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A. ORGANIZATION OF WORK

1. Background

1. The meeting held in Santiago, Chile, marked the culmination of
the first phase of the project “Urban management in selected
medium-sized cities of Latin  America and the Caribbean”
(ITA/92/S71), which the Economic Commission for Latin America and
the Caribbean (ECLAC) is carrying out with financial support from
the Government of Italy, in the cities of Cérdoba (Argentina),
Cusco (Peru), Manizales (Colombia), Ouro Preto (Brazil), Port of
Spain (Trinidad and Tobago) and Valdivia (Chile) .

2. As part of a programme of support to municipal governments,
ECLAC had, for the previous eight years, been conducting systematic
studies on schemes for modernizing institutions with an emphasis on
new models and systems that would permit a change in the approach
to municipal management from one based essentially on resource

administration to one under which the municipality assumes an
active role in promoting economic and social development.

3. Under the first phase of the project, specific diagnostic
analyses were done for the selected cities, with a view to
identifying and grasping the basic management problems faced by
each. Other broader studies served to establish a theoretical frame

of reference for the principal problems affecting Latin American
cities. '

4. In Latin America and the Caribbean today, the institutions
that offer the best opportunities for creating new systems that
promote both the economic and social dimensions of urban
development are local governments. However, they generally lack the
capacity for dealing with challenges of this kind. The project, a
continuation of one previously carried out by ECLAC on the same
subject, aims to reduce the gap between the opportunities that
present themselves and current conditions. In the context of the
decentralization process underway in most countries of the region,
such an undertaking implies restructuring the municipal government
and entails not only changing the scale of treatment of problems,
but also reinventing methods of governing; as such, it implies a
new form of management. *

5. More specifically, the project is centred and organized around
four basic axes: ,



ii)

iii)

iv)

6. The
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Improving and increasing urban productivity. This refers
to a systematic form of management under which the role
of the municipality is not limited to administering the
resources earmarked for improving public services, but
also involves promoting local economic development
against the background of the production changes taking
place at the national level.

Promoting social development. This entails better
identification of development needs and targeting of
social assistance; specific ways of integrating the
municipality into national strategies for economic and
social development; integrated strategies for territorial
action; and improvements in the institutional capacity of
social development agencies both within and outside of
the municipality.

Sustainability. The aim is to establish the necessary
balance between economic and social growth, the
environment and quality of life. Thus, sustainability
does not simply mean preserving the local environment,
but presupposes a ‘concern for the proper balance of
quantity and quality in economic growth.

Social equity. There are two implications in this regard.
First, it means that the municipality should promote
social and economic remuneration for individuals and
groups in line with the specific strategies adopted, in
particular those relating to changing production
patterns; and second, it implies a political value, one
which protects. human rights and promotes the democratic
development of individuals and institutions.

project, in short, seeks mainly to strengthen the

municipality’ s management capacity, in order to:

i)

ii)

iii)

Increase, change and redefine the responsibilities and
terms of reference of the municipality, in order to move
from an administrative approach to one aimed more
specifically at local economic development .

Increase the capacity to discern and identify 1local
requirements.

Increase the capacity to mobilize and coordinate
financial, organizational and institutional resources
through projects and consultation and negotiation between
public and private institutions.

7. In the first stage, which culminated in the regional technical

seminar,

the main focus was to describe the particular localities
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and its growth dynamics and development problems, in order to
obtain a clear profile of the main situations and existing
problems In addition, the municipal administration was described
in terms of its functlons and sphere of competence. Lastly, the two
profiles were compared in order to assess the effect of management
problems on efficiency and the real prospects for improving
operating conditions.

8. Once the consultants had completed the case studies ass1gned
to them, a seminar was held in each of the selected cities in order
to make known the findings and conclusions of the completed study
to mun1c1pal officials and community representatives and to collect
their 1mpress1ons and views. The PrOJect Coordinator took part in
these seminars.

9. One of the chief objectives of the project was to do
comparative studies of the results of the different case studies.
This provided the basis for the horizontal dissemination
programmes, which constitute a major part of the second phase. The
purpose was to identify subject areas for future regional
consultancy services.

10. It is now possible to proceed with the second phase of the

project, which includes:

i) Having the municipality in question, in consultation with
ECLAC, establish a global strategy that will serve as a
framework for institution-building;

ii) Formulating specific goal-oriented strategies for dealing
with the major problems identified, in order to give
meaning and continuity to the action.

iii) Working out policies and programmes as instruments for
putting into effect the stated proposals. In this case,
two major types may be distinguished:

- Policies designed to enhance the municipality’ s
decision-making capacity and its ability to
coordinate the roles of the different actors
involved with a view to local development;

- Mechanisms for improving management of the
municipal apparatus; for example, mechanisms for
administration, staff management and the system of
taxation.

11. To sum up, within the limits of existing resources, the aim is
to ensure that both the description and the proposal phases, in
each case, are exercises carried out jointly with the municipality
and not imposed from the outside, and thus result in a management
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system or model that is endorsed by the municipality and hence has
a strong chance of becoming pPermanent.

2. Place and date

12. The Regional Technical Seminar of the project “Urban
management in selected medium-sized cities of Latin America and the
Caribbean”, took place on 24 and 25 July 1996 at ECLAC headquarters
in Santiago, Chile.

3. Attendance’

13. The meeting was attended by representatives of the
municipalities of Cbérdoba (Argentina), Cusco (Peru), Manizales
(Colombia), Ouro Preto (Brazil), Port of Spain (Trinidad and
Tobago) and Valdivia (Chile), who had also acted as the municipal
technical counterparts in the first phase. The Mayor of Valdivia
represented that city.

14. The consultants responsible for the first phase attended the
seminar in order to present their respective case studies. Each
gave a brief account of the main aspects of the study carried out
and outlined their conclusions.

15. The Latin American and Caribbean Institute for Economic and
Social Planning (ILPES) collaborated on the seminar by providing
information on some of its current studies and research projects on
decentralization and municipal development. Also collaborating on
the seminar were staff members from the ECLAC Environment and
Development Division, to which the project was assigned. A report
was presented on a project involving municipal management of solid
waste, sponsored by the Government of the Federal Republic of
Germany. The ECLAC Economic Development Division also made a
contribution related specifically to the issue of decentralization.

16. Representatives of the Municipality of Temuco (Chile), the
Latin American Demographic Centre (CELADE) and the Proyecto
Ciudades Sustentables (Sustainable Cities Project) being carried
out in Concepcién (Chile) also attended as observers.

17. The Government of Italy, the country sponsoring the project
under discussion, was represented by the First Secretary of the
Italian Embassy in Chile and an official from the Ministry of
Foreign Affairs of Italy, who acted as contact officer with ECLAC
for the purposes of the project.

1 see the list of participants in annex 1.
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B. SUMMARY OF DISCUSSIONS

18. Mr. Peter Jensen, Coordinator of the Joint ECLAC/UNCHS Unit on
Human Settlements, gave the opening address. He underscored the
importance of the subject and the project’s relevance in the light
of the goals and activities of the United Nations Conference on
Human Settlements (HABITAT 1II) and the Regional Meeting of
Ministers and High-Level Authorities of the Housing and Urban
Development Sector in Latin America and the Caribbean. In this
respect, he said, the project was a vehicle for dialogue and
integration in confronting common problems in management and urban
development.

19. On behalf of the Government of Italy, Mr. Francesco de Luigi
thanked ECLAC and ILPES for their part in organizing and conducting
the Seminar. He said that the typological study of urban management
methods was essential for Latin America, and that closer links were
being forged between countries and cities. His country’ s principal
objective in participating in this project was to strengthen those
ties.

20. Ms. Anna Zambrano, representing the Ministry of Foreign
Affairs of Italy, talked about the most important aspects of the
project, which related to the needs of Latin American cities:
namely, the need to focus all efforts on eradicating urban poverty,
strengthen environmental control, consolidate democracy, guarantee
Latin American city-dwellers full citizenship and participation and
modernize policies and urban management planning instruments.

21. Mr. Ricardo Jordan, Project Coordinator, gave a presentation
on the objectives, methodology and planning of the project
activities. He also set out the objectives and scope of the seminar
and proceeded to make an assessment of the first phase of the
project.

22. Mr. Marcello Balbo, Senior Project Expert, made a presentation
on conceptual and methodological considerations, based on European
and Latin American experiences and case studies that suggested
possibilities for action and for improving the premises and
proposals of the second phase of the project. He also reviewed the
findings of his study and presented a typology of problems and
situations that could be used as a basis for the discussions that
would follow.?

2 For a more in-depth study of this issue, see Balbo, Gestién urbana en ciudades intermedias de América

Latina: consideraciones sobre el marco conceptual, LC/R.1614, ECLAC, 29 December 1995.
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23. The project consultants then provided the information
requested on the methodology used in preparing the case studies.3
A debate followed on the main problems and courses of action for
the second phase. The consultants offered suggestions on
prerequisites for implementing solutions, and each reported on the
internal deliberative units at the municipal level and the relevant
national seminar.

24. During the morning session of the second day of the seminar,
presentations were given on common areas of reference of ECLAC and
ILPES, in relation to urban management. The coordinator of this
section, Mr. Juan Miguel Yarmuch, gave an introduction on the
presentations that would follow. The latter covered such areas as
fiscal decentralization, management problems related to proper
waste disposal policies, aspects of institutional coordination and
an account of the activities ILPES was pursuing in those areas.

25. The final part of the seminar was devoted to a discussion of
proposals and guidelines for the second phase. The first to speak
was Ms. Daniela Simioni, Project Expert, who discussed primarily
the types of common problems observed in each of the case studies.
Based on that analysis, a general proposal was formulated on
courses of action for the second phase that served as the starting
point for a joint evaluation, which made it possible to identify
the most important aspects of the second phase. Those aspects were
then further discussed.

26. The principal conclusions of each case study were translated
into courses of action (or outputs) and cooperation activities:

]

i) Manizales

- Designing a system for monitoring, follow-up and
control of the Manizales Twenty-first Century Development
Plan. Efforts would be made to improve urban management
through coordination and rationalization of the work of
the municipal offices responsible for implementation of
the plan, in terms of defining the required policies,
programmes and projects;

- Designing a system for disseminating and
communicating the development plan to various community
and citizens’ groups and business and scientific circles
of the city. Efforts would be made to bring interests
together around the ideal concept of the Municipality and
to communicate the goals of the development plan to the
different sectors of the city.

% see in annex 2 the list of publications distributed during the seminar.



ii)

iii)

iv)

v)

Port of Spain

- Designing an information system with the objective
of gradually providing the Municipality with an official
land register and support for planning;

- Designing a strategic local management planning
system geared to improving urban management through the
design of a series of components, processes and
instruments for a strategic planning system, training of
personnel and implementation.

Cusco

- Designing a structural re-engineering system for the
municipal waterworks or for garbage collection. The
principles used in the process of modernizing the public
sector would be applied to a municipal agency,
establishing links with the central apparatus;

- Designing a strategic planning system for 1local
management. The purpose would be to improve municipal
management and planning through the design of a set of
components, processes and instruments of a strategic
planning system, training of personnel, and
implementation.

Ouro Preto

- Designing a system of intervention, targeted at low-
income segments of the population in outlying areas with
inadequate services, in matters such as housing,
infrastructure, facilities and environmental protection,
comprising three elements: strategic planning,
participation and institutional coordination.

Cbérdoba

- Designingthe functional-administrative structure of
a joint (public/private) local development agency. The
agency should be a centre for coordination of activities,
including promotion of international trade, foreign
investments, business exchanges and general training and
skills improvement.

- Designing a "hot-house" project for local small and
medium-sized businesses. The project would foster the
emergence and development of local, innovative, small-
scale entrepreneurs capable of competing successfully on
the national and international markets.



vi) Valdivia

- Developing a system for decision-making in the area
of planning. The system should help to rationalize the
decision-making processes in the area of municipal
planning, in particular with respect to implementing the
policies, programmes and projects contained in the
Communal Municipal Development Plan.

- Designing a communications and private-sector
participation system for municipal management. The system
would aid coordination and linkage between the
municipality and the private sector with respect to the
management and urban development processes.

C. CONCLUSIONS

27. Based on the priority requirements for institution-building
identified by the municipalities during the six national seminars
and the exchange of views between representatives of the
municipalities and the consultants during the regional technical
seminar, specific technical assistance programmes were worked out
with each municipality for the preparation and realization of new
management systems and for the design of instruments, chiefly for
improving planning and participation. Although the municipal
operating profiles prepared by consultants in the first phase
revealed a number of problems and weaknesses, during discussions at
the seminar it was decided that the modernization and improvement
efforts should target the above-mentioned areas and sectors, which
were considered key areas for furthering a more general improvement
process.

28. Land-use planning was deemed essential to ensure that
development and urban management were compatible with the goals of
sustainable development. In general, all the municipalities,
recognizing that conventional planning instruments at their
disposal were ineffective, expressed the wish to adopt a new
planning system.

29. The municipalities agreed that new possibilities were opened
up by a strategic planning approach that did not aim to produce a
plan for the physical development of the city, but rather a set of
strategies that would enable public- and private-sector actors to
promote urban development, provide services for the citizens and
improve the quality of city life and the environment. In strategic
planning at the municipal level, the municipality was not the only
agent of urban development; other local actors such as the private
sector, the business community, community groups, non-governmental
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organizations and other government offices were expected to
participate and assume a share of the responsibility.

30. The possibilities offered by strategic plans for the future of
cities called into question the skills and knowledge of municipal

government personnel to handle and organize a long-term planning
process.

31. Participation and coordination were other key elements
urgently requiring improvement. Organized participation was
essential to strategic planning, since only through participation
in activities and assumption of responsibilities agreed on and
distributed among the actors on the urban scene could a strategic
plan acquire legitimacy and scope for implementation.

32. During the following months, the cities of Cérdoba, Cusco,
Manizales, Ouro Preto, Port of Spain and Valdivia were expected to
receive technical assistance in the design of specially adapted
methods for improving local planning and participation processes,
which would constitute a set of tools for tackling the general
urban management problems of those medium-sized cities.
Subsequently, the methods might be shaped into effective
instruments applicable to other urban contexts in Latin America and
the Caribbean.
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