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Introduction

It goes without saying that integrity should be one of the major assets of public administrations in developed societies. Integrity is closely related to the quality of service delivery by public administrations to the citizens. Citizens should be sure that they are evenly treated by the public administration, both at the national and at the local level. Services of the public administration should be available to all citizens for free (citizens already paid their taxes for these services) or for fixed tariffs. Both asking and offering of extra payment is a violation of integrity.

What goes for individual citizens goes for business firms, NGO’s and other organizations as well. Business firms should be able to make biddings for public procurements. And the process of selecting among the bidders should be open and fair.

Finally, integrity of the public administration is one of the main aspects of good governance. Therefore, according to international organizations as the EU, the Worldbank, and the IMF, it is one of the preconditions for economic development.

The famous French sociologist of bureaucracies, Michel Crozier, defined power as the capacity to keep the other party in the dark as regards ones own intentions and to transmit little or no information. Keeping intentions hidden and refusing to share information leaves the other insecure. It may give a lot of power but it is the type of power that is likely to be abused and even might be meant to be abused.

I am a citizen and I want to get permission to build a house. I know the procedures, but I do not really know how they function, nor do I know the time frame. The city hall never made it clear to me. I go to the city hall, where I meet the person to whom I should submit my request. Everything seems to be fine and I am told that I now need to wait. How long? Difficult to say. Patience is important. I wait and after a month I go again to the city hall. First they cannot find my dossier, but they promise to search for it. Great. A week later I am told that a particular piece of paper is still lacking. Why did they not tell me earlier? Anyway I provide the missing paper and I have to wait again. A month is passing and another month. Spring is coming and I still do not have my permission, but I notice that someone is building a house nearby. I ask the neighbours who is building. Apparently it is someone who is close to the mayor and he got his permission in just a couple of weeks. Good for him, but I am still waiting……

The person who told me this story waited for a year and gave up. “Probably they expected me to pay something”.

Integrity (coming from the Latin ‘integer’) means ‘being intact, untouched, whole, or uncorrupted’. In daily practice we use the word to point out that someone is doing what he is saying, keeping his promises. If you don’t, you are lacking integrity and people stop considering you to be reliable. If you continue not to do what you are saying, people will conclude you are not to be trusted anymore. The same applies to a local administration as well as to the central government.

Speaking more formally integrity means two things. On the one hand it means the absence of corruption and fraud. As outlined above, politicians and civil servants should do their jobs without asking for or accepting extra payment. Public money should be spent on what it is meant for; it should not disappear into the pockets of persons who are not legally entitled to have it. 

On the other hand integrity means openness, transparency and good quality of service providing. As a public administration, let the public know what you do and how you do it. Transparency at the same time is the best guarantee for the prevention of corruption and fraud. In a really open public administration, illegal activities cannot remain unknown for a long time.

Generally speaking, governments are expected “to ensure that public officials do not allow their private interests and affiliations to compromise official decision-making and public management”. Sociological observation has repeatedly demonstrated that where governments are hideous regarding information, power structures flourish and corruption is popping up all the time. Where citizens have easy access to the administration, where governments and administrations are open to share information and answer questions of citizens and journalists, and discuss matters with them, where transparency and accountability are strong, corruption is not. In such cities the citizens tend to trust the administration as well as the people who work in it. Public servants and governors are seen to be reliable and integer.

But evening when public administrations are really open and transparent 100% integrity can never be guaranteed. Improvement is always possible and therefore necessary. This is not only so in Romania, but it is true for every developed country in the world. Violations of integrity can always occur in every larger organization. Every organization, and public organizations in particular, should therefore be attentive to violations of integrity, and should deal with them in adequate way. On the one hand by taking the right measures against these violations, on the other by changing the set-up of the organization in such a way that it becomes less vulnerable for violations of integrity.

In this manual we discuss a method for improving integrity at the level of local government. The assumption behind this method is that improving integrity is in the interest of the local government, but also in the interest of citizens, business firms, other public organizations (like schools, hospitals, etc.) and NGO’s. Moreover, knowledge about a lack of integrity is not only available in the city hall, bur citizens and organizations in the civil society have there own experiences with the integrity, or the lack of it, of the local public administration. In other words: also citizens and organizations in the civil society know from their own experience what is wrong and what can and should be improved.

Therefore the focus in this manual is on a Local Integrity Group, a group of people representing different parts of the local community, including local politics and the local public administration. The idea behind this manual is that this Local Integrity Group comes up with a strategy for the improvement of the integrity of the local public administration. Such a strategy should consist of three parts. In the first part an analysis is given of the present situation with regard to integrity. This analysis indicates, on the basis of facts, where improvements are required.  In the second part goals are formulated, that is a description is given of what the improvements should achieve. In the third part of the strategy the means and instruments to achieve the goals are given. 

Of course the local council has to give its consent to the strategy. After the council has done so, it is again the task of the Local Integrity Group to monitor the implementation of the strategy.

This manual is written on the basis of a project, ‘Improving Romanian Local Government Integrity’, which was executed in 10 Romanian cities from March 2004 to February 2006. In each of these cities Local Integrity Groups were at work. This manual is based on their experiences. 

The setup of this manual is as follows. In chapter 2 a number of Romanian personalities, some mayors of Romanian cities among them, give their opinion on the importance and the need for improvement of integrity in Romania.

Chapter 3 gives an overview of the most relevant Romanian legislation with regard to integrity. The data in this chapter can serve as a background for the activities of the Local Integrity Group.

Chapter 4, ‘Improving integrity in 10 steps’, could be called the core part of the manual. It gives in full detail an overview of all the activities of a Local Integrity Group, as well as guidelines for these activities.

Chapter 5 is an inventory of instruments for improving integrity. You will find in this chapter a number of instruments that worked well in different situations. Whether they will work in your situation depends on your situation and on the integrity problems found. This chapter is of course not complete. Depending in your situation you may have to look for still other instruments.

The last chapter, chapter 6, gives an overview of a whole array of methods an techniques that can be useful for the activities of a Local Integrity Group. This chapter notably deals with working with groups, both smaller and larger groups, and with interviews and opinion surveys.

How to use this manual?

This manual as a whole contains all the information you need to conduct a project to improve local government integrity.

When you are still considering whether or not to conduct such a project, read first of all chapter 2. In that chapter you will find the opinions of a number of Romanian personalities, some mayors among them, on the relevance and necessity to work for improving integrity.

When you already have decided to conduct such a project, read first of all chapter 4. In that chapter you will find an overview of all the activities that lie ahead of you. References to other sections of the manual that provide more detailed information on each if these activities are given.

Chapter 1

Why do we need to improve the integrity of local public administration?

Motto

“Integrity is the power to say “no” to the political factors when they have a hidden agenda and the power to say "no" to the desire to make a fortune [...]. After completing a four years mandate, you must be able to walk down the street light hearted, looking straight ahead, without anyone talking behind your back." (Adrian Popa, vice mayor of Cluj).

1.1. Introduction

In this chapter a general impression is given of the integrity situation of local public administrations in Romania. The impression is based on a number of interviews of carefully selected people, some of whom are directly involved in the local administration as mayor or vice mayor, or as a secretary of an NGO  offering services to local administrations, others are well informed observers, working in the media, or in an institute of social research or otherwise. Although this chapter is dealing with the Romanian situation, we believe it contains information and insights that are relevant to other countries as well. Why? Because patterns and trends of governmental organizations tend to be quite similar in most countries and likewise are the patterns that undermine the integrity of organizations.

The integrity problems of the Romanian local administration have been acknowledged by society in general and are often debated by the local and national press. The majority of Romanians are familiar with the big corruption cases through the mass media. Through their personal experience they are familiar with the small corruption. Well known representatives of the civil society have publicly adopted a critical attitude towards corruption. However, Romania still needs to improve the social visibility of the problem, and the citizens need to understand that some problems can be solved only with the involvement of us all, of the civil society, of the judiciary, the NGO’s and the press.  Citizens as well as politicians and civil servants are often not really aware that the lack of integrity of local administration is the cause of a series of problems for the local community. It always has a negative impact on the quality of life of the community.

So we have carried out a mini survey of ten interviews with the following people: The mayor of Ploieşti (Emil Calotă, PSD), the mayor of Bacău (Romeo Stavarache, PD), the vice mayor of Cluj (Adrian Popa, PNL), Cristian Pîrvulescu (the president of the Association Pro Democracy), Rodica Culcer (head of the News Department, TVR), Marian Popa (member of Transparency International Romania), Ana Vasilache (director of the Foundation Partners for Local Development) Bogdan Voicu and Luana Pop (PhDs in sociology, Faculty of Sociology, University of Bucharest), Onno Simons (counselor of the European Commission Delegation in Romania).

Don’t be mistaken, this research is not representative. This survey is just providing you with information about the way some representatives of Romanian society view and assess the situation in local administrations.

The interviews were semi structured, the interviewees being allowed to express themselves freely about the different aspects of the theme. The topics included: diagnosing the integrity problems of the local administration in Romania, the factors that generate them, identifying the solutions. The interviews brought to light an array of observations, opinions and comments that were often similar, but also divergent and complementary.

The following sections are based on the information obtained during these interviews. In some cases, the problems identified during the interviews are accompanied by quotes; in other cases, the need to concentrate the information forced me to use the indirect speech or to convey information and opinions without mentioning the author. I thank to all those interviewed for the courtesy of providing us with useful information.

1.2 What is integrity and why is it important?

Professionalism and integrity of the local administration are important elements for consolidating  democracy at the local level, contributing to the democratization of the entire society. The importance of the local administration consists in the fact that it is the first public structure one gets in touch with and the first to solve the citizen’s public problems. For any of his public problems the citizen will have to deal with local representatives, even though in some cases the local administration does not have the legal qualification to solve that specific problem. The public’s general perception of governmental behavior is influenced directly by the contact with the elected local politicians, officials and civil servants.

We need to establish the degrees of seriousness of the problem. First there is the small corruption. It is about the clerk who demands a bribe in order to facilitate solving a problem and similar patterns of behavior.

Secondly there is the big corruption that implies considerable amounts of money. Example: a company is paying generously a political party in order to obtain a lucrative contract from the local administration. Such contracts may amount to millions of euros.

Most of the local governors who were interviewed did not consider the small corruption cases as being the core of the corruption problem in the local administration. However, most civil society representatives considered that small and big corruption correlate.

“The small corruption cannot function without the big corruption. The unimportant clerk feels relieved from the moral responsibility as long as those in the highest positions in the administration are under the suspicion of practicing a sort of clientelism.” (Cristian Pîrvulescu)
Trying to define integrity, we may say that a proper definition does not only refer to the negative aspect, the occurrence of corruption, but should also point to the need to improve communication and transparency of decision making. Integrity is related to the reduction of suspicion that personal interests prevail over the public interest. 

The criteria with the help of which we decide whether there is integrity or not are also important. They have to be precisely defined and settled by law, in order to monitor public behavior. The respondents tried to establish a few criteria that can make the concept of integrity an operational one. Some of these opinions are:

“The criteria for public integrity must be precisely defined in order to monitor the behavior of public servants. These criteria should include:  transparency of public acquisitions, supervision of the public auctions and of the meeting of the Local Council, transparency of the relationship with the business environment. (Cristian Pîrvulescu)

“The lack of procedural equity, the lack of professional criteria in making discretionary decisions, the arbitrariness of decision processes, the occurrence of small corruption, they all are related to allocating resources on the basis of personal interests and to subjective implementation of policies”. (Luana Pop).

“The suspicions regarding the auctions and acquisitions needed to be taken away and that’s why we’ve been inviting press people to witness auctions […]”. (Adrian Popa)

“Integrity is the capacity to act according to the values and the standards accepted by the politicians and by the public opinion. Talking about integrity is talking about activities pursued within a values and standards framework”. (Onno Simons)
All the respondents admitted the existence of a number of integrity problems within the local administration, problems that compose a real and worrying phenomenon. Some of the respondents described the corruption in a metaphorical way as being a disease affecting the system, a chronic disease that has to be publicly acknowledged and then cured. The common opinion was, though, that we should not generalize the phenomenon. There are upright civil servants and officials, as there are also corrupted civil servants and officials, who need to be identified and held responsible. 

“From my point of view, Bacău had a peculiar local government because of major problems with the public servants in charge of the City Hall…., problems that finally led to the removal of some of  them from the public administration management positions. […] These problems are still visible…..some of the present public servants still have a mentality that is very hard to change. The most difficult thing is to change these habits that cause so much harm.” (Romeo Stavarache).       

1.3. How could some problems related to the lack of integrity be solved?

The respondents admit that the attitude of citizens towards the local administration is characterized by suspicion and distrust, especially regarding contracts. There is a fear that contracts go to the wrong partners and are too much to the benefit of some public servants. It’s possible that in some cases there isn’t any corruption involved, but in order to reduce suspicion, citizens need to be informed in a much more transparent way. The larger the community of citizens and the more significant the funds are, the bigger the suspicion. Election polls have demonstrated the lack of trust of most of the citizens towards their political leaders.

“Let me give you an example: it may sound paradoxical, but the funds assigned for green areas are often much more significant, even double, than the funds for repairing the roads. The fact is that the use of funds for the green areas is difficult to supervise. So there is a suspicion that an occult mechanism is involved here. It is absolutely necessary for the budgets to be discussed publicly, in order to eliminate this suspicion.” (Cristian Pîrvulescu)

    A. From outside the administration, the general feeling is that the level of transparency is low. There are suspicions; there is a perception of administrative incapacity, caused by the lack of professionalism and the excessive politicizing.

            One of the instruments for reducing the suspicion and strengthening the citizen’s trust is to increase transparency. 

First of all, public auctions need to be open and information has to be conveyed. There are examples of good practice that need to be generalized. In Cluj, Ploieşti and Bacău, according to the statements of the interviewed officials, all auctions are public. This is to eliminate the suspicion. Auctions are published either on the City Hall’s website, or in local newspapers. Secondly, according to the transparency law, the local public policies should be presented and discussed with the beneficiaries, before being adopted. Unfortunately, in many cases, citizens are neither consulted nor informed.

“The level of transparency is very low in many of the local administrations, mostly because of the intricate way even important decisions are still being made” (Luana Pop) 

Existing suspicions and discontent regarding the administration are not easily removed, even if a city hall is taking lots of efforts to increase transparency:

“There are many regulations that permit the control by citizens, interested in the way the public money is spent. In Ploieşti, even the acquisition of writing pads and toilet paper is published on the website… Transparency depends on the manner each City Hall has organized its channels of communication.” (Emil Calotă) 

   B. At the same time it is important to seek control over the corruption cases. How could such a control be carried out efficiently? - so the respondents were asked. The simplest solution is an integrity test, that should be carried out by someone outside the administration and not be announced beforehand, in order to eliminate the possibility of preparing the employees, is the suggestion of Cristian Pîrvulescu. The test is camouflaged, i.e. the respondent is not aware he is being tested. This way important information can be obtained.

Others suggest political parties should develop their own control systems over their candidates, who should be selected more carefully. Parties should also teach and train them, lest they develop into a liability of the party and get penalized by the voters in the next elections. Meanwhile a lot of harm has been done.

1.3.1 Who are the social actors who can get involved in improving integrity?

The role of the mass media in the process of awareness and identification is fully recognized by the respondents, especially when the means of control of the state are weak. However, the press, or parts of it, is accused of having its own interests and being biased. Often it tries to delude and it seems part of it is controlled by governmental officials. Whereas in fact its role should be that of being an impartial “watchdog”. Distressing is the fact that local journalists who wrote negative articles about the local leaders have been put under pressure, according to Rodica Culcer. 


With the help of non-governmental organizations, civil society must take a stand against this tendency. The pressure form the citizens, the media, and the NGO world should be strong. However civil society is seen as not sufficiently active. The respondents observed passivity on the part of the citizens and a lack of civic spirit.

Of course, in the end, the State’s legal mechanisms of control should deal with corruption cases by means of the appropriate legal institutions. The legal system too must reorganize itself and become impartial and much more active. 


“My observation is that in Romania we have a sort of ‘parish-based society’. There is an interest in the outcome of the political process, but not in the process itself. Hence, the lack of pressure for transparency of government and participation of citizens. Recently the mass media and some NGO’s have made pressures in this direction. But the power of traditionalism, including the traditionalism of the political elites, does not favor transparency and participation. Hence, decisions are made rapidly behind closed doors, without consulting the society. Often these decisions are favorable to private interests and hostile to the public ones". (Bogdan Voicu).  

The problem of corruption is also related to the confusion about the values within contemporary Romanian society. The lack of a culture of civic participation and the high level of expectations regarding the state, seen as a paternal entity, are important aspects.

On top of it, many do not consider the small scale corruption as being a negative element, but a normal one, characteristic for the transition period. We have passed from a restrictive communist regime to a society that is weak in discipline, with unstable values and little social and legal control. Some respondents are of the opinion that Romanian society is facing a lack of accountability on the part of the immature political elite. Also the politicizing is strong, leaving little room for an open discussion on corruption. In sociologist Bogdan Voicu’s opinion:

“The main problem is caused by certain habits, strongly rooted in Romanian society. According to polls, nearly 80% of the population considers  bribe as a normal part of their everyday life. If it is normal, nobody is to blame. As a consequence corruption is everywhere, including in the administration….” (Bogdan Voicu).  

1.3.2. What are the solutions for increasing the efficiency of local public administration (an element closely related to integrity)? 


The corruption may also be seen as a disease of an organism, like the organization of the local public administration. Public servants functioning in this system may get infected sooner or later. To dismiss certain servants or to modify their conduct may be a solution. But if “the disease” is more serious, the dismissal of a large segment is needed on the one hand, but may also harm the functioning of the system. Ana Vasilache mentions the case of mayor Ciorbea, who, once elected, dismissed a great part of the civil servants, thus causing damage the functioning of the system.


The mentality and habits of the civil servants were identified as major problems by all the interviewed mayors. According to them, organizational deficiencies are hard to tackle, but might be to be solved in time. Changing a mentality is the real difficult factor.


The functioning of the local administration is slow and bureaucratic. Now, each document leaving the City Hall must be signed by at least four people (the clerk that wrote it, the head of the department, the city secretary and the mayor). Says the vice mayor of Cluj, it is obvious that bureaucratic centralism is excessive. Moreover each signature is an opportunity to bribe or get bribed and no one assumes responsibility.


Therefore we need to decentralize and to delegate; we need to get transparent as well as accountable and professional.


“The moment the corruption became a very serious accusation, my stand was a very drastic one: suppressing the role of main credits coordinator for the mayor” (Emil Calotă)

As for the job rotation of public servants, there are various points of view. As a result of little job rotation, people stay where they are and gradually become powerful in their position with exclusive access to information and possibilities of manipulating information. This way, opportunities for corrupt activities are being created.

Also the professional in the local administration is poorly paid but he may consider the permanence of his position to be the ‘winning card’. The low payment is another cause of the temptation towards corruption, though it should never be an excuse (Rodica Culcer). A good public servant must be rewarded according to his responsibilities, say all local officials. 

The politicizing of the local administration as an obstacle to develop professionalism is also noticed (Cristian Pîrvulescu). It takes time to form a professional public servant. As long as lots of jobs are given on the basis of party affiliation, professionalisation remains a remote option.


“It is not enough to have control mechanisms….. and regulations….. Last but not least, the public servant must be rewarded when he is doing his job well and when he’s bringing something extra to his activity." (Romeo Stavarache
and 


 “Everything related to the lack of transparency and the scarcity of resources, in other words the budget that is far too low, creates the conditions for the corruption.”  (Emil Calota)


Another interesting aspect is that some of the mayors and vice mayors came from the private sector to their public position. While working inside the private sector, they dealt with the corruption problems in the City Hall. So they are informed on the subject. Still it is not easy to deal with corrupt officials.

Solid evidence and witnesses are crucial in order to testify in front of the Court of Justice. Most of the times, the witnesses do not want to go to Court, fearing all sorts of repercussions and so the suspected civil servant cannot be dismissed. 

Awareness needs to be raised, both of public servants and of citizens. The citizens should be educated as to cooperate in the fight against corruption.

1.4. What are the factors that encourage the acts of corruption?     

1.4.1. Legislative problems and problems concerning the functioning of Justice  



The legislative frame is criticized as being still too lousy, insufficiently clear, allowing the possibilities to interpret as is convenient. Also criticized is the fact that the Courts of Justice and the other qualified institutions do not do their job properly. Since 2003 there is an anti-corruption law, regulating the conflicts of interests, trying to make governmental organizations more transparent. In spite of this law, there still are a lot of problems. 

“The tendency of the individual is not automatically of doing the right thing” says Marian Popa, “but to pursue instinctively his personal well being, even if that implies breaking certain moral and/or legal regulations”.  When a regulating system is lousy, the individual has the opportunity to act according to his definition of his well being. 

The proceedings for identifying the corrupt individuals are considered to be slow. Once elected, the mayors face up to a bureaucracy that functions slowly, where things don’t happen the way they do in the private sector. The mentality of the subordinates is obsolete in many cases, the bureaucracy is excessive and it is extremely difficult to dismiss a person who is not functioning. For many mayors this whole process is frustrating. 

 
As for a case of corruption, at first a committee is put together, in order to examine the particular case. The committee consists of members of the union and the administration. The committee must hear the accused public servant and analyze the case. In order to make a judgment or to bring the case before the Court of Justice, there must be clear evidence against the servant, for which witnesses are needed. At the crucial moment you often find there is no one willing to witness.

1.4.2. Monopoly, discretionary decisions and lack of transparency


Corruption must be seen as a rational, economic strategy, says Ana Vasilache. It is not at all something irrational. If the profit gained is bigger than the possible punishment and the chance of being caught and punished is small, then corruption blossoms. There is a famous formula, suggested by the mayor of La Paz (who also faced rampant corruption):

Corruption= monopoly + discretionary decisions – transparency

In other words corruption is born out of:  a monopoly over the resources and information, a lack of control over decisions and a lack of transparency.

As a rule, the local administrative system does not work towards a dialogue between citizens and officials. Hence, there is a lot of miscommunication and misunderstanding, which is the cause of suspicion. 

“Integrity is not a given fact, but it is strongly related to the interaction between the political leaders and the citizens. “The channels of communication must bring light upon controversial aspects”, according to Cristian Pîrvulescu.

 “What I consider to be critical is the fact that in Romania we are talking about corruption without identifying the corrupt individuals.”  (Emil Calotă)
 1.4.3. The wish for getting rich and the pressure of the interest groups

A candidate for the mayor’s office is running for election and needs financial support. Once the candidate has been elected, the donations the party received become a factor of pressure. The donors request something in return. The elected mayor must find the strength not to yield to the pressure. This kind of pressure is considered to be a major problem by those outside the public administration. 

Often it is remarked that candidates for the mayor’s office should already be financially stable in order not to be tempted to get rich during their mandate. 

Apart from the financial situation or the wages of the official, the character and the moral standards are considered to be of equal importance. There are people within a corrupt system who choose to be just. Again, in a democracy the citizens with the right to vote are of crucial importance, for they are the ones who should discern and who decide who they want as their local governor.

1.5 Conclusions

In the present chapter we tried to synthesize the opinions of some representatives of the administration or of the civil society concerning fight against corruption and the quest for integrity. Our manual indicates the steps to follow in order to improve integrity. By quoting fragments from the interviews, we want to emphasize the fact that the problem we brought to light is both a real and a pressing one.  There are some solutions as well, but they are not easy. Local debates on the issue with all the people who are directly dealing with the lack of integrity are badly needed. Raising public awareness is a first step. Concrete and continuous joint efforts by the administration and by the public are needed as well.

As all the respondents noticed, this process is a long term one, for it is very hard tp change mentalities and habits. However there are also some realistic measures that can be taken and that might have some promising effects. These steps are described in our manual. 

“The solution is a long term process that can be started by an open public debate, focused on admitting the existence of wide spread corruption, rather than by accusing corrupt individuals and demanding their punishment.” (Bogdan Voicu) 

Chapter 2

The anticorruption legislation in Romania
2.1. The context

Amongst other instruments available to the members of a local integrity group, the anticorruption legislation is of great importance. The members of a local integrity group will often need to resort to the law, either for choosing the right manner to get involved, or for obtaining the necessary information in order to take action. That is why it is preferable that one person in the local integrity group has legal knowledge.

In term of laws, Romania has changed for the better. It’s true, some of the changes have emerged as an effect of the requests formulated by various international institutions or as a necessity, in order to satisfy the conditions for joining the European Union. As a result, the social support basis might still be weak. We might say that this is the case also for the anticorruption legislation of our country. 


The Romanian anticorruption legislation is comparable to the European one. Some aspects regarding the preventive control or the avoidance of conflict of interests situations are to be found both in Romanian and several European countries legislation.


As for the local public administration, the corruption cases emerge mostly when private interests and public money are involved. Most of the corruption cases are a result of the influential businessmen’s desire to obtain public funds. The present anticorruption set of laws is covering a large range of aspects regarding corruption, but we must admit that significant problems still occur while enforcing the law.


The laws concerning the organization and the functioning of various public institutions include stipulations regarding the prevention of corruption or the avoidance of any possible situation of conflict of interests. Corruption may be involved also when citizens are forbidden the access to certain public information or they are not consulted before making an important decision. Through public debates or various types of consultations (with citizens’consulting committees) citizens could be given the opportunity to express their opinions regarding the destination of certain funds from the local budget or the investments that need to be made, or measures to be taken to enforce the law.


We’ll exhibit fragments of the most important anticorruption laws. We’ll also refer to the institutions created for supporting the battle against corruption.

The law is dealing with issues like:

- Freedom of expression – everybody is allowed to make proposals

- The ways the legislation is being used – how? (Or the way it is being ignored)

- Systematic introduction regarding the corruption.

- How can the corrupt individuals be identified and punished?

- Preventive aspectS of the anticorruption legislation – how should the local public administration be organized in order to be less corrupt

- Instruments for enforcing the law – the law itself should not be incorporated in the strategy, but rather its application

- Organisational strategies should not be a repetition of the law – but rather its application

- Obligations of stakeholders

- Legal possibilities: How can an institution with responsibilities regarding corruption be tackeld?

- The way to improve the legislation  and how to develop new proposals for modifying the local public administration law

2.2. Areas covered by the Romanian anticorruption legislation

1. Interdictions for the local elected individual and the public servants

The companies where local elected individuals hold management positions or have any other kind of involvement are forbidden to sign trade contracts with any of the institutions related to the public administration.

The violation of these dispositions entails the cessation of the respective elected individual’s mandate, except in cases where he/she resigns from the position held in the company.

2. The statute of public servants

The public servants are appointed by the chief of the public institution, depending exclusively on his/her qualifications. They are forbidden to ask or to accept gifts or other advantages. The moment they are appointed or dismissed, they are compelled to offer an assets statement. The public servant cannot be involved in companies that have anything to do with the nature of their job. So in principle any type of conflict of interest is ruled out.

3. The public servants’ Code of Practice 
The Code is aimed at increasing the quality of public service, as well as preventing the corruption occurrences. Thus, it regulates the professional conduct of public servants and informs the public about the rights it has when relating to public servants.

Public servants are not allowed to request or receive gifts or favors that might influence their professional conduct or decision.

4. Declaring and  controlling the assets of high officials, judges, public servants and individual in leading positions

It is mandatory for high officials, judges, public servants and individual in leading positions to declare their assets and the procedure of controlling these assets starts the moment evidence regarding their illegal acquirement is produced.

Transparency in  administrating information and public service through electronic channels

The local administration authorities must provide information and public service through electronic channels as well as through traditional ones, as part of the public administration reform. The objective is to decrease the corruption level, increasing in the same time the transparency and the capacity of public institutions to fulfil their tasks. 

The term “electronic government/administration” refers to central/local authorities using high tech applications in order to eliminate bureaucracy and improve the quality of public service.

 The websites are www.e-guvernare.ro and www.e-administratie.ro. 

The term “conflict of interests” refers to the situation where an official or a public servant has a personal interest that might endanger the proper carrying out of his/her job. 

The mayors and vice mayors are not allowed to pass any regulations that favours them in terms of money. If they do so, the Prefect will have to notify either the Prosecutor or the commissions for controlling the assets.
Transparency of decisions in public administration

Through consultations, in principle the public is allowed to participate in the process of elaborating and assessing regulations and also to participate in the decision making process by having access to the Local Council’s meetings (which in proinciple arepublic meetings) or by being invited in some sort of citizens’consulting committee.

The local and central administrations must publicly present the regulations project before adopting it.

In fact local governments still vary widely in the measures they take to apply the law.

Anticorruption institutions in Romania

1. The Advocate of the People or ombudsman

The task of this institution is to protect the rights of the citizens when interacting with the public authorities. 

2. The Anticorruption National Court

Its mission is to investigate the corruption cases. 

Corruption crimes:

Accepting bribe

Offering bribe

Accepting gifts

The traffic of influence

The denunciation can be made to the Police or the  Anticorruption National Court.

Chapter 3

Improving integrity in 10 steps

3.1.
Introduction

In a process of improving integrity based on a Local Integrity Group ten steps can be discerned. These steps are:

· Step 1. The start: setting up a Local Integrity Group

The initiative to start a project to improve integrity at the local level. The composition of the Local integrity Group (LIG) and its relation and contacts with the City hall.

· Step 2. Analysis of the local integrity situation

How to get an overview of the present integrity situation in your city/town? In which fields integrity is deficient? What is the general opinion on the integrity of the Local Public Administration in your city/town?

· Step 3. Making a communication plan. Working with the media

How to work with the local media, and how to inform the general public on the progress of the project?

· Step 4. Identifying stakeholders

How to find those citizens who are most affected by a lack of integrity of the Local Public Administration? How to involve the in the project?

· Step 5. Finding problems and selecting urgent problems

How to find problem definitions on the basis of the analysis of the local integrity situation (step 2), and how to select the most urgent ones?

· Step 6. Searching for a solution
How to find a strategy to solve at least the most urgent problems? How to make that strategy as effective as possible?

· Step 7. Lobbying/Preparing a decision

How to get support for your strategy, both within and outside the local council? How to negotiate for support when necessary?

· Step 8. Decision making by the local council

The local council has to approve the strategy developed by the LIG. But how can you keep in touch with that process and try to influence it?

· Step 9. Monitoring the implementation of the strategies

After the strategy is approved it has to be implemented. How can you see to it that the appropriate measures are really taken?

· Step 10. Evaluation of the project/Further actions

When all the steps are taken, it is time to evaluate the process and to ask yourself whether more has to be done.

In the following sections of this chapter we will give a more detailed description of each of these 10 steps. The description of each step includes:

	· The list of activities during that step;

· Guidelines to carry out these activities;

· Lessons from past experiences with regard to that step;

· Useful background information;

· Some do’s (indicated with () and don’ts (indicated with () for that step.


	Our experience: The project Improving Romanian Local Government Integrity

     The steps that followed consisted mainly in forming local integrity groups (LIG), who then elaborated an integrity strategy. The strategy had to be finalized and be subject of discussion and approval to the Local Council by February – March 2005. After the approval, the LIG members had to get involved in monitoring the implementation of the adopted strategy for approximately 6 months (until September – October 2005).   
     The localities where the integrity groups have been established and the strategies elaborated were: Arad, Bacău, Braşov, Cluj, Drăgăşani, Oneşti, Râmnicu Vâlcea, Sibiu, Timişoara and Turda. In some of these cities, the strategies have indeed been adopted by the Local Council. For the rest, there were some notable results, even though, in fact, the strategies haven’t been approved and, in a few cases, the projects have been blocked.


3.2. 
Step 1. The start: setting up a Local Integrity Group

The initiative

Everybody can take the initiative for a project to improve the integrity of the local government. The initiative can come from the local public administration (LPA), the mayor, the vice-mayor, some members of the local council, or some civil servants. The initiative can also come from a local NGO (e.g. the local ApD Club). It can also come from a group of citizens (e.g. school teachers, business men, etc). In fact it is unimportant who takes the initiative.

	- The initiative  

- Looking for support in the LPA

- Selecting a coordinator

- The composition of the LIG

- Making an action plan and a time schedule


Looking for support in the LPA

What is important however is that the initiators first of all try to find supporters for their initiative. When the initiative is taken by a local NGO, they should try to find supporters in the city hall. Preferably the mayor. If the mayor and/or members of the local council consider such a project to be useless, it is unlikely that they will accept the result of the project. And even if they accept the Local Integrity Group’s proposal (or parts of it), it is still questionable whether they will put enough energy in its implementation.

Moreover, people in the city hall will have to provide much information, and if they have to do that unwillingly, this will be a serious setback for the process.

When a group of citizens takes the initiative, they’d better get first of all the support of an NGO. They then can rely on the NGO and together they will have to look for support in the city hall.

When the initiative is taken by the local government, they should look for the support of one or more local NGOs. This will show that the project is meant to be a cooperation between the local government and the citizens.

Selecting a coordinator

After having secured support for the project, the next step is to look for a coordinator for the Local Integrity Group (LIG). The project coordinator is responsible for the process. He or she sees to it that the right meetings are scheduled for the right moments; that accommodations for these meetings are available; that minutes are taken of meetings; that information is distributed to those who need it; that press releases are made and distributed, etc. He or she is also the editor of the LIG’s final proposal, and of its various drafts. It is clear that the coordinator has a crucial role in the whole process, so carefully select him or her! The coordinator should have enough time available to do all the things mentioned above.

The structure of the LIG

Then comes the selection of members for the LIG. The members of the LIG should be selected in such a way that they together, more or less, represent the local community. Among the member of the Group should be:

· one or two members of the local council;

· one or two civil servants;

· one or two representatives  of the local business community

· one or two representatives of local NGOs

· a journalist;

· one or two people form public organizations (schools, health service, etc.).

Of course, the initiators, or at least some of them, will want to become members of the LIG, but make sure that other parts of the local community are also represented. Altogether, the LIG should have 6 to 10 members. Enough to be more or less representative for the local community. Not too much, to work efficiently as a group.

The task of the LIG members is to work together on each of the next steps in this chapter.

	What should we know about the way the LIG (Local Integrity Group) can be settled and the way it can function?

In all projects, the LIG has been created at the APD coordinator’s initiative or at the initiative of a group that requested the help of the local elite. Generally, the LIGs consisted of representatives of the local NGOs, members of the cultural local elite, councillors or civil servants in the Local Public Administration, businessmen, journalists etc. The majority of all groups were composed of seven-eight active people (at least in the first phase of the projects). The first problem was that of the members’ availability to get really involved in activities. Two aspects must be taken into account: first of all, some professional categories have a low availability for workshop meetings, for example the businessmen; second of all, the people with high local status, no matter the profession, cannot allocate a significant amount of time for this kind of project. Any LIG coordinator should take these restrictions into account when he/she co-opts the future LIG members because, in the end, the members’ well-known names are not of any importance to the project, but the final result is.  

At the same time, the LIG coordinator should be fully aware of the fact that he/she will rarely succeed in gathering a group of 10 people for the meeting sessions and, therefore, he/she must consider using an alternative communication system, such as the mail or the chat forum. 

The experience we have gained during this project shows that the existence of at least three competencies in the group we want to form is very useful: 

· Someone who knows the LPA issues, including juridical aspects and internal rules;

· Someone who works in the local mass media; 

· Someone having juridical knowledge; 

The LIGs sometimes chose to include local councillors or people from the LPA as their members; in other cases, LIGs considered co-opting politicians as being inappropriate. Co-opting local councillors in the LIG can be discussed from two different points of view. On one hand, it can be a good thing, given the fact that the strategy cannot be directly proposed, as LIG has no legislative powers; only the Mayor or the local councillors have. To this respect, having a councillor in the team can solve the problem. Obviously, a councillor can offer expertise about the functioning of the Local Council and about the Local Public Administration and Local Council issues.  

On the other hand, some of the LIGs experienced a deontological dilemma, considering that the co-optation of politicians may damage the “image” of the entire process (it could be seen as some kind of political action), thus changing the perception on the project’s true purpose and objectives. Furthermore, the offer made to the local councillors for participating in the LIG wasn’t honoured by all parties’ representatives or the councillors who answered to the proposal didn’t actually have the power of decision in the Local Council. In other words, there have been cases when the local councillors or other members of LPA optimized the process of approval, but also cases when having local councillors as members in the LIG didn’t counted at all or even had negative effects, those councillors not having the lobby capacity in the Local Council.  

Our recommendation is to co-opt politicians or LPA members only if they can really support the project in the elaboration phase as well as in the approval one. 




Making an action plan and a time schedule

The first task of the LIG is to make an action plan and a time schedule. The action plan essentially is the elaboration of steps 2 to 10 for this project. The time schedule depends very much on the time the LIG-members have available. There is a lot of work to be done, so the time schedule should not be too tight. The following can serve as an example. Take at least two months for the analysis of the local integrity situation (step 2). Then take at least two months for the elaboration of a proposal (steps 5 and 6). Then at least another three months for getting the proposal accepted by the local council (steps 7 and 8). After the proposal is accepted by the local council, time has to be spent on the monitoring of its implementation (step 9). How much time depends more on the LPA than on the LIG. 

Both the action plan and the time schedule will be preliminary at this moment. As the project goes on, revisions or adaptations of both may be necessary. But nevertheless try to indicate when the project will be completed. Or at least when the results can be presented to the local council. Communicate that date to the mayor and the local council.

	What to do and what not to do:

· Do NOT waste yourself in the effort of co-opting all the LIG members before the beginning of the project. First start the activities and only then, you can gradually co-opt other members. The group should be permanently open. 

· The best people for the LIG are those wanting to get involved in the activities. First of all, co-opt members on this criterion because the LIG must exist and function as a group.  

· Elaborate an activity plan for the LIG and try to follow it. Establish deadlines for your activities. 

· Do NOT forget that LPA and the Local Council are your partners in this project. You are sustaining and supporting a project for increasing the LPA’s level of transparency and integrity and you shouldn’t impose rules or models. From the very beginning, establish communication channels with the Mayor and with the Local Council; make sure they understood exactly the purpose and the objectives of the project. 

· Look for support in the LPA – this is the only representative institution, legitimate at the local level. Try to obtain an “accreditation”, an initial agreement of support from the LPA. Start having in mind the idea that you’ll work with the LPA and not against it. Make sure all the others understand it.


3.3.
Step 2. Analysis of the local integrity situation

Use one or more of the following methods to analyse the local integrity situation:

	· Use your right to access public information

· Conduct open interviews with selected persons

· Analyse information in the local media

· Organize a public hearing


Of course the members of the LIG will have their opinions on the local integrity situation. But for two reasons it is important to start the process with an analysis of the local integrity situation. The first reason is that such an analysis gives a complete overview of all the things that need improvement in the field of integrity. From such an overview you can select the questions that are important for the expected improvements (see step 5).

The second reason is that such an overview gives you objective arguments for the need for changes in the functioning of the local public administration. These arguments will turn out to be very helpful in your discussion with the local council after you have presented your proposal (see notably step 7).

Keep in mind that integrity means two things. On one hand integrity means the absence of corruption and fraud. On the other hand integrity has to do with transparency and openness of the local public administration, and as a consequence, with good service provided to the citizens. Your analysis should focus on both meanings of integrity.

Keep also in mind that the analysis should not only deal with those areas where the integrity situation is unsatisfactory, but with those areas where there is a risk of an unsatisfactory integrity situation as well.

The results of the analysis should be summarized in a report on the local integrity situation. This report is the first ‘product’ of the LIG. It is advisable to make a ‘media event’ over the presentation of the report. Organize a press conference; try to get an interview on the local television, etc.

Another possibility to attract public attention to the report is organizing a public debate between members of the LIG and members of the local council.

In the remainder of this section, we will give guidelines for each of the four methods mentioned at the beginning of this section.

1.
Use your right to access public information

Ask the local public administration for information based at least on the following 4 main indicators materialized in different types of requests for public information:

· Access to information and transparency in decision-making

· Public participation

· Public integrity

· Budgetary allocation and expenditure: public procurements

	These are the indicators according to which Transparency International -Romania made a survey during the spring of 2004 in the 12 cities then participating in the project “Improving Romanian Local Government Integrity”. The full report of this survey, including chapters on each of the cities is available through Transparency International–Romania.


Access to information and transparency in decision-making Types of information that can be requested on the basis of this indicator: the average income of local elected councillors or mayor; keeping the deadline in granting the requested information; variety of departments within a local administration and their functions; number of Local Council regulations submitted to public consultations; organization of public debates at the local administration’s initiative; announcements regarding the adoption of regulations; posting of announcements etc.
Public participation Types of information that can be requested on the basis of this indicator: number of meetings of the Local Councils per month; attendance rate of local councillors to Local Council meetings; initiators of draft regulations; attendance rate at meetings of the Local Council Standing Committees; number of invitations to personnel working in the City hall, local NGOs or citizens to Local Council deliberations; publicity of Local councillor’s annual activity reports; number of City hall partnerships concluded with other local stakeholders etc.
Public integrity Types of information that can be requested on the basis of this indicator: stability and promotion/demotion of public servants; migration of elected officials; disclosure and control of assets; disclosure and control of interests; disclosure of gifts; declarations of interests etc.
Budgetary allocation and expenditure: public procurements Types of information that can be requested on the basis of this indicator: procedures for the allocation of expenditures through public procurement; requests for bidding etc.
The assessment based on these indicators takes as a reference the related legal provisions in force in Romania, and attempts to point out the compliance of public authorities to the relevant laws, that compares the obtained results to the legally-defined benchmarks/standards. In other words, the data from requests of public information measures compliance to the existing legal standards.

What to expect?

According to the best case scenario, replies to the requests should be rapid and complete, according to the procedures of each public administration and to the legal provisions in force.

But it also may be the case that information received is incomplete (i.e. it does not give a complete insight of the way public procurements are done and does not states it clearly that every bidder has the same chance of getting the contract, that there is at least a risk of an unsatisfactory integrity situation; or the allocation of expenditures through public procurement favours procedures that are most 'vulnerable' to inefficiency and corruption: negotiation with a single source, requests for bidding notice, direct buying etc.). Or the local public administration may use as an excuse for not replying the lack of logistics and/or personnel in order to adequately answer the requests. It may also be the case that there will be simple delays in providing the requested information. Reluctance to answering in time or incomplete answers may already be indicators of an integrity situation, to be further examined through other methods. 

As a rule, local public administrations should not feel threatened by such requests for information, given the fact that they are made on the basis of rules and regulations in force and that transparency in the functioning of a local administration should be considered by all as a sign for a strong local community. Nevertheless, this may be the case. In such a situation, the other methods presented below can enrich and help the investigation of the integrity situation.

2.
Conduct open interviews with selected persons

Ask some persons who are frequently in contact with the local public administration about their experiences: businessmen on their experiences with biddings on contracts with the local public administration; citizens who, for example, need a building permit (ask them whether they feel they were fairly treated by the local public administration); representatives of the local media; representatives of local public administration (civil servants or members of the Local Councils) and of local NGOs etc.
The interviews should be structured around multiple choice questions and open questions. Their purpose is to identify the perception and experiences (positive or negative) of resource-persons relevant to the integrity and transparency of local public administration. The interviews should be confidential. Above all, their aim is not to allow the expression of accusations to persons, but to identify the mechanisms that harm and reduce local integrity, the trust citizens - in their various interactions with local administration - have in the locally elected people or the civil servants and the credibility of local authorities in general.

For more information on conducting interviews, constructing questionnaires, and analyzing their results, see section 6.8 and 6.9.

What to expect?

The interviewed persons may be more or less sincere; more or less open and ready to suggest positive and imaginative solutions; their responses may be biased because of their personal (negative or positive) interaction with the local public administration; the level of their competence and information may vary etc.

It should not be forgotten that such qualitative interviews are not based on sociological samples and, therefore, the interpretations of the results should avoid any generalizations. But they remain a qualitative tool that can record perceptions.

3.
Analyse information in the local media

The local media will frequently have messages, articles, and investigations on the decisions of the local public administration. Messages over a certain period of time on a certain topic may be collected and then analysed. These messages can be used as a starting point for further investigations with the help of the other methods described here.

What to expect?

The local media’s relationships with the local administration may be problematic sometimes, in the sense that not all the media institutions are independent and not all the media institutions comply, for various reasons, to the rules of sound investigative journalism. Or, on the contrary, some local media may be so negatively regarded by citizens or by the local administration, that information provided by them proves to be unreliable.

4.
Organize a public hearing.

All citizens are invited for a public hearing. At the public hearing they can speak about their concerns with regard to the integrity of the local public administration. Nevertheless, such a public gathering should have an agenda, at the initiative of any local stakeholder, person or group, or at least a few topics proposed before the actual meeting takes place. A public hearing is a good means to find out in which fields the lack of integrity is most problematic for citizens, which are the priorities that citizens consider that local administrations should have in terms of integrity. Representatives of the local administration (the mayor, civil servants, elected officials) should be invited as auditors or even as speakers in order to answer citizens’ questions.

Such a public hearing should receive wide media coverage (local or maybe even national). Its results or at least the summary of the discussions should be widely made public in order to convey the message to all relevant parties (including to the local administration) – a method of improving communication between local administration and the citizens.

If possible, such public hearings can be combined with the calendar of local elections. Both the citizens and the local elected officials and candidates may be more motivated into participating and into suggesting solutions and improvements. Subsequently, the promises made by the elected officials during these public debates can be monitored (for the methods, see section 9 of this chapter).

For more information on the organization of public hearings, as well as public meetings and public debates, see sections 6.4 to 6.7.

What to expect?

A public hearing can be extremely beneficial for the local administration as well in order to: receive input from the citizens and their critics, aspirations, wishes, solutions; improve communication with civil society in general; if open to solutions, improve their institutional performance and structure. The results and suggestions that came out of the public hearing can be further pursued (and even materialized, see the following chapters) by organising meetings with civil servants or elected officials, in order to discuss in more details certain aspects.

Citizens’ attendance rate to the public hearings may be sometimes problematic. When confronted to citizen apathy and lack of interest in the local affairs, advertising campaigns can be organized a few days before the actual hearings, in order to raise awareness and launch some sensitive topics for the debate.

Media coverage is of vital importance in this regard.
	What to do with the data and findings on the local integrity situation?

First of all the data and findings must be analyzed and over checked, and then made public in the form of a report. Make sure you write this report from the point of view of a civic group that is willing to solve problems together with the LPA. Do not write it from a journalistic point of view with, for example, the aim to expose acts of corruption.

Second of all, it is a good idea to discuss the results with the representatives of the LPA. This is part of your efforts to establish a good relation with the local public administration. While doing so, however, keep in mind that your report gives facts, and therefore is not subject to any form of negotiation.

Third of all, you will be able to use the data and findings in several of the next steps of the project:

· it will help you in elaborating a strategy; it will guide you in finding the most severe integrity problems and to set priorities;

· it will help you in your discussions with the LPA by convincing the authorities they have a problem, at least with regard to their image, that must be solved;

· it helps you because your findings will put the integrity issue on the public agenda, and in that way it will help to legitimate the elaboration of a strategy.


	The help of experts

During this step, as well as during several other steps, the LIG may feel that it needs the help of experts. Experts are those people who have more knowledge or skills on a certain part or aspect of the project than is available among the members of the LIG. They can come from your community or from outside your community.

During this step you may need the help of an expert for moderating a public hearing. Or you may need someone who can help you in constructing a questionnaire. On other occasions you may need financial or juridical experts.

If the members of the LIG feel they need the help of experts, they should certainly ask for it. If there is a university in your city or nearby this is the right place to look for an expert. But you can also look around in your own community for someone with the necessary skills and knowledge.

But you should keep in mind that a project like this is first of all a project of the citizens who, in cooperation with the LPA, search for solutions to problems that affect them.

The assistance of experts is not contrary to that idea if certain conditions are met:

· Make clear to experts what precisely you want them to do. Do so, asking them clear and unambiguous questions.

· Let them explain their ideas and opinions to the participants in the project. Let them do so in a way that is understandable for the participants.

· The participants in the project will always have the final word.


	What to do and what not to do:

· Do NOT make the research results public (when the case) without first announcing the LPA about your intention. 

· Request and use data about the LPA problems concerning the integrity. Do not hesitate to analyze the local mass media, other local NGOs members, local journalists and LPA members. 


3.4.
Step 3. Making a communication plan. Working with the media

	· Informing citizens about the start of the project

· Keeping citizens informed on its progress

· Working with the local media


As a project like this is considered to be a cooperative effort of the local public administration and the citizens, a good communication plan is indispensable. First of all, the citizens should be informed about the project and about its aim. This should be done in such a way that no citizen can reasonably say that he/she never heard about the project.

Second of all, after the project has started, citizens should be kept informed about its progress. Citizens should at least know they can get information about the progress of the project and its products and results.

The presentation of the report on the local integrity situation is a good start for informing citizens. Thereafter you should report on your activities on a regular basis.

In your communication plan you have to write down which strategies you will use to inform the citizens.

First of all, you should use the normal communication channels of the local government. Announce meetings and reports on the notice boards in the city hall and (if available) at other places. If the city distributes a regular newsletter, try to have an article or an announcement in each issue.

Second, you should build up a good relation with the local news media (newspapers, radio, (cable)TV). They can do a large part of the communication with the citizens for you. Keep in contact with the news media: by publishing press releases at regular intervals, by inviting them for all the meetings to be held as part of the project (unless there are good reasons not to do so), by giving them background information on the project (what can they expect at which moments) etc.

Other means of communication should be considered as well. Like leaflets, billboards, publishing a brochure at a crucial moment during the project, etc. Look for some creative ideas in the respect. 

Making a communication plan

Making a communication plan means three things:

1. Answering the question: Whom do you want to inform, about what, at which moment, and with which purpose? The answers to this question are the goals of the communication plan.

2. Make an inventory of the means of communication that are available to you.

3. Match the available means of communication with the goals of your communication plan.

Here we will give some guidelines for setting up the plan.

First some possible goals for the communication plan:

1. First of all you want to announce the project to everybody in your city, in such a way that nobody in your city can reasonably say afterwards that (s)he never heard about the project.

2. You will have to identify the stakeholders (see section 8.3) and to invite them to participate in the project.

3. You want to provide information on the results of activities to those who participated in these activities.

4. You want also to inform the general public on the results of the activities. And by doing so, you want to stimulate them to participate in oncoming activities.

5. As soon as a report is available, either on the project as a whole, or on a certain stage of the project, you want that it is given not only to the participants, but also to the general public.

6. When the result of the project is discussed in the local council, you want these discussions to be made public. Every citizen should be able to hear these discussions

7. You want to inform the public on the progress of the implementation of the project. What is done after the local council approved the results of the project?

8. After things are ready, you want to evaluate the project and its result. You notably want to hear what the stakeholders think of the project’s results.

This is not a complete list of all the goals you can have in your communication plan. But on the basis of this list, you will be able to make a list that fits your needs.

What about the instruments through which you have to achieve the goals of your communication plan? In the remainder of this section there is a list of possible instruments. This list, again, is not complete. And maybe not all the instruments in this list are accessible in your case. It is a good idea to have a brainstorming session (see section 6.1. for more information) on other instruments you can think of, and how to use them in a creative way.

	Means to inform citizens

· Newspapers

· TV/Radio programs and announcements

The news media can be of great help for your project. They have an extended audience, and every thing that is published or broadcasted in the news media will attract the attention of a larger part of the public. However, they are not ‘your’ instrument, they will publish what they want, and they will not publish what they do not want. It is therefore necessary to invest in good relations with the news media. For more information, see the next part of this section. As soon as the news media become interested in your project, they can help you in every stage of the project.

· News releases

· News conferences

News releases and news conferences are your main instruments to communicate with the news media. A news release provides factual information. A news release, moreover, should be short (maximum 1 A4). When you want to give more information, or when you anticipate that reporters would want to ask questions, organize a news conference. More information below.

· Leaflets and Flyers

· Bulletin boards and posters

Leaflets and flyers contain a relatively small amount of information. They are good instruments for announcing specific events or meetings, and to give a short impression of what these events and meetings are about. Their advantage is that you can produce them in larger quantities, but think carefully on who you want to take notice of them and how to distribute them. If you want everybody to take notice of them, make them available in places where many people come. E.g. distribute them in the market place or at a railway station. If you want a certain group of citizens to take notice, distribute them through organizations to which these people belong.

Bulletin boards and posters contain still less information. There main purpose will be to support other means of communication.

· Newsletters

· Brochures

Through newsletters and brochures you can provide much more information than through leaflets. But only in few cases you will be able to produce them in larger quantities, so most of the time they will only be available to those citizens who take the trouble to get their copy.

In general, newsletters and brochures are a good means of providing information to those who are really interested in the project (both stakeholders and others), but their publication should be supported by other means (leaflets, announcement in the media, etc.

The main difference between newsletters and brochures is that newsletters are published at regular intervals. Brochures are incidental. Do not start a newsletter when you are not sure to have enough information, time and budget to make a newsletter, let’s say every month.

· Websites

Websites can contain still more information than brochures or newsletters. You can use them to make all the materials of the project available. And moreover, you can keep them available: websites are good instruments to inform those citizens who somehow have lost information you provided in an earlier stage.

The setback of websites is of course that they are only accessible to those who have access to the Internet.

Don’t forget that the really strong point of a website is the possibility to have links to other websites. Use the possibility to make links as much as possible.

· Public Meetings

Public Meetings (see sections 6.4. to 6.7 for more information) are of course the best way to explain what the project really is about. You can ask people from other cities to tell about the project in their city. You can ask some representatives of stakeholder groups. To explain what is at stake in the project, etc.

Those citizens who attend such a public meeting can easily be stimulated to participate also in other activities.

But of course, first you have to stimulate citizens to participate in a Public Meeting.

· Citizen Information Centres

· Information Kiosks

If there is a Citizens Information Centre in your city hall, you should surely use it to distribute all kinds of information on the project. In fact all the information about the project should be available in the CIC.

In addition to the CIC, or if there is no CIC in your city hall, you should try to establish one or more information kiosks, where the same information can be obtained. Think of schools, theatres, the APD office, and all other places where many people go.


 Working with the Media

The news media (newspapers, radio and television) are very important to every project. They, in one way or another, reach the vast majority of the citizens. So, what is published or broadcasted in the news media will be known by a larger part of the public.

But: the news media are, or at least should be, independent. This means that they are not compelled to publish or broadcast the information you give to them, neither are they compelled to publish or broadcast that information in the format you provide. They are free to make their own stories. You cannot expect the news media to support you and the project unquestioningly, nor should you expect them only to criticize you.

To deal with this ‘uncertainty’, you will have to do four things:

1. Be convinced that your project and the work you do for it is for the benefit of the community as a whole. This is not an argument to be explicitly used, but it should be apparent in the background of all your contacts with the news media and their representatives. 

2. Establish good relations with the news media and their representatives. Get acquainted with the reporters that will cover your project, or at least try to make sure that you can deal with one and the same reporter every time.

3. The news media work under tight deadlines, and they will need time to ‘translate’ the information you provide into their own story. So, get acquainted with these deadlines and be sure to be in time.

4. The information you provide should always be clear, concise and honest.

	Guidelines for working with the media

Media relations officer

It is advisable to appoint one of the members of the LIG as the media relations officer for the project. The tasks of this media relations officer are:

· To be the principal contact person with the news media.

· To get to know all the reporters that will cover the project. Don't be afraid to ask them questions about themselves, about reporting, etc. Establish a relationship.

· To be even handed in relations with the news media; avoid playing favourites.

· To provide background information on the project to the news media. What is the project about? What is the provisional time schedule? Which activities can be expected at which moments? What are the expected results?

· To write timely and succinct news releases on important decisions or developments and make sure they get out to the media in timely fashion.

· To arrange news conferences on a periodic basis and for key developments or events. 

· To prepare for difficult questions, like allegations of poor performance, secrecy, misleading information, etc.

· To help others that will have to deal with the news media to do so effectively and constructively. Provide them with the necessary training or instruction.

· To help others anticipate what questions are likely to be asked and (if possible) provide an opportunity for a rehearsal, so that their answers will be clear and to the point.

· To make sure all members of the news media know about a news conference.

· To be well informed when meeting with the media. Prepare for these encounters.

Media relations strategy

The media relations strategy should be derived form the overall action plan for the project. It should indicate:

· On what dates the news media will be informed about what.

· Through what means they will be informed (news release, news conference, etc.)

· Who is to provide the information and who will be responsible for its presentation?

· Be sure to start with a news conference to provide background information on the project and to present the action plan of the project.

Of course, there is room for spontaneity in the relation with the news media. Sometimes you will have to respond to an opportunity or crisis of the moment. However, having a well thought out strategy will minimize the crises and help to create the opportunities.

News releases

A news release or a press release is a written document that provides information on a certain event or part of the project. News releases:

· should be clear, unambiguous, and factual;

· should mention the name of the media relations officer (with phone number and e-mail address) in order to get further information;

· should indicate the date and hour from where onwards the information can be used by the news media.

In general, the news media should be able to use the information in a news release immediately, but there can be exceptions. For example, when you have finished a report, and you want to present it to the mayor first of all, but you also want the news media to write or talk about the report as soon as possible after its presentation. In such a case, you can issue a news release before the presentation of the report, but state that its content cannot be used before the scheduled date and hour of the presentation.

If the information you want to provide is factual, a news release is a good instrument. Otherwise, for example when you expect questions on your information, you should prefer a news conference.

News conferences

Some suggestions for news conferences:

· Talk from the point of view of the public's interest, not from your own point of view.

· Present the most important facts first - these are what people tend to remember.

· If you don't want to be quoted, don't say it.

· Don't argue with the news media; try to clarify the question or issue.

· Answer direct questions directly, but add explanatory details if necessary.

· If you have to say, "I don't know," don't leave it at that. Say you will get the answer, but then be sure to do it.

· Don't exaggerate. Tell the truth, even if it hurts.

Speaking in public

Speaking in public is an important part of a news conference. Here are some guidelines. 

Opening. State your name and credentials (e.g., media relations officer), outline the agenda. State the purpose of the conference. Why are we here? When it's all over, what it is that you want them to take away from the presentation?

Content. Use good facts, numbers, references, examples, analogies, quotes, etc. Make sure you have good organization - very logical - easy to follow.

Visual Aids. When possible use visual aids, such as a Power Point presentation. But: visuals should be simple, easy to read and understated - like a billboard - one or a few key points. Use pictures, drawings, graphs, bar charts, and pie charts. Preferably use colour. Visuals should clarify, simplify and emphasize. If using an overhead projector, make sure the print is large enough for people to see.

Interest. Get interest and keep attention. Use questions, demonstrations, testimonials, anecdotes, humour (if natural), visual aids, analogies, exercises, case studies, examples, etc.

Convincing. Be sincere, warm, friendly. Speak with knowledge, conviction, and enthusiasm. Establish credibility.

Eye contact. Have three to five second eye contact with individuals as you speak. Eye contact is a key to connecting with the audience, it keeps their attention and helps establish your credibility. Do not stare at the floor, ceiling, your notes, the screen, or outer space. Don't scan the audience. Do move your eye contact around the room fixing it briefly on as many people as possible, but in a casual and informal manner. If it is a very large audience, fix eye contact briefly on individuals in various sectors of the audience.

Voice. The voice should be firm, clear, and sincere. Vary pitch and pace. Avoid distractions - "uh," "ah," "ok, ok."

Strong close. Memorize the last two minutes of your presentation and summarize your main points.

These points are good to remember for any public speaking presentation. If the presentation is outside the context of a news conference, the speaker can develop a closer report with the audience, and can use additional techniques such as asking for agreement or feedback from the audience and delivering an action-oriented close.


	What to do and what not to do:

· Do NOT think that a strategy for integrity, if it is too ambitious, will determine a hostile reaction from the Mayor or the councillors regarding its content. In more than 90% of the cases, the problem is caused by the poor communication. 

· Do NOT forget that solving the great majority of problems dependends on the way you succeed to communicate and persuade. Establish communication channels with the local mass media, other NGOs, representatives of other public or private institutions. 


3.5.
Step 4. Identifying stakeholders

Stakeholders are all those citizens, or groups of citizens (including NGOs, business firms, schools, etc.), who have an interest in the topic or theme of the project and/or in its outcome.

Stakeholders can help you in different ways:

· They can provide information on the integrity situation in your city from their specific point of view;

· They can help you to select the most severe or urgent problems with regard to integrity;

· They may have ideas about solutions for these problems;

· By discussing with them you can get an impression on the feasibility of the proposed solutions.

This means that you can use the assistance of stakeholders notably when you select the most urgent problems (step 5); when you try to establish goals and when you are discussing the instruments to solve the selected problems (step 6); when you try to find support for your proposed strategy (step 7); and when you are monitoring the implementation of your proposal after it was accepted by the local council (step 9).

It is therefore important to identify different groups of stakeholders.

In principle the following two groups of stakeholders can be discerned:

a. Those citizens, or groups of citizens, who according to some objective criterion are to be considered as stakeholders;

b. Those citizens, or groups of citizens, who identify themselves as stakeholders.

The stakeholders from group a. can be subdivided in:

· Those stakeholders who can be expected to benefit from the project and its outcome;

· Those stakeholders who may lose something through the project and its outcome

· Those individuals and organizations that should cooperate in the implementation of a solution.

Stakeholders from group a. have to be identified. They should get a personal invitation to participate in activities of the project.

Stakeholders from group b. are all those citizens or groups of citizens who perceive themselves as having an interest in the project. You should invite them to participate in the project through the general information campaign.

	How to identify stakeholders?

1.

People can be stakeholders for many different reasons:

· Because they will benefit from the project or its outcome.

· Because they may be adversely effected by the project or its outcome.

· Because they have skills, money or other resources to help carry out the project or implement its results.

· Because they can influence the decision-making on the project or its outcome.

· Because they may stand in the way or hinder the project or its outcome.

2.

Stakeholders may come from many different corners. Here is a checklist where to look for stakeholders:

· The Local Public Administration, the local council, the (vice) mayor, various departments of the LPA.

· Other governmental organizations (e.g. the County Council) and other public organizations (the Public Health Service, schools, the police, housing associations, etc.)

· The citizens in general.

· Specific groups of citizens, who somehow have a special interest in the integrity of the LPA.

· Business firms in general, including shops and shopkeepers.

· Specific business firms, who somehow have a special interest in the integrity of the LPA.

· Civil society NGOs.

· Experts

3.

Make a list of possible stakeholders, using the checklist under 2, and the reasons to be a stakeholder mentioned under 1.

4.

For each stakeholder on the list indicate what his role in the project or its outcome is:

· Is he presumably a supporter or an opponent?

· Is he involved in the project or only in its outcome?

· Is he an organizer or a decision-maker?

· Etc.

5.

What is the project’s influence on the interests of each stakeholder on your list? From small to very large.

6.

What is the influence of each stakeholder on your list on the success of the project? From small to very large.

7.

Summarize the results of the above in a matrix. The first column should show the list of stakeholders, the other columns should indicate the data you have found under 4., 5. and 6.

Once stakeholders for the project have been identified and their interests have been tentatively identified as in the matrix above, they can be invited to participate through interviews, brainstorming, focus groups and surveys so that their actual ideas and opinions can be integrated into the process. Even those opposed to a particular activity may be won over if they are involved in the decision or design process and have an opportunity to state, and resolve, their concerns about the project, e.g., through brainstorming sessions with project managers. Their involvement can give them a sense of ownership in the process, which often leads to support or at least neutrality.

Whether someone is a stakeholder in the end depends on his or her own perception: people are stakeholders because they think they have in interest in the project or its outcome. This means that some of those identified above will not consider themselves to be stakeholders. But some others, although not identified in the process described above, will consider themselves to be stakeholders. That is one reason why activities have to be announced not only to the identified stakeholders, but also in a more general way.


3.6.
Step 5. Finding problems and selecting urgent problems

Starting point for this step is the report on the local integrity situation. During this step two things have to be done:

	· Defining the problems found

· Selecting the most urgent problems


	Strategy or specific measures?

In all the projects, we have identified two kinds of approaches. The first one is that of the LIG concentrating on clearly defined measures related to the issues that had been identified in the initial research phase or concentrating on projects considered to be a priority.  For example, initiating a front office within the City hall, changes to the regulations regarding the gifts declaration, elaborating a Code of Conduct etc. Other LIGs concentrated on general strategies in which possible concrete actions blend with general objectives, principles, intervention instruments, etc. The strategies always regard a vaster issue, a larger period of time and a certain structure of the activities. The idea of promoting a strategy is more ambitious, but also involves risks. 

First of all, we must think of the risk that in the end, the changes we were aiming at are not accomplished. In other words, if the strategy is elaborated in very general terms, there is the risk that the strategy doesn’t create the expected changes at the LPA practices level

Second of all, it is also true that a precise problem, even though it is being solved, may not have the desired effects. This happens because the transparency and integrity issues are complex enough for an action centred on a single particular objective not to have the strength of a structural change that could ensure an optimization of the administrative system.  

Our recommendation is to elaborate strategies and within the strategy to develop particular projects. The strategy’s main aim is to create a infrastructure that could be functional on the long term and that could have not only the function of solving problems, but also or especially a function of prevention.  

.   


The report shows the facts. These are facts, not yet problems. They become so as soon as we compare the facts with rules or norms. A ‘problem’ can be defined as: a discrepancy between the present situation (the facts) and the situation we would like to have (a situation in accordance with rules and norms). Or to put it more shortly: a ’problem’ is the discrepancy between ‘what is’ and ‘what should be’.

The present situation – the fact - is observable; it can be established in an objective manner. The situation ‘we’ would like to have is a matter of personal opinion and preferences. This means that what ‘I’ would like to have can be very different or even contradictory to what my neighbour would like to have. As a consequence, one fact may give rise to different and even contradictory problem definitions.

An example may clarify the above. Suppose the report on the local integrity situation says that it sometimes happens that citizens who apply for, let’s say, a building permit have to pay extra money (in excess of the legal tariff for such a permit) to speed up the processing of their application. If they don’t, the processing of their application can last almost forever.

This is a fact because informants told us so, and we believe their stories to be true. The fact is uncertain in the sense that we do not know in how may cases this extra money had to be paid in let’s say the last two years. Is it in 5% of all the cases, or is it in 50% of all the cases?

Although it may sound odd, this fact as such is not yet a problem. This sounds odd because in our minds we immediately compare this fact with a rule or norm. A relevant rule in this case is that civil servants are not allowed to accept extra payments for those activities that simply belong to their job. So to be more precise the problem is: “Contrary to the rules and laws of this country, some civil servants accept extra payment for doing the things that, according to their job description, simply belong to their tasks.” 

Somebody else however could say: If there are civil servants who accept extra money, there must be citizens who offer extra payment. When this evil practice stops, the problem will simply be over. It is not so much the civil servants who are to blame. Citizens are to blame. So the ‘real’ problem is that ‘Some citizens think that it is to their benefit to offer extra payment for services (provided by civil servants) to which they are entitled to for fixed tariffs.’

A third person, although admitting that both offering and accepting extra money is wrong, could say that the frequency of this form of misbehaviour is apparently so low that many other questions need more attention than this one. In the opinion of this third person there are no problems, at least not urgent ones.

So, the one fact from this example generates three problem definitions. It is important to note that each of these definitions points at a different type of solution. Given the first problem definition, measures should be taken against the civil servants involved. The second problem definition means that you should try to convince citizens that offering extra money, at least in the long run, is not in to their benefit. With the third problem definition, at least for the time being, nothing has to be done.

	The strategy between solving the punctual problems and prevention treatment.

We should mention the fact that even the name of the strategy determined adversity reactions. This happened mainly because in most cases, the local councillors considered that adopting a strategy for integrity would mean they implicitly admit that integrity is a problem at the local level. This is the reason why the initial research on the integrity problems is not only necessary but also functional, depending on the degree it is being validated, including by the LPA members. In this regard, we believe that it is always necessary to have, inside the strategy, a component that could emphasize not only the punctual problems but also the idea of “modernizing” the Local Administration. In most of the localities, in the carrying out phase of the project, the LIG members understood the necessity, at least on the formal level, to add this component to their initial projects. 


This component is necessary not only for optimizing the relationship with the Local Council or with the Mayor, but also because it is normal and functional for the strategy to have a major preventive component that refers to creating the framework for preventing the corruption acts.  

Second of all, the actual problems may be solved fast or, better said, in most of the cases, the LPA promised to solve them quite urgently. When this happened, the LIG’s members forgot about their tasks and, implicitly, about their reason for existing. In Timişoara and partially in Arad, the projects have been blocked for a long period of time because the LPA representatives promised they would act immediately to solve the problems identified by the LIG. In this light, elaborating a strategy didn’t seem to be such an imperative. In Timisoara this happened because the first aspects pointed out by the LIG were simple and had no major significance for the LPA. 




To define problems and to select the urgent ones, you should go about as follows:

1. List al the facts from the report that could possibly generate one or more problem definitions.

2. For each of these facts write down as much problem definitions as you can reasonably find.

3. For each of the facts discuss which of the problem definitions is the most relevant. That is: the solution of which of the problems will have the biggest impact in terms of improving integrity. 

4. Select the two or three most urgent problems. A problem is more urgent if:

· the discrepancy between the existing situation and the desired situation is larger;

· the impact of its solution on improving integrity is bigger.

Thus, it is clear that defining problems and selecting the urgent ones is not straightforward and objective. It is therefore advisable to organize one or more brainstorming sessions, or to use the Nominal Group Technique during this stage of the project. (More information on both is given in sections 6.1 and 6.2.) It is a good idea to discuss in this way at least points 2, 3 and 4 above with stakeholders.

	On problem definition and the selection of urgent problems 

A problem can be defined as: a gap between ‘what is’ and ‘what should be’.

 ‘What is’ refers to the facts about the present situation, and may be about its origins and/or causes. If people do not agree about ‘what is’, they can resolve their disagreement by looking closer at the present situation and by doing better and/or more careful research.

‘What should be’, on the other hand, refers to norms and values (legal rules among them). Disagreement on ‘what should be’ is a consequence of different norms and values different people adhere to. Such a disagreement cannot be resolved by doing more research into the facts. People who disagree on ‘what should be’ can try to convince each other. If that turns out to be impossible, the only way out is to reach a compromise, or better a synthesis.

A little story about the difference between compromise and synthesis:

"There are two sisters, and they have one orange. Both sisters want to have that orange and use it. After some discussion a compromise is easily found: The orange is cut in two halves and both sisters get one half of the orange.

After the compromise the first sister presses her half of the orange, drinks the juice, and throws away the skin. The second sister uses the skin of her half of the orange to bake an orange cake. She throws away the inside parts of the orange, including the juice."

Evidently, something went wrong in this little story. The two sisters made clear to each other WHAT they wanted to have, but not WHY they wanted it. If the two sisters had provided information to each other about why they needed a full orange, both sisters could have got what they wanted. That is what we call synthesis instead of compromise.

From the definition of a problem it can be concluded that:

· A problem is a comparison between two things of different status. The one (‘what is’) is factual; the other (‘what should be’) is normative.

· In the same problematic situation different people can have different problem definitions. Even after extensive research and deliberation their disagreements may remain unresolved.

· There is not such a thing as an objective problem definition.

Different types of problems can be discerned. The table below gives an overview of these types of problems.

Consensus on norms and values

high

low

Certainty of knowledge

high

Structured problem

(Un)structured political problem

low

(Un)structured research problem

Unstructured problem

If the certainty of knowledge is high (i.e. if we know (almost) everything about the present problematic situation and its origins and causes), and if the consensus on norms and values is high (i.e. if all actors involved agree on the relevant norms and values), then the problem is called “structured”. In such a case there is a good chance of finding directly a solution that is acceptable to everyone.

If it is the other way around (certainty of knowledge is low, consensus on norms and values is low) the problem is called “unstructured”. In such a case there is no chance of finding directly a solution that is acceptable for all the actors involved.

In practice, there are much more problems of the unstructured type, than of the structured one. The process of problem finding is essentially the process of trying to change an unstructured problem in such a way that it can be considered structured. As far as uncertainty of knowledge is concerned, you can do so by doing more and better research. As far as a lack of consensus on norms and values is concerned, you will have to do so through deliberation and discussion. The stages of such a discussion were already described in section 2.5.

What to do to get an agreement on problem definitions?

Four stages can be discerned:

1. Ask all the stakeholders/participants for their problem definition. Ask them to explain why, in their opinion, this is the ‘real’ problem definition. Other participants can also ask questions, but keep in mind that during this stage every individual problem definition is as valuable and important as all the others. No problem definition can be skipped during this stage.

2. In practice, when you have 100 participants, you will not have 100 different problem definitions. Some of the participants will simple say that they agree with a problem definition already given by somebody else. Let’s say you find 30 different problem definitions. But even then some of them will be quite similar. So there is room to group these problem definitions under a smaller number of headings. This is the next stage of the process. Try to bring all the problem definitions under let’s say five headings, and formulate an overarching problem definition for each of these headings. In doing so, be sure not to omit one or more of the original problem definitions.

3. The third step is the most difficult one: Can we find a problem definition shared by all the participants? Or do we have to set priorities? A shared problem definition might consist of common elements in each of the five (or so) overarching problem definitions. To set priorities means that all participants agree that one of the problems has to be solved anyway. The solution of other problems is then postponed to a later stage. Make sure that all the participants from the first stage have the opportunity to give their opinions in this stage as well.

4. After a problem definition has been found during the third stage, you will have to find out to what extent each of the participants is satisfied with the outcome of the process.

What to do to select the most urgent problems?

Even after the discussions and debates according to the four steps mentioned above, a lot of problems can remain. Of course it is tempting to try to find solutions for each of these problems. In theory, this is possible, but it is better to concentrate on some of them, let’s say two or three. In this respect, consider that each solution needs implementation, and implementation takes energy and time, of which only limited amounts are available. Remaining problems can be dealt with in other projects after this one. Therefore you should select the most urgent problems.

Which problems are most urgent is more or less arbitrary; however, three criteria can be given:

1. A problem is more urgent when the gap between ‘what is’ and ‘what should be’ is larger. This has to do with the number of occurrences of the violation of rules and norms, but also with the severity of that violation.

2. A problem is more urgent when the impact of its solution on the integrity situation is larger. The solution of one problem might have consequences for the situation with regard to other problems. If this is so, the problem should be considered to be more urgent.

3. A problem is more urgent when an effective and efficient solution seems to be available. (This criterion will be elaborated in the next step of the project.)


	What to do and what not to do:

· Do not wait for the strategy to be finalized to make it public. Permanently present data on the elaboration process and only this way you’ll get more information and an external support. 

· Analyze the legislation regarding the Local Administration, co-opt a jurist or a LPA member or use their consultancy before defining a strategy. It is possible that things you have in mind already exist or, in the opposite case, are illegal. 


3.7.
Step 6. Searching for a solution
Once the most urgent problems are selected, the next step is to find a solution for these problems. Searching for a solution is a process that consists of three parts:

	1. Setting the goals. Goals are situations to be achieved. They are defined in such a way that when they are achieved the problem is solved. (Or: the conditions for solving the problem are created.)

2. Finding the means or instruments to achieve the goals. Means or instruments are actions, the things that have to be done in order to achieve the goals. Some of these actions can be done by the local public administration, others have to be done by other actors. Some of these actions have to be done only once, others have to be done continuously.

3. Feasibility testing. Will the means and instruments really achieve the goals? Will the actors involved in implementing each of the means and instruments be able and willing to implement them? And moreover: will they be able and willing to do so just in the way these means and instruments are meant? Feasibility testing is nothing else than systematically answering these questions. 


	What do we want to accomplish and which are the stake for our projects?

As we have mentioned earlier, in the project developed in 2005, we found out a great diversity of proposals from those having small or un-difficult stakes (the proposal of measure which, in fact, were part of the law, desirable measures or at least were included in the Mayor’s electoral platform, concrete measure that raised no major problems to LPA’s members)  to major stakes in case of the proposal of a Code of Conduct for the local Councillors or of some ambitious strategies that can not be resumed at two or three concrete measures. 

Which is the best? It is very hard to establish a boundary. The experience accumulated in the project showed us that the great majority of the ambitious projects have not been approved; meanwhile the concrete projects had a better chance to be adopted. We should know from the very beginning there is a dilemma for the LIG’s members. A vast proportions project having a significant impact has relative big chances not to be approved and, in the end, to accomplish barely nothing or nothing at all. A project having a small stake and having no major impact on the local aspects has instead bigger chances to be adopted and to generate real changes although the changes are not crucial for the local community. 

Getting out from this dilemma can only be done if we try to relate to the project in a different manner. In fact, the approval is not as important as the implementation of some measures in practice. The changes at the social practices level in the integrity direction are all that matter. That is why, almost as a paradox, the major objective doesn’t have to be the strategy approval by the Local Council no matter the costs (with the cost of a project that has a too low stake in comparison to the local problems), but generating changes in the reality. It is true that these changes may follow the small steps model, and sometimes it is even recommendable. 

In other words, the great stake objectives may raise great difficulties but this doesn’t mean we should give them up. This sort of project must be regarded step by step, capable to assure the decrease of the institutional resistances. 

For example, in some localities, at least in the initial phase, «Code of Conduct for the local councillors» projects have been proposed. Everywhere, this type of proposal functioned badly, mainly because the natural reaction of some structures that have a legitimate legislative role is a reticent one towards the proposal to adopt some normative codes that regard directly the activity and their morality status. In some localities, the LIG’s members adapted to this situation and tried to redefine the initial project in other terms, in order to obtain the acceptance of the Local Council to discuss and elaborate itself its own Code of Conduct.  

We never recommend an initial maximal stake for a LIG group type, as long as the group is at its start, has no notoriety or legitimacy and, by consequence, needs time to have the strength to carry out big projects as the Code of Conduct.  

A strategy that foresees phases for implementing some measures, that firstly stipulates the creation of an action frame is more indicated even if it is a great time consumer. 

We wouldn’t want anyone to think that the small stake projects are useless. If they are really accomplished and not only at the declarative level, they can be a step forward and if they are followed by other projects, even concrete, there are many steps that can also be useful. The small steps are even safer and solid, but only a strategy may transform the process into a coherent and unite one, for the efforts to generate cumulated results in the end.   


Setting goals

We will continue, first of all, the example used in the previous section.

Let’s suppose you agreed altogether that the most relevant problem definition is the first one we discussed in section 4.5: “Contrary to the rules and laws of this country, some civil servants accept extra payment for doing the things that, according to their job description, simply belong to their tasks.”
First of all, it is clear that this problem definition is not yet a goal or a set of goals. Goals have still to be invented. They have to be invented in such a way that all the goals together, when they are achieved, provide a solution to the problem. 

When improving integrity is at stake, most of the time there are two types of goals to be achieved. They can be called the ‘repressive’ goal and the ’preventive’ goals.

First you try to create a situation and/or a procedure, in order to make sure that occurrences of this type of fraud no longer go unnoticed and that measures against the offenders are taken. These are the repressive goals.  

Although these repressive goals are most of the time indispensable, generally speaking more important are the preventive goals. This means that you try to create a situation in which this type of fraud can no longer occur. How can such a situation be described? There are several possibilities, one of them is: Minimize direct contacts between citizens and the civil servants who process their applications.

	How to set goals?

A goal can be defined as a situation you want to achieve in order to solve a problem. In other words: when you have achieved your goal, you suppose that this will solve your problem. A goal therefore is not simply the negative formulation of a problem. In fact goals have to be invented.

Of course it is not always so that achieving one goal will solve a problem. On many occasions you will have to achieve more than one goal to solve your problem.

The process of setting goals consists of two steps:

1. To invent as much possible goals as you can think of.

2. To organize and order these goals.

Ad 1. There are several methods to invent goals. Among them:

· Interviews with stakeholders or experts;

· Brainstorming;

· Ask yourself the question: “What did others do in similar situations?”

Ad 2. Suppose now you have a long list of possible goals, your next task is to organize them in a consistent whole. To do so, you systematically ask a couple of questions:

· Which goals are in fact identical with others on your list? This means that they describe, although in different words, the same situation to be achieved. Select one of these goals.

· Are there goals on your list that describe different situations, but these situations are so close to each other that these goals can better be merged?

· Are there goals on your list that are in fact subgoals of other goals? A subgoal describes only a part or an aspect of the other goal. From now on consider this subgoal as subordinated to the wider goal.

· Did you find a general or central goal in your list? If not, formulate one.

Going through this list of questions in most cases will reduce your list of goals considerably, without reducing the total ‘content’ of your list of goals.


Finding means and instruments

When the goals are set, the next step is to find the right instruments to attain these goals. Chapter 5 of this manual gives an overview of instruments that turned out to be useful in earlier projects. One of the instruments discussed in chapter 5 is the creation of a front office: Citizens hand in their application at the front office in the city hall. The civil servants behind the desk in the front office forward the applications to their colleagues who actually have to deal with the application and have to prepare a decision. It is clear that a front office minimizes the contact between citizens and civil servants, and therefore it minimizes the chance that civil servants can ask for extra payment.

Although chapter 5 provides a whole array of instruments, it is always possible that the specific situation in your city needs an instrument not provided in chapter 7. In such a case you will have to invent your own instruments.

	How to find means and instruments?

After specifying the policy goals, the next step is to identify the means or instruments to achieve these goals. A means or instrument can be defined as an action to be taken in order to achieve the situation specified in the policy goal. Actions are always taken by somebody, and we call this somebody the “actor”. Actions without an actor do not exist. In order to take the action, the actor has to change his behaviour.

Those actors who somehow have to change their behaviour in order to use an instrument for the achievement of a goal, we call the target group.
(Note the difference between a stakeholder and a member of the target group. Not every stakeholder will be a member of the target group. A member of the target group may not be a stakeholder from the beginning onwards, but as soon as (s)he is identified as a member of the target group (s)he will become a stakeholder.)  

The target group plays an important role in designing policy instruments. In the remainder of this section we describe a general method for identifying policy instruments.

1. Identify the policy’s target group

2. Give a description of the change in behaviour of the target group that is necessary in order to achieve the policy goal.

3. On the basis of 1. & 2. it should be possible to answer the following questions:

a. Is it easy or difficult to identify whether or not members of the target group have changed their behaviour? 

b. Is the target group small or large?

c. Is it easy or difficult for members of the target group to change their behaviour for achieving the policy goal?

4. We discern three types of policy instruments:

a. Regulation (R) (laws, rules, contracts, etc).

b. Financial stimuli (F), both positive and negative

c. Communication of all types (C)

Each type of instrument has its own advantages and disadvantages.

The advantage of laws and rules is that it becomes obligatory for members of the target group to change their behaviour. The disadvantage of laws and rules is that it should be possible to enforce them. Generally speaking a rule that cannot be enforced is worse than no rule. 

The advantage of financial stimuli is that members of the target group get a direct interest in changing their behaviour. The disadvantage is that these instruments have budgetary consequences. Moreover, there is almost always the risk of misuse.

Generally speaking, it is better to convince members of the target group of the necessity to change their behaviour that to coerce them. Communication as a policy instrument aims at convincing members of the target group. The disadvantage of  this type of instrument is that you can never be sure about its effectiveness.

5. The answers on the three questions under 3. determine which type of instrument is most adequate, according to the following scheme:

Change of behaviour identifiable

Size of target group

Change of behaviour difficult

Type of instrument

Easy

Small

Easy

R, C

Difficult

F (R)

Large

Easy

R

Difficult

F (R)

Difficult

Small

Easy

C

Difficult

C, F

Large

Easy

C

Difficult

?

6. Push and pull. In most cases it is advisable to work with couples of instruments. With one instrument you should stimulate the desired change in behaviour. With the other instrument you should destimulate the present behaviour of the members of the target group.


Testing feasibility

The last step is feasibility testing. That is testing whether the instruments you have chosen will work and whether they will have the effects you expect.

According to a well known saying, the proof of the pudding is in the eating, but feasibility testing is different. It is, so to speak, testing the pudding before you eat it. The basic assumption of feasibility testing is that every instrument implies that a number of people have to change their behaviour in order to make the instrument successful. What you do during feasibility testing is, in short, making a list of all the people who should change their behaviour and in what way. And then you try to find out whether this change of behaviour is likely or not. When it is not, you will have to think of another instrument.

	How to test feasibility?

Until now the process of strategy formulation was described top-down: Start with the definition of the problem, then set the goals, and finally find the instruments to achieve the goals. Testing the feasibility of a strategy is meant as a check, to answer the question: “Will it work?” The way of reasoning is bottom up: 

1. We start again with the target group.

2. Will members of the target group change their behaviour in the sense supposed in the policy, and why will they do so?

3. If the members of the target group change their behaviour as supposed, will this achieve the goals?

4. If the goals are achieved, will this result in a solution of the problem?

5. Testing feasibility also includes making changes in the policy as far as the answers to the questions mentioned above are (partly) in the negative.

In the remainder we will concentrate on question2.

To answer this question we proceed in six steps:

1. Identify the target group. Identify the change in behaviour expected from the members of the target group. Judge how ‘difficult’ this change in behaviour is for the members of the target group.

2. Is the ‘difficulty’ of this change in behaviour the same for all the members of the target group, or are there differences? Identify subgroups of the target group on the basis of differences in kind of ‘difficulty’ and degree of ‘difficulty’.

3. Specify the expected change in behaviour for each of the subgroups.

4. Which factors (other than the policy itself) will influence the decision (to change their behaviour or not) of members of each subgroup?

5. Why do you expect the members of each subgroup of the target group to change their behaviour in order to achieve the policy goals?

6. Are additional policy instruments required to achieve the expected change in behaviour?

In this list step 5 is the crucial one. In steps 1 to 4 you gather information to answer the question in step 5. If the answer to this question is something like: there are sufficient reasons to expect the desired change in behaviour, you can of course skip step 6. Otherwise step 6 urges you to think of additional or alternative means and instruments to achieve the desired change in behaviour.


	What to do and what not to do:

· Do NOT try to be creative in elaborating the strategies because you’ll lose some precious time. Try strategy models and already existing ones; adapt them to your local context. The purpose is not to have a “creative” strategy but to achieve real results at the LPA level. 

· Elaborate a list with all types of possible activities that can be included in the strategy, analyze each of them and gather evidence on them. Consult a specialist if you feel like it. Be realistic about what you’re going to propose. Define the steps in which the strategy could be applied. 


3.8.
Step 7. Lobbying/Preparing a decision

	Flexibility and realism in unfolding the projects 

No project is ideal. No one could guarantee that the document we elaborated is the best possible one. So, we must be open to any proposals emerged from rethinking the aspects that could not function. We must be flexible, both to the proposals coming from the public area and from the LPA. As a matter of fact, LIG cannot propose only a project that should be subject to local debate. We must be aware, as well, of the fact that certain components of the strategy may come up against high resistance (from various reasons, including juridical ones) and then it is preferable to redefine them, in order not to endanger the entire project. 

We must be realistic about our proposals. Some of them cannot be put into practice for the simple reason that the necessary infrastructure doesn’t exist; in other cases, the proposals may refer to objectives hard to be accepted by the people involved and it is preferable to have a small steps strategy, capable to (at least) allow starting an integrity project. We need to be realistic also when making the difference between situations when we want to promote a set of practices meant for eliminating the illegal activities and situations when we want to promote measures that are not connected with practices that break the law. It is one thing to propose mechanisms for monitoring the conflict of interests (which is a legal aspect) and a totally different thing to request some statements from the local councillors or LPA civil servants which are not stated by the law. Our requests may not be the formulated the same way when they refer to the legislation and when they refer to a rule that has only a preventive function and it can be way rejected by the LPA members, for not being included in the law.    


After the discussions of the previous two steps (Problem finding and Searching for a solution) have been brought to an end, the result of the project has to be presented to the mayor and the local council. It is clear that simply sending them the minutes of all the meetings that were held during the project is not sufficient. You should present the results of the project in a clear and concise way. A good presentation includes the following:

1. One or more clear proposals on which the local council can simply say ‘yes’ or ‘no’. Something of the form: “In order to solve problem A, we propose that you decide B”. Leave as little room for different interpretations as possible.

2. An explanation of the proposal. Why the problem definition is adequate. Why the proposed decision provides a solution to the problem.

3. A budget, stating both the expenditures and the revenues (if any) of the implementation of the proposed decision.

4. The outline of an implementation plan (who is to do what?), in order to make clear that the implementation of the decision is feasible. See also step 9.

5. An overview of the proceedings of the project until this moment (list of activities and attendance, short description of discussion topics, participating groups (NGO’s etc.) membership of the LIG

However, preparing a good presentation of your proposals is only the start of this step. With your presentation in hand, you have to start the lobbying process. That means: you have to find out whether the mayor and the majority (or preferably a large majority) of the local council is willing to accept your proposals. If some members of the local council and/or the mayor are not willing to accept your proposals, first of all try to convince them. If that does not work, try to find out what changes are needed, for your proposal to get their support. Of course not every change in your proposals will be acceptable for you, so before starting the lobbying process you should decide which parts of your proposal are crucial and cannot be changed.

	The LIG’s activity between the think tank and the lobby group. To whom and how we present our strategy?

The LIG’s members initially act as a think tank group, generating ideas. A group with a precise objective: that of proposing (on the ground of some data regarding the functioning process of an institution) a strategy or certain intervention models at the respective public institution level. Many of the LIG members understood their role as being exactly this one and, because of this reason, some of them even left the group after the strategy has been elaborated.  

Undoubtedly, this is a major task for the LIGs, but if they restrict themselves only to these functioning principles, it will be hard for them to work into perspective and, in time, to obtain authority and legitimacy. After the strategy has been elaborated, it must be undergone to a public validation process, to a legal approval by the Local Administration structures; otherwise, it means nothing else but a simple document. 

In most of the cases, only one person (in general, the APD coordinator) was entrusted with sustaining the project in order to be adopted. The LIG must be regarded also as a Group for Lobby, meaning a group that is also promoting the strategies. In practice, the LIG members mission doesn’t end at this point, it rather starts when the strategy is finalized. This is when the promoting efforts for the strategy start and, then, after implementing it, monitoring and intervention activities are carried out, in order to optimize the activities derived from the strategy.  

The effort for conceiving a strategy isn’t and it doesn’t necessary have to be a major one. We may resort to strategy models, to other LIG models and to consultants. There is no need to be original when conceiving strategies; we can adapt strategies to the context and to the local reality. It is essential to have the capacity to promote the final strategy at the local level and, obviously, at the LPA level, for the strategy to be adopted and implemented. All LIG members must have in mind this kind of perspective on their role in the project, from the very beginning. 

We must understand it is necessary for the strategy to be presented to the public (through the mass media channels) and this worked well everywhere it has been used. Furthermore, it would be useful even to organize public debates on this topic, in order to improve the content of the strategy and to bring the issue on the public agenda. The strategy should be proposed to the Local Council only after a support campaign that included the presentation of the strategy to the Mayor and to all councillors. The delay in adopting the strategies existed also because in some cases a major part of the councillors found out about it just at the moment of the discussion meeting. A special attention must be granted to the Mayor because, as a rule, he has a major influence in the Local Council and he can be an essential factor for the strategy promotion.




You should have discussions with the mayor and the vice mayor(s), with all the political parties represented in the local council, but also with other people who are able to influence the decision of the local council. Among this last group are some top-level civil servants as well as some stakeholders outside the local public administration.

First discuss your proposal with those council members and others who at first sight seem to be willing to support you. Then, go on with those who are a little bit less likely to support you. End up with those who are rather surely your opponents. In each next discussion you can say that you have already a lot of support for your proposal.

In some occasions, it might be advisable to put some ‘pressure’ on your discussion with council members. You can do so by asking the help of selected stakeholders, or by organizing a public hearing.

	Is a local support for the strategy really necessary? The frame for the support coalition.

It is extremely useful to think about creating a support set for the strategy , after it has been finalized. It’s about trying to make the project substantial by having it supported by different structures or local personalities, other than those involved in the elaboration phase. (Who were not LIG members, but sustained the project). We are talking about the local mass media, other local NGOs, personalities having an important status in the local community (school directors, hospital directors, deputies etc.) Creating a support coalition for sustaining the strategy includes also the co-optation of LPA representatives (Mayors, Vice-Mayors and Local Councillors). The idea behind it is to give rise to the idea that a significant part of the local elite is close to the project and sustains the initiators. This way, the strategy and the approval issue is brought into the local public agenda and can be easily sustained and adopted by the Local Council. 

In the 2005 project, this kind of action hasn’t been taken into account, but efforts were made in that direction and they were successful. In most of the cases, where the Mayors or the local councillors considered that the LIG’s proposals were appreciated by the population, they acted significantly towards sustaining the projects


	What to do and what not to do:

· Do NOT file the strategy at LPA without having organized a previous communication campaign and public debate. 

· Do NOT consider your project to be an ideal one; any idea can be added, in order to increase its value. 

· Do NOT be preoccupied with adopting the strategy, but with the final purpose of the project, that of making real changes towards integrity, at the level of the LPA functioning. 

· Try to bring in the local public agenda the strategy before being presented in the Local Council and not only after an eventual delay or rejection. As more the strategy’s issue is the public opinion’s attention, the more you’ll get supported in the Local Council. 


3.9.
Step 8. Decision making by the local council

	Perseverance 

At first sight, it is a normal aspect, almost an usual one. For this kind of projects, perseverance plays a major role in the LIG’s activities. On one hand, it’s very possible that such a project is blocked, from different reasons, at different levels (for example, at the major committees); on the other hand, the repeated delay may be a reaction from the Local Council, one that we must expect and take into account. The bureaucracy specific to the LPA may also induce difficulties at the civil servants level; it can also determine delays.  

Because of the reasons presented above, the perseverance in sustaining the project is essential. The more perseverant you are in sustaining the strategy or the proposed documents, no matter the reactions, that may be fair or unfair, the more chances we have to obtain the debate on the project of strategy and its approval by the Local Council. The projects elaborated by the LIG were adopted by the Local Councils everywhere where the LIG members were very perseverant in sustaining them. In some cases, in which the project hasn’t been validated, one of the causes was the lack of perseverance in sustaining the strategy project on the  long term. 

We must understand that submitting a strategy to the City hall doesn’t mean that we don’t have to make lobby efforts or that we no longer responsible for its approval in the Local Council. The Local Council is dealing with a big number of normative acts and activities and the strategy for integrity is not quite the most important topic for this institution. If we don’t make some pressures, promoting the necessity and the urgency regarding the adoption of the strategies or the documents we propose, the chances for fast adoption are very small. For the approval and then the implementation of the strategy to take place, it is necessary that all the actors involved in the project and especially the LIG members are very perseverant.   


It should be stressed that the result of the project is a proposal to the local council, nothing less and nothing more. The local council has the right to accept the proposal but it also has the right to reject it.

In a formal sense, this is all that has to be said about this step.

Informally, however, there is something more. A proposal resulting from a project like this is not simply one of the dozens of proposals the local council has to decide on every month. This proposal is the result of elaborate discussions in the LIG and with citizens. This proposal is supported by at least all those citizens that participated in the project.

This means that the local council’s rejection of such a proposal that is evidently supported by the participants in the project may easily result in growing distrust between citizens and the local government.

So, admitting that the local council has the right to reject the result of your project, it should not do so without very good reasons. And moreover, in such a case, the local council has the duty to explain its decision to citizens, and to the participants in the project first of all.

Even after the lobbying process you should, if necessary, stress these arguments.

Apart from taking every opportunity to promote your strategy, there is something more to be done. You should monitor the whole process of decision making in the local council from the presentation, through the discussion in special committees, until the final discussion in the local council.

	Monitoring the decision making

This step regards directly the Local Council’s activity. Nevertheless, the activity of GIL is necessary besides deposing the strategy project. In the project displayed in 2005, a significant part of the delays were due to the lack of a monitoring activity and its unfolding during the project. First of all, we must know that the LPA bureaucratic system usually works in our disadvantage, in what concerns the internal communication flow that supposes a project must pass through many filters as are, for instance, the main committees, the juridical certificates eventually, etc. 

As a consequence, the whole project must be monitored in order to eliminate the obstacles that may appear. For instance, the City hall’s secretary or the members of the Juridical Committee may have certain objections concerning the elaboration form or a concrete element in the project that can be opposite to some agreements or institutional or juridical stipulations. The usual rule of any bureaucratic system of LPA type leads to a delay in such a situation, and generally, the LIG’ s members found out about it quite late if the process hasn’t been monitored. Therefore, the project must be sustained on the entire period between its deposing and the discussion and approval in the Local Council. Of course, it is possible for the project to be discussed and adopted even in the first Local Council meeting after it has been deposed, but this is rather an exception. Generally, the documents discussed and approved by the Local Council are numerous and without the LIG internal support (in relation with the councils) and external support (in the public area), the strategy for integrity risks not to be a priority and this is another reason for being delayed. 

We must understand that, legitimately, we can encounter another kind of urgent issues on the LPA’ s agenda and the strategy project will be positioned depending on the urgency of the problems the LPA confronts with as well as on the LIG’ s efforts to sustain the project publicly. 


	What to do and what not to do:

· Do NOT count on the Local Council mechanism for informing all the councillors. Contact them directly and send the project to all of them. 

· After the strategy has been deposed, make sure it gets to all the commissions indicated in the internal regulation and to all the councillors. Do NOT hesitate to contact directly the councillors and to meet them, including in the elaboration phase. Do NOT expect to have a total support, but you need the majority. 

· In case of a delay, heck up and analyze the causes. Restart the process whenever it is necessary, when you think there are good reasons to believe it is possible to be approved. 


3.10.
Step 9. Monitoring the implementation of the strategies

	- See to it that LPA makes an implementation plan for the accepted strategy

- Monitor the implementation of the strategy


After the local council has accepted the strategy, it has to be implemented. After all, a decision by the local council as such is not yet an improvement of the integrity situation. That improvement will only occur when the strategy is executed or implemented; that is when all the actions included in the strategy are executed in the way they were meant to be executed.

This asks for a detailed implementation plan. To make such an implementation plan is not the task of the LIG. As with all decisions of the local council, the fact that the council accepted the strategy implies that the local public administration becomes responsible for its implementation. The mayor or in some cases a vice mayor has the political responsibility for the implementation.

Of course, in exceptional circumstances, the local public administration can ask the assistance of the LIG in setting up the implementation plan. The main task of the LIG in this stage of the project, however, is the monitoring of the strategy’s implementation. Monitoring in fact simply means to keep an eye on the process of implementation. If in doing you conclude that the implementation process is inappropriate, or ineffective, or too far behind schedule, you can try to get the implementation process back into the right track. You can do so by discussing the problems and possible solutions with the civil servants in charge of the implementation. Otherwise you could inform the mayor and/or members of the local council and ask them to take appropriate measures.

A good implementation plan includes the following:

1. A list of all the activities implied by the strategy. In this sense the implementation plan is an elaboration of the local council’s decision.

2. The actors (individuals or organizations) that are in charge of each of these activities.

3. The time schedule for each of the activities. At which moment will they have to start? And when will they have to be completed? Keep in mind that at least some of the activities are interdependent. One activity can only start when another activity is completed. Etc.

4. The actor (or actors) who are responsible for the implementation process as a whole, i.e. the task manager.

Monitoring means more specifically:

1. Reviewing the implementation plan; it should be sound and coherent and include the four points mentioned above.

2. Keep yourself informed about the progress of the implementation. Gather information on the implementation process and evaluate that information:

· Are the actions taken appropriate; i.e. are these the actions intended in the strategy?

· Are the actions effective? 

· Are the actions on time?

3. Take action as soon as you find out that the implementation is out of track:

· First of all discuss with the task manager;

· Discuss the problems, with the mayor, or with a vice mayor, or with members of the local council;

· Suggest improvements.

Implementation can take a lot of time. How much? It depends on the complexity of the actions to be taken. In general, implementation can take anything between a couple of months and a year.

The strategy was a document. The local council needs a document to make a decision. In practice, the implementation plan can be a document as well, but this is not necessary. In many cases, the implementation plan is only a series of arrangements between civil servants among themselves, and between local politicians and civil servants. In such a case, the LIG, in order to monitor the implementation process adequately, will have to ‘reconstruct’ the implementation plan.

	Two examples of the implementation of a strategy 

There are many ways to implement a strategy that has been approved. For example, in the case of Bacău, they proposed the forming of a new group, for detailing the strategy in concrete activities and for monitoring the implementation process.  The group will be formed of LIG members on one hand, and of representatives from the City hall, on the other hand. It will consist of other people from the local elite. Thus, the new structure will be legitimate even in what concerns the evaluation activity of the integrity in the LPA. 

Another solution is given by the case of Turda, where they intent to reform the LIG, from which, on the contrary, the LPA representatives will sign out (in this case, they have been of a great importance in the process of elaboration and supporting the strategy) in the idea that once the strategy has been approved, LIG should become a perfectly autonomous structure in relation with the City hall. 

We can observe there are different approaches and ways of regarding the project. It is essential for the mechanism we design to be functional and to assure both credibility and efficiency in sustaining the transparency and integrity at the LPA level.     


Guidelines for monitoring the implementation of the strategies 

In monitoring the implementation of the strategy you can go about as follows: 

1. Find out whether an implementation plan in the form of written document exists. If it does, try to get it. If it does not exist (or if you are not allowed to read it) try to reconstruct the implementation plan. You can do so by interviewing some of the civil servants whose task it is to do the implementation or parts of it. Simply ask them what they plan to do, what the time schedule is, etc.

2. The best way to evaluate the implementation plan is to compare it with what you would do to implement the strategy as accepted by the local council. In a sense this means that you have to make your own implementation plan, and then compare the two plans. You can do so according to points 3. and 4. below.

3. Make a picture of the situation that should exist as soon as the strategy is fully implemented. E.g. there is a code of conduct, which is as clear and succinct as possible. This code of conduct is known to everybody concerned. The majority of those concerned simply follow the code of conduct. There is also a system or procedure to deal with violations of the code of conduct, as well as a system or procedure to detect these violations.

4. Make a list of the actions that have to be taken in order to attain that situation, as well as the order of these actions. The points of attention for each strategy below reflect more or less these actions. They are formulated as questions.

5. Do the actual evaluation of the implementation plan as made by the city hall. Take into account that there can always be different means to achieve the same results, so the city hall’s implementation does not have to be identical to your own. Bu the results to be expected should be the same.

6. If, in this stage, you already can see that the city hall’s implementation plan is inappropriate or ineffective, you should discuss with the task manager or with others in the city hall. Give your arguments and suggest them to revise their implementation plan.

7. After the implementation plan is established, the implementation process will start. Gather information on its progress. Generally speaking, there are three means or instruments to gather this information. Use them in the order in which they are given below.

a. Use the local media; read newsletters distributed by the city hall; check the city hall’s website and maybe other relevant websites; read the minutes of local council meetings; have a look at the billboards in the city hall; etc. In short: gather all the information that is made available independently of your monitoring activities.

b. Interview a limited number of people in the city hall. Among them, if possible, the task manager for the implementation of the strategy. Do these interviews on a regular basis, once every month or every second month.

c. Use your right on access to information.

8. Evaluate the information:

· Are the necessary actions really taken, are they taken effectively, with what result, and is that result satisfactory?

· If the answer on the questions above is affirmative, that is good news. It means that the implementation is on its way, and on the right track.

· If the answer to these questions is (in part) negative, this means that something is going wrong. Can you find out what is going wrong, and why this is so? Maybe you will have to collect extra information.

When you are convinced you know the reasons why the implementation is going the wrong way, you can decide whether or not you should take additional action to get the implementation back on the right track. In general this will mean that you have to address (again) the political level in the city hall.

	Some points of attention for the monitoring of  the implementation of two specific measures

The above eight points are procedural, that is they look at the flow of activities. Criteria for concluding whether a certain action is done effectively and with satisfactory results are not given. These criteria depend of course on the type of result you want to have.

Below we give examples of such criteria for two instruments for improving integrity.

A. Suppose one of the elements of the strategy is the introduction of a Code of conduct for civil servants and/or local councillors. Evaluation criteria could be:
· Is the code of conduct complete and publicized?

· Was it distributed to all the council members and/or civil servants concerned?

· Was an explanation given on the meaning of the code of conduct and its consequences? And in what form? (In writing only, workshop, staff meeting, etc.)

· Is there a system to monitor the compliance with the code of conduct?

B. Suppose one of the elements of the strategy is about Transparency in decision-making and especially transparency for public acquisitions. Evaluation criteria could be:

· Is there a fixed procedure for public procurements, and is it well publicized? Is this procedure in accordance with the relevant Romanian law(s) and with the regulations of the EU?

· Is the procedure used in all the cases it should be used? Or is there evidence that the procedure was not used in some cases?

· Is the application of the procedure transparent? Among other things: do interested parties get information on the progress of the procedure?

· Is the outcome of the procedure fair?


	What to do and what not to do:

· Do NOT consider that the LIG’s activity ends when the strategy is being adopted by the Local Council. The LIG’s activity barely begins, because it’s necessary to monitor the changes foreseen by the strategy, but also the corrections for the aspects that do not function. 

· Make pressures and maintain the attention on the strategy after it has been adopted. Make sure it is being implemented. Think of the possibility to establish a partnership between LIG and LPA regarding this aspect. 


3.11.
Step 10. Evaluation of the project/Further actions

	- How to evaluate the project

- Are there any further actions to be taken?


Keep in mind that an evaluation only makes sense after the implementation of the proposals accepted by the local council. The consequence might be that an evaluation can only be held a year or more after the decision of the local council. This is one more reason to keep all those who at some moment participated in the project informed at more or less regular intervals about the progress of the implementation.

Here are some questions for the evaluation:

· What changed altogether as a result of the project?

· Does each of these changes mean an improvement of the local integrity situation?

· If not, what went wrong and where did it go wrong?

· What did not change, although it should have changed on basis of the decision by the local council?

· Why were these elements of the council’s decision not implemented?

· What about the overall integrity situation, does it need further improvement?

· Do you have any ideas on how to deal with the remaining urgent integrity questions? Is the present LIG able and willing to deal with these questions? Or should another LIG be formed?

· What about the process itself? What went well and what could have been done better or more efficiently?

· Are other participants in the project satisfied with its results? Ask them the questions above.

	Setting up an evaluation
The evaluation of a project will normally take the form of one or more meetings with stakeholders. When you expect different groups of stakeholders to react rather differently on the outcome of the project, it is advisable to have different meetings with these groups. Otherwise one meeting will do.

You should prepare a short list of questions, keeping in mind that the evaluation serves two purposes:

· To see whether the project had the results the stakeholders expected. Are the goals of the project achieved? And did this solve the original problem? To what degree?

· To see whether, according to stakeholders, there is room for improvement,  and if so, what still can be done to achieve that improvement.

A good way to organize an evaluation meeting is to use a variant of the Nominal Group Technique discussed in section 6.2.:

· Divide the whole group in small groups of five to nine people.

· Give them your list of questions and give them time to think of answers, possibly to make some notes.

· Discuss the answers on the questions one by one; making sure that every participant can give his opinion. If consensus is possible that is fine, but don’t push too much in that direction. Differences in opinion are allowed.

· After the discussions in the small groups are completed, start the plenary part of the meeting. In that part each small group should report its findings. A general discussion is to follow.

· A report on the evaluation meeting(s) should be made, and should be available for all the participants.

· If this report includes one or more suggestions for improvements, think of a follow up to elaborate these suggestions.


Whether further actions should be taken depends on the results of the evaluation. Some reasons for further actions are:

· The implementation of the strategy is not yet complete, or can still be improved.

· Your strategy did not deal with all the integrity problems detected. The successful implementation of this strategy provides the opportunity to work on the integrity problems as well.

Chapter 4

Integrity support tools

4.1. Why we need integrity support tools

The world wide attention to integrity issues goes hand in hand with a focus on control in organisational management. We believe this is necessary for the time being, but it should be balanced by attention to the creation of trust within organisations. Without basic trust, no organisation will function effectively. Trust will flourish when people are committed to the same mission, share the same values and norms, care for each other’s interests and stimulate personal development. Trust and integrity are two sides of the same coin.

So, the application and use of tools is necessary and important, but is not sufficient to maintain integrity of public administration. In combination with the right attitude towards integrity norms and values, tools will have a strong supportive function. Without the right attitude, integrity tools have little impact. They may even stimulate human creativity to find new ways of ‘convenient disintegrity’.

In making a choice what tools to apply, an adequate analysis of the problems and the causes of the problems within the administration is indispensable. Each country and city hall can be characterized by its own unique situation, with its own opportunities and problems. Nevertheless, most countries and most city halls have something in common as well. 

Regarding integrity, I suppose we can say that (lack of) transparency and information are the crucial factors everywhere. If a transparent flow of information can be secured, the abuse of power and position will be diminished and the maintenance of integrity will be supported.

So, what can the city hall do to improve and secure integrity?

In this chapter we will consider some useful instruments.  We will not provide specific guidelines as how to apply the instruments. For that we refer to specific publications, like the ones provided by Transparency International. We restrict ourselves to mentioning the main tools, explaining their specific meaning and the objectives they may help to realize.

We may distinguish between 3 groups of instruments or tools:

· tools of information and transparency

· tools to secure the flow of information and support transparency and integrity

· tools to deal with problems and complaints

Note: never accept measures like codes of conduct or disciplinary measures or rules that cannot be implemented. Inability to implement measures leads to disobedience and indifference, with carry-over effects to other sectors of society. 

4.2.
Tools of information and transparency

General advice: make clear what you promise, let everybody know what conditions have to be fulfilled, what papers have to be ready, where and when to go, what amount of money is to be paid and what time has to be waited in order to obtain a particular service. In other words: leave no one in the dark. Fulfil your promises and if for some reason or another you are unable to fulfil your promise, give information where to go to issue a complaint. This is what a modern professional organization is all about.

a. Quality standards
1. Mapping, improving and testing procedures
The ‘misery of disintegrity’ starts when there are no standards, no procedures and no accountability and everybody is just ‘doing his best’. As a result, everybody is groping in the dark as to what to expect and there is plenty of room to exploit the situation in one’s own interest. For sure quality of service will leave a lot to wish.

How to improve quality?

All services provided by the administration should be listed and quality standards should be set. Quality standards may include (if applicable): time standards like a maximum waiting or application time, time of delivery etc, as well as conditions of delivery, who is eligible, what are the costs involved, how to pay, what can be expected, etc. Quality is also about making available information regarding the possibility to issue a complaint if for some reason or another a quality standard is disobeyed. 

First, all service procedures should be mapped and written out, next I would suggest to do the following exercise together with the public servants involved: look at the present formal or informal procedures critically and ask how they can be simplified and reduced to what is really necessary from an administrative and legal point of view, drop all that is not absolutely necessary, redefine the procedures and make sure everybody understands them. Also, make sure that all public servants know their responsibilities and are ready to be accountable.

The quality motto could be: reduce, renounce, reorganise.
It is not enough to set standards and be happy. Quality standards should be tested, monitored internally and evaluated regularly by an external agent. 

Once you have set standards and have started to apply them, arrange to sit together with all public servants involved and start assessing their effectiveness. Next, it is recommended to continue to monitor. After 1 or 2 years, a proper evaluation should be carried out.
2. Adequate capacity and commitment to offer high quality service

Next, you need public servants who have the adequate capacity to do the work. No quality without capacity.  So you need to select wisely, you need to coach and supervise and you need to provide regular professional training, so as to make sure all public servants have the capacity, the experience and the knowledge and information to offer quality.

Lack of quality is almost always caused by various forms of politicization of the administration, with favouritism as a result.

In Italy, the influence of political parties that is spoiling the local and central government by interfering in appointments, is called 'lottizzazione'. Parties appoint their members in different positions in the administration, simply to reward them. In other countries, by contrast, political parties of (local) government seek a strong profile and marginalize the role of public servants, for instance by doing the opposite of what their predecessors did. In both cases, the administration is bound to be weak on quality.

In other words, try as much as possible to recruit on the basis of professionalism and wherever professionalism is lacking, do provide adequate training. However, professionalism alone is not sufficient. You must also make sure the person to be hired will be able to share the organisation’s values and norms and will support its mission in such a way that he or she is ready to direct part of personal and professional development towards the realisation of the mission. This is called ‘commitment’. Good leadership is stimulating commitment of the public servants partly by serving as a model of commitment. Needless to say, that lack of commitment is one of the characteristics of bad leadership and a very effective way to undermine integrity.

b. Information about services: information regarding quality standards

The standards need to be communicated to the public regularly, clearly and accessibly, by means of information leaflets, brochures, media announcements, web site etc.

Citizens have the right to know what to expect and when to expect the service to be ready. To leave them in uncertainty is the opposite of ‘quality’.

Generally speaking, citizens appreciate information and restoration of trust you will get in return.

Once everybody knows what to expect, citizens can start giving you feed back on the quality of service. You may do this by means of short questionnaires to be handed out as a way to let you know whether the offered service was indeed OK or not. This information can be used to monitor the quality of service and to improve it.

Conclusion. If: 

· if quality standards are set

· if all public servants are informed about these standards

· if they are well equipped to perform according to standards

· if the clients (public, companies etc) are informed and expect the service that is officially offered

· if clients (public, companies etc) are entitled to give feed back
IF all that is the case, quality and integrity of service are almost guaranteed!

As a matter of fact, the same applies to institutional clients, such as companies, banks, funds, NGOs and so on.

c. Transparency principles

1. Applying the law regarding ‘openness of governance’.

The Romanian law (see chapter 2) is providing the framework to apply the principles of openness of governance. Citizens have the right to obtain information about their own central and local government and the city hall should be ready to share information easily. But the local government may even stimulate citizens to make full use of this law.

2. Culture of openness.

Transparency of communication. The more open and communicative the administration is, the higher the chances of integrity. This issue is particularly relevant with regard to procurement procedures and decisions. In order to practice openness in a specific case, you need to practice a ‘culture of openness’. Openness should be ‘multi level’, and that can be attained:  

· by means of open office spaces and the use of glass and open doors, 

· by means of open ‘intranet services’ accessible by all public servants, 

· by means of two-way communication, meaning that partners (internally and externally!) in communication must be willing to respond and be accountable; 

· by means of a website to inform the public; 

· by means of creating opportunity to ask and get information 

· by means of setting strict and reasonable standards for qualifying information as ‘confidential’;

· by means of open application rounds and clear selection criteria open to anyone who applies for a job

· by means of providing open information regarding all procurement activities.

· by means of being open to the media and by being willing to be monitored critically

· by means of practising openness within all working relationships in the city hall.

c. Motivating public servants to be professional

1. Motivation

One crucial and often forgotten characteristic of ‘leadership’ is to regularly draw attention to the mission and the vision of the organization, as well as its values and norms. 

But that is not enough. Good governors and mayors should have the motivation and the ability to motivate others as well as to enable them to put the mission, the vision, the values, the standards and norms into practice. In other words, commitment must come from ‘above’, and needs to be shared.

Information about values, standards and norms is insufficient. Somehow people must be motivated to practice. It is like a circle. Positively motivated people tend to be open within the organization they are working in and stimulate others to do so as well. Together, they create an atmosphere of openness and transparency with little space for secrecy. That in turn has its effect on the public in that it creates trust.

The mission of a local administration is centred around 3 keywords: 

· public moral standards, 

· professional culture and 

· service mindedness. 

In fact these 3 are intertwined. 

2. Professionalisation versus politicization

One of the main problems in local administration is the tendency towards politicizing or politicization.

Where there is a high degree of politicization, corruption is likely to pop up with regard to the funding of political parties or individual politicians. Even in relatively uncorrupted systems, there are a number of ways in which party financing tends to get corrupt. Professional politicians may charge public sector firms for their own organizational or election expenses. Vice versa, public employees will meet this demand as a means of gaining promotion or keeping their job. 

In a system that is weak from a professional point of view, politicians may be tempted to arrange for international, national or local firms, to obtain government contracts (involving a corrupt exchange with public officials) in return for some kind of compensatory payment.

Also, politicization has a deeply negative impact on selection and promotion patterns, favouring people without adequate capacity for particular positions, rendering the entire administrative system unprofessional. Of course, sooner or later any public servant who was selected with the help of a political party will have to ‘pay’ some way or another.

In other words, a professional culture with professional standards, including moral awareness are of the utmost importance, as well as an awareness of the risks of politicization for the quality of service of the local administration.
4.3.
Tools to secure the flow of information and support transparency

General advice: create conditions to fulfil your promises, to be open and transparent. It is not something that will go naturally. You have to make efforts, teach, train, as well as to monitor and assess your achievements.

a. Increase of wages

It is often said that low wages are the cause of corruption. Therefore, an increase of wages for public servants and governors will automatically increase integrity. Unfortunately this is faulty reasoning. There is no empirical evidence whatsoever that higher payment will motivate people to obey integrity standards. On the contrary, the better paid and the richer people are, the less they understand that ‘enough is enough’. 

However, this does not mean at all that in many countries, like Romania, wages of public servants should not be substantially increased. They should, for everybody, including public servants, deserve a fair salary for the work they do.

In lots of countries wages are very low and public servants can hardly do without a number of ‘tips’ from the citizens who desire to be served. It is not a healthy situation at all and is creating inequality, a lack of clarity, and a habitual pattern that is the condition for serious corruption. So in fact salaries do need to be increased, but at the same time citizens should understand that this means tipping is no longer needed whatsoever. A clear link needs to be established between the raising of salaries and the superfluity of tipping. 

The matter of inequality should be taken into consideration. Too much material inequality might indeed undermine integrity and therefore it should be considered seriously to take measures to limit inequality within the administration (and also country wise) as much as possible. Inequality is sparking a need to copy the ones who get so much more and hence to look for illegal means to realize that desire.

b. One front office

One front office where citizens get all the information and which mediates all services that the public administration offers, from issuing a passport to offering social assistance, appears to be an effective means to combat corruption and hence improve integrity. No need to contact the relevant public servant directly anymore and no temptation to try to make a personal deal. The front office is just there to serve citizens according to rules set and to make sure the back offices in the different departments deliver there services accordingly. 

Of crucial importance is that the back offices of the different departments know exactly what is expected from them.  Communication between front office and back office needs to be excellent.

Citizens like the one front office, for you do not need to look for the right person anymore. You enter the city hall and the people at the reception just tell you where the front office is.

Modern front offices function like call centres and web centres as well.  You can reach them by phone and receive information by phone. In some cities they make sure you do not need to wait longer than so many minutes to get someone on the line to help you.

Other cities are introducing an ‘e-government’ system or an ‘e-front office’, by which many services can be applied for by internet, including information. This is likely to be the future. The physical front office is mainly to collect required papers.

c. Code of conduct

It has become fashionable to have a code of conduct. Thousands of such codes are circulating internationally. 

1. types of codes

There are different types of codes, each with its own distinctive emphasis. 

First, there is the 'Ethical Code', where guiding principles for conduct are laid down within a moral framework. Examples of such principles include: 

"We will value and respect all employees", and, "We will always put The Public Interest first", and so on. 

The second type of code is the 'Behavioural Code', where particular classes of behaviours are either prohibited or recommended, such as: 

"Bullying and intimidation will not be tolerated", and, "Selection and promotion of staff will be on merit alone". 

The third type of code is the 'Code of Practice', in which you find, often in considerable detail, the operating practices and standards demanded by the administration, such as: 

"Potential conflicts of interest have to be reported", and, "Customers complaints will be acknowledged within 3 days and a full response made within 21 days". 

The following framework has been found to be useful and workable: 

· a statement on basic values alongside the Vision and Mission of the organization,

· concretely worked out in a behavioural code,

· which in turn is worked out in a code of practice.

2. effectiveness of a code

Whether the code is effective depends on the extent to which the public servants consider it to be their own code of conduct. However, it is useless to adopt one and just rely on it. Codes of conduct should either be developed by the public servants within the administration themselves (there are useful workshop methods available) or an existing one should be discussed in workshop sessions by all public servants. A sense of ownership is a necessary condition for it to be effective. Codes of conduct should be assessed, discussed and reconsidered regularly by the public servants. The effectiveness of a code should also be part of the external evaluation. 

3. Regular focus

Lots of organisations have codes of conduct, but apart from 1 or 2 workshops every now and then and handing it out to new staff, nothing is being done with it. As a result, the ‘message’ of the code is gradually fading out. 

Some companies have decided to focus on a particular characteristic of their mission, daily or weekly. This may sound childish or even silly, especially in the ears of Europeans, but if it is done in a creative way, it may help the members of the organisation to keep the importance of it in mind. Some elements of the code of conduct could thus be brought to the attention of the members of the organisation regularly.

d. Awareness campaign

In order to combat corruption, many countries and cities have started intensive awareness campaigns to inform the public about quality standards, norms and values in dealing with the public agencies and individual servants. Posters, television spots, websites, brochures and notices at offices of public servants (like customs) as “I do not accept any money”, seem to have significant impact. 

Public servants and public administrations do not exist independently of a social environment. They are part of a social environment. Whether integrity standards can be realized is not at all a matter of the public servant or the public administration alone. It can only be realized by a ‘dual track approach’.

Great if you have developed a code of conduct together and great if you feel (I think it is the best term for it) you are serious and sincere about it individually and collectively. It is an important step forward, but if nothing happens in the social environment, it is very unlikely that any progress will be made. So you must see to it that the social environment is mobilized as well, willing to be aware of the need for integrity, willing to co-operate, willing to monitor critically, and also willing to express criticism and demand just action to be taken.

This seems to be a lot and it is indeed a lot. So you must start somewhere. The best is to start at the start of all social change, namely with awareness. In other words, by encouraging the social environment to be aware of the need for integrity, to be aware of the efforts you are taking. 

In other words, you might start an awareness campaign. It seems easy, but in fact it is not. You would need to get the advice of a professional communication specialist, who can help you determine:

· what to say

· how to say

· where to say

· when to say, and

· when to repeat

Communication is by definition both ways. It never is just the messenger sending information to the receiver. The messenger is always having a particular audience in mind, with particular questions, preconceived ideas, expectations, standards and so on. These presuppositions might be right or wrong, but in any case they have to be tested, which means you have to listen to what the audience is thinking and saying, and after the act of communication you have to listen to how the audience is responding. To be open to the response of the audience is crucial and it is great if you let the audience know you are open.

What to say? Let the public servants together decide what to say and what not to say, for once you have said it, the audience will expect you to keep your word!

So discuss with them what to expect from the audience, the citizens. 

For instance, you decide to let the audience, the citizens know they are not expected to pay anything in addition to the official price of the service. Or, they are expected to be a critical monitor, i.e. they are expected to issue a complaint if there is a reason for this and they can expect that their complaint will be taken seriously.

How to say, where to say, when to say and when to repeat can be decided by your communication specialist. He or she will tell you how, in what words and by what means (an information leaflet, a radio or TV programme, a web site, a public meeting, a newspaper article and so on).

e. Dilemma training.

Apparently, many public servants are either not aware of certain moral dilemmas, considering it to be normal to choose according to their own interest, or do not know how to judge. Dilemma training sessions are helpful to raise the issue of integrity and discuss the relevance of the code of conduct.

In organizations, in the fields of business, national and local government and education, every worker, member of management, staff, is making lots of moral choices and behind the choice are questions like: What is the morally right decision? What is the just course of action? The seminar Moral Dilemma provides participants with several tools for thought and discussion that will help them to reflect at work upon concrete issues about moral decisions within organizations.

The leading question of dilemma training is: “How may your moral consciousness be activated and applied in a concrete working floor context? Which is the starting point in a process of building and maintaining an ethical culture in the organisation? Which are the pitfalls? Which are the necessary feed back mechanisms (including sanctions)? Which are the patterns that need to be institutionalised? How to combat the forces that resist moral judgment or undermine it? 

Objectives

· gain insight into the concepts of practical moral judgement;

· gain insight into their own organization’s policy, including basic moral standards and codes of behaviour, and learn how to apply them in their own work environment;

· start discerning morally conflicting situations, as well as the forces and powers that have an impact on the situation and their own attitude towards it. Understanding the impact of immoral behaviour on one’s personal integrity.

· develop patterns of moral behaviour and start feeling comfortable with questioning the moral aspects of their actions; 

· start being able to analyze moral issues, to discuss right decisions effectively with colleagues, and to find solutions that are morally just and justifiable.

· Start knowing how to cope with forces that may undermine moral behaviour.

Sections of the training

1. About moral judgement

· What is moral judgement? How does it manifest itself on the work floor?

· Why should attention be paid to moral issues? Why is it so important in organizations? And in my own (professional) life?

2. Right decisions at the workplace

· List participants’ real-life situations or issues where moral aspects played a role at work. Including positive and negative forces effecting moral decisions.

· Basic values and rules applying specifically to the work situation.

3. Thinking tool

· Introduction to the seven-step model to help analyze the actual making of a moral judgement in a concrete example. 

· Apply the seven-step model to various practical examples put forward by the participants.

4. Discussion with colleagues

· Rules for an effective discussion about right decisions and moral dilemmas.

· Practice:  conducting a discussion with colleagues about a sticky moral question put forward by one of the participants and resolve it, find morally just ways of acting.

Summing up 4 results of the dilemma training seminar:

1. Insight in general theory about moral judgement and right decisions within organizations

2. Insight in the practical and personal applications of theories of moral judgment: my (im)moral behaviour patterns and my way of coping better and developing personal integrity.

3. Insight in organizing moral dimension in organizations: developing and maintaining moral judgment, as well as defending it against conflicting forces.

4. Knowledge of integrity tools and instruments and the way of institutionalising integrity in organizations through methods of risk assessment (description and assessment of the most important risks regarding organizational integrity, risk enhancing factors), preventive actions or measures (independent moral judgement, group discussions on the code of conduct or specific measures to limit risks,), as well as sanctions (rules, control, enforcement).

f. Avoidance of conflicts of interest

1. What is a conflict of interest?

A ‘conflict of interest’ involves a conflict between the public responsibilities on the one hand and private interests and affiliations (related to the public responsibilities) of a public servant on the other hand, so that the private interests and affiliations may influence the performance of the official duties and responsibilities in an improper way.

Defined in this way, ‘conflict of interest’ may be an actual conflict or a potential conflict. By contrast, an apparent conflict of interest exists where it appears to be a problematic relation between public responsibilities and private interests and affiliations. This is also seen as an undesirable situation, for it may undermine trust.

Where a private interest has in fact compromised the proper performance of a public official, we speak of misconduct or ‘abuse of office’, or even of corruption, rather than as a ‘conflict of interest’.

In this definition, ‘private interests’ are not limited to financial interests. A conflict of interest may involve personal affiliations and associations, family and even friendship ties. There is nothing against such interests and affiliations, as long as they do not get intertwined with public responsibilities

2. What needs to be done? 

To start with, it needs to be said that a measure of conflict is unavoidable. There is nobody without interests and nobody without affiliations and sooner or later they will interfere with public responsibilities. Often, such interference is positive.  Society does not work without interests and affiliations. So far, nobody is seriously proposing to robotize our administrations. The challenge is how to make sure public servants use their affiliations positively and do not disturb things. The challenge is also to define which affiliations and interests are very likely to have a disturbing effect and are thus anathema.

Basically, clarity and transparency are needed.  Someone who aspires a public position or office should be expected to be open to the public and be willing to give information. Impartiality is the test!  If the person has affiliations or interests that are directly relevant to the aspired public responsibilities, or appear to be so, he or she should not be considering the position, for impartiality is going to be problematic.

Extreme cases are usually clear. The discussion is focused on the large grey area with lots of pro’s and con’s. We suggest that a continuous public discussion is desirable. We emphasize ‘continuous discussion’, for it might well be that today a particular public officer seems to qualify for a particular position or is getting the benefit of the doubt in spite of some related affiliations, but during his term the affiliations might gain importance and start disturbing his performance as an impartial servant.

During the period that someone is having a public position, partiality may emerge, because the position:

· enables him to get access to sensitive information that he is tempted to use for his own interests

· enables him to create new associations that do interfere with his public responsibilities

· causes dependency on that position (the so-called ‘pluche pleasure’), which may also render him partial and cause oligarchic problems

Most conflicts of interest and partiality are linked to networks external to the local administration. These networks profit from having links with people in the administration. To combat the development of conflicts of interests, both the administration and the external networks need to be addressed. Both have to realize that, in the long run, impartiality and integrity are in the interest of the general public. From the point of view of the public, corruption never pays.

Impartiality is a condition sine qua non for quality and integrity of any administration. In order to combat corruption caused by conflicts of interest, it is to be recommended to start positively and emphasize the need for impartiality, transparency and a free flow of information.

More specifically, clarity is needed regarding conflicts of interest, its characteristics, its causes, its signs.

All stakeholders should be informed, i.e. the public servants, the citizens, the media, the business world and so on. Clarity might be provided as follows:

· Provide a clear definition of types of conflict of interest

· Describe what circumstances may lead to a conflict of interest 

· Develop a conflict of interest policy to be included in the code of conduct

· Ensure that the policy is supported by organizational strategies and practices to implement them

· Ensure that public officials know what is required of them in relation to identifying and declaring conflict of interest situations.

· Ensure the Conflict of Interest policy is widely publicized and understood

· Make sure you are aware of ‘at-risk’ areas for potential conflict of interest situations. For instance, you may ask an external expert to help you identify these areas.

· Set clear rules on what is expected of public officials in dealing with conflict of interest situations and what measures will be taken.
· Never hinder the public and the media to ask questions and gather information. In the short or long run, hindering works like a boomerang. 

g. Financial transparency.

The personal financial situation of public servants and governors should be transparent. In some countries openness should be given at the start and finish of the public career, or even annually. The financial situation of political parties should also be transparent or even public, including information regarding gifts and contributions.

Finally, all procurement activities must be transparent and open to anybody. Those who take procurement decisions should be willing to be accountable.

Organizational measures include: 

· Publication of the administrations’ budget: using the website.

· Regular financial audits and publication of results

· Clear delegation of responsibilities and holding responsible people (legally) accountable; 

· Setting up a system to deal with complaints and to protect those who issue a complaint 

· Making sure the annual financial audit is carried out on time and is published officially.

· Making procurement activities and decisions public: using the website.

· Being open regarding the public servants’ financial situation.

h. Organizational arrangements

A major problem with organizations is information and power. Information means power, means running the risk of abuse of power, means lack of integrity, means running the risk of corruption.

So what measures can be taken?

1. Apply critical standards during appointment procedures to make sure nobody is appointed in a position with a (potential) conflict of interest; Transparent and fair recruitment is a must, including agreements regarding conflict of interest and possible external income sources. 

2. Introduce regular job rotation in order to prevent oligarchic tendencies and misuse of power;

3. Make sure responsibilities and tasks are clearly defined, as well as principles of accountability. Public servants are accountable according to their responsibilities and should be held accountable. If not, people will assume more responsibilities by acquisition and manipulation of information, without being accountable;

4. Introduce regular performance assessment discussions with all public servants and put information management  and accountability on the agenda of the discussion;

5. Introduce arrangements to work in pairs and under external control on ‘integrity sensitive’ matters, like 

a. procurement decisions; 

b. all activities dealing with money, cashing and bank accounts

c. budgets and budget reports

d. financial reporting

e. information and expertise

f. communication, internal and external

g. decision making strategies, appointments and so on

6. Make an inventory of processes and activities that are specifically risky and develop measures to reduce risk (see next paragraph i.)

7. Before signing a contract with an external company or institution (selected after a procurement procedure or otherwise selected) make sure the company or institution has a totally clean reputation. Never do business with a controversial company. Vis a vis the citizens, you are under the obligation to screen a company before you decide to cooperate.

8. Generally speaking, tasks that deal with finances or tasks that might include financial agreements with other parties should always be performed by 2 public servants; also, the tasks of implementation and control must be strictly separated;

9. Introduce an official ‘person of confidence’ or ‘committee’ in or outside the organization who could be addressed in confidence in case of integrity problems, not in order to keep the reporting secret but to help discuss the problem and find solutions;
10. Make sure all public servants are aware of moral dilemmas and potential conflicts of interest by means of training (see below) and open discussions within the organization.

11. Internal sanction procedures to deal with non-criminal abuse of position and power

12. Introduce risk limitation measures, assess these methods regularly (see below paragraph i. )

13. Pay attention to the ‘esprit de corps’, values, norms, as well as professional standards.

14. Make sure the esprit de corps is conveyed personally to each civil servant in the task agreement and in personal assessments.

i. Risk assessment of processes and activities

Integrity risk assessment is essential. It deals with the organisational culture and the organisational processes (see above: h). In this paragraph we will focus on processes and activities.

Let us define a ‘risky activity’: an activity that involves working with money,  commodities (property, equipment, hardware) information, expertise and authority which can be used for ones own benefit.

A risky process is a process that involves one or more risky activities.

A risky position is a position that involves one or more risky activities that may put the incumbent’s integrity at stake.

Examples of risky activities include activities that deal with: 

· information and  expertise, 

· money (cashing, paying and control)

· commodities (purchase and maintenance)

· power (to select, appoint, assess and promote) and many other forms of decision power by policemen, inspectors and notably delivering of services (including permits, licences, social security etc) or power that springs from the fact that the public servant works on his or her own in a solitary way.

All such activities easily undermine the integrity of the public servant. This becomes manifest in different ways:

· manipulation and biased advise

· fraud, theft, embezzlement, black mail

· abuse (of commodities, neglect or lack of maintenance or too much maintenance)

· partiality (regarding selection, partial procurement and purchase and so forth) as well as forms of intimidation and violence.

How to carry out an assessment?

Start making an inventory of all external processes (usually services) and internal processes in the organisation. You may identify several basic activities that are part of these processes and also focus on the activities.

In order to identify the processes and activities that need special attention, it is to be advised to select some of the most risky processes.

Risk assessment is done the following way. First we distinguish between basic risks and additional ones.

The basic risks can be analysed according to relatively fixed criteria. They deal with dimensions that are inherent in the process and unrelated to the organisational culture or individual’s position. These are:

· the frequency of the occurrence of the activity or process. If a particular activity is taking place many times a day, the risk involved will be higher than an activity that is taking place only once a year

· the number of people involved in the process and carrying out the activity. The higher the number the more important it is to pay attention to the risk

· the possible impact if the process is not carried out correctly. If the luggage inspectors at the airport are not doing their work seriously, the impact may be disastrous. Whereas a cashier who is making some calculation mistakes in receiving money, will just harm the organisation financially

· the effectiveness of the measures that can be taken to reduce risk. We are dealing with processes and people, not with machines. So basically we are dealing with ‘wicked’ problems that cannot be solved in any technical way. However, some measures are more effective than others. Controlling the cashier regularly is probably more effective that ‘controlling’ the advisor to the mayor.

· the limit of the risk, meaning the risk of being caught in combination with the degree of punishment

· and, finally, the measure of social acceptability regarding an offence. In some cultures it is entirely unacceptable that someone is favouring relatives or friends, whereas in other cultures it is a must that a civil servant is doing just that. 

Taken together, these factors determine the basic risk involved in a process or activity.


But there are additional factors as well. These have to do with the organisational culture, the mores and habits.

· is the organisation serious in the implementation of measures? Measures may be in place, but they will seldom be implemented

· is it clear what conflicts of interest exist with different people in the organisation? The very able advisor of the mayor regarding the improvement of the city’s infrastructure, whose brother owns a big constructing company is unlikely to give the right advise.

· Is the organisation keen to follow professional standards? Is it expressed in its mission statement? Is it communicated regularly to all its personnel?

· Are transparency and integrity issues to be taken seriously in the organisation? Are they part of its mission statement and communicated?

· Is the organisational culture characterised by an emphasis on the integrity issues? Is there a code of conduct? Is dilemma training offered? Are potential conflicts of interests registered? Does it practice transparency in internal and external communication? And so on.

The assessments should be carried out by different actors:

1. assessment by an external agent

2. assessment by the people concerned (civil servants themselves)

3. complaint committee

4. integrity audit(or)

5. longitudinal monitoring or research

On the basis of the assessment, measures should be developed, assessed and/or introduced to reduce risk per process and position.

j. Risk reducing measures

First: measures are necessary. Without control, people will be tempted to abuse.

However, two matters must not be forgotten.

1. too many measures will be counterproductive, for people will feel they are not trusted. It will create a ‘kafka feeling’. As a result, their commitment will be limited or will totally disappear.

2. measures should be approved by many (with a social support basis), implemented, and checked. Measures that cannot be implemented create disobedience, which is worse than having no measures.

Possible measures. We distinguish between:

General measures that are positive: geared to creating a healthy organisational climate, based on shared values, commitment, openness and integrity.

General measures to correct: these are the measures you find in this chapter, including a code of conduct, an ombudsman, an audit etc. But it starts with defining expectations. People have the right to know what is expected. Sometimes it is clear, for instance with money matters it usually is clear to most people that one should not steal or lie. But sometimes it is less clear, for instance regarding the proper usage and maintenance of commodities, like cars, computers, air conditioners, etc.

Specific measures to limit the risk of specific activities. These measures include:

· measures to deal with information: to make sure everybody understands the distinction between confidential and open information and to make sure nobody will use information for power reasons

· measures to deal with expertise: to make sure there is always the possibility of a second opinion or counter expertise

· measures to deal with finances in order to check and control effectively cashing activities, but also the working with budgets

· measures to deal with commodities, for proper maintenance and proper purchase.

· Measures to limit power and to make people aware of the effects of power.

There is a need for sanctions as well and sanctions must be taken seriously, lest everybody will ignore them.

k. Monitor instrument

All too often governors or highly ranked public servants are not aware of what is going on, until someone decides to ‘blow the whistle’, calling the press and mobilizing the public against the administration. That is why monitoring is so important. All departments should monitor the extent to which they manage to work according to the set standards (see Quality standards) and report monthly. If there are problems, adjustments can be made on time. You can only monitor if standards are concrete and measurable.

Public servants can monitor themselves (i.e. their own organisation integrity situation). Regular (annual) questionnaires, to be handed out to all personnel and to be filled in anonymously, can be of great help to gain insight into the actual integrity situation. Such questionnaires may ask which activities and functions (from a long list) they consider to be risky and what measures (from a long list with suggested measures) they consider to be appropriate.

And also, in addition, ask the client (the citizens, the company) to fill in a short questionnaire, to give feed back regarding the quality of service. The results of the questionnaires should be part of the internal monitor report.

It goes without saying that a track record should be kept of the reporting of complaints and instances of disintegrity, by public servants and clients.

By regular monitoring and discussing the reports, the administration develops into a true ‘learning organization’.

The results of the monitor should be published in a report and the report should be discussed in all departments of the organisation with the aim of formulating lessons and goals to achieve.

l. Quality audit
The external evaluation of the quality of service may be implemented according to standard procedures and be reported publicly as an official ‘quality audit’ to be presented to the council and the public. Many cities in the world are carrying out and publishing a quality audit yearly. There are special methods available in order to conduct such an audit. An official quality audit will also ensure that integrity continues to be on the political agenda.

Basically, the quality audit starts from the quality standards that have been defined by the administration. So it focuses on the external processes and the resulting external output of the organisation, its service, first. It endeavours to find out:

· whether the practice of service was continuously and correctly monitored;

· whether action was taken in case some service fell below the quality standard and whether that action could be seen as being appropriate and effective;

· to what extent the standards have been realized, using the indicators that were formulated by the administration itself;

· whether there are areas where no quality standards were formulated and where this seems desirable;

· whether citizens, companies or other institutions that use the service of the administration issued complaints and what the administration did with these complaints;

· how the public servants evaluate their own service;

· how various groups of clients (individual citizens, companies and other institutions) evaluate the service of the local administration;

Next, it focuses on the organisational structure and its internal processes. It endeavours to find out whether the organizational structure is adequate from an integrity point of view. In fact, the audit will check all the points listed in paragraph ‘ h’.

In addition to this, it will assess the organisational willingness not just to have all the measures ‘ in place’ (which is relatively easy) but put them into serious practice as well. So, efforts have to be seen to be taken that ‘ a practice of integrity’ is communicated internally and, last but not least, that the leadership in the organisation (the mayor and vice mayor) is seen as a model of integrity. The auditors judgment, which is bound to have a good measure of subjectivity, can best be based on the opinions of the people working in the organisation. So the auditor should make use of a questionnaire to be filled in anonymously by all the people working in the organisation.

There are various useful questionnaires that can be used to carry out an audit.

4.4.
Tools to deal with problems and complaints

General advice: if for some valid or invalid, nasty or unforeseen reason, you have not managed to deliver what you promised, make sure to do it, as yet be open to criticism, be ready to apologize and be willing to collect complaints and deal with them.

a. Contingency services

Contingency services are services to be offered when something goes wrong.

Different kinds of problems may occur that demand different types of contingency service.

· Absence of a public servant, either because of illness, personal circumstances, vacation, or moving into another position or job. There should always be someone to replace, always someone who has access to the relevant information and with the authority to act on behalf of the public servant who is absent, in order to secure quality of service.

· Mistake made by the local administration. ‘We never make mistakes’ is something for paradise, not for this planet. Each team should regularly get together and discuss mistakes that have been made and assess the action that was taken. Team should develop different sorts of corrective action to be taken in case of particular mistakes.

This means services have to be developed in order to compensate in case an individual citizen or an institutional client (like a company) was not served according to the quality standards, or has become the victim of lack of integrity. Some contingency services will be very expensive, certainly when the court gets involved and the judge is demanding compensation. All public servants should be aware of the risks of low quality and lack of integrity.

b. Ombudsman or citizens’ complaint office

1. What is an ombudsman?

The ombudsman is a public official whose task it is to investigate complaints by citizens against government agencies or public servants. 

Where does the idea come from? In the Islamic tradition of law there you find the idea of a high official that deals with complaints by the people. They may address a complaint to the Ruler.  The Swedish King Karl Gustav XII, after being a guest or a prisoner (this is unclear) in the Court of the Turkish Emperor early 18th century, introduced the idea in Sweden. 

The modern Ombudsman idea was put into practice in Sweden in a constitutional reform of 1809. The parliament was given the right to elect an Ombudsman of Justice who was meant to be totally independent from the King, his government and the administration. The main idea was to give the Ombudsman the right to supervise the legality of the administrations procedures, its service to the people, independently from that body. He should not only deal with complaints, but also take his own initiatives.

The Ombudsman is supposed to act in a transparent way. His files are open for anyone to study. The Ombudsman is elected for a given period, but can be re-elected if assessed positively. 

Other countries have followed the Swedish example, first the other Scandinavian countries and recently lots of other countries, like Bangladesh, Belgium, Bulgaria and so on, working nationally and/or locally. The working relationship between the ombudsman and the judiciary varies from country to country, but the general idea is that the ombudsman deals with citizens’ complaints regarding services of the administration for which you cannot go to court. As such it is a very powerful instrument to secure integrity and quality of service, in fact to secure that the public servant is what he or she is supposed to be, namely a servant to the citizen.

2. What is an Ombudsman supposed to  do? 

Following the definition of “The International Bar Association” from 1974, I would suggest: 

"An office provided by the constitution or by action of a central or local administration (headed by an independent high level public official) who receives complaints from aggrieved persons against government agencies, officials and employers or who acts on his own motion, and has power to investigate, recommend corrective actions and issue reports." 

During the Ombudsman Institute Conference on 21 October 1996 in Buenos Aires it was discussed when the Ombudsman’s office is successful: "the real test in the end is how independent it is to criticize executive government processes, to hold government accountable for its mistakes and achieve credibility and trust both with the government and the governed".

I think we should add: and if the (local) government abstains from firing the ombudsman and is taking action to improve its service to its citizens in an absolutely transparent way.
Finally, we should underline that no Ombudsman can reorganize and reform a public administration or replace it by a better one. But an active and dedicated Ombudsman's office can raise the quality of administration by improving the dialogue between citizens and the administration and by helping citizens to get the service and the information they are entitled to get. 

The office of the ombudsman should be an office external to the administration and very easily accessible. 

c. Person of confidence

1. Why have a person of confidence?

It is to be recommended to appoint someone who is high in the administrative hierarchy as a confidence person and to make known to all who the person is and how to contact the person. 

He or she can be fulfilling this position full time or part time, depending on the size of the administration. But it is very useful that there is such a person you can go to in case of trouble. The confidence person does not receive citizens, only public officials who feel there is put pressure on them to act partially or even illegally. The confidence person will give advice as how to deal with the matter, but the person may also decide to discuss the matter with the people involved, usually in the presence of the confidence person. However, in more serious cases, this is not to be recommended.

In large organisations it may be wise to make use of a ‘confidence committee’ , consisting of 3 persons.

In both cases, the confidence agent can also be an external agent so as to limit partiality.

It is essential to understand the person of confidence is not meant to act secretly. In fact his or her responsibility is to open communication channels regarding sensitive issues or situations that seem to be wrong and help find solutions. In most cases the confidence person will act as a ‘go between’ the person who is experiencing a conflict of consciousness with someone else (often a superior) who is ignoring the conflict. Without a confidence person such conflicts may last forever and have a very destructive impact.

Evidently, the confidence person is playing a crucial role. The first and perhaps most difficult step is to find a suitable person for this position. It is of crucial importance to find a person who is widely and highly respected for being unimpeachable, fair and well-informed. Also, the person should know how to listen, how to assess complaints, how to communicate matters to other parties involved and how to find solutions. In most cases training will be necessary.

In countries with a history of a problematic secret service, the institution of a confidence person is both extremely sensitive and nevertheless important.

2. setting up an investigation committee

Often, the interests involved are too serious. In that case, the confidence person may suggest to set up an investigation committee, consisting of a small number (like 3) of independent people, of which the majority comes from outside the administration. The committee will start an investigation into the matter, interview the people involved and report to the confidence person as well as to the local council. 

Finding suitable candidates for an investigation committee is also far from easy. Because of the short and long term costs of corruption and the enormous damage it causes in political life and the quality of administration, it is worth the effort setting up such committees.

In any case an important function of the confidence person is to protect the public servant who has started to talk, for normally speaking, sooner or later some repercussions can be expected.

Investigation committees are much less vulnerable to external pressure than an individual public servant who has decided to start talking. As a rule, an investigation committee will be taken relatively serious by the local council and if not, either the committee or the public servant may decide to approach the press and act as a ‘whistle blower’.

3. Whistle blowing

The outcome of ‘whistle blowing’ is extremely uncertain and depends mainly on the dynamics of (local) politics. In spite of some protective (legal) measures and good or bad intended promises, whistle blowers often end up being outlawed.

Remember that whistle blowers often are strongly admired and supported by the public and politicians and political parties that remain indifferent will usually be presented the bill at the next election. So this is the strength of the whistle blower.  

Governors who have the grace to pay serious attention to a whistle blower and take action deserve to be admired and supported by the public as well. Often it is the confidence person who will try to convince the governor, mayor or whoever is in charge to pay attention to the whistle blower.

d. Use of sanctions

Basically, there are 4 types of sanctions:

· a warning 

· a deduction of salary, a different position and/or postponement of promotion

· dismissal

· prosecution

It is important to communicate to all employees that such sanctions exist and will be carried out in case of lack of integrity.

Make sure you never apply a sanction before the person has had ample opportunity to defend himself or herself and be open to what that person has to say.

There are three issues that need to be taken into account in order to decide what type of sanction is needed:

1. the relative severity of the case; accepting a small gift from someone in order to receive proper service is different from receiving a million euro in order to approve a contract.

2. the measure in which the reputation of the public servant in particular and of the administration in general is damaged by the act. Here repetition has to be taken into account. If a particular act is repeated several times, even if it is in fact a minor matter, it may yet cause serious damage to the reputation of the administration.

3. whether the public servant has acted against the law or not. Appointing a friend for unclear reasons is not necessarily against the law, but secretly using public funds to support the election campaign of a political party might well be.

If just 1 is at stake, a warning is sufficient.

If 3 is at stake prosecution will be necessary.

Whether a public servant needs to be offered a different position and/or not withhold promotion depends on 2.

Whether a public servant will be asked to resign also depends on 2.

It has to be emphasized that sanctions are important, partly because our sense of justice demands action in case of offence, partly because the public has the right to see that action is taken. After all, the administration is paid by the public and is expected to serve the public. Not taking action is always doing damage to its reputation and is undermining trust. 

As the English say: “justice needs to be done and needs to be seen to be done”.

Finally

The essential thing is not to correct, to check and to control, but to create a trustful climate.

Finally, it needs to be emphasized that integrity will remain troublesome in any country where media and justice are not fully independent.

So, it seems to be an awesome task to improve integrity and this is why so many people start laughing, giggling or sighing. There is a saying in the Tao Te Tjing. “Big things in the world can only be achieved when you manage to make a small beginning and another one and another one. So the good governor does not need to struggle with big things. Proceeding step by step he will achieve big things” (chapter 63; an advice that remarkably reminds us of Karl Popper’s famous approach to societal change).

Evidently, the ‘leader’ is playing a crucial role. Without a governor or mayor who is not committed to the administration’s mission and integrity, public servants cannot easily be stimulated to commitment and integrity either.

Likewise, the confidence person is playing an important role. The first and perhaps most difficult step is to find a suitable person for this position. It is of crucial importance to find a person who is widely and highly respected for being unimpeachable, fair and well-informed.

Chapter 5

Methods and Techniques

This chapter gives an overview of methods and techniques that can be used during different parts of the project. The sections of chapter 4 indicate where each of the methods and techniques discussed here can be used.

This chapter is organized in three parts. Part A is about working with small groups, part B is about working with larger groups (of 100 or more people). Part C, you could say is about working with very large groups. It is about working with the whole population with the help of questionnaires and interviews.

A.
Working with small groups

In this part we discuss some methods for working with small groups. This means that the number of participants in these groups is limited. The maximum number of participants depends on the method used. Focus groups are the smallest. They should not have more than 12 participants. In brainstorming sessions you can work with up to 20 participants. When using the nominal group technique, you will work with subgroups. This means that the number of participants to the plenary group is in princip0le unlimited, but in practice it will be very difficult to work with more than 35 to 40 participants.

Brainstorming sessions and the Nominal Group Technique (NGT) can be used when you want to generate ideas and/or to evaluate them. You want to find out about different problem perceptions, or you want to have alternative ideas for solving a certain problem. These methods aim at creating diversity first of all, and then looking for the most important or prominent ideas. Brainstorming sessions are somewhat stronger in generating ideas. When the emphasis is on evaluating ideas the NGT should be preferred.

Focus groups are quite different. They are not about creating ideas, but about testing ideas. When you want to find out whether citizens will actively support a certain solution, focus groups are a good method to test this.

The role of the moderator

Each small group session needs a moderator, who’s general task it is to facilitate the process. First of all the moderator should see to it that the participants feel at ease. This is a first condition for the participants to participate in the discussions in a free and creative way. The moderator should make sure that every participant gets the opportunity to express his views and opinions. It is also the role of the moderator to recapitulate and summarize the contributions of the participants and to draw conclusions. But in doing so, the moderator should take care not to express his or her personal views or to express that (s)he prefers one opinion over another.

Preferably there is also an assistant moderator whose first task it is to take notes and to do other writing works.

Brainstorming sessions are rather easy to moderate. Moderating an NGT-meeting takes a lot of preparation. For moderating a focus group you need a trained person.

It should be stressed that when you organize a group meeting, the first thing to be done is to decide on the purpose of the meeting: What type of result the meeting should generate. The method you use is totally dependent in this purpose. The methods described in the next three sections are examples of what you could do. They are not what you should do. If none of these methods fits with the purpose of your meeting, you should look for something else.

5.1.
Brainstorming

Brainstorming sessions are meant to generate ideas. They focus on diversity. The more ideas, the better.

Brainstorming sessions can be used in different stages of the project, notably during problem finding and searching for a solution. In a brainstorming session, you can find out about different problem perceptions, as well as about alternative solutions to problems. The ideas generated during brainstorming session will have to be judged and evaluated during sessions of another character (see the next sections).  

The power of brainstorming sessions is that participants will stimulate each other. Once one of the participants has given his/her idea, other participants will use that idea as a stimulus to give alternative, contrasting, or even contradicting ideas. And so on.

To stimulate this creativity, a brainstorming session consists of three parts:

1. The first part is the real brainstorming part. Participants give their ideas, and they are written down on a flap over sheet. Use as many sheets as necessary. Ideas are not criticized in this part of the meeting; every idea is as valuable as all the others. At is allowed to elaborate on ideas that someone else has already stated. This part of the session should last until no new ideas are put forward.

2. The second part of the session is devoted to the clarification of ideas. Every participant now can ask questions of clarification about each of the ideas. The participant who put forward the idea first of all is the only one who is allowed to clarify. This part of the session should go on until every participant understands all of the ideas. 

3. In this last part the ideas are evaluated. Advantages and disadvantages of each of the ideas can be discussed. And in the end the participants select those ideas that think to be most promising.

The number of participants in a brainstorming session should not be too small, and neither too large. A number between 8 and 20 is good.

There are several ways to invite participants to a brainstorming session:

1. You can invite them individually, because you think these are people with good ideas on the topic of the session.

2. You can publish an open invitation in a newspaper. Be sure, in this case, to ask participants to sign up for the meeting. If more than 20 people do sign up, consider having two (or more) separate sessions.

3. You can invite participants at the end of a larger public meeting on (more or less) the same topic.

A brainstorming session should have a moderator. It is the task of the moderator:

a. To explain the topic of the meeting;

b. To explain why this session is important, and what shall be done with its results;

c. To facilitate the process and to see to it that all the participants stick to the rules as given above.

d. To make sure that all the participants feel free to express their opinions and to give their arguments.

5.2.
Nominal Group Technique

The Nominal Group Technique (NGT) does more or less the same as brainstorming: generating ideas and prioritizing them. It seems somewhat stronger when it comes to prioritizing ideas. Another advantage is that you can work with larger number of participants. On the other hand, organizing and moderating is more complicated than in the case of a brainstorming session.

The process is as follows:

1. The plenary group is divided in to subgroups of five to nine participants. Each subgroup has its own moderator. Each subgroup is seated around its own table.

2. The overall moderator starts with presenting and explaining the question(s) or topic(s) to be discussed during the meeting. Just in the same was as he should have done in an brainstorming session

3. The participants get (individually or in pairs) 10 – 15 minutes to come up with answers and ideas, and to write them down on a piece of paper. (Paper and pencils to be provided by the organizers!) After that the subgroup moderator asks the participants for their ideas and writes them down on a flip chart, one at a time per participant. It is allowed that participants present ideas that they had not yet written down. They may be stimulated to present an idea, through the presentations of other participants.

4. Just as in brainstorming sessions the next step is to clarify the ideas. This should go on until each of the participants feels that (s)he understands the meaning of each of the ideas. 

5. Participants are now asked to select and rank a limited number of the ideas on the flap chart. Let’s say five. The assign ‘5’ to their most preferred idea, ‘4’ to the second one and so on. 

6. The subgroup moderator collects the scores, and the overall scores for each of the ideas are determined. The five ideas with the highest overall scores are selected.

7. The subgroup discusses the advantages and disadvantages of each of the selected ideas, and tries to arrive at a consensus on the idea most preferred by the subgroup as a whole. This is not necessarily the idea with the highest overall ranking! The discussion may result in insights that alter the original rankings. This is the result of the subgroup discussion, to be presented to the plenary session.

8. The last step aims at reaching consensus in the plenary group. Along the same lines as in the subgroups.

In principle there is no limit to the number of participants in an NGT-meeting.

Invitations for NGT-meetings can be done in the same way as with brainstorming sessions.

There should be moderators for each of the subgroups. It is their task to facilitate the process in their subgroup. 

There should also be an overall moderator, whose task it is:

a. To explain the topic of the meeting;

b. To explain why this session is important, and what shall be done with its results.

5.3.
Focus group

Where brainstorming and the NGT aim at generating and evaluating ideas, focus groups are meant to test ideas. When you have found a solution to a certain problem, but you want to know about the attitudes of a certain group of stakeholders towards that solution, then a focus group is a useful instrument. You can ask the members of the focus group whether they have positive or negative feelings on this solution; whether they will support it or not; whether they are prepared to be actively engaged in the solution or not.

It is important that all the members of the focus group belong to the same group of stakeholders (let’s say: schoolteachers, businessmen, etc.). When you want to be informed on the attitude of different groups of stakeholders, you will have to organize a focus group for each group of stakeholders separately.

Essentially, in a focus group meeting the participants have to answer a pre designed set of questions. The questions are designed in such a way that they invite the participants to follow the train of reasoning from the problem to the solution. That is why this is called a ‘questioning route’.

The ‘questioning route’ in the box below, used in Ramnicu Valcea, is a good example.

	This is a questioning route used in Ramnicu Valcea to discover attitudes about recycling waste and to generate ideas about how to get people interested in recycling.

1. Let's see what we as a group know about the trash and garbage disposal problem of this city.

2. What about your own household and neighbourhood experience with trash and garbage disposal? Let's talk about the disposal system and any problems you perceive.

3. What kind of waste do you put in your trash? Let's discuss this one at a time.

4. What do you know or have you heard about trash and garbage recycling?

5. What, if anything, do you currently recycle?

6. Do you see any advantages or disadvantages to recycling?

7. What would it take to get you to recycle?


This example shows the following:

· All questions are open-ended. They cannot be answered with a simple ‘yes’ or ‘no’.

· The last question is the crucial one. This question is in fact: Are you willing to actively support the solution we designed?

· The first question is a restatement of the original problem for which the solution is meant.

· The questions in between represent the train of reasoning from the problem to the solution.

· All questions are carefully neutral in their formulation. They do not suggest an answer in a certain direction.

· The number of questions is restricted. The optimal number is 7 to 10 questions.

It s clear that the questions for a ‘questioning route’ have to be prepared very carefully. A good knowledge of the process of designing the solution, as well as experience with group dynamics, is indispensable.

After a normal introduction, the moderator can simply start with the first question. The moderator should make sure that each participant actually gives an answer. There should be discussion on the answers. The moderator should ask for explanations and/or elaborations on the answers. Participants are allowed to change their opinions as a result of the discussions. When no new opinions are stated, the moderator declares the discussion on the first question to be finished. (Note that consensus is not requested!). The moderator then goes on with the same procedure for the second question and so on.

An alternative to this procedure is that the moderator hands out the list of questions, and gives the participants 10 – 15 minutes to write down their first reactions on the questions. After that he proceeds as above.

There should be an extensive report on the focus group meeting. That is why an assistant moderator is necessary. It is the task of the assistant moderator to take notes and write the report. The report should give a detailed overview of all the opinions stated. It is advisable to tape record the whole meeting, but this can only be done with the consent of all the participants. Tape recording does not mean that no notes have to be taken, it is meant to support the writing of the report on the basis of the notes.

In order to make sure that every participant will have ample time to express his opinions, the number of participants should be limited. 7 – 12 is the optimum number.

Participants in a focus group meeting should all belong to the same group of stakeholders. Therefore they will have to be invited individually. Participation by uninvited people is not allowed.

It is advisable to organize a second focus group meeting with members of the same group of stakeholders. This new group might generate different opinions. In principle you should continue until no new opinions are stated anymore.

The moderator of a focus group meeting should:

· facilitate the group process. In the case of a focus group meeting this means notably that (s)he has to see to it that each participant has enough time to express his or her opinions. The facilitator therefore should be able, in a kind and friendly way, to stop those participants who talk too much, and to stimulate participants who seem to remain in the background.

· be an experienced discussion leader;

· be well informed about the topic of the meeting;

· have a say in the design of the ‘questioning route’.

Altogether, to moderate a focus group meeting you need extensive training, or you should rely on a professional moderator.

B.
Working with larger groups

When you invite all citizens, or a larger group of citizens, to attend a certain meeting, you have to expect that a larger number of them turning up. It is not sure that they will do, but at least you will have to prepare for it.

In meetings with more than about 50 participants, let alone meetings with hundreds of participants, the methods and techniques discussed in part A of this chapter cannot be used. 

We discern three types of these meetings, which we will discuss in the next sections: 

· Public Meetings, for a general exchange of opinions and ideas.

· Public Hearings, to hear the opinion of citizens on already more or less established plans.

· Public Debates, where both the organizer of the debate (in most cases the LIG), and the other participants can give their opinions, as well as their arguments,  for or against an already given plan.

In section 6.7., we will give some guidelines for organizing this type of meetings.

5.4.
Public meetings

Compared with Public Hearings and Public Debates, Public Meetings are the most informal type of meeting with a large number of participants. The topic of the meeting should be rather broad. A Public Meeting is a good idea as a start of the project. E.g. it is a good idea to organize a public meeting on the report on the local integrity situation.

The purpose of the meeting is to explain to the participating citizens what the project will be about, what the approximate time schedule of the project is, etc. You should not miss the opportunity to ask the participants to be active in the project. Try to enlist them for brainstorming sessions etc. At the same time the purpose of the Public Meeting is also to hear the comments of the participants on the project and its program, to give them the opportunity to propose additions and/or alterations.

A Public Meeting is a two-way information exchange.

Guidelines for organizing a Public Meeting:

· A Public Meeting should be organized by the LIG.

· A Public Meeting is open to all citizens. Not only to those you have identified as stakeholders. A Public Meeting is a good instrument to let citizens identify themselves as stakeholders.

· There is in general no need to have a neutral moderator for a Public Meeting. Normally it is advisable that the chairperson of the LIG acts as the moderator.

· A Public Meeting should be announced well in advance. A month is advisable. When you plan a public meeting as a start of the project, the announcement should be part of the information campaign.

· Make sure a handout is available with a short description of the project (or what else you want to achieve in this meeting). When possible this handout should be distributed before the meeting, but it should also be available at the beginning of the meeting.

· Make an agenda for the meeting, indicating the topics to be discussed. Allow that participants add other topic to the agenda.

· Tell all the participants how the results of the meeting will be used. At least minutes of the meeting should be made available as soon after the meeting as possible. Tell the participants how they can get these minutes.

5.5.
Public hearings

A Public Hearing is more formal that a Public Meeting. At the basis of a Public Hearing is a well-defined and elaborated plan, or two or more alternative plans. The purpose of the Public Hearing is to hear the comments of citizens, in order to improve the plan. In case of two or more alternative plans, the purpose is also to hear the preferences of citizens.

The LIG organizes the Public Hearing. Its role at the Public Hearing is to listen and hear the citizen’s views. Their role is not to defend ‘their’ plan. In this sense a Public Hearing is a form of one-way communication.

A Public Hearing is a good idea at the end of step 6 of the project. That is when a strategy has been designed (or some alternative strategies have been designed), but time for improvement of the strategy is still available.

Guidelines for organizing a Public Meeting:

· A Public Hearing should be organized by the LIG.

· A Public Hearing is open to all citizens. Not only to those who at some moment already participated in the project. It is nevertheless advisable to send a special invitation to these people.

· A Public Hearing needs a neutral moderator, in order to make clear that all comments on the plan are welcome. The moderator should have some experience in dealing with ‘difficult’ meetings. Through his/her presentation the moderator should be able to take away or at least diminish tensions that may arise during the hearing.

· A Public Hearing should be held in a neutral place. A school for example. Preferably not in the City Hall.

· A Public Hearing should be announced well in advance. A month is advisable.

· Make sure sufficient information about the plan or plans is available before the meeting. A minimum is a clear summary. All participants should know how to get a complete version of the plan. Summaries should also be available at the hearing itself. At least for those who ‘lost’ it.

· A Public hearing should start with a ‘general round’.  During this part of the hearing every participant will have the opportunity to make comments. Every comment is as valuable as all the others. So, comments on comments are not allowed. The moderator should make a list of all those who want to comment. After completing the list will decide on the maximum speaking time. Two to five minutes (depending on the number of speakers) is usual. After working down the list, the moderator can once more ask for other comments (by other participants.

· After this first stage, the moderator selects the topics for further discussion. In doing so, (s)he tries to cover as much of the comments as is possible. These topics are worked down in the order set by the moderator. It is notably here that the moderator will need his/her skills and experience.

· Tell all the participants how the results of the meeting will be used. At least minutes of the meeting should be made available as soon after the meeting as possible. Tell the participants how they can get these minutes. Apart from minutes, the steering group and/or the CCC should make a report on the hearing. In this report they indicate how they will make use of some comments; why (that is for what reason) they cannot use other comments; why some comments are already included in the plan, etc.

5.6.
Public debates

Public Debates differ from Public Hearings in that they are a form of two-way communication. Just as Public Meetings and Public Hearings, the LIG organizes them. Just as a Public Hearing, A Public Debate is formal in the sense that the starting point is a well-defined and elaborated plan, or another document that is the result of extensive work by other groups. However, in a Public Debate the organizer (the LIG) will take the opportunity to react on the comments.

Whether you would like to organize either a Public Hearing, or a Public Debate, depends on the situation. When you think there are many technical details that cannot easily be overseen in the course of a meeting with so many participants, a Public Hearing should be preferred. Otherwise a Public Debate is advisable.

In general it is a good idea to have a Public Debate at the end of the Problem-finding step (step 5), or as part of the evaluation (step 10).

The guidelines for organizing a Public Debate are the same as for organizing a Public Hearing, with one exception:

Just as in Public Hearings, first of all the participants will have the opportunity to make comments. But immediately thereafter the organizers should give their reactions. Only after these reactions, the moderator will select the topics for further discussion.

Chairing a public debate is not an easy task. Try to find a chairperson who is respected in the local community and who is experienced in these matters. The main task of the chairperson is to see to it that the debate remains structured, and that none of the participants takes so much time that it prevents others from participating in the debate. When necessary the chairperson should limit the amount of time one participant can take.

5.7.
Some guidelines for organizing Public Meetings, Hearings, or Debates

· Think clearly about what type of meeting you want to organize, either a Public Meeting, or Public Hearing, or A Public Debate.

· Do not organize such a meeting unless you are prepared to use its results. If citizens find out that they attended in vain, they will never come back.

· Also after deciding about the type of meeting you want to organize, think clearly about the purpose of the meeting. What kind of information you want to get, and what kind of information you want to give? How do you plan to use the information you get?

· Announce the meeting well in advance. Four weeks or a month before the scheduled date. See to it that there is extensive publicity for the meeting, using as much as possible newspapers, and other media, but also use schools, NGO’s etc. as intermediaries. See to it that a reminder is given about one week before the meeting.

· Carefully prepare the information to be distributed before the meeting.  It should not be too long (maximum 4 pages A4), but it should cover all the topics on the agenda of the meeting. If more detailed information is available, inform the public how they can get it.

· When you organize a Public Hearing or a Public Debate, find an experienced and neutral moderator. If it is someone from your own community, be sure that (s)he has a reputation of being neutral.

· An assistant-moderator should be available to take minutes.

· Publish the minutes or the report of the meeting as soon as possible after the meeting. After a week most participants will still remember the meeting and will be interested in its results. After three weeks, the interest of a larger part of the audience will have disappeared.

· Announce how participants can get the minutes or the report on the meeting. Have a list available for those participants who want to receive the minutes or report at home.

· For most participants a meeting like this will be one step in a process. Make clear how the follow-up of the meeting is organized. What will be done with results of the meeting? When and where will be the next activity?

· Meetings like this are open to everybody, and they should be announced as such. Nevertheless, you should send a special invitation to those whose presence is of great importance.

· The meeting should be held in a neutral place, a school for example.

· Make an estimate of the number of participants you expect. Look for a meeting room that can take the expected number of participants. You should try to avoid that the meeting room is too small, but also that it is too large.

· At the beginning of the meeting make clear what the ground rules of the meeting are.

C.
Interviews and Questionnaires

There are two types of interviews, and they serve different goals. Interviews with open questions and interviews with closed questions

When you want to know which different opinions exist among the members of a certain group of stakeholders, an interview with open questions is one of the means to find out.

When on the other hand you already know which opinions exist, but you want to know how many members of the stakeholder group support one opinion, and how many of them support another opinion, then an interview with closed questions, also called an opinion survey, is the means to find out.

Open questions are so formulated that a simple ‘yes’ or ‘no’, or something like “I do agree” is not an answer to the question. Open questions need a more extensive answer; respondents should verbally state their opinions and/or give their reasons.

Closed questions are so formulated that respondents can select their answer from pre-designed set of answers. Depending on the content of the question, t his can be simple ‘yes’ and ‘no’, or range of answers from e.g. ‘I strongly agree’ to ‘I strongly disagree’.

Whereas an interview with open questions is qualitative, an opinion survey is quantitative. 

An interview with open questions aims at broadening and deepening your information. It is a means to find new information, and new opinions, you were not yet aware of. It is also a good instrument to deepen your information through asking ‘why-questions’. “Why do you think so?”  “What reasons do you have for this or that judgement?” In short: an interview with open questions creates new information. The number of interviews you have to take cannot be settled beforehand. In principle you should go on until no new opinions are found anymore. In practice however, time is limited, and you will have to decide beforehand on the maximum number on interviews you can take.

Opinion surveys (with closed questions) typically measure the support for a certain opinion you are already aware of. Or they measure the support for a certain solution. The only new information opinion surveys create is about the degree of support. The number of interviews should be fixed before the interviewing starts. Bur more important than the number of interviews is how the respondents are selected.

As part of a project on improving local government integrity, an interview with open questions is useful during problem finding, but also when you are looking for ideas on solutions etc. You can do this type of interview with members of stakeholder groups, but also with experts.

Interviews with open questions are more or less an alternative for brainstorming sessions, or fir using the Nominal Group Technique. In interviews there is of course no interaction with other stakeholders, such as in brainstorming sessions or NGT-meetings.

Opinion surveys are useful when you want to establish the support for different alternative solutions. Opinion surveys (or at least questionnaires with closed questions) can also be used for evaluating public meetings.

5.8.
Interviews and Questionnaires with open questions

To prepare for the interviews, do the following:

1. First, decide on the purpose of the interviews. Make an as clear as possible description of what you want to learn from the interviews.

2. Make a list of the persons you want to interview. This list is provisional, during the interviews you may find out that other people are worthwhile to be interviewed as well.

3. Make a short questionnaire. No more than 6 – 8 questions that cover all the topics you want to discuss with the respondents. (In principle the order of the questions is the order in which you want to discuss them with respondents, however, during the interview there can be reasons to deviate form that order. For example, the respondent simply starts discussing a question which is in your list, but which you did not yet ask.)

4. Select interviewers. Interviewers should be well acquainted with the project, its content and its progress. They should also be very well aware of the purpose of the interview. They should have some graining in interviewing.

During the interview:

1. Explain its purpose and duration of the interview to the respondent (duration should be no more than 30 to 60 minutes).

2. Explain also the end use of the information and types of people being interviewed.

3. Stick to the agreed duration of the interview.

4. Get the respondent to relax and feel comfortable with the process. The interviewer should not be intimidating, and a sense of humour is an asset.

5. Use an open-ended questioning technique to get the respondents to express their views. That is, don't use questions to which the answer is yes, no, or a name or number.

6. Avoid leading questions that hint at an answer. In other words, don't lead the respondent.

7. Take notes. To support your notes, it is a good idea to tape record the interview. But you should only do so with the explicit consent of the respondent.

8. Be keen on indications for other people or groups that should be interviewed.

After the interview:

1. The interviewer should produce the summary report of the interviews as quickly as possible after the interview sessions and should base the report on the notes taken during the interview and on the tape recording. It is preferable to write up one interview before going into the next, so that the material is fresh and clear and the reporting accurate.

2. Be sensitive to a respondent’s desire for confidentiality. Don't use names if that is what the interviewee desires. If a summary of the interviews is shared publicly, be sure to protect the confidentiality of the individuals interviewed

5.9.
Opinion surveys. Questionnaires with closed questions

First of all a warning: Conducting a good and reliable opinion survey is a complicated affair. It is a job for experts. If you have the funds to do so, it is highly advisable to hire a professional survey group to conduct the survey for you. This can be a university based group or a consulting firm. Otherwise, be sure to have an expert as an adviser. Discuss with him/her all the different parts of the survey process.

1. The purpose of the opinion survey

Make clear and write down what you want to know. For example: there are two alternative solutions to a certain problem, and now you want to know which of these two is preferred by a certain group of citizens. But now suppose that one of the solutions can only be achieved at the expense of something else. Do respondents still prefer that solution, or do they switch to the other one, or do they dislike both?

Suppose you want to use the results of the opinion survey to select one of the solutions, but it turns out that both solutions are preferred by about 50% of the respondents. How to decide in such a case? So, you would also like to know how strong the preference of the respondents is, and how much they dislike the other solution.

Whose opinion do you want to know? Is it the opinion of all the citizens, or of a certain group of citizens? We call this, in technical terms the population. If your solutions have to do with e.g. ‘parents with children’, you should put more emphasis on this part of the population. That means you should discern different subpopulations.

It is absolutely necessary to be clear on all these questions before you go to the next step. If you make a mistake here, which you discover only afterwards, in fact you will have to restart the whole process.

2. Constructing a questionnaire

Survey results will only be as good as the questions. Therefore it is necessary to design the questions very carefully. Preference should be given to simplicity, specificity, brevity and logic. Symmetry also is important - that is, the format of the questions should be similar and questions that contradict other questions should be eliminated.

Given these requirements, questionnaire development is a painstaking small group process. Questions must be clear and unambiguous and avoid false or overlapping options. Questions must be closed. This means, each questions has a limited number of possible answers.

At the end of the questionnaire there may be some open questions, but it will hardly be possible to use the answers on these questions in the analysis.

The questionnaire must be ‘self-explaining’. This means that when interviewer simply reads the questionnaire to the respondent, the respondent must understand what the questions are, and what type of answer is expected. If a questionnaire needs further explanation, this will make the results invalid

Test the questionnaire. This can be done by using a small sample or focus groups. Make adjustments, if necessary based on the outcome of the test. The test is not for content, but rather, clarity of the questions and questionnaire design.

Most survey questionnaires will start with an explanatory paragraph or two that indicate the purpose of the survey, provide contextual background and assure the person filling out or responding to the survey of his/her anonymity. Be sure that the basis for anonymity is built into the design of the survey.

3. Selecting and training interviewers

Interviewers should be trained to be not intimidating, and be able to create a relaxed and comfortable context for the interview. Interviewers should show that they understand what they are talking about, but they are not allowed to further explain any part of the questionnaire, unless they are instructed to do so.

Interviewers should not be relatives, or otherwise acquaintances of the respondents. This might result in ‘desired’ answers: the respondent gives a certain answer because he thinks that is what the interviewer wants to hear.

Interviewers should be well instructed about what to do if a respondent refuses to be interviewed: Come back at another moment, make another appointment, and so on.

Using interviewers should be preferred over other alternatives, such as sending the questionnaires by mail and asking the respondents to send them back. All these other methods will most probably result in higher non-response.

4. Selecting respondents: constructing a sample

The first question here is to determine what the population is: The people of whom you want to know the opinions.  If this population is relatively small, let’s say no more than 200, you can consider interviewing the whole population. If the population is larger, several thousands or more, you have to rely on a sample, that is you interview only part of the population, the sample, but you take the opinions of the sample to be representative for the whole population.

This can only be done when each member of the population has the same chance to be part of the sample. That is the principle of sampling. Moreover, when you use a sample you have to allow for a sampling error.

The key to a good sample is not how large it is, but how accurately it represents the population to be surveyed. There is no particular virtue in large samples. In statistical analysis, sampling error decreases only slightly as sample size grows beyond 400. This sample size generally yields a sampling error of 5% or less - close enough for most purposes. Every sub-group to be isolated, for example, "all families with children of school age," requires at least 100 completed questionnaires. Therefore, if there are five sub​groups, the sample size would have to be at least 500, if six sub-groups, then 600 and so on.

It is practically essential to get professional assistance for sample design, because the quality of the sample is crucial for the quality and the representativeness of the results of the survey. Her are some examples of mistaken sampling:

· A survey that is mailed to everyone in the city. Those receiving the survey are asked to return it, and about 10% do so. This will provide a sample biased towards those who have time and inclination to pay attention to civil society matters.

· A survey that is based on a sample chosen from telephone listings or automobile registrations. This will provide a sample biased towards those who have higher economic status.

· A survey that is handed out by volunteers in the street to whoever is willing to take it. Even if several hundred people return the survey, this will provide information biased in unpredictable ways. At the very least, the sample will not include people who rarely leave their homes such as frail elderly persons and persons suffering from illness or disability.

· A survey conducted by a newspaper, magazine or Internet site: a blank survey form is published and anyone who wants to return it can do so. The sample will be biased towards those who share the point of view of the publisher.

5. Conducting the interviews

You should give the interviewers specific instructions about who to interview (names and addresses). They should be not allowed to deviate from these instructions.

How many interviewers you need depends on (i) the number of respondents; (ii) the length of the interviews and (iii) the time you want to spend on the interviewing. 

If you want to have all your interviews done in three weeks, and you estimate that every interviewer can do two interviews in one evening and you have 400 respondents, you will need something like 15 interviewers.

6. Analysis and results

What you can do yourself is counting the answers on each of the questions. This will give you a good impression of the first results f the opinion survey. For a more detailed analysis, you will need the help of an expert. This expert can also inform you about the effects of non-response.
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