 Case Study, Transparent Municipalities: UNDP Ecuador
Executive Summary

The pilot project, Transparent Municipalities, administered by UNDP  Ecuador in cooperation with the Ecuadorian Civic Commission Against Corruption (CCC)  with TTF funding has tested a participatory methodology and  a menu of transparency enhancing  interventions in four Ecuadorian municipalities.  This has meant that in four pilot municipalities, comprehensive action plans to open at least parts of the budgeting and spending process to public scrutiny have been produced by civil society, municipal workers and officials working together.  This has been accomplished in a series of workshops over a period of months during the fall/winter 2002 (see annex 1 for details).  

Over the short term (18 months beginning this fall 03) this will allow two of the four pilot municipalities (Pedro Moncayo and Cayambe) to complete a very comprehensive participatory budget process over the course of one full budgeting year with UNDP assistance.  Institutionalizing participatory budgeting will make accountability throughout the planning, budgeting and contracting cycle systematic.  

The other two pilot municipalities (Esmeraldas and Ruminahui) do not yet have the administrative where with all or fluidity of citizen-official relations to implement participatory budgeting in the near future.  Should the action plans produced in these two municipalities by the project be implemented, however, the contribution may be more significant.  In Ruminahui and Esmeraldas, implementing plans generated by this pilot project would significantly improve and institutionalize public oversight of contracting and budget, access to information, and strategic plan implementation.  Additionally, through this project, civil society as well as municipal workers and officials have seen, due to a participatory budgeting simulation exercise, how participatory budgeting works and its benefits.  Presently it stands out as something to which they can aspire.   In Esmeraldas the preconditions for its adoption are not likely to exist for some time to come.  In Ruminahui ongoing progress in civil society – municipality relations represented by opening of municipal decision making process and planning implementation suggests that participatory budgeting can be realized in about 3 years.  According to citizens and officials, adoption of even these less exacting measures in a participatory fashion will be irreversible because as one mayor put it “once citizens are in the process they won’t leave.” 


More significantly, the methodology piloted in this project - contracting with local officials and civil society, participatory diagnosis and action planning and then implementing a menu of possible interventions – if refined could significantly improve transparency and service delivery if applied to the mean of Ecuadorian municipalities. This study would recommend (detailed in recommendation section) that this project first implement plans in the four pilot municipalities, then undertake a second set of pilots to refine, sharpen and reduce time and expense in applying this program.  Having refined the methodology and tools, shortened the cycle and reduced cost, it would be reasonable to expect that this program could go to scale even taking into account the poor state of governance in most municipalities in Ecuador.  In the vast majority of potential cases, participatory budgeting is beyond reach in the mid term. Public audits, public accounting hearings, enhanced access to information, and consensus reaching and ethics training, however, can significantly enhance transparency where it is most needed.   This would represent a unique contribution to the development of municipalities.

Description of Country Specific Problem and Challenges

Ecuador by most all standards of measurement is considered one of the countries in Latin America that has suffered most from corruption.  Over the last several years presidents have been impeached based on allegation of corruption and the banking system has been pillaged and has collapsed due to corruption. Public contracting, taxation, customs collection is considered corrupt and the political process, according to most studies, is compromised by money, special favors and patronage.   The effect on public confidence, as well as economic opportunity and growth is evident.   And while public debate swirls around the issue of corruption, not many efforts have produced solid results in reducing abuse of public office or stemming the tide of citizen demoralization.  

Awareness of the pervasiveness of corruption is sky high. The front-page scandal du jour during the study mission regarded a priest who as director of customs stole millions.  Awareness of the costs is keen.  Even rush hour traffic-jams in Quito are blamed on corruption – the banking collapse led folks to buy cars rather than save. 

Awareness of what can be done to reduce corruption, however, tends to gravitate around two poles.  One pole is prosecution, where it is believed that if you imprison enough wrongdoers high enough up things will change.  This might be called the myth of the big fish.  While prosecution of a big fish sends a warning to the powerfully corrupt and offers moral satisfaction to many there is no evidence that a few high level prosecutions alone will change the system and institutional behavior.  Ecuador, which over the last ten years has witnessed the impeachment of two elected Presidents on allegations of corruption, is a case in point.  

The other pole advocates changing culture from one of abuse of public coffers to an ethos of investment for public good.  While the implied objective is laudable, the instruments – education in morals, civics and ethics – presumably take generations to produce dividends and require effective checks and balances as well as prosecution to enforce.  

One of the most promising institutions to emerge from Ecuador’s efforts to curb corruption has been the Civic Commission Against Corruption  (CCC).  This government agency receives federal funding yet is directed by a board of civil society notables.   Its legal mandate includes both investigation of corruption and design and implementation of preventive measures.   For all its promise CCC has had difficulty stressing prevention over the sex appeal of investigation.  Furthermore, it has had difficulty defining prevention not only in terms of education in ethic but also as mechanisms that introduce checks and balances re-enforced by active and broad citizen participation.  Part of the reason for this CCC difficulty identifying effective mid-term preventative mechanisms can be explained by its involvement predominately at the national level.  

It is worth repeating that experience suggests that while prosecution and ethic training is important there is little doubt that institutional behavior will change for the better only when checks and balances are put in place and made to work by systematic citizen involvement. Broad based and systematic oversight boards for anything from customs to contracting, for example, have produced sustained results in number of countries.  Additionally, evidence strongly suggests that even where transparency is limited, the local level is more amenable to these kinds of interventions due to the relative simplicity of budgeting and contracting mechanisms and the relative proximity of citizens to officials and services delivered.

Over the last 10 years Ecuador has gone through an on again off again decentralization process.   While this process of dispersing power, funding and service delivery to the local level has not been complete or well organized, municipal governments hold responsibilities for delivering most basic services (water, garbage collection, sewage, roads) and possess power of taxation.  They also possess the authority to expand service delivery into education and health and discretion in adopting legal codes and management systems. 

The alternative municipalities, in areas with predominantly native populations, offer a case study in how citizens have taken advantage of decentralization, and significantly improved local governance and services through systemic participatory efforts (including participatory budgeting).  

A number of other municipalities including two in this study have benefited  from previous donor efforts to strengthen municipal management and governance as well as develop civil society capacity.  The most notable municipal program,  PFM (Municipal  Strengthening Program), was administered and funded by the World Bank, IDB (Inter American Development Bank) and GTZ (German Technical Cooperation). Additionally most municipalities have received assistance in developing participatory strategic plans.  Despite these and other donors efforts, decentralization for most municipalities has not been accompanied by significant enhancement of local capacity and governance.  Most efforts, it appears, assumed preconditions regarding political will and citizen involvement that the mean of municipalities in Ecuador did not meet.  The decentralization process, therefore, has served in most cases to decentralize corruption.  

As it stands in Ecuador services and public funds have for the most part been placed within contexts at the municipal level where patronage prevails and feudal structures of closed door rule by and for a few hold sway.  Additionally, it is an open secret that mayorships have become the patronage and funding base of choice for aspiring politicians.  All told the problem of corruption and the challenges it poses in Ecuador both at the national and municipal levels are monumental and threaten to continue to undermine development.

   
It is suggested by this study that a fully participatory process and a menu of adaptable interventions at the municipal level can succeed were others efforts have failed.  Even in the rawest of conditions such a process has the capacity to work to enhance and build social capital through training in order to improve conditions under which the mechanisms to check discretion can be successfully introduced.

Analysis of Approach Taken by UNDP

UNDP Ecuador has as part of it overall sustained development effort worked on municipal development and governance utilizing among other things participatory methodologies designed to enhance social capital while introducing sustainable development tools. Working for years to support municipal development in sectors as varied as gender rights and infrastructure, UNDP has focused on making the  decentralization effort work to the advantage of  development.  Additional UNDP has supported the CCC since its inception in 1996 by helping build capacity to fulfill its very ambitious mandate. 

Recently through a program entitled Dialogo 21, UNDP funded developing capacity at the parochial level (pre-municipality) in order to improve service delivery and build social capital while helping citizens develop and implement strategic plans.  

The Transparent Municipality project addressed in this study, emerged from a series of UNDP and other donor experiences that suggested the usefulness of  a project at the municipal level to utilize participatory methodologies to introduce transparency building mechanisms that could supply a solid foundation for sustained municipal development.  It was believed that the stress on municipalities was vital given both the opportunities as well as danger posed by decentralization.  The availability of  TTF funding allowed  UNDP Ecuador to explicitly work with CCC to develop a participatory methodology to apply tools – from public audits to participatory budgeting – that had been proven to work at the municipal level in Ecuador and beyond.

In all four of the pilot municipalities, UNDP was already engaged in municipality development at one level or another. Two of the four municipalities were selected because they were super pilots. Over years Pedro Moncayo and Cayambe had benefited from donor programs and established the political will, public awareness and human capital to become very good candidates to implement comprehensive participatory budgeting processes in the short term.  

Since Porto Alegre Brazil’s well documented success with participatory budgeting almost a decade ago, participatory budgeting has become the crowned jewel of transparency at the municipal level.  This honor is mostly deserved.  A proper participatory budgeting process entails opening the entire fiscal machinery of local government to systematic public scrutiny.  Corruption is such a context is very difficult as alarms are likely to sound before money escapes.  Additionally, this openness tends to generate pressure for responsive and adroit management.  Applying such a system, however, presupposes very special conditions, which very few Ecuadoran municipalities meet.   Porto Alegre has for decades enjoyed a very forward-looking leadership supported by a vast and very active civil society constituency.  Pedro Moncayo and Cayambe two of the very few Ecuadorian Municipalities that possess the forward-looking political will and the civil society sophistication needed for adopting participatory budgeting.

  The other two municipalities selected for this pilot, Ruminahui and Esmeraldas, were more typical of the state of governance, public awareness and social capital in Ecuadorian municipalities.   In these cases the methodology would be tested for its ability to maximize opportunities and apply less sophisticated but still substantive and sustainable transparency tools. What UNDP and CCC were to learn in Ruminahui and more particularly in Esmeraldas, would be valid for many of the 219 municipalities in Ecuador where the need for transparency is great but the conditions for application of tools far less than optimal. 

Lessons Learned from UNDP Intervention 

1. The greatest single lesson that pervades this entire experience is not new but bears repeating.  This project succeeded because it was built from the ground up rather than from the top down.  Put another way it did not force the round peg in the square hole. It developed over the course of the experience a square peg.  Participatory methodologies at their best oblige this process of adaptation and contextualization to encourage local relevance and ownership.  The participatory contracting stage (see annex 1) was the event where potential tools were first translated into understandable local terms. Also the overzealous project objective of  both planning and implementing budget reforms in a matter of months were cut down to size.  And the project was able to piggyback on ongoing local concerns. For example in Ruminahui the implementation of a strategic plan developed by participatory means remains a bone of contention.  Civil society feels that they have been elbowed out of the implementation stage.  Rather than look the other way, the pilot managed to use this concern regarding oversight of implementation as an opportunity to improve communications and access to information, formalize a hearing mechanism and provide training designed to improve civil society – municipality relations.   In each of the four municipalities some unanticipated interventions – such as legal advise- and outputs such as development of a manual for creating a transparent municipality and a service guides were produced. 

The participatory action planning and training workshops continued the process of translation.  These events allowed participants to adopt the method, as well as the knowledge and tools to develop action plans that are implementable and when and if implemented will accomplish substantive reform.  The participatory methodology used obliged the tools to adapt to the context and needs.

2. Several of the tools offered need further simplifying and refining to translate to the local context.  

· In particular, the interventions for training in facilitation, action planning and implementation, leadership, developing shared vision and consensus, as well as government ethics training need to be made more concrete, agile and cost effective. It would appear that a number of focused and swift trainings could be developed to meet needs.  In any case, refining these tools (government ethics and leadership/facilitation) and their delivery will be vital if this project is to be applied to the more needy of Ecuadorian municipalities where building of social capital will be essential to develop and then buttress any of the more technical interventions.

· In the course of several of the workshops it was observed that many of the access to information and transparency concerns related directly to simplifying procedures (particularly for permits) adopting modern (more transparent) management models and professionalizing human resource management utilizing incentives and evaluation. Over the course of the project these concerns could not be directly addressed.  An explicit and user friendly tool to review and action plan for improved procedures and management would be appropriate and offer greater focus to action planning to improve access to information.  

3. As suggested by 2, the menu of interventions needs to be expanded to more explicitly address public concerns and municipal employee needs particularly regarding ethics, facilitation, leadership, consensus building, participation training.  Likewise, menu of management related intervention options is needed to respond to demand. Additionally, a tool to simplify and communicate to the public the legal framework in which a municipality operates may be needed to streamline the citizen-municipality relationship.  In new pilots (see next steps) this expansion of menu options can be tested. 

4. Make swing shorter and faster.  If this process is to be applied at reasonable cost to other municipalities the process of participatory contracting, diagnosing, action planning then implementing actions planned and applying training needs to be shortened and tightened to maximize opportunities and enhance impact and reach.  In the pilot phase too many workshops (in some cases three) were dedicated to government ethics training that remained vague.   Other concerns, therefore, such as management reform had little time to be addressed.  Additionally, if this project is to perform in less than ideal circumstances the momentum generated by one stage needs to be maximized to enhance participation and implementation later on.  In order to engage citizens and oblige reluctant officials to follow through, the program needs to move the process along at a good crisp clip.  Several municipal workers and civil society members interviewed for this study suggested that due to time lag (action plans made in October had not been revisited months later) they were confused about what commitments had been made and how commitments made in workshops could be kept and plans implemented.

5. Objectives, indicators and schedules for implementation need to be developed locally to ensure their relevance and enhance local investment. 

6. The partnership between UNDP and the CCC was a central virtue of the project.  Because cooperation particularly at the project team level was all but seamless, both the CCC and the UNDP were able to significantly compliment what each had to offer. The credibility of each made the seal of approval officials were seeking from involvement in the program all the more attractive.  The experience of CCC with citizen audits (Vedurias) and leadership/civics training complimented UNDP’s experience in civilian empowerment.  UNDP’s extensive experience in strengthening municipal services complemented CCC experience at building citizens networks and constituencies at the national level.  Together CCC and UNDP Ecuador managed to synthesize most of the transparency and municipal experiences in Ecuador as well as apply the lessons learned (often how not to) and tap the social capital developed  by previous efforts.

This is not to suggest that the CCC is some ideal.  It like most national level anti corruption commissions has it difficulties.  Specifically (as addressed earlier), the investigation function has tended to overshadow prevention efforts.  Additionally, CCC investigations have generally been fumbled once they are handed off to the Auditor General and or Prosecutor General.  This has made the CCC investigation efforts seem toothless in the eyes of some. Then, as has been mentioned above, on the prevention side the CCC has had difficulty devising checks and balances at the national level that take advantage of its development of citizen participatory networks.  But CCC has not been unique in confronting difficulties mobilizing citizen participation to work at generating systematic accountability at the federal level.  On the other hand, CCC does seem to recognize that its prevention strategies are likely to work far better at the local level.  And despite its shortcomings, the CCC brings to the table, high civil society credibility, a solid institutional base, expertise with transparency tools such as public audits (vedurias), experience with a number of different ethical, facilitator, leadership training tools and a significant network of involved citizens. 

It has been suggested that an organization such as the Association of Municipalities (AME) be brought in to this program as a partner during the implementation stage and beyond when this program could be prepared to go to scale.  All three mayors interviewed in this case study stated that AME is neither a credible or competent advocate for this project.  Each suggested one they complete the project, they could help other municipalities with transparency issues more than AME ever could or would.  Additionally, at meetings with GTZ  (German Technical Cooperation) which partnered with AME in Municipal strengthening for over a decade, officials stated that due to its political nature AME reinvents itself every 2 years abandoning all programs initiated by the previous leadership and then starting again.  Having gone through a number of these cycles, GTZ has broken its partner relationship with AME convinced that it is an unreliably institutional partner. 

7. Selection of project team members with experience in previous municipal projects allowed for synthesis of previous municipality strengthening experiences.  Without this accumulated experience, the process of translating to local context would have been more difficult if not unworkable.   In fact, in participatory budgeting where the technical challenges are formidable, work with the pilot municipalities was particularly concrete, swift and effective because the team had experience with implementing participatory budgeting in several Ecuadorian municipalities (including the alternative municipalities).  On the other hand, the government ethics team members, did not have as much experience at the local level therefore they were far less successful at meeting local needs.  

Recommendation for Follow Up

1. Proceed to implement actions planned in the four pilot municipalities.  This should begin with a participatory contracting meeting to explicitly review and define interventions and action plans to be implemented and objectives to be reached.

· In Pedro Moncayo and Cayambe the participatory budgeting can be applied over the full 18-month cycle of budgeting that begins in September 2003.

· In Ruminahui and Esmeraldas more basic interventions, in keeping with actions planned during first stage of pilot can be implemented.  These include: opening the process of strategic plan implementation, conducting public hearings for year end accounting (rendimiento de cuentas), training for facilitation/consensus, action planning and implementation for civil society, as well as, municipal workers and  officials, simplifying procedures, opening access to budget and contracting information, performing public audits on given projects, giving ethics training to key municipal personnel.

2. During same period begin pilots in four additional and more typical municipalities to refine tools, expand menu, shorten contracting-diagnosis-planning-implementing process and reduce costs.   

3. Consolidate solid institutional base at CCC to coordinate donor efforts on behalf of municipal transparency and therefore become more effective, as well as, more attractive to ongoing financing. This project has begun to consult with other donors working in transparency and at the local level. This consultation needs to continue and deepen so that tools can be developed and efforts coordinated. (For example  GTZ experience training facilitators at the municipal level can serve this project)   Part of this process will involve integrating this municipal transparency building experience into the overall CCC national effort to promote prevention.  Additionally, anti corruption assets such as youth and citizen networks, leader and values training can be tapped to strengthen municipal efforts.  This institutional home can help market the project downstream and allow other stakeholders, including AME, observe and participate in the process.

4. Reach out to other municipalities to take to scale.  Having consolidated the contracting to implementing cycle, refined and expanded the menu of tools, this program could introduce appropriate transparency interventions (at reduced cost) even in the most needy of municipalities. In so doing, it could make the most of opportunities to institutionalize transparency tools such as public year end accounting hearings, public audits, open access to information and work on social capital (ethics/ facilitator training) building towards eventually institutionalizing participatory budgeting.
  

Upcoming municipal elections (campaigns begin in fall 2003) can offer an opportunity to compel municipal candidates, all of whom can be expected to promising to fight corruption, to commit to a participatory transparency diagnosis regime.  Additionally, any number of mechanisms can be utilized to market this project to other municipalities utilizing donors, CCC, the electoral commission, civil society organizations and the media.   In any case, it should not be difficult to attract interest from mayors, even those whose behavior is less than transparent, as all political figures in Ecuador are interested in winning a transparency seal of approval.

Keys for a Successful Municipal Pilot

Methodology:  Based on this experience the critical methodological factor is that the various events, from contracting, to diagnosis to action planning/training workshops, all be fully participatory.  This encourages bottom up contextualizing and obliges adapting objectives, focus, tools and schedules. Most importantly it transfers ownership to the clients and particularly the citizenry.  That the methodology be fully participatory is the key.

Team and Tools:  The consultants presenting the tools and doing the training should have previous experience not only in applying tools but experience working at the municipal level where even the most sophisticated techniques need to become exceedingly user friendly and concrete if they are to be adopted and sustained.  Tools to be considered for testing include: participatory budgeting (accounting hearings), public audits, ethics training, opening access to information, leadership/consensus reaching/facilitation/plan implementation/ training, legal framework simplification, management and procedure simplification.  

Timing:   Ideally, the contracting meeting would be followed within weeks by the diagnosis workshop, followed within weeks by action planning. Then preliminary training workshops and more in depth training can take place during the period of planning implementation.  This should be followed by an evaluation workshop.  In raw municipalities not yet ready for the full participatory budgeting implementation the cycle could take as little as a few months in order to take advantage of opportunities.

Institutional Base:  At the pilot stage the critical objective is to develop first and foremost a proven methodology, then team, then tool box. If this can be enhanced by partnering with a local institution that brings skills, experience and administrative where with all to the table, all the better.  If on the other hand, the partnership is likely to complicate the team dynamic, cause confusion regarding methodology and tools then the handicap is not worth the benefits.  Once the piloting is done, however, it is important to develop an institutional base for sharing, funding generation, marketing, etc.

Annex 1

Summary of Project Covered

Transparent Municipalities (August 02 – Jan 03)

Objectives:  

1- Design and implement transparency tools and methodology in four pilot municipalities to improve service delivery and overall administrative transparency and public oversight.

2- Open the way for (and encourage) citizen participation in the design and implementations of public oversight of  planning, budgeting, spending and service delivery.

3- Design and prepare a system to evaluate effectiveness and transparency of budget and contracting systems using common sense indicators.

(Please note that these objectives were scaled down over course of project.  Originally it was suggested that the new budget oversight systems would be implemented by this pilot phrase.  This was clearly unrealistic as a budgeting cycle takes at least one full year to complete.)

Activities Undertaken:

1- Signed cooperative agreement with CCC to implement pilot together in four pilot municipalities.  (This followed a process of considering a number of potential institutional partners)

2- Selected the 4 pilot municipalities based on: political will of mayor and city councils, local experience with citizen participation in municipal affairs, experience with citizen oversight, interest of civil society in adopting the process.

3- Began developing project team with a UNDP and CCC project leaders working together to review CVs and interview prospective consultants with expertise in implementing transparency tools as well is in municipal development.

4- Held initial meetings in each of 4 pilots with Mayors and key staff to present project, invite comments and concerns, begin defining cooperative agreements that would follow, make preliminary assessment of corruption risks or hot spots in each municipality.

5- This led to conducting a diagnosis workshop in each of four pilot municipalities to identify risk areas in municipal finance process and gaps in citizen oversight, as well as establish interventions to strengthen oversight in risk areas.

6- In each municipality these intervention included:  Participatory workshop on participatory budgeting (including a simulation exercise) and accounts oversight (tool 1), participatory workshop (or workshops if needed) in government ethics (tool 2), participatory workshop on how to conduct public audits vedurias (tool 3), participatory workshop on opening access to information as part of overall communications plan to enhance municipal transparency (tool 4).

7- Municipality of Cayambe also received assessment and advice on integrating financial information systems.

8-  Municipality of Esmeraldas also received: participatory training workshop on public oversight strategies and mechanisms, and advice on establishing a municipal ethics unit.

9- Municipality of Pedro Moncayo also received: advice and support in systemizing its public accounting hearings process, and support to publish a citizens service guide. 

10- Municipality of Ruminahui also received: support in publishing a citizen services guide.

11- Additionally each Municipality received a Manual on Transparent Municipal Management (A 200-page guide of how to make a municipality more public service oriented, fiscally transparent and efficient) as well as a Manual on transparent fiscal management and oversight.

12- Each municipality has also made arrangements with the CCC as part of project to have 4 key members of municipality to received rigorous leadership training that highlights consensus reaching, facilitation, communications, action plan making and implementation, public ethics and enhancing participation. (tool 5).

Participatory Method

The method used was a combination of planning, diagnosis and training workshops attended by mixed civil society, municipal official and municipal worker groups as agreed upon in initial contracting or agreement meetings. These workshops were attended by a many as 50 or as few as 12 participants and were moderated by third party facilitators to reach consensus on actionable plans that would enhance oversight and transparency.

Tools


Tools that were tested and refined for each municipality over course of contract, action planning were:

1 -  Participatory budgeting (including a simulation exercise) and accounts oversight training via participatory workshops.  These workshops reviewed a user-friendly 18 step process (see annex 2) - from reviewing yearly accounts through electing a joint Civil Society/Municipality executive committee to passage of a participatory budget.  Then a live simulation was conducted to show how civil society and municipal officials together can review yearly accounts, and strategic plans then devise budget according to agreed upon priorities.  Even if introduced in a less than ready context, this process pushes the opening of accounts review, access to information and strategic planning implementation.  This could be evidenced in Ruminahui and Esmeraldas where these intermediate budgeting stages were opened by the participatory budget review process even though the condition were not ripe for adoption of full participatory budgeting.

2- Ethics awareness raising and training to establish norms for municipal worker and official behavior as well as citizen responsibilities.  Explicit and consensual codes of ethics with incentives and sanctions were in several cases addressed and planned. Ethics training for each of three groups was also a next step generated by this training and action planning.  In Ecuador participation is considered an ethical value, therefore, the ethics workshops addressed ways to appropriately enhance effective citizen participation in the planning and oversight of municipal accounts and affairs and improve access to information.

3-  Public audits (veduria) training and awareness raising.  These participatory workshops introduced citizens and other municipal stakeholders to the public auditing mechanism designed to examine local projects or processes that have generated concerns.  These are spot audits that have proven a powerful instrument citizens can use to hold public officials or others to account.

4-  Enhancing access to information as part of overall communications plan to institutionalize municipal transparency.  These training workshops work to establish systematic access to fiscal, legal, and management information (in layman language) vital to effective citizen oversight.

5- Leadership/ facilitator training to build and enhance social capital.  This training is designed to increase municipal capacity to reach consensus, make and implement plans, oversee key municipal operations, enhance access to and dissemination of information and open circles of citizen participation.  Additionally, this training focuses on optimizing opportunities to systematically enhance transparency.

Preconditions for successful piloting

If the objective is to have a successful pilot in the strict definition of meeting objectives, then the preconditions for success are to choose municipalities where the mayor is committed to change and supported by a broad and deep constituency in civil society.  Applying a participatory tool will be relatively easy.   Basically the mayor will drive the process.  On the other hand, the mayor can probably do it without you.  And since few municipalities will offer ideal conditions, at the end of the day the pilot will not have a plane to fly. 

If, however, the objective is to test a methodology and tools under more typical conditions then part of the pilot sample should include municipalities that will stress the project’s adaptability.  Clearly, city officials need to be willing to at least invite the process in and there needs to be some organized citizen groups ready and able to take on the process and see it through.

The pilot experience that offers the most in terms of learning, in use of both the most sophisticated tools and more basic tools for less ideal cases, involves a mix of a few highly mature and a few more typical municipalities.

The test of effective anti- corruption or transparency reform, is to build irreversible checks and balances when political will wants the seal of approval without giving up discretion.  Experience would suggest that at the municipal level where citizen pressure cannot be ignored, this can be readily accomplished.  This broadly participatory process once refined can expect to be invited in and perform well in the real world of Ecuadorian municipalities. In other words the officials will have to make some real concessions in order to win the seal of approval. Or more to the point, once they open themselves to the process of inviting citizen groups in to oversee, plan, review, and implement it will become politically untenable to backtrack.  It can be expected, however, that some mayors caught in the transparency trap will drive the situation to crisis or confrontation with civil society.  This should be perceived as a sign of progress along the road to greater systemic transparency driven by citizen demand.  

Despite the persistence of talk about the need for a high level champion (bookend to the myth of landing a big fish), the most critical precondition overall for progress in  enhancing transparency is citizen will and capacity.   Will is seldom absent and capacity can be enhanced through training.  

The case of the all but forgotten Municipality of Muise (an island near Esmeraldas) offers an encouraging lesson on how even with few preconditions civil society can press real change upon an unenlightened municipal administration using very simple techniques such as public audits and strategic planning implementation.

Annex 2

Summary of 18 Step Participatory Budgeting Process

Stage 1 Accounting Review

1    Training course on reviewing accounts and devising budget


2    Accounting review of previous budget


3     Presentation of years budget

4 Election of representatives by sub region, or working groups or by theme

Stage 2  Identification of Priorities

5 Present baseline data to guide discussion by elected representatives

6 Conduct participatory diagnosis by sub region

7 Conduct participatory diagnosis by theme

8 Identification of capital or strategic projects by sub region

Stage 3  Producing a Budget Proposal

9 Election of a Participatory Budget Executive Committee

10 Establish agreed upon criteria for prioritizing projects

11 Generation of a list of projects

12 Presentation of base figures for spending and income for the coming year (which includes developing income budget numbers in participatory fashion)

13 Generation of initial Investment Plan

14 Generation of budget proposal

Stage 4  Presentation and Approval of Proposed Budget

15 Training course for Executive Committee and Municipal Officials on participatory budgeting rules and distribution of resources

16 Review of proposed budget with costs and priorities by civil society

17 Presentation of  reviewed budget by Executive Committee to the Municipal Council

18 Approval by Municipal Council of the broadly reviewed budget for coming year  
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