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At the 1993 “Environment for Europe”
Ministerial Conference in Lucerne, Switzer-
land, Ministers of Environment from Cen-
tral and Eastern Europe (CEE) and Newly
Independent States (NIS) endorsed the
“Environmental Action Programme for
Central and Eastern Europe” (EAP). The
underlying principle of the EAP was to
take advantage of the “window of oppor-
tunity” that emerged after the collapse of
the communist system and to integrate
environmental considerations directly into
the process of economic reconstruction.
The EAP recommended that the most
urgent environmental problems of CEE
and NIS countries, particularly those at the
local level, be prioritized and addressed as
cost-effectively as possible within the lim-
its of available resources. 

Since 1993, national governments from
many CEE and NIS countries have trans-
ferred a wide array of environmental man-
agement responsibilities to local govern-
ments as part of a broader process of
decentralization. In most CEE countries,
local governments are now responsible for
managing water supply and sewerage,
heating supply, waste collection and dis-
posal, green areas, and land-use planning.
This has involved considerable experimen-
tation as well as the development of new
skills, institutions and ways of working.

The Guide to Implementing Local Envi-
ronmental Action Programs in Central
and Eastern Europe has been developed to
support local governments to fulfill their
environmental responsibilities. The Guide
explores how LEAPs can be launched at
the community level; describes how to
assess environmental issues and set envi-
ronmental priorities; and explains how to
implement selected actions and monitor
and evaluate LEAPs’ results. Case studies
are also presented that describe the practi-
cal implementation of LEAP projects within
the CEE region. Thus, the Guide will be a
useful reference document for use by local

environmental officials, nongovernmental
organizations, and other stakeholders at
the community level.

LEAPs are increasingly being used as
instruments to support harmonization with
environmental requirements within the
process of accession to the European
Union (EU). Local governments need to
ensure that air and water quality parameters
meet EU requirements and that waste is
managed properly. This will require, inter
alia, that local governments construct or
modernize wastewater treatment and waste
disposal facilities and improve energy ser-
vices. In view of the limited resources avail-
able to address all of these problems, com-
munities will need to set priorities and plan
wisely for the implementation of these pri-
orities over the next 10 or 20 years. In view
of the public’s right to access to environ-
mental information under the terms of the
Aarhus Convention, local governments will
need to provide for effective public partici-
pation in environmental decision-making.
LEAPs offer an effective tool to help com-
munities address priority setting, project
implementation, and public participation at
the local level.

I would like to congratulate the Institute
for Sustainable Communities (Vermont,
United States) in cooperation with the
Regional Environmental Center for Central
and Eastern Europe (Szentendre, Hun-
gary), as well as many CEE experts who
have implemented LEAPs in the region, for
this publication. Generous financial sup-
port from the United States Environmental
Protection Agency made the preparation of
the Guide possible, and has also promoted
LEAP implementation throughout CEE. I
hope that the materials in this Guide will
assist CEE communities to better protect
their environments while strengthening
democratic processes at the local level.

Brendan Gillespie
Head, Non-Member Countries Branch

Environment Directorate, OECD
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Overview
Local Environmental Action Programs

(LEAPs) hold enormous promise for
helping to solve environmental problems at
the local level in Central and Eastern
Europe (CEE). LEAPs involve developing a
community vision, assessing environmental
issues, setting priorities, identifying the
most appropriate strategies for addressing
the top problems, and implementing
actions that achieve real environmental and
public health improvements. LEAPs are
founded upon meaningful public input in
local governmental decision-making. 

LEAPs provide a forum for bringing
together a diverse group of individuals with
different interests, values, and perspectives.
LEAPs are often led by a Stakeholder Group
(SG) composed of representatives from all
major institutions in the community, inclu-
ding businesses, nongovernmental organi-
zations (NGOs), academic and scientific
institutions, and government agencies.
These individuals work together over a
period of 12-24 months to forge a con-
sensus on recommended priorities and
actions for addressing environmental con-
cerns. These recommended priorities and
actions are compiled in an Environmental
Action Plan (EAP) that serves as a blueprint
for future environmental investments in the
community. Recommendations from the
EAP are then incorporated into the deci-
sions of the Municipal Council and other
implementing bodies. 

LEAPs in CEE have included the fol-
lowing goals, among others: 

a)To improve environmental conditions in
the community by implementing con-
crete, cost-effective action strategies;

b)To promote public awareness of and
responsibility for environmental issues,
and to increase public support for action
strategies and investments;

c) To strengthen the capacity of both local
government and NGOs to manage and

implement environmental programs, inclu-
ding their ability to obtain financing from
national and international institutions and
sponsors; 

d)To promote partnerships between citi-
zens, local government officials, NGO
representatives, scientists, and business
people, and to learn to work together in
solving community problems.

e)To identify, assess, and set environmental
priorities for action based on community
values and scientific data; 

f) To produce a local EAP that identifies
specific actions for solving problems and
promoting the vision of the community;
and, 

g)To fulfill national regulatory requirements
to prepare EAPs, as required by national
governments in some CEE countries. 

Over the last several years, LEAPs have
been implemented in several CEE countries
— providing a broad base of experience to
assist in the development of new LEAPs.
LEAPs are supported by international agree-
ments. In April 1993, the Ministers of
Environment from Western and Eastern
Europe and the United States agreed upon a
broad strategy for tackling environmental
problems in the region known as the
"Environmental Action Programme for
Central and Eastern Europe.”1 The Action
Programme outlines a multi-step process for
national governments to set environmental
priorities and take appropriate actions to
improve environmental conditions in the
region. It emphasizes the importance of
identifying priority actions based upon envi-
ronmental threats to human health and the
health of local ecosystems, and the need to
identify a range of actions for reducing these
threats. Further, the Action Program empha-
sizes pollution prevention and resource
conservation strategies that require modest
expenditures while achieving substantial
environmental improvements.
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“To cherish what remains of the Earth and to foster its renewal 
is our only legitimate hope of survival.” — Wendell Berry

Introduction: What is a Local
Environmental Action Program?



A Shift Toward the Local Level
Over the last several years, a litany of

environmental problems has surfaced in
CEE countries that pose severe ecological,
public health, and economic impacts to the
region. Under recent laws, local govern-
ments in most CEE countries have been
given broad, new responsibilities to address
environmental problems. Local govern-
ments in CEE countries often have the fol-
lowing environmental responsibilities: 

• Managing solid waste, 

• Controlling the disposal of dangerous
substances on their territory, 

• Providing clean and adequate supplies of
drinking water, 

• Managing wastewater, 

• Protecting and maintaining green areas, 

• Planning for and controlling land-uses, 

• Educating the public about environmental
issues, and, 

• Controlling air pollution emissions from
transport and local heating sources. 

The shift to decentralization is an impor-
tant aspect of the transition to democracy.
The new emphasis on local control of envi-
ronmental problems recognizes that local
governments and their citizens have the best
understanding of local problems, issues,
and needs. By decentralizing decision-
making authority, environmental actions
can be tailored to meet the specific needs of
a community or region. 

From Environmental Action to
Sustainable Communities 

Citizens from communities around the
world are starting to embrace a new way of
thinking and acting about their future. These
citizens are interested in pursuing a new
approach to community development that
simultaneously seeks to protect the environ-
ment, alleviate poverty and disease, improve
the quality of life, and secure a strong and
vibrant local economy. In response, the con-
cept of “sustainable development” has
emerged as a multi-faceted development
approach that strives to strengthen local
economies, while respecting the limits of the
natural environment to function and sustain
human activities over time. 

According to the International Council
for Local Environmental Initiatives, 

Sustainable development can be defined
as development that delivers basic envi-
ronmental, social, and economic services

to all residents of a community without
threatening the viability of the natural,
built, and social systems.2

In 1992, sustainable development
received a major boost when representa-
tives from 140 countries joined together for
the United Nations Conference on Environ-
ment and Development and adopted
“Agenda 21” — a sustainable development
action plan for the 21st century.3 Among
other features, Agenda 21 encourages local
governments in each country to work
closely with their citizens to develop a
“Local Agenda 21 (LA21).” Under LA21,
local governments are encouraged to:

• Learn from citizens and from local, civic,
community, business, and industrial orga-
nizations about their priorities, values,
and proposed solutions;

• Acquire information needed for formu-
lating the best implementation strategies,
and to implement appropriate policies,
laws, and regulations to move toward
sustainable development in their commu-
nities; and, 

• Develop local sustainable development
action plans in cooperation with their
citizens.

Thousands of communities worldwide are
implementing LA21s — striving to become
sustainable communities. Sustainable com-
munities can be defined as those communi-
ties that value healthy ecosystems, use
resources efficiently, and actively seek to
retain and enhance a locally-based econ-
omy. They have a vision that is embraced
and actively promoted by all of the key sec-
tors of society, including businesses, disad-
vantaged groups, environmentalists, civic
associations, government agencies, and reli-
gious organizations. Sustainable communi-
ties emphasize ecosystem protection, mean-
ingful and broad-based citizen participation,
and economic self-reliance. (See Attachment
A: Elements of a Sustainable Community).
According to Concern, Inc., 

A sustainable community uses its
resources to meet current needs while
ensuring that adequate resources are
available for future generations. It seeks
improved public health and a better
quality of life for all its residents by lim-
iting waste, preventing pollution, maxi-
mizing conservation and promoting effi-
ciency, and developing local resources to
revitalize the local economy.4

LEAPs provide an excellent starting point
for developing a sustainable community.
They help ensure that your community has

I N T R O D U C T I O N : W H AT  I S  A  L O C A L  E N V I R O N M E N TA L  AC T I O N  P R O G R A M ?

14 G U I D E  TO  I M P L E M E N T I N G  L O CA L  E N V I R O N M E N TA L  AC T I O N  P R O G R A M S

The new emphasis
on local control of

environmental
problems

recognizes that
local governments
and their citizens

have the best
understanding of

local problems,
issues and needs.



I N T R O D U C T I O N : W H AT  I S  A  L O C A L  E N V I R O N M E N TA L  AC T I O N  P R O G R A M ?

G U I D E  TO  I M P L E M E N T I N G  L O CA L  E N V I R O N M E N TA L  AC T I O N  P R O G R A M S 15

Local Environmental Action Project
Flowchart of Project Activities

FIGURE 0.1
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b) Determine scope of
the assessment

7. Collect information
and prepare “Issue
Summaries”

8. Analyze and select
actions

9. Prepare draft EAP
for public comment

2. Review community
vision

3. Set environmental
goals and targets, and
select indicators

4. Review existing
environmental
management practices
(SWOT)

5. Identify potential
actions

6. Identify evaluation
criteria

1. Clarify
environmental action
planning processes

1. Identify potential
implementing
institutions

2. Evaluate
opportunities for
working with 
private sector

3. Identify
opportunities for
working with 
NGO sector

4. Review existing
organizational
structures

5. Secure participation
of implementing
institutions

6. Prepare Project
Implementation Plan

7. Prepare the
implementation 
budget and establish
accounting procedures

8. Secure financing

1. Review
environmental targets
and indicators

2. Establish reporting
system

3. Collect data on
baseline conditions
and project results

4. Evaluate results

5. Utilize evaluation
results

Public participation: The process includes
several opportunities for public participation.
The Stakeholder Group, which is responsible
for managing the LEAP, is composed of
representatives from government agencies,
NGOs, and industry. The SG is responsible for
conducting public education activities, public
surveys, community environmental initiatives
(e.g., river clean up), and public meetings.



adequately examined and addressed major
environmental issues that adversely affect
both human health and the health of the
ecosystem. LEAPs emphasize minimizing
pollution and waste, efficiently using nat-
ural resources, promoting pollution pre-
vention, and assuring sustainable resource
use over the long-term. LEAPs stress the
importance of meeting economic needs
while respecting the limits of the natural
environment to function and sustain human
activities over time. 

Both LEAPs and LA21s involve the 
participation of a broad spectrum of stake-
holders to guide the planning processes,
and both involve identifying key issues
facing communities and developing plans
of action to address these issues. However,
as noted above, LA21s encompass all ele-
ments of sustainability, while LEAP are
more narrowly focused on environmental

issues. For communities that are just
starting to think about becoming “sustain-
able,” the process of tackling all major
issues may be somewhat daunting. Thus,
LEAPs provide a manageable “entry point”
for communities to start to address the
broader issue of sustainability. 

Citizens in your community may decide to
add specific non-environmental considera-
tions into the LEAP. For example, the SG in
Elk, Poland identified economic develop-
ment strategies that complimented their
efforts to improve and protect the local
environment. The Municipality and SG
identified eco-tourism and sustainable food
production/processing as two primary
target areas for economic development. The
SG selected “Clean-up of Lake Elk” as the
highest priority action, in large part because
it would further the goal of promoting eco-
tourism. 

It is important to point out the concept of
“sustainable communities” is still emerging
and continually evolving. There is no one
“right” path to sustainability, and communi-
ties worldwide are struggling to define “sus-
tainability” and interpret what it means for
their future development. These communi-
ties are constantly exploring innovative
approaches that seek to meet human needs
within the limits of the natural world. 

Elements of LEAP
LEAPs require the active engagement of

the public throughout the entire process,
and successful public outreach requires
two-way communication. First, public par-
ticipation means raising awareness by
informing and educating community mem-
bers about the scope and goals of your
efforts, environmental issues and priorities,
and potential actions for addressing the
highest priorities. 

Second, LEAPs involve soliciting the
ideas, concerns, and opinions of citizens to
help ensure that the priorities and solutions
developed by your SG reflect those of the
community as a whole. Effective public
outreach efforts ultimately help to “build
community” by informing people and 
getting them involved in issues that affect
their lives. Educating the public is not an
end in itself but rather a means toward
increasing citizens’ voices in decision-
making processes. Thus, LEAPs provide a
unique chance to promote participatory
decision-making practices — the founda-
tion of any democratic society. Further,
delegates from 36 European countries
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Aarhus Convention on 
Public Participation

In June 1998, delegates from 36 European
countries signed the Convention on Access to
Information, Public Participation in Decision-
Making, and Access to Justice in Environmental
Matters. The Convention, pending approval by
each country’s respective parliaments, binds the
signatory countries to abide by a set of
principles and practices pertaining to the
public’s rights to environmental information,
decision-making, and justice. The Convention
lays out procedures for public participation in
decisions related to specific development
activities, plans, programs and policies,
executive regulations, and other legally binding
regulatory instruments. This Convention is
significant because it establishes a uniform set
of standards for involving citizens in
environmental decision-making and
emphasizes the importance of fully integrating
environmental considerations in governmental
decisions. It recognizes that each person has
the right to live in an environment adequate to
his or her health and well-being. It recognizes
that, in order for citizens to be able to assert
this right and observe this duty, citizens must
have access to information, be entitled to
participate in decision-making, and have access
to justice in environmental matters. The
Convention states that improved access to
information and public participation in
decision-making means better environmental
decisions and greater public awareness.

FIGURE 0.2

Source: Convention on Access to Information, Public
Participation in Decision-Making, and Access to
Justice in Environmental Matters, June 1998. Fourth
Ministerial Conference on Environment for Europe,
Aarhus, Denmark.



signed a recent convention on public par-
ticipation that strongly encourages govern-
ments to actively involve citizens in envi-
ronmental decision-making. LEAPs can help
local governments fulfill these obligations.
(See Figure 0.2 — Aarhus Convention on
Public Participation, above).

The different phases of LEAPs can vary in
duration. The planning phases can take
from between 15-30 months, while the
implementation and monitoring/evalua-
tion phases are on-going. SGs in some
communities have found that longer plan-
ning timelines can result in more compre-
hensive EAPs. On the other hand, citizen-
based volunteer efforts may be difficult to

sustain over a long period of time. In addi-
tion, your community may feel some
urgency to move ahead with implementa-
tion efforts. Your SG will need to select a
planning horizon that balances its desire to
prepare a detailed EAP with the energy and
time availability of your members.

The five phases of a LEAP are outlined in
more detail below, along with a case study
of the Troyan Environmental Action Project.

GETTING STARTED (3-6 MONTHS)
Starting a LEAP involves gaining the sup-

port of the local government, forming a SG,
and developing a community vision. First,
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Case Study: Troyan Environmental Action Project Phase I
Launching the Project

Troyan is a community of 46,000 people that rests in the northern foothills of the Balkan Mountains at
the edge of a biosphere reserve and National Park. Located 90 miles east of Sofia, its natural beauty and
historic monastery make the area a popular recreational site. Environmental problems have compromised
Troyan’s beauty and economic prosperity. Severe shortages in potable water are common throughout the
year, and water is often of poor quality. Untreated and inadequately treated municipal, industrial, and
agricultural wastewaters pollute the Osam River, which flows through the heart of Troyan. An uncovered
municipal landfill situated on the riverbanks, containing hazardous and solid wastes, pollutes the river as
well. Air pollution is prevalent throughout much of the year from the combustion of high sulfur coal and
oil for home heating and industrial processes. 

With these and other pressing problems facing the community, the Troyan Environmental Action
Project had the following goals: 

• Evaluate the public health, ecological, and quality of life (i.e., economic and social) risks associated
with environmental problems; 

• Rank these problems based upon their relative risks; 

• Develop and implement an action plan to address the most severe problems; and, 

• Involve community members throughout the process. 

In early 1992, the Troyan Environmental Action Project was officially launched with a kick-off
conference attended by over 60 members of the community, including representatives from the local
government, industries, scientific institutions, and NGOs. The conference familiarized participants with
the goals of the project and gave them first hand experience in practicing some of the project’s
methodologies. 

Two citizen committees were formed to undertake the work of the project. The Policy Committee 
was responsible for educating the public, soliciting public opinion, and actively involving the public 
in improving the local environment, and the Technical Committee was responsible for collecting and
analyzing information about the risks associated with various environmental problems and potential
solutions. 

Individuals were selected to participate on the Committees based upon the following criteria:

• Those who were committed and willing to work on the project as volunteers;

• Interests in the community were represented, including local government, business, NGOs, farmers,
small villages in the municipality, students, teachers, media, and technical experts; and,

• Members representing institutions that have various environmental responsibilities, including: the
Regional Environmental Inspectorate, Regional Health Inspectorate, and water utility. 

The Committees established a project office to serve as the focal point for project activities, and hired a
local coordinator to provide logistical support for the Citizen Committees. A Peace Corp volunteer was
assigned to Troyan to help with the Project. The Institute for Sustainable Communities provided technical
and financial support. The Project was funded through a grant from the U.S. Environmental Protection
Agency (USEPA).

FIGURE 0.3

Source: Bulgarian Community Environmental Action Project: Final Results and Evaluation, July 1994. Institute for
Sustainable Communities, Montpelier, Vermont, USA.



LEAPs require a close working relationship
between citizens and local officials. Local
officials hold the key to implementing
environmental programs — from financing
capital investments to adopting local ordi-
nances. Overwhelmed with a wide range
of environmental problems that need
immediate attention, some local officials
are collaborating with citizens to help
address these problems. This collaborative
approach can only be successful if it is built
upon a foundation of common purpose
and trust between local governments and
citizens. 

LEAPs begin with a core group of com-
mitted individuals who are interested in
bringing the community together to
address environmental issues. In some
communities, local governments have
taken the lead, while in others, NGOs
have initiated the idea and encouraged
their local governments to participate. As
mentioned earlier, the involvement of dif-
ferent institutions and affected individuals
is usually manifested through the forma-
tion of a multi-representative body called
a Stakeholder Group (SG). The SG guides
the community through the steps of the
LEAP process. Perhaps most importantly,
the SG is responsible for reaching out to
the rest of the community, soliciting their
views on environmental priorities and
solutions, educating them on the prob-
lems facing the community, and actively
involving community members in
improving the local environment. 

The SG often develops a Community
Vision as one of its first steps. A Community
Vision is a description or a picture of what
you would like your community to look like
several years into the future. By developing
a community vision, you will be creating a
framework to help your community make
choices about environmental goals and
solutions as you develop your EAP.

ASSESSING ENVIRONMENTAL 
ISSUES AND SETTING PRIORITIES 
(6-12 MONTHS)

Environmental issue assessments and
priority setting are one of the most critical
components of a LEAP. An environmental
issue assessment is a profile of environ-
mental conditions in the community — as
it exists today. It helps citizens paint a por-
trait of the place where they live given the
current environmental status of the air,
water, and land. Some environmental
assessments describe the impacts of these
problems in terms of the threat (or risk)
they pose to human health, ecological
health, and the quality of life. 

Environmental issue assessments gener-
ally fall into two broad categories: participa-
tory and expert assessments. Participatory
assessments rely primarily on lay people to
collect data and information on environ-
mental problems in the community, while
“expert” assessments are more formalized
methodologies that scientifically and statisti-
cally evaluate and document environmental
conditions in the community. Oftentimes,
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Case Study: Troyan Environmental Action Project Phase II
Involving the Public and Ranking Environmental Problems

The Policy Committee immediately undertook a public opinion survey of residents to determine what
environmental problems the public considered to be most dangerous to human health, ecosystems, and
their quality of life. Four thousand residents identified lack of adequate supplies of clean drinking water,
air pollution, deforestation, and surface water contamination as the most serious problems. The Technical
Committee used this information in compiling the list of environmental problems. The Policy Committee
also implemented numerous activities to educate the public, including holding several public information
meetings, publishing dozens of articles in the local paper, and setting up information displays. 

Meanwhile, the Technical Committee began the process of ranking environmental problems using a
methodology known as “comparative risk analysis,” developed by the USEPA. Comparative risk analysis
utilizes the best available scientific information on the health, ecological, and economic/social risks
associated with various problems. Combined with public priorities, this scientific information is used to
develop a relative ranking of environmental problems in the community. 

The Technical Committee, with input from the Policy Committee, developed a list of problems facing
the community, collected data on the risks associated with each problem, and developed analyses
summarizing each problem’s associated risks. Jointly, the committees ranked the environmental problems
and determined that inadequate supplies and poor quality of potable water, and air pollution from
industrial, household, and transportation sources, were the most severe problems facing the community.

FIGURE 0.4

Source: Bulgarian Community Environmental Action Project: Final Results and Evaluation, July 1994. Institute for
Sustainable Communities, Montpelier, Vermont, USA.



these two approaches are blended to dev-
elop issue assessments that are based upon
both scientific data and broad public input. 

Many communities use information gath-
ered during the assessment stage as the
foundation for setting environmental prior-
ities. Priority setting helps target environ-
mental improvements toward the most crit-
ical problems and can help ensure that
your community achieves the greatest
public health and environmental benefits
for its money. A successful priority setting
process will require the support and coop-
eration of representatives from govern-
ment, businesses, and NGOs. 

DEVELOPING AN ENVIRONMENTAL
ACTION PLAN (6-12 MONTHS) 

The Environmental Action Plan (EAP) is
the cornerstone of a LEAP. The EAP focuses
on the most serious environmental prob-
lems identified during the priority setting
phase. The preparation of the EAP begins
with establishing environmental goals, tar-
gets and indicators. Environmental goals
provide an opportunity to build consensus
among the SG on what it hopes to accom-
plish over a set period of time, e.g. three-
five years. Targets are measurable commit-
ments to be realized within a specified time
frame and are used in evaluating and mea-
suring progress in implementing the EAP,
while indicators measure whether environ-
mental goals and targets have been
achieved. 

The next step in developing the EAP
involves reviewing existing environmental
practices. This process can include exam-
ining your community’s capabilities to
address environmental problems, as well
as external factors that may either assist or
hinder your community. The SG then iden-
tifies a set of actions to help achieve the
goals and targets. These actions include
educational activities, economic incentives,
technological measures, community pro-
grams, and regulatory actions to address
various problems. 

After identifying a range of possible
actions, it is important that the SG choose
evaluation criteria that serve as the basis
for selecting its preferred actions. Your SG
will probably need to undertake specific
economic, engineering, and/or environ-
mental analyses to ensure that the selec-
tion of actions is based upon sound infor-
mation. In order to maximize the effective-
ness and usefulness of the EAP, it is critical
to link the EAP with statutory planning
processes at the local and regional levels.

The SG then prepares a draft EAP that
summarizes the results of its work. The
draft EAP is submitted to the public for
comment and ultimately adopted by the
Municipal Council. This EAP then serves as
a long-term guide for environmental
actions in the community. The EAP will
need to be revised periodically — ideally
every 3-5 years — to reflect new informa-
tion, technological advances, and new
environmental requirements.

IMPLEMENTING ACTIONS 
(ON-GOING) 

All the planning efforts of the SG —
developing a vision, assessing issues,
establishing priorities, and developing an
Action Plan — lead to implementation.
The environmental planning process
helps ensure that the community is tar-
geting the serious problems, as well as the
“ripest opportunities,” i.e. those actions
where environmental improvements can
be readily achieved. 

As the primary institution responsible for
implementing recommendations from the
EAP, it is absolutely critical that your
Municipality takes full “ownership” of the
recommendations. This ownership can be
manifested by integrating specific recom-
mendations from the EAP into statutory
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The Environmental
Action Plan (EAP)
is the cornerstone
of a LEAP. The
preparation of 
the EAP begins
with establishing
environmental
goals, targets 
and indicators.

Case Study: Troyan Environmental
Action Project Phase III
Developing an Environmental
Action Plan and Selecting Strategies

With a focus on drinking water and air
pollution, the Committees established long-term
goals and gathered information on alternative
actions from the U.S., Western Europe, and CEE.
The Committees then evaluated these actions
based upon their relative cost-efficiency,
effectiveness in addressing the problem, and the
amount of time needed for implementation,
among other criteria. 

The Committees summarized this
information in an EAP. A draft EAP was then
circulated for comment to the public,
Municipal Council, and staff of the
Municipality. After comments were received
and incorporated into the draft, the Troyan
Municipal Council approved the final EAP. ISC
provided a grant to the Municipality to help
implement recommended actions.

FIGURE 0.5

Source: Bulgarian Community Environmental Action
Project: Final Results and Evaluation, July 1994.
Institute for Sustainable Communities, Montpelier,
Vermont, USA.



planning processes of the Municipality,
such as the preparation of a land-use plan
or municipal budget. 

The first step in project implementation
is identifying all agencies and institutions
with potential responsibilities for project
implementation, including local, regional,
and national governments, the private
sector, and NGOs. The private sector offers
one effective option for project implemen-
tation. Many communities in the United

States and Western Europe have found that
private companies can play a valuable role
in implementing a range of environmental
programs — from collecting solid waste to
operating wastewater treatment plants.
NGOs also offer enormous promise for
implementing specific actions.

Any implementation action involving
multiple institutions and private companies
will require an appropriate organizational
structure to ensure effective implementation
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Case Study: Troyan Environmental Action Project Phase IV
Implementing Actions

As a framework for action implementation, the Committees developed a detailed Implementation Plan
that identified specific steps, specified responsible groups and agencies, proposed a timeframe, and
established a budget for each action. The Committees decided to focus on three specific implementation
actions: detection of leaks in underground pipes, industrial water consumption, and environmental
education. 

The Committees, in cooperation with the Municipality and the local water utility, established a
comprehensive program to detect and repair leaks in the underground water main and distribution pipes.
The Committees discovered that almost half of Troyan’s drinking water escaped from these leaks. The
Municipality purchased leak detection equipment, and a western expert helped local water utility staff
design and implement the program. 

The Committees decided to target industrial water usage — since industries consumed more than 
60 percent of Troyan’s drinking water supply. A Bulgarian-born, Canadian wastewater specialist
conducted wastewater audits for five largest industries in Troyan; these audits revealed enormous
opportunities for saving water and reducing wastewater flows. As a result, the Municipality implemented
an industrial water audit and control program to reduce industrial water consumption. 

Finally, the Citizen Committees supported the establishment of the Troyan Environmental Education
and Information Center. Based in the school system, the Center promoted environmental education in
schools and for the public. 

FIGURE 0.6

Source: Bulgarian Community Environmental Action Project: Final Results and Evaluation, July 1994. Institute for
Sustainable Communities, Montpelier, Vermont, USA.

Case Study: Troyan Environmental Action Project Phase V
Monitoring and Evaluation

The Citizen Committees and Municipality established a joint management team to oversee project
implementation. Further, the Municipal Water Utility established a special unit to detect and fix leaks,
and digitize the map of the underground pipe network.

Results of the implementation efforts included the following:

• Repaired 70 leaks in the underground pipe network and replaced almost one kilometer of pipe
resulting in water savings of approximately 10%. 

• Digitized the map of the underground pipe network. 

• Adopted a new environmental ordinance that requires industries to pay based upon the amount of
water they use and to file information on water consumption with the Municipality. The ordinance
requires the largest industrial water users to develop their own water supply, where feasible.

• Conducted an audit of the entire water system and detailed water audits of the largest industries.
Industries were provided with information on how much they were wasting, how much money it was
costing them, and specific measures they could undertake to decrease water use.

• Established a new environmental education center that promoted environmental education in the
schools and for the public. 

FIGURE 0.7

Source: Bulgarian Community Environmental Action Project: Final Results and Evaluation, July 1994. Institute for
Sustainable Communities, Montpelier, Vermont, USA.



— either by modifying an existing structure
or creating a new one. Once the proper
organizational structure is established, the
participation of these institutions can be
secured through a written agreement.

After securing the participation of all
implementing institutions, the next step is
to prepare an Implementation Plan. The
Implementation Plan integrates each of the
different actions into one overall, compre-
hensive program. It helps ensure that each
of the different actions work synergisti-
cally toward a common set of goals and
targets. One of the biggest implementation
challenges is project financing. A “Project
Financing Plan” can help ensure that your
SG and Municipality have addressed all
major issues related to securing adequate
funding. 

MONITORING AND EVALUATING
RESULTS (ON-GOING)

Once implementation has begun, it is
important to monitor and evaluate results.
An effective monitoring and evaluation
system provides an opportunity to: a) com-
pare your implementation efforts with your
original goals and targets; b) determine
whether you are making sufficient progress
toward achieving expected results; and, c)
determine whether you are adhering to the
project time schedule.

The first step in preparing a monitoring
and evaluation program is to review the
environmental targets and indicators
developed in the EAP to make sure they
are still current and reflect the latest infor-
mation. Next, it is important to establish a
reporting system that will record the per-
formance of all institutions with imple-
mentation responsibilities. This reporting
system provides a system of accountability
for all responsible parties on how well
they are achieving the goals and targets
established in the EAP. 

Once you have finalized your targets
and indicators, established your reporting
system, and collected your data, you are
ready to conduct your project evaluation.
The evaluation process involves com-
paring your actual results to the targets
identified in the EAP. One of the most
important aspects of an evaluation process
is that it actually provides usable results to
project implementers — information that
can be utilized by project managers and
staff to improve results. The evaluation
also provides valuable “lessons learned”
that can be incorporated into future imple-
mentation activities. Finally, it is important
to communicate the results of the evalua-
tion process with community members
and to report their responses to various
implementing agencies.

Conclusion
This LEAP planning guide has been 

prepared to assist municipal government
officials, representatives from NGOs, and
citizens to better manage environmental
problems at the local level. It is presented
here as a preliminary and introductory ref-
erence on basic planning methods and
tools that have been used by some local
governments and citizen groups in CEE. 

This Guide is designed to provide a step-
by-step “how-to” approach to developing
and implementing LEAPs. While we rec-
ommend that you consider each of the
steps described here, this Guide is not
intended as a “strict cookbook” that must
be adhered to precisely. Rather, your SG
will need to design a LEAP to meet local
circumstances, needs, and priorities. You
will need to define your own process. This
means adapting materials from this Guide,
as well as other relevant guidance docu-
ments, to create a process that works for
your community.

Good luck in your efforts! 
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Attachment A: Elements of a Sustainable Community

Elements of a Sustainable Community 

The Institute for Sustainable Communities has identified the following components of a sustainable
community:

FIGURE 0.8

Ecological integrity • Satisfaction of basic human needs for clean air and water and
nutritious, uncontaminated food;

• Protection and enhancement of local and regional ecosystems and
biological diversity;

• Conservation of water, land, energy, and nonrenewable resources,
including maximum feasible reduction, recovery, and reuse and
recycling of waste;

• Utilization of prevention strategies and appropriate technology to
minimize pollution emissions;

• Use of renewable resources no faster than their rate of renewal.

Economic security • A diverse and financially viable economic base;

• Reinvestment of resources in local economy;

• Maximization of local ownership of businesses;

• Meaningful employment opportunities for all citizens;

• Provision of job training and education to help the workforce adjust 
to future needs.

Empowerment and
responsibility

• Equal opportunity for all individuals to participate in and influence
decisions that affect each of their lives;

• Adequate access to public information;

• A viable, NGO sector;

• An atmosphere of respect and tolerance for diverse viewpoints, beliefs,
and values;

• Encourages individuals of all ages, gender, ethnicity, religions, and
physical ability to take responsibility based upon a shared vision;

• Political stability;

• Does not compromise the sustainability of other communities.

Social well-being • A reliable food supply that optimizes local production;

• Adequate health services, safe and healthy housing, and high quality
education for all members of the community;

• Maintains a place that is safe from crime and aggression;

• Fosters a community spirit that creates a sense of belonging, a sense of
place, and a sense of self-worth;

• Stimulation of creative expression through the arts;

• Protection and enhancement of public spaces and historic resources;

• Provision for a healthy work environment;

• Adaptability to changing circumstances and conditions.

Source: Institute for Sustainable Communities, 1995. Montpelier, Vermont, USA.




