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Abstract

This Case Study includes two examples of networks as a tool for capacity building: Cities of Tomorrow and Cities of Change.

Both Networks are supported by the Bertelsmann Foundation which has established several national and international local government networks. As a platform to collect and exchange examples of public reform measures and good implementation practices, jointly develop innovative model solutions, put them into practice and disseminate the results, the networks serve as agents of change.

Cities of Tomorrow, which has been active for five years, is a network of municipalities with a very high performance level within OECD countries. During the first project cycles of two years each, the network addressed thematic as well as methodological issues; the mutual work has been a rewarding experience for participating cities as they access and devise innovative solutions. Feedback from the communities they serve and the demand for the project’s products has proven that the network can inspire reform and urban development.

Cities of Change, modelled on the Cities of Tomorrow experience, is a joint project with the World Bank which attempts to apply networking to support policy and administrative reform in Central and Eastern European countries.  The World Bank’s goal is to help Mayors and officials of these transition countries improve their ability to create the right environment for individuals, communities and businesses to thrive through changes and respond to the introduction of market forces.  Cities can be the engines of growth not only for their communities but also for their countries.  This innovative grass roots capacity-building enables cities to work together to develop and test solutions that address the serious issues of urban poverty and inadequate urban management. 

The project is still in its early stages so results are not yet available, but early indications are that the similar challenges of economic and social transition following the collapse of communism, as well as the differences in approaches to date, will make transnational exchange of special significance and value in this region. 

The Cities of Tomorrow is funded by the Bertelsmann Foundation.  The Cities of Change is funded by the Foundation and the World Bank.

1
Introduction

Networks offer a flexible platform for an ongoing exchange of experiences and are an efficient tool to support innovation and change. In recent years the Bertelsmann Foundation has set up national and international networks in local administration, education, the employment sector and public libraries. 

Regardless of the chosen field of activity and the thematic focus, networks are defined as national or international co-operative endeavours by autonomous and equal actors for the purpose of joint learning, organizational development, improvement of their problem-solving capacity and the dissemination of exemplary solutions.

Structures are diverse, depending on factors such as the number of participating individuals or groups, access limitations, the relationship between the actors and the adopted norms for interaction and communication as well as the intended duration of the co-operation.

Since the establishment of its first local government network in 1995, the “Cities of Tomorrow,” the Bertelsmann Foundation has established other national and international networks with different partner institutions. These networks either aim to introduce strategic management methods to local administrations or focus on specific topics such as citizen participation, political leadership or comparative performance measurement.

Networks collect, develop and disseminate ideas and practical solutions. Local governments get access to the accumulated know-how within the network and – especially in the case of international networks – are exposed to very different views and approaches, increasing their awareness of current trends as well as their capacity to find innovative solutions for present challenges. Evaluations show that the exchange between administrative practitioners and the practical applicability of the joint activities are particularly useful.

Although supporting institutions like the Bertelsmann Foundation are in general not necessary to set up and maintain networks, they can fulfill several important functions. Apart from their financial support, which can be crucial during the start-up phase, their impartial co-ordination of activities and expertise in methods and topics are valuable contributions.  The Bertelsmann Foundation has been able to transfer international knowledge from the Cities of Tomorrow Network to the national German network
 of local government, thus providing some important impulses for innovations to German local administrations.

1.1
Cities of Tomorrow

In 1993 the Bertelsmann Foundation looked for successful international approaches to reform in local government and nominated 10 cities for the annual Carl Bertelsmann Prize for “Democracy and Efficiency in Local Government.”
 All the cities that had been nominated for the Carl Bertelsmann Prize were invited to participate in the network Cities of Tomorrow, which was established in 1995. 

Cities of Tomorrow in its present form is a network with representatives from 16 municipal governments
 working in three clusters on different subject areas; the access is strictly limited and the prolongation of the project depends on the cities’ achievements with respect to their objectives. While the Foundation steers and co-ordinates the network, the work on each cluster topic is led by one of the cities. Nevertheless the cities have equal rights and obligations, and are equally responsible for the overall success.

The intended outcome is twofold. Firstly the reciprocal exchange of experiences between the municipal administrations should stimulate mutual learning among participating municipalities, thus enhancing the quality of local governance worldwide; secondly the variety of best practices from these outstanding municipalities should be applied to modernizing local administration in Germany.

1.2
Objectives

The overall objective of Cities of Tomorrow is to deepen understanding of administrative reform  through active exchanges among practitioners in public administration. Throughout the lifetime of the project, objectives have become much more detailed and operational, although they still fall into three main dimensions:

· compiling and exchanging successful examples of public reform measures and good implementation practices between the participants;

· developing and implementing new and innovative solutions where the practitioners involved and external assistance work together to support the cities’ endeavours; and

· disseminating the results.

2
Activities

At the beginning of each network cycle, the partners jointly decide what topics will be dealt with. City representatives join topical working groups, which in the current network cycle are children and youth, employment generation and senior citizens. Each city develops projects relating to these themes following the strategic management cycle below.
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New public management methods such as performance measurement remain important tools, though strategic management as a holistic long-term strategy concentrates on politically desired outcomes for the community. The goal is to integrate new management tools at the political level as well as for citizen involvement. 

2.1
Adding value for participants

The structure of a Network must enable the cities to co-operate on joint activities and ensure whatever external input is necessary or helpful to achieve the objectives. It is easier to disseminate outcomes later if this objective is built in from the beginning.

The following diagram indicates that success depends on the participating municipalities, the core of the network. Only pro-active and self-motivated participants serve both as source and laboratories of innovations. A variety of other stakeholders contribute on different levels.
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The direct exchange of experiences takes place at annual symposia involving all the partners and regular meetings of thematic task group members. Moreover IT-tools like a web site and ongoing reporting via e-mail lay the basis for mutual work. In addition the cities are supported by external consultants, scientists as well as national associations and institutions. The Foundation is largely responsible for editing and distributing products such as case studies, publications on management issues, project newsletters and IT tools (web site and case bank). Even so, the cities and external partners contribute intensively to disseminating their experience, project results and products. 

Participation in a network like Cities of Tomorrow imposes efforts and expenditures. According to the most recent evaluation, participating cities recognize a net benefit from the knowledge and capacity gained through the network’s international perspective and collegial working style.

2.2
Strategic management in child and youth policies – the example of Essen

The German city of Essen currently participates in the children and youth cluster. Essen’s experiences and the strategy it adopted in this field under the strong influence of its international partners exemplify some of the concrete outcomes cities can expect as well as the value added through networking.
In close co-operation with its network partners, the City of Essen developed a city-wide strategy to build its communities into good places for children, young people and their families. A SWOT analysis (Strengths, Weaknesses, Opportunities, Threats) provided valuable information as a basis for planning. The city has proactively identified and built partnerships with key stakeholders including federal government agencies, NGO’s, community groups and schools.

Strategic planning of services should optimize outcomes for children, young people and their families. Measurable aims are in place for play areas, reducing the number of children involved in traffic accidents and improving cultural and educational opportunities for children and families. Children and families regularly participate in evaluating progress. The “Parent Information Service” reinforces parental responsibility. Parents are consulted on the quality and priority of municipal services for children and families. Children are not left out of the evaluative processes; 1,500 children participate in a Children’s Forum on the UN Rights of the Child and the work of the city administration. All their feedback on the strengths and weaknesses of municipal service will be integrated into Essen’s Management Operating System.

In this process of vision building, establishing local networks, organizational and cultural change and monitoring results the city has gained from network partners in several ways. Firstly the network provided knowledge about tools to improve project management. Secondly, continuous feedback from network partners helped to build and shape Essen’s strategy. Thirdly, Essen was able to implement best practices from elsewhere, such as the Children’s Forum at City Hall.

2.3
Cities of Change

Because local governments can take a leading role in modernizing public administration and networks are an excellent tool  to transfer relevant knowledge and skills, the Bertelsmann Foundation and the World Bank jointly initiated the Cities of Change network to support municipal authorities in Central and Eastern Europe in the transition to democracy.

Ten reform-oriented municipalities
 from Bulgaria, Latvia, Hungary, Poland and Slovakia were selected to take part in the project, which was formally established in April 2000. While it draws on the Cities of Tomorrow experience, Cities of Change has to take into account current levels of reform and the extraordinary challenges of the past decade of transformation. 

2. 3
Objectives and structure

The overall objectives of Cities of Change are the same as for Cities of Tomorrow: exchange of experiences, development and implementation of best practices and dissemination of the results within the region.

The Central and Eastern European Countries (CEEC) face similar challenges, though some have made more progress than others. Transferring model solutions from more successful countries to those still struggling is an effective way to assist the transformation of local administrations in the region.

Many CEEC local governments have not yet acquired a profound, current knowledge of strategic management approaches and tools.  In addition to the general objectives mentioned above, Cities of Change concentrates on building the strategic planning capacity of participating administrations with respect to procedures, management approaches and tools. 

The structure of the network is slightly different from Cities of Tomorrow.  International specialists in the cluster topics ensure qualified input and guidance on content; national consultants support participating cities in building capacity and facilitate the project. The supporting institutions finance and co-ordinate the activities and provide their expert knowledge in a variety of fields.

Cities of Change concentrates on a comparatively limited number of themes. Two clusters have been established in accordance with participants’ stated priorities: local economic development and environmental policy / solid waste management. One city from each of the five countries takes part in each cluster.

Current tools include annual network meetings, semi-annual cluster meetings, bilateral meetings, workshops and consultancy. Products to disseminate results will be created at a later stage.  

2.4
Strategic planning framework

The first step was to agree on a strategic project plan for the first network cycle. Developing and implementing a project according to the planning cycle will build up strategic planning and management capacity in the participating cities.


Even as the cities are working on the first stages of the adopted cluster plans,  practical benefits are already recognizable. Participants in the environmental policy cluster have agreed to follow a participatory approach to develop solid waste strategies and some of the cities working on local economic development have started an intensive exchange of experience with respect to greenfield investments. 

We see here the first steps towards using this opportunity to exchange experiences and develop new best practices. The Bertelsmann Foundation and the World Bank will strongly support the task of dissemination beyond the participating cities, in the countries and within the region through publications, case studies, a web site, conferences and workshops. 

3
Benefits and added value

Cities of Change is still at an early pilot stage; an evaluation of the benefits is therefore not yet possible but the potential benefits and challenges of the Network are anticipated to be:

Strengths
Weaknesses

· Rapid self driven learning process (capacity building)

· Personal and institutional cross-border contacts and exchange of experiences

· Synergies through the joint elaboration of best practices 

· International expertise provided for cluster topic work

· In-country facilitation through consulting support 

· Inclusion of diverse interests and stakeholders

· Flexibility of the structure
· Complex communication and dependency on information technology

· Frequent travel

· Possible intercultural misunderstandings

· Difficulty in measuring performance and outcomes

· Need for pro-active participants, leading to potential differences in the commitment and performance of the cities 

Opportunities
Threats

· Similarity of transformation challenges encountered in the participating countries

· Possible synergies between the networks and potential integration with Cities of Tomorrow

· National recognition for the cities as a good practice local governments and as a credible source of national dissemination of knowledge

· Co-operation with national associations and institutions  
· Due to insufficient English language skills, there is no common language for direct communication

· Different contexts in the participating countries may hamper transfer of good practices

· Municipalities may have insufficient financial resources to implement new solutions



4
Lessons learned and conclusions

Networks have been recognized in recent years as an effective tool to support learning processes through the exchange of experiences between practitioners. The open, collegial discussions they foster lead to innovation and the transfer of models into practical solutions.

To ensure successful co-operation within a network, partners need to agree on a set of key conditions: 

· Partners should share a joint objective and be equally committed

· Partners should be willing to contribute financially and with personal effort

· Partners should be willing to take an active role in the transfer of know-how gained 

· Partners should be willing to enter into informal Memoranda of Understanding setting out their obligations and making provision for regular reporting to steer activities.

If these preconditions are met, networking offers added value for all partners. 

For supporting organizations such as the Bank and the Foundation the value is that they can use their independence, impartiality and flexibility to contribute to solving perceived problems through the development and implementation of model solutions.  

Networking is becoming an increasingly important strategic tool. 

Networks build the capacity building of the individuals and organizations involved. Their partners’ widespread contacts offer a framework to disseminate successful practical solutions, thus creating considerable external impact.































Evaluation





Indicators for measuring


the achievement of goals





Implementation





Design of projects to deliver


- objectives / activities


-indicators / budget





Development of municipalities’


own plans to carry out the 


mission, goals etc.





Agreement on overall


missions, goals, objectives


involving all stakeholders





Development & discussion


of options with stakeholders


to meet the needs





Gathering information/


data





Identify & co-ordinate


groups of stakeholders to 


assist in process





Analysis to understand 


environment / economy






































� „Kommunen der Zukunft“


� Phoenix, Arizona and Christchurch, New Zealand were voted the world’s best local governments; Braintree (UK), Delft (Netherlands), Duisburg (Germany), Farum (Denmark), Hämeenlinna (Finland), Neuchâtel (Switzerland), Quebec (Canada) and Tilburg (Netherlands) were the other cities nominated. 


� Between 1995 and 1998 the number of participating cities increased to 16, including associate members Celle, Essen, Hannover and Münster in Germany, Mitaka in Japan, and the Swedish cities Nordanstig, Täby and Varburg; Duisburg and Neuchâtel withdraw from the network after the first project cycle.





� Pazardjik and Smolyan (Bulgaria); Györ and Tatabanya (Hungary); Liepaja and Rezekne (Latvia); Ostrow-Wielkopolski and Poznan (Poland); Kosice and Poprad (Slovakia)
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