
Summary
Since its establishment in 1994, the Palestinian Authority has faced the chal-
lenge of creating effective governments in the newly created Palestinian
municipalities.

To support the Palestinian Authority in their efforts, the Palestinian Municipal
Management Project (PMMP) was established in 1998. This CIDA-funded
capacity building initiative is managed and deliv-ered by the Federation of
Canadian Municipalities. One component of the overall project was the
“Leadership, Management, and Capacity Building Program” in the munici-
pality of Rafah in Gaza. The objective of this component was to work with
Rafah to identify issues related to management capacity and leadership, sug-
gest solutions, and recommend needed training.

The training program was implemented in six phases, which included an
overall assessment of the needs of the organization, a detailed assessment
of individual staff needs for management and technical training, delivery of
a management training program, and delivery of a more technically oriented
management and supervisory training program.

The needs assessment and management training phases are complete. The
training program has already helped Rafah managers work more effectively
as a corporate team, apply strategic planning concepts, and use legislative
and management tools available to them to achieve their vision. They have
made significant strides in staff leadership, and as a team, are providing bet-
ter leadership for the citizens of Rafah.

Introduction
Rafah is an urban Palestinian municipality1 in the south of the Gaza Strip. It
has a population of about 130,000 – of which approximately 70% are
refugees. The community suffers from poverty, a high rate of unemployment,
water shortages and poor water management.

In 1998, the Federation of Canadian Municipalities (FCM) and the Canadian
International Development Agency (CIDA) signed an agreement to imple-
ment the Palestinian Municipal Management Project (PMMP). The project
was established to help the Municipality of Rafah enhance its management
capacity and the level of public participation in municipal government.

Rafah is governed by a 13-member Council and a Mayor, all of whom are
appointed by the Palestinian Authority. The last municipal election was held
in 1946.According to the new Municipal Law, local councilors are to be elect-
ed, but an election date has yet to be set. It is expected that the election of
a municipal council will dramatically change the strategic leadership within
Rafah.

The Rafah Mayor’s Office is supported by a Deputy Mayor, a Municipal
Manager and a Legal Affairs Office. The Municipal Manager is responsible for
five departments: Environment and Health, Technical, Financial,
Administrative, and Water and Waste Water. All decisions must be ap-proved
by the Ministry for Local Government (MLG).
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1 Rafah is one of five governorates in the Gaza Strip. The Palestinian Authority (PA) established the governorate
level in 1996 as an intermediate governance level between the PA and municipalities.



Rafah’s senior administrators are well-educated and committed, but they are
struggling to respond to changing circumstances and new challenges with
very few resources. As would be the case for any orga-nization in such cir-
cumstances, the administration needed some assistance in organizing them-
selves to tackle a wide range of complex issues, and in learning to apply new
tools and concepts for dealing with those issues. They also needed to work
together effectively and efficiently to articulate and implement a vision for
their administration and their city, while maintaining and improving the
delivery of municipal services to the citizens of Rafah.

Prior to this project, Rafah had taken some steps to deal with organization-
al issues: A local consultant had been contracted to conduct a diagnostic
study of the municipality; the Rafah Council had appointed an Acting
Administrator to provide overall guidance to the administration; the admin-
istration had been reorganized to be more effective; and some individual
staff training had occurred.

The Project
The Leadership, Management, and Capacity Building Program, one compo-
nent of the PMMP, is helping Rafah staff build their municipal management
and leadership skills. Special attention has been given to strategic planning,
the relationship between Council and municipal administrative staff; and the
development of an official plan for Rafah.

The technical assistance team was led by Tom Fletcher, the former Chief
Administrative Officer of Delta, B.C. and now President of Fletcher &
Company Municipal Consulting Inc. The team also included Judy McLeod,
Director of Planning at Delta, B.C.; Cecil Mascarenhas; Peter Dunn; and Dr.
Amr Elleithy of FCM’s International Centre for Municipal Development
(ICMD).

Improving Management and
Leadership Skills – Keeping it
Pragmatic and Applied
The FCM technical assistance team based the Rafah program on four funda-
mental principles:
1) Rafah staff should be exposed to leading edge management practices,

tools, and techniques.
2) The approach should be pragmatic and should ensure that Rafah staff

had the resources to implement the recommended practices.
3) The program should focus on actual issues and problems facing Rafah.
4) The program approach should be methodical, and should ensure that the

real needs of the Rafah staff are being met.

Based on these principles, the program was undertaken in six distinct 
phases that are outlined below.

General Needs Assessment
In September 1999 the FCM team conducted an overall assessment to iden-
tify the existing capabilities of the Rafah management staff – in terms of
management skills, strategic planning abilities, systems thinking, and leader-
ship skills. The team then identified the key competencies (management and
team skills and behaviours) that staff members required to be effective.

Strategy to Address Management and
Training Needs  
Based on their assessment, the team recommended staff training and devel-
opment in several key areas: strategic and business planning processes, orga-
nizational development needs, and desired management competencies.

Exposure to Canadian Management
Practices  
In November 1999 four key staff members from Rafah and a representative
from the Palestinian Ministry of Local Government attended the Local
Government Leadership Program in Banff, Canada. The training curriculum,
which was designed by The Banff Centre, focused on Canadian management
practices and decision-making processes. To facilitate the learning process,
the FCM consultants attended the program with the Rafah participants. The
Canadian members provided coaching to ensure the concepts were relevant
to the Rafah participants’ needs, and helped adapt training materials to the
Rafah context. The four municipal staff members from Rafah became part of
a core group involved in the implementation of project activities in their
respective departments.

Detailed Needs Assessment
Based on the recommendations from the general needs assessment, and in
consultation with the Rafah Administrator, the FCM technical assistance
team developed an overall training plan for senior and middle management
staff who would become agents of change in Rafah. The Rafah Administrator
identified a core team of staff who would attend the training. The technical
assistance team then conducted a detailed assessment of the specific train-
ing needs (management, professional, and technical) of the core team. The
assessment was undertaken through one-on-one interviews of the core team
members and meetings with the Mayor and Council.
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The entrance to the municipal buildings in Rafah.



Management and Leadership Training 
The FCM team developed a management training program to meet the 
specific needs of the Rafah core team. The training program included:
• Tools that local administrators can use to achieve their objectives 

(strategic planning, business planning, public participation, budgeting,
and priority setting)

• Program planning and implementation (with realistic “how to” guidelines)
• Individual competencies and team competencies (such as setting priorities,

system and strategic thinking, team work) 
• Supervisory management practices (such as objective setting and work

programming).

The FCM team made every effort to keep the training relevant, practical
and accessible.
• The training was delivered in half-day modules in Rafah’s library.

This allowed staff members to keep up with their work for the balance
of the day.

• The program content, including group discussion topics and case studies,
was specific to Rafah.

• All training activities and exercises were designed so that participants
accomplished something they needed in their work – for example, as
part of the training in setting objectives, the participants started to set
personal objectives, and they began developing strategic plans for their
priority projects as part of the case study exercises.

• All training materials were made available in both Arabic and English –
this included visual presentations, a binder of background materials,
and guidelines and descriptions of assignments for the case studies and
group discussions.

Applied Professional/Technical Training
Program:  
Following the Management Training Program for the core team, and based
on the results and feedback from participants and facilitators, a program of
more applied management and supervisory training was developed. The
delivery of this program is now in the final planning stages.

Better Management Practices
– Immediate Results
The Leadership, Management, and Capacity Building Program helped Rafah
staff to work together as a corporate team, and to apply systems thinking
and strategic planning concepts to real issues. They began to develop pro-
grams, policies, and solutions to address their priority objectives; and to use
the legislative and management tools available to better achieve their vision
for their City and their organization.

Rafah managers made significant improvements in their individual abilities
to play a leadership role for their staff, and, as a team, to provide better lead-
ership for Rafah’s citizens.

Some of the program’s results were immediate, and some were identified
while the training was under-way. Examples include:
• The Mayor noted positive changes in his staff.
• Staff members began to identify ways in which they could use business

planning to improve their success in implementing their plans and pro-
grams.

• In the case study exercises, staff members began to use strategic plan-
ning approaches, interde-partmental teams, lead department concepts,
and budget and priority setting to develop programs to address their pri-
ority concerns.

• Staff members were exceptionally enthusiastic about the training meth-
ods – case studies, group discussions, and group work. They felt that the
content of the program was relevant and appropriate. They ranked the
most valuable content areas in the following order: strategic planning,
urban planning, business plans/departmental plans, management leader-
ship, and finance.

Innovative Concepts, 
Practical Tools
When the Rafah management staff came together during the Needs
Assessment Phase to talk about what would make this process successful for
them, it was the first time that they had met as a group to discuss the busi-
ness of Rafah.

One of the fundamental competencies of a municipality, or any other organ-
ization, is that its key people share the same vision, values, and objectives,
and that they work together to achieve them. As long as this culture can be
maintained, the municipality will have great potential to sustain itself as an
organization, and fulfill its obligations to its citizens.

Rafah municipal managers have begun to articulate a vision for the City that
is shared by the community. However, the municipality has few resources,
either financial or human, with which to implement its vision. The FCM pro-
gram therefore stressed the importance of developing strategic plans that
were adaptable to changing circumstances of budget and priorities. Rafah
staff were trained to use the tools available to set priorities and work
towards them as an organization to achieve their vision.

Strong corporate leadership by the management team, and sound use of the
tools available does represent a significant solution to using scarce resources
effectively. Team decision-making practices can be “institutionalized” in the
annual business plan, budget, and priority setting processes. These process-
es are sustainable over time, and in fact become more effective as the organ-
ization gains experience in using the tools and sees their value.

A municipal management and leadership workshop for Rafah officials.

Gaza airport epitomizes the prospects for future development in Rafah.



As a whole, the Palestinian Municipal Management Project has given Rafah’s
leaders the concepts and tools to respond to challenges and improve munic-
ipal governance. This could have significant impact in several areas:
• Implementing the Official Plan – Rafah now has the tools and manage-

ment processes in place to begin the process of implementing the plan
once it is complete.

• Better use of donor contributions – by identifying the municipality’s 
priorities on a corporate basis, and ensuring that all Department Heads
as well as Council pursue the agreed on priorities;

• Public support for the municipality and understanding of its functions –
through implementation of effective public participation policies and
programs, including public information and communication initiatives;

• Improved revenue collection – through learning to approach complex,
multi-faceted issues on a corporate wide, systematic basis;

• Improved community relations – by taking a leadership role in finding
solutions to and responding to community needs and concerns; and,

• Economic and environmental improvement – by identifying a corporate
approach that builds on the City’s strengths and addresses environmen-
tal concerns.

Learning From Our Successes
One key lesson from the training in Rafah is the importance of involving
municipal staff, administrators, the Mayor and Council, and the trainers in
the design of a staff training program. Throughout this project, participants
were consulted on their needs and preferences – before any decisions on the
approach to the training were finalized. This is a key lesson for future pro-
grams. The success of this approach was validated by the participants who
said, “You did it right!”

A second key lesson is that staff need access to technical assistance and
coaching over a period of time. Staff training programs in circumstances
such as those in Rafah need to be provided over time, with periods between
training for staff to assimilate and practice what they have learned. This
approach certainly contributed to the success of this program.

A number of other features of the training also contributed to its success:
• Designing and delivering the program in phases was an excellent

approach. It provided opportunities for staff to identify their needs and
provide input into the design of the program. It also allowed the FCM
team to design a training program that was tailored to the needs of
Rafah staff, and that was able to respond to evolving needs.

• Presenting Canadian concepts and then applying them to the Rafah con-
text allowed the staff participants to learn the “academics” of the con-
cepts first, and then apply them to their work. This is an effective way to
introduce complex, leading edge concepts.

• Linking ongoing corporate activities to day-to-day activities helped the
Rafah staff see the im-portant links between their operational decisions,
such as planning approvals, and achieving a long term vision for their city.

• As noted above, providing translations of training materials, using Rafah
case studies, and delivering the training in half-day modules all con-
tributed to the success of the program. Participants felt that their time
was spent productively, and that they had tangible and useful products
at the end of the training.

Applying the Experience
Elsewhere
The Leadership, Management, and Capacity Building Program could be read-
ily adapted to almost any municipality in any country. The concepts and tools
recommended to the Palestinians were either “leading edge” or considered
“best practice” by the experienced municipal resources involved in this proj-
ect. However, the fundamental principle stressed to the trainers was that
concepts must be presented in a pragmatic way – so that participants can
actually use the various planning, budgeting, legislative, and management
tools presented to them. It was also critical that the training reflect the
resources available to the municipality, so that the management practices
and tools could be implemented immediately.

This approach and process used in Rafah could be reproduced successfully in
other municipalities, as long as the content is designed to meet the specific
needs of the staff. The organizational and staff competencies, tools, case
studies, and emphasis on different training components must be adjusted to
local needs and the specific circumstances of the municipality.

The Canadian model of enhancing good municipal governance no longer
focuses solely on supporting developing countries in the provision of servic-
es in its technical forms. Instead, it increasingly emphasizes the partnership
between civil society and the state, and presents a progressive approach to
building municipal capacity through sharing knowledge, adapting best prac-
tices, and working with people in partnerships.

While the current work of PMMP is on hold, regular communications with
Rafah indicate that the achievements of the program remain solid, and have
become the model for a new approach to municipal management across the
Municipality. CIDA has indicated support for a PMMP II which, when life is
more stable in Palestine, will take a similar approach and begin working with
other municipalities in Gaza.

The only transportation available for school children is a private 
pick-up truck.

For more information on this program, contact:

Federation of Canadian Municipalities -
International Centre for 
Municipal Development
24 Clarence Street, Ottawa, ON Canada K1N 5P3
Tel: (613) 241 5221
Fax: (613) 241 7117
Email: international@fcm.ca
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