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This book was created on the final version of the official document
produced during the eighth workshop “Hacia una acción international
sostenible” (Achieving sustainable international action) in Medellín in
September 2017. This publication is part of the work and close
collaboration between AL-LAs and the Universidad del Rosario.
 
The content was created in accordance with various projects and work
phases to which the AL-LAs members and General Coordination
actively contributed. 
 
City representatives were called on to be involved in designing and
implementing internationalization strategies. 
 
A set of key ideas were developed to move forward on measurement
and assessment actions to integrate sustainability into international
action over the long term with regional support.

INTRODUCTION
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CHAPTER I .  
 
ACHIEVING SUSTAINABILITY IN
INTERNATIONAL ACTION: KEY FACTORS
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To address this situation, local governments have begun
increasing and strengthening their presence on the
international stage. 
 
They are striving to make the actions of their many bodies
and departments more consistent through a process of
institutionalization, which, as has been the case in several
Latin American cities, has led to internationalization
strategies with a public policy vision. As with any public
policy, there are a number of factors to take into account
when drawing up, implementing and reinforcing
internationalization policies, including political
considerations such as political willingness, institutional
strengthening, citizen participation programmes, funding
and sustainability.

International action has gradually become a part of cities’
political agendas. It is taken into account by decision-makers
and included in the public policies developed by city
authorities.
 
While it is not considered a pressing or highly significant
issue for citizens as education, public health or mobility, it is
a topic that has becoming increasingly important given the
continual exogenous and endogenous pressures that local
public administrations must face. 
 
A vast array of needs have appeared in everyday municipal
operations that have forced city officials to forge
relationships and agreements with local institutions in other
countries around the world.
 
Such “spontaneous” activities promoted by various city
offices and departments have not been part of a common
strategy so far, which has led to scattered and
disjointed efforts.
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This analysis focuses on the sustainability factor, to show
that Latin American cities have generally chosen to create
internationalization strategies and policies with actions that
that can withstand political and institutional changes.
Maintaining certain strategic guidelines has meant that such
changes are not a risk but rather a source of new
opportunities to capitalize on previous efforts.
 
These factors must be made visible and appropriated by
involved stakeholders – not just government officials – for
internationalization to be considered a relevant issue for the
region and the city.
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1.1. Keys for sustainability at the local levelen
la escala local

A significant first step is including
these initiatives in an explicit and tangible
way in the government agenda or
regional development plan.

Mainstream sustainability into the
management and coordination of
important local government priorities:

Create forums for cooperation and dialogue:

Creating forums for cooperation and dialogue can help
strengthen the government’s vision for the region and
define a set of actions to reach the desired short-,
medium-and long-term internationalization objectives.

Create coordination processes
between areas of government:
Creating roadmaps that outline strategic
associations, their roles and useful, relevant
points of connection for each stakeholder is
crucial.

Promote shared responsibility
and budget priorities:

While city governance is essential, it is also vital to involve
all stakeholders in a tangible way. This ensures that they all
feel a shared responsibility in drawing up the strategies
and allocating the necessary budget to international
management.

a. b.

c. d.
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Connecting city hall and the legislative body
legitimizes the policymaking process.

Link international management with
the city’s legislative body:e.

f.
Sharing experiences, promoting results and
creating a narrative are essential to preserve
the history of the process for each local
government.

Systematize and capitalize on the
internationalization experiences of
local government:

Key factors to capitalize on the experience of regional internationalization:

The stakeholders and target audiences are more important to the process
than the issues.
Focus should be on the process itself, and therefore capitalization can occur
at any time.
It is useful to include a “capitalization checklist” as part of the routine
activities of a project or organization.
Identify strong ideas from the learning process by asking simple questions:

What did we learn from the project experience that could be useful for
others?
What facts, anecdotes or experiences could best illustrate what we
learned and what considerations did we take into account?

Capitalization is about focusing on what can be useful for others based on
the experience. It is not about making value judgments, and therefore no
conclusions are drawn or recommendations made.

Source: Pierre de Zutter, Historias, saberes y gentes. 
"De la experiencia al conocimiento", Lima, Editorial Horizonte 1997.
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Efforts have increasingly helped make the
internationalization dynamic a
part of the public agenda and move beyond
the traditional vision of
development cooperation.
Internationalization is now viewed as a
mechanism for local development that can
make use of a range of tools to
achieve government objectives.

Emphasize sharing knowledge,
experience and lessons learned:g.

h.
Understanding and placing the city in a global
context is key for its internationalization.

Create knowledge management scenarios
to apply to regional internationalization:

Things to consider when drawing up sustainability actions:

Carry out mapping of city government stakeholders.
Involve stakeholders when developing management roadmaps and
establishing the scope of responsibilities and roles of each unit with regard
to international action.
Ensure these agreed upon activities are institutionalized through internal
standards.
Set milestones at the start of the processes agreed upon by stakeholders.
Continually share information about the processes, roles and
responsibilities.
Support stakeholders in the development of processes as each is
appropriated by the relevant actor.
Remain aware of the dynamics that processes create and take stakeholder
feedback into account.
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1.2. Keys for sustainability at
the regional level

1.3. Keys for sustainability at
the international level

These associations are driven by a desire to
develop comprehensive visions for the future
to create shared roadmaps.

A new framework for cooperation between cities
that is more horizontal, decentralized and focused
on exchange and capacity building must be
leveraged to improve the quality of public policies.

Associations of municipalities
for internationalization:

Cooperation frameworks
between cities:

International networks that
promote the
internationalization of cities:

There are multiple networks around the world
covering various topics and scopes. Regardless of
their focus, each one has paved the way to make
cities influential stakeholders in setting the
international agenda.
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CHAPTER I I .  
ASSESSING A CITY’S
INTERNATIONAL ACTION

Examining these points can help officials prioritize the areas
of action for assessment, coordinate with various
stakeholders and determine scenarios, and limit the burden of
work for local government internationalization offices. The
aim is for the assessment strategy to support management
activities rather than be another obligation for teams with
additional costs and efforts.

Assessment is an essential step to improve public policies and
obtain enough relevant information to take decisions
regarding a specific problem. For a process approach, this
involves identifying aspects to be assessed, determining a set
of indicators to evaluate the reached target, creating
methodologies and designing information management tools.
 
To draw up and implement a monitoring and assessment
strategy for any policy, it is critical to consider the following
key points: (1) what should be measured, (2) how should it be
measured, (3) who should be involved in measuring, and (4)
why should it be measured.
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Assessment

Measurement

“Assessment is aimed at obtaining information to take decisions about allocating resources and/or reporting results in
different areas (results of public policies and/or public programmes).” (FUNCION PÚBLICA, 2015)

Measurement consists in quantifying the activities that an
organization undertakes:
 
“Measuring is comparing a value with a predetermined
target to understand degree to which the activities are
accomplished within a specific process.” (DANE)
 
“The key lies in choosing the right variables to
measure and share information about what is being
assessed.” (DANE)

“Relevant: Measurements must be relevant and useful at the
time to facilitate decision-making.
Accurate: They must accurately reflect the value to be
analysed.
Timely: They must be available when the information is
important and relevant to the decision-making process.
Economical: There must be a balance between the costs
incurred and the benefits of the measurement process.”
(DANE)

Measurement characteristics:

Key points in assessing internationalization policies

Source:  DANE,  “Guía para el  diseño,  construcción e  interpretación de indicadores”.  Undated. 12



It is a way for internationalization offices to publicize their activities, show what they
have achieved, and especially, justify increased budget allocations for international
action.

Taking note of the variables or conditions that resulted in an ineffective policy is a
powerful way to redefine internationalization processes.

A solid range of indicators can help make international activities more visible while
also deepening understanding of the process itself.
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Assessment is also a significant political and negotiation tool.

Assessment is usually viewed as a tool to show a project’s success but
tends to not devote much attention to failures.

Assessment can be considered as a powerful communication channel.



2.1 .  Progress and goals in
assessment processes developed
by cit ies

Most measuring is centred on management in international
relations offices (around 80% of figures reported in the study
conducted). This means that monitoring is carried out on
specific activities, generally resulting in in final counts.
However, these figures are not further assessed with more
sophisticated tools that could be used to share data with other
bodies or create indicators to demonstrate the impact of the
activities on local or regional government (which is much
more complicated).
 
Current efforts by internationalization offices are focused on
measuring their management with estimated targets for local
government, although these are far removed from general
regional objectives. This makes the current assessment
process more about management indicators than being able
to take full advantage of all the possibilities. Moreover, in
terms of types of indicators, the process is centred on
process, result and product indicators, rather than on
opportunities to better measure the impacts of actions and
activities.

No data-based assessment methodologies or processes have yet
been developed to create a system of indicators to measure the
effects of internationalization within the government or region.
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To define the scope and aim of measuring, what needs to be measured
must first be determined. 
 
There are three aspects to consider when establishing an
internationalization assessment process: institutional, with regard to
the management of the international affairs office, which needs to
carry out long-term monitoring and evaluation of the entire public
policy cycle; political, in relation to how the international
action contributes to achieving local government objectives; and
regional, in terms of measuring the impact on the relevant region.
 
For each of these aspects, a set of indicators can be chosen to shift
towards a strategic scenario, with a horizontal rather than top-down
approach to see what a policy can bring to each.

2.2. Assessment criteria for
internationalization policies

Defining the scope of assessment:
institutional, political and regional
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To start the assessment process, the scope of measurement and why it is being
carried out must be taken into account. Doing so clarifies choices of measurement
variables or categories, methods, how data is gathered, target audiences, how the
information is presented and when the assessment will take place.

In recent years, the priority in measuring public policies, plans and programmes
has been put on quantity indicators. To a certain extent, indicators are linked to the
measurement aspects identified by cities. This means that the objectives of the
institutional aspect (internationalization office) focus on inputs and processes, those of
the political aspect (local government) focus on results or products, and those of the
regional aspect (the region and its stakeholders) focus on impacts, strategic hierarchy
and, if possible, quality.

Developing assessment processes that integrate
measurement components from the start

Including quality criteria in indicators
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Although creating an information system is not a
specific task for the internationalization office, doing so
can significantly benefit the overall process of
organizing and coordinating a regional information
strategy.

Integrating data using “information
systems” to internationalize cities
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CHAPTER III.
 
ASPECTS FOR MEASURING THE
INTERNATIONALIZATION OF A CITY
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Knowledge management can refer to the way in which
audiences outside the international affairs office are
informed about the importance of a city’s international
action. For what, why, how, and for and with whom are basic
questions that international management stakeholders must
learn to answer clearly and accurately.

The political aspect reflects the importance of
mainstreaming and inter- institutional coordination to
ensure that internationalization can contribute to the local
government’s objectives. This concern stems from the need
to promote appropriation of the issue by all government
bodies, which by nature do not tend to consider the
international action of the city.

The aim, which is shared by both national and local
governments, is focused on connecting the various policies,
decisions and approaches to the regional context to reach the
established goals. For cities, impact indicators can be
integrated into this aspect to evaluate how international
management contributes over the medium and long terms to
reaching crucial societal objectives.

I n s t i t u t i o n a l  a s p e c t :  k n o w l e d g e  m a n a g e m e n t
a n d  t h e  e x p e r i e n c e  s h a r i n g  p r o c e s s  d e v e l o p e d
b y  t h e  i n t e r n a t i o n a l  a f f a i r s  o f f i c e

R e g i o n a l  a s p e c t :  t h e  i m p a c t  o f  g l o b a l
f r a m e w o r k s  o n  r e g i o n a l  d e v e l o p m e n t

P o l i t i c a l  a s p e c t :  m a i n s t r e a m i n g  a n d
i n t e r - i n s t i t u t i o n a l  c o o r d i n a t i o n  t o
a c h i e v e  c i t y  g o v e r n m e n t  o b j e c t i v e s

The most distinctive feature of this process is the impact local
governments can have through this completely new undertaking
when they ensure a clear and consistent message aimed at
citizens about the issues facing their region.

19



F I N A L  C O N S I D E R A T I O N S
This document shows that there is no single approach to include
international action in a city’s public agenda.
 
International relations are increasingly becoming necessary for local
or regional governments to effectively, efficiently and consistently
fulfil their duties in accordance with regional priorities and global
sustainable development commitments. However, efforts must be
made to increase awareness, communicate, assess and promote the
positive impacts that internationalization can have on a city and its
citizens. Without such efforts, it is difficult to ensure a city
internationalization policy that can be sustained over time.
 
Sustainable internationalization requires thinking about and acting
on key aspects at local, national and international levels. This text
has identified several considerations for each of these levels,
including: mainstreaming international action in local public
administration, creating frameworks for management and
knowledge sharing for international affairs; ensuring multilevel and
multi-actor coordination and dialogue to define and monitor city
internationalization strategies; and working through networks and
creating innovative, horizontal and decentralized cooperation
frameworks between cities.

Moreover, it is important to develop mechanisms that can align
priorities, stakeholder expectations and specific actions that
encourage appropriation of theissues by all involved stakeholders
and ensure a shared vision of what international affairs represents
for the region.
 
Through international relations offices, local governments have
moved away from focusing solely on the quantitative impact of
management to taking institutional, political and regional aspects
into consideration to show the qualitative value they can have.
Internationalization is no longer exclusively the concern of local
government. 
 
A sustainable internationalization policy also involves
internalization. Efforts must be made within local governments and
organizations to communicate the message that this is an
investment rather than a cost. It is a good governance practice
whose results translate into social wellbeing, cooperation and the
opportunity to bring the world to the community and the community
to the world.
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The realization of the present Executive Summary of the Collection of Notebooks
for the Internationalization of Cities has been possible thanks to the financial
support of the Joint Mexico-Uruguay Cooperation Fund, within the framework of the
South-South Cooperation Project for innovation, inclusion and the
internationalization of the Governments of Mexico City and Montevideo.
 
The opinions expressed in it are responsibility of the authors and do not reflect
in any way the official position of the members and collaborators of AL-LAs or of
the cooperation agencies.

Diseño editorial: Jorge Montes
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