fiscal management. As it helps the state cope with emerg-
ing regional and international challenges, it also aims to meet the requirements for
membership in international trade associations and partnership with regional and in-
ternational organizations.

Building the internal capacity of the MOF is another feature of the reform program,
one that appears to be a natural continuation or at least an expected consequence of
policy reform. The institutional capacity building at the MOF has taken place in
three main areas: organizational, through restructuring the Ministry, modifying cer-
tain departmental functions, and redesigning jobs; technical, through automation
and upgrading of IT infrastructure, computerization, and introduction of new tech-
nologies such as management information systems (MIS); and administrative,
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through facilitation and simplification of internal procedures and re-engineering of
work process. Rationale behind this organizational innovation was to promote more
efficient and effective services.

The importance of institutional capacity building is that it makes reform visible.
The public can see the MOF becoming more transparent and accountable to the cit-
izens as it carries out delivery of services.

The human element is critical to the success of the MOF’s reform. Modernization
requires competent and professional employees. Human resources development has
been a top priority at the MOF to improve the functioning, knowledge, and learn-
ing capability of the ministry’s employees.

The introduction of new technology and the shift of the Ministry into a modern ad-
ministration have required a comprehensive action plan regarding the qualifications
available at the ministry, the need for improved in-service training programs, and
an understanding of the MOF’s future recruitment and training needs.

To develop competent and well-trained civil servants committed to their work, the
MOF established the Institute of Finance (IOF) in 1996. IOF was provided with the
necessary resources to become a sustainable source of high-quality, specialized
training, human resource management, communication, and documentation services
for the Ministry.

The MOF also made progress in promoting transparency and enhanced data
dissemination and disclosure. Using new modes in information and communication
technologies (ICTs) including the Internet, hotlines, information service centres,
and publications, the MOF is trying to increase the validity, accuracy, and consis-
tency of data and information and increase the level of responsiveness to its clients.

Using new channels to compile and disseminate reliable and timely information
would facilitate communication between the MOF and various public groups in-
cluding members of the international economic and financial community, private
sector companies, CSOs, media, and the public at large. This is especially impor-
tant for the MOF to build support, achieve its goals, and implement its policy and
reform agenda.

Transparency and dissemination of information would also help individual citizens
and companies comply with rules and regulations and finalize their transactions as
smoothly and effectively as possible. It would help raise public awareness to rights
and responsibilities and promote an environment of transparency at the Ministry’s
concerned departments.

2. Tangible Results

The proof of the efficacy of the reform package and organizational innovation at
MOF are its tangible results. Here are just a few:
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2.1 Policy Reform

The policy reform at the MOF is a difficult activity to pin down. The enactment of new
or amended legislation provides the Ministry with valuable tools to monitor public ex-
penditure, manage public debt and treasury operations, and increase national income
while providing incentives for investments and clarifying employment opportunities.

2.2 Value Added Tax

Introduced in 2002 through the technical assistance of CIDA and the IMF, the value-
added tax (vAT) was implemented to widen the tax base, modernize the taxation
system, develop the economy, and satisfy certain international and regional trade ob-
ligations that require the lifting of customs on imported products.

The vAT focused on large taxpayers, the deduction at the source of the income tax
on salaries, modifications, and settlements on current taxes, and the preparation of
a general tax on income. Here are the specific characteristics of the vAT:

• 10% as a base rate;

• L.L. 225 million (equivalent to US$ 150,000) as a minimum mandatory
registration threshold, with no lower limit on optional registration;

• A long list of exemption categories, including education, health, raw
agricultural products, banking and financial services, and insurance;

• Exports are zero-rated; and

• Special refund schemes applicable to tourists, diplomats and international
organizations, NGOs and others.

Members of the public were divided in their response to the vAT– some liked it; oth-
ers opposed it. To help taxpayers and consumers better understand this new tax, the
MOF used a variety of communication tactics, such as information centres, hot-
lines, a vAT website, quarterly bulletins, and presentations to the public.

The Ministry established a directorate for the vAT, employing more than 200 pub-
lic servants and consultants who are well qualified and received specialized train-
ing on the system. A clear legal framework was revised; work processes were
engineered; clear procedures and forms were designed. A new policy reform to
modernize the tax system was put into practice.

As of September 30, 2004, 16,030 taxpayers registered at the vAT administration,
with a 98.5 per cent declaration compliance rate, which is a high rate in a relatively
very short period. The treasury revenues from vAT are on the increase, as the Table
8.1 displays.
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Source: Antoun, 2007

2.3 Institutional Capacity Building

Policy reform at the MOF has resulted in institutional capacity building. The three
pillars of institutional capacity at the MOF, the organizational, technical, and admin-
istrative, are interdependent; improvements in one area trigger improvements in the
other. The instalment of computerized systems requires the introduction of new
work processes and simple and clear procedures forms, associated with an in-depth
revision of the organizational structure and a careful redesign of required posts.

For a better display of information about the best practices in this area, the follow-
ing examples are highlighted: the reorganization of the Directorate of Revenues
(DOR) through the establishment of Large Taxpayer Office (LTO) and Tax Roll
Unit (TRU) and implementation of a new integrated tax administration automated
system, and the simplification of administrative procedures and forms and the in-
stallation of comprehensive automation systems at CA and DLRC.

According to legislative decree No. 2868, dated 16/12/1959, the DOR was organ-
ized by tax type; the organization was suitable with the taxation system and num-
ber of registered taxpayers present at that time. To conform to the vision and goals
of a new tax system and to cope with the efforts of rehabilitation and reconstruction
of the country, however, it became necessary to introduce major modifications to the
taxation administrative structure. To ensure success and effectiveness, this modifi-
cation had to be smooth and incremental; awaiting the implementation of compre-
hensive strategic reforms, short and medium terms improvements were introduced,
especially at the DOR.

The underlying goals of such changes were:

• Simplification of internal administrative procedures;

• Facilitation of citizens’ transactions;

• Providing services efficiently and effectively in the shortest time possible;

• Use of modern technologies to the greatest extent possible;

TABLE 8.1 NATIONAL REVENUES GENERATED FROM VAT IN LEBANON

Period Total VAT collection (LL Billions)

January-March 2003 288,553.83

April-June 2003 310,332.58

July-September 2003 381,469.96

October-December 2003 395,938.11

January-March 2004 360,364.37

April-June 2004 443,961.74

July-September 2004 457,421.60



• Widen the base of taxpayers and increase interaction with them; and

• Enhance transparency in dealing with citizens.

2.4 Large Taxpayer Office

In this context, the LTO was established in compliance with the vision to transform
DOR from a tax-type organization to a function-based model, in which functions
common to different taxes are performed under single administrative units.

Large taxpayers form a significant segment of the tax base: 7 per cent of the cur-
rent taxpayers provide around 87per cent of the income tax base. Given the com-
plexity of their operations and the uniqueness of their businesses, the MOF took
the initiative to integrate the interaction with large taxpayers through the establish-
ment of the LTO. Three target groups have been identified: large corporations (in
terms of turnover), financial institutions, and insurance companies.

Since January 1st, 2005, well-trained tax staff has been able to provide better serv-
ices to these taxpayers. They answer inquiries on regulations and laws, including
double taxation avoidance and the proper filing of required forms. Improved serv-
ice means better compliance with laws and better audit and control, which in turn
will increase tax revenues and improve investment opportunities.

2.5 Tax Roll Unit

Along the same rationale, the TRU was established. This unit was established as part
of a new integrated automated tax administration system known as the Standard In-
tegrated Government Tax Administration System (SIGTAS), which was put into
operation in 1997.

SIGTAS covers all taxpayers, whether individual citizens or companies at vAT, CA,
or DOR, by means of a central taxpayer identification database. The database was
constructed following an on-ground survey of all economic activities and potential
taxpayers, which resulted in the increase of the base in 1999. The system automat-
ically assigns unique numbers for each individual, known as Personal Identification
Number (PIN) and for each enterprise, known as Taxpayer Identification Number
(TIN), regardless of the type of tax incurred. The MOF tax administrations now use
these numbers to identify their customers and process their transactions; taxpayers
have to give their numbers while interacting with the MOF administration.

Accordingly, a special unit, the TRU, was created with specific responsibilities:

• Management of SIGTAS;

• Update the database to include information such as trade name, legal status,
business addresses, and name of stakeholders and representatives;

• Registration of new taxpayers;

• Issuance of the PIN/TIN;
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• Avoidance of duplication in information; and

• Publication of miscellaneous statistics that are needed by the MOF
management at all levels.

With continuous updates and registration, it is expected that TRU will include more
than 700,000 taxpayers in its database, which is at the disposal of different depart-
ments at the MOF, to be used to reach to and finalize operations with taxpayers.

The reorganization of MOF, reflected in the creation of these two units, has facili-
tated internal work, enhanced administrative performance, provided essential in-
formation and data to conduct business, and accelerated interaction and
communication in a better and more transparent way with taxpayers.

3. Custom Administration

Before the reform, the situation in the Custom Administration (CA) was unbear-
able. To carry out a single transaction, a citizen had to take a form from one depart-
ment to another, enduring long waits and exhausting follow-ups at each stage.
Everything was recorded manually; records were lost or misplaced. Decisions and
evaluations were made haphazardly without clear reference to criteria or previous
precedents. Corruption was rampant, and bribes of employees handling imported or
exported products were commonplace.

The challenges to improving the Customs operation were serious. With loans from
the WB and the EU, the MOF launched its revolutionary plan to revitalize CA in
1993 in cooperation with the United Nations Conference on Trade and Develop-
ment (UNCTAD). The immediate objectives were maximizing efficiency in the
clearance process; reducing costs incurred by citizens; improving quality of trade
data; and providing comprehensive, accurate, and up-to-date data to government
agencies that help in setting policy and decision-making processes.

In brief, the different components of the new CA computerized system are:

• NAJM: an automated system for managing all customs operations including
declarations, clearances, and archives; all transactions are now being
processed through NAJM;

• NOOR: an online version of NAJM in which CA clients, including
traders, customs brokers, carriers, and freight forwarders are required to
enter their data transaction electronically from their own offices; it is a
preparatory step for NOOR-II, whereby declarations can be remotely
registered and assessed;

• LITE: CA’s interactive website, which facilitates online interaction and
access to relevant information;

• MANAR: an automated system of manifest operations; and

• NAR: an automated system for enhancing risk management and selectivity
during desk or field audits.
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Externally, the system provides CA clients with modern means to provide data,
process their documentation, and interact with the administration. Internally, the
system provides the custom controllers with easy and rapid access to comparable
customs cases, allows a better inspection and audit through applying the principle
of selectivity and risk management, and manages audit and inspection more effec-
tively and responsively.

Here are a few of the positive outcomes from the CA innovation:

• 75 per cent of the total custom declarations are “green line” traffic
(i.e., exempted from inspection) compared with only 10 per cent before
the implementation of the program;

• The average clearance time is now approximately 2 days instead of 9 days;

• One clearance document is required instead of the previous 26; and

• The clearance process takes four steps instead of the previous 15 steps
with signatures.

Source: Antoun, 2007

In addition, the innovation at the CA has led to significant improvements in its
performance, transparency, and internal accountability. With a reformed struc-
ture and a simplified automated process, the new system allows for a better op-

Figure 8.2 Average Clearance Time by Days in the Lebanese
Custom Administration
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erational functioning of the central administration and its field offices; it is also
more efficient and productive in the interaction with its clients. The internal com-
puterized management and audit systems have much greater capability for de-
tecting irregularities and thus uncovering corrupt or illegal activities. The system
also hosts a database for all current and past declarations and transactions and on
trade statistics.

This initiative at CA, which was the first to introduce E-government into the
Lebanese public administration through NOOR, was received with a warm wel-
come from different stakeholders and great appreciation from the citizens. The
image of the CA in the eyes of the public is now different after sensing the new
changes and the tangible benefits. This new modern, responsive, and professional
image of the Lebanese CA caught the attention of international donors, who now
refer other governments in the region to it as a best practice.

4. Directorate of Land Registration and Cadastre

Another improvement in this domain has been in the Directorate of Land Registra-
tion and Cadastre (DLRC). The DLRC is charged with managing all real estate
property records in Lebanon, a country that has few natural resources, making real
estate the primary source of wealth and income.

During the long years of civil war, governmental buildings were robbed or de-
stroyed; files and archives were stolen or burned. Dedicated employees tried to res-
cue whatever they could and store them in safe places. Corruption was widespread.

The first step the DLRC had to take was to reinstate its property records, including
title registers and survey maps. MOF launched a large-scale automation project
known as the Cadastre Organization Modernization and Automation Project
(COMAP). The project, funded by the WB and UNDP, also aimed to enhance op-
erational efficiency and upgrade its capabilities and services.

The integrated components of COMAP included:

• Digitalization of all existing title registers into a database;

• Computerization of the work processes related to real estate property
registration and transactions at the Land Registration Department;

• Conversion of all existing map sheets into a digital database;

• Automation of Cadastre operations related to maps and surveys using an
intelligent mapping software;

• Redesign of work processes associated with computerization to simplify
and automate procedures;

• Develop guidelines to handle errors and mitigate against any potential; and
problems resulting from transferring existing on-paper information to
digital data.



The innovation at the DLRC has contributed to greater accessibility, validity, legi-
bility, and reliability of records/services for the public, and more integrity and se-
curity of real estate property records (registers and maps).

The DLRC also plans to further develop its capabilities to provide online services
to the citizens when the required laws of electronic signature and transactions are
ratified by the parliament. For the time being, the integrated and updated database
is being fully deployed.

In addition, the MOF adopted several new methods of interaction with its customers.
Today, citizens can use private commercial banks or the mail distribution company,
Libanpost, to process certain transactions pertaining to the MOF, including real es-
tate formalities, vAT declaration, and retirement settlements. This will allow citizens
to avoid the inconvenience of routine administrative hassle, saving time and effort
for both citizens and Ministry employees.

5. Transparency and Data Dissemination

The MOF recognized that if it did not improve its public image and foster greater
trust, all the other innovations would be at risk. The challenge was to strengthen
the ministry-citizen interaction and bring the administration closer to the citizens.

The MOF embarked on a plan to demonstrate its attentiveness to client needs and
concerns by disseminating reliable, accurate, updated, and useful information. First,
it published fiscal and economic data, especially on debt, macroeconomics, and pri-
vatization, to be used for decision-making by the public sector and the private sec-
tor. The data provides necessary indicators for investors and international funding
agencies about the economic and financial conditions in Lebanon.

The MOF has produced its annual and quarterly reports since 2001, and Monthly
Statistical Tables and Reports on fiscal indicators since 2002. Other publications
include Guide to Tax Research in Lebanon, Investment Climate in Lebanon, and
Lebanon Country Profile. Recently, the MOF was requested to provide detailed
analysis of post-Paris II developments on the fiscal, public debt, monetary, and re-
form fronts, and these specialized reports are being issued. These reports are sent
individually to more than 800 recipients in Lebanon and abroad, and the informa-
tion is continuously uploaded on the MOF website.

Two outstanding documents are the annual budget and the budget justification re-
port, which is prepared by the Minister of Finance on the economy and the budget
and communicated to the parliament with the budget. As they outline the policy of
the government for a coming year, these two documents have always caused de-
bates and discussions in the parliament, in the media, and among the public, in-
cluding CSOs and economic and professional groups.
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6. Public Awareness Campaigns

The MOF has also launched extensive public awareness and education campaigns
to announce its new initiatives and to let the public know that the agency is work-
ing to meet citizens’ needs. The MOF uses multiple means of communication,
such as an information centre, a user-friendly website, posters, brochures, and hot-
lines. Also, the Institute of Finance organizes presentations, workshops, and round-
tables, on demand or scheduled, with mainly the business sector, universities, and
NGOs, to enhance the policy dialogue concerning the reform program. The MOF
uploads information and reports on its main website, with an email-based service
responding regularly to inquiries and demands. In addition, the websites of MOF
administrations, including CA and IF, took a step forward since interactive web-
sites allow the stakeholders to process their transaction online or to access the on-
line library of IF.

To further bridge the gap between the MOF and the public and to provide the citi-
zens with transparent and clear information, MOF is developing guides/manuals on
complicated administrative transactions that affect all citizens.

Informal surveys have shown that most Lebanese citizens and residents of Lebanon
are not aware of or misinformed about the different administrative procedures and
requirements needed to process their transactions inside the administration. In this
case, the responsibility of the MOF is to provide the public with an easily compre-
hensible source of information on the procedures involved.

The need is further justified by the lack of simple and readily available information,
by the large non-compliance rate and/or errors in administrative transactions, and
by the large costs incurred by citizens owing to delays in payment, non-compli-
ance, and other reasons attributed to the lack of sufficient information.

To date, MOF has produced the following six guides in a series on financial and tax-
ation awareness:

1. Inheritance and Land Registry Procedures;

2. Income Tax Declaration for Liberal Professionals in Arabic;

3. Income Tax Declaration for Liberal Professionals in English;

4. Built Property Taxes;

5. Public Employee’s Rights and Responsibilities after Retiring from Service;
and

6. Stamps Duty.

These guides help citizens to know their rights and responsibilities so that they can
comply with regulations easily, quickly, and cost-effectively. The booklets are user
friendly, with step-by-step guides to procedures and available on paper and elec-
tronic media. The public feedback for these guides was very positive, showing that
the public welcomes and needs such initiatives.
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When informed and encouraged, citizens are more inclined to fulfil tax obligations
and thus be active citizens in demanding from the administration a more transpar-
ent and accountable treatment. The objective is therefore to empower citizens by
providing them with such information tools.

Only by raising people’s awareness of their rights and obligations can the MOF
come closer to enhancing transparency and accountability. Higher compliance
rates and an improved relationship with citizens helps the administration to
improve its services and standardize quality, collect more accurate information,
and make better decisions as to the feasibility and acceptance of its decisions
and policies.

7. The Impact of Innovation

The impact of these innovations can be described in the following areas:

• Better management of resources through the launching of automation
projects, new impartial recruitment processes, and continuous training on
new skills and techniques that develop the capabilities of MOF employees
and help use their time and efforts;

• Streamlined internal operations and simplified administrative processes that
are reflected in more productivity and efficiency;

• Enhanced operational accountability through division of tasks and
clarification of responsibility compared with clear job descriptions and set
goals and plans;

• Close control of possibilities of error and forgery or any corrupt practices;

• Availability of accurate, valid, and up-to-date information needed for
analysis, studies, preparation of policies, and decision-making;

• Speedy transfer of information and files between different departments
preserving data security and authenticity;

• Speedy delivery of services especially with customs clearance and land and
maps affidavits;

• Reduction in transaction time, which saves citizens time, efforts, and cost;

• Increased validity, accuracy, and consistency of MOF assessments and
records, which enhances transparency and accountability; and

• More accessibility of valid, comprehensive, and up-to-date administrative,
financial, fiscal, and trade data, needed by customers to process their
transactions or by stakeholders to conduct studies and make their own
assessments and decisions.

MOF aims to improve the quality of its services and their delivery to its customers
by moving away from red tape and bureaucratic procedures into a modern client-
oriented administration. The success of these initiatives can be seen in the reduction
of the amount of paperwork and the simplification of administrative procedures in
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different departments, including CA, vAT, and DLRC. The automation of the MOF
central administration and regional offices and the linking of the different units
through an intranet allowed speedy processing of applications or claims, exchange
of information, and conveying of administrative decisions.

In addition, the MOF focused on making its services available to the public at
times and places and in ways that are more convenient to them. This was the cri-
terion emphasized in the MOF’s decision to involve private banks and Libanpost
in processing its transactions. The positive response of the public to such an ini-
tiative and the cooperation of the partners encouraged the MOF to expand its plans
on this front.

The initiatives undertaken at MOF allowed for more coordination and better inter-
action between different departments inside the Ministry. The data gathered in each
department is logged into automated systems and databases and linked together, al-
lowing more accessibility and exchange of data and information. This allowed bet-
ter use of information, crosschecking of data, and mutual support. The role that the
TRU is playing in this area is very important, as are the information services pro-
vided by CA.

In addition, the MOF is now able to coordinate with other governmental agencies,
including the Central Bank, the Ministry of Economy and Trade, the Higher Coun-
cil of Privatization, the Investment Development in Lebanon (IDAL), and other pub-
lic corporations that are under the tutelage authority of the MOF. These bodies
benefit from the information services provided by the MOF in drafting its plans and
policies and making its decisions.

The MOF’s initiatives were comprehensive. They involved transformative changes
in restructuring the Ministry, modifying certain departmental functions, redesign-
ing jobs, introducing new technologies, automating and upgrading IT infrastruc-
ture, and reengineering of work process. The organizational culture went from
alienation to commitment to serve, which in turn resulted in greater productivity of
the employees and increased responsiveness to the demands of the citizens. The
MOF’s public image improved as well.

When employees at all levels are committed and involved, the Minister endorses the
new vision, the public registers positive reactions, the private sector reacts
favourably, and the donor community bestows strong support, the MOF initiatives
develop into innovations in governance embedded with credibility and ability to
achieve good results.

8. The Groups That Benefit from These Innovations

The MOF provides financial and information services to other government agencies
and municipalities. These agencies constantly interact with the MOF concerning
payment authorizations, budget preparation, and financial data compilation and is-
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suance. The modernization of the Ministry is facilitating this interaction and indi-
rectly inspires more efficiency and effectiveness in the work and performance of var-
ious government bodies.

International organizations and foreign governments have been favourably impressed
with the MOF’s achievements. Above all, Lebanon’s partners want to make sure that
their financial or technical support will result in tangible results. These developments
at the MOF encouraged foreign countries to sign bilateral agreements regarding in-
vestments and avoidance of double taxation with the GOL. Finally, international or-
ganizations can now rely on a reliable source of secure, valid, and up-to-date financial
data needed for various analysis, assessments, and assistance programs.

The local business community and foreign investors are also benefiting from MOF
initiatives, whether through the information and data provided or from the efficient
delivery of services. The development of the private sector leads to the prosperity
of the country’s economy through increased investment, creation of job opportuni-
ties, and increases in revenues. This development cannot be achieved if not accom-
panied by parallel development in public service delivery. The MOF understood
and fully assumed its responsibilities in this respect through facilitation and mod-
ernization of service delivery transaction-processing.

Undoubtedly, the public at large is the main group that benefits from the best practices
taking place at the MOF. Anyone who interacts directly or indirectly with the MOF,
at any department and in any way, has sensed the impact of the Ministry’s efforts.

9. Challenges to Implementing the Innovation

One of the biggest challenges was Lebanon’s suspicious and sceptical culture. The
public attitude towards the Lebanese administration in general was very negative; it was
called the “cave of corruption.” The MOF had a particularly hard task, because it is the
agency that imposes and collects taxes – nobody likes this, especially if the agency
does not provide good services. So initially the innovation was met with distrust.

Because there was no good communication program in place, there was a general mis-
understanding or even a complete lack of awareness about MOF initiatives. Ignorance
of these achievements is a serious obstacle because it outweighs positive feedback.

Traditional political and sectarian leaders resisted reform, and for obvious reasons:
they built their political power and maintained their influence over their followers
through offering not only public services but also jobs inside the administration as
political or personal rewards and incentives. The MOF’s commitment and leader-
ship helped overcome these obstacles.

Another major challenge was the unsteady economic situation – a high level of insecu-
rity, an increasing debt, a parallelized infrastructure and a powerless public sector. By
working to minimize risks and moving on reforms gradually, the economy improved.
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Internally, MOF employees, like any other government employees, were not very
happy about these reform initiatives. There were many corrupt employees at all lev-
els; many owed their employment to their sectarian ties and their position to the
traditional political leaders whom they supported. By finding the few who were re-
ceptive to change and adopting a modern and unbiased selection and recruitment cri-
teria, as well as extensive training to equip them with new sciences and technology,
the MOF was able to overcome all of these challenges.

It also took some time before other government entities showed a willingness to
cooperate. The Ministry could not work separately for long, however, because other
governmental agencies are also its customers. If the whole public administration
does not evolve in a similar way and to a relatively comparable level, the enormous
efforts, in terms of vision, time, and money, invested in developing the capabilities
and systems of the MOF would be at risk.

Despite these challenges, the MOF still embarked on a reform program to further
improve the performance of the Ministry and enhance its responsiveness to the pub-
lic, the private sector, and international donors.

10. Next Steps

While the automation proceeds towards completion at its different administrations,
the MOF is looking forward to future steps. The MOF plans to review the whole tax-
ation system thoroughly and enhance the dialogue on policy reform with various
public groups, including members of CSOs, the private sector, and the international
economic and financial community. The MOF also is seeking better networking be-
tween their departments and other governmental bodies, such as the MOF Bureau
of Tax and Built Property and the Municipality of Beirut, which performs almost the
same functions.

The MOF aims to adopt a more efficient and productive delivery of services by
simplifying administrative processes and locating services as close as possible to
citizens all over the country. The MOF will continue conducting public campaigns
to educate citizens about their rights and responsibilities and the new changes at
the Ministry.

The MOF will have to cooperate with the Ministry of Education, schools, univer-
sities, and youth organizations to incorporate educational and awareness materials
in the curricula and activities at school level to raise the awareness of the younger
generations about economic reforms in Lebanon.

Most important, the MOF must join the international movement toward E-govern-
ment; the MOF should become the E-MOF. The Ministry needs to develop an eas-
ily accessible, maintainable, and cost-effective portal that can serve as a gateway for
all Lebanese citizens and businesses to interact with their government. It should
allow citizens to perform a variety of tasks, from paying taxes to obtaining official
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records. Although only seven per cent of the population uses the Internet, the MOF
plans to continue to press for progress in the future.

11. Conclusion

The MOF’s best initiatives, introduced in 1993 as a comprehensive reform agenda
of the GOL, fall under four general themes: policy reform, institutional capacity
building, transparency and dissemination of valid and reliable information, and de-
velopment of the Ministry’s human resources.

The MOF encountered many challenges in the design and implementation of its
initiatives, which is to be expected when introducing innovative and transformative
changes within a large framework. The reform worked, however, and the Ministry
now has a new organizational structure, a modern and computerized infrastructure,
and reengineered administrative procedures.

MOF has met the stated goals and objectives of its reform strategy, and it ex-
pects the changes to be sustainable and to continue to benefit the Lebanese citi-
zens in the future.

MOF initiatives are based on a citizen- and business-centric approach that aims to
make the administration respond quickly to new developments and improve the
quality of services that it provides to customers and partners.

These initiatives empowered the general public, private sector companies, CSOs,
and international agencies with valid, reliable, and updated information that en-
hanced their ability to monitor and scrutinize administrative processes and deci-
sion-making inside the MOF. The media also played an active role in publicizing
information about MOF projects and expanding communication channels.

The personal support and endorsement of the Minister, as well as the commitment
of senior officials and the Ministry’s employees, were all critical to the success of
the MOF’s initiatives. The program invested in the human element; it promoted pro-
fessionalism, competence, and ethics among the Ministry’s employees, through a
developed human resource management, merit-based recruitment, impartial selec-
tion criteria, and diverse and continuous training programs.

The MOF is now looked to as an efficient administration inspired by the philoso-
phy of client-service delivery. It is now the prototype of a model organization: the
blueprint on which all subsequent restructuring should be based. The successful re-
form at the MOF is both a necessary and a sufficient condition for good governance
in general. The best practices at MOF could be considered fundamental to sustain-
able economic and human development in Lebanon.

Significant developments have been achieved so far, but if the MOF is to carry out
the ambitious agenda it has set forth for the future, it will require comprehensive re-
forms throughout the Lebanese administration.
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Lebanon needs to strengthen democracy and increase transparency and citizens’
awareness of and contribution to the decision-making process. It is the GOL’s ob-
ligation to reform its bureaucratic system to develop a Lebanese administration that
is more productive; this could be done by reorganizing public institutions, develop-
ing their administrative and personnel capacities, introducing modern technologies,
facilitating their service delivery to the public, and above all, modifying legislation
to match these requirements.

To put things simply, the MOF cannot play solo; it is a member of a bigger orches-
tra and must play in harmony with other players, who are, in this case, public insti-
tutions. The MOF’s best practices cannot endure without further reform efforts.
Several such reform efforts are now under way and are worth mentioning here.

The Ministry of Economy and Trade (MOET) is going through a comprehensive
process of modernization. In addition to automation and computerization of the
Ministry’s departments and simplification of internal processes and procedures,
MOET has been working to amend laws and introduce new legislations in areas
such as consumer protection, intellectual property, and food safety.

The local government in Lebanon is undergoing major developments. The Centre
for Legislative Development at the State University of New York (CLD/SUNY) is
managing an institutional development program funded by USAID. The program
focuses on municipal administrative and financial reform, which provides modern
management systems, E-government procedures, and the official and staff training
necessary to improve the quality of governance at the local level.

Success seems to be contagious. The MOF’s innovations create a positive envi-
ronment for reforms in other areas. The MOF’s success is expected to create a re-
form momentum throughout the administration. If an institution that handles the
most complicated and diverse public issues and functions were successful in its
reform and modernization efforts, which turned into successful practices of in-
novation, then it is safe to expect that other government agencies can successfully
follow its lead.

12. Can This Innovation be Replicated in Other Countries?

If the other countries possess many of the following “ingredients for success,”
chances are good that they can implement similar practices in their regions:

• A clear vision of the future and a solid strategy for development;

• A detailed and comprehensive plan;

• Concrete political support at the highest level;

• Strong endorsement and personal support from the top echelons in
the administration;

• validation of the idea of innovation and building of believers behind it;
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• Enthusiasm, teamwork and plain hard work of the managing team;

• Active engagement of various stakeholders, inside or outside the adminis-
tration, during the preparation, implementation, or assessment phases;

• Strong commitment of well-trained and qualified employees and their
involvement throughout the process;

• Adequate support from international organizations and donors;

• Stable economic and social environment that allows for the implementation
of any program; and

• Public awareness of the need for such programs and the benefits they
will bring.
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Chapter 9

Implementing the Voluntary Retirement
Programme in the Public Sector of Morocco
By Khalid Ben Osmane

Morocco launched a voluntary retirement programme in an effort to stabilize
salaries in the public sector, which had been increasing on average 2.5 to 3 per cent
per year. The objective of the programme was to make the best use of financial and
human resources by downsizing. The goal was also to create an opportunity for
those civil servants who wish to leave the public sector to capitalize on their expe-
rience and to renew their professional life beyond the public sector.

1. Background

Morocco has been involved in several reforms during the last decade that have
opened up the administration to private enterprise and helped bring more stability
to the economy. A great deal more remains to be done in decentralizing and mod-
ernizing administrative structures, reducing red tape, improving ethical behaviour,
and reorganizing human resources management within the public administration to
improve performance and service delivery.

The first major reform that has received recognition was the implementation of a
voluntary retirement/departure program for the civil servants. The state saw this
program as an opportunity to re-energize the administration with this initiative. The
slogan Intilaka (launch) was chosen because it stresses the new beginning that civil
servants will embark on if they choose voluntary retirement and start a new career
outside of the public sector.

The first step in launching this programme was the communication campaign. The
Minister for the Modernization of the Public Sector described the program as “an
opportunity for the civil servants eager to start activities in the private sector to take
a new departure in their professional life.” A decree and a circular from the Prime
Minister were promulgated to organize the voluntary departure, and a site was ded-
icated to this operation.
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1.1 Demographics on the Civil Service

In 2004, there were over 850,000 civil servants in the public sector, distributed
as follows:

Source: Ben Osmane, 2007

Although the number of civil servants might not seem unusually high for its popu-
lation (29,891,708, according to the census of September, 2004) compared with
similar countries, the salaries are quite high. In 2005, the mass salary of the public
service accounted for 58.41 per cent of the country’s total spending.

To compare how Morocco’s spending on salaries for civil servants compares with
other countries, consider that Morocco’s salaries ranked at 13.6% of the GDP. The
average was 9.8 per cent of the GDP within the MENA region; 7.7 per cent in the
Asian countries; 6.7 per cent in Africa (except the Maghreb); 4.9 per cent in Latin
America; 4.5 per cent in the countries of the Organisation for Economic Coopera-
tion and Development (OECD), and 3.8 per cent in Central and Oriental Europe.
Another way to look at it is that the average salary in the public service in Morocco
is 4 times the GDP per inhabitant, compared with 3 times in Tunisia, 2.8 in
Malaysia, 2 in Turkey, and 1 for a developed country like France.

1.2 Growth

The growth of the public service working population has slowed down gradually for
the last decades:

Source: Ben Osmane, 2007

For the past decade, there has been extensive recruitment in the public sector of
personnel working in the following areas: tax administration, security, education,
and health.

Box 9.2 Growth of the Public Sector Employees in Morocco

Year Average Annual Increase

1970s + 5.5 %

1980s + 3.4 %

1990–1995 + 2.1 %

1996–1997 + 1.8 %

1998–2000 + 1.8 %

2001–2004 + 1.25 %

Box 9.1 Demographics on the Civil Service in Morocco

State administration: 544,889

Regions with a measure of autonomy: 140,000

Public institutions: 171,000

Total: 855,889



Source: Annuaire de Statistiques du Maroc.

Distribution of Civil Servants by Age

Box 9.5 Distribution of Civil Servants by Age in Morocco

Less than 30 From 30 to 40 From 40 to 50 Less than 50

Total 14.5% 25.2% 44.0% 16.2%

Male 18.1% 26.4% 44.1% 11.4%

Female 12.8% 24.7% 43.9% 18.6%

Box 9.4 Geographic Distribution of Civil Servants in Morocco

Morocco, including
National Education

France, including
National Education

Morocco, excluding
National Education

Central
services 9% 3.5% 20%

Decentralized
services 91% 96.5% 80%

Total 100% 100% 100%

Box 9.3 Distribution of Civil Servants According to Region in Morocco

Region Per cent

Rabat-Salé-Zemmour-Zaër 17.94

Casablanca 10.11

Souss Massa 9.00

Marrakech-Tensift-Al Haouz 8.41

Meknès-Tafilalet 8.08

L’Oriental 6.57

Tanger-Tétouan 6.47

Fès-Boulemane 5.51

Taza-Taounate-Al Hoceima 5.16

Chaouia-Ouardigha 5.10

El Gharb 4.95

Doukkala-Abda 4.75

Tadla-Azilal 3.93

Guelmim 2.20

Laâyoun 1.39

Oued-Eddahab – Lagouira 0.43
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1.3 Distribution of Civil Servants by Rank and Seniority

In the public service (excluding national education employees) there are about 28
per cent executives and 27 per cent supervisors. A high percentage are 40 to 50
years old, with the average seniority between 20 and 22 years: 45 per cent had less
than 15 years’ seniority in 2004; 18 per cent have between 15 and 20 years’ senior-
ity; 7 per cent had more than 20 years’ seniority in 2004.

In 2004, beneficiaries of a retirement pension amounted to 206,000, distributed be-
tween the Moroccan Pension Fund (CMR), 161,000, and the Collective Regime of
Pension Allowances (RCAR), 45,000.

1.4 Retirement Departure Forecasts

If Morocco were to do nothing to alter retirement, projections are that the number
of civil servants who will retire between 2004 and 2011 will be 59,000, based on a
proportion of 11 per cent of the current total number. That amounts to 7,400 depar-
tures per year. Between 2012 and 2018 there will be 97,000 retirees, or 13,858 per
year. It was decided; however, to accelerate this process.

2. The Innovation: Version One – The Voluntary Retirement Programme

The first program that Morocco launched to encourage retirement voluntarily did
not reach its goals, for several reasons. The ministry made voluntary retirement
available to only a limited number of civil servants: those who ranked from 1 to 9
according to the Moroccan system of scaling (échelles) and who had a great deal of
seniority. These restrictions meant that only 34,000 civil servants qualified for the
program (4,500 classified from 1 to 5 in the remuneration scaling, and 29,000 clas-
sified from 6 to 9).

Furthermore, the programme did not offer enough incentives in terms of pension al-
lowance and other benefits, and the programme was not well publicized and pro-
moted among civil servants. The program, which ended May 30, 2004, resulted in
only 944 applications to retire, far below the goals. So the ministry began again
with a new version of this programme.

2.1 The Innovation: Version 2 – The Intilaka Programme

The objective of this new, innovative programme, which ran from January 1st to
June 30, 2005, was to reduce the civil servant personnel by 5 per cent, or 30,000
people. To do this, it was necessary to encourage workers from 40 to 55 years old,
who have worked 21 years for men or 15 years for women, to retire voluntary be-
fore the retirement age.
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2.2 The Offer: Incentives to Participate

Learning from the mistakes of the first effort, several important modifications
were made to the new programme, called Intilaka. First, this program expanded
the eligible population and opened it up to all civil servants who were eligible for
retirement, not just those in the salary ranks of 1 to 9, as before. The total num-
ber of eligible employees amounted to 439,000 (as compared with only 34,000 in
version 1).

The candidates were offered further incentives, the departure allowance being the
most important. This is a sum equal to 1.5 months’ gross salary for every year of
service, with a maximum of 36 months for civil servants classified in scales equal
to or greater than 6 and without limits for the lower scales. (It is the same amount
of the allowance for unfair dismissal according to article 41 of the new work code,
which came into effect in June, 2004.)

Finally, participants were offered a variety of other forms of financial assistance
and guidance, including bank loans at a preferential rate to fund new projects, to
help them launch into new careers after they left the public sector:

• various ministries in the government enlisted the support of a group of big
commercial banks (Professional Grouping of Moroccan Banks) to contribute
to financing the beneficiaries’ projects at a preferential rate and a repayment
spread over seven years, of which one is deferred (See Appendix 1); and

• Two ministries also signed an agreement in February 25, 2005, to provide
advice and assistance to any Intilaka participant in the creation of his or
her own small and medium-sized company project (See Appendix 2).
The Ministry of Commerce, Industry, and Economy also set up training
workshops to help participants who were starting up new companies to
do feasibility studies, as well as financial and business plans.

First Step: The Communication Campaign

A vast communication campaign was launched, which included publication of in-
serts in the press and 25- to m40-second radio and Tv spots showing civil servants
who left public service to become investors. The global cost of the operation was
around 4.3 million dirham (DH). Next, teams of information specialists were trained
to handle questions and were set up in each Ministry.

Procedure to Participate

Whenever an employee was interested in the program, he or she followed the fol-
lowing procedure:

• The civil servant fills out a form and hands it to his or her superior;

• The administrative service in charge examines the application within
15 days and establishes a working record of the applicant as well as the
departure project decision;
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• The administrative service in charge passes on the applicant’s working
record and the voluntary departure decision to the Moroccan Retirement
Fund (CMR) and to the Central Controller of Commitments and Spending
(Contrôleur Central des Engagements et Dépenses);

• The services of the Moroccan Retirement Fund approve the applicant’s
working record within 10 days;

• The Central Controller of Commitments and Spending stamps the departure
decision within 5 days;

• The Paierie Principale du Royaume (TREASURY) proceeds to the payment
of the departure allowance within the current month; and

• The Moroccan Retirement Fund proceeds to the payment of the retirement
pensions the month following the applicant’s exit of service.

3. Tangible Results

This program was a significant innovation in human resources practices because it
put the state and the civil servant on equal footing. The civil servant chose to par-
ticipate and entered into a contract with the State to do so, which was an indispen-
sable condition for the success of this operation.

By July 7, 2005, 47,000 civil servants had signed up for this voluntary departure pro-
gramme, and 27,000 of those have already been approved. The final total is ex-
pected to easily reach the goal of 30,000 persons. Thus, about 5 per cent of civil
servants will have left the public administration. Mass salary will be reduced in
2006 by almost 3 billion DH and will constitute less than 12 per cent of the GDP
instead of 12.8 per cent at present.

Most of the civil servants who chose voluntary retirement in this programme were
high-ranking executives: those aged 50 to 54 years who had worked more than 25
years. Most of them also said that they had plans to launch new businesses, but it is
too early to determine how many of them actually will follow through.

Source: Ministère des Finances.

Box 9.6 Early Retirement’s Impact on Civil Pension System in Morocco

Proposed Rates (In Millions [DH])

For the 30,000 civil servants
(per cent) 2 2 (until the legal limit);

2.5 (beyond the legal limit). 2.5

I- Receipts Fall
Employers and employees’
contribution

3,102 3,102 3,102

II-Costs aggravation 337 2,690 4,428

III-Repayment of employees’
contributions 265 265 265

IV- CMR Global cost
In case of implementing
measure (I + II)

3,703 6,056 7,795



4. Stimulating Further Change

This voluntary departure programme is only the first step in what the government
hopes will be further reforms in the area of human resources administration. Other
reform efforts include plans:

• To outsource activities and services that can be carried out effectively by
companies or specialized organisations;

• To keep staffing size down by merging or regrouping employees whose
missions are connected or complementary;

• To keep the mass salary under control by reducing spending on staff to
9 per cent of the GDP by 2005;

• To reduce overstaffing the public sector by transferring activities to the
private sector;

• To allow the transfer of know-how and expertise between different
departments;

• To develop more flexible contractual practices, with fixed-term contracts
for limited projects, particularly regarding application of information and
communication technologies (ICTs); and

• To subject hiring practices to merit and competence criteria guaranteed
by statute.

The innovations generated by this programme and others to come will create the
basis for a modern and successful public service and will encourage professional-
ism in the public sector.

Professional employees are not simply educated and technically competent, but also
loyal, neutral, diligent, effective, and creative. They are able to adapt to the changes
in the local and international environment to meet new economic and social chal-
lenges. The government in Morocco understands that programmes such as this in-
novation are the best way to develop that professionalism.

The government commissioned studies to examine further reforms: the National
Program for the Modernization of the Capacities of the Administration Manage-
ment (MDP). A study sponsored by the department of the Prime Minister on admin-
istrative structures was also completed by a group of research institutes.

As a result of these efforts, two measures were adopted: the reform of the National
School of Administration (ENA) and the creation of the Higher Institute of Admin-
istration (ISA). The ENA and ISA will constitute spaces for the promotion of pro-
fessionalism and will act as tools of the administrative reform.

Reforms are being planned within the General Statute of the Public Service and
Particular Statutes in the system of payment; and mobility and redeployment.

147

IMPLEMENTING THE vOLUNTARY RETIREMENT PROGRAMME IN THE PUBLIC SECTOR OF MOROCCO



• The General Statute of the Public Service and Particular Statutes
Measures to be implemented in this field simplifying the legal system
governing public service consist of the following: revising the system of
internal promotion to simplify and link it to a change of function and
output; reforming the system of capacity evaluation and human resources
performance; revising the retirement pension system to make it more
coherent, fairer, and more profitable; and forbidding the accumulation
of salaries and pensions.

• The system of payment
The government intends to take the necessary measures to abolish
privileges and to freeze high salaries within the public service on the basis
of the criteria of justice, merit, and output.

• The mobility of human resources
There are plans to study mobility, through redeploying personnel, as a
rational way to distribute human resources inside the administration and
among different administrations.

5. Could this Innovation be Replicated by Other Countries?

This innovative programme generated excitement within the public administration
and reinvigorated the work force. By encouraging older employees to leave, new job
opportunities were freed up within the administration for younger employees. By
offering incentives to senior employees not simply to leave but to start new careers
– with help from the state – the reduction in the workforce took place positively. The
state saved money by reducing its spending on salaries.

There is no reason why this program should not work in other countries, if they
adapt the financial arrangements and incentives to the needs of their workforce.
Morocco understands, as should any other country replicating this programme,
that this is not a total solution to human resources administration problems, but
simply one step in modernizing and improving human resources and the delivery
of services.
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Chapter 10

Creating a Judge’s Web-based Legal Information
Infrastructure in Croatia
By Ante Barisic

Croatia recognizes that an effective legal system is the backbone of any stable
democracy. To build and strengthen democratic government institutions, there must
be an effective and transparent approach to the dissemination of information, espe-
cially legal information.

The Judge’s Web programme, Croatia’s innovation, set up a new web-based sys-
tem for disseminating legal information openly, easily, and transparently. The aim
was to help to contribute to the reform of the judiciary, improve the administration
of justice, and restore public confidence in the courts. In addition, this project is
helping to foster other reforms that will lead to greater foreign investment and eco-
nomic growth.

1. Background

The October 2003 parliamentary election brought to power a new government under
the leadership of the Prime Minister, Dr. Ivo Sanader. The new head of government
moved quickly to reassure Croatians, foreign governments, and members of the in-
ternational community of his full commitment to continuing the political and eco-
nomic reforms begun by his predecessors.

The 3,000 political questions posed by the European Commission in 2004 to Croa-
tia’s Government accurately reflect the deep complexity of the national transfor-
mation required before the country becomes a functioning pluralistic democracy
founded on the rule of law, with free market competition and a proactive respect for
and protection of individual human rights. For those working on the legal reform
agenda, it was gratifying to learn from Minister vesna Skare-Ozbolt of both the Ad-
ministration’s and her personal desire to accelerate the pace of change. Of particu-
lar interest was the Minister’s concurrence in the transfer of the Judge’s web to the
Ministry of Justice.

The judicial system in Croatia remains problematic, particularly at the county and
municipal levels, where judges, prosecutors, lawyers, and litigants lack accurate,
current, and common information. Scholarly papers interpreting laws and regula-
tions are hard to find and usually out of date. Materials that are available are not cat-
alogued or cross-referenced, making legal research a time-consuming, frustrating,
and unpredictable process for all who attempt it.
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Democratically delivered justice requires several attributes: an independent judici-
ary, concern for the rights of the accused, understanding and adoption of standards
of procedural fairness, timely hearings, and judicial rulings applied consistently
across the country.

Lack of timeliness and consistency continue to afflict the judicial system and have
resulted in a backlog of more than 1 million cases. Moreover, a tendency prevalent
during the Communist period to buy or otherwise manipulate the outcome, “creative
work-arounds,” has persisted into modern-day Croatia and brought with it the tra-
dition of bribes, political interference, or plain coercion. It goes without saying that
all such activities are even more prevalent outside major urban centres, particularly
the capital, Zagreb.

These flaws in the judicial system have hindered economic growth and depressed
foreign investment in many ways. To begin with, companies and individual citizens
have no confidence in contractual obligations. They enter into agreements knowing
that they cannot be enforced because of the glacial judicial process and its vulner-
ability to outside influence.

The only long-term approach to reducing the backlog and improving the standard
of justice was to introduce an advanced technology system allowing timely sharing
of knowledge for the judicial and prosecutorial staff.

The usefulness of electronic accessibility to this type of information was confirmed
during the elections in the fall of 2003. The IT program administrator noted regu-
lar logins from members of the Organization for Security and Co-operation in Eu-
rope/Office for Democratic Institutions and Human Rights (OSCE/ODIHR) election
monitoring team. A more specific example illustrates this point better. By reference
to the Judge’s web, it was possible to match the street address on voters’ identity
cards to the appropriate county and municipality, thus ensuring that voters were
registered accurately and quickly.

Most residents of Southeast Europe are not aware of their legal rights and how to
exercise the remedies offered if these rights are violated. Respect for fundamental
rights is a prerequisite for EU membership. These rights are enshrined in the Coun-
cil of Europe’s Convention for the Protection of Human Rights and Fundamental
Freedoms and in its Protocol, which allows people to appeal to the European Court
of Human Rights. The Judge’s Web has publicized, through information campaigns,
the presence of this type of information on the Internet. The site, using plain, non-
legal language, explains both available rights and remedies.

Similarly, there are plans to publicize the rulings of the European Court of Human
Rights in Strasbourg, France, and the EC Court of Justice in Luxembourg on the
website. For Croatians, the critical point will be the linkage between relevant rul-
ings in Croatia to decisions by these two international courts. For example, if a
case arose in a Croatian court of law and after exhausting the domestic appeals

150

CASE STUDIES ON INNOvATION IN PUBLIC ADMINISTRATION



process it finally were brought to the court in Strasbourg, all the relevant lower
court rulings from Croatia, leading up to and including the court ruling from Stras-
bourg, would be available.

A functioning and reasonably efficient Croatian judicial system is necessary for
Croatia to fulfil its obligations stemming from agreements signed with Western Eu-
ropean countries. Moreover, such a legal system, based on democratic norms of
transparency and due process, will be essential for Croatia to take its place among
the members of the European Union. There are several challenges that are being
addressed; these include a huge case backlog, inadequate staffing, and relative in-
experience with the norms of a democratic, responsive, transparent legal system.

The Judge’s Web programme is not a panacea. It offers a solution to only a part of
the tasks Croatia faces in bringing about substantial legal reform in the sphere of
court administration. Its transfer to the Ministry of Justice is an important step, how-
ever, one that has led to the Government’s acquisition of a functioning, tested mech-
anism that makes the operation of courts and legal reference material transparent to
the people who will make the system work better, more efficiently, and in accor-
dance with international standards of a democratically based system of justice. The
Judge’s Web programme and its achieved success have been welcomed by the Min-
istry of Justice (MOJ) and many other beneficiaries in Croatia.

2. Characteristics of this Innovation

Croatian judges, law professors, lawyers, and law students came together to estab-
lish the Judge’s Web project, that is, an Internet-based legal information infrastruc-
ture to help to contribute to the reform of the judiciary, improve the administration
of justice, and restore public confidence in the courts. The content offered in the
Judge’s Web databases is available through the Internet to all, free of charge. This
innovation has been undertaken by a non-government organization (NGO), without
any costs, for the Ministry of Justice (MOJ). Moreover, the Ministry has reserved
funds to continue this project once international donor support ends. It provides
services and information not otherwise available in Croatia, in both English and
Croatian. The services and information offered include:

• Online searches for any location, which then match the appropriate county,
Municipality and offer web pages for all the legal institutions covering the
location, commercial court, appellate court, first instance court, misde-
meanour court, public prosecutors office, and the county prosecutors office;

• All relevant contact information, hours of operation, internal organization
structure, and short Cvs for the these categories of legal institutions are
presented by web pages;

• Published legal decisions, archived by theme, subject matter, court, judge,
and key word, which makes judicial practice and reasoning accessible,
essential for modern practitioners, citizens, and ultimately investors;
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• Names, categories, background, and contact information for all court-
appointed interpreters and expert witnesses; and

• All relevant information regarding court interpreters and expert witnesses is
also available through the Internet, through over 2,000 published web
pages. This is intended to assist citizens in their interaction with the
judiciary and offer improved transparency and accountability.

The Judge’s Web is an example of what can be done given the will and adequate re-
sources. It includes databases of legal decisions that help to promote:

• Quicker and more informative drafting of legal decisions and verdicts;

• Higher quality and more instructive verdicts;

• Greater consistency of verdicts (easily consult other decisions on same
fact patterns);

• Shorter court time;

• Greater predictability of verdicts; and

• Greater use of arbitration and other alternative dispute resolution modalities.

The Judge’s Web has also encouraged judges to consult each other by identifying
counterparts who have handled similar legal issues. Newly elected judges have re-
ported that the website, with its constantly available reference library, significantly
helped them to climb a steep learning curve faster.

The first step toward creating accountability and transparency in any system is to
publish court decisions. The second and more difficult step is to convince judges of
the desirability and legal necessity of acting transparently, which can run counter to
the modus operandi of older, sitting judges.

The third step is to publish practical information on court operations on the Inter-
net (e.g., telephone numbers, opening times, list of relevant offices in the court, of-
ficials’ names, and references to other sources). The Judge’s Web has developed
and implemented an Internet-based application that offers all parties an opportu-
nity to learn the key information required to interact with the courts. (For an exam-
ple, see http://www.sudacka-mreza.hr/jurisdiction.aspx?lang=eng.)

Courts can be identified by village, city, municipality, and county, by means of the
Judge’s Web jurisdictional search engine. With more information, questions can be
asked and answers provided. That is the first political step toward ensuring greater
transparency anywhere. Making the justice system open is a part of the Copenhagen
Criteria1 and the commitment made by the Croatian government in the Stabilization
and Association Agreement.

The Judge’s Web has been institutionalized within the Ministry to preserve and ex-
pand the transparency and accessibility of information already introduced. The Min-
ister of Justice, Mrs. vesna Skare-Osbolt, has incorporated this project within the
overall national judicial reform strategy that she is leading.
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The Norwegian Embassy’s financial assistance and the combined financial support
of the following governments and international organizations has made this project
a reality in Croatia:

• The American Bar Association/CEELI;

• The Canadian Government, CIDA;

• The Embassy of the United States of America;

• The National Endowment for Democracy;

• The German International legal Research Foundation(IRZ);

• The Embassy of the Netherlands;

• The OSCE, Croatia; and

• International Alliances (NGO).

The donors’ generous support, coupled with the willingness of the Croatian govern-
ment to accept the Judge’s Web, attests to the significant achievements of this ini-
tiative. The key characteristics of this innovation are:

• It is accessible to all;

• It provides key information not available elsewhere;

• It is in both languages: Croatian and English;

• It is interactive, not static, meeting the changing needs of users;

• It is unique in terms of presentation and categorization of information; and

• It enhances citizens’ access to justice.

3. The Story behind this Innovation

The innovation was introduced in the fall of 2001 at the request of legal practi-
tioners and members of the legal community. It later expanded to include the re-
quests from citizens and other interested parties to improve access and
transparency of information crucial to court administration. Its main achievements
are listed below:

3.1 Exchange Information and Ideas:

• A new infrastructure fosters transparency and greater consistency in rulings
and the adjudication process;

• The website facilitates interaction among judges and members of the legal
profession to communicate on targeted topics, which has improved the
quality of verdicts by motivating judges to take into account established
judicial practice before reaching their decisions; and

• The improved judiciary rebuilds citizens’ confidence in the courts.
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3.2 Improve the Current Approach to Adjudication:

• Judges have modified the deliberation methodology by reducing the level of
isolated thinking in the adjudication process;

• There is increased efficiency of judicial proceedings; and

• There is continued involvement of the law faculty and its students in the
Judge’s Web. Law students are the future legal professionals of Croatia. If
they can learn to modify their approach in the early stages, there are greater
chances that they will continue these trends into the future as judges and
lawyers, hence institutionalizing the reforms initiated.

3.3 What Sets this Innovation Apart from Others?:

• Origin: The programme is a result of 16 months of intensive field research,
sponsored by the US Fulbright program, focusing on the operations of
courts nationwide and initiated by an NGO;

• Program Funding: This innovation programme has been funded exclusively
by foreign donors. The state budget of the beneficiary has not been
burdened, yet they have received 100% of the project results and are the
sole owners of the completed project;

• Development: The innovation programme has been formed by key
practitioners, those who understand where the need for practical solutions
lies and what is required to affect the most efficient solutions; and

• Implementation: The driving force in the implementation of this innovation
is constituted by law students, who play a significant role in the daily
implementation of the project. This has enabled change in future
generations of lawyers, judges, and legal practitioners, teaching them the
importance of information sharing and the use of ICT technology in the
transfer of information.

4. The Tangible Results:

• Created direct access to information regarding the operation of courts and
the database of legal decisions interpreting various relevant codes of law;

• Restored confidence in the legal system;

• Awakened the awareness of citizens regarding the need for transparency,
the role of civil society and their contribution;

• Fostered equitable justice for minorities in remote areas;

• Reduce the opportunities for arbitrary court decisions and private
interests to prevail (which inevitably leads to corruption and
manipulation of the system);

• Enabled the comparison of all appellate courts decisions. In the future, this
will lead to increased consistency in the legal practice of courts nationwide;
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• Enabled legislative and scholarly bodies to quickly recognize legal
questions for which articles of the law do not provide adequate and
precise interpretation;

• Provided people with easy access to organized sources of information about
how to interact with the legal system;

• Helped to shorten the length of judicial deliberations by offering judges the
ability to easily target legal reasoning nationwide, which can offer insight
into their particular proceedings;

• Created a database of easily searchable court decisions, which will help to
decrease the uncertainty inherent in the litigation and execution of court
decisions. The database could help to discourage individual citizens or
corporations from commencing unnecessary litigation, by offering
information needed to determine the probability of success better;

• Promoted increased transparency in the adjudication process of courts. This
enables litigants to better foresee the consequences of given legal actions
and estimate the probability of enforcing the terms of a contract; and

• Offered foreign corporations and investors the ability to view the judicial
practice of Croatian courts, better informing them of the level of security
the legal system can offer.

5. Who Has Benefited Most?

Direct Beneficiaries:

• Members of the legal community (e.g., judges, lawyers, legal scholars,
public notaries);

• Participants in legal proceedings (plaintiffs and defendants);

• NGOs operating in the Western Balkans; and

• Internally displaced persons (IDPs) and refugees.

Indirect Beneficiaries

• Minority groups;

• All actors of civil society;

• Commercial sector, banks and business;

• The EU integration process;

• Regional stability; and

• The process of court administration.

Members of the Legal Community
(Judges, Lawyers, Legal Scholars, and Public Notaries)

• Judges are vital to helping achieve judicial transparency. Although countries
of the Western Balkans have a civil law system without common law and
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binding legal precedents, it has been shown that giving judges the ability to
access each other’s rulings and compare decisions increases the trans-
parency and accountability of the country’s legal system, as well as the
efficiency of the adjudication process.

Participants in Legal Proceedings (Plaintiffs and Defendants)

• These people receive the most benefit from a more accountable legal
system. They are also the members who will be most prone to increased
participation in the democratic dialogue to advance their cases.

NGOs

• The legal community and others can benefit from this database of legal
decisions by tracking patterns and trends in the application of law
throughout the courts. This will facilitate the work of various NGOs that
offer legal assistance and is already being used by several groups offering
legal aid. By conducting an analysis of the types of verdicts most often
appealed or overturned by the higher courts, targeted training seminars can
be implemented in areas of law that show the most need. Furthermore,
specific courts and judges can also be targeted for training.

IDPs and Refugees

• There can be no realization of the rule of law until those who were forced
to abandon their homes can return safely. The return must be facilitated by
the courts, which are the institution entrusted with protecting property
rights and implementing the return process. The people returning to their
homes and attempting to regain lost property need a transparent and open
legal system. The added benefit of this project is that it creates transparency
through the Internet, which enables these refugees and IDPs to be informed
about the courts and their adjudication from any location. This helps them
plan their return more effectively and offers them a source of information
accessible anywhere.

All Members of Civil Society

• Civil society is still weak in the Western Balkan countries, and citizens are
not well informed about their rights and responsibilities. The Judge’s Web
offers citizens an opportunity to become informed about how courts operate
in legislation and judicial decisions.

Commercial Sector, Banks, and Businesses

• By having access to the operation of courts, the commercial sector in
Croatia can estimate better the level of protection offered by the justice
system. This will allow businesses to know which types of contracts have
greater chances of enforcement when they are taken to court and to view
the approximate amount of time required for the case to be adjudicated. In
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addition, they can compare the application of the same law code throughout
Croatia and determine the court that is best suited for the enforcement of
their contract terms.

A stable democracy demands an equitable system of justice, and an equitable sys-
tem must be transparent to the legal profession and to the public, whom it protects.
The Judge’s Web aims at strengthening this vital aspect of the legal system through
a better administration of justice.

Civil society is an empty phrase without the active participation of citizens in mon-
itoring, voicing complaints, lobbying, and pushing for improvements in their gov-
ernment in all its manifestations. The Judge’s Web provides the basis for intelligent
citizen participation in the reform process of their judicial system. For this reason
public awareness campaigns are an integral part of this initiative. If people do not
know that the information is available and how they can obtain it, the Judge’s Web
is of limited assistance.

6. Challenges Encountered:

• Lack of cooperation and understanding from state officials during the
development and implementation (After five years the ministry has
recognized the significance of the project, under the Minister, vesna
Skare-Ozbolt.);

• Lack of support for obtaining the information needed to finalize
the database; and

• Judges and other members of the judiciary unwilling to have their
work made public.

The implementation of the Judge’s Web on a national level is now testing the will-
ingness and preparedness of members of the Croatian judiciary to accept judicial
transparency. Many judges are either afraid or reluctant to submit their legal deci-
sions, accepting the concept of transparency in theory but unwilling to take steps to
realize and implement this concept. Two types of resistance among judges have
been encountered:

• Those who are unwilling to submit their decisions. These are usually the
incompetent or corrupt judges who do not want judicial transparency for fear
that their colleagues and other members of the legal profession might uncover
corrupt behaviour or incompetence; and

• Those who are willing to submit their decisions but are reluctant to do so.
These judges fear some reprisal or possible indirect sanctions from their court
president or others above them in the judicial hierarchy. They require
encouragement from the MOJ or Supreme Court, which directs and authorizes
them to submit decisions. The Croatian judiciary is in a state of transition; it
is not only the laws that are changing but also rather the individual members
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of the judiciary. The older judges, who are generally court presidents, seem
apprehensive about acting transparently and openly. This behaviour influences
the younger judges, who do not wish to contradict their superiors.

The Changes and amendments regulating the functioning of Courts, published in the
Croatian National Gazette Number: 129, 22 December 2000, authorize judge to
publish his or her decisions.

Article 32 reads as follows:

Judges are required to continuously better themselves professionally by taking
part in educational programs and seminars. A judge is authorized to publish
professional and scholarly texts along with the publication of the content of
delivered judicial decisions, actively participate in professional and scholarly
gatherings, and committees and take part in the drafting of laws.

This law is proof that the legislative branch of government has opened the
way for judges to publish their decisions easily and hence facilitate transparency
of the judiciary. The paradox remains, however; judges are reluctant to publish
their decisions.

Large organizations have invested millions in the modernization of Croatian courts
but have not paid adequate attention to those who will be the beneficiaries of this
investment. Many courts refuse to cooperate because they do not understand what
they will gain and what is expected of them. Helping members of the judiciary to
understand the benefits of court modernization and introducing innovations like the
Judge’s Web has been central to this project.

7. This Innovation Could Stimulate Further Reform

The Judge’s Web is ready and prepared to talk with individual government repre-
sentatives of the region and provide precise answers regarding the implementation
of this project on a per-case basis. The basic elements can be defined as follows:

• Access to internet service providers;

• Cooperation from the courts and judges and minimal involvement of select
members within the judiciary;

• Willingness of the relevant government institution to take local ownership
of project results;

• Support from the donor community; and

• Logistical support from the government institution.

If one accepts the notion that there is a will to modify the current approach to ad-
judication, the question that remains is how and at which cost. How can be answered
with the use of modern technology. The costs can be kept relatively low if the In-
ternet is used to access and disseminate information among courts and the legal
profession. This is precisely what this innovation has achieved.
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8. Could this Innovation be Replicated in Other Countries?

In Croatia, the Norwegian Ministry of Foreign Affairs, along with an impressive
pool of international donors (i.e., the Embassy of the Netherlands, Embassy of
Canada, U.S. Embassy, OSCE-Zagreb, National Endowment for Democracy, the
American Bar Association, Deutsche Stiftung Fur Internationale Rechtliche Zusam-
menarbeit e.v., and international alliances) has funded this major legal innovation
aimed at introducing transparency and greater efficiency in the judiciary. This pro-
gram has already produced very positive results, sufficient to attract on-going fund-
ing for the five years since the initial seed money was invested.

Furthermore, the recent commitment of the Croatian MOJ to incorporate the Judge’s
Web project into its overall national legal reform strategy demonstrates the success
achieved and guarantees long-term sustainability of results.

Tapping into the experience of the Judge’s Web and its past success in Croatia could
prove invaluable in jumpstarting this legal reform initiative in other countries of the
Mediterranean region. This would enable the legal reform process to avoid several
generations of experimentation and other lessons earned.

The Judge’s Web is a flexible, adaptable infrastructure, promoting the public ad-
ministration of justice, suitable for implementation in a variety of legal systems.
This innovation has been successful in Croatia, and it could just as easily work to
improve conditions in the judicial systems of other countries around the Mediter-
ranean region.
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Chapter 11

Computerizing the Civil Records System in Syria
By Najwa Kassab Hassan

Syria’s Ministry of Interior (MOI) launched an innovative project to put all of
the country’s civil records into digital form. Recognizing that such an informational
databank is the core of any real E-government, the Ministry gave each
citizen a national number and used that number as the indexed key for tracking
all civil and legal records, so that citizens would enjoy fast and easy access to crit-
ical information.

1. The Origins of the Innovation

This innovation was introduced to provide faster, better, and easier service delivery
of critical records. The conversion of all civil records – dating back to 1920, the
year of the first official census – into digital format enabled the MOI to implement
several other related projects: update the Syrian passport to adhere to international
standards, create a new identification card, as well as an electronic family record,
and introduce electronic finger-printing processing. It also allowed for the automa-
tion and expansion of immigration and naturalization services.

President Bashar Al-Assad laid out the guidelines for this reform during his inau-
guration speech in 2005:

“The shortcomings of public administration in Syria are one of the biggest
hurdles against development and prosperity, which affect negatively all
sectors without any exception. We should, at the soonest, start studying
the methods of changing this situation to the better. This will be
accomplished by developing effective administrative structures and
processes, and by upgrading human recourses in the public sector.”

The MOI initiated the computerization of the civil records in Syria through the Ad-
ministration of Civil Records and the Immigration and Naturalization Administra-
tion, as part of the government’s measures to introduce information and
communication technology (ICT) to the public service. This innovation is a part of
the President’s plan to develop an ICT infrastructure to modernize the government.

2. The Basic Elements and Characteristics of the Innovation

The project, which is designed to create a comprehensive information databank,
started in 2002, and the data entry was completed in 2004. By the end of 2005, the
auditing and checking were completed, two years ahead of schedule. The project
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was developed, implemented, and programmed by local expertise only, to ensure the
sustainability of support and development of the project. Special training courses
were provided in the early stages of the project in the central administration. The
project adheres and exceeds all international standards, which are imperative for
up-linking the project with the national information network. Ultimately, each cit-
izen will need only one document of identification (or no document at all), because
their national number will be the only thing needed to obtain all information and use
services, such as filing taxes or obtaining licenses, permits, and health services. As
a result, citizens will not have to travel to other centres or use the post office to ob-
tain records, because any centre can access the central database of records. By June
2004, this service was fully implemented. Immigration processes (e.g., passport re-
newals) will be streamlined through computer access to the central database and
linking between immigration and civil records.

3. An Overview

This project is the first step to update the civil records system by creating a national
network linking all the civil records centres in the country electronically and to cre-
ate a national database for the civil record. The national number is a key factor in
this success of this project since it provides the fastest indexing methodology for re-
trieving civil records.

The national number is composed of 11 digits and is unique to every record. Each
number is given only once to each record (or person) on entry. The composition of
the national number is designed so that the first two digits reflect the municipality,
the second two digits reflect the civil records centre, and the remaining seven dig-
its reflect the serial number of the record in the database, which is provided by the
system to eliminate human errors.

The system can accommodate 10 million records in each centre and 99 centres in
each municipality in 99 municipalities – without repeating the same number twice.
In other words, the system was designed from the beginning to accommodate bil-
lions of records for decades to come.

Each citizen will be given a unique number that will be his or hers forever. The
number is designed to be used by all systems and is based on numbers only. It is the
easiest way for verification of matching names or name-change cases. Another sub-
project is the family number system, in which each family is given a family record
entered for each marital record. The family number is primarily for demographic
and statistical purposes.

Once the number is provided, all official entities may use it to verify civil Record
and legal records without obtaining the record from the Administration of Civil
Records. Records can be obtained from any centre immediately and without the
need to travel to the municipality or wait for its delivery through postal service.
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The ability to link other records (e.g., driver’s license, passport, military service
records, and so forth) will make it easier for citizens and official bodies to verify and
authenticate personal information without any redundancies.

The old system, dating back to 1922, exceeded 26 million records because of redun-
dancies towing to registering the wife’s record in the husband’s centre’s records,
without removing the wife’s record from her family centre. By cross-linking records
and eliminating redundancies, the administration could enter 18 million records,
for a total of 20 million citizens. The remaining records are to be entered and veri-
fied by the first quarter of 2005. The national network connecting all the centres be-
came fully operational by the end of 2004, using PDN technology.

The whole system was designed to be web enabled, and although it is now operat-
ing as an intranet, it is easy to upload these services over the Internet. Another ben-
efit of such design is that it is safe; it is harder to lose data because it is distributed
over the centres’ servers of the centres. Backup measures also were designed to
maintain fully operational up-to-date records in case of natural disasters and system
failures. Finally, interactive (mirror) servers were installed in some municipalities
for backup and services purposes.

To further facilitate the usage of the national number, the MOI is issuing a new
identification card with the national number in both written and bar-code formats.
The new card adheres to the highest international standards for counterfeiting and
usability. Parallel to the automation of the civil records, the legal (criminal) record
was fully automated and put into active service in June 2004. Through the new
system, all police certificates can be obtained from any centre and without the
need to travel.

4. Conditions that Contributed to Success

For the past few years, Syria has been engaged in ICT development as the basis
for modernizing the government and encouraging economic growth. The govern-
ment took several important steps that indicate it is supporting modernization
through automation:

• Establishing the ICT ministry;

• Allocating budgets for automation and modernization of the public sector to
accelerate the process of providing E-government services;

• Modernizing regulations and laws that obstructed ICT development;

• Establishing IT educational and training institutes;

• Restructuring ministries and streamlining the processes and procedures; and

• Launching automation projects such as the automation of tax services.

The project is a clear evidence of the strong support of the highest levels of govern-
ment for modernization of the public sector.
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5. Tangible Results:

• The project has exceeded all expectations by entering more than
15 million records;

• It provides a crucial base for facilitating E-services, especially those
commonly requested by citizens, such as filing taxes, obtaining licenses and
permits, finding health services, and so forth;

• It makes it much easier for citizens to access, acquire, and update their civil
records. All services relating to the civil records system are provided from
one centre, so that there is no need to travel or to use the postal service to
obtain records;

• The creation of a comprehensive demographic and population databank
makes it easier to conduct research and documentation in strategic
planning of education, health, housing, and all aspects of planning for a
sustainable development;

• The new system eases the process of issuing and renewing passports, while
providing fast, accurate services for immigrants inside and outside the
country. It also will improve the service provided at the 23 major boarder-
ports, since all of these entry points are linked to this unified database. As
such, all immigration processes have become faster, more reliable, and
more user friendly; and

• An advanced-automated-answering system has made it much easier to
request information over the phone (already implemented) or over the web
(in its final stages).

6. Groups That Benefit:

• Syrian citizens and residents (the information in the civil record are the
documents most often sought after by citizens);

• Traveling and returning citizens (by greatly reducing the processing time
for verification and authentication of passports and travel documents);

• Foreign visitors and non-immigrant residents;

• All governmental and public agencies and institutions;

• Planning bodies and officials responsible for planning on a macro or
national levels (fields of education, health, services, and supplies); and

• Researchers and academics in the fields of demography, sociology, statistics,
economics, health, and many other fields needing demographic information.

7. Challenges Encountered

There was a shortage of experts and specialists in the ICT field, especially in the
initial phase of the project. For various technical and non-technical reasons, issu-
ing the new identification card faced some problems. Other information systems
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used by other ministries could not fully use the national number, and changing or
updating such systems is another daunting problem. There were also duplications
and inaccuracies in many of the original records. Some data were incomplete,
such as education records, change of residence, and marital status changes. It was
also difficult to adapt the new automated system to the old regulations and admin-
istrative and procedural standards. The biggest difficulty facing the project cur-
rently, however, is how to get more people (citizens and governmental agencies
alike) to use the new database and system, because access to the Internet is still
very limited.

7.1 Training and Human Resources Needed to Implement the Innovation

Special training courses were provided from the early stages of the project. More
than 500 employees, technicians, and engineers were trained specifically to handle
all the technical and administrative aspects of the project. A joint committee was
formed to supervise and direct the project, headed by the Deputy Minister of Inte-
rior; this committee included all the directors of the major centres, advisors from the
Syrian Computer Society and Damascus University, and senior engineers from the
central Administration of the Civil Records.

The committee developed a plan of action, benchmarking methodology, and a
weekly reporting system to monitor the progress of implementation. The commit-
tee is supervised by a higher committee headed by the Minister of Interior, four di-
rectors from the MOI, directors of IT directorates of the Ministry, and ICT experts.
The main task of the high committee is to review the progress and to take action on
a strategic level if the need arises, to surmount any obstacle.

The innovation was designed, programmed, implemented, and developed by
local expertise. The software and modules used in the project were developed by
local programmers and with the help of local private and public software houses
jointly working under one unit. Operating, maintaining, and developing the soft-
ware used by the project was accomplished by the administration’s engineers
and technicians.

7.2 Workflow and Technical Aspects

By centralizing the process of record entry and creating a state-of-the-art special-
ized centre, the Administration was able to focus all its resources in one unit. The
centres were not overloaded with work, and the training required for the process of
entering the records was kept to a minimum.

At the same time, all centres received computers and networks. More than 1000
computers were installed in major centres and more than 600 computers in automa-
tion centres, all networked and connected to create one of the most advanced serv-
ices in the country.
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The plan was to equip each municipality with a central server for the specific pur-
pose of issuing identification cards. The web-enabled design allowed the use of
leased lines, ISDN, and dial-up services, all already available, which made the
process of entering the records fast and efficient.

8. Is this Innovation Sustainable?

The national number and the civil records automation project was successfully de-
veloped, implemented, and programmed by local expertise only. This fact is very
important, because it ensures the ability to develop and upgrade all the project’s el-
ements continuously. That makes the innovation more likely to be sustained.

9. Could this Innovation be Replicated in Other Countries?

This project is part of the larger reform process in the public administration of
the country and is not merely an isolated reform effort. The project has no spe-
cial factors that render it unique or difficult to be implemented by other min-
istries or countries.

To maximize other countries’ chances of success, it would be wise to consider the
following elements that contributed to the successful implementation of this proj-
ect in Syria, and that other countries should have in place as well:

• Meticulous planning is critical: From planning the training of staff to
distribution of workloads, every little aspect affecting workflow was
examined and tested before implementation. As the results show, millions
of records were entered in record time with virtually no errors;

• Financing: Adequate funding is vital to any project, and this one can
be costly;

• Human resources: Be prepared to train experts if they are not already
available, or exchange expertise in programming and software design,
especially from other Mediterranean countries;

• Material resources and infrastructure: Even though the existence of a
modernized communication infrastructure in most of the Arab countries is
limited, the new advancements in satellite communications make bridging
the gap a less difficult task. Considering the overall advantages of updating
and modernizing ICT infrastructure, this issue is of strategic importance,
and the benefits on all levels is evident; and

• Support of the government: Support at the highest levels helps any
modernization effort.

166

CASE STUDIES ON INNOvATION IN PUBLIC ADMINISTRATION



Chapter 12

Monitoring the Performance of Public Service
Delivery through the Supervisory Citizen Team
in Tunisia
By Ghazi Gherairi

1. Background

After independence, the public administration, secular branch of the executive
power in Tunisia had to play a fundamental role in the construction of a new State.

The Tunisian administration was given great latitude and increased power to per-
form its task of economic and social construction. The more the administration ex-
tended its hold to the economic and social life as a whole, the more it ran the risk
of interfering in the private life of citizens and the area of guaranteed rights, which
made the need for increased control even more evident.

Indeed, besides the internal (i.e., hierarchy, financial supervision, and so forth) and ju-
risdictional control limited to administrative responsibility, the idea of placing the ad-
ministration under stricter external control was already present in spirit within the
members of the Constituent Assembly. The Constitution of June 1st, 1959 had there-
fore anticipated the creation of a Council of State comprising a Revenue Court, with
jurisdiction to impose financial controls over the public administration, and an Admin-
istrative Tribunal, which would oversee the annulment of those acts that the adminis-
tration considered illegal. Nonetheless, these two institutions came into being only at
the end of the 1960s. Created in 1968, the Revenue Court began its functions in 1971,
and the Administrative Tribunal, created in 1972, started its activities in 1974.

Establishing the administrative machinery of a newly independent State and ensur-
ing its omnipresence (or better still, its omnipotence), was the concern of the pub-
lic powers of the times. This concern prevailed over perfecting the control over the
administration, especially when the State lacked competent personnel and had lim-
ited financial means.

Accused of all evils, of being distant, rigid, opaque, and inefficient, the Tunisian ad-
ministration was affected in the 1980s by the beginning of a breakthrough. The re-
form movement, which started with a structural adjustment plan (1986) and the vII
economic and social development plan (1987-1991), continues to this day.

The new political context that started in 1987 was because of a change that took
place at the highest reaches of the executive power. This change was favourable to
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the implementation of reforms that from then on affected all aspects of the functions
of Tunisian public administration.

That is how it is set forth in the National Agreement, which is a kind of platform for
the principles of essentially moral value on which the constituents of the civil soci-
ety (i.e., representatives of the political parties, and social and professional organ-
izations) agreed on in 1988. The agreement fostered the idea that “The respect for
the rules of democracy in the guiding of the State affairs… allows the State to per-
form its functions: in the first place, the task to assiduously work for the social and
economic development of the country.”

This quest for democratization is not limited to the political life. A good adminis-
tration is also aware of the “present frame of mind” when transparency and per-
formance seem to be the guiding force among the citizenry.

Another factor, one of international importance, pushes for administrative reforms.
Tunisia’s adhesion to the World Trade Organization in 1994, and the signing of an
agreement for the creation of an area of free trade with the European Union in 1995,
placed the Tunisian administration within two trends that have been around for more
than a decade: liberalization and globalization. The triumph of liberal ideology re-
duced the intervention of the public sector and limited the actions of the adminis-
tration to what is strictly necessary, essential, and irreducible. Competing with the
private sector, the administration has been forced to relinquish some of its activities
in favour of the private sector. Its role has not become subordinate, however. The ad-
ministration continues to be a crucial instrument in the process of liberalization ini-
tiated by the Tunisian State. It must create a more favourable environment for the
private sector to function, because without a competent, flexible, and performing ad-
ministration, the State cannot implement this irreversible process and achieve social
and economic development.

Starting with the idea that the administration should not passively accept this pol-
icy of openness but rather become an active partner in its implementation, the
Tunisian administration has had to adapt to this new situation, thereby evolving and
bringing itself up to date.

Because of this, after more than a decade, citizens are witnessing administrative re-
form that has become a political slogan, a constant theme that recurs not only in the
plans for economic development but also in political discourse.

This administrative reform, the general premise of which is based on efficiency and
expediency, is implemented by the following measures, namely, the restructuring
and reorganization of the administrative agencies and the adoption of a series of
procedures to enhance relations between the administration and its citizens.

Public authorities ignored the last part for a long time, but it has become a duty: to
humanize the administration and make it more accessible to users. Indeed, besides
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increasing the opportunity for dialogue and consultation, the public authorities wish
to establish fluid communication between the administration and citizens (e.g., the
creation of an office dedicated to welcoming citizens and receiving their requests).
Another area of concern is process streamlining; for this purpose the administration
will establish a list of the services offered, the authorizations issued, and cases need-
ing legalization of signatures. Even those requests that have been denied must at
least give the reasons for which they were refused. Attention is now focused on
streamlining the services offered and delivering those services efficiently is con-
sidered most important. Although many of the measures were successful and inno-
vative, one of them is particularly significant: the citizen’s supervisory team.

For the public sector, there should be one target for its services: its citizens. With
that idea in mind, in 1993 the Citizen’s Supervisory Team was created, its primary
task being “verifying the quality of the public service.” The formation of this team
was in response to the need to improve relations between the administration and its
users. Innovations such as this team are part of the methods of follow-up and con-
trol the administration must implement to increase efficiency in the services offered.

2. Legal Framework

The Citizen’s Supervisory Team was created by presidential decree N° 93-147, on
January 18, 1993. That decree was followed by two tests administered by the Prime
Minister: a circular note of January 26, 1993 regarding the implementation of the team
of the Citizen-supervisor, and a decree of April 7, 1993 establishing the modalities of
application of Article 5 of the decree of January 18, 1993. The team is organically and
functionally focused on “the directing of quality of the public service” that was insti-
tuted on March 17, 1993 and is monitored by the office of the Prime Minister.

3. Recruitment of the Citizen-supervisors

Recruitment of citizen-supervisors depends on a certain number of conditions. Only
those officials who are the incumbents of positions that imply activities of at least
a Category B level, retired personnel, and agents with a valid contract with the of-
fice of the Prime Minister. Besides being incumbents of at least one level of Cate-
gory B, having a secondary school or equivalent diploma, these agents must fulfil
recruitment conditions for public functions, namely, to have Tunisian citizenship, to
be able to exercise all their civil rights, to be considered of good morals, to be at least
18 years of age, possess the physical and mental abilities to do the job, and possess
a report stating that their legal army recruitment obligations are free and clear.

Having satisfied these conditions, a citizen-supervisor applicant should present his
or her candidacy on a standard application with all personal data, hierarchical su-
pervisor’s opinion regarding work discipline and ethics, and health and administra-
tive sanctions (if any exist). This application is sent in a confidential folder to the

169

MONITORING PUBLIC SERvICE DELIvERY THROUGH THE SUPERvISORY CITIZEN TEAM IN TUNISIA



Minister in charge of public functions and administrative development, accredited
by the Prime Minister, to hold the position.

After examination of their dossiers, candidates for the position of citizen-supervi-
sor are tested to evaluate their aptitude and predispositions to fulfil these functions
ably. To this effect, a selection committee has been set up by the Prime Minister that
includes four members chosen from administrative personnel, presided over by the
Prime Minister or his representative. The president of this committee is authorized
to request the help of any specialist whose expertise might be considered useful. (In
actual practice, the previous presidents of this committee called most often for the
help of psychology specialists.)

To ensure the utmost discretion, each candidate is tested privately. The oral and writ-
ten parts of the test are graded from 0 to 20, and the committee members assign ap-
plicants for the citizen-supervisor position according their dossiers and test scores.

The Prime Minister orders the final list of candidates for citizen-supervisors. He or
she appoints each citizen-supervisor for a term of one year, renewable only once.
Once appointed, every citizen-supervisor has an individual educational internship
to facilitate learning the job’s new tasks. The citizen-supervisor working among
other officers active in different central and regional administrations, the public fa-
cilities, or local public communities is considered to be representing the Prime Min-
ister. He or she may keep all remuneration and allowances due him or her. There is
also an allowance for the citizen-supervisor to cover all expenses necessary for the
performance of the job; the amount of this allowance is established by the Prime
Minister at 100 to 150 dinars per month, payable to each citizen-supervisor.

Remuneration of a citizen-supervisor under contract with the Prime Minister is
based on legal provisions and regulations in force.

After appointment, the citizen-supervisor pledges to the Prime Minister or his rep-
resentative the following oath: “I swear before God almighty to accomplish my
mission faithfully and loyally; I commit myself not to reveal the secret of the oper-
ations entrusted to me, be it during or after the performance of the duties, and to be-
have like a loyal and honest citizen”.

Finally, the citizen-supervisor enjoys the benefits and protection of the administra-
tion, which must protect him or her against any threats or harm to which he or she
could be exposed, and to redress any damage that he or she might suffer.

4. Objectives for Citizen-supervisors

The citizen-supervisor works with State services, public establishments, local pub-
lic communities, and any area funded directly or indirectly by the State or local
community. In a memo dated January 26, 1993, the Prime Minister requested that
the ministers of State, ministers, secretaries of State, governors, and presidents of
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public enterprises send to the Directorate of Quality of the Public Service any in-
formation regarding the different public services that “offer directly services to the
citizens.” That memo included a form on which to list the name of the ministry or
establishment, the name or names of the department(s), the address(es), and de-
tailed information of services offered by those departments.

Each department is to be visited at least three times by different citizen-supervisors.

For security reasons, departments involved in national security are excluded from
visitors, namely, the Departments of Defence, National Guard, correction services,
and border customs.

Since 1993, the first year of the citizen-supervisory programme, the number of de-
partments visited has been 852 in 13 governorates. With each year, that number has
grown, and in 1999 6987 departments in all the governorates had been visited. Since
this date (1999), the number of departments visited went up and down several times,
and in 2003 only 5403 services were visited.

The Ministry of the Interior is at the top of the list of departments visited,1 but in
2002, the Ministry of the Technology of Telecommunications and Transportation
had received 4191 visits, whereas the Ministry of the Interior received only 3318
visits. The Ministry of Finances and the Ministry of Public Health shared third
place. Regarding the Ministry of Foreign Affairs, the Ministry of National Defence,
and the Ministry of the Women and Family Affairs, the average number of visits was
fewer than 10 per year.

Considering the spread of the visits ratione loci, the capital city of Tunis is consis-
tently the most visited. The governorates of Zaghouan (northeast), Seliana (north-
west), and Sidi Bouzid (southeast) are almost always at the bottom.

5. Attributes and Activities of the Citizen-supervisor

The 1993 decree creating the role of the citizen-supervisors mentions in the second
article that “the attributions of the citizen-supervisor consist of performing, like any
other citizen, factual tasks in the public services, to verify the quality of service in
the administrative offices, and to observe the performance of the public agents.”

The director of public service quality establishes a visiting plan for every citizen-
supervisor, one week before the end of the month. The plan should entail at least 50
visits per month. The citizen-supervisor agrees to this plan and is supposed to do so
throughout the territory.

To ensure the utmost discretion and efficiency, the citizen-supervisor must observe
certain rules. He or she must act like any other citizen (e.g., going to a hospital for
medical assistance, using the post office during normal hours, going to a Court of-



fice to request a birth certificate). Citizen-supervisors are forbidden to reveal their
appointment or interfere with the normal activity of the service being visited. Dur-
ing and after appointment citizen-supervisors must keep their mission secret, and
they are not to mention it in any personal documents or correspondence.

Because impartiality of the citizen-supervisor’s role is so important, he or she should
discontinue any visit if he or she realizes that the administrative agent is a relative or
if any other factor might cause him or her to fail to do the job objectively. In such
cases, the incident should be reported to the directorate of quality of public service.

The citizen-supervisor must fill out a report card on which are listed all observations,
according to the following parameters:

• Condition of the building offering public service (i.e., maintenance,
cleanliness);

• Working conditions of the public service agents (i.e., state of
equipment, materials);

• Quality of service (i.e., welcoming, waiting, priority numbers); and

• The way the public agents are performing the service (i.e., behaviour,
attitude while performing the requested service).

Once the visit is finished, the citizen-supervisor documents all observations on the
card provided, after leaving the premises of the administration or its proximity, to
guarantee discretion.

Also listed are the designation of the office of the administration, the department or
service visited, the date, the time and the length of the visit, and the nature of the
operation or service that took place.

The card carries the confidential register identification of the citizen-supervisor
agent who performed the visit, but no names or anything that could identify him or
her. Each citizen-supervisor has a confidential register identification assigned to
identify all the documents he or she presents to the director of quality of the public
service. The director has a list of names and identification registers, which is kept
strictly confidential, and is the only person who can establish the identity of the cit-
izen-supervisors.

6. Results and Follow-up of Citizen-supervisors’ Activities

Since 1993, the citizen-supervisors have brought to light the inconveniences and
imperfections found in the services offered by the Tunisian public administration.
The inconveniences included:

• Deterioration of certain buildings where public services are offered,
Insufficient consideration given to the cleanliness of facilities;

• Lack of materials or equipment to allow public employees accomplish their
tasks in a normal environment;

172

CASE STUDIES ON INNOvATION IN PUBLIC ADMINISTRATION



• Lack of seating in some reception areas; and

• Excess demand for services in certain departments.

Regarding the behaviour of public service workers, the following problems were noted:

• Tardiness of the agents in arriving to their place of work;

• Lack of offices or windows (counters);

• Misuse of the administration’s cars; and

• Inappropriately dressed employees.

Besides inconveniences or problems, any improvements that the citizen-supervisor
records after the visit should also be mentioned on the card.

Information gathered by the citizen supervisor and documented on the cards after
the visits is then examined and analysed by the Directorate of the quality of public
service. Whether the comments and observations are positive or negative, the Direc-
torate will circulate memos periodically, to be sent to the appropriate ministries,
which in turn will take all necessary measures to act on them and inform the Prime
Minister.2 The Prime Minister will present the annual report of the citizen-supervi-
sors to the President of the Republic, reflecting the results of the visits performed
during the past year and measures taken by the ministries to correct any deficien-
cies and reinforce the positive aspects.

Measures taken by the ministries as a consequence of the reports by the citizen-su-
pervisors are based on three initiatives with repressive and corrective aspects:

• Initiatives, by way of bestowing of exceptional promotions, decorations,
or other types of encouragement for those agents whose performance
is satisfactory;

• Repressive actions, by means of disciplinary measures regarding those
agents who manifest unsatisfactory professional behaviour or performance.
(In a non-published decree of the Administrative Tribunal issued on May
17, 2002, the administrative judge established that an agent had perpetrated
a disciplinary misdeed, based on the testimony of a citizen-supervisor); and

• Corrective measures, by means of necessary measures to improve
organization of work and to strengthen the human or material means that
are insufficient and therefore lead to unsatisfactory service.
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7. Conclusion

The innovative experience of the citizen-supervisor team within the framework of
Tunisian public administration can set an example for improvements in other coun-
tries’ public sectors. These lessons include the following points:

1. The creation of this team is evidence of the will of the public administration
to improve the quality of public service.

2. The confidential character of the visits is an important advantage, because the
administrative agents must be prepared for these visits at any time, which
encourages the best service at all times.

3. The possibility mentioned by some of the communes (Tunis in the first
place) to create local teams of supervisors shows the deeply rooted ideas of
quality of service and the responsibility of the public administration, even
at a local level.

4. The limited financial reimbursement presents the risk of dissuading
valuable personnel from joining these teams and could discourage those
already appointed.

5. The type of missions that these teams are involved in (i.e., the visit in situ
and the drafting of the report) limits their role to immediate and direct
services (e.g., presentation of documents, care, and so forth). That excludes
these teams from more important and complex administrative operations
(e.g., construction permits, recruitment competitive examinations, transfer
of markets).

6. The reports that these teams submit would be greatly enhanced in value if
they could be part of a general annual report that is published and widely
disseminated. That publication would be useful for citizens who would see in
it a guarantee and a protection, and for diligent administrators, who might
find that the dysfunction is less than they had thought.

174

CASE STUDIES ON INNOvATION IN PUBLIC ADMINISTRATION



Chapter 13

Establishing a Civil Service Agency
in Bosnia and Herzegovina
By Srdja Obradovic

The creation of a civil service agency and the human resources management that
goes with it was a new concept in a country ravaged by war and wrestling with how
to change from a communist government to a more democratic system of adminis-
tration. During the socialist era in Bosnia and Herzegovina, human resource man-
agement – recruitment, career advancement, and the dismissal of civil servants,
especially at higher levels of government – was thoroughly controlled by the Com-
munist Party.

Following the general elections in Bosnia and Herzegovina in fall 2000, the coun-
try embarked on reform. The starting place for reforming and improving the func-
tioning of the state was the creation of a professional, non-political civil service
agency, and the first step toward this innovation in governance was the adoption of
the law for civil service, which set out the legal grounds for selection and manage-
ment, and the clearly defined rights and obligations of civil servants.

1. The Establishment of the Civil Service Agency

The best practice from Bosnia and Herzegovina is a study on the establishment of
the civil service agency, with innovations in human resources management in pub-
lic administration. The civil service agency was set up to keep civil service man-
agement clear of political interference and in line with the administrative culture of
continental Europe.

2. The Main Characteristics of this Innovation

The innovation was introduced as a result of the growing pressure to change the old
civil service administration, which was inefficient and inadequate to the needs and de-
mands of the public. Both citizens of Bosnia and Herzegovina and representatives of
the international community in the late 1990s demanded a radical change in the pub-
lic administration.

At its meeting held in Madrid in December 1998, the Peace Implementation Coun-
cil insisted on the “creation of a professional and apolitical civil service as a vital
component of any effectively functioning state.” Similar but even stronger demands
had been repeated at the meeting of the Peace Implementation Council held in Brus-
sels in the spring of 2000.
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The adoption of the Civil Service Law was even a requirement referred to in the road
map of the EU for Bosnia and Herzegovina. Its adoption became an obligation for
Bosnia and Herzegovina to meet the guidelines of the EU.

Twelve political parties, mostly centre and left-oriented, formed a state-level gov-
ernment known as the Alliance, for a period of two years. Those two years were
marked by what have been the strongest attempts to redefine Bosnia and Herzegov-
ina in a more effective, sustainable, and rational way. The Alliance set the adoption
of the Law on Civil Service in civil service institutions of Bosnia and Herzegovina
as a top priority, but the political forces, opposing and undermining all attempts on
consolidation of the state, were still very strong.

2.1 Background: The Era before Reform in Bosnia and Herzegovina

Introducing the idea of a civil service agency that would apply such fundamental
principles as impartiality, neutrality, and meritocracy was an important step for this
formerly socialist country, which is now seeking to find its place in the process of
European integration.

During the socialist era in Bosnia and Herzegovina, human resource management
in the public sector was never well developed. All policies applying to staffing,
that is, recruiting, promoting, and dismissal of civil servants, was completely con-
trolled and dictated by the Communist Party. It was almost impossible for non-
party members to obtain managerial positions in the civil service. The link
between governmental officials and civil servants was strong, but the link between
those servants and ordinary citizens was weak. Service delivery was poor. Corrup-
tion, bribery, and nepotism grew as the country faced increasing political and eco-
nomic crises.

2.2 The War Made Matters Worse

The war brought not only devastation to human lives but also to the national infra-
structure and the economy. The war was also the beginning of totally unacceptable
behaviour and practices in public sector. The protection of ethnic and religious in-
terests, largely promoted by the nationalist political parties in power as a determin-
ing factor in the struggle for the survival of whole communities, became top priority
during the exercise of any civic, individual rights, and interests.

Corruption and nepotism flourished so quickly that the citizens of Bosnia and
Herzegovina were forced to learn a new lesson practically overnight: “Do not com-
municate with administration officials if you want to protect your rights and inter-
ests, unless you have some powerful personal connections or unless you can pay
for it.” Furthermore, one’s ethnic and religious background could easily turn into
an insurmountable disadvantage, if the person were a member of a “minority
group” in an ethnically divided country.
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The end of the war brought no improvements to public administration. The coun-
try was divided into two entities: the Republic of Srpska and the Federation of
Bosnia and Herzegovina,which is further divided into ten cantons, with exclusive
rights granted to each “constitutive” ethnic group to dominate and govern the terri-
tories under their control.

In the post-war period, the human resource management system in the state-level
institutions of Bosnia and Herzegovina was supposed to be governed by the Law on
Public Administration of the Republic of Bosnia and Herzegovina, passed in 1993.
This law was applied to only those forces in institutions that recognized the repub-
lic during the war. The division based on ethnic background and existing political
conditions led to the creation of an absurd situation, which was an absolute obsta-
cle for functioning of the state.

The reinforcement of common institutions in Bosnia and Herzegovina, by far the
weakest layer of power in the country, has been seen as a necessary condition for any
future attempts to establish the rule of law. The question that remained, however,
was when the public administration reform process would begin and to which extent
it would succeed.

2.3 The Long and Difficult Path to a New Law – A Benchmark in the Process
of Reform

The adoption of the aw that would provide legal ground for selection, management,
and clearly defined rights, obligations, and benefits of the civil servants was the
first step toward change. In 1998, the Peace Implementation Council at its Madrid
meeting insisted on the “creation of a professional and apolitical civil service.”

A working group for the development of a civil service law was established in Oc-
tober 2000. The group was organized and supervised by the Ministry of Civil Af-
fairs and Communications. Both local and international experts were engaged in
the creation of the document, which was envisaged as a legal basis for further re-
forms in public administration, particularly in the area of human resource manage-
ment in the public sector.

After almost eight months and over 250 working hours, the draft of the new law was
completed. The representatives of the state-level Council of Ministers held another
round of consultations with the Office of the High Representative, before the Coun-
cil confirmed the Proposal of the Law, sending it to the regular parliamentary pro-
cedure in September 2001.

In early 2002, both houses of the Parliamentary Assembly of Bosnia and Herzegov-
ina (the House of Representatives and the House of Peoples) adopted the law, but
each added different amendments. This situation, when the two Houses adopt one
legal document in different texts, is not unusual. In such cases, the Parliament forms
joint bodies to harmonize the substance of the laws. The Joint Parliamentary Com-
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mission for Harmonization was established to produce one identical, consolidated
version of the Law.

Obstructions that followed were largely interpreted as another political attempt to
block (or at least postpone) planned reforms. The Joint Commission held four ses-
sions, over a period of three months, failing to reach consensus about disputable
items. After all these fruitless efforts of the Joint Commission to finish the task, the
High Representative for Bosnia and Herzegovina had decided to exercise the pow-
ers vested in him by Annex 10 (Agreement on Civilian Implementation of the Peace
Settlement) of the General Framework Agreement for Peace in Bosnia and Herze-
govina and by the Conclusions of the Peace Implementation Conference held in
Bonn on December 1997. He imposed the law on 23 May 2002.

The law was published in the Official Gazette of Bosnia and Herzegovina, No.
12/02 on 6 June 2002, and entered into force eight days later. The Parliamentary
Assembly of Bosnia and Herzegovina supported this decision by adopting the
law in due form, without making any further amendments.

The law, using the same text as that delivered by the High Representative, was pub-
lished again in the Official Gazette of Bosnia and Herzegovina,No. 19/02 on 25
July 2002.

Since then, the law has been amended four times but never changed in its fundamen-
tal structure, purpose, or substance (even though the last amendments were made by
the Parliamentary Assembly of Bosnia and Herzegovina, wherein the three secre-
taries of this legislative body were pronounced to be non-civil servants. This can be
judged as a step backward, contrary to the previous three amendments, which were
commonly evaluated as improvement of the Act). The adoption of this law an-
nounced the start of a process to establish a professional, merit-based civil service,
the aim of which is to provide unbiased expertise and professional continuity in
state-level institutions.

Several more legal acts, adopted in following years, are important tools and pre-
conditions for finalizing efforts to create clear relations among the institutions of
Bosnia and Herzegovina, in a manner that will meet the best European standards.
Among the acts that fall into this category are the Law on Administration of Bosnia
and Herzegovina (from September 2002), the Law on Ministerial Appointments
and other Appointments in the Institutions of Bosnia and Herzegovina (from No-
vember 2003), the Law on Labour in the Institutions of Bosnia and Herzegovina
(from June 2004), the Rulebook on the Disciplinary Responsibility of Civil Ser-
vants (from July 2003), and the Rulebook on the Procedure for Assessing the Per-
formance and Promotion of Civil Servants in the Institutions of Bosnia and
Herzegovina (from May 2004).

Nevertheless, the civil service law of Bosnia and Herzegovina, with all the innova-
tions in human resource management that it introduced, will be remembered as a
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benchmark in the process of reforming public administration, despite the difficulties
it took to come into being, and the further difficulties it will face as it is implemented.

3. Overview of this Innovative Law

This law was created to regulate the legal status of civil servants in government in-
stitutions in Bosnia and Herzegovina in all aspects such as recruitment and profes-
sional career advancement, positions, rights and responsibilities, conflict of interest,
termination of the civil service office, remuneration and allowances, and discipli-
nary responsibilities. Provisions of the law cover all civil servants in state-level in-
stitutions, more precisely servants of the Presidency, Council of Ministers and
Parliamentary Assembly of Bosnia and Herzegovina, and the Constitutional Court
and the Court of Bosnia and Herzegovina.

3.1 Exemptions

The only civil servants that are exempt from the law are those employed at the
Central Bank of Bosnia and Herzegovina and the Office of the Human Rights
Ombudsmen in Bosnia and Herzegovina. A possibility for partial exemption is
given to staff of diplomatic and consular services and the border service,
whereby the Council of Ministers of Bosnia and Herzegovina may decide, with
prior consent from the agency, not to apply certain provisions of the law.

Elected and appointed functionaries (e.g., Members of the Presidency, Ministers
and Deputy Ministers of the Council of Ministers, Members of the Parliamentary
Assembly, judges of both courts on the state level, the Auditor-General and the
Deputy Auditors-General, Governors and vice-Governors of the Central Bank of
Bosnia and Herzegovina, Members of the Standing Committee on Military Mat-
ters, and the Ombudsman of Bosnia and Herzegovina), and other employees
(mostly support staff with lower-level qualifications), are not subject to this law.
Advisors to the above-mentioned functionaries are defined as non-civil servants;
however, several provisions of the law are dedicated to defining this group of em-
ployees to clarify and determine their status as well. This law also aims to deter-
mine which responsible bodies and institutions are to be given the task of carrying
out the duties of civil service reforms.

3.2 Ethnic Differences Addressed

General principles laid down in the law are legality, transparency, and publicity; ac-
countability, efficiency, and effectiveness; and professional impartiality. A principle
of proportional representation of ethnic groups is introduced through the provision
demanding that the structure of civil servants within the civil service shall generally
reflect the ethnic structure of the population of Bosnia and Herzegovina in accor-
dance with the last census. This requirement is just one of the legal actions taken in
spring 2002, to ensure the equality of the three constituent peoples (i.e., Bosniaks,
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Croats, and Serbs) and the members of the group of others throughout the country,
which was not the case right after the war. Intensive constitutional amendments in
both entities of Bosnia and Herzegovina were conducted to ensure annulment of
ethnic division caused by so-called ethnic cleansing during and after the war.

3.3 Specific Rules on Rights, Duties, and Merit-based Organization

In addition to the general norms of scope, subject, and principles of the act, a sum-
mary of other provisions, such as those regarding civil servants’ positions, their
rights and duties, process of recruitment and evaluation, remuneration and al-
lowances, termination of service, disciplinary responsibilities, with a special empha-
sis on provisions related to civil service management, will contribute to a better
understanding of the quantity and quality of innovations introduced through this
reform initiation.

Civil servants’ positions are divided into two main groups: managerial and non-
managerial civil servants. Managerial civil servants include Senior Executive Man-
agers, Senior Executive Managers with special assignment, and Assistant Ministers.
The group of other civil servants include heads of the internal organizational unit,
Senior Advisors, Senior Officials, and Specialists.

During the development of the law, there were political forces lobbying to preserve
the old order, by which managerial civil servants were political appointees, but the
arguments of reforming forces, supported by representatives from the international
community in Bosnia and Herzegovina, prevailed. The obvious reason for protect-
ing managerial servants by determining their status through the law was to ensure
that "the crown of the administration" is selected in an independent, merit-based
manner and that those servants will fulfil their duties impartially, on the basis of
their knowledge, professional skills, and experience.

Moreover, it was thought that the only way to preserve institutional memory was
to prevent changes on managerial level over and over again after the elections. Fur-
thermore, the law determined that the categories within these positions should be
defined by by-laws, giving a general description of duties and responsibilities for
each position.

3.4 Conflicts of Interest

The law prescribes general duty for all civil servants to perform tasks as assigned
by their job descriptions, to abide by all other duties as provided in this law, and
to protect constitutional and legal order in Bosnia and Herzegovina. In case the
servant receives a suspicious or allegedly illegal order, he or she is required to
draw attention to the issuer. Should the order be repeated, the civil servant is
obliged to ask for a written confirmation identifying the issuer and the precise con-
tent of the order.

180

CASE STUDIES ON INNOvATION IN PUBLIC ADMINISTRATION



Finally, if the order is confirmed, the civil servant shall notify the immediate supe-
rior of the issuer of the order and shall be compelled to perform it unless the order
does constitute a criminal offence (in which case he or she will refuse to perform
it, denouncing the matter to the competent authority).

It is required that a civil servant shall be impartial, refraining from any action of pub-
lic manifesting his or her political or religious belief, or pursuing and accepting any
gain, benefit, and advantage other than those given by the law. A further legal re-
quirement is that all civil servants shall be guided by the public interest during the
performance of their duties, serving and assisting the public interest transparently
and accountably.

A special provision of the civil service law is dedicated to protection of property
rights of refugees and displaced persons. According to this provision, civil servants
are not allowed to occupy real estate property that is owned by a refugee or a dis-
placed person, nor to occupy an apartment claimed by a refugee or a displaced per-
son, a so-calledoccupancy right (based on a system of "social property“ introduced
during the Socialist era).

Civil servants are given the right to receive a salary and other compensations in ac-
cordance with the law and secondary legislation, to use annual leave or other per-
mitted form of absence, and to work until retired (unless otherwise provided by
laws). All civil servants are entitled to be supported in the advancement and profes-
sional development of their careers, to be treated by superiors with respect and dig-
nity and entitled to protection of their physical and moral integrity, to have the right
to join a trade union, and to go on strike. Equal treatment in all aspects of person-
nel management regardless of ethnic or social origin, entity citizenship, residency,
religion, political or other opinion, sex, colour, birth, marital status, age, property,
or disability are also granted to civil servants. They are also exempt from all mili-
tary obligations after their appointment.

4. Separating Politics from Public Service

The law prohibits exercising a function or holding a position that constitutes a con-
flict of interest. Those in civil service are not allowed to pursue any additional re-
munerative activity without prior authorization issued by the head of institution in
which they are employed. A civil servant cannot be a member of a governing or
other board of a political party and cannot follow the instructions of a political party.
Incompatibility is further evidence of a firm intention of reformists to separate civil
servants from the interests and goals of political parties. In additional, provisions on
conflict of interest regulate situations in which a civil servant is a candidate for a
public office that is directly or indirectly elected or the conditions on which a civil
servant can join the enterprise over which he or she has exercised regular supervi-
sion. The disclosure of information on his or her property or the property of close
family members comes under the provisions of conflict of interest as well.
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4.1 Recruitment, Evaluation, and Promotion

The following provisions of a new Law are seen as the grounds for introducing suc-
cessful human resource management in the future. This detailed system was an enor-
mous step forward and an important element of a public administration reform.

There are three ways to fill a vacant position in civil service. First, the vacancy must
be advertised internally, through the Agency for Civil Service. Second, if the posi-
tion cannot be filled internally, the agency should attempt an external transfer of a
redundant civil servant occupying a similar position in a different institution. Third,
the vacant position must be advertised for open public competition. The law pre-
scribes general directives in cases of internal advertisement (for internal and exter-
nal transfers) and external advertisements (for open public competition). The civil
service agency will develop future acts that regulate these processes in details.

Bosnia and Herzegovina citizenship, a university degree, health conditions, and the
prior fulfilment of military obligations fall among general requirements for appoint-
ment to the civil service. People who have been dismissed from civil service as a
consequence of a disciplinary measure within three years before the date of the pub-
lication of the vacancy are not suitable applicants, as well as those who are indicted
for war crimes. The person applying for a position also should have a certificate
that proves absence of pending criminal proceedings.

After the vacancies are advertised, the agency must organize and support the work
of selection committees, consisting of five members (three from the institution con-
cerned and two from a list of experts approved by the agency). The agency is enti-
tled to determine the nature and the content of the open competition, and the Council
of Ministers, on proposal of the agency and by by-law, determines the manner of
taking the examinations and the program for the examinations. After the open pub-
lic competition is finished, the Agency for Civil Service publicizes the results and no-
tifies each applicant in writing about his or her results in accordance with the law.

There is a slight difference in appointment of managerial and non-managerial civil ser-
vants. The former may be appointed by the respective institution, on prior opinion
obtained from the agency, whereas the latter may be appointed by the agency, based
on the prior opinion of the competent institution. This is a kind of compromise made
to the political forces that wanted to keep managerial servants as political appointees.

The general probation period (overall duration of 12 months) has been introduced
for all newly appointed servants. Should the performance appraisal be satisfactory,
the appointing authority confirms the appointment of the civil servant; in the oppo-
site case, the civil servant is dismissed.

The performance appraisals, based on the results achieved and implemented by
their direct hierarchical superior at least every 12 months, can be positive or neg-
ative. Positive appraisal is taken into account for promotion, whereas two consec-
utive negative performance appraisals lead to dismissal. The promotion of a civil
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servant to a higher category within the same position is possible, but promotion to
a higher working position is not. One can, on positive performance evaluation, be
moved from his or her position of a Specialist (salary grade 1, category 1) to po-
sition of Specialist (salary grade 1, category 2 or 3), but one cannot be promoted
to a Senior Official.

An upgrade to a higher position within the service can be undertaken only through
open public competition. Additionally, redundancy occurs exclusively in the case of
reorganization or a reduction in scope of work of an institution. It is the task of the
agency to declare a civil servant redundant, on proposal of competent institution. In
such a situation, the agency first tries to relocate the servant or to offer an early retire-
ment, if the external transfer is not possible. Should this fail, the redundant civil ser-
vant is dismissed and provided with a severance package in accordance with this Law.

4.2 Remuneration, Allowances, and Working Conditions

The salary for civil servants is determined by the position they hold. There are six
positions, ranging from Specialist (the lowest, salary grade 1) to Senior Executive
Manager and Senior Executive Manager with a Special Assignment (the highest,
salary grade 6). The law prescribes the Council of Ministers to determine the coef-
ficient relating to salary grades.

The salary base used for calculation all levels of salary by multiplying with the co-
efficient has not been changed in last seven years; it is 240 convertible marks (€123).
Civil servants are also entitled to a 0.2 per cent raise for each year of work experi-
ence, and up to 30 per cent in the case of a promotion, which depends on their per-
formance evaluation.

Civil servants who temporarily perform the job of another unfilled position can re-
ceive an increment of a special salary bonus to the basic salary amount by up to 50
per cent, depending on the extent to which the volume of work has been increased.
Civil servants are entitled to salary compensation during annual and sick leave, as
well as for other remuneration, such as the costs of transportation, daily food rations,
holiday cash grant, anniversary rewards, and education. Each civil servant is enti-
tled to a compensation for expenses for official trips. General labour provisions reg-
ulate other rights concerning the social security of civil servants.

4.3 Termination of Service

voluntary resignation, retirement, permanent disability, loss of citizenship of
Bosnia and Herzegovina, and redundancy are some of the main reasons for termi-
nation of service. One can also be terminated for an unsatisfactory probation pe-
riod or two consecutive negative performance appraisals, as a result of disciplinary
sanction or by being convicted for a criminal offence on a sentence of prison for
a period of more than six months.
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Non-managerial servants are dismissed by the agency, on prior opinion of the com-
petent institution, whereas managerial staff are dismissed by the appointing author-
ity, on prior opinion of the agency. Generally, dismissed civil servants are not
entitled to gain compensation, except in cases of redundancy or when retired.

4.4 Disciplinary Responsibilities

Some of the most conspicuous loopholes of the Law on Civil Service are related to
disciplinary responsibility of civil servants. First, there is no clear link between acts
of violation of official duties and disciplinary sanctions. (This was one of the biggest
criticisms of the venice Commission in relation to this law.)

Second, it has not been determined which body is going to create a set of by-laws
regarding this problem within state-level institutions. The list of disciplinary acts is
quite exhaustive, ranging from criminal offences against official duty or betrayal of
state, military, and official secrets, to minor infractions like unexcused absence from
work, breach of regulations related to the working discipline, or failure to execute
entrusted tasks and duties in a timely and proper manner.

The law contains general provisions on disciplinary proceedings, all of which start
with the filing of a disciplinary case. These provisions include a description of the
role of the Agency for Civil Service, ombudspersons in the institutions, and the
Civil Service Board. Detailed disciplinary proceedings are elaborated in The Rule-
book on Civil Servants’ Disciplinary Responsibility, which was adopted one year
after the Law entered into force. All disciplinary proceedings are suspended in the
case of initiation of criminal proceedings for the same act. Finally, the law contains
provisions on preventive suspension after the initiation of criminal procedure against
a civil servant.

4.5 Management of Civil Service

Each state-level institution is required to establish a section in charge of the imple-
mentation of the provisions of this law. Those sections are intended to ensure proper
management of their personnel and to coordinate and cooperate with the civil serv-
ice agency, including submission of an annual report and a plan of activities for the
year ahead to the agency.

The civil service law has introduced a position of ombudspersons, assigned to
act as mediators in all issues pertaining to the status of civil servants in accor-
dance with this law. Civil servants within each institution elect one of their own
to be an ombudsperson.

Another innovation of the law represents the establishment of the Civil Service
Board. This board is responsible for reviewing all final decisions, undertakings,
or non-undertakings of an institution and/or of the civil service agency pertaining
to the status of civil servants. The board can act on request of the civil servant af-
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fected by the disputed decision, undertaking, or non-undertaking, respective in-
stitutions, or the civil service agency. This body is authorized to hear the appli-
cant, call witnesses and experts, obtain all relevant information, and undertake
all actions deemed necessary to accomplish the main task – reaching a final de-
cision on the status of civil servants. Such decisions, reasoned on legal grounds
and properly and fully determined facts, can be subject to review only by the court
of Bosnia and Herzegovina.

5. The Biggest Innovation – Establishing the Civil Service Agency

Finally, the most interesting and important innovation in this law concerns the in-
troduction of the civil service agency. The Council of Ministers is authorized to es-
tablish the civil service agency and appoint the head, responsible for managing the
Agency. The head of the agency holds the position of Secretary with Special Assign-
ment for a mandate of five years, with the possibility for reappointment.

6. The Tangible Results

The creation of the agency has fostered a general strengthening of the public admin-
istration and in particular has introduced positive changes in the status and behav-
iour of the civil servants. It has also strengthened human resource management and
offered new opportunities for further successful implementation of administrative
reform as a whole. The agency is involved in all aspects of implementing the Law
that established it. Without it, this law would not have nearly the same structure, pur-
pose, or positive effect.

6.1 Recruiting Staff to Implement the Law

Although one can say that the agency was formally established after the adoption
of the law and appointment of the first head of the agency, it became operational
only after the staff were recruited. The High Representative Bosnia and Herzegov-
ina appointed the first head of the civil service agency on the same day that he im-
posed the law. This two-year appointment became effective from the day when the
Law on Civil Service in the Institutions of Bosnia and Herzegovina came into force.
In his decision, the High Representative noted that he intended for the civil service
state agency to be an independent body capable of recruiting and dismissing civil
servants, deciding disciplinary sentences, training civil servants, and preparing all
necessary legislation, and that head of the agency would be responsible for the es-
tablishment of the civil service agency and the overall implementation of the civil
service law. Before issuing this decision and appointing Jakob Finci as the first head
of the agency, the High Representative had several consultations with the Council
of Ministers of Bosnia and Herzegovina. The Council confirmed this decision two
months after its adoption.
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In the following months, a delegation from the European Commission created a
team that ran the support project for the civil service agency of Bosnia and Herze-
govina for six months. The team consisted of one international and three local ex-
perts with various scopes of advisory and exclusive responsibilities, aimed to give
comprehensive support and assistance to the beneficiary, the head of the agency,
in all aspects of creation and establishment of the agency. Those responsibilities
can be summarized by these activities:

• Creation of legal acts for establishment of the agency, required by
the law;

• Development of the Personnel Central Registry;

• Setting the basis for the recruitment process;

• Development of basic documents and plans for training; and

• Dispute resolution.

6.2 Creation of Legal Acts for Establishment of the Agency

The creation of legal acts necessary for establishment of the agency primarily im-
plies drafting of the agency’s rulebook and the Act on Systematization of Posts in
the Agency. All other aspects of duties and responsibilities of the EU Support Proj-
ect team were also linked to the creation of certain legal documents, but the afore-
mentioned rule book with the attached systematization act were underlined as a
legal basis for establishing the Agency. It therefore might be useful to give a gen-
eral overview of this document: The Civil Service Agency Rulebook.

This rulebook determines internal structure, number of employees, their basic du-
ties and responsibilities, and other issues of organization and management of the
agency. The principles of legality, transparency, efficiency, rationality, and profes-
sional impartiality are proclaimed as the leading issues in delivery of services. The
agency consists of five internal departments:

• The Office of Head of the Agency;

• Information Department;

• Recruitment Department;

• Department of Education; and

• Department of the Rights Protection.

6.3 Rulebook – Part Two

The second part of the rulebook contains provisions on work organization (establish-
ing a clear link on the relation of the Council of Ministers to the head of the agency
to the Senior Staff Board of the Agency to the agency’s departments) and basic respon-
sibilities of head of the agency, its expert advisor, and heads of departments. Further-
more, the basics for planning work within the agency, the role of senior staff board,
and cooperation with personnel units within the institutions are prescribed here.
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Finally, the last part of the rulebook regulates working posts and the working
regime. The annex to this document is the Act on Systematization of the Working
Posts, which determines:

• The title of the working post (e.g., head of the agency);

• The position/rank of the civil servant in accordance with the law
(e.g., senior executive manager with a special assignment);

• Detailed job description; and

• Special requirements for the post.

6.4 Development of Personnel Central Registry

The purpose of this registry is to assemble all relevant data that could be useful to
the institutions of Bosnia and Herzegovina and to the civil service agency, in exam-
ining trends, needs, and attitudes within the state’s agency. The main goal is to en-
sure development and better functioning of the agency, proper human resources
management and its standardization, and respect and improvement of constitutional
and legal principles.

This exercise was critical to any further plans or execution of the policy related to
human resource management in the institutions. The comprehensive, exact, and up-
to-date data on the makeup of civil servants (e.g., by age, sex, or nationality), data
on educational background, trainings, courses and other form of professional im-
provements, or frequency of promotions are essential for the creation of any person-
nel policies. Above all, this data register was considered to be irreplaceable, a tool
enabling the agency to plan, operate, and advise.

The EU team faced significant difficulties while setting up this database: there was
a clear need to fill the Central Registry with as much information as possible; how-
ever, there were recent data protection regulations that had been established in
Bosnia and Herzegovina.

The first step in the formal creation of the Central Registry was to plan the future
design and content of the Registry for examination to the Data Protection Commis-
sion, as required by the Law on Personal Data Protection (adopted in December
2001). The Commission was particularly interested in the purpose of data process-
ing, the type of processed data, and the legal basis for data collection, the range of
data subjects, and data source.

The agency was required to ensure data security, undertaking all technical and or-
ganizational measures and developing the rules of procedure on data protection and
secrecy. One of the major requirements underlined by the commission was related
to appropriate use of so-called special data categories (as per law, data related to
racial origin, nationality, national or ethnic origin, political opinion or party affili-
ation, trade union affiliation, religious or other belief, health, sexual orientation,
and criminal conviction).
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After the commission had examined and positively evaluated the registry, the Coun-
cil of Ministers made a decision on establishment of the Central Personnel Reg-
istry for institutions in Bosnia and Herzegovina. The creation and testing of the
software and the preparations for data collection could begin.

Within its activities on development of the agency’s information management,
and with developing the Central Register, the EU team also worked on setting the
basis for developing the survey capacities of the agency. Following their recruit-
ment, the agency staff received a practical introduction to the issue. The course
was organized by the Prism Research Agency (an affiliate of the Gallup group
and one of the most famous organizations specialized in social surveying and pub-
lic opinion polls).

Finally, the third component of the information management development was fa-
cilitating access to information. This component is composed of three elements:
acting within the line of the Freedom of Access to Information Act, establishment
and maintenance of a civil service agency web page, and printing the quarterly civil
service bulletin. The last two elements are rather simple and self-explanatory, but
free access to information demands a more detailed explanation.

The Freedom of Access to Information Act, adopted in November 2000, stipulates
a range of obligations for all public authorities (i.e., state-level institutions, includ-
ing the agency). One of the most important obligations stipulated by this act is the
adoption of certain by-laws, such as guides and index registers, which must explain
the access-to-information request procedure to each applicant, to make access to
information easier.

The act also requires all public authorities to submit regular statistical and annual
reports to the Parliamentary Assembly of Bosnia and Herzegovina. Statistics should
also be submitted to the Bosnia and Herzegovina ombudsmen’s office. In addition,
the act obliges each public authority to appoint an information officer, who should
process requests in accordance with legal requirements and to take all necessary
steps to assist any citizen or legal entity seeking to exercise his or her rights under
this act.

6.5 Setting Standards for Staffing: Department of Recruitment

During the two years since they have entered their positions, civil servants in this
Department were required to prepare a set of legal documents and offer them for
adoption to the Council of Ministers or to the head of the agency.

First, the team had to prepare drafts for a set of regulations and policies and to de-
velop basic evaluation techniques to support the recruitment process. The most im-
portant of these documents are the decision on procedure and program for the public
examination for the agency staff, the decision on conducting open public competi-
tion for civil servants, the decision on contents of the public examinations, the de-
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cision on establishment of the selection committees, and the rule book of the selec-
tion committees. According to the law, these by-laws are to be adopted the Coun-
cil of Ministers, on proposal of the head of the agency.

During the development of the drafts of basic documents and acts required for the
first recruitment process on new regulations, the EU support team provided all com-
munication, administrative, and technical support to the head of the agency and
members of different committees during the process of selection of civil servants for
the agency. The final round of interviews was finished in December 2002, and the
decision on who would be the first servants in the agency was reached in early Jan-
uary 2003. A similar practice was followed during the process of appointment of
three members for the Civil Service Board.

Of course, the organization of the open public examinations remains a major task
of this department. For example, the recruitment department published 54 vacan-
cies for the open public competition during 2004, followed by appointment of
212 non-managerial and 47 managerial civil servants. Over 1.600 candidates ap-
plied for these positions (432 of them passed the general examination). In addi-
tion, 13 decisions on internal and 20 on external transfer were issued, as well as
23 decisions on dismissal of civil servants. The department was facing 16 appeals
regarding the public competition process, completed before the Civil Service
Board by the final decision in favour of the Agency. It is generally thought that
the recruitment department, consisting of only two civil servants and one em-
ployee, is facing most of the challenges successfully, handling basic functions
and obligations.

6.6 Development of Basic Documents and Plans for Training

Developing a general training strategy and organizing induction training for newly
appointed staff and remedial courses for existing civil servants (whose positions
might be endangered during the reviewing process) were the primary tasks of the
EU support unit related to the activities on education of civil servants.

A concept paper on training needs assessment was created to serve as a general
guideline for future activities of employees of the agency’s Department of Educa-
tion and for servants in human resource management units of public service insti-
tutions and their managerial staff.

Induction training was organized and held in the last weeks of the EU Support Proj-
ect, after the successful completion of the recruitment process for the civil service
agency staff. Being trained eight hours a day, in a productive atmosphere with ex-
tremely proactive participation, the recently employed civil servants could learn
more about the efforts related to the reform of public administration in the country,
the Law on Civil Service, and the role of the agency as a pioneer in the area of
human resource management and change.
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6.7 Remedial courses

The existing civil servants in state-level institutions had never had a chance to pass
the public examination, because it had not been held since the Dayton Peace Agree-
ment had been signed. The EU Support unit has designed the curriculum and the de-
livery planning for these courses (inaccurately named remedial), aiming to train
and educate existing civil servants on passing the general part of examination and
obtaining the required certificate. The team prepared a draft decision on the Civil
Service Training Program for the Public Examination, identifying the recipients
and a timed plan for actual implementation.

6.8 Dispute Resolution

This part of the EU Support Project was created to elaborate on an important area
in state-level institutions – resolution of all disputes within the civil service. It was
designed to assist and set the foundation for Department of the Rights Protection
within agency, but it was also meant to be an exercise to support reform in other in-
stitutions. The main goal here was the establishment of a Civil Service Board
(including the preparation of the Board Rules of Procedures), management of the
disciplinary proceedings (including drafting the Rulebook on the Disciplinary Re-
sponsibilities of Civil Servants and the establishment of disciplinary commissions),
and the introduction of special representatives in each institution(ombudspersons).

6.9 Civil Service Board

The first step of the EU Support team was to prepare and support the open public
competition for three members of the board, as required by the law. The team pre-
pared the text of the decision to establish the Independent Selection Committee for
the board members. This decision was adopted by the Council of Ministers on 15
October 2002.

After that point, the vacancy for the posts on the board was announced, and the EU
team directed its activities at technical assistance to the Independent Selection Com-
mittee. Because the EU Project was to finish its mandate by the end of January
2003, the Independent Selection Committee, supported both by the head of the
Agency and the EU team, finished its task before the end of January 2003.

The Council of Ministers appointed the members of the newly selected board on the
session from 20 February 2003 (this decision was published in the Official Gazette,
No. 6/03 17 March 2003). Board were appointed for four years. Owing to trivial
technicalities, the board was not operable before June/July 2003.

7. Department of Education

Almost 100 different seminars, courses, roundtable, and training sessions, which
drew over 1, 000 participants, were organized or mediated by this Department since
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its establishment. According to the findings of those sessions, the most desirable and
needed areas in education among civil servant are the following: building perform-
ance capacity of civil servants in public administration, human resource manage-
ment in state-level institutions, and training for public examinations for those civil
servants already in service when the law was adopted and who had no prior oppor-
tunity to pass the required examinations.

Additional analyses show that activities such as harmonization of legislation, cre-
ation and maintenance of projects, education on EU standards of public administra-
tion, foreign languages, and development of computer skills are priorities.

This department has developed strong partnerships with domestic and international
organizations, using all opportunities for involvement in programs and
opportunities for further education of civil servants. The most recent examples of
such proactive partnership are developing programs for civil servants contributed to
or sponsored by local universities, several embassies in Bosnia and Herzegovina,
and the European Commission. The commission set aside €1 million for a range of
educational activities within public administration in Bosnia and Herzegovina, in-
cluding professional development for civil servants in the education department and
post-graduate studies for employees in public administration at all levels in Bosnia
and Herzegovina. At present, 29 different seminars, courses, workshops, and schol-
arships are open to civil servants in Bosnia and Herzegovina.

8. Rules of Procedures of the Civil Service Board

The rules of procedure were created to regulate the basic elements of organization,
work, and the decision-making process of the board, based on principles
of legality, human rights protection, independence, professional impartiality, effi-
ciency, and transparency. Sarajevo is the head office for the board. This body con-
sists of three members appointed by the Council of Ministers on the proposal of the
Independent Selection Committee, for a period of four years, with a possibility of re-
election. The board has a president and a secretary. The post of president rotates
among members of the board every four months, whereas the Council of Ministers
nominates one of the existing civil servants as the secretary, whose priority is to ad-
minister professional and technical assistance to its members.

9. The Rulebook on the Disciplinary Responsibility of Civil Servants

This rulebook is a combination of the best legal traditions and achievements in the
areas of administrative and criminal postulates and procedures. The general sub-
jects of this act are disciplinary responsibility, sanctions, and procedures, and the ex-
ecution of disciplinary measures. The main failure of the law has been corrected in
this rulebook by determining exactly which disciplinary sanctions can be imposed
on different breaches of discipline.
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Generally, the Act determines basic principles, such as presumption of innocence,
in dubio pro reo, ne bis in idem, publicity of the disciplinary procedure, urgency, ra-
tionality of disciplinary procedure, and the right to defence and appeal.

10. Department of Rights Protection

Drafting a range of by-laws required by the law is a significant task of the rights
department. Among those legal documents prepared by the Department of Rights
Protection, the most significant are two acts adopted in spring 2004: Decision on
Categories within Civil Service Posts in the Institutions of Bosnia and Herzegov-
ina, and the Rulebook on the Procedure for Assessing the Performance and Pro-
motion of Civil Servants in the Institutions Bosnia and Herzegovina.

The former document, adopted by the Council of Ministers as yet another require-
ment of the law, introduced three categories within one post in the civil service.
More detailed bases for promotion, depending on working experience and positive
evaluation appraisals, are set forth in this document. The latter document, signed by
head of the agency, further clarifies a sensitive area, personal evaluations and pro-
motions within civil service. Performance appraisal reports, submitted annually,
must underline the degree of quality, efficiency, and competence of performed duty
and professional development of the civil servant, as well as devotedness and dili-
gence during performance.

Fortunately, the activities relating to the disciplinary proceedings were not as de-
manding as predicted. Since it was established, the agency has conducted only five
disciplinary processes. The agency has shown it is capable of carrying out its respon-
sibilities in disciplinary matters, and it led those processes in line with the law.

10.1 Ombudspersons

Launching the election of the staff ombudsperson in each institution and determining
his or her role more specifically was a part of the EU Projects’ terms of references.
Plans for an electoral system and the practical organization of elections, as well as ini-
tial guidelines for servants with specific focus on alternative conflict resolution tech-
niques were prepared, but the EU Support unit never completed this part of the project.

There were several reasons for the project’s not being completed: lack of interest of
the user institutions, delay in finalizing the recruitment process of the staff, and not
enough time (the project was organized only for the period of six months) to under-
take and implement too many activities planned.

11. Information Department (Information Technology Unit)

This department was renamed the Information Technology Unit. It consists of only
one long-term employee and one additional supporter engaged through the special
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service agreement, even though three employees were originally planned. Unfortu-
nately, the number of IT experts in Bosnia and Herzegovina is quite limited, and
salaries in civil service are not as attractive as in the private sector. This might be
one of the reasons why the Central Registry of institutions in Bosnia and Herzegov-
ina is still incomplete (data on civil servants from almost 60 per cent of institutions
are still missing). This is one of the most obvious shortcomings of the agency’s per-
formance. The agency’s website is regularly updated and is a significant assistance
to all activities of the agency, however. In 2004, over 130,000 visitors to the web-
site were registered. All interested people can receive periodic newsletters by e-
mail (over 3,000 requests submitted so far). The unit also developed a help-desk
service as a simple and fast information resource. All users can ask questions relat-
ing to administrative procedures within the agency. Online answers to those ques-
tions are permanently publicized on the agency’s website.

12. Summary of Results

The Agency is implementing most of its activities and providing most of its serv-
ices professionally and appropriately. There is good cooperation with similar agen-
cies in the two Entities of Bosnia and Herzegovina, as well as with many local and
international organizations. Its role of a main coordinator in a sphere of human re-
source management within state-level institutions is indisputable. The findings of
an expert revision team, initiated in 2004 by the Office of High Representative for
Bosnia and Herzegovina and financially supported by the United States Agency for
International Development (USAID) are absolutely in line with this conclusion.
The experts evaluated the work of the agency as very good and significant, setting
forth several proposals that should help to improve of the agency’s work and imple-
mentation of the law.

13. Challenges Encountered Along the Way

The introducing of the Law on Civil Service in the institutions of Bosnia and Herze-
govina, with all its innovations in human resources management that it introduced,
will remain as a benchmark in the process of reforming public administration, de-
spite the difficulties in its implementation. Here are some of those challenges.

There was a general resistance to the changes in public administration, and partic-
ularly in the area of human resources, from employees of state-level institutions. The
main reason was simply that the process of review of all positions had begun, and
the old political system was being changed.

Both the Communist system and nationalist parties have left their mark on public
administration. Instead of a clear separation of politics and administration, the two
were integrally connected. As a result, the creation of a de-politicized and profes-
sional civil service involves not just a structural change but also a change in the
overall concept of public administration.

193

ESTABLISHING A CIvIL SERvICE AGENCY IN BOSNIA AND HERZEGOvINA



The organizational structure is still too complicated and oversized. Bosnia and
Herzegovina probably has the most complicated organizational structure in the
world, relative to its size, population, and economic power. Four layers of govern-
ment state: two entities, ten cantons in one of the entities, and almost 140 munic-
ipalities and four cities), and 150 Ministers. These unnecessary layers of
government are far too expensive for an underdeveloped and impoverished post-
war country to administer. Over one half of the budget is used to maintain this
oversized administration.

Corruption remains a big problem. Since the war has ended, one half of the leader-
ship of the nationalist parties is being subjected to different criminal proceeding,
from accusations for war crimes to indictments for a range of “ordinary” criminal
acts of abuse of the office and illegal profits. Lately, quite a number of high-rank-
ing civil servants face accusations and initiations of criminal procedures against
them. Employees of most public administrative bodies remain underpaid, and so
they search for additional, illegal means to supplement their income, even though
this behaviour is unacceptable.

Staff still need training and commitment to change. It was difficult to find staff with
the necessary knowledge and professional capacities to fill the positions – or with
a commitment to change. General apathy still prevails among many civil servants.
The fact that civil servants in many institutions never elected their ombudspersons
and never replied to the relevant administrative act issued by the agency demon-
strates a high level of disinterest in changing the public administration.

The public administration continues to be overly politicized. The civil servants in
this country have been taught for decades to “go and seek for an opinion” from cen-
tral bodies of political parties (hence the joke: “I will tell you my opinion as soon
as I get it from the Central Committee”). The practice of control of social trends has
not been changed with introduction of parliamentary, multiparty system. Civil ser-
vants still need more space and independence in developing and managing their
human and professional potentials.

There is resistance to making the administrative structure sufficiently transparent,
accountable, and efficient. The citizen is still often required to make the process
easy for the civil servant, rather than the other way around. For example, the com-
plex and lengthy registration process discourages entrepreneurship and business es-
tablishment. The administration also still tends to hide information about its
activities from the public.

14. This Innovation Is Not an Isolated Reform

During the last few decades, public administration had faced constant demands for
radical changes. They included not only the need for its modernization but also for
a comprehensive decentralization of governmental management. The reforms that
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were implemented in the last two decades changed the role of public administration
and the behaviour of the civil servants significantly.

Reforms will continue to trigger further changes in the years ahead. The establish-
ment of the civil service agency is an important first step for development of human
resource management in these institutions, as well as for further implementation of
administrative reform.

15. The Future: Continued Dedication to Reform Is Critical

To enforce and implement a law that makes dramatic changes in administration, it
is critical to continue to adapt it to changing needs to ensure that the community is
being served impartially, fairly, and properly. By-laws must be adopted; procedures
must be changed. Further education and training of civil servants will also be nec-
essary to meet citizens’ needs for service.

The rule of law must be agreed on by all. All three branches of the power in Bosnia
and Herzegovina (i.e., legislative, executive, and judicial) are experiencing radical
changes, aimed at final establishment of the rule of law principle. Numerous re-
ports indicate that not everyone is complying with this principle.

Getting citizens, non-government organizations (NGOs), and the media committed
to the idea of reform will be key. They are not likely to change their attitude without
extensive pressure coming from civil society and the media, through unbiased and
investigative reporting. There are also very few politically engaged NGOs to spread
increasing awareness among citizens and demand actions to overcome a complex
and serious political and economical situation in the country. Unionism, for exam-
ple, is absolutely underdeveloped (there is no union for civil servants on state level).

Further development of the Agency is necessary. Training of staff, team building,
and development of leadership are all critical. Communication and cooperation
must be expanded within each organization and must extend to communicating
with other institutions. The initiation of regular staff meetings and the organization
of basic flow of information could be a solid foundation for further building of
communication skills and practices for further development of external communi-
cation and cooperation.

16. Could This Innovation Be Replicated in Other Countries?

If this innovation could be launched in an impoverished, war-torn country such as
Bosnia and Herzegovina, there is great hope that it could be adopted by others as
well. The first step to achieve such radical changes in human resources manage-
ment and public administration by establishing a real civil service agency – for
Bosnia and Herzegovina and for other countries – should be the adoption of the
Law on Civil Service as the legal ground for any further steps.

195

ESTABLISHING A CIvIL SERvICE AGENCY IN BOSNIA AND HERZEGOvINA



The law should establish clear guidelines for the selection, management, and clearly
defined rights, obligations, and benefits of civil servants. The law should also set up
procedures to keep political interference out of the administration of a professional,
merit-based civil service. That is the first step toward achieving this innovation and
modernizing the administrative culture, bringing it into alignment with that of con-
tinental Europe.
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Chapter 14

Achieving Equal Representation of Ethnic
Minorities in Public Administration in
The Former Yugoslav Republic of Macedonia
By Zhidas Daskalovski

The Macedonian best practice innovation involved the implementation of the part
of the Framework Agreement (called the Ohrid Agreement) that refers to equitable
representation of all citizens in the public sector. This process has led to a change
in organizational culture and in public service delivery procedures. It has in-
creased empowerment of community groups and the equitable representation of
all citizens of all ethnicities in the Macedonian public administration – one of the
biggest challenges the country has faced since the escalating political security
crisis in 2001.

The aim of this part of the initiative is to increase the opportunities for citizens to
express their needs, to participate more in public decision-making, and to include
all ethnic groups equitably in the more stable democratic administration of the pub-
lic sector.

1. Background

In a country experiencing serious internal conflicts, such as The former Yugoslav
Republic of Macedonia (FYROM), it is very difficult to govern on a daily basis, let
alone implement massive revolutionary changes in the public sector. Consolidation
of a democratic regime in multi-ethnic countries is more difficult than in more ho-
mogeneous ones.

According to the 1994 population census, FYROM has 1,945,932 inhabitants: 67
per cent Macedonians, 23 per cent Albanians, 4 per cent Turks, and 2 per cent each
Roma, Serbs, and others. Most Macedonians are Macedonian-speaking and Ortho-
dox, as are the Macedonian vlachs and Serbs. Most ethnic Albanians, Roma, and
Turks are Muslims.

Although Macedonians populate the whole country, ethnic Albanians are predom-
inantly concentrated in the Northwestern corner of FYROM, along the border with
Albania. Macedonian Albanians also reside in the capital city of Skopje and the
towns of the Northern former Yugoslav Republic of Macedonia along the border
with Kosovo. Except for Skopje, Macedonian Serbs also populate the region around
the town of Kumanovo. The other ethnic groups are dispersed throughout FYROM.

197



Given the diverse character of its population and especially the relatively sub-
stantial size of the largest national minority, the democratic consolidation in
FYROM has been a difficult task. During the 1990s, Macedonian political elites
clashed with their ethnic Albanian counterparts over the basic idea behind the
concept of the state. They disagreed about many elements in the constitution: the
census taking, the laws on education, local self-government, public display of
national minority symbols, and the ethnic make-up of the police, army, and pub-
lic administration.

The main problems in achieving democratic consolidation arose because of dis-
agreements over the boundaries of the state, its character, and questions about who
has a right to citizenship. It is difficult is to consolidate a regime if a significant
group of its citizens is actively disobedient. On different occasions, Macedonian
Albanians have not accepted claims on its obedience as legitimate.

Despite considerable political crafting of democratic institutions and norms be-
tween 1991 and 2001, Macedonian politicians avoided negotiations, pacts, territo-
rial realignments, or agreements with their ethnic Albanian colleagues.

1.1 The Former Yugoslav Republic of Macedonia Declared Independence in 1991

FYROM declared independence, on November 21st, 1991, thus disassociating itself
from Yugoslavia. According to the new former Yugoslav Republic of Macedonia
constitution, safeguarding the principles of human rights and freedoms was the
“basis on which the social organization of the Macedonian society must be built.”
To serve the interests of the ethnic minorities and appease interethnic conflicts, the
constitution provided for the establishment of a Council for Interethnic Relations
within the legislature.

The new constitution also avoided the vacuum in the area of legal continuity through
successfully resolving the issues of the relationships of the new legal order vis à vis
both the previous federal legal framework and the international laws and conven-
tions. The constitution received positive comments by several legal experts, includ-
ing the 1991 EC Arbitration Commission, responsible for reviewing the applications
to EC by The former Yugoslav republics for independence, chaired by the French
constitutional expert Robert Badinter.

The foundation of the new state was not fully supported by the Macedonian Alba-
nians, however. For example, the referendum turnout was 72 per cent, and it is most
likely that ethnic Albanians did not take part voluntarily but were persuaded by par-
tisan leaders. Ethnic Albanian politicians in FYROM did not approve the new con-
stitution and in the early years of transition adopted an obstructionist tactic.

The special parliamentary session was boycotted by the Party for Democratic Pros-
perity-National Democratic Party (PDP-NDP), to protest the preamble of the consti-
tution, which formally declared FYROM to be the national state of the Macedonian

198

CASE STUDIES ON INNOvATION IN PUBLIC ADMINISTRATION



people, providing for the full equality of citizens and permanent coexistence of the
Macedonian people with Albanians, Turks, Roma, and other nationalities.

Under the former socialist constitution, the preamble defined FYROM to be a na-
tion of the Macedonia people and the Albanian and Turkish minorities. Macedon-
ian Albanians thought that they had been demoted because they were not explicitly
mentioned with the Macedonian population.

Moreover, Article 19 of the constitution, referring to religious rights and liberties,
referred to only the Macedonian Orthodox Church by name, denoting the other re-
ligions present in the country as “religious communities and groups,” thereby ag-
gravating the sense of injustice on the part of the Muslim Albanians in FYROM
even more. The 1991 constitution was to become a major bone of contention be-
tween the representatives of the Macedonian Albanians and the state institutions.

Successive events showed that Macedonian Albanians adopted radical stance against
the legitimacy of the new country. In 1992, ethnic Albanians boycotted the regular
Macedonian census. More important, in early January 1992, a clandestine referen-
dum was held in the western Macedonian counties, where Albanians constituted a
majority. In the referendum, 90 per cent voted for independence, although no im-
mediate actions were taken on the vote.

In Struga in April of 1992, Albanian leaders proclaimed the Albanian Autonomous
Republic of Ilirida, although again no concrete steps were taken. Meanwhile the
PDP-NDP walked out of parliamentary voting sessions on international recogni-
tion and the national anthem, while also vigorously lobbying against Macedonian
international recognition by the United Nations and the European Union (EU) until
greater ethnic rights were given to the Albanian community.

1.2 Ethnic Tensions Escalated

Under such circumstances, one could easily predict the reaction of the ethnic Alban-
ian public. Further political mobilization of MacedonianAlbanians followed. On March
31st, 1992, approximately 40,000 ethnic Albanian demonstrated in Skopje, demand-
ing that FYROM should remain unrecognized by the international community until
the state granted Macedonian Albanians the right to autonomy in regions and villages
where ethnic Albanians make up the majority.

Things became more serious in June of 1992. In Radolishte, an ethnic Albanian vil-
lage on the Ohrid Lake near the Albanian border, the FYROM police uncovered a
cache of illegal weapons, explosives, ammunition, and paramilitary uniforms. Fears
grew that radical Macedonian Albanians could organize a militia and spark an inter-
ethnic conflict.

A few months later, on November 6th, 1992, the first serious incident occurred in
Skopje. The FYROM police had to use force to disperse ethnic Albanian protestors
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after an arrest of a young cigarette smuggler. A false rumour spread that the boy had
been severely beaten by the police, and a huge Macedonian Albanian crowd gath-
ered, demanding his release. Clashes with the police turned extremely violent, and
gunfire was exchanged; the riots resulted in the deaths of four people, 36 injuries,
and the destruction of over 50 shops and several police vehicles. Following the dis-
turbances, the Ministry of the Interior Affairs seized 2,000 leaflets signed by the
Ilirida AlbanianYouth Movement calling on Macedonian Albanians to wage war for
the right to self-determination.

In December 1992, the FYROM Parliament passed a new citizenship law, which
set off a furious outcry from the ethnic Albanian politicians. The law required 15
years’ residency for naturalization to FYROM citizenship. Because thousands
of ethnic Albanians had migrated to FYROM from the Serbian province of
Kosovo in the 1980s and early 1990s, Macedonian Albanian politicians argued
for a five-year residency requirement. They asserted that the 15-year residency
clause disproportionately affected ethnic Albanians, who had travelled freely be-
tween FYROM and Kosovo when Yugoslavia was one state: Albanians have been
moving freely around this area for centuries. You can’t use the term emigration.
This law aims at ethnic cleansing, because suddenly there are a large number of
people who are stateless.

The Macedonian Albanian politicians did nothing one way or the other, even in the
face of threats from the Albanian community in FYROM to engage in civil disobe-
dience. Moreover, after April 8th, 1993, when FYROM was admitted to the United
Nations (with a proviso that it was to be referred to as FYROM within the auspices
of the United Nations, and that it has to strive for a solution to the “name dispute”
with Greece), the FYROM Parliament met to vote on the issue. PDP-NDP boy-
cotted the session, however, arguing that FYROM should not receive international
recognition until the country’s record, with respect to its ethnic Albanian minority,
“improves significantly.”

Even worse, some of the members of the PDP-NDP were implicated in one of the
most prominent scandals of 1993, when in November the Ministry of the Internal
Affairs once again seized illegal weaponry stored in Skopje and Tetovo, as well as
a list of 20,000 potential supporters. The Deputy Defence Minister Hisen Haskaj and
Deputy Health Minister Imer Imeri, both from the PDP, were arrested for the alleged
involvement in aiding the development of an organization called the All Albanian
Army (AAA).

The PDP claimed that the incident was a frame-up designed to legitimize further
constraints on the ethnic Albanian minority. In January of 1994, however, the po-
lice made additional arrests. Mithad Emini, the former General Secretary of the
PDP, and nine other persons were charged with involvement in the AAA plot to
smuggle weapons into FYROM to develop an ethnic Albanian militia.
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During 1993, a struggle had developed for the control of the PDP as a young gen-
eration of politicians favouring a radical agenda rose to eminence with the sup-
port of the president of Albania and leader of the Democratic Party, Sali Berisha.
PDP radicals, led by Arben xhaferi and Menduh Thaci, complained strongly that
the party, as part of the ruling coalition, made too many compromises that under-
mined ethnic Albanian interests and initially argued for a separate Albanian state
in FYROM.

At a national congress held by the PDP on February 12th, 1994, the party officially
splintered into two factions. The moderates still supporting active participation in
the political system. The radical faction founded a new party, the PDP-A (Party of
Democratic Prosperity of Albanians) and immediately asked that the Albanian lan-
guage become an official language in FYROM and that the country be divided (can-
tonized) along ethnic lines.

Immediately after the foundation of the party, the rhetoric of the PDP-A became
even more militant. The leader of the PDP-A, Arben xhaferi, made the follow-
ing remarks to The Observer on February 27th, 1994: If Macedonians go on re-
fusing Albanian demands, there will be bloodshed here…. Only Albanians hold
the key to stability in the country-we have a strong position and have many un-
used cards. This radical wing among the Macedonian Albanian political elite
even claimed the right to autonomy or secession, with the ultimate goal of unity
with Kosovo.

During the same year, FYROM held an extraordinary census. Because the regular
census in 1991 had been boycotted by ethnic Albanians and the numbers disputed,
the international community decided to help FYROM to organize a new census in
July 1994, thereby alleviating some of the interethnic tension.

Just one month before the census, a Macedonian youth was fatally stabbed by an
ethnic Albanian in a street fight in the town of Tetovo. The atmosphere surround-
ing the census was tense, and its results were again disputed by Macedonian Al-
banian politicians, since the percentage of this population remained at the same 22
per cent. Credible international observers dismissed objections by ethnic Albani-
ans parties, however.

1.3 Further Controversies Arose

Another serious political problem emerged in December of 1994, when a private Al-
banian language university was established in Tetovo by the municipal councils of
Tetovo, Gostivar, and Debar. Denying the legality of the project at first, the FYROM
government quickly moved to close the university down. Indeed, on February 17th,
1995, a man was killed in a clash between about 1,500 ethnic Albanians and the
FYROM police outside the illegal Albanian language University in Tetovo. All
Macedonian Albanian MPs supported the initiative to establish this university, and
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on at least one occasion they walked out of a parliamentary session, demanding
governmental approval of an Albanian language university in Tetovo. In February
1995 they also demanded the right to use the Albanian language in Parliament.

Tetovo University reopened in November 1995 and has been functioning ever since
without official recognition, funded by the ethnic Albanian community in the coun-
try and abroad. Throughout 1996, Macedonian Albanian political leaders claimed
grievances concerning the question of higher education in Albanian, as well as sev-
eral other issues such as the citizenship law and representation in public institution.

Local elections in 1997 brought to office several ethnic Albanian mayors belong-
ing to the PDP-A, which advocated a more hard-line stance toward the FYROM
government. Thereafter, various political analysts warned that troubles are immi-
nent, and it did not take much for the interethnic problems to surface on the front
pages of newspapers.

In the summer of 1997, a serious confrontation occurred between the mayor of Gos-
tivar, Rufi Osmani, a member of the PDP-A, and the central authorities. After put-
ting up the Albanian and the Turkish flags in front of the town hall, Osmani and the
mayor of Tetovo, Alajdin Demiri, defied a May ruling of the constitutional court that
other countries’ flags (including Albanian and Turkish) could not be flown in pub-
lic. Gostivar is a multiethnic town, where Macedonians, Macedonian Albanians,
and Turks live intertwined.

Macedonian Albanian politicians have been referring to the flag issue as a human
rights violation, raising the rhetorical temperature above the record previously set
by the Tetovo university confrontation. Mayor Rufi Osmani called on Gostivar’s
Albanians to “protect their flag with their blood.”

On July 7th, in an effort to defuse tensions, the Parliament passed a law allowing
the flags of Macedonian national minorities to be flown outside town halls on
state holidays, but the mayors in both towns rejected the law. After the government
in Skopje sent in special forces to take down the flags flying outside Gostivar’s
town hall, the police were surrounded by an angry crowd of ethnic Albanians.
The police efforts to defuse the situation resulted in more violence. Three protes-
tors were killed, and 312 people were arrested, including the town’s newly elected
radical mayor, Rufi Osmani. Gostivar was effectively under undeclared martial
law for a week following this incident, and repeated OSCE requests for permis-
sion to enter Gostivar on July 9 were refused by the police.

Macedonian Albanians demonstrated against the perceived discrimination of the
state authorities and the imprisonment of Osmani on several occasions in 1997 and
1998. Apart from the three explosions that shook Prilep, Kumanovo, and Skopje on
July 22nd, causing material damage and later claimed to be the work of the Kosovo
Liberation Army (KLA) fighting for the “Albanian cause” in FYROM, there were
no instances of significant ethnic-related violence in the country in 1998.
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This was the year (1998) when the third parliamentary elections took place in Oc-
tober and early November, after which an unlikely governmental coalition between
the Internal Macedonian Revolutionary Organization Democratic Party for Mace-
donian National Unity (vMRO-DPMNE), the new Democratic Alternative Party
and the Democratic Party of Albanians (DPA), successor to the PDP-A, was formed.
The new government enacted an amnesty law, which pardoned among others, the
mayors of Gostivar and Tetovo, who had been sentenced to rather harsh prison terms
after the 1997 riots.

Interethnic relations in FYROM, however, suffered dramatically during the war in
Kosovo and the NATO bombing ofYugoslavia. Coalition partners disagreed on how
to deal with the increasing influx of Kosovo Albanian refugees. The FYROM gov-
ernmental experts believed that it could cope with no more than 20,000 Kosovo
refugees, but by early May, a total of 250,000 refugees had arrived in FYROM.
Many were accommodated by local Albanian families, while the rest were placed
in quickly built camps.

There was disagreement over how to handle this new crisis. The Macedonian par-
ties of the coalition asked for international assistance to transfer the displaced per-
sons to other countries, but the DPA demanded that Kosovo Albanians should
remain in the region. The views of the coalition partners on the question of the fu-
ture of Kosovo also dramatically differed. Although xhaferi and Albanians in gen-
eral wished for independence, IMRO-DPMNE and most Macedonians thought that
this would be a dangerous precedent for Balkan constellations.

Meanwhile, many young Macedonian Albanians joined the ranks of KLA, fighting
the Serbian forces, while villages on the FYROM border with Kosovo became their
logistical bases. Whereas the FYROM press was highly alarmed by the militariza-
tion of ethnic Albanians in the country, the government, and especially the biggest
coalition party, IMRO-DPMNE, decided to turn a blind eye, hoping that Macedon-
ian Albanians would restrain their actions.

Although the DPA decided to wield its influence so that FYROM was not destabi-
lized despite the obvious militarization of ethnic Albanians, it did not cease to de-
mand significant political changes of the FYROM political order. In an indicative
statement made to Agence France Press on 29th of May, Adelina Marku, the spokes-
woman of the DPA, stressed that Macedonian Albanians were not satisfied with
their status of national minority: We want Macedonia to proclaim itself a multi-eth-
nic country made up on an equal basis of a Macedonian and an Albanian nation. The
victory of NATO and the quick return of Kosovo refugees in the summer of 1999
proved helpful in abating the tensions in FYROM.

Tensions remained high throughout 2000, especially as the new government failed
to move quickly enough on the pressing issues concerning Macedonian Albanians.
DPA and IMRO- DPMNE worked closely to solve the demands of Macedonian Al-
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banians, like the question of higher education and the citizenship law. For many in
the Macedonian Albanian community, however, the intended governmental reforms
were too slow and too meagre, especially considering how quickly they saw their
brethren in Kosovo achieve their goals through military struggle of KLA and the
NATO intervention.

It did not take much for the political conflict over the status of Macedonian Alba-
nians to become very violent. FYROM entered into a full-blown civil war in the
spring and the summer of 2001. Led by Ali Ahmeti, the previously unknown Na-
tional Liberation Army or NLA (the Macedonian acronym is ONA; the Albanian
acronym is UCK), a motley group of former Kosovo Liberation Army (also UCK
in Albanian) fighters from both Kosovo and FYROM; Albanian insurgents from the
Southeastern Serbian regions of Preshevo, Bujanovac, and Medvedja crossing the
border into FYROM; young Albanian radicals and nationalists from FYROM, and
foreign mercenaries organized a seven-month armed insurrection against the
FYROM government (February-August 2001).

In the first stages of the conflict, the organization’s aims were unclear. Using guer-
rilla warfare and also such brutal methods as ethnic cleansing and other terrorist
acts against ordinary civilians, Ali Ahmeti’s group soon became a powerful factor
in the FYROM politics, capable of prolonged combat and further exacerbating the
ethnic divisions in the country.

Finally, with the aid of international mediation, Ahmeti agreed to pacification of
the NLA under the conditions that constitutional reforms were to be made in
FYROM that would clarify the position of the Macedonian Albanians in the so-
ciety. Indeed, the constitutional reforms envisioned in the Ohrid Agreement effec-
tively granted special rights for this group in the country.

2. A More Democratic Consolidation of the Republic

The main goal of the Ohrid Agreement has been to accommodate the grievances of
the Albanian community, while preserving the unitary character of the state, thus ad-
dressing the concerns of the Macedonian majority who fear a “federalization” of the
country and its eventual disintegration.

The accord envisioned a series of political and constitutional reforms designed to
address ethnic Albanian demands for equal standing. Consequently, the amend-
ments to the 1991 constitution based on this agreement clearly outlined the rights
of national minorities, especially ethnic Albanians.

The major provisions include amending the preamble to the Constitution, institut-
ing double-majority voting in parliament, increasing the representation of ethnic
Albanians in the police force, and stipulating the use of the Albanian language in
official proceedings.
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Other provisions from the Ohrid Agreement stipulate fulfilment of many of the de-
mands raised by the Macedonian Albanians throughout the 1990s and introduced
some features of power sharing, such as a system of double majorities requiring con-
sent from minorities represented in parliament to key decisions of the Sobranie (Par-
liament), a substantial degree of municipal decentralization, equitable representation
in the public administration of the non-majority communities, and confidence-build-
ing measures to overcome the immediate consequences of the 2001 conflict.

3. Tangible Results of the Ohrid Agreement

Some of the changes that have been promoted through the Ohrid Agreement in-
clude the following: increased empowerment of community groups; opportunities
for citizens to express their needs and become involved in public decision-making;
social inclusion of vulnerable populations (e.g., based on gender, cultural diversity,
age, or disabilities); more client-centred service delivery; increase in the public’s
ability to observe and scrutinize public processes and decision-making; and im-
proved citizen access to public records (e.g., by increasing the use of lay language
or the languages of ethnic and cultural minorities).

As mentioned previously, the preamble to the constitution had long been a con-
tentious point for ethnic Albanians, who charged that it singled out the “Macedon-
ian people” as a privileged constituency. The Ohrid Agreement called for the
elimination of any reference to specific ethnic groups. Instead, it proposed language
that speaks only of “citizens of Macedonia.”

In addition, the principle of ethnic neutrality is adopted in other sections of the
constitution, eliminating any mention of “nationalities” or “peoples.” For in-
stance, in Article 48, which guarantees the right to the freedom of expression of
identity, the phrase “members of nationalities” was replaced by the phrase “mem-
bers of communities.”

The agreement and the constitutional amendments also granted that languages spo-
ken by more than 20 per cent of the population could have official status. The offi-
cial language throughout FYROM and in the international relations of the country
is the Macedonian language; however, Albanian, which is spoken by at least 20 per
cent of the population, could also be used for personal documents, civil and crimi-
nal proceedings, institutions of local self-government, and in communication be-
tween citizens and central government (Article 7 of the constitution). The FYROM
authorities are in the process of drafting the laws and the policy measures aimed at
implementing these provisions.

Furthermore, a system of double-majority voting was designed to protect minority
interests in parliament. Ethnic Albanians hold only 25 of 120 seats in parliament and
could thus be easily overwhelmed under a simple majority rule. Therefore, the
Ohrid Agreement provided for a mechanism by which key areas of legislation and
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laws affecting an ethnic minority population must be passed by a majority of mem-
bers of that ethnicity, in addition to an overall majority. Constitutional amendments
were changed to require a two-thirds double majority.

The agreement also provided for the creation of a new institution, the Parliamentary
Committee on Political System and Inter-Community Relations, on September 18,
2003, charged primarily with resolving any disputes arising from double-majority
voting, in addition to having other prerogatives. It is the successor to the already ex-
isting, although rarely convened, Council for Inter-Ethnic Relations.

To correct for the fact that ethnic Albanians are not represented in the police force
in proportion to their population, the Ohrid Agreement called for the training of
500 new ethnic Albanian officers by July 2002. The agreement set forth the goal of
having the police force reflect the general composition and distribution of the pop-
ulation of the country by 2004.

An international program carried out by the U.S. Ministry of Justice and subsequently
by the OSCE trained over 1,000 new policemen from minority communities, sub-
stantially increasing the share of Albanians and other communities’ share in the po-
lice forces. Considering the low starting point(approximately 2.5 per cent of Albanians
in the Ministry of the Interior in 2001), an increase by mid-2003 to 10.5 per cent could
be considered a substantial success. The agreement also outlined a system for local
accountability in the selection of the police chief officers in the local municipalities.

The agreement also provided for the organization of a new census, carried out in 2002
and subject to international supervision. The aim of this new census was to end dis-
putes over the actual size of the Albanian population residing in FYROM, to facili-
tate the introduction of proportional representation in significant areas of public life.

Achieving equitable and just representation in public administration employees at
both the national and local level as the highest priority brought a key reform in the
public sector.

The government now demonstrates full respect for the principle of non-discrimina-
tion and equal treatment under the law for all citizens. To do so, it has established
the following bodies entrusted with coordination and monitoring of the improve-
ment of equitable representation of members of underrepresented non-majority
communities in the public administration and public enterprises:

• Committee of Ministers (including the Deputy Prime Minister): in charge
of monitoring and coordination of the activities to improve of equitable
representation of members of non-majority communities in the public
administration and public enterprises; and

• Coordination Body for the Preparation of an Operational Program for
Improvement of Equitable Representation of Members of Non-majority
Communities in Public Administration and Public Enterprises: The Director
of the Civil Servants Agency chairs the coordination body, while its
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members are the Deputy Director of the Civil Servants Agency, the Deputy
Secretary General of the government of the Republic of Macedonia, and
state counsellors from 11 ministries.

The Ministry of the Interior has accelerated the process of employment of members
belonging to non-majority communities in the Republic of Macedonia, principally
through public announcements for the admission of trainee police officers and for
the admission of persons with the status of civil servants belonging to communities,
as well as through the employment of persons for operational positions within the
departments of the Ministry of the Interior.

In February 2003, the government adopted a basis for preparation of a Program
for Improvement of Equitable Representation of Communities in the Public Ad-
ministration and in Public Enterprises. In April 2003, additional measures were
adopted to improve equitable representation of communities in the public ad-
ministration and public enterprises, in particular strengthening translation ca-
pacities, opening of bilingual jobs, analysis of vacant jobs within the
administration, and preparatory training programs in the public administration
and communication activities.

Within the PACE program (a part of the EU-funded [CARDS] program) training has
been organized for 600 candidates belonging to the non-majority communities for
posts in the state administrative bodies. The first group of candidates was employed
in December 2004 and January 2005, and the second group will be fully employed
by February 2005.

The training of 100 translators/interpreters from non-majority communities will
begin on 1 March 2005. On completion of the training program, implemented within
the framework of a 2004 CARDS project, the chosen candidates will be employed
in state administrative bodies and courts and will be obliged to work in those bod-
ies for at least two years following the completion of the training program. (For
more information.1

4. Challenges Encountered

For there to be justice in an ethnically heterogeneous state such as FYROM, the
state must be a polity that is shared by all citizens of the country. National minori-
ties often ask for state assistance for those things that the majority takes for granted.
In a liberal polity, all persons should be treated equally. Moreover, a plural state is
more legitimate if all its citizens – not only those of the majority – consider the ter-
ritory of the state their own homeland, accept the legal system and institutions of that
state, and respect the insignia of the state as their own symbols. These are goods to
be jointly shared with all citizens.
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The general economic difficulties of the country made innovation a significant chal-
lenge. Reducing the number of employees in public administration and cutting ex-
penses while increasing the minorities in the public sector was a difficult task.
Efforts to accomplish equitable representation turned out to be one of the most
costly aspects of the Ohrid reforms.2

Much still needs to be done to make the country’s official symbols, holidays, cul-
tural icons (e.g., what is taught in school), and historical remembrances blend so that
something is taken from the traditions of all the ethnic groups within the country.
Everyone must be able to see the state is not their exclusive possession but is held
jointly with the other ethnic groups forming it.

More effort must be made to address past ethnic discrimination. Special measures
and political mechanisms for achieving just minority representation should be em-
ployed to ameliorate past disadvantages. (In international law, the concept of affir-
mative action is generally referred to as special measures.) The important question
for achieving social justice is how long to administer affirmative action without ad-
justing it to changeable circumstances.

Systematically disadvantaged minorities that have been discriminated against and
have fewer resources and opportunities than the majority population (e.g., African-
Americans in the United States) need special state assistance in overcoming this
predicament and successfully integrating themselves into the society. These meas-
ures are just even if they allow for preferential treatment of citizens.

Policies offering preferential admission to educational institutions and jobs to
African-Americans in the United States, Roma in Eastern Europe, or Albanians in
FYROM does no injustice to white males…. since the former have achieved their
superior qualifications through the underserved advantages of past discrimination.”

5. This Innovation Sparked Other Innovations

Since 2001 the recruitment of Albanians has extended beyond the direct require-
ments stipulated in the Framework Agreement. For example, the army was excluded
from any equitable representation requirements but has begun to include Albanians
to a greater degree than prior to the conflict.

By 2004, the share of Macedonian Albanians among the officers of the army
reached 5 per cent (68 persons), 18 per cent non-commissioned officers (390), and
10 per cent (796) total army personnel. These figures are expected to rise in 2005,
with the share of Macedonian Albanians among the officers of the army being 6
per cent (90), the share of the non-commissioned officers being 20per cent (355),
and the share of the total army personnel 11.5per cent (875), with the government’s
stated aim to establish a truly proportional representation reflecting the ethnic com-
position of the country by 2007.
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6. Could This Innovation Be Replicated in Other Countries?

The FYROM best practice could be implemented in other countries that have ex-
perienced ethnic strife, and it could create a positive environment for reforms in
other areas as well. As the public learns to integrate and accept non-majority eth-
nic communities into public life, the process raises awareness concerning the prob-
lems of other marginalized but non-ethnic minorities, such as persons with
disabilities or the gay and lesbian communities.

The FYROM example shows that the problem of democratic consolidation in a
multi-ethnic society is especially serious if the minority groups have not achieved
equality in the public sector and have been marginalized from the civil administra-
tion. Such marginalization, which can lead to ethnic tensions and conflict, can be
tackled by a thorough program of measures to integrate these “problematic” com-
munity members speedily into the mainstream, particularly the public administra-
tion. Successful implementation of special measures for marginalized minorities
will help keep FYROM from experiencing inter-ethnic conflict again in the future.

This innovation is not an isolated reform effort; it is one of the most important steps
to creating a positive environment for further implementation of other reforms in the
public sector. This reform could be especially useful as a model for other countries
that have experienced ethnic conflicts because of the status of one or more minor-
ity populations, such as the Balkan states and the former Yugoslavia. Other coun-
tries can certainly learn from this innovation.
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Chapter 15

The Government Excellence Awards in Dubai
By Ragaa Makharita

Dubai presents a textbook case for what it takes to make innovation in public ad-
ministration succeed. It is a thriving, vibrant, dynamic, growing city-state that en-
courages new ideas and welcomes experimentation and bold ventures. Above all, it
is a nation that upholds respect for human dignity and indigenous knowledge, and
one that is committed to sustainable human development.

1. Why Dubai?

Although Dubai is not part of the Euro-Mediterranean region, its innovation is sin-
gled out as exemplary for two reasons. It is an excellent example of successful in-
novation, but even more important, it is a model for success that can be replicated
in other countries.

Some might argue that Dubai is a small city-state, with a young community and a
small administration, so that change is not difficult. That is not always the case,
however; how many small communities in the world can you think of who have
done as well as Dubai? There are many lessons to be learned from looking at the
specific reasons why this small community was able to make innovation in public
administration work.

Dubai extends along the Arabian Gulf coast of the United Arab Emirates (UAE) for
approximately 75 km, covering an area of only 3,885 square km and occupying
only about 5 per cent of the total area of the UAE. The population is a mixture of
Arabs, Persians, Indians, Pakistanis, Southeast Asians, and a small number of Eu-
ropeans and other nationalities. Dubai is 95 per cent Muslim, and its official lan-
guage is Arabic; however, many languages are spoken, especially English, Urdu,
Hindi, Malay, and Tagalog.

The cosmopolitan atmosphere and air of tolerance and cooperation in this small
emirate has attracted many people to come to work and live. In 1930, the popula-
tion was about 20,000 people; today it is over 1 million.

Dubai, like all of the seven emirates that constitute the UAE Federation, is ruled by
the Emir (Sheikh) who is completely sovereign in his domain. Unlike other states
in the Gulf region, Dubai dies not depend on resources from petroleum. With an
economy growing at an average of 12 per cent since the mid-1990s, Dubai depends
on foreign and domestic investments and trade.
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Situated strategically between Africa and the Middle East, and between the Far East
and Europe, Dubai has become the gateway to over 1.8 billion consumers located
in countries surrounding the Red Sea and the Gulf, with the consequence that it has
become a key link in the global transport and distribution system. Despite a rela-
tively small population, Dubai’s total imports in 2004 exceeded $20 billion; non-oil
imports expanded by 200 per cent between 1994 and 2004, Dubai being the major
re-export centre in the Arab region.

2. The Path of Change

This continued growth and systematic expansion of Dubai could not have hap-
pened without the support of a public administration that is efficient and effective,
people centred, and service oriented. This kind of support did not just happen. Like
any developing environment, Dubai’s public administration was struggling to cope
with the fast-changing environment. A high percentage of foreign workers em-
ployed in the public service had brought with them diverse backgrounds, skills,
and attitudes. Ownership was weak, and organizational loyalty was tied to income
and job stability. The concept of innovation was alien, and staff behaved in slow
and reactive mode, responding to demand for service as the cumbersome rules and
procedures permitted.

A highly educated and demanding community, and foreign investors attracted to
Dubai for its political stability, ample opportunities, absence of taxation, and a strate-
gic geographic location, put pressure on administrative institutions. The administra-
tion was too slow to respond. An opaque decision-making system and organizational
culture of “rule” rather than “service” made the system slow to respond.

The visionary leadership of His Highness Sheikh Mohamed Bin Rashid Al-Mak-
toum, Crown Prince of Dubai and Federal Minister of Defence, provided the impe-
tus to change. His vision, of making Dubai an international business hub and a place
where people liked to invest and live, was communicated to all stakeholders. The
local business community responded with enthusiastic support. They invested and
took risks, venturing into areas with which they had little familiarity. Strong part-
nerships with major foreign firms, opening employment opportunities for national
graduates, and an open-ended but regulated business environment, enhanced
Dubai’s prosperity.

The Crown Prince of Dubai also took the time and effort to communicate his vision
to the civil servants and managers of public institutions. They, too, responded posi-
tively. Young nationals were given positions of high responsibility, and experienced
foreign workers became advisers. All line management and top leadership positions
were given to nationals committed to working toward the realization of the vision of
innovation. Generous education and training budgets were allocated. Rules and pro-
cedures were overhauled, and process simplification became a household term.
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A paradigm shift took place. The administration conceived its new role as “servant”
of the public instead of the absolute “rule maker.” Rule making had to be inspired
by the needs of the clients of public services. Facilitation, transparency, easy ac-
cess to public services, and customer satisfaction became the constituents of a new
administrative creed. Leading administrators were given ample authority to pro-
pose and make changes. The stakeholder concept took root in the decision-making
process: consultation with internal and external stakeholders led to a participatory
democracy in public administration.

Clearly, such change did not happen overnight, nor was it implemented in every
department equally. Top administrators differed in their ability to communicate the
new leadership vision to their departmental staff; some were more energetic and
forward looking than others. This led to a remarkable difference in the quality of
services and output of various departments. Although the process of change was
accepted and the need for it was measurable, the institutional capacity needed a big
boost. The leader, who monitored the pace of change, was determined to use differ-
ent tools to provide the needed boost.

3. Government Excellence Award Programme Inspires Change
and Excellence

The solution was to set up a competitive system to inspire change from within.
In 1997, the Sheikh Mohamed Bin Rashid Government Excellence Award pro-
gramme was announced. Conceived as an impetus to quicken the pace of change,
the award was hoped to drive all administrations towards innovations that would
bring increased efficiency and effectiveness. This competitive tool aimed to re-
ward those whose performance excelled. Media coverage of the awards’ win-
ners spread the word to the public that the government valued civil servants who
could implement innovations in government, making change a high priority for
the nation.

The award was conceived by a small team of energetic and highly devoted people
in the Department for Economic Development. A unit for Total Quality Manage-
ment (TQM) was established, and the pioneering work immediately took root. The
objectives of the Award were articulated and widely publicized:

• Develop the public sector to raise the performance standards through the
provision of a moral (and financial) reward system to encourage
competitiveness and constructive cooperation;

• Reinforce the administrative development activities in public institutions,
increase staff productivity, improve the quality of services rendered to the
public, and ensure financial efficiency;

• Instil the concepts and practices of innovation and excellence and enhance
professionalism in all public institutions;
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• Establish a guiding reference and benchmarks to measure the progress in
effecting change and evaluate the performance of public agencies;

• Strengthen the role of the public sector in guiding and promoting the
comprehensive development plans of Dubai and creating an environment
conducive to achieving excellence in all fields;

• Ensure that the public sector performs its functions in the service of the
people according to established criteria and benchmarks that serve as
a reference for measuring progress and comparing achievements in
different departments;

• Recognize and reward those departments that excel in the performance
of their duties and in the achievement of the objectives of their projects
and programs; and

• Recognizing and rewarding public service employees who excel in the
performance of their tasks, and motivate them for further innovative
thinking and creativity.

4. Implementation of the Award Process

The first stage of an implementation plan was to convince departmental leaders of
the value and benefits of the exercise. Federal departments operating in Dubai were
included in the process. Several meetings took place, both at the individual depart-
mental level and among the leaders, to explain the concept, contents, and categories
of the Award, the methods of preparing departmental reports, and the criteria for
evaluation. Participation was mandatory for all departments, although not neces-
sarily for all categories.

Training programmes for the departmental teams selected to prepare the per-
formance reports were organized; the meaning and connotations of the termi-
nology used in the different categories and evaluation criteria were fully
explained. When the departmental teams completed their training, they then or-
ganized internal training programmes to share with their colleagues what they
had learned and prepare the reports to be submitted at the end of the calendar
year. The media helped to disseminate the concepts and generate excitement
about the awards.

Departments organized teams both at departmental and divisional levels and de-
signed an internal competitive system, first to prepare the departmental report and
to choose the winning team, experiment, or individual worker to submit their can-
didacies to the Award Evaluation Team. After the first year of experimentation, some
departments established TQM units reporting directly to the department heads.
These units grew rapidly into divisions. A new culture of innovation and inventive
behaviour spread across all departments. Individual employees and working teams
became imbued with a sense of renewal, creative thinking was unleashed, and a
new dynamic energy changed the ways of doing business.
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The model chosen for the Award was a modified Malcolm Baldrige (United States)
model to suit the conditions of the Dubai government departments. The categories
were divided into two major clusters: 1) general administrative excellence and 2)
employee performance excellence.

Note that female employees were given an extra chance to win, because women are
allowed to apply for any category in addition to their special category (Excellent Fe-
male Employee). Submission of candidates for the award was not limited to na-
tional employees; foreign workers were given equal chances for competing.
Officials operating in the streets, police officers, emergency staff, engineering and
maintenance/repair workers also were given the chance to excel in their own spe-
cial category.

4.1 Preparation of Reports to be Submitted for the Award

Departments were forbidden to use external experts to prepare their reports; this
applied to all categories. Specific areas for evaluation were defined for all cate-
gories, and for each area several criteria for evaluation were established. Departmen-
tal staff selected to prepare the reports of the different categories received in-depth
training given by the Award Management Team. The category of Departments, for
example, included nine areas:

Box 15.1 Categories of the Government Excellence Award in Dubai

General administrative excellence:

• Excellent Department (evaluation of total performance);

• Excellent Division
(evaluation of individual divisions selected by their departments);

• Excellent Team;

• Excellent Administrative Experiment; and

• Excellent Technical/Technological Project.

Employee performance excellence:

• Excellent Government Employee;

• Excellent Administrative Employee;

• Excellent Financial Management Employee;

• Excellent Employee in Engineering or Technical field;

• Excellent Specialist
(e.g., doctors, nurses, laboratory technicians, researchers);

• Excellent Employee in Field Work;

• Excellent Female Employee; and

• Excellent Recently Appointed Employee.
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1. Leadership;

2. Policies and Strategies;

3. Human Resources Management;

4. Resources Management;

5. Operations Management;

6. Customer Satisfaction;

7. Employee Satisfaction;

8. Community Satisfaction; and

9. Institutional Outputs and Performance.

For each of these areas, there are action-related criteria that departments must ad-
dress in their submissions. For example, under the area of leadership, the following
evaluation criteria were established:

• Role of the leaders in implementing the vision and mission of
the department;

• Personal participation of the leaders in developing and improving work
procedures and methods;

• Dealing with internal and external stakeholders;

• Instilling the culture of excellence in the department’s human resources;

• Creating an environment that encourages innovation; and

• Adopting a policy of continuous constructive change.

The same applies to each area and to each category. Reports for all categories are
received by the Award Management Team by the end of December each year. The
report for the Departmental category was subsequently made a biannual output, and
all the other categories remained on an annual basis.

The category for Excellent Administrative Experiment is another example. The
areas of evaluation included:

• The idea of and justification for the experiment;

• Organizing for implementation;

• Extent of innovation in the experiment; and

• Results and benefits of the experiment.

4.2 The Evaluation Process

An international team (six to eight members) was selected from the Arab region, in
addition to a select group of national experts from the private sector in Dubai. (The
author had the privilege of leading the Evaluation Team in 1999, 2000, and 2002.)
In the selection of the Evaluation Team, it was necessary to obtain assurances that
the selected expert had never worked with any public institution in Dubai. This ap-
plied to both international and local evaluators.
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Prior to starting the evaluation exercise, the Evaluation Team Leader and the Award
Management Team held training sessions for two to three days with the objective
of team building and reaching a consensus on the terms, unifying the methods of no-
tation, and agreeing on the method for the evaluation process. This exercise proved
useful in channelling the process and in avoiding a conflict of opinions.

The Evaluation Team read each report in great detail. Each report was read by two
experts and marked separately and confidentially. After the analysis of all reports
submitted for the 14 categories, the international team visited all departments in per-
son. The purpose was to vet the information of the reports on site. The two readers
of the same report then prepared their respective report, according to the agreed-on
format, and submitted it to the Evaluation Team Leader who would, in turn, exam-
ine each report and compare it with the results of the evaluators. In case of major dis-
crepancies, the Team Leader would meet with the two readers to reach a consensus.
Sometimes, when consensus was difficult to reach, a third reader examined the re-
port; the Team Leader would then take the average marks of the three readers.

The evaluation reports of the two readers for the Departmental category included the
department’s achievements and pointed out area(s) needing improvement. Specific
recommendations were made to help departments improve their performance for
the subsequent evaluation period. In the subsequent department evaluation, the rec-
ommendations for the department became benchmarks in their own right. The two
readers would compare what the departments had done for the implementation of
those recommendations, and a table was included in the report to indicate the de-
gree of progress. In almost all cases, departments took the recommendations seri-
ously and implemented most of them.

For the individual employee categories, a short list was prepared indicating the three
front-runners. Extensive personal interviews were conducted, and the report pre-
pared by the individual and submitted by his or her department (after winning the
internal competition within the department) was the subject of interview questions.
Interviews were conducted by the international team only to avoid conflict of inter-
est. Each person was interviewed by two experts, and the Evaluation Team Leader
often joined them. Each expert submitted his or her evaluation separately to the
Team Leader. The average of all marks was included in the final evaluation report.

The Evaluation Team worked independently, had its own secretariat, and no exter-
nal contacts were permitted. The report submitted by the Team Leader included the
main volume that summarized the evaluation process, gave the results and the jus-
tification for each winner in each category, and showed the detailed calculation of
marks for all departments, divisions, teams, and persons in each category.

Sometimes special awards were recommended for persons who did not win but
showed extensive ability, excellent output, and had great potential for the future.
The main volume included comments and suggestions for the subsequent evalua-
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tion exercise. There was also a detailed report for each department, including all the
departmental submissions for all categories, and, as indicated above, recommenda-
tions for improvements.

In a highly publicized and televised award ceremony, winners in the categories of
the first cluster received a Cup of Excellence and an Appreciation Certificate for Ex-
cellent Achievement. Winning departments were subsequently given generous budg-
ets for continuous improvements. Winners in the categories of the second cluster
were given substantial monetary reward and, in most cases, a promotion. (The pres-
ent UAE Minister of Trade and Industry was one of the Award recipients when she
was a departmental employee.)

5. The Award Becomes an Institutional Programme

Soon after the second evaluation exercise, the award became a programme for
excellence. It became an independent entity without significantly increasing the
number of staff involved. Each department became committed to change, and the
heads of the TQM units/divisions became the Dubai team for program support.
The criteria were subjected to intensive review by that team, and progress was
made every year.

In 2002, the concept of the Mystery Client was introduced to the evaluation
process. Persons were selected by the Award Programme to act as clients of dif-
ferent departments and were asked to grade the department’s performance. The
marks that the Mystery Client gave were considered part of the department’s
final evaluation.

In 2003, the concepts of employee satisfaction and departmental social responsibil-
ity for the community were introduced to add another dimension to the evaluation.
Employee satisfaction is necessary for continued improvements and increased loy-
alty; it also sheds light on the kind of leadership and managerial environment in the
department. Community satisfaction became an important element of the evaluation.
Corporate social responsibility counts, and departments must show the quality of
services they provide to the community to help achieve the vision of Dubai as a
place where people want to invest and live.

In 2003, another category also was added: Excellence in Departmental E-govern-
ment Achievements. The aim was to encourage and further the application of E-
government systems and reach the goal of a paperless administration. Many services
are now provided online, and kiosks are available in shopping malls to obtain cer-
tain government services.

In 2004, the model was changed, and an adaptation of the European Business Ex-
cellence model was applied. This model enhances innovation, learning, and trans-
parency. Its major components are first the enablers, who are represented by
leadership, people, policy and strategy, partnership, and results, all functioning
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through clear processes. The other component is results, for people (staff), cus-
tomers, and key results on institutional performance.

Also in 2004, the site visits were extended to two days in each department, for an
extensive vetting of the information submitted through meetings held at different
levels of the departments. At present, the Dubai Government Excellence Programme
is part of the Executive Office (macro-strategies, new projects, and overall develop-
ment policies).

6. Extending the Programme Concept to Arab Countries

In October 2001, the Sheikh Mohamed Bin Rashid Al-Maktoum Award for Excel-
lence in Arab Administration was launched to help Arab countries benefit from cre-
ative thinking and innovative solutions in public institutions. Several Arab countries
welcome the award and participate actively in the process.

Competition for the award was open to both public and private sectors. Three
categories were included:

• Excellent institution (e.g., ministry, department, agency, university
centre, company);

• Excellent experiment (e.g., administrative experiment, project,
innovative applications in public or private administration with
the objective of enhancing economic development, community
development, improving living conditions for persons and
communities); and

• Excellent employee (any rank, for services to benefit the country and the
community and achievements of excellence in performing and delivering
those services).

The evaluation criteria for each category are similar in nature and scope as those of
the Dubai Government Excellence Program. The award for the first category is
$50,000, $25,000 for the second, and $15,000 for the third. Several countries have
benefited, including Egypt (twice), Palestine, and Morocco.

7. Impact of the Dubai Government Excellence Programme

The Award Programme has stimulated many innovative changes in Dubai’s gov-
ernment – new thinking prevails, and the process of transformation continues. Gone
are the days of merely ad-hoc reactive programming. Strategic plans are prepared
by each department, and budgetary resources are allocated on the basis of the proj-
ects and activities indicated in those plans. Decisions are no longer made only at the
top; participatory management is the new rule. Walls separating divisions and units
have disappeared and been replaced by a collegial system of cooperation in a ma-
trix organization. The sense of public service is demonstrated in the assistance that
departments provide to facilitate access to quality public services. Transparency has
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strongly increased, and the constant monitoring of performance has enhanced pub-
lic officials’ integrity and accountability.

Rules became something to help change instead of inhibit it. The advent of an E-
government system forced a re-engineering of all the processes that simplified
access to public services. Transparency in procurement, availability of informa-
tion, and involvement of stakeholders in strategic planning are evident. Periodic
surveys and opinion polls are now conducted to assess customer satisfaction.
All government departments will soon be working under the Dubai E-govern-
ment umbrella and providing essential services through innovative online chan-
nels on its portal: http://dubai.ae. The Dubai E-government programme has set
itself a major objective: to make Dubai a model society driven by technology
and innovation, which brings about a transformation in the functioning of the
public sector.

To support this programme, several training and educational organizations have
been established: the Institute for Human Resources Development, the Leadership
Development Program, and the Dubai School of Government, the latter in col-
laboration with the Kennedy School of Government at Harvard University. The
objective is to institutionalize the transformation process and develop a world-
class public service. Future leaders are being prepared to assume positions of re-
sponsibility in different expansion projects, and the transformation continues to
gain strong momentum.

Seven years after its launch, the programme commissioned the services of a team
from Cranfield School of Management, United Kingdom, in 2004, to measure the
impact of the excellence models on administration and on the users of public serv-
ices. The team interviewed department leaders, administered questionnaires to de-
partment staff, including focus groups of department employees, and other
questionnaires to department customers, in addition to literature search of second-
ary information on department performance.

The study results showed that the Dubai Government Excellence Programme is
credited by employees as being the key driving power behind the positive change
and the progress achieved in the public service. (“Measuring the Impact of Busi-
ness Excellence Models: the Dubai Government Case Study,” by Yasar Jamal and
Nabil Al Yousuf, was presented at the seminar on Performance Measurement and
Management: Public and Private, Edinburgh, UK, 28-30 July 2004). Significant
change management on the part of leaders was reported, and the strategic and
planning functions credited for stability and forward-looking approaches were
reported as key products of the program. Innovation was encouraged, and the
overall perception of employees was very positive, over 70 per cent citing posi-
tive change. The impact of E-government application, human resources policies,
care for customer satisfaction, efficient utilization of resources, and the impact on
the community were all very positive.
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8. Lessons Learned

In looking at Dubai’s example, it is possible to see several factors that made the in-
novations in public administration possible and successful:

• A visionary leader who believes in the ability of public servants to
achieve excellence and who is accepted and appreciated by the people
and public employees;

• Communication and publicity as key instruments to convey the message
and obtain positive response;

• Willingness to listen to all who want to contribute without regard to rank
or position;

• Setting targets and establishing the conducive environment in which these
targets can be reached;

• Monitoring mechanisms to measure change against established
benchmarks, based on a common vision; and

• A reward system that establishes accountability, enhances creative thinking,
and unleashes innovative abilities that otherwise could not be expressed.

9. Could This Innovation be Replicated by Other Countries?

The answer is yes. The Emirate of Abu Dhabi (UAE), Qatar, Jordan, and Egypt
have made preparations for launching a similar competitive award programme, al-
beit with changes to meet the conditions in each country. If there is a visionary
leader who champions the cause of change, and if the leader is willing to take the
risk, build alliances, and use proper tools of communication and publicity to estab-
lish an environment conducive to change in a competitive world, and furthermore,
if that leader is dedicated to monitoring and rewarding achievements, then positive
change can take place and build its own momentum in other countries, just as it did
in Dubai.
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Part Three

Lessons Learned and
Key Policy Recommendations
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Chapter 16

What Makes Innovation Happen: Lessons
Learned from the Mediterranean Region
By Adriana Alberti and Laïla Fala

The Mediterranean region is characterized by both diversity and homogeneity.
The wide range of political, economic, and social systems that exist in this region
is counterbalanced by its close cultural and historical ties. The geographical prox-
imity of these countries adds to the strong interdependency among the people of
the Mediterranean area so much that what happens in one country has conse-
quences in the region as a whole. This also applies to governance and public ad-
ministration, and in particular to the growing movement toward innovation that
characterizes the Arab region and Western Balkans. Despite the persisting diffi-
culties in some governance areas, several innovations in public administration
are taking place in this part of the world. Improving the performance of the pub-
lic sector, in particular the delivery of public services, is emerging as a top pri-
ority in the agenda of several countries of the Middle East, North Africa, and
Western Balkans.

The objective of this chapter is to provide useful recommendations to decision-
makers and practitioners engaged in innovation. By comparing and contrasting the
cases presented throughout this book, we have distilled key lessons that can help
make sense of the innovation process. Although the innovations showcased in this
book present certain specificities and differences, the implementation challenges
are similar, and useful recommendations can be drawn from the experiences of the
innovators. Moreover, most lessons learned go hand in hand, from recognizing a
need for innovation and hunting for an innovative solution to the pursuit of well-
defined objectives, from assessing and managing the risks associated with the ac-
tivities undertaken and resources allocation to introducing changes and improving
the process, or from sharing findings and lessons learned to the dissemination and
possible replication of innovations. These steps are all part of an indivisible ensem-
ble and complement each other like the pieces of a jigsaw puzzle. How a given
country implements an innovation and which steps are followed can offer valu-
able lessons.

1. What Promotes — or Thwarts — Innovation in Public Administration?

In nearly all of the successful practices analysed in this book, innovations occurred
because there was a need to improve the performance of the public sector. Some or-
ganizations enhanced efficiency by integrating services, whereas others embraced
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new technologies to improve delivery. In democratizing countries, importance was
given to increasing access to information and establishing channels of transparency
and accountability. Countries in post-conflict reconstruction paid particular atten-
tion to building channels to ensure equal participation of all ethnic and social groups
in government institutions, including public administration.

To understand what facilitates or hinders innovation in governance, we should first
look at how innovation in governance occurs and what is involved in the process of
innovation. Innovation can be set in motion by an outside actor (e.g., the European
Union and its accession policy) or it can be internally driven. Both are important
triggers for change. Innovations can occur at all levels of government, at central
and local levels.

Innovation can also be jump started by citizens, with the government playing only
a supporting role. There are several examples where people have come together to
solve a problem affecting the whole community. For example, in Croatia the collab-
oration among judges, law professors, lawyers, and law students, working together
in an NGO, has resulted in a web-based legal information infrastructure called the
Judges’Web. Its purpose is to improve the transparency and efficiency of and access
to Croatia’s judicial system. The Judges’ Web is considered one of the most inno-
vative practices in the Croatian judicial administration, and its efforts have been
recognized and praised by the Ministry of Justice to an extent that the project has
been incorporated into the overall legal reform strategy.

From the various cases anlaysed, it emerges that there is no direct link between po-
litical orientation and good government practices; in other words, innovative pro-
grams can be identified and implemented regardless of the party in power or of the
political regime in place. The same can be said about size and population. It has
been recorded that good government practices occur in small municipalities as well
as in heavily populated areas, and that neither size nor financial resources are de-
terminant factors for innovation. It also has often been argued that innovations re-
quire political support, but evidence has shown that this is not always true.
Innovations occur for different reasons: a crisis, regime change, new leadership,
opportunities, or challenges. People do not start out by deciding that they are going
to innovate; they start by solving a problem in a way that they or others later real-
ize is innovative.

In terms of mechanics, innovation in governance involves agents of change,
processes, and mechanisms, as well as value systems and normative orders, technol-
ogy, and resources (not necessarily financial). Captains of innovation usually take
risks without knowing the result of their actions. In some cases they achieve suc-
cessful results, but when they do not, failures can be disruptive for an organization
that relies on continuity and a certain degree of stability and strict accountability.
Fear of instability therefore has a tendency to restrain innovation in the public sec-
tor sphere.
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Analyzing an innovation should be a two-step process: understanding the innova-
tion itself and the organizational characteristics that lead to that innovation. Some
countries are increasingly focusing on how to transform public organizations into
learning and innovative organizations rather than exclusively on how to promote
single innovations.

Factors that can hinder innovation in government include:

• Lip service and administrative formalism (adopting an innovation because
it looks modern, but without anything behind it);

• A change in a law or adoption of a practice without reference to contextual
variables; structural/institutional barriers that inhibit the implementation of
an innovation; institutions that do not allow risk taking (although it should
be noted that government is based on minimizing maximal loss, not
maximizing maximal gain); and

• Personalization of the innovation by the leader, or inertia of public officials
who view an innovation as an exclusive prerogative of top managers in
the organization.

Innovations by their very nature are the catalysts of change and often challenge the
existing status quo. Although successful innovations bring about positive change
benefiting all, they are always high risk because of the vested interests and powers
they might challenge. Unlike other more traditional fields of development, gover-
nance interventions are seen to be inherently political and normative. Governments
cannot do without innovation, because they are trying to solve problems for which
the policy of “business as usual” is failing. Furthermore, they need to keep pace
with the changing and evolving needs of the citizenry. Innovation hence presup-
poses openness to new ideas from different perspectives as well as the aptitude to
see the problem from different angles.

2. What Can Governments Do to Create an Enabling Environment?

Everyone is for innovation, but it is not easy to make it work. “It takes time and en-
ergy, and public servants have enough trouble coping with their current responsi-
bilities,” stated the late Professor Joseph Galimberti (“Adaptation of Best Practices:
The Experience of the Institute of Public Administration of Canada”, Innovations
in Governance and Public Administration: Replicating What Works, 2006, UN-
DESA.). “Once identified as an innovation that works and the risk now dimin-
ished, innovations can spread rather quickly and are often improved or expanded,”
he cited.

Several factors are critical to building an enabling environment for innovation.
They include:

1. Strong and effective leadership

2. Organizational culture supportive of innovation
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3. Careful testing, planning, and evaluation

4. Promotion of partnerships and collaborative processes

5. Shared vision and measurable outcomes

6. Citizens’ engagement and participation

7. Commitment to learning in the public sector as lever for change

8. Open communication among stakeholders

9. Resources availability and sustainability

2.1 Strong and Effective Leadership

Strategic leadership capacity building is an important tool to foster innovations in
governance. Experience has shown that strategic leaders encourage responsible risk
taking and are open to ideas from members of the team. The type of leadership also
affects the sustainability of an innovation. If an innovation is based on a leader and
it is not institutionalized, the innovation will die as soon as the leadership changes.

The role of an effective leader is thus to build capacity and share responsibility and
authority so that the innovation introduced can survive his/her departure. Accord-
ingly, leaders that have avoided the “I syndrome” and used more inclusive language
(“my community”) have achieved more sustainable results, as in the case of PAGER
in Morocco. Thus leadership refers not only to the leader in sponsoring the whole
process but also and foremost to his/her capacity to mobilize individual members
of the group to achieve a desired common goal. The organization itself is only as
strong as its members, and what holds the team together is not formal organization
but personal commitment to a shared purpose.

When public servants feel empowered and take responsibility, the organization as
a whole benefits, and the public servants’ professional pride and satisfaction are
enhanced. In this culture, managers do not categorically reject new ideas as inter-
ruption, which gives a strong negative message. Instead, they welcome new ideas
and new approaches and are ready to consider their potential value.

Schools of public administration can play a key role in this respect, as well as in-
ternational organizations, centres on governance innovation, and academic institu-
tions. Advocacy and awareness-building activities, including meetings and
workshops on innovations, can also be of critical importance. Awareness must be
built on the concept of what it means to be a strategic leader in the public sector.

Strong leadership was of paramount importance in the case of the Dubai Govern-
ment Excellence Award Programme, where the presence of a visionary leader who
is accepted and appreciated by the people and public employees and is willing to
take risks to resolve an impasse in negotiations quickly and definitively, provided
strategic direction and moral support throughout the implementation process. Top
management support resulted in successful implementation of the project by en-
suring project visibility while minimizing organizational uncertainties. This sup-
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port conveyed a perception of constancy in overall project purpose and of mutual
dependency, which united the entire team for a deeper commitment to the project
plan and objectives.

2.2 Organizational Culture Supportive of Innovation

To build a culture supportive of innovation, it is necessary to promote an organiza-
tional environment based on shared leadership and trust. An organization that pro-
motes a sense of ownership among all employees empowers employees to take
proactive measures. If public servants perceive their jobs as repetitive and mechanic,
with no margin of autonomy, innovation and new solutions become less likely. The
innovations proposed in the framework of PADEA, for example, were based on the
understanding that for reform to take root and spread, public administrations must
change the way that they operate.

A new mind-set or organizational culture, which places emphasis on thinking about
the potential rather than the obstacles, should be promoted through different mech-
anisms, including recruitment mechanisms, socialization on entry in the public serv-
ice, training, fair performance appraisal system, rewards, recognition, and latitude
to experiment.

2.3 Careful Testing, Planning, and Monitoring

Both pre- and post-phases of the implementation must be considered. Organiza-
tions launching an initiative need to plan all resources needed, without which de-
lays can occur and the public interest will wane.

Innovation must be well directed to achieve measurable progress. Without a well-
planned and managed approach, the routine of everyday operations takes over. One
response to this is to develop benchmarks against which to judge the success of in-
novation efforts.

For example, in 2005 the Ministry of Government Administration and Home Affairs
of the government of Korea developed a Government Innovation Index, which is a
tool to gauge the level of innovation of organizations in the public sector. The index
helps organizations to diagnose levels of innovation, identify weak areas, and de-
velop action plans to fortify their innovation capacities .1 The overall results of the
index can serve as a reference for national innovation strategies.

Strategic planning is vital to achieving goals and reaching results, as are monitor-
ing, follow-up, and evaluation. Every little aspect affecting the flow of work has to
be closely examined and tested prior to implementation.

Testing is the ultimate judge of the operational readiness of a given programme,
whether a process is in synchrony with its objectives, and whether the functional re-
quirements and criteria are met. This constitutes the ultimate phase of ensuring that
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the allocated funds are available and that the project implementation schedule is re-
alistic. Test planning must start at the outset of the project, as well as identifying and
promoting the innovations. Failure to do so can cause a project to come to a halt in
the midst of the implementation phase.

Evaluation is critical to learning. After a collaboration, the participants or others
can look back to learn whether the overall program or parts of it met their objectives
and how to improve future efforts. Stakeholders should be involved in the evalua-
tion, but it is sine qua non to engage citizens and other beneficiaries in the process
to help guide, direct, and implement the evaluation.

Projects should establish ongoing evaluation processes. The latter should include op-
portunities for mid-term adjustments and post-facto evaluations that allow for repli-
cation, adaptation, and transferability of the same innovations elsewhere. The exact
stages should be flexible and adapted according to the specificity of each case so that
adjustments can occur along the way. The case studies indicate a general consen-
sus that 1) projects should focus on quantifiable results; 2) agreed-on measures can
strengthen ownership; 3) a monitoring system should allow stakeholders to track re-
sults easily.

For example, and in the case of TE in Egypt, the emergence of low-cost, mobile-
to-mobile calling has reduced TE revenues, especially long-distance revenues. In a
mutually agreed vision of the agency, management has purchased a stake in voda-
fone Egypt, which enables TE to access the fast-growing and competitive mobile
market at an attractive price. TE’s long-standing strong relationship with the regu-
latory agency will give TE an advantage as that agency makes rulings on an opti-
mal pricing formula.

Similarly, in the vEDO programme in Turkey, to ensure the smooth running of the
project, the revenue administration had to make certain changes in fiscal regula-
tions to update and adapt them to the new E-filing system. In the same context, a
high-level security system had to be developed for the management of online tax re-
turn submissions, consisting of both a role-based access control (RBAC) and a dy-
namic authorization method based on resource access decision (RAD) and the
adoption of digital signature technology. The integration with other government
sites and other application systems had to be ensured. Overall, the case studies sug-
gest that stakeholders should strive to be as specific as possible about their objec-
tives early in the process, within their broadly agreed-on vision.

Successful innovations stress the importance of having a clear action plan before
embarking on the implementation phase. Extensive research to identify the problems
and analyse the socio-economic and cultural environment and sensitivities was con-
ducted by the organizations before designing the blueprint for the innovations. Key
objectives and goals should be clearly identified.
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2.4 Promotion of Partnerships and Collaborative Processes

Lack of or deficient partnerships are a major handicap to implementing innovative
approaches, particularly during the early stages of project implementation. Partner-
ships involve a shared responsibility and accountability for results, with a clear def-
inition, understanding, and acceptance of roles. Partnerships also involve
collaboration. Although not every problem can be solved through collaboration,
people and institutions collaborate because it allows them to advance their own in-
terests in ways consistent with others’ interests in a cost-effective manner and cre-
ates multi-stakeholder ownership of the process, outcomes, and measures of success,
which can prompt positive changes in policy and practice.

Collaborations are becoming more complex than in the past. It is usually no longer
a one-time transaction in which a single party governs the process, many players
participate, and the process has a precise output to produce. Today, references to col-
laborations often mean long-term relationships to create institutional frameworks
that foster many synchronized collaborations.

Strong partners can effect great change, as was demonstrated in the cases from Jor-
dan, Morocco, and Spain (see elsewhere in this volume). In Spain, strategic alliances
with financial institutions and technology corporations were essential in providing
various features of the Alcobendas card and other interactive services. By utilizing
the competitive advantages of private enterprises in the fields of financial transac-
tions and telecommunication, the municipality was able to integrate and improve its
service delivery.

Promoting teamwork and partnerships brings together people with complemen-
tary skills and experiences that exceed the capacity of any one of the members,
or of the members collectively but working independently. Teams facilitate the
breaking down of barriers among gender, age groups, race, ethnic groups, and ge-
ographic biases. The communication skills and network that successful teams de-
velop create a capacity to respond quickly and flexibly to new problems and
changing environment. Collaborative strategies were also used by some countries
in the region to form a broad base of consensus regarding the reforms. This par-
ticular aspect also encompasses forging partnerships with the private sector as
well as other entities such as the civil society, national, regional, and international
organizations. In the Public Employment Service of Castile and Leon in Spain, the
creation of a culture of teamwork among the existing employees and the Modern-
ization Team--consisting of 83 technicians and 20 administrative assistants--was
key to the successful implementation of the innovation.

Inclusive stakeholder participation is critical and can be accomplished through a va-
riety of techniques. The PADEA innovation in Italy is an example, in which a top-
down approach to reform was abandoned for a more inclusive approach. In the 1990s,
Italy introduced several regulations to reform the public administration. The reforms
and privatization involved reorganization of structures, redefinition of operative mech-
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anisms, and changes in management style. The government used this top-down ap-
proach in an effort to achieve tangible results in a short time. These measures, how-
ever, did not fully take into account the nature of public bureaucracies or the various
reactions that such an approach produced. The new legislative environments have not
proved to be adequately responsive to the needs of citizens and businesses.

To achieve outcomes, often the contribution of several different departments is in-
strumental. Coordinating the various programmes across ministries is a significant
problem that must be overcome for the success of the reforms, however. Progress
on crosscutting issues requires action on several fronts, which must be combined
with bottom-up testing of how the government is working in the regional and local
levels, followed by responses reflecting the circumstances of each region.

Trust is essential to the success of an initiative. The most important determinant
of trust is stakeholder ownership of the process and outcomes. Dedication and
enthusiasm of personnel during the various phases are major factors in the proj-
ect success. The mutual participation of the public servants and the state in the
early retirement programme instituted in Morocco contributed to a successful out-
come, but mobilizing support at the highest level of the government to ensure
proper implementation and full cooperation of all relevant parties was also ex-
tremely important.

Teamwork is never easy. Training on team building and how to negotiate partner-
ships must be encouraged in the public sector, with new organizational arrange-
ments to work in partnership with civil society and the private sector. Building trust,
legitimacy, and partnerships are all critical to the feasibility and sustainability of
governance innovations. For this, peer-to-peer exchange (rather than a donor-recip-
ient scenario) is preferable for sustainability of innovations.

2.5 Shared Vision and Measurable Outcomes

Successful projects always exhibit an overall plan with shared purpose and goals
and management's commitment to these goals. Equally important are the presence
and support of dedicated and skilled people. The criteria for success include visi-
bility of requirements, involvement of citizens or recipients of change, and cus-
tomers throughout the development life cycle, support of a dedicated and skilled
team, effective team communications, and compliance to sound guidelines for cost-
effective implementation. Successful innovations usually meet stringent require-
ments, promote constant improvement, and are accomplished on schedule and
within budget.

Shared management and decision-making authority is often critical to success. The
PAGER, viewed by stakeholders as a great success, involved a unique management
structure in which the state, the local administration, and the citizens jointly man-
aged the process. When one stakeholder or the convening party is viewed as hav-
ing more control over the process or its outcomes than the others, difficulties
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sometimes arise. The Ministry of Finance in Lebanon dealt with this issue in its re-
form implementation, when the interference of government authorities’ influences
with efficient decision-making, as well as the rigid regulations governing the civil
service job market and redundancy in roles and responsibilities among government
entities constituted a real challenge to the success of this initiative owing to the un-
balanced share of control over the process.

2.5.1 Starting Small: Sudden Drastic Change versus Incremental Approaches
to Innovation

Small, targeted projects spark commitment. They not only better address priority
issues but also increase the commitment of local stakeholders to the process, bind-
ing them in concrete areas of joint action. In the same context, introducing incre-
mental innovative reforms is more advisable than radical reform, which
sometimes requires a clean-slate approach. In the former, even when problems
arise during the implementation phase, the pace followed allows for needed ad-
justments to be made. Is incremental reform then to be favoured over radical re-
form in all cases?

As demonstrated in the experience of PAGER in Morocco, thinking small yielded
big results. Fundamental to the success of that programme was the role of the small
provincial teams that mobilized rural populations into associations of users and
made local officials receptive to the initiative. These small teams used tools such as
guides, posters, and video films developed with the assistance of the Food and Agri-
culture Organization (FAO) and UNDP to spread the message of PAGER’s mission
to the rural populations. In addition, educational boards, displayed with artwork
and in Arabic in local dialects, helped the local community understand how they
might benefit from the initiative. Nevertheless, small reforms still should take place
within a general framework and as a response or reaction to a need and demand for
change within a specific structure.

The same project demonstrated that the success of one innovative project could
spur a country on to other innovations. “The water project taught lessons that
went far beyond the importance of water,” said the Moroccan officials in charge
of PAGER. The government had the political will to improve the living condi-
tions of the rural areas prior to the project, but launching the programs to do so
met many obstacles. The resounding success of PAGER in providing clean water,
however, set in motion other projects undertaken by NGOs or other providers of
public services to further improve socio-economic development (e.g., agriculture,
health, and education).

2.6 Citizens’ Engagement and Participation

An important aspect of designing innovations is to devise strategies that draw all
segments of the society within their ambit. The public sector must stay in touch
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with the citizenry by communicating what it expects from them but also listen to
them. An innovation that has more chance to succeed is the one implemented in
concert with all major actors. Agreeing on the desirability of both the objectives
and the means for achieving them is crucial. Women, children, senior citizens, and
the disabled must have equal access to public services but sometimes because of
their vulnerabilities are left outside the fold. Special attention should be given to
these marginalized and excluded communities, enabling them to benefit equally
from the changes the innovative project will bring (e.g., the Turkish initiative).

Awareness campaigns are of the utmost importance to involve citizens in the process
of innovation. Whether through radio, television, the Internet, newspapers, pam-
phlets or face to face contact between decision-makers and citizens, building aware-
ness of what needs to be done and how citizens can participate in defining useful
solutions to public concerns is one of the main aspects of all successful innovations
as seen throughout this book. For example, the Ministry of Finance of Lebanon set
up a communication campaign to foster knowledge about the Ministry’s initiatives
that would end the general public’s ignorance of achievements made in this field.
These new approaches indicate a fundamental departure from how the public sec-
tor formerly perceived its role as service provider.

Citizens must have a feeling of ownership and roles to play, because they are the
main recipients of policies and reforms. To pave the way for new innovations, em-
powering citizens and tapping into the resources of the civil society and local NGOs
to incorporate grass-root support are of paramount importance. But even more im-
portant is that citizens or specific stakeholders become co-producers of public serv-
ices, i.e. solutions to public problems are not being solved by the public sector alone,
but together with citizens who. Experience shows that innovative projects that have
a high rate of community participation are more citizen-centric in their service de-
livery and more sustainable.

Several cases have shown that asking the population to be involved in the solution
of a pressing problem from the beginning and making it part of the solution has had
impressive results. There is strong evidence that top-down approaches (e.g., impos-
ing drastic solutions on the population without consulting them) are not as effective
as changing the habits of citizens through participatory mechanisms.

2.6.1 Decentralization as a Means for Achieving Optimal Results

The rationale for these efforts is that more effective and efficient services for citi-
zens are produced because the services are generated closer to the people. For ex-
ample, decentralizing the quality control of fruits and vegetables in Morocco
enhanced competitiveness of exports and therefore had beneficial effects that tran-
scended the local level.

In the case of many initiatives, experience has shown that decentralized manage-
ment works better: the conviction that a network of equal partners at the local
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level jointly working toward the same goal is in many cases the optimal recipe for
success. For example, the case of Turkey’s Local Access-21 (LA-21) program re-
flects a decentralized and enabling approach, based on networking and collabo-
ration among equal partners instead of management from a central office. The
primary decision-making and implementation mechanisms are the local networks,
supported by national and international partners. The primary linkage between
the participatory platforms in partner cities and the co-coordinating agencies is
sustained by LA-21 general secretaries, who are also authorized to make expen-
ditures from the local budgets. The functioning of city councils and working
groups reflects the same democratic and facilitating approach. The widespread
tendency in Turkey to work with hierarchical structures has been significantly
eroded during the course of the functioning of local participatory platforms, being
gradually replaced by more horizontal and collaborative working relationships
among local stakeholders.

Involving local networks as equal partners works better than an innovative project
involving decentralization being managed from the centre. Decentralizing essen-
tial government services is likely to cut transaction costs for business, thus improv-
ing the competitiveness of domestic enterprises in the global economy.

For example, on the supply side, Morocco’s PAGER project, bringing water to the
rural population, would not be feasible were it not for the devolvement of the oper-
ation and maintenance of water facilities to the local communities. Conversely, on
the demand side, it was not until Morocco established regional rather than central-
ized control facilities for inspecting fresh fruits and vegetables for export that their
businesses stopped wasting time and money transporting produce to far-away in-
spection facilities. When they did that, fruit and vegetable exporters were finally
able to compete successfully in the international market. In Greece’s 1502 Call Cen-
tre, reducing red tape in public agencies and bringing services closer to the citizens
was highly valued by users.

These arrangements at times introduce challenges and difficulties that are similar yet
more complex than the accountability and fragmentation problems at the national
level. In decentralization efforts (and in privatization), in which the central govern-
ment transfers all authority for a programme to the local level, countries have found
that the central government still remains responsible or accountable for a pro-
gramme over which they no longer have control.

2.7 Commitment to Learning in the Public Sector as Lever for Change

Another critical factor for the development and diffusion of innovation is knowledge
and skills of public sector employees that match the specific requirements needed.
Public officials should be trained to embrace a culture of learning and to see them-
selves as active agents of change, as underscored by the United Nations Commit-
tee of Experts in Public Administration at its first meeting in 2002.
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It is impossible to introduce innovations in public organizations and instil change
in public organizations without continuously upgrading employees’ knowledge and
skills through different means, including training, and without their being exposed
to recent developments in their respective areas of expertise. Currently, distance
learning offers enormous, cost-effective opportunities for continuing education. Di-
versity can also be a source of innovative ideas and creative solutions to problems
because it brings together different backgrounds and ways of thinking. This is was
particularly evident in the case of the reform implemented in Bosnia and Herze-
govina, where it was difficult to find staff with the necessary knowledge and pro-
fessional capacities or the commitment to change needed to fill the positions.
General apathy still prevails among many civil servants. The fact that civil servants
in many institutions never elected their ombudspersons and never replied to the rel-
evant administrative act issued by the civil service agency demonstrates a high level
of disinterest in changing the public administration.

Usually large state-run organizations are characterized by over-staffing, low morale
among the public servants owing to low remuneration, and unwillingness to change
because of lack of incentives. Innovating organizations successfully changed their
human resource management policies and invested in building the skill sets and im-
proving the capacities of the mid-manager-level public sector employees. Moreover,
pubic servants were motivated to bring about change. This was done by introducing
incentives and instilling a sense of pride in their job. To increase the efficiency level,
the public servants were also trained to benefit from new technologies.

Other organizations both within and outside of the region can implement well-de-
signed employee training programs to enhance overall organizational and individ-
ual performance. Motivating employees to strive for excellence in achieving the
organization’s goals can boost public service performance. To streamline the or-
ganization and to enhance efficiency, the following strategies can be employed: re-
cruitment based on merit, matching competencies to skill set required by the job,
right sizing, voluntary retirements, outsourcing, and merging or regrouping em-
ployees whose missions are complementary. Moreover, high-performance employ-
ees should be retained, and the best among them should be trained for future
leadership positions. This not only helps to retain competent staff but also ensures
a successful succession-planning program and eases the transition process, minimiz-
ing gaps in productivity.

Empowerment of the human resources necessitates the development of a country-
specific innovation competency model that identifies the knowledge and skills
needed, in cooperation with relevant departments. The model should be the basis for
formulating criteria to be used in recruiting, training, and motivating, as well as in
evaluating staff performance. To build its capabilities in promoting innovations,
human resources management policy should systematically seek, develop, encour-
age, and assess innovation specific skills. These skills relate to the identification,
promotion, and marketing of innovation.
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One of the biggest problems TE faced as it transformed itself into a service-ori-
ented enterprise centred on human resources problems was overstaffing and poor
managerial skills. The centralized hierarchy for approvals led to excessive paper-
work and low productivity levels. Furthermore, the salary structure did not provide
any incentives for employees to provide quality service. Workers had complete job
protection, as stipulated by labour laws (137/1981 and 91/1959) that governed
human resource management before the issuance of the New Unified Law of 2003.
In addition, recruitment, hiring, and promotion of employees of the public sector de-
pended on seniority, not productivity.

In The former Yugoslav Republic of Macedonia, the general economic difficul-
ties of the country made human resource innovation a significant challenge. It
was not easy to reduce the number of employees in public administration and cut
expenses while increasing minorities in the public sector. Efforts to accomplish
equitable representation turned out to be one of the most costly aspects of the
Ohrid reforms.2

2.8 Open Communication among Committed Stakeholders

Open and transparent communication fosters not only trust and ownership but also
informed and timely action. The existence of a communication divide during the
various phases of the implementation process can be caused by various factors, in-
cluding conflicting goals and lack of information. The resulting communication gaps
can have adverse effects on the planning and design of an innovation. Effective pol-
icy makers have detailed consultations with all the stakeholders and maintain open
channels of communication to prevent disgruntled workers from creating impedi-
ments in the successful running of the innovative initiative. One way to effect cul-
tural change is to raise awareness about why the innovation is being introduced, what
people can do to help achieve the desired goals, and which processes are involved.

Project management implies a project-wide communications infrastructure from
the outset. Essential to this infrastructure is the existence of a common information
repository that is accessible to every member of the team. This encourages and en-
hances team building by enabling shared information throughout the process. In
Turkey, not all stakeholders had been made fully aware of the process and thus were
not committed to the goals for achieving and sustaining the innovations. Success-
ful dissemination of information thus plays an important role in raising awareness
on what to expect from the imminent innovation and what change it entails. A use-
ful strategy in this regard can be involving the national media and press to publicize
the program and help spread information.

In the Croatian Judges’ Web innovation, the elements already mentioned were some
of the challenges encountered. This led to lack of support for obtaining the infor-
mation needed to finalize the database, because judges and other members of the ju-
diciary were unwilling to have their work made public. Two types of resistance
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were particularly seen: from those who were unwilling to submit their decisions
and those were reluctant to do so because of fear of reprisal or possible indirect
sanctions from the judicial hierarchy. This latter group usually includes incompe-
tent or corrupt judges who do not want judicial transparency for fear that their col-
leagues and other members of the legal profession might uncover corrupt behaviours
or incompetence.

2.9 Resource Availability and Sustainability

Quality of an innovation is determined not merely by the availability of financial re-
sources but also by the public sector’s willingness, vision, and strategy to make
changes and re-deploy existing resources. Innovations being carried out by the pub-
lic administration can run into problems owing to a lack of funding if adequate
funding is not secured to finance all objectives. Funding for the projects in the LA-
21 program was not readily available from local, national, or international sources;
this quickly emerged as a major problem.

Surprisingly, sometimes lack of financial resources cannot be counted as a factor
that hinders innovation. In fact, many cases prove that it is precisely the lack of
funds that triggers creativity and leads to innovations in governance, which should
be considered and analysed in connection with other factors already discussed.

3. Concluding Remarks

The countries of the Mediterranean region can look back on several successful inno-
vations. It is hoped that the documentation of their experiences might prompt gov-
ernments to pursue the development of other innovative practices, with a view to
foster good governance, avoid past mistakes, and build on strengths and successes.

Overall, there is still a largely untapped potential for innovation. The success sto-
ries presented here were sometimes achieved in spite of an overall random approach
to promoting innovation and a public sector environment that is not yet enabling as
it could and should be. The critical lessons learned from this process are that im-
proving governance is a long-term endeavour, whereas the cycle of an innovation
tends to occur in a shorter timeframe. Difficulty in monitoring results and unex-
pected outcomes were more significant than originally planned. Clearly, govern-
ments have the potential to do more and better with innovations if planning and
assessment are done more thoroughly and carefully.

Three pillars are believed to be critical to the success of any reform: the structures
supporting the innovation, the human resources necessary to implement it, and, last
but not least, the procedures that make all of it happen. Any administration must be
able to recruit and retain the best people to meet its organizational needs and to cre-
ate an environment that motivates them. For example, in Jordan and in Egypt the re-
form of TE has made it a leading provider of telecommunications in the region.
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Through job analysis, training and development, and performance appraisals while
involving employees in the process, it has developed the skills of its mid-manage-
ment levels. Structures are as vital as human resources and procedures. Without ef-
ficient institutions, reform efforts would have little chance for success.

Political, institutional, social, cultural, and economic aspects all contribute to ei-
ther the success of an innovation or conversely undermine it. The Network of In-
novators in Governance in the Mediterranean region established by UNDESA in
June of 2006 is one important tool that can constitute a coherent mechanism to
generate and disseminate learning from innovations taking place in the region. The
network of innovators can also be used to address the analytical gap between col-
lecting success stories and truly capturing lessons that can be applied to future in-
novative initiatives.

With no clear strategic approach to innovation, innovations will remain sporadic
and on a case-by-case basis. The ultimate aim of any innovation in governance ex-
tends beyond its direct impact, to achieving replicability and upscaling. It is there-
fore the hope of all the authors of this publication that innovations of the past and
present can inspire champions of change in the future to promote a better life for all
in the Mediterranean region.
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