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Introduction 

This project is the Community Development Plan (CDP) of the Brundtland School of 

Local Governance sponsored by the Asociación de Municipios de Panamá (AMUPA). This new 

program will become the host for a curriculum-based training for municipal leaders of Panama. 

The inaugural courses of the Brundtland School will focus on advancing decentralization efforts 

in Panama with a focus on the Agenda 2030 and sustainable development. 

This CDP, will review the sponsoring organization, highlight the need for a municipal 

education program, discuss research conducted through a region wide survey, outline 

recommendations regarding learning objectives, topics and activities for the initial courses and 

supply project management guidance.  

 
2 



 
 

Table of Contents 
Introduction 2 

Table of Contents 3 

Sponsoring Organization 5 
Background 5 
Mission & Values 6 
Business Model & Goals: (Financial, Community, Environmental) 6 

Community Description 7 
Economic Characteristics 7 
Government 7 

Challenges & Requirements 8 
Fragmentation at a regional level 9 
Municipal Financing & Central Government 9 
Constrained Municipal Administrative and Management Capacity 10 

Panama’s Legacy & Law on Decentralisation 10 
Requirements 10 

Development Project Objectives 11 
Objectives 11 
Scale and Scope of Development Project 12 
Stakeholder Engagement & Management 13 

Independent of AMUPA 13 
Within AMUPA 13 

Survey Overview 14 
Survey Structure 14 
Survey Respondents 15 
Survey Responses 16 
Free Response Question 18 

Learning Guide 20 

Recommended Initiatives 22 
Pre-Project 22 
Project Phase 27 
Post Pilot Phase 28 

Project Risks 29 
Risk Mitigation Strategies 30 

Vision, Governance and Staffing 32 

 
3 



 
 

Vision 32 
Governance 33 
Staff Resources 33 

Funding Requirements, Sources and Processes 34 
Funding Requirements 34 
Sources of Funding 35 
Fund Management Processes 35 

Performance Management, Reporting and Progress Tracking 36 
Key Performance Indicators (KPIs) 36 
Reporting Process 37 

Conclusion 38 

APPENDIX 39 
Encuesta del Capacitación Internacional de Gobiernos Locales (ECIGOL) 39 
Learning Guide 45 
Development Feedback Survey 50 
Risk Register 50 
Project Cost Estimate Table 51 
Status Report 52 

Endnotes 53 

 

   

 
4 



 
 

Sponsoring Organization 

Background 

Asociación de Municipios de Panamá (AMUPA) is an organization that represents the 

interests of the municipalities of the Panamanian Republic, bringing together all 81 municipal 

authorities in one organization.1 This association was born with the purpose of working in the 

defense of autonomy, local development, and strengthening of municipal unity as a guarantor of 

the effective application of democratic and participatory principles in Panama.  As of 2016, it has 

undertaken a new role to promote decentralization.2  

AMUPA was created in 1995 through a federal declaration from the Ministry of Interior 

and Justice to serve as the legitimate interlocutor of local governments and agent of change at the 

federal level.3  Since its inception, AMUPA has been led by a permanent board of directors and 

the 81 current elected mayors from across the Panamanian state. AMUPA is committed to 

expanding sustainability and development by advancing the priorities of local elected officials 

and elevating the community's voices through a sustainable governance training program.  

Figure 1: AMUPA Organizational Chart 

 
5 



 
 

 AMUPA is aware that as Panama develops, communities must be equipped to govern and 

develop in a sustainable manner that responds to local interests and needs.4 It is for this reason 

that the organization intends to embark on a new training and development program. AMUPA 

leadership believe the best way to facilitate sustainability in this regard is to develop local 

knowledge of sustainable development agenda through the creation of a stand alone program, the 

Brundtland School of Local Governance. The program will look to create new sustainable 

development leaders, by addressing the knowledge gap and enabling local community members 

to conduct advocacy at the federal and international level.  

Mission & Values 

AMUPA’s mission is two pronged, first to provide quality services, for the strengthening 

of local government and second to serve as a guarantor of municipal autonomy throughout 

Panama. They aspire to create a network of municipal leaders throughout Panama that endeavour 

to achieve their own community’s goals and maintain long-term mutually beneficial 

relationships across municipal areas. A key part of this aspiration is to have municipal leaders 

embrace sustainability while continuing to meet the needs of their current residents and 

contributing to sustainable development throughout Panama. 

Business Model & Goals: (Financial, Community, Environmental) 

AMUPA is the sole nationwide representative body of municipal leaders in Panama. This 

unique position creates a responsibility of AMUPA leadership to both listen and respond to 

issues throughout Panama. In terms of capacity, the organization employs 30 staff in five 

Regional offices located in Chiriquí, Comarca Ngäbe Buglé, Herrera, Veraguas and Panama.5 

Their coverage area includes all 81 municipalities in Panama, across 10 provinces and the 5 

Comaracas. AMUPA has a track record of effective representation and satisfaction in the general 

public because of their well organized system of advocating and they are able to deliver swift 

responses to community needs.  Particularly during the COVID-19 pandemic, AMUPA was able 

to successfully lobby the federal government for emergency financial assistance for municipal 

government operations in response to the drop in local tax revenue.6  During this same period, 

AMUPA and the Ministry of Health signed an agreement to link local and regional health 
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operations and expand quality of life programming nationwide.7 During this difficult time, 

AMUPA has adapted to its new role of coordinating local aid and ensuring that Panamanians 

endure minimal health and economic hardships.  

Community Description  

Economic Characteristics 

Panama has had one of the fastest-growing economies in the world over the last decade.8 

Between 2001 and 2013, Real Gross Domestic Product (GDP) averaged 7.2%, almost double 

that of most countries in Latin America and the Caribbean. In an international context marked by 

trade disputes and social conflicts, most countries in the region expect an economic downturn in 

2020 and the Panamanian government estimates the annual growth to return to the same rate as 

in 2018. Additionally, prior to the COVID-19 Pandemic, the government announced budget cuts 

which may impact services across many sectors.9 As a whole, Panama’s macro-economic growth 

has been sustained by the construction and logistics sectors, chiefly from the Canal expansion 

which began in 2016. The resumption of global trade and demand for raw aggregate materials 

are expected to provide an economic resurgence in 2021.10  However, economic prosperity has 

not been equally distributed or translated into social development for many panamanians, as 

Panama is the 12th most unequal country in the world and the 4th most unequal in the region.11 

While the steady GDP growth indicated overall growth this offers a false impression of wealth 

that hides income, social and gender inequality throughout the country.  In particular, poverty in 

rural and indigeous groups has contributed to an 11 year life expectancy gap between the 

indigeous and general population.  Additionally, while urban areas experience extreme poverty at 

a rate of 4%, rural areas are nearly 27%.12 

Government 

Panama is a presidential republic with two levels of government: national and municipal 

established by the constitution. At an administrative level, the government is further divided into 

two administrative tiers, with municipalities falling into subnational tier.13 Within Panama, the 

10 provinces are considered deconcentrated entities of the central government. Each province is 
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led by a presidentially appointed leader and administered by a Junta Territorial composed of 

representatives from each federal ministry. An additional provincial council functions as local 

advisors to the governor. The primary function of the provincial government is to implement the 

plans and programmes developed by the national government. In addition to the 10 provinces, 5 

Comarcas possess provincial status yet remain semi-autonomous, as they have traditional, 

“communal” structures.14  Each province is further divided into autonomous municipalities 

(distritos), which themselves are divided into subunits – corregimientos. Each municipality is led 

by democratically elected mayors and have municipal councils composed of two elected 

representatives from each corregimiento. These municipal leaders comprise the entire 

membership of AMUPA.  

Challenges & Requirements 

Panama and AMUPA face several challenges that are vestiges of past governments. Most 

of the challenges are worsened by the fact that rural communities experience poverty at a much 

higher rate than the Capitol region. AMUPA looks to broaden growth by decentralization 

programs which shift focus toward rural areas in a strategic approach to development, which 

inturn supports locally led policy. This can mitigate the risks associated with growth and 

development, and better address inequalities throughout the country.  

Current population projections indicate that provincial population growth between 2010 

and 2020 is expected to range from a low of 1.6% in Los Santos, to 33.5% in Bocas del Toro.15 

The population of Panama City is expected to increase by over 20% in this same 10-year period, 

a growth level also expected of the three comarcas.16 This population growth is expected to be 

most highly concentrated in the least developed and disadvantaged provinces. Additionally, 

Panama City is expected to grow significantly and the greatest challenge will be to ensure 

adequate infrastructure, housing, services, and service delivery capacity to keep up with growing 

demand across the country. While appropriate federal planning is fundamental to meet the 

challenges represented by such growth, and complement and contribute to a regional 

development policy, they do not replace it. As such, the following are the main challenges within 

developing a municipal leadership within regional development planning and projects.  
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Fragmentation at a regional level 

Regional development in Panama is guided by successive government programmes, 

currently the Plan Estratégico de Gobierno 2019-2024.17 This document outlines the current 

president’s objectives and approach for the country’s development during their 5 year term and 

includes planning for the subnational level.18 However, this plan does not guide regional 

development in the long term. Rather development is guided by the central government’s 

strategies, which are limited to a period of five years. Implementation depends on the plans of 

each ministry of government, as well as the articulated needs of local authorities that emerge 

from provincial government bodies.  

Three critiques of this plan arise from municipal leaders and AMUPA. First is the lack of 

a link to a larger strategy, built with longer-term strategic foresight, solid evidence bases, and 

clear outcome objectives (KPI). Second is the short timeline for implementation, as this period 

corresponds to a single presidential term and has not been linked to long term vision or country 

wide investment strategy.19 This is particularly challenging in the eyes of AMUPA, as the results 

stemming from a strategically-based regional development can take more than 5 years to 

manifest.20  Lastly, there is no requirement that each sector based plan be bound to the 

implementation of regulation or policies set by the central government plan. 

Municipal Financing & Central Government  

At the municipal level, the financial landscape is more complex than that of the 

provincial governments.  As the provincial government is wholly funded as a part of the central 

government, the municipal governments do not have this relationship. Currently, there is no legal 

framework that regulates central government transfers to municipal governments (World Bank, 

2013). As a result, these transfers are often left to presidential discretion and do not have 

standard frameworks, such as rules or formulas. This lends a degree of unpredictability to 

transfers, thereby contributing to a lack of budget predictability among local authorities (World 

Bank, 2013). Particularly in development planning, this can lead to uncertainty when financing 

projects related to sustainable development and climate resiliency.  
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Constrained Municipal Administrative and Management Capacity  

Local municipalities, as autonomous entities able to generate their own source revenue, 

are expected to cover their operating and administrative costs, deliver services and invest in local 

development projects. However, this is not the case for the majority of the 81 municipalities. In 

2019, it is estimated that 77% of Panama’s municipalities are receiving state subventions for 

operating and administrative costs.21 In some provinces, all or all but one municipality requires 

support from the central government.22 This number has increased as AMUPA estimated that all 

municipalities had a budget gap of 40-50% during the COVID-19 pandemic. These ongoing 

budgetary challenges can be linked to various factors including size (population and territory) 

and demographic makeup – those with higher levels of poverty, and/or a lower percentage of an 

active population in the formal labour market have difficulty generating sufficient resources to 

meet their operational costs of their offices. 

Panama’s Legacy & Law on Decentralisation  

Requirements 

As seen in the preceding section, Panama’s municipal leadership face various challenges 

that are inherent to the current Panamanian government system.  Panama’s decentralisation 

process started as a formalized process in 2009 with Law No.37 and updated in 2015 by Law No. 

66.23,24 However, care will need to be taken to ensure that these laws do not fall short of the 

intended changes for municipal governance. There is a need to undertake development projects 

aimed at providing training at a local level to sufficiently prepare current and future municipal 

officials in sustainable development and best practice in governance. This program will begin 

with the creation of the Brundtland School of Local Governance and the curriculum based on the 

feedback from AMUPA members, Panamaians and the Latin American community. The decision 

to embark first on a sustainable development curriculum was chosen as a result of a nationwide 

survey on governance and development issues that was circulated to all AMUPA members.  
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Development Project Objectives  
This project will work to leverage the resources of AMUPA to establish the Brundtland 

School of Local Governance. The Brundtland School of Local Governance will become the host 

for a curriculum-based training for municipal leaders of Panama. The inaugural course of the 

Brundtland School will focus on advancing decentralization efforts in Panama by utilizing the 

Agenda 2030 and Sustainable Development Goals.  Unlike previous efforts which used a 

top-down approach to achieve the SDG agenda, the Brundtland School will look to empower 

local representatives to lead the achievement of Agenda 2030 and sustainable development in 

rural areas. By giving the members of AMUPA a chance to gain a greater understanding of 

sustainable governance, communities across Panama will have a toolkit to lead important 

development efforts within their own communities.  

Objectives 

The project will focus on defining, creating, and piloting a curriculum for AMUPA to use 

to inform municipal leaders on decentralization of sustainable development and offer guidance to 

accomplish SDG indicators. There are two phases of the project:  

 

1. The first phase will collect data from a region wide survey of municipal 

leaders. By using this primary data, the curriculum of the Brundtland 

School will be tailored to the gaps in understanding within the region. 

While focused on the responses of Panamanians, the survey will be shared 

throughout Latin America to receive a diverse set of needs and interest 

areas.  

  

2. The second phase will be dedicated to creation and planned 

implementation of the pilot education curriculum in Panama. This will be 

done in conjunction with the Ministry of Education, AMUPA trainers, 

IADB Decentralization guidance and the UNESCO SDG Education 

Programme.  
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This project will use the existing database of municipal leaders in Latin America to 

collect feedback and analyze the current understanding of SDGs by municipal leaders throughout 

Latin America. The second step of the project will be the development of the pilot curriculum for 

the first courses in Panama. The training will be specific to the needs and desires of the local 

representatives and the knowledge they desire to bring back to their communities.  The end goal 

for the Brundtland school is to both decentralize information regarding sustainability and 

sustainable development and demonstrate the need for information sharing that responds to the 

needs of a community rather than dictates their needs.  

 

Scale and Scope of Development Project 

The ultimate goal of the project is to facilitate the ongoing decentralization efforts and 

expand sustainable development knowledge throughout Panama.  The establishment of the 

Brundtland School of Local Governance, will be the first step in a long running program within 

AMUPA. The final deliverable will result in a multi course Learning Guide that is a hybrid of 

training topics, learning objectives, and activities. The starting point for the project will be the 

bi-annual membership meeting during which AMUPA sets the agenda for the upcoming six 

months.  This will be followed by the expansion of the program to multiple course meetings 

focused on specific aspects of sustainable development and good governance. 

Specific tasks associated with the project include: 

●  Meetings with community leadership to present the Learning Guide and year one 

curriculum and describe project timing, expectations and operational requirements.  

● Preparation and issuance of curriculum to solicit feedback from the Ministry of Education 

and AMUPA Leadership.  

● Final Approval of the Brundtland School of Local Governance  

● Agreement of post-pilot operations from AMUPA and Municipalities 

The above tasks shall have stipulated deadlines in accordance with the schedule of the 

project. The cost of operations and curriculum delivery will be paid for by AMUPA funding 

received through Law No.66 Decentralization in Panama.  
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Stakeholder Engagement & Management  

The role of stakeholder engagement in community development projects could never be 

over emphasized. In particular, this project is advancing the existing decentralization program 

and advancing autonomy for municipal leaders and therefore expressly relies on their ongoing 

support. The nature of stakeholders depends on the type of activity in which AMUPA 

undertakes. Since this is a community education and development project, different stakeholders 

are expected to play key roles, than traditional AMUPA projects. Each stakeholder will impact 

the project in a particular manner as many have differing priorities. Stakeholders are identifiable 

both from within the organization, national government and from the local community. The 

following are thus identified as key stakeholders: 

Independent of AMUPA 

-Emilio Sempris: Consultant for AMUPA  

● As Emilio is the executive sponsor of this project proposal, he will be responsible for 

translating the vision and intention of the project and moving the program forward 

with AMUPA in future years (if the project is to continue beyond year one). 

-Panamanian Government (Office of the President)  

● AMUPA is funded through the government allocation of local government 

operations, which are appointed by the President and Federal Government 

-Office of Decentralization & Development 

● This office is responsible for funding, directing and supervising the ongoing efforts of 

decentralization within Panama and currently supports AMUPA and its vision for 

Panama’s future.  

 

Within AMUPA  

-AMUPA Members 

● These 81 municipal leaders represent the primary voice for Panamanians and remain 

the most responsive parties to community needs. Their support is critical to the long 
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term impact and success of the Brundtland School.  Their participation and feedback 

to improve the curriculum is critical as they are the end user of the information.  

-Julio Cesar Vives  

● Current President of AMUPA and elected representative of Veraguas  

-Jorge Ricardo Panay 

● The long time Executive Director of AMUPA and head representative of 

AMUPA on national issues.  

Survey Overview  

In order to identify opportunities for strengthening municipal territorial capacities, 

AMUPA, the Brundtland School of Local Government staff and I developed the Encuesta del 

Capacitación Internacional de Gobiernos Locales (ECIGOL): A survey on the International 

Training of Local Governments in English. The ECIGOL collected statistical and geographic 

information on the management and performance of the public administration of each 

municipality and used professional opinions to direct the specific learning focuses of the 

upcoming Brundtland School courses.   

Survey Structure  

The survey was divided into five categories with each category containing questions 

regarding the level of importance and knowledge of a specific topic. The complete survey is 

included in the Appendix. The five categories are:  

 
● Municipal Management 

● Multilateral Finance 

● Digital Transformation 

● Heritage Management & Cultural Policy  

● Tourism Management  

These five categories were chosen as they were previously found to be knowledge of 

areas of interest by municipalities in Panama25 and linked to the SDG Agenda 2030.  Within each 

of the five categories the survey included specific topics.  For example, the category on 

Multilateral Finance asked for interest regarding topics on Project Proposals & Collaboration, 

Climate Finance and Development Banking.  See the full survey in the Appendix. As mentioned 
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above, each category was linked to a specific SDG; however, the overarching theme of the 

survey can be summarized in SDG 3 (Ensure healthy lives and promote well-being for all at all 

ages) and SDG 16 (Promote peaceful and inclusive societies for sustainable development, 

provide access to justice for all and build effective, accountable and inclusive institutions at all 

levels).  

Survey Respondents  

The survey was first disseminated to the AMUPA membership and Panamanian 

municipal offices, and then expanded to include municipal leaders and relevant parties (including 

the general public) in Peru, Ecuador, Colombia, El Salvador, Bolivia, the Dominican Republic, 

Honduras and Guatemala.  

Figure 2: Location of Survey Respondents 

Over the course of a one month period, 100 responses were collected from a variety of 

national offices, professionals and municipalities in Latin America. Since the primary students of 

courses at the Brundtland School will consist of municipal government staff and professionals, 

we used a targeted survey and which led to 24% of respondents working as elected officials, 

public administrators or at an NGO. Interestingly, 41% of respondents identified themselves as a 

public citizen as their main role to their community. It is unclear if this high percentage is 
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distorted by participants fulfilling multiple roles in their community.  The graph below shows the 

selected primary responsibility of the surveyed population.  

 

Figure 3: Role of Respondents 

Survey Responses 

The infographic below demonstrates the top responses within each of the five categories 

of the survey.  As the survey collected data from 100 respondents, it was determined best to 

utilize a simple high, medium and low rating system as the metric to gauge interest and 

knowledge in specific aspects within the categories.  The topic with the most interest was 

Innovation and Collaboration of Local Area within the Management of Tourism category with 67 

votes. The second highest level of interest was Transparency and Accountability in the Municipal 

Management category with 65 votes.  
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Figure 4: Top Selected Course Interest Areas 

After discussions with AMUPA leadership, it was determined that the best course of 

action would be to further evaluate the specific aspects of broad topics such as Transparency and 

Accountability by conducting an in-person survey at a later date.  
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Free Response Question 

In addition to the categories section of the survey, an optional free response question was 

included. This question asked, “If offered a free course, what topic would you prefer to take and 

why?” This question was included to provide respondents an opportunity to request a topic not 

mentioned in the survey or to further express their interest in a specific topic.  Eighty-one 

responses were received for the question and the submissions have been coded and 

conceptualized into the following seven themes: 

 

1. Municipal Management & Public 

Administration,  

2. Multilateral Finance,  

3. Sustainable Development & 

Tourism,  

4. Project Management & Leadership 

Training,  

5. Natural Resources, Climate Change 

& Environmental Management,  

6. Budgeting & Accounting, and  

7. Digital Transformation & IT 

Management.  

Each of the 81 responses were coded, which revealed the themes above, and subsequently sorted 

into the specific theme of best fit.  Below is a table of the themes and the tabulated responses.  
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Figure 5: Top Course Themes from Open Response 

 
19 



 
 

The categories with the most interest from the open response portion of the survey were 

Natural Resource, Climate Change and Environmental Management followed closely by 

Sustainable Development and Tourism.  Within these categories, the majority of the responses 

indicated a desire to gather knowledge on these topics and skills related to advocacy, project 

management and technical skills essential for sustainable development and resilience planning. 

Additionally, a significant number of respondents indicated that knowledge building must 

include a skill based portion that results in increased technical knowledge, professional ability or 

leadership ability.  

Learning Guide  

Education is not only an integral part of sustainable development, but also a key enabler 

for it. Using feedback from the ECIGOL, the Learning Guide, attached in the Appendix, 

identifies learning objectives, suggested topics and learning activities for each of the highest 

rated subject areas. The Brundtland School conducted the ECIGOL to ensure that municipal 

leaders could reduce knowledge gaps and achieve targets and indicators within the Sustainable 

Development Goals (SDGs) by attending relevant education courses.  

Attached in the Appendix is the full Learning Guide containing the learning objectives, 

topics, and activities for each of the five interest areas. The five interest areas are Municipal 

Management, Multilateral Finance, Tourism Management, Heritage Management and Cultural 

Policy, and Digital Transformation. The Learning Guide is set to guide professional educators in 

creation of a thorough curriculum and course list at the Brundtland School for Local Governance. 

Below is an example of the Multilateral Finance Learning Objectives, Suggested Topics, and 

Learning Activities.  Each topic will follow a similar structure adapted to specific learning 

objectives relevant to the content.  The development of the learning objectives for each topic is a 

combination of objectives from the UNESCO Education Programme on Sustainable 

Development Goals, feedback from AMUPA leadership and the responses from ECIGOL. Each 

objective and topic was then directly linked to the areas of high interest or a Theme generated 

from the Open Response section of the ECIGOL.  
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Figure 6: Multilateral Finance Learning Objectives, Topics & Activities 
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Recommended Initiatives 
In order to ensure program success and the creation of the sustainable governance and 

development curriculum, there are clear actions that AMUPA and the Brundtland School of 

Local Governance must undertake. These actions are divided into major project phases and 

involve actors including AMUPA, the local community and the broader sustainable development 

financing community. It is recommended that AMUPA and the Brundtland School of Local 

Governance take the following actionable initiatives, which are in addition to the obvious project 

activities discussed later:  

A. Pre-project 

a. Establish a project manager and the instructor team  

b. Re-engagement and Management of Key Stakeholders 

c. Identify Long Term Funding Sources 

B. Project phase 

a. Create feedback system for students and municipalities 

C. Post Pilot Phase  

a. Review project results and the long term synergy with Brundtland School of 

Local Governance and AMUPA  

 

Pre-Project  

1) Establish project manager and instructor team  

The first step after the completion of the ECIGOL is to assign a project manager and 

assemble a team of course instructors. AMUPA currently has several staff dedicated to 

training municipal leaders regarding decentralization and transition planning, but this 

new program will require additional subject matter experts (SMEs).  The skills and areas 

of expertise of the SMEs will be directly linked to the results of the ECIGOL and the 

topics of most interest. It is recommended that the Brundtland School pursue subject 

matter experts in areas of sustainable development and/or municipal governance who 

have experience working in the Central American region.  Teaching sustainable 

development and governance principles with regional experience and a high level of 
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cultural awareness of municipal operations in Latin America should be a requirement for 

any staff. Moreover, the Brundtland School requires a dedicated project manager to 

oversee the current program and plan for future courses and program needs. There is a 

long list of what roles a project manager will be responsible for over the life cycle of the 

project. These responsibilities will include the following:  

 

● Allocating Project Resources: The project manager’s first role will be creating a 

feasible plan that achieves the goals and objectives of the Brundtland School Pilot 

Course, follows the Learning Guide and aligns with AMUPA’s overall 

organizational strategy. This will serve as a blueprint for resource allocation and 

expectations to run the project, and serve as a critical part in the pitch to gain 

further funding approval. The plan will determine what resources are available, 

estimate time and financial commitments, as well as monitor and report on the 

project’s progress. 

● Manage Issues and Risk: Problems will inevitably arise during the initial pilot 

project. The project manager will be tasked with resolving them quickly, so as to 

minimize the likelihood of moving the project off-track. As risks arise, the project 

manager will be responsible with alerting AMUPA leadership and soliciting 

assistance when appropriate.  

● Monitoring & Reporting Progress: The project manager will be also charged with 

ensuring the courses are progressing as planned, measuring and comparing 

metrics against the project management plan. While course instructors and SMEs 

will lead the class portion, the project manager must collect detailed information 

and look at the  broader data to present to stakeholders. This documentation will 

be archived by the end of a project, which will create a history regarding the 

choices, shortcomings and successes of the pilot course and should be revisited 

when planning for the future of the Brundtland School of Local Governance. 

 

 
23 



 
 

AMUPA has indicated that either an outside consultant will be brought in to lead the program or 

the responsibilities will be folded into an existing leadership position.  

Next, the determination of the members of the instructional team is paramount to the 

program. The roles of these team members should be clearly defined and requires clear 

communication channels both among themselves and between program members and the 

Panamanian community. This entails creating a communication work plan and structure. A list of 

potential SMEs, guest lectures, and instructors includes:  

● Jeffrey Sachs, Earth Institute Columbia University, USA 

● Daniel Vieltez-Martinez, Inter-American Development Bank 

● Alba Aguilar, Technical Secretary of Green Finance, Mexico 

● Cristian Mosella, Executive Director of EnergyLab, Chile 

● Patricia Narvaez, Technical Secretary of Sustainability, Mexico  

● Ligia Castro, Director of Climate Change, CAF 

 

According to Project Management for Development (PM4DEV), an ideal project work 

environment would use programmatic management structures with each course led by a specific 

subject matter expert.26  Within this structure, all the resources needed for the instructor team 

come from the same unit. For instance, if the specific course is related to the Digital 

Transformation area, the project resources come from the technology resource pool.  After the 

completion of the survey and the development of the curriculum, a final determination of the 

number of resource pools will occur. These resource pools will include resources from the 

developed curriculum, case studies, books, etc. Within each of these resource pools, the project 

team should be led by the following common principles:  

● Each course and instructor team is aligned with the Brundtland School’s objectives. 

● Each team member must be flexible and adapt to changes with the program.  

● Trust in the vision of Brundtland School of Local Governance. 

● Effective communication of sustainable governance principles with practical applications 

in Panama or Latin America. 
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● Respect for each person's unique role to the overall success of the project and value in 

achieving Agenda 2030. 

2) Re-engagement and Management of Key Stakeholders 

After the initial identification and engagement with stakeholders, the project manager 

should prepare a stakeholder management plan (SMP) and prepare for a final stakeholders 

meeting before the initial pilot of the curriculum of the Brundtland School. This final meeting 

will serve to both re-engage key stakeholders with the Brundtland School and provide a platform 

to present the findings of the region wide ECIGOL and analysis. Capitalizing on the information 

gained from the ECIGOL and demonstrating that the curriculum is grounded in the interests and 

needs of the local area, further legitimizes the program. The management plan should contain 

information regarding the specific interest area, level of interest, and experience in the project. 

Additionally the SMP will provide a resource list of potential subject matter experts within the 

sustainable governance arena. It is in the interest of achieving the project objectives to carry out 

proper stakeholder engagement.27 While the majority of the stakeholders are not involved in the 

decision-making or curriculum creation processes, many will be sending staff or representatives 

to the Brundtland School to gain a further understanding of sustainable governance and 

sustainable development principles.  Furthermore, listening to the needs or concerns of 

stakeholders can positively impact an organization’s performance and support building broad 

social support. 

I recommend that AMUPA and the Brundtland School of Local Governance look towards 

the implementation of the ISO 26000:2010 standard and specifically Clause 5, regarding 

recognizing social responsibility and engaging stakeholders. This clause addresses two 

fundamental practices of social responsibility.28 

● First, the recognition by an organization of its responsibility to identify the issues raised 

by the impacts of an organization's decisions and activities.29 

● Second, the organization’s identification of, and engagement with, its stakeholders and 

organizations requires/yields respect and consideration of the interests of its stakeholders 

that will be affected by its decisions and activities.30 
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The choice to implement the ISO 26000 standard is advantageous to AMUPA as an 

organization, as it can improve accountability, transparency, ethical behavior and in general 

respecting stakeholder interests. Additionally, this framework is broad and can be extended to 

include all manners of operations and areas of focus within the curriculum.31 

3) Identify Long Term Funding Sources 

While AMUPA is funded through the Panamanian Federal Law No.66 on 

Decentralization, the cost of operations and ongoing curriculum delivery have not been agreed 

upon after the pilot program.  Additionally, due to the COVID-19 Pandemic, the Panamanian 

government has announced a review of and potential cuts to budgets, which may impact the 

opportunity for expanding services offered by AMUPA.  Numerous financial challenges and 

pressures can threaten the Brundtland School’s long-term financial sustainability. These issues 

include, but are not limited to, expenditure pressures, new growth, costs, securing sustainable 

revenues and funding sources, and pressure to keep support from municipal stakeholders. 

Therefore, it is recommended that AMUPA and the project manager pursue additional funding 

sources with a focus on existing programs regarding decentralization, sustainable development 

and developing municipal governance.  

In the past the Inter-American Development Bank, Central American Bank of Economic 

Integration, Organization of American States and other regional development organizations have 

funded projects that closely align with the mission of the Brundtland School.32,33 As such, it is 

recommended that AMUPA use existing connections with these regional groups to finance a 

long term strategy for the Brundtland School. 

Relevant past funding projects include:34 

● IADB $7.8Million  

○ PN0143: Municipal Development and Decentralization Support Program  

● IADB $6.2Million 

○ PN0064: Global Loan-Development Rural Municipalities 

● During the five-year period from 2010 to 2014, the Central American Bank of Economic 

Integration approved US$77.8 million in social development projects.35 
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Project Phase 

This is the execution stage of the Brundtland School and the initial pilot course. During 

this phase, there are several action items that the project manager should undertake. At this stage, 

the actual course is under way and municipal leaders from across Panama are participating. This 

portion requires that all the planning documents, resources and stakeholder management plans 

are used to ensure a successful pilot course. The need may arise for changes to the original 

course requirements including course topics, instructors and course delivery plan. There will also 

be a system of reporting progress for analysis on milestones achieved and the adherence to the 

course schedule.  

4) Create feedback system for students and municipalities 

Within the Brundtland School, the largest stakeholder groups are the course attendees and 

AMUPA members. These groups will largely exist of the same people, or at the very least, be 

co-workers within the same municipal offices.  Therefore, I recommend the implementation of a 

feedback survey system during the pilot course to create an environment of rapid response to 

stakeholder feedback.  During the pilot courses, instructors and the project manager should 

receive the feedback collected from their student cohort.  Student feedback surveys are the 

primary means for students to provide feedback on the quality of the instruction, relevance and 

delivery of the courses. The feedback will be especially relevant in the programs future offerings 

as many students in the pilot will continue to attend follow up courses. Therefore, the Brundtland 

School should look to enhance the learning experience, based on participant feedback, and 

commit to strengthening professional development for staff and students. See the Appendix for a 

template of a Development Feedback Survey.  

From a detailed analysis of this feedback, instructors will construct an action plan that 

addresses any areas requiring enhancement, but also recognizes aspects of the course the students 

highly value. As the first course is a pilot for the Brundtland School, the project manager and 

instructors will receive feedback across a range of aspects of the student experience, including 

the quality of teaching, assessments and resources (e.g. texts, case studies and IT), which are 

crucial for the long term value and success of the program.36 Additionally, this feedback is 
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valued in the approach to continually enhance and develop the quality of the experience for the 

students. 

Current examples of academic surveys:  

● The United Kingdom’s National Student Survey, which collects 500,000 responses 

annually from university students.7 

● Vanderbilt University College of Education and Human Development, created a series of 

student surveys appropriate for both individual course and school wide use.37 

Post Pilot Phase 

After the pilot course has concluded, AMUPA should do a review of all created 

documents, actions and course issues from the initial phase of the Brundtland School. As 

AMUPA is driven by the local municipalities, the Brundtland School must prove to add value 

and address a knowledge gap for the community and continue to support the mission of 

advancing local leadership.  Therefore, after the initial course is completed a strategic review 

and analysis of the course should be undertaken to ensure the relevance and commitment to 

improving the lives of the Panamanian community and implementing sustainable governance 

practices. 

5) Review the long term synergy with the Brundtland School of Local Governance 

and AMUPA  

Although AMUPA has an existing training program of one day seminars and webinars, 

the Brundtland School is a new undertaking that creates a long-term educational environment for 

existing and future municipal leaders. This challenge to create and pilot a curriculum within 

sustainable development and governance is a large undertaking for municipal leadership. The 

Brundtland School will host long form courses (three month, six month and one year in duration) 

that will specifically be geared towards current mayors, their staff and other municipal 

authorities. This will create a learning environment that is host to professionals currently in 

positions to enact sustainable action while also training the next generation of sustainable actors.  

Achieving the objectives and success for the Brundtland School may require additional 

resources, partnerships and planning that create a divide between the priorities of AMUPA and 

the Brundtland School programing.  Simply put, the Brundtland School looks to create long term 
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value for municipal leaders, which may not result in immediate progress regarding sustainable 

actions or improved governance. The challenge to both offer short term training and benefits to 

community leaders, while simultaneously delivering long term courses and strategic learning 

may cause a strain on resources. In the face of this challenge, it will be critical to continue to 

engage with municipal leaders, their staff and constituents on the sustainable curriculum and the 

expectations of the program. To overcome this challenge, it is highly recommended that 

AMUPA establish a steering committee for the Brundtland School. This steering committee 

should consist of AMUPA members, current/former course participants and the program 

manager.  This committee will be responsible for reviewing partnerships within the program and 

ensuring that the Brundtland School continues to prioritize the long term training, education and 

local actions regarding the Agenda 2030 and sustainable governance principles with the 

appropriate weight given to the current needs of Panamaians.  

 
Project Risks 

For the pilot curriculum project to be successful, it is a requirement to outline risks that 

are likely to occur and the best ways to resolve or mitigate them. The Project Management 

Institute (PMI) defines project risk as an uncertain event or condition that, if it occurs, has an 

effect on at least one project objective.38 Risks can be associated in many facets of a project 

including financial, stakeholder, resource and scope risks among many other types. Risk 

management and risk management plans form a critical portion of project planning. Risk 

management is not about eliminating risk but about identifying, assessing, and managing risk. 

The risk management plan informs how to handle risk in your project. It documents how to 

assess risk, who is responsible for doing it, and how often to do risk planning. The PMI states 

that the risk management plans can help to eliminate catastrophe associated with projects, saves 

money, promotes organizational competitive advantage, ensures accountability and leads to 

project success. According to PMI, the stages of risk management are:  

● Risk Identification 

● Risk Analysis 

● Risk Response 
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● Risk Control and Documentation 

 

For this project, possible risks include but are not limited to: 

● Stakeholder engagement risks: This could arise as a problem as stakeholders may not 

fully understand the pilot project or their own expectations may not be clearly 

understood. This may cause the project to not meet their requirements. 

● Resource risks: Human and technology resources allocated for the project may be too 

few, or teachers may lack knowledge or skills to carry out the full vision of the project. 

Equipment and other materials may be unable to be accessed due to training location or 

internet connectability.  

● Budgetary risks: The long term budget for the project has not been allocated. Therefore in 

the short run the program may suffer if the funds are not sufficient to complete the pilot 

project.  

● Scope risks: There could be a deviation from defined project scope. Additionally, change 

requests could affect the original project scope in a negative way. 

● Communication risks: This could arise when communication to stakeholders, teachers, 

and students is unclear or if relevant stakeholders are not updated regularly with progress 

of the project. 

● Organizational Risk: Disputes regarding resource allocation of AMUPA staff to new 

projects within the Brundtland School of Local Governance could delay full 

implementation of the project 

 

Included in the Appendix is a copy of a Risk Register template for the Brundtland School of 

Local Governance.  

 

Risk Mitigation Strategies 

Once a risk has been identified and evaluated, there are several potential responses that 

can be initiated by the project manager or AMUPA. The appropriate response will depend on the 

probability of the risk occurring and the severity of the anticipated impact on a project. Risk 
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mitigation strategies will include responses and decisive actions taken to reduce the impact of the 

risk and preserve the overall success of a project. PMI recommends four different response 

strategies be considered by project managers.39  

 

● Avoid: Avoiding risks is ideal, and especially if the risk is likely to have a high impact on 

a project and likely to occur. Avoidance tactics typically require greater investment as 

developing an alternative strategy can affect many aspects of a project. This additional 

resource and financial cost is appropriate when presented with a high-impact, 

high-probability negative risk. 

● Transfer: This method refers to the transfer of the risk to another party. An example of 

this is the act of purchasing insurance, which moves the risk to the insurance provider. 

This does not remove the risk, but moves the liability into the responsibility of another 

party. This response is most appropriate for risks that have a high negative impact but a 

low probability of occurring. 

● Mitigate: Mitigation aims to reduce either the likelihood or the level of impact of a risk. 

This strategy is a coordinated effort of documentation, planning and responsiveness. 

Mitigation is a strong choice when risks that are likely to occur require minimal cost or 

effort to respond, and are also likely to be low-impact. 

● Accept: Acceptance is an option when there is no other solution, but should only be used 

for low-impact risks that have a low probability of occurring. Acceptance of a risk also 

determines that no action is required to address the risk.  

 

In certain risks, the project manager and AMUPA may need to implement multiple 

strategies to sufficiently reduce the likelihood or consequence of a risk. This approach may 

include dividing a risk by transferring some risk to an insurance company and mitigating the 

remaining risk by reducing its likelihood through increased internal planning. Additionally, the 

chosen response strategy can change over time as to accommodate changing economic 

conditions, a technical choice, or due to a multitude of other reasons may change a risks 

organizational weight. 
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Vision, Governance and Staffing 
Vision 

As discussed in the previous sections of this report, the major aim of the project is to 

create a sustainable change in the municipalities of Panama and a sustainable future for their 

communities. This is due to the project serving the current needs of the municipal governments 

by reducing a knowledge gap through the presentation of sustainable development principles. 

After completing the pilot course project, the current crop of municipal leaders and staff will be 

better equipped with knowledge and tools to enact sustainable governance and projects in their 

communities. The benefits of the initial course may be manifested in immediate policy and 

development choices by local leaders. However, the long term impacts of the program will create 

new opportunities, build skills and result in measurable positive impacts through the continued 

application of sustainable development curriculum for municipal leaders. The full 

implementation of the Brundtland School of Local Governance has the following potential for 

Panamanian citizens and the Latin American Community: 

● Municipal government operations improve as staff and communities are included in 

sustainable governance objectives. 

● AMUPA will enjoy increased recognition of the importance of municipal support and 

advocacy efforts in Agenda 2030 and decentralization efforts.  

● Panamanian municipalities will have increased authority to advocate for the needs of 

their communities relating to sustainable development.  

● Incidences of development without local knowledge will be significantly minimized, as 

the knowledge gap is eliminated. 

● Skill building regarding principles of sustainable development and governance will 

directly lead to increased access to funding for projects that meet local needs.  

● The Brundtland School students will help to boost sustainable investments in their 

communities.  

● It will lastly enable additional sustainability initiatives to be carried out, thereby 

increasing the likelihood of broad social and positive impacts.  
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Governance 

The PMI defines good project governance as a set of rules, methods, and strategies that 

are clear and planned to implement and guide projects from start to finish. Typical project 

governance structure have the following features: 

 

● A functional project board 

● A project sponsor 

● Defined roles and responsibilities  

● Regular meetings 

● Risk management process 

● Change management process 

● Monitoring and control process 

● External Evaluation process 

 

The Brundtland School of Local Governance and the pilot curriculum project is set for 

implementation by the project manager who will collaborate with the instructor team and 

AMUPA Steering Committee. Within each of these roles, individual responsibilities to the 

project should be clearly outlined and agreed upon. Therefore, the project governance structure 

will consist of the following persons: 

●  The AMUPA leadership and Steering Committee 

● The project manager 

● The instructor team, including subject matter experts and support staff (i.e. technology, 

communications staff)     

 

Staff Resources 

The staff requirement for the Brundtland School will require steps taken to ensure that the 

teaching and support staff come with requisite skills to realize the full vision of the program. 

The individual staff requirements should be determined at the initial project stage. Using a work 

breakdown structure will be key when identifying staffing requirements. 

The first step for the project manager will be to take a full inventory of the available 

AMUPA staff and their skills. Thereafter, the staff with skills that are required for the project 

should be assigned to appropriate roles. The categories of staff to be considered include 
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permanent staff and contract staff, and where there is need, new staff could be employed for the 

project. Second, a pool of subject matter experts should be identified to create an inventory of 

teachers and guest lecturers. The subjects or topics that will be discussed in the courses will be 

directed by the ECIGOL and therefore the teacher staff should have expertise and/or experience 

in these areas. Additionally, all staff should demonstrate a reasonable capacity to perform their 

roles with cultural awareness and practical experience within the Latin American region.  Apart 

from skills and expertise, another factor to consider when selecting staff and instructors is their 

availability throughout the project or course timeline. If a particular instructor has a role that 

prevents them from providing additional feedback to course members or is unavailable outside of 

class time, this could prevent students from receiving the full benefits of the program.  

 
Funding Requirements, Sources and Processes 

As laid out in Recommended Initiatives of this development plan, an essential 

recommendation for the Brundtland School of Local Governance is to secure long term funding 

to continue the project following the initial pilot phase. With regard to this, there is a need to 

identify ongoing program costs, potential sources of funding and formalize a process within 

AMUPA to manage the funds of the Brundtland School. These steps will be governed by the 

project cost management plan, which is to be developed by the project manager and AMUPA 

leadership.  According to the Project Management Institute,  there are three primary stages in 

cost management: cost estimation, budgeting and cost control.40 

 

Funding Requirements 

To understand funding requirements, first a cost estimate of the project must be 

developed. As this project will rely on existing structures such as computers, meeting space and 

telecommunication costs that are currently owned by AMUPA, these costs will not be included 

in the pilot project. Therefore we must account primarily for items including consulting/staff 

fees, course supplies, and other miscellaneous costs associated with course delivery. Therefore it 

is  recommended that AMUPA report these cost estimates in a table. 
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Although at this point it is unclear how many external subject matter experts will be 

required for the initial pilot course, Brundtland School and AMUPA have reached out to several 

experts and instructors for a cost estimate, which will be used as a placeholder. The total cost of 

subject matter experts and teaching staff is estimated at USD $50,000.  

Items upon which the estimates are based include: 

● Technical instruction over the course of 1 year  

● Support for students outside of dedicated class time  

● Course materials (Case studies, text books, licenses, etc.) 

● Certification of coursework  

It is recommended that the project cost estimate table be prepared displaying budgeted items and 

cost according to project plan and tracking of actual project cost and variance (See appendix). 

 

Sources of Funding 

The executive leadership of AMUPA has committed that the funds for carrying out the 

pilot project will be provided by AMUPA from the general fund. This means that the amount the 

project will be drawn from the general accounts of AMUPA and is unlikely to result in ongoing 

funding. While this is a major risk to the future of the Brundtland School, it is important to note 

that the pilot course funding has been fully secured at this time.  The PMI defines budgeting as 

the practice of gathering the expected expenditures of separate project activities to establish an 

approved cost reference. A cost estimate and budget table template is provided in the appendix.  

 

Fund Management Processes  

Once an amount has been budgeted for the project, it is considered a best practice to set it 

aside from an organization's regular finances. Within this dedicated project account, all 

withdrawals for expenses should follow an established procedure for appropriately removing 

funds. For this project, the project activities are separated into distinct phases. As such, any 

disbursement of funds should be released only during the appropriate phase.  

At the end of each phase, the amount spent out of the dedicated account should be 

reconciled against the project performance plan regarding the schedule, scope and quality of 
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work completed. This process is defined as a project’s cost control and allows the project lead to 

determine if work is progressing in coordination with the projected budget or the need to alter the 

budget. As noted previously,  a great risk for the pilot is managing the budget risk and the cost 

control process allows for the implementation of any  risk mitigation strategy, if necessary. 

  

Performance Management, Reporting and Progress Tracking 

The final aspect of project management to be discussed is performance management. 

Performance management is the formalized process by which the project is assessed through the 

determination of progress according to the project plan. A management plan is created so that the 

project is implemented and is on time, on budget, within scope will result in a project that 

satisfies all stakeholders. As a means to effectively track and review project performance, each 

project must have a set of key performance indicators (KPIs). In addition to the establishment of 

KPIs, a uniform reporting process should be kept for stakeholders, to inform all parties of the 

status and performance of the project. 

 

Key Performance Indicators (KPIs) 

With regards to the stated purpose of the Brundtland School pilot curriculum project, 

metrics such as resource budget, scope and time could be used to measure progress against the 

project plan. However, as this is not a profit creating endeavour, a more appropriate set of 

indicators would include measures related to impact in municipal communities. The following 

are recommended to be implemented as KPIs to measure the project’s performance against the 

municipal impacts versus after completing the implementation of the project course: 

● Total rate of participation in social initiatives at a local and national level 

● Ratio of investments of locally lead sustainable, resiliency or governance projects to 

those not led by municipalities 

● Integration rate of all municipalities and society members in implementation of SDG 

goals 

● Percentage of municipal staffs and elected officials with sustainability certification 
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● Percentage of municipal staffs and officials with exposure to sustainable development 

and environmental resilience information 

● Percentage of students completing a course 

● Percentage of development cooperation initiatives and additional financial resources 

within Panama relating to Agenda 2030, decentralization and sustainable governance  

 

Reporting Process 
Communication is the lifeblood of any project. Without proper communication between 

the project lead and their team, it can become impossible to keep a project on track or maintain 

good relationships with stakeholders. These failures can be avoided by producing regular status 

reports. As defined by the PMI as a tool that collects information on the current state of your 

project.  When used correctly, a status report captures the project’s current progress, and 

communicates that data to the team, project manager and stakeholders. The typical benefits of 

status reports can include: 

● The collection and transmission of information about the project  

● Allows for the passage of information to stakeholders regarding the progress of a project 

● Maintains effective communication with stakeholders 

●  Provides an greater likelihood of consistent stakeholder backing throughout a project 

 

For the purpose of the Brundtland School pilot project, the project manager should be 

responsible for the preparation and dissemination of status reports, to the steering committee and 

executive leadership of AMUPA. These status reports should contain the following items, at the 

minimum: 

● General Information: This will include an introduction to the project and the names of the 

Steering Committee, Project Manager and current instructor team. Additionally, all 

reports should indicate the period covered by the report. 

● Overall Project Status: This portion of the report is an executive summary of the project’s 

current progress. Discussed in this section would be the project current budget, scope, 

and schedule. Within the Project Status area it is considered a best practice to color code 

sections as to aid in a quick visual assessment.  Typically, this means using Green for on 
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time, on scope or on budget indicators, Yellow for minor setbacks and Red for areas 

where significant corrections are needed.  

● Detailed Status: This section should give more details regarding the challenges, key 

milestones and achievements of the reporting period. Additionally, this should provide a 

look forward to the upcoming tasks and deliverables in the next status report period. 

● Issues and Risks: Finally the status report should identify the main issues that require the 

attention of stakeholders and detail the risks and potential outcomes associated with 

them. 

A detailed template of a Status Report is contained in the Appendix.  

 

Conclusion  

The success of the Brundtland School of Local Governance relies on three aspects. One, 

grounding all courses, topics and curriculum in the interests and needs of the Latin American 

region as provided by the results of the ECIGOL. This is required to legitimize and provide 

initial credibility to the tangible nature of the program. Second, the program must supply 

students and course attendees with new skills and knowledge that can be directly applied to their 

line of work or role in government. Lastly, the program must follow the best practices of project 

management to complete the pilot course on time, in scope and on budget.  Due to the nature of 

the program and the wide array of interests and stakeholders, all three goals outlined above must 

be followed to give the Brundtland School of Local Governance the greatest likelihood of long 

term success.  
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APPENDIX  

A. Encuesta del Capacitación Internacional de 
Gobiernos Locales (ECIGOL) 
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B. Learning Guide 
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C. Development Feedback Survey  

 

D. Risk Register  
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E. Project Cost Estimate Table  
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F. Status Report  
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