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e Date: Saturday, May 3, 2025

e Time: 9:30 AM

e Duration: 2hours+

e Location: Residence of Antoine Hraoui - Baskinta
e Format: Working breakfast

Dear members,

Following our election to the municipal council — after the withdrawal of all other
lists — and ahead of the mayoral elections on Sunday, May 4, | am pleased to invite
you to our first working meeting as a municipal body. This session will be an
opportunity to launch our joint efforts, review the roadmap, and make key decisions
together.



Agenda and Minutes

Upcoming Mayoral Elections -
Political Positioning

Brief discussion on the
direction of the municipal body
and whether any action or
alignment is needed

15 minutes

Municipal Program
Presentation

Detailed overview of the
program, initial concrete
actions, and structure of
committees

30 minutes

Tawafok affirms its commitment to fully abstain
from interfering in the mayoral elections and looks
forward to collaborating constructively with the
five elected mayors, whom it congratulates in
advance.

And, in support of the democratic process and to
contribute to the success of the election day,
Tawafok was keen to respond to the request to
provide logistical facilities and cover the
accommodation and living expenses of the heads
of polling stations, monitoring committees, and
government employees responsible for managing
and securing the electoral process. It assumed the
full financial burden to ensure the smooth running
of this event and its proper organization.

The Municipal Master Plan was presented in brief,
with particular attention given to the structure and
role of the seven proposed committees. Several
members raised important legal and operational
observations concerning the number,
composition, legality, and responsibilities
assigned to these committees.

It was agreed that the committee structure, as
initially proposed, would be distributed to all
members as-is. Each member will review the
content individually or within sub-groups and
submit their feedback in writing—clearly outlining
the rationale behind each comment—no later than
Friday, May 9, 2025. All remarks will be reviewed
and consolidated ahead of the next session.



Financial Structure

Presentation and agreement
on financial responsibilities
between the municipality,
Solidays, and other donors

15 minutes

Tawafok observed that the current municipality
lacks available funds and is therefore unable to
implement any projects until the new municipal
body officially takes office, which is expected
around June 15, 2025.

Despite this constraint, Tawafok emphasized that
certain urgent projects cannot wait until that date.
It was clarified that several donors have pledged
their support to the incoming municipality during
this transitional period, until sustainable revenue
sources are activated. Chief among these donors
is Solidays, which will take the lead in supporting
and executing initial priority projects.

To streamline operations and avoid the
bureaucratic delays associated with donation
processing and municipal disbursement
procedures, many of these projects will be directly
implemented by Solidays. In fact, Solidays has
already allocated $100,000 for immediate use by
Tawafok to address the following pressing needs:

e Renting, renovating, and fully furnishing two
additional offices to expand and support
municipal operations

e Procurement of essential municipal vehicles

e Rehabilitation of the two water wells in the
Sannine area, including pump installation and
power provision (likely through solar energy)

e Urgentroadworks to repair large potholes on
main and rural roads across Baskinta

e Installation of solar-powered lighting on
severely dark streets in the town

Specialized sub-committees were established to
analyze and define the exact scope of each of



Consultants and Support
Team

Review of current consultants,
future needs, and methods of
collaboration

15 minutes

these projects. They are tasked with submitting
detailed specifications by Friday, May 9, 2025.
Final budget allocations for each initiative will be
approved in the next municipal session, allowing
project implementation to begin as early as
Monday, May 12, 2025.

It was agreed that several Senior Consultants will
join the future President of the Municipality to
support him as Subject Matter Experts across key
domains such as security, agriculture, tourism,
and others.

A typical protocol for collaboration will be
established to ensure transparency, alignment,
and effective execution. Under this protocol, each
Senior Consultant will:

e Coordinate directly with the President of the
Municipality.

e Beinvited to relevant municipal body meetings
when their field of expertise is discussed.

e Submit brief written proposals and progress
updates through the President's office.

e Workin close consultation with the relevant
committees and designated municipal
members to align efforts and avoid
duplication.

e Attend periodic review sessions with the
President and committee heads to evaluate
progress and realign priorities as needed.

The detailed framework governing this
collaboration will be finalized during the next
municipal session.



Communication and Human
Resources

Discussion of media/marketing
strategy, current employees,
and volunteer management

15 minutes

Task and Responsibility
Allocation

Distribution and confirmation
of roles and responsibilities
among members

15 minutes

The first areas where consultants will begin
contributing are:

e Security: Assisting in the recruitment and
structured training of Municipal Police

e Automation: Leading the design and execution
of a full-scale digital transformation of
municipal operations

This topic was postponed to the next session to
allow members sufficient time to review and
assess the structure and functions of the various
committees.

During the session, roles and responsibilities were
assigned for the tasks agreed upon in this first
Tawafok meeting. Tasks that remained pending
were postponed to upcoming sessions—or later if
necessary—to allow members adequate time to
thoroughly review and assess the structure,
purpose, and mandates of the various municipal
committees.

In parallel, it was agreed that laptops would be
provided to members who require them in order to
effectively participate in the digital transformation
efforts of the municipality.

Additionally, three critical tasks were identified
and distributed among members, who were
organized into three specialized sub-committees
to lead the following initiatives:

1. Legal Training Sub-Committee

Organize and oversee training sessions
focused on the legal framework governing



Open Discussion

Additional topics proposed by
members, review of meeting
outcomes, Q&A

30 minutes

municipalities, tailored to ensure members
and committees operate within their legal
mandates and responsibilities.

2. Capacity Building

Propose and manage the design of a
comprehensive training curriculum for Phase
1. This phase will include:

e Basic IT Awareness

e Microsoft Office Suite (Word, Excel,
PowerPoint, Outlook)

e Introduction to Artificial Intelligence (with a
focus on tools like ChatGPT)

e Define the structure of the training program
including course content, trainers,
schedules, and certification.

3. Transition Sub-Committee

Set a preparatory meeting to organize and
explain the operational transition before the
official handover. This will cover key areas
such as municipal teams, workflows, assets,
financials, and ongoing projects to ensure a
seamless and coordinated transition process.

Several additional topics and project ideas were
raised during this first Tawafok meeting. The
President proposed—and the members
unanimously agreed—that all suggestions should
be submitted in writing and formally presented for
discussion in the upcoming sessions.

The next meeting was scheduled for Friday, May 9,
2025, at 7:00 PM, to be held at the same location.






