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Abstract
The objective of the proposed study is to introduce and share results of analysis and lessons learnt by assessing the performance of the public service delivery at the local level in Albania, a study based on the performance measurement at 10 municipalities in Albania.  The primary objective to use performance measurement in Albania has been to provide regular feedback to responsible program personnel and citizens,  to encourage improvements in program performance, and set service quality standards, based on citizen satisfaction with services, and not only on department data.  Performance information is used to help to identify whether the public service is meeting customer requirements and where are the main needs for improvements. How does Local Government know that they are providing the services/products that their customers require?
Services like cleaning and solid waste collection, maintenance of green areas and the management of public lightning are generally delivered by private providers, which are contracted out by local government units under competitive bidding procedures. Most of the big to medium size cities are to some extending successfully adopting privatization of service delivery, while assets of those services are still sate owned. 

In exercising their own exclusive functions, local government units in Albania, communes and municipalities, possess full administrative, service, investment and regulatory authority. These sets of authorities they possess allow them to adopt a variety of management alternatives, they can decide in between private delivery or public delivery, they may decide to invest many for the improvement of a service, such as cleaning service, towards quality, such as more frequent pick-ups or improve quantity, which is , for example, cover more of  uncovered areas of the city with this service. This is especially important because service delivery in Albania is still weak. Local Government data that different departments save do not provide the elected officials and even less the citizens with information on how are the conditions of the public services and the values that the citizens are getting. They miss this element in their management plans, the element that tell how well they are doing.

Performance Measurement data  that they manage to assemble and evaluate altogether tells them  how to better use their budgets and resources towards achieving the service delivery levels according citizen needs and requirements, which is track, measure and report service delivery improvements or decline, in time and across services and make management decisions based on that. .Specific thing here is that eliciting citizen opinion is part of the process, is a costumer oriented process, which helps transparency and accountability in governance.

The main performance indicators we traced in this project are outcome indicators received by survey results. Cities used both results from the household survey, supported by USAID/UI financial support, and the user survey results, obtained for a specific service, where they had a special interest to get the citizen opinions, such as citizens concerns related to the service quality or quantity improvement (i.e. citizens were asked to prioritize activities that might improve cleaning service, such more garbage bins or more frequent pick-ups).  Both survey results were than incorporated into Action Plans for Service Improvement, a plan prepared by a mixed working group at each city, including representatives from service departments, supervisors hired by cities, council members and citizens. The information prepared by the means of this Action Plan serves to the policy makers to get the right decision for funds allocation, so that they orient the budget process towards citizens’ needs and preferences.  Since the information in the Action Plan reflects survey results on one side and resources available( money, human resources, equipment)  at the other side, decision makers  have a full picture of what is possible to be done and what matches citizens needs, and are able thus to take the right  budget decision. After the budget decision is being taken, all stakeholders involved are keen to know more  about performance, how are services being delivered, are they in fine tune with what citizens want and value, are these alternatives the best or other options should be introduced to decision makers?
By means of this paper I want to share findings of the institutionalization and practice in the usage of performance indicators, as a powerful impact assessment tools.  
1. The Context

1.1. Decentralization in Albania
Moving from an extremely centralized system, Albania’s 1992 Law on Local Government gave political autonomy to local governments and districts without major changes in the financing, budgeting, and administrative tasks of local services.  The lack of accountability at the local level contributed substantially to the continuing poor performance of the government sector.  The inherited centralized provision of public services has led to sub-optimal resource allocation, due to excessive bureaucratic procedures, soft budget constraints, no feedback, and the absence of any monitoring of performance.  Acting as an administrative unit of the line ministries, local governments continue to not be accountable to their citizens for the quality or impact of local services.  A National Strategy for Decentralization and Local Autonomy was adopted as official government policy.  Several new laws were put in place in 2000 and 2001, but the important legislation on intergovernmental relations that will address financial matters is still under discussion.  

The first level of government is made up of 65 communes and 309 municipalities, with an overall average population of 10,033 per local government.
  However, one-third of these governments have populations of 5000 inhabitants or less, which makes the efficient provision of services extremely difficult.  The constraints the local governments face are illustrated by their budgets.  The great majority of revenues (down to 84% in 1999 from the usual figure of more than 95% in previous years) comes from the “conditional budget”, which means they are tied to detailed instructions of the various line ministries.  With such pre-specified expenditures, the local governments act essentially as units of the central government.  

The process of decentralization in Albania started partly as a consequence of the innovations introduced into the bargaining process with the line ministries.  Local governments gradually developed a capacity to manage and monitor public services and take over certain roles in public sectors.  Some examples follow.

· Local taxes and fees are collected by central agents, but some bigger local governments carry out the collection themselves.

· Increasing discretion in social assistance is apparent.

· In the extensive donor programs now active in Albania, local governments have demonstrated their ability to run programs.

The current local government finance system remains overly centralized, meaning that Albania cannot fully use its decentralizing structure.  At the same time, there is a visible decline in public services, which can only be stopped if efficiency is increased.  If decentralization can lead to more accountable governance, local governments will be motivated to find more efficient and more effective methods.

1.2. Performance Management in Albania

Performance management helps local governments keep track of the quality of the services they provide and then take the necessary steps to improve services on an on-going basis.  The central component is a series of indicators to measure quality, and in particular, the outcome of services from the perspective of the citizen.  Some indicators – of inputs (cost of services) and of outputs (number of patients seen, cubic meters of water provided) – are routinely kept by local governments in Albania, although often not organized or used for analytic purposes or for planning.  Other indicators – of efficiency (cost per student or per cubic meter of water), or even more important, of outcomes (citizen satisfaction or actual performance of a graduating student) – are much less frequently gathered or used.  Selecting these indicators is difficult, but good indicators become extremely valuable in determining the actual effectiveness of services.  They then become the essential motivators in taking steps to improve those services.

Performance management is especially valuable in a country in the process of decentralization.  Critical to successful decentralization is the success of local governments in taking over their roles as the front line responsible for delivering the most essential services to their citizens – not just delivering the service, but ensuring that it is the right service, and that it is effective. Performance management helps local governments focus on service delivery, it sets standards for improving performance, and it works to strengthen the relationship between local government and citizen.  In Albania, service improvement is particularly important because service levels are in general very poor.  But local governments have little experience both with citizen outreach and with the freedom to take action to improve the way in which a service is carried out.

Albanian local governments traditionally have carried out their tasks according to central directives and without great control over service providers and little communication of citizens or awareness of the real needs.  Becoming aware of those needs can help local governments spend resources on the most important areas, and enlist citizens’ assistance.  This can help achieve equilibrium between services and resources, especially when resources are low.  It is in this ability of bringing to bear scarce resources where they are most needed, being creative in response to local circumstances, that the benefits of decentralization will be most valuable.

The decentralization process inevitably raises detailed questions within each sector about how much exactly should be decentralized: how strict should guidelines be, how much freedom should be given, which funds should be earmarked.  For example, because income redistribution is primarily a central responsibility, social benefits tend to be centrally controlled.  On the other hand, social needs differ dramatically across local governments and some flexibility can help ensure that the assistance goes where it is most needed, as well as encouraging local innovation.  Performance measurement across localities can help central government see whether programs are effectively meeting local needs, and can help local governments see what those needs are.  And because performance measurement encourages the measurement of real outcomes – instead of just inputs or outputs – it gives better information about service quality than is presently used in determining, for example, the level of central transfers needed.

In the Albanian context, performance management works at many levels.  Not least, the measurement of quality and publication of those results is a positive incentive to get local governments to focus on improving services.  In the course of carrying out the project, the team found that one of the most valuable aspects of performance management was the motivation it provided to think more pro-actively about being able to assess services and plan ways for them to be made better.  Because there is generally among staff a feeling of powerlessness – due to lack of resources, restrictive central policy, indifference on the part of citizens, or other reasons – it became necessary to develop a concrete mechanism for explicitly linking the measurement of performance to concrete actions to improve the services.  The Service Improvement Action Plan, as it became known, became an important tool for focusing sectoral plans in each city.  

2. Project Implementation

2.1. Structure of the Project

The project was designed to serve as a demonstration project, with the aim of using the experiences of four model local governments to show other local governments how to introduce performance management.  The method used was to work intensively with the four chosen communities, while creating multiple opportunities for counterparts from each one to meet each other.  To that end, there were a number of workshops and seminars for city staff and/or leadership to meet and share ideas and findings.  A seminar at the end of the project allowed the participating localities to describe their experiences to other interested local governments.  

The work consisted of two interactive components – the development of a sector-specific action plan in each local government, and the carrying out of a multi-sector citizen survey.  The action plan enabled one group of city staff from each locality to tackle in depth the establishment of a performance management system for their sector, including the development of indicators and plans to improve services based on performance results.  The customer survey provided feedback from the citizenry regarding most of the services provided by the local government, thus both establishing a citizen focus to the whole project and determining baseline values for many of the outcome indicators.

2.1.1. The Pilot Cities

Four local governments were selected for participation in the program, on the basis of regional and economic diversity, and to serve as representational models for other cities in future efforts at replication of performance management.  It was also decided to include one commune in the group, as communes represent more than 80 percent of all local governments in Albania and their problems are quite different from those of the cities.  The local governments selected were the commune of Baldushku, and three cities, Elbasan, Korca, and Lushnja. 
2.1.2. The Sectoral Working Groups

Following the introductory meetings, the team worked with each city to select a particular service sector, and establish a working group to address the problems of that sector through performance management.  The services identified were water in Korca, social services in Elbasan, solid waste in Lushnja, and roads in Baldushku.  (Because of the success of the process, Korca independently decided to work on the roads sector as well, without project support.)

The first step involved determining appropriate indicators for each sector.  A review of available information was undertaken, and the process of drafting a customer survey was begun.  A workshop called together staff from each of the local governments for discussion by sector, resulting in the development of indicator worksheets for each service area.  The discussion groups also gave staff from the different local governments the opportunity to meet each other and share common sectoral problems.  

A new paradigm was devised, the “Service Improvement Action Plan,” to help integrate performance measurement with plans for improving each service.  These plans guide city staff through the process of assessing the critical issues facing their sector in the Situation Analysis section of the Action Plan; selecting objectives and key targets; and designing performance indicators.  A model Service Improvement Action Plan is attached in Annex 1.  One important benefit of the Action Plan is in formalizing the assessment of the current situation, which encouraged municipal staff to identify critical issues including the areas in which central regulations might need to be changed.

2.1.3. The Customer Survey

One valuable tool in instituting a viable indicator measurement process is to go directly to the citizens and take a survey.  The purpose of the customer survey is to elicit feedback on some of the services local governments perform.  This input is used to establish performance indicators which will in turn be used to respond to citizen concerns and needs.  The survey both provides content for indicators and establishes a direct connection between citizens and the services provided for their benefit.

The results of the survey can be used to identify both key problem areas and those areas that are performing well. With the help of this information(together with indicator information from service records(the responsible local government departments can create action plans for improving upon the results and for providing recognition for good performance. 

The Albanian Citizen Survey, March 2000, was carried out on a representative sample of 500 households in each of four participating communities, and sought performance feedback for a number of public services, including roads (Figure 1), water, social services (Figure 2), garbage and cleaning, citizen relations, and parks. Because the same survey was conducted simultaneously in more than one community, information from the other local governments can be used as benchmarks or targets for certain performance indicators. Cities can then work singly or together to explore why some cities’ outcomes were high relative to others and to identify best practices that may be applicable in one’s own environment. 

2.1.3.1. Survey Results

This section provides selected findings within the local governments, and also some comparisons across the cities.  Each local government plans to use their own results to improve the services they provide, and to look to the results of other local governments for ideas about best practices which have yielded particularly positive results.  

Each local government exhibited both good and poor performances, punctuating the potential usefulness of sharing the information to draw out best practices and replicable models of action.  In garbage and cleaning services, Korca takes the lead with only 19 percent of respondents finding the city to be “fairly” or “very” dirty, while Elbasan had a score of 23 percent (the commune of Baldushku had the intermediate score of 22 percent).  This compares with an extremely high 81 percent for Lushnja.  Lushnja, which has initiated a highly detailed action plan on its garbage services, can do well by looking to their counterparts in Elbasan and Korca for concrete suggestions on maintaining a clean environment, which might include strategies for involving the citizens more in that effort. 

Across the board, citizens seem highly dissatisfied with the local roads, although Elbasan seems farther along in making their roads adequate for the citizenry.  Baldushku’s citizens were the least dissatisfied, perhaps because expectations for village roads are quite different.  Citizens feel the least safe in crossing the street in both Korca and Lushnja and, again, the Elbasan roads department may have a great deal to offer the other local governments when making plans for improvement.  Overall, citizens seem to feel much safer when walking alone at night in Baldushku and Elbasan than in Korca or Lushnja.  
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Figure 1: How would you rate the condition of the road

 surface in your neighborhood?
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Korca’s somewhat poor results for water were already anticipated by the local government and they have launched a large-scale strategic plan that seeks to ameliorate these conditions.  The indicators resultant in this survey will help both the local water enterprise and the local government ensure that the investment is meeting its objectives of improving the adequacy and quality of water provision. Elbasan’s better than average results in the water sector may be useful for them.  Citizens in Lushnja and Elbasan seem to be the most satisfied with the adequacy of the electricity supply, although these figures stand to be improved upon.

Because resources are very scarce for social services at present, it is especially important to target benefits to those who are most needy.  The Albanian Citizen Survey indicates that the social assistance benefit is not very well targeted, except in Lushnja, where more than 70 percent of benefit recipients have annual household incomes under 100,000 leke (compared to only 33 percent in Elbasan).  Benefit recipients were also asked to rate different aspects of the service they receive.  In all cities the amount of the benefit caused the most dissatisfaction, and those elements of service under local control were rated as close to average.  Baldushku rated best in timeliness of payments, and worst in helpfulness of staff.  Korca has somewhat better ratings than the other cities, and may have useful practices to pass on.   
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Citizens in all the cities seem to have a significant problem with informing citizens about the availability of social services.  Elbasan citizens are the best informed, but even there 32 percent of respondents said they do not have sufficient information.  The methods used by Elbasan for disseminating information may be useful for other cities to note and perhaps implement.  As far as information on the activities of the local government on a whole are concerned, citizens in Korca appear to feel the most informed while Elbasan and Lushnja compete for the second best spot. 

Of course, many of the differences are due to vastly different circumstances, and not only better performance.  Nevertheless, these results provide invaluable information should circumstances change, and can help ensure that scarce resources are allocated as effectively as possible.  More importantly, this kind of information, presented thoughtfully and reported regularly, may help change those circumstances, leading to improved services and a happier citizenry. 

2.1.4. Trained Observer Rating System

Trained observer ratings are a valuable method of obtaining performance indicators for some services.  Trained observers can rate physical conditions such as the condition of roads and buildings, and progress of clients with disabilities (such as their ability to perform common activities of daily living).  The trained observer process needs to use a systematic well-defined rating scale and to utilize fully trained observers so that different observers would give approximately the same rating to approximately the same condition and perhaps in different years.  The important thing is to ensure consistency over time and across different inspectors.

Because it is inexpensive and straightforward, it seemed especially appropriate for use in Albania.  For that reason, the team worked with the commune of Baldushku to set up a system that could serve as a permanent model.  The chosen example was road quality.

The first step was to establish a clear range of conditions.  In this case five levels of rideability were established, ranging from very bad to very good.  To depict the quality, many photographs – a total of about fifty – were taken of roads in the commune, and then the roads working group selected two photos appropriate for each level.  Armed with this set of photos and a brief summary of conditions that characterize each level, the rater can now walk around and compare what he or she is actually seeing with the photographs, and choose which of the five levels depicted is closest to the actual road.  In this way, different raters are more likely to reach the same conclusion.

The complete Baldushku rating system includes photographs and descriptions of each level (see box below).  The grading system asks the rater to consider smoothness, bumpiness, presence and size of potholes, how conditions affect the speed at which vehicles can drive, problems with drainage, potential safety hazards, and need for repair.
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Figure 3: 

If you need to get to school or work, do roads exist at present at such conditions to allow for the service?
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ROAD RIDEABILITY GRADING SYSTEM

1) Very good: Appears to be smooth and has little if no standing water problem.

2) Good: Slightly bumpy rideability, but minimal decrease in speed required. May be characterized as having some minor bumps or minor potholes, or one large single bump or large single pothole.  Some minor maintenance required.

3) Acceptable, but in need of repair to improve general rideability (40 km/h maximum in normal conditions). Characterized by many bumps and/or potholes and may have problems with drainage during rainy season.

4) Bad and in need of heavy repair (25-40 km/h maximum). Considerably bumpy rideability; potential safety hazard or cause of major jolting. Two-way traffic inhibited by large holes or other interruptions in paving/grade.

5) Very bad (0-25 km/h maximum) and in need of total reconstruction. Safety hazard; unrideable; disappears almost entirely under bad weather conditions.

2.2. Project Results for the Pilot Local Governments

This section summarizes the accomplishments of each local government.  These include the findings of the working groups in the  Service Improvement Action Plans, the baseline indicators including results from the citizen survey, and all actions taken within each sector.

2.2.1. Baldushku: Roads and Footbridges

2.2.1.1. Sector Analysis

Baldushku is a rural commune consisting of 14 villages with an average population of 400 inhabitants.  The condition of the roads and small footbridges are considered to be high priorities.  Commune roads are generally unpaved and the quality of gravel, where there is some, is too thin to withstand general winter conditions.  The condition of the roads that connect the villages to the main road is of utmost importance in terms of allowing safe and swift access to work, school, and hospitals.  Large potholes and mud and standing water characterize nearly all but the main road of the Commune.  Because the Commune is riddled with waterways, small footbridges are also often necessary to allow citizens access to the main road and to schools, especially in the winter.  

The commune has no independent budget for roads.  For new roads, it must apply to the District Council, which then forwards the request to the central government for approval.  Only the main road is included in the maintenance plan run by the Road Enterprise operated by the District Council.  For maintenance of other roads or bridges, the commune must look to donors or contributions from the citizenry.  They have had a lot of experience with citizen contributions in terms of volunteer labor, and have also received grants from the central government, NGOs, and donors for road investments.  The World Bank and EU were expected to support the reconstruction of a 10-kilometer section of the main road, but the commune will have to pay 8 percent of the cost from contributions from inhabitants living in that area.
2.2.1.2. Performance Indicators and Targets

The working group identified as their objective to ensure swift and safe access for all citizens of the commune from their homes and villages to the main road and/or schools.

The outcome indicators they selected were to be based primarily on trained observer ratings (e.g. kilometers of access roads rated in bad or worse condition, and number of footbridges rated in bad or worse condition) and on the citizen survey (citizen satisfaction with roads and footbridges).  The commune’s targets were to increase citizen satisfaction by a substantial percentage.  Specifically, the citizen survey found that 37 percent of respondents rated the condition of access roads as adequate or better, and the commune hoped to increase that number to 45 percent.  Similarly, 78 percent of respondents were satisfied with the condition of footbridges, and the target set was an increase to 85 percent.  

[image: image4.wmf] 

 

Figure 4: In the past year, have you had any of the following
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Another target was to reduce the number of those who needed but didn’t have footbridges from 19 percent to 10 percent (see figure 3). Among the necessary actions they identified were to undertake a needs assessment to determine priorities and to institute a full-fledged trained observer rating system.  They also decided to launch a public awareness campaign for citizen contributions to the building of bridges and small road projects.  Specifically, they planned to gather funding and citizen contributions to build three footbridges, and to try to obtain donor support to purchase equipment to keep the roads graded, as well as a concrete mixer.

2.2.1.3. Project Results and Public Outreach

The Baldushku working group immediately distributed results from the citizen survey to the 14 village chiefs.  The commune of Baldushku prepared 1000 copies of a newsletter, illustrated with pictures and charts, for wide distribution.  The newsletter describes performance management (including survey results) and Baldushku’s efforts to implement the new system.  It also  provided information about local government activities related to roads and bridges as planned in the Service Improvement Action Plan.  These include efforts to encourage citizen participation in funding the rehabilitation of roads and bridges, which is described in the newsletter.  It also provided the results of cooperation with the International Organization for Migration (IOM) in funding the rehabilitation of two footbridges.  The newsletter introduced the new trained observer ratings system now being used in Balduhsku.  Baldushku’s activities also received television coverage through the IREX television series “Heroes of Albania” which broadcast a story on how the Baldushku Commune built two bridges with IOM money and voluntary citizen labor.  

In general it seems that Baldushku has been quite successful in its efforts to get citizens to participate in its activities and continues to hold public meetings in order to announce upcoming activities and to ask for financial contributions or commitments to volunteer their skills and labor.   Baldushku has used its service improvement action plan (SIAP) to obtain funding from the World Bank (via the central government), the Soros Foundation and the International Organization for Migration (IOM).  Currently, the commune is negotiating an agreement with the Albanian Development Fund and is planning to submit a second request to IOM for road maintenance equipment. 

2.2.2. Elbasan: The Social Services Sector
2.2.2.1. Sector Analysis

Albanian local governments distribute a social assistance benefit to needy families as well as disability and caretaker allowances.  They also support a limited number of direct services, such as day care centers and educational institutions for disabled people.  The most significant benefit is the social assistance benefit to needy families, which in 1999 in Elbasan came to a disbursement of 21,342,000 leke to 5,250 families.  The maximum benefit that can be given is 6,500 leke per family.  The social department believes this is much less than would be needed, and they are afraid there are some benefit recipients who are above the poverty line.  They also are concerned that many needy families may not know about the assistance that is available.  Often there are services available, not only from the local government but through a multitude of NGOs, that are often not well coordinated, and that people just do not know about.

Decisions about who gets the benefit are now made at the Council level, which is a slow and laborious process.  There are a total of 12 social administrators located in five administrative unit offices throughout the city.  Each administrator now covers about 500 families, instead of 300 families, which is believed to be a more manageable number.  The Social Department also feels there is insufficient training for administrators.
2.2.2.2. Outcome Targets and Indicators

Overall objectives included to provide minimum subsistence level for all families, and provide a healthy and secure environment for the elderly and for disabled people.  Outcome Indicators selected include the number and percent of citizens with income below poverty level and the percent of cash benefits paid to households in the lowest income quartile, to measure the effectiveness of targeting.  An additional outcome indicator was designed to measure the percent of citizens who feel they do not have sufficient information about social services.  

Results from the citizen survey showed that targeting in Elbasan is weak, with only a third of recipients actually in the lowest income households (those who earn less than 100,000 leke per year).  The service received by benefit recipients was generally below average throughout the city, with the exception of Zone 1 (one of five zones), where the helpfulness and support of staff was the most satisfactory.  The experience of Zone 1 would be useful to improve performance city-wide. Information is an important problem (though not as great as in the other local governments surveyed), as 32% of those interviewed felt they did not have enough information about available social services.  The major source of information was through the media – probably a result of the concerted media outreach carried out by the city.  More than half those interviewed had a family member out of work.

Actions proposed by the Elbasan working group were first to establish an information center for citizens to use to learn about all available social assistance, including services provided by different NGOs as well as by the local government.  The immediate target would be to decrease the number of those who feel uninformed from 32 percent to 25 percent.  Other actions include taking steps to improve targeting to the poorest households and obtaining funds for staff training. In the important targeting issue, the working group hoped to increase the percent of recipients in the lowest income groups from 33 percent to half of all recipients.

2.2.2.3. Project Results and Public Outreach

During the development of the Elbasan social services Service Improvement Action Plan, it emerged that one of the key concerns of city staff was the lack of consistent and comprehensive information on available social services.  As a result, the working group developed a plan to establish and information center – which became a reality within a few months.  They also sought and obtained grant money to continue operating the center, including a visit to Bulgaria to look at good information center models.  

The working group was also interested in creating a monthly newsletter for city council issues that would be distributed through the local government’s public information office.  As funding for such an ongoing publication would be uncertain, they decided to start by producing a one-time informational bulletin, to be distributed through the public information office, or directly to households with water or electricity bills.  The booklet was prepared in September and includes the social assistance survey results and a description of local government plans.

The working group also suggested holding an open meeting with local NGOs to discuss the issues included in the bulletin and to ask for their assistance with dissemination.  Local journalists would be invited to the meeting as well in order to encourage media coverage of the council’s activities. They will use the finished bulletin as part of a proposal to the Soros Foundation for funding to create a monthly or quarterly newsletter.

2.2.3. Korca: Water Provision
2.2.3.1. Sector Analysis

The Korca Water Supply and Sewerage Enterprise provides water to 17,000 customers in three categories: 15,500 households, 650 businesses, and 75 state institutions.  The company has 106 employees.  The water service operates as a self-sufficient unit that attempts to recover costs through customers’ water payments.  Revenues are determined by both rates and their collection.  Last year the rate increased by 60 percent, but even that will not cover costs.  The total billed amount came to only 72 percent of costs, and of the amount billed, only 89 percent was collected, coming to only 62 percent of total costs.  The collection rates for households were lowest of the three customer groups, at 84%.  

A significant problem is that electrical power supply is unreliable because of interruptions in service and voltage fluctuations.  The water supply goes from the main pumping station to the City by way of two steel transmission pipelines.  Reportedly 30 percent of water is lost before reaching the City.  Another 45 percent is estimated to be lost once the water enters the distribution system.  No areas in the city receive water 24 hours per day.  The system operates according to a general schedule that allows the utility to provide 3 to 6 hours of water supply per day.

A major capital improvement plan is now underway – through a loan from the German KfW – which was to be completed in the next two years.  The project objectives are 24-hour water supply and the institutionalization of a self-sufficient commercial water company.  A public relations center will also be established downtown, with the aim of being closer to the customers in order to serve them better.  This center will handle customer complaints related to service quality, new connections and billing and collection activities.  
2.2.3.2. Performance Indicators and Targets 

The working group set the objective of ensuring the provision of an adequate supply of water that is free of health hazards and of satisfactory quality for household use.  Selected outcome indicators include customer satisfaction with overall water quality, percentage of customers metered (presently only 45%), percentage of customers who have access to water four hours a day or less (now almost half), and the percent of fees collected over total water billed.
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Figure 3: 

If you need to get to school or work, do roads exist at present at such conditions to allow for the service?
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They selected many outcome targets related to all indicators, including to increase customer satisfaction with overall water quality (from 30 % to 45 %) and to improve customer relations.  Planned actions included increasing the water supply to 24 hours/day by 2003, establishing a customer service office, and increasing both billings and collection rates.
2.2.3.3. Project Results and Public Outreach

The Mayor of Korca was reluctant to release survey results because of his fear that the local government would be blamed for low approval ratings even when they are not responsible.  For example, in mid-July, the water company, KWSE, failed to select a representative from the local government to sit on its board of directors and therefore, the city will have limited input on what happens with the new water system.  Apparently, the city is now experiencing electricity problems and the power is so low that the water supply equipment is not working properly.  The citizens continue to complain to city hall about the inadequate supply of water yet the mayor feels he is not responsible for the problem.  

Despite these hesitations, Korca staff did take a number of steps to publicize survey results and water issues.  The head of the municipal Investments Department and the director of KWSA agreed to work together and with the mayor to determine which results and information should be publicized about the water supply system.  Two public service announcements on water were co-produced by the local government, the private television station, Televizioni SOT 7, and KWSE.  Based on some of the survey findings, they portrayed both what the city is doing in the water sector and what citizens can do to alleviate some of the current problems with the water system.  One spot was about the Water Rehabilitation investment project, showing its objectives and raising some of the problems that city and water utility have to face in order to provide the service.  The other addressed water conservation, showing such bad examples as using potable water for irrigation or washing the car in a wasteful way.  Both seek the participation of citizens through paying their fees and using water properly – reducing the number of extra-legal water connections and the misuse of water.  The spots were transmitted several times a day for about ten days. 

2.2.4. Lushnja: Solid Waste Collection and Street Cleaning

2.2.4.1. Sector Analysis

Lushnja is very concerned about the health and aesthetic problems created by solid waste.  The city has contracted out its waste collection and street cleaning services under a 5-year contract to a local private company.  The firm has 72 employees, and operates with 11 trucks.  Out of 490 collection sites in the city, 40 consist of uncovered concrete forms, creating sanitation and aesthetic problems.  The city would like to move towards using plastic garbage bins, and the central government has awarded Lushnja a grant to be used in 2000 to purchase 40 bins.  However, this will require the purchase of a new kind of truck that can handle the bins.  In the meantime, the city wants to encourage the building of more of the concrete garbage deposit sites, which cost 20,000 leke each to build.  

Lushnja is also concerned about cost recovery as the current fee is not contributing adequately.  Albanian law allows local governments to collect fees for cleaning and garbage collection either by allowing the Power Company to collect the fees or to contract the service out to a third party.  If the Power Company does it, 95 of the fee collected goes to the local government, while the remaining five percent is retained by the Power Company.  If fee collection were to be carried out by a private company, the amount retained would be 11 percent.  

In Lushnja, the Power Company collects the fee, but the city believes it does not do a good job.  First of all, the garbage fee is not made part of the electric bill, which makes it less likely that citizens will pay.  Also, people are not accustomed to paying for cleaning and there is little possibility to enact punitive measures against those who refuse to pay.  Third, there may be some people who cannot afford the fee.
2.2.4.2. Performance Indicators and Targets

The working group described as their overall objectives to provide an environment free of health and safety hazards from uncollected waste, and to ensure an aesthetically attractive and high quality of life for the citizenry.  The outcome indicators they selected include the percent of citizens who report having seen animals/small pests in the uncollected garbage, the percent of streets whose appearance is rated satisfactorily (trained observer), and the percent of citizens who rate their city mainly clean or better.  They also chose an intermediate outcome indicator to measure the percent of fees collected.

The targets set by the working group for the following year included a reduction of the percent of citizens reporting seeing pests in uncollected garbage from 58% to 50%, and an increase of citizen satisfaction with city cleanliness from 19% to 30%.   Other targets were set in response to many of the survey’s findings, such as the percent of citizens who have had a problem with having their bulk garbage picked up (currently 49 percent), and the percent of households dissatisfied with the number of containers in their neighborhood (64 percent).

Their priorities for the next year were to increase the number of concrete forms and to purchase additional bins.  They also planned to review other cities’ fee collection procedures and to assess the value of contracting out fee collection service to a third party.  They decided to develop a trained observer inspection method using standardized ratings procedures.  An additional task was to promote public awareness of the importance of citizen participation in keeping the city clean.
2.2.4.3. Project Results and Public Outreach

The working group in Lushnja used their Service Improvement Action Plan to prepare a proposal requesting trash bins for the city and they received 50 additional bins in August.  Now that the city has acquired appropriate receptacles for collecting garbage, it wants to purchase additional equipment for removing the garbage from the bins.  In order to do this, the local government needs to institute a collection system for cleaning fees and to enforce the payment Lushnja staff wanted to use their citizen outreach plan to institute a collection system for cleaning fees and enforce the payment policy.  

The city has a standing agreement with the local television station to broadcast city announcements. City officials worked with the power company (which is presently responsible for collecting the fees) to determine the information included in the television segments  A talk show produced by the television station on the city’s solid waste collection and cleaning service, was broadcast in August 2000.  It was about 40 minutes long, featuring conversations with city staff and footage from around the city, such as shots of the new robin's-egg-blue dumpsters the city has purchased.  The show featured a description of current conditions (including survey results) and the current waste collection and cleaning contract,  by the city’s waste collection contract supervisor.  The deputy mayor introduced the Action Plan and reported on the city’s progress on completing the objectives it set forth.  

The TV station also made three short commercial spots which show people what to do and what not to do with their garbage. They planned to do one more that will remind citizens to not throw litter on the sidewalks and street vendors to clean up after themselves at the end of the day. The television pieces will also remind people to comply with the schedule of garbage pick-ups. 

3. Project Accomplishments and Future Steps

The project clearly demonstrated that performance management can be adopted easily and quickly in a country like Albania, and can bring rapid results.  The project enabled the four pilot local governments to focus on sector problems, identify steps for improvements, and set up a system for performance management on a permanent basis.  These efforts yielded concrete outcomes even in the short term, helping the local governments identify and execute priority improvements.  For example, Lushnja decided to invest in building and acquiring more garbage containers, Elbasan to set up the social service information center, and Baldushku to aggressively seek citizen contributions to building new footbridges.  The plethora of public outreach that emerged from the project was an indication of the project’s effectiveness in increasing local government accountability. 

Three directions are suggested for the future of performance management in Albania, and this project has included development of tools that should help that process move forward.  The most important is to continue implementation at the local level, both deepening the experience of the pilot local governments and replicating performance management in other local governments.  The fact that Korca – absolutely independently – was able to develop the Service Improvement Action Plan on the roads sector, provides compelling evidence of the replicability of this system given exposure and motivated staff.  The model action plans and the blueprint customer survey can be used by other interested local governments in pursuing this course. 

Two other avenues can be pursued at the national level, one focusing on the resolving some of the detailed sectoral issues raised by decentralization, and the other on establishing national standards.  

3.1. Sector-Level Issues During Decentralization

The project  also uncovered many sector-specific issues that need to be addressed nationwide in order to enable local governments to improve services.  These are often problems related to the decentralization underway, for example regarding regulations which remain too restrictive or give the wrong incentives, or funding mechanisms that are outdated.  The issues were sometimes outlined in the Service Improvement Action Plans, and also voiced during the sectoral working groups that met across the four local governments.

While the laws that bring about decentralization – such as the Local Government Law of Albania, passed in 2000 – put into place many of the underlying aspects of successful decentralization, they cannot address the specifics of each sector.  These are often known only to sectoral experts, or even to the local government staff themselves, who have the daily tasks of carrying out services.  

Among the issues that emerged, some are described below.

· Funding for investment without maintenance.  In Albania at present, road funding provided covers new roads only and provides no funds for maintenance.  This means that new roads are routinely washed out in a matter of a year or two.

· Many contracting issues and management questions are made difficult by changing institutions and new responsibilities.  These indicate a need for developing transparent procurement rules, and trying new types of management structures.  Many of the working groups found that increased local control – for example in the water sector – would greatly facilitate this process.

· The extent of discretion possible within regulations is still unclear.  For decentralization to become effective, local governments must have increasing freedom to respond to local needs.

· Fee collection caused a lot of concern.  When by law a different agency collects the fee and delivers it to central government for eventual redistribution to local governments, localities often feel they lose both financially and with respect to control.

· Avenues of communication between local governments and ministries within sectors should be widened.  Measures might include best practices groups, frequent contact on what is most effective, understanding what the bottlenecks are within regulations.

· It is important to share data – including performance indicators – regarding service delivery.  This will enable localities to learn from each other and the central government to understand how effectively services are being provided.

· There must be increasing involvement of household contributions.  As local government responsibility increases in a decentralizing system, municipalities must look to citizens for funding contributions.  For example, the importance of raising fees for water or for garbage collection was keenly felt in Korca and Lushnja, as was the necessity of involving citizens in the construction of new footbridges in Baldushku.

Within the scope of this project, these issues could only be raised.  Nevertheless, it is clear that they should be addressed by both local governments and the central government across sectors. A useful mechanism already used in other countries is to form sectoral working groups, uniting the efforts of central and local government experts in determining ways to improve service delivery through both better regulation and better practices.  First steps were taken through the sectoral meetings at two project workshops with the four governments, and the idea of continuing that practice in the water sector was broached by the head of the Korca water company at the end of the project.  Working groups in other sectors would also be extremely useful.

3.2. National Indicators Database

One of the most valuable aspects of performance measurement is the ability to compare performance across local governments nationwide.  This can be extremely important at a time when there are not yet clear and recognized standards, and when improvements in service are urgently needed.  The creation of a national indicators database can greatly assist local governments and central governments in setting up standards and in creating incentives and models to improve performance.  The database should be widely shared by local governments and central government.  A draft of such indicators has been prepared and discussed (see Annex 2).  The intent is that these indicators would be specially selected to illustrate the quality and effectiveness of service provided.  The database would give local governments a sense of where they stand with respect to other local governments within each sector.  They will also be able to see what other local governments are doing a good job and use them as a source for successful strategies ("best practices").  In addition, sectoral experts within central government ministries will have a sense of the effectiveness of local services, illuminating which aspects of current regulation are most – and least – effective.  This approach has been very effective in Britain, for example.

The Albanian Association of Municipalities agreed to house such a database, and featured it in a special issue published in September of 2000, which was almost entirely dedicated to performance management.  
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� Communes are smaller than municipalities and are usually composed of several small villages.  The second level government consists of 12 regions, responsible for regional coordination and development, but their precise role is very much under revision.
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Figure 4: In the past year, have you had any of the following

 

problems with your water?
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Figure 1: How would you rate the condition of the road

 surface in your neighborhood?
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Figure 3: If you need to get to school or work, do roads exist at present at such conditions to allow for the service?
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Figure 4: In the past year, have you had any of the following problems with your water?
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Figure 1: How would you rate the condition of the road surface in your neighborhood?
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